



























































































































































































































































































































































































































































































































































































































































































































































































































































Module 1V - Change management and organisational development of HEIs

In the ADKAR model, Ability is understood as the difference between theory and practice. Once
knowledge of how to change is in place (theory), the actual practice or performance of the individual
must be sustained. This can take some time and can be achieved through practice, coaching and
feedback.

V  Strengthening to support change: REENFORCEMENT

This final stage of the model is an essential component in which efforts to support change are
emphasized. Ensuring that changes remain implemented and that individuals do not return to the
old modalities of action can be achieved through positive feedback, rewards, recognition,
performance measurement and corrective action. For a successful change, consolidation is essential
to ensure that changes are maintained and new results are measured.

Figure 4.2 — The ADKAR® model of change management

Hiatt refers to each of these five actions as key blocks for a successful individual change and
therefore successful organisational change. As the graph shows, the process is sequential. In other
words, each step must be completed before moving on to the next one. Hiatt stresses that it is not
possible to achieve success in an area unless the previous action has been addressed.

What are the main advantages of the ADKAR® change model?

The main advantage of this change management model is the focus on individual change and
ensuring the safety of each person in transition. When you focus on the individual, you can measure
where they are in the process of change and what is needed to help them. The model is focused on
results, not tasks to be performed. This model describes the results (awareness, desire, knowledge,
skill, consolidation), further helping to measure the effectiveness of the process of change. Progress
can be measured up to the individual level, gaps diagnosed in time with targeted application of
corrective actions. A changing person may need knowledge of how to change or may not have the
ability to implement the necessary skills or behaviours. The manager or person guiding the change
is able to discern between the two situations and can provide training (knowledge and information)
or work closely with the individual, training them to give them the confidence (and ability) to
perform effectively. Thus, the model also demonstrates its effectiveness as a model of individual
change outside the organisational framework.
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4.2.5. Kotter’s eight (8) step change model

~Leadership is a process of producing change, setting a direction,
aligning and motivating people”

(John Kotter)

John Kotter (b.1947) is a professor at Harvard Business School and one of the best-known theorists
of change management in organisations. In his book ,Leading change”, 1995, the 8 steps to
approach a process of change are described:

VI  Creating a sense of urgency

Creating a temporary crisis that destabilises the organisation for the moment inspires people to
change. The meaning of the emergency is to be generated for the purpose of providing the
necessary/sufficient motivation for change. Thus the crisis aims to transform the stated objectives
into real and relevant objectives.

How is this sense of urgency created? Kotter suggests a few ways of ,,warning”, it can raise a wake-
up call to employees about creating/generating a situation of change:

- creating an institutional ,,crisis” that alerts employees and management;

- removal of ostentatious luxury signs (e.g. certain expenses that do not support the ,,nice to
have” category);

- setting objectives impossible to achieve by ,traditional” methods;

- presentation of economic and market information demonstrating the institution’s lack of
competitiveness;

- facilitating direct communications of various beneficiaries of the services provided,
shareholders, suppliers dissatisfied with the employees of the institution;

- hiring a consulting service to question current performance. This also gives the advantage of
greater objectivity to the situation that requires change;

- intensifying communication with reference to future opportunities and highlighting the
institutional inability to capitalize on the most of these opportunities today.

VIl  Building a strong coalition

Even the most charismatic leader will not be able to change an organisation on its own. This is why
it is necessary to build an alliance at the level of decision-making functions. Change and uncertainty
require a strengthened and united team to:

- summarise all the information necessary to make the best decisions;
- motivate the organisation and overcome the impending obstacles to the implementation
period.

Building a strong coalition involves several key issues:

- choosing the most suitable employees (with the necessary competences and skills, but also
with their motivation and involvement in the process of change);

- building mutual respect between team members;

- formulating and developing a common vision.

VIll Creating a compelling vision
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The most appropriate way to guide and coordinate the thousands of employees working together
to change an organisation is through the overall vision, which must be a motivating and credible
picture of the future of their organisation. This vision, in order to be credible, must be: conceivable,
desirable, feasible, illuminating, flexible, easy to communicate. However, in order to make vision as
much more efficient, the emotional aspects of change must also be taken into account.

IX Communicating the vision
Once the vision and strategy are established, we have to decide how exactly we communicate them.

Kotter recommends that we do this using simple terms, avoiding technical jargon, using metaphors
and analogies. This activity of communication and transmission of information must encompass as
many people as possible, be addressed directly to the object, contain the essential, without
unnecessary details and respond adequately to people’s needs. ,Decentralization of
communication” through the use of multiple channels, applied simultaneously in working groups,
internal messages and letters, informal discussions, face-to-face meetings, working meetings, etc.
are all useful tools for correct vision communication. Other ways may be:

- repeating the same message — to ensure consistent delivery of information and to be
convinced that the message was understood by as many people as possible;

- personal example — our actions speak louder than words;

- encouraging dialogue and reducing the monologue — people are to be consistently
encouraged to express their views, needs and even concerns about the process of change.

X Overcoming obstacles to change

This stage is based on:

- adapting organisational structures to the new context;

- adapting management systems;

- implementing appropriate training programmes to facilitate the learning process of new

competences, skills, etc.

- confronting managers who oppose change.
Resistance to change is one of the great obstacles to a process of change and this must be addressed
directly.

Xl Achieving immediate success

Communicating the first successes achieved in the process of change is essential. Therefore,
managers should immediately communicate the first results obtained immediately. Typically, there
is a belief that it is difficult to manage long-term and short-term objectives simultaneously. That’s
why employees will focus on long-term objectives. But ,,celebrating” short-term successes remains
also a priority.
Xll  Speeding up the change process by determining the first results

Setting goals/objectives that can be achieved from the earliest stages of the implementation of the
action plan increases people’s morale and engagement. However, the sense of urgency must be

maintained by speeding up the process of change. This acceleration is based on new initiatives, new
projects that can be launched as they become necessary.
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Xl Introducing new practices

The culture of the organisation is a set of values, beliefs and norms of behaviour that characterise
each organisation with a major impact with regard to "best practices”. In the new context of change,
the set of values, management systems (management style/leadership) need to be reassessed to
what extent they fit and support the change. Building on this core, the change is aimed at processes,
practices and working methods as a whole.

Proper communication of new values, behaviours, working practices and the link between them and
new results (or performance achieved) is fundamental. Sometimes important and not easy decisions
have to be made regarding the behaviour and engagement/involvement of employees, who are still
opposing to change. It is necessary to highlight those employees who demonstrate new values and
behaviours, who become ambassadors for change. In the process of implementing the changes, we
must monitor the way in which the new values are applied to ensure that they have been assimilated
in the way of working, for example the use of new competences in the recruitment process. The link
between the old values, the old culture and the new values as well as the mention of the successes
achieved in the past, and how they contributed to the preparation of current changes, should not
be neglected. Thus, open communication, based on results and highlighting benefits for both
employees and the organisation, helps to increase aditability to change.

In conclusion, the model proposed by P. Kotter is simple, intuitive and easy to implement and use.
It should be noted, however, that it concerns radical changes and not all organisations want to make
such changes.

4.2.6. McKinsey 7-S modelul

The McKinsey 7s model is a tool that analyzes the company’s organisational design, analyzing 7 key
internal elements: strategy, structure, systems, shared values, style, staff and skills, to identify
whether they are effectively aligned and to enable the organisation to achieve its objectives.

The McKinsey 7s model, developed in the 1980s by McKinsey consultants Tom Peters, Robert
Waterman and Julien Philips with the help of Richard Pascale and Anthony G. Athos, right from its
launch has been widely used by academics and practitioners and remains one of the most popular
strategic planning tools. It sought to focus on human resources (soft S) rather than traditional mass
capital, infrastructure and equipment production materials as a key to greater organisational
performance.

The purpose of the model was to show how 7 elements of the company: structure, strategy, skills,
staff, style, systems and shared values can be aligned with each other to achieve effectiveness in a
company. The key point of the model is that all seven areas are interconnected so that a change in
one area requires change in the rest of the company for it to work effectively. The connections
between the 7 areas of the McKinsey model, divided into 4 ,,Soft Ss” (yellow) and 3 ,,Hard Ss” (red)
—highlighting the interconnection of the elements, is shown graphically in Figure 4.3.
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@ Figure 4.3 -McKinsey 7s model

The model can be applied in many situations and is a valuable tool when organisational design is
wanted. The most common uses of the framework are:

Facilitating organisational change.

Implementing a new strategy.

Identifying how each area can change in the future.

Facilitating mergers with other organisations.
The seven organisational domains are divided into ,,soft” and ,,hard” areas. Strategy, structure and
systems are hard elements that are much easier to identify and manage compared to soft elements.
On the other hand, soft areas, while more difficult to manage, are the foundation of the organisation
and are more likely to create sustained competitive advantage

Table 4.2 — 7S factors

e Strategy
Hard - S < |[OSGERIEEIE
e Systems

* Style
o Staff
e Skills
e Shared values

Soft - S <
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The strategy is a plan developed by a company to gain a sustained competitive advantage and
compete successfully in the market. A solid strategy clearly articulated in the long term, helps to
achieve a competitive advantage and is enhanced by vision, mission and strong values. The key to
model 7s is to assess the degree of alignment of the strategy to other elements under analysis. For
example, the short-term strategy, but aligned with 6 other elements, may deliver stronger results
more significant than a well-worded long-term strategy but without proper alignment of the other
elements.

The structure is how divisions and business units are organised and includes information about who
is responsible for what. In other words, the structure is the organisation chart of the organisation.
It is also one of the most visible and easy to modify elements of the framework.

Systems are the company’s processes and procedures that reveal the day-to-day activities of the
business and how decisions are made. Systems are the area of the institution, which determines
how the activity is carried out and should be the main focus for managers during organisational
change.

Skills are the abilities that employees perform very well. They also include capabilities and
competences. During organisational change, the company identifies, evaluates and stipulates the
skills needed to strengthen its new strategy or structure.

The staff element is concerned about what type and how many employees the organisation will
need and how they will be recruited, trained, motivated and rewarded.

Style is how the company is managed by top-level managers, how they interact, what actions they
take and their symbolic value. In other words, it is the leadership style of the company’s leaders.

Shared values are the core of the McKinsey 7s model. They are the rules and standards that guide
the behavior of employees and the company’s actions and thus form the basis of each organisation.

How do we use the McKinsey 7s tool?

As previously pointed out, the McKinsey 7s framework is often used when organisational design and
effectiveness is in question. It is easy to understand the model, but it is much harder to apply it,
mainly because of a common misunderstanding about how one element or another should be well
aligned. The proposed steps should help in the application of the 7S tool:

Step 1

Areas that are not actually aligned are identified. The objective is to analyze the 7S elements and
identify whether they are effectively aligned with each other. You should look for gaps,
inconsistencies and weaknesses between the relationships between elements. For example, the
strategy that is based on the rapid introduction of the product, but the matrix structure with
conflicting relationships hinders it. Thus, there is a conflict that requires a change in strategy or
structure.

Step 2
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The optimal design of the organisation is determined, what effective organisational design is
desired. Knowing the desired alignment, set the objectives and plan accordingly. Firstly, you have
to find the best optimal alignment. Secondly, there are no default organisational templates or
templates that you can use. You will need research or comparative analysis to find out how other
similar organisations have coped with organisational changes or what organisational modes they
use.

Step 3

Deciding where and what changes should be made. If the structure and management style of the
organisation are not aligned with its values, it should be decided how to reorganize reporting
relationships to change the management style so that the company works more efficiently.

Step 4

Implementation is the most important step in any process, change or analysis and only well
implemented changes have positive effects. Therefore, the most suitable people should be found
to implement the decided changes.

Step 5

A change in one element always has effects on other elements and requires the implementation of
a new organisational design. Thus, the continuous review of each area is very important.

McKinsey’s approach to problem solving:

The problem is not always a problem.
Don't reinvent the wheel.

Each situation examined is unique.

Do not make the facts fit the solution.
Make sure the solution fits your needs.
Sometimes let the solution come to you.
No problem is too difficult to solve.

4.2.7. The Open Mindset Model

The Arbinger Institute, which works on conflict resolution and organisational culture improvement,
offers an inspirational book in 2016 about how the mentality/relationship with the world and the
people in it can become a force for change. Arbinger illustrates the book with excellent case studies.
The manual explains how taking on external thinking, examining concerns beyond one’s own narrow
perspective, can lead to satisfactory results for individuals and organisations.

Arbinger reports that organisations whose leaders recognize and deal with deeply rooted mindsets
have a much greater chance of implementing changes than organisations whose leaders do not.

Perception of context determines actions; actions betray the mentality. When people are
considered important and treated as such, they display an attitude or type of perception called ,,an
external mentality”. When you use an external mentality, look for the greater good beyond yourself,
but when you use an ,,internal mentality”, act only to maximize your own advantages. An external
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mentality is about how you see your place in the world, your relationships with others and what you
should do for them. This other mentality can be a powerful force for change. To create an external
mentality, you need to learn to see beyond yourself.

Organisations need to address the issue of mentality if they want to initiate change. Leaders who
want to promote an organisational orientation towards an external mentality should focus on a
collective goal. Organisations with external mindsets allow their employees to decide what they
should do, how they do it and how to take collective responsibility. If you want to change the
structure and rules of the organisation, it is necessary to focus its thinking outwards. The model
refers to a set of tools that would facilitate the creation of open mentality:

Self-awareness tools to overcome a closed, self-oriented mentality and a more effective
collaboration focused on the impact of open mentality.

Maintaining the tools for change to implement and support an open mentality.
Empowerment and accountability tools that help people clarify their roles and become
accountable for their impact on others.

Collaborative tools to help people and teams plan, work and resolve differences more
collaboratively and efficiently.

4.3. The process of change in higher education institutions
Learning outcomes
At the end of the training activity, the beneficiary / trainee / student will be able to:

Knowledge and understanding
- delineate the configurations of organisational development;
- describe the lifecycle stages of organisational development;
- characterise the stages of organisational change;
- report on the types of organisational diagnosis;
- identify the peculiarities of university strategic management;
- describe the concepts of change strategies;
- recognise the types of tools of change management.

Application

- determine the critical points of organisational development;

- compare organisational change approaches;

- use the concepts associated with the planned changes in the development of a
university strategy;

- compare organisational models of universities;

- carry out SWOT analysis of university strategic management;

- determine the impact of changes in university strategic management on the internal
and external environment of the university;

- use management tools to achieve change.

Integration
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- assess the need for change and the problems that may arise at each stage of the
lifecycle of organisational development;

- elaborate a development strategy based on university management levels;

- anticipate the risks of strategic management processes at different levels of
organisation of the higher education institution;

- appreciate the implementation of a strategy for change within the higher education
institution.

4.3.1. Organisational development configurations

It is recognised that today organisations need change in most areas of activity and at the level of
each material or non-material element. In this respect, higher education institutions are no
exception either.

In a broad sense, change represents any modification, transformation, in the form and/or content
of an object or process, activity, system, etc. and results in the introduction of the ,,new” in all
aspects.

Organisational development can contribute to the democratisation of the workforce. Redundant
and hierarchical constructions are eliminated, and a partnership with a focus on mutual trust is
achieved.

Organisational development is a long-term effort to improve the organisation’s capacity to renew
itself, solve problems and respond to changes. At the same time, particular emphasis is given to the
more efficient management of the organisation’s culture, in particular in formal working groups, the
application of the methodology of behavioural sciences and the involvement of a change agent®.

Organisational change. It simply refers to changing the existing conditions of an organisation. Even
in most stable organisations change is necessary to maintain stability. The economic and social
environment is so dynamic that without adapting to such changes, even the most successful
companies cannot survive in the changed environment.

There are currently numerous theories, approaches and models of organisational change (I. Ansoff,
0. Vikhansky, E. Goldrat, P. Drucker, M. Dixon, V. Inozemtsev, B. Karlof, K. Colin, D Kotter, K. Levin,
A. Luzin, G. Morgan, R. Stesi and others). At the same time, the question of the choice of basic
principles, of models of change remains very relevant. As a starting point for analysis, we consider
the company’s principles. To do this, we use the provisions of Gareth Morgan’s work, which
distinguishes several types of organisations (we limit ourselves to the most significant):
organisations as machines, organisations as political systems, organisations as organisms,
organisations as flow and transformation.*

3 https://economy-ru.info/info/94796/

4 https://cyberleninka.ru/article/n/upravlenie-izmeneniyami-na-innovatsionno-aktivnom-predpriyatii
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The organisation regarded as a device, as a machine. Managers have tried to approach the
management of the company as a multi-component mechanism, each of which plays a clear, defined
role in the process of its overall operation. Companies began to appear as constructions, including
precisely mounted nodes with each other (finance, production, logistics, human resources
management, marketing, legal assistance) associated with certain communication channels and
organisational relationships.

The metaphor peaked thanks to F. Taylor’s scientific management principles, based on an extremely
strict timeline, the performance of work tasks, selection according to final results, a system of
incentives for work and remuneration of staff efforts.

Thus, the metaphor of the machine means a kind of rational system, built and structured to achieve
the objectives. The difference between the actual and desired results of the activity according to
the approach arises from the lack of correspondence between the structure and the external
environment. Thus, the approach to change is that management determines the objectives and the
time period, you just have to plan everything correctly. The approach is attractive with a relative
speed of admissible change, which is often necessary in modern competition, but does not work
with large-scale transformations.

The metaphor of organisation as ,,machine” has a number of weaknesses, because it is not flexible,
it is poorly adapted to changes in the external environment, poorly trained, etc. Moreover, the
mechanisms, which mainly possess technical rationality, do not take into account the human factor,
which is important, because the tasks that the company solves are more complex and uncertain
compared to those performed by the machine.®

The organisation regarded as a political system. This metaphor considers organisations as mini-
states that can be unitary (all workers strive for a common purpose), pluralistic (contain a wide
variety of interests grouped around formal objectives) or radical (represents an arena for the
struggle of rival clans or groups). In the political sphere, the question who controls the limited
resources, who is the first to receive information, where important management decisions should
be made is decided. Organisations as political systems are coalitions of different individuals and
interest groups. There are differences between coalition members in values, beliefs, interests and
perceptions of reality. Objectives and decisions result from negotiations, transactions and power
struggles between different stakeholders. In fact, it should be given a significant influence to the
analysis of stakeholders in order to understand the interest and influence of each interested party,
to find supporters and agents of interests.

The organisation regarded as flow and transformation. The organisation’s definition of flow and
transformation operates in terms of complexity, chaos and paradox. Organisation in this case is a
part of the environment, part of the flow with the ability to self-organize, change, self-renew in the

5 https://cyberleninka.ru/article/n/organizatsionnye-metafory-i-osobennosti-ih-primeneniya-v-praktike-
sovremennogo-menedzhmenta/viewer
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pursuit of identity. Management is able to push and shape the process, but cannot control the
transformation.

The organisation regarded as an organism. When we consider the organisation as an organism, the
need to study and adapt to the external environment is accentuated. Through this approach,
organisations provide people with opportunities for their own development. Most people need to
be motivated internally and will work well in a supportive climate. Successful organisations are those
where people are given the opportunity to figure themselves out and get along well with each other.
The difference between the actual and desired activity outcomes results from the discrepancy
between the organisation and its employees. Therefore, if the social needs of individuals and groups
in the organisation are in balance and the environment is also taken into account, there is a high
probability of the adaptive functioning of the whole system.

The organisation regarded as an entrepreneurial structure. Entrepreneurial organisations are
growth-oriented and rely more on opportunities than controlled resources. The implementation of
these opportunities and the use of resources for them are often carried out in the short, episodic
and phased term. Resource control is usually indirect in nature (rent, loan, etc.). The management
structure of an entrepreneurial organisation is characterised by a small number of levels, flexibility
and network construction. The activities of such an organisation are usually assessed not on the
basis of productivity, but on the basis of efficiency. Motivation for entrepreneurial activity is based
on the search for opportunities and results, not on the need to use resources. From the point of
view of organisational structure, entrepreneurial structures are based on individual initiative and
not on coordination, as is the case in traditional organisations. Concentrated development is
replaced by development in many areas. In entrepreneurship, individual competence is more
important than organisational competence®.

According to Mintzberg’, the main organisational structures are the following:

Entrepreneurial organisation.

Machine organisation (bureaucracy).

Professional organisation.

Divisional (diversified) organisation.

Innovative organisation (,,adhocracy”).
Therefore, the management of an organisation must continuously monitor the external
environment and be sufficiently innovative and creative to implement these changes effectively.
The organisational change cannot be identical to minor changes, such as the leave of some
employees, the arrival of others, etc.

6 https://works.doklad.ru/view/-H9TnlLztGY.html
7 http://www.buzdugan.com.ro/blogmanagement/?p=147
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4.3.2. The lifecycle of an organisation

The organisational lifecycle is the lifecycle of an organisation from its set up to its close down. It also
refers to the expected sequence of advances experienced by an organisation, as opposed to the
random occurrence of events.

The study of the organisational lifecycle led to various predictive models. These models have been
the subject of considerable academic discussion and are related to the study of organisational
growth and development. Organisations at any stage of the lifecycle are affected by external
environmental circumstances as well as internal factors. We are all aware of the rise and fall of
organisations and entire industries. Products also have lifecycles, which has long been recognized
by marketing and sales experts.

Trends in organisational lifecycle study

The organisational lifecycle is an important model because of its premise and prescription. The
premise of the model is that the requirements, opportunities and threats inside and outside the
business company will vary depending on the state of development in which the company is
located. For example, threats at the start-up stage differ from those at the maturity stage. As the
company goes through the development stages, changes in nature and the number of requirements,
opportunities and threats exert pressure to change activity. Organisations move from one stage to
the next because the adaptation between the organisation and its environment is so inadequate
that either the efficiency and/or effectiveness of the organisation is severely affected or the survival
of the organisation is threatened.

The limitation of the organisational lifecycle model is that company managers need to change the
objectives, strategies and implementation devices of the strategy to match the new set of
problems. Thus, different stages of the company’s lifecycle require changes in the objectives,
strategies, management processes of the company (planning, organisation, personnel, direction,
control), technology, culture and decision-making®.

Five stages of growth are observed: birth, growth, maturity, decline and rebirth. They tracked
changes in organisational structure and management processes as the business goes through the
growth stages. At birth, the companies presented a very simple organisational structure with
centralized authority at the top of the hierarchy. As companies have grown, they have adapted more
sophisticated structures and decentralised authority for mid- and lower-level managers. In
adulthood, companies demonstrated significantly greater concern for internal efficiency and
installed several control mechanisms and processes.

Growth phases

Most of the works of scientists focusing on organisational lifecycles were conceptual and
hypothetical in content. Only a small minority tried to empirically test the organisational lifecycle

8 https://www.inc.com/encyclopedia/organisational-life-cycle.html
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model. However, a highly cited conceptual work was published in the Harvard Business Review in
1972 by L. Greiner, which mentioned five phases of growth:

- growth through creativity;

- growth through direction;

- growth through delegation;

- growth through coordination;

- growth through collaboration.
Each stage of growth encompassed an evolutionary phase (periods of prolonged growth in which
there are no major disturbances in the organisation’s practices) and a revolutionary phase (periods
with substantial disturbances in the life of the organisation). Evolutionary phases were assumed to
be about four to eight years, while revolutionary phases were characterized as crisis phases. At the
end of each of the five growth stages listed above, L. Greiner issued the hypothesis that there would
be an organisational crisis and that the company’s ability to manage these crises would determine
its future:

» Phase 1 — Growth through creativity

It eventually leads to a leadership crisis. More sophisticated and formalised management practices
need to be adopted. If the founders cannot or do not assume this responsibility, they must hire
someone who can and give this person significant authority.

» Phase 2 — Growth through direction

It eventually leads to a crisis of autonomy. Lower-level managers need to be given more authority
for the organisation to continue to grow. The crisis involves the reluctance of senior managers to
delegate authority.

» Phase 3 — Growth through delegation

It eventually leads to a crisis of control. This happens when autonomous employees who prefer to
operate without interference from the rest of the organisation face business owners and managers
who perceive that they lose control of a diversified company.

» Phase 4 — Growth through coordination

It eventually leads to a crisis of bureaucracy. Coordination techniques such as product groups,
formal planning processes and corporate staff become, over time, a bureaucratic system that leads
to delays in decision-making and innovation reduction.

» Phase 5 - Growth through collaboration

It is characterized by the use of teams, a reduction in corporate staff, matrix structures,
simplification of formal systems, an increase in conferences and educational programmes and more
sophisticated IT systems. While Greiner did not formally delineate a crisis for this phase, he guessed
that it could revolve around the ,,psychological saturation of employees who grow emotionally and
physically exhausted by the intensity of teamwork and the heavy pressure for innovative solutions”.

Implications for the growth phases
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There are certain implications for managers in organisations in terms of growth stages:
l. Recognition of someone’s position during expansion

Senior managers should be aware of the current state of play of their organisation in order to be
able to provide solutions relevant to the type of crisis they are facing. Managers should also not be
tempted to overcome their current phase because of desire. This is because vital experiences can
be learned from each phase, which will be necessary to cope with future phases.

Il. Recognition of the restricted variety of solutions

At each stage of the revolution it becomes clear that there are only a specific number of solutions
that can be applied. Managers should avoid repeating solutions, as this will prevent the
development of a new growth phase. It is also important to note that evolution is not a mechanical
event and organisations must actively seek new solutions to the current crisis that are appropriate
for the next stage of growth.

lll. Recognising that solutions lead to crisis

Managers should realize that past actions are factors of future consequences. This would help
managers formulate solutions to deal with the crisis that is developing in the future.

4.3.3. Organisational change: approaches and stages

Since organisational change is a complex process, managers should address it systematically and
logically. Some organisational changes are planned, while other changes are reactive. Planned
change is designed and implemented by an organisation in an orderly and timely manner in
anticipation of future change.

Reactive change results from an organisation’s reaction to unexpected events. Unlike planned
changes, it is a piece-by-piece reaction to circumstances as they develop. External forces that the
organisation has failed to anticipate or interpret always bring reactive changes. Since reactive
change can be made in a hurry, it increases the likelihood of a poorly designed and poorly executed
programme.

Planned change is always preferable to reactive change. Managers who sit back and respond to
change only when they can no longer avoid it, are likely to waste a lot of time and money trying to
correct a state-of-the-art solution. The more effective approach is to anticipate significant forces for
changes working in an organisation and planning ways to address them. To achieve this, managers
need to understand the steps needed for effective change.

Psychodynamic approach — leads to understanding and manipulation towards the inner world of
man. This is especially important when the latter undergoes excessively painful changes.
Methods used:

1) Kubler-Ross’s five stages of adapting to changes, 1969: denial, anger, negotiation,
depression, acceptance.

2) Adam-Heyers and Khoton’s adaptation of the curves, 1976.
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3) Virginia Satyr’s model (1991): status quo, alien element, chaos, transinformative idea,
integration and practice.

4) Weyenberg’s tipping points in the process of change, 1997.

Advantages — taking into account the human emotional world, the disadvantage is the lack of
communication on an emotional level.
Recommendations for the managers:
- adapt their management style to their emotions characteristic of the state of change;
- treat staff as professionals, understand their emotional state.
Cognitive approach — ,,Performance through positive attitude by changing the process of thinking,
change your reaction to change”. Positive thinking and setting objectives is in development by
eliminating the limitation of beliefs.
Models used:
1) neurolinguistic programming;
2) rational emotional therapy;
3) positive therapy;
4) theory of belief systems;
5) techniques for changing beliefs.

Disadvantages — the inner emotional world, the person, their positive and negative impact is not
taken into account, it mainly takes into account the ability of the person to solve problems.
Recommendations for the managers:
- associate objectives with reasons;
- apply strategies: linking corporate objectives and individual reasons;
- apply training during change to avoid obstacles and resistance.
Behavioural approach — changing the behaviour of some employees through rewards and penalties
for achieving certain results.
Models used:
1) consolidation strategies:
- financial (awards, rewards);
- non-financial (reviews or evaluations);
- specific work;
- social (praise, general recognition).
2) motivational models:
- McGregory's theory;
- Herzberg’s motivational factors.
Dezavantajul acestei abordari este ca se bazeaza doar pe comportamentul vizibil al unei persoane
fara a-l lua in considerare capacitatea de a rezolva problemele.

The disadvantage of this approach is that it is based only on a person’s visible behaviour without
considering their ability to solve problems.

Recommendations for managers:

- develop the right promotion strategies;
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- liaise with future changes to strategic management policy and activities.

The humanist approach - is based on the belief in development and growth, maximizing capital.
The emphasis is on healthy human development and production relationships, without real
efficiency.
Models used:
1) Maslow’s needs hierarchy, 1970;
2) Roger’s path to personal growth, 1967;
3) Gestold’s emotional control of the situation, 1951.

Recommendations for managers:

- create an environment in which a person can grow and evolve.
- behave naturally, believe that people want to grow and evolve;
- ensure a healthy level of open communication and a positive attitude®.

Stages of the change process *°:
1) Triggering change.
) Motivating change.
) Creating a vision.
) Finding a supportive policy.
)
)

g1 B~ W N

Leading change.
Supporting change.

(=)

Triggering change

The process of organisational change begins, in general, following the notification by the managers
or owners of that organisation of opportunities to improve the activity of the organisation as a
whole, a department, or a group of people in that organisation, or by the referral of problems that
could affect the development of the organisation. Triggering the process of organisational change
involves ,,identifying the main problems the organisation is facing, development opportunities and
establishing collaborative relationships between the change management specialist and the
members of the organisation in which the change is to take place”. The work included at this stage
varies in terms of complexity, depending on the choice of specialists involved in the planning and
implementation of the change.

This stage involves the following sub-stages:

» ldentification of the parties participating in the process of change.

The process of change generally involves two parties, the one that supports change and the one
that conceives, designs and implements change. The two parties must determine whether or not
collaboration is possible and under what conditions, the following being necessary: identifying the

9 http://dl.khadi.kharkov.ua/pluginfile.php/43055/mod_resource/content/
10 https://hbr.org/2008/07 /choosing-strategies-for-change
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organisation’s problems, establishing the representative part of the organisation for problem solving
and choosing the most appropriate change specialists.

» Contracting the process of change.

Once the problems that make the organisational change are identified, the parties have been
established, i.e. who conceives, plans and implements the change and who supports the change, it
Is necessary to draw up a contract between the two parties. Such a contract will determine what
expectations each of the parties involved have, what resources will be consumed in the process of
change, what is the time limit for carrying out the work and what rules the two parties must follow
during the performance of that contract. This stage may take an informal form, when only a verbal
agreement is established between the two parties, but in most cases the contracting is reflected in
a formal contract, a document stipulating all the conditions set out above.

Motivating change

It involves preparing change and overcoming resistance to change. The preparation for change must
start from the premise that the success of a change depends on the need that people feel for
change. This involves making people feel uncomfortable in the situation of the organisation, with
their current status, which will lead them to try new ways of behaving. However, it is known how
difficult it is to create such dissatisfaction in a certain balance already created. Defeating resistance
to change, which, at the staff level, can occur due to staff anxiety in case of switching from
something known to something unknown. Individuals are not sure, for example, that their work, the
qualities they have will be appreciated in the future, that they will still be able to work effectively
under the new conditions that will be created as a result of the change.

Creating a vision

The vision describes the future state to which change is intended. The vision helps to increase staff’s
belief that change is based on certain acceptable, necessary reasons, that change is necessary and
that it is worth the effort that the organisation intends to make. However, if the vision highlights
that changes cannot be implemented within the organisation, it can lead to a decrease in the morale
of the members of the organisation. Creating a vision is seen by specialists as an important step in
any change management process, so managers should encourage the participation of employees in
the development of a vision, because this contributes to increasing their support. The process of
creating a vision is strongly influenced by people’s values and preferences, how they see the
organisation in a desired state. This process of creating a vision involves describing the desired
future and strengthening the conviction and confidence to go in that direction.

The description of the desired future may include either all or some of the following elements, which
can be communicated to the members of the organisation: the mission, the expected results, the
expected characteristics.

Finding a supportive policy

In general, organisations are characterised by a diversity of preferences and interests of the
individuals and/or groups that compose them. For example, employees aim to have good and very
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good working conditions, to be well paid, while university managers are interested in diversifying
the activities carried out and increasing the efficiency with which resources are used. Thus, conflicts
of interest appear in the process of change, which must be resolved by those who lead the change
in the organisation, by adopting a policy to support the process of change.

Leading change

Implementing the change involves moving from the existing state of the organisation to a desired
state in the future. This transition is not immediately carried out, but requires a certain state of
transition, in which the organisation notices the necessary conditions to reach the desired state.
Two change management specialists, Beckhard and Harris, stressed that this state of transition can
be very different from the current state of the organisation, which implies new structures and a
different management of activities. They identify three main tasks and implicitly structures that
facilitate the transition:

a) planning activities;

b) setting tasks;

C) creating structures.

The two authors consider that the structure of the change should include:

- the manager who leads the change;

- aproject manager, who temporarily directs the activities required by the change;

- representatives of the structures involved in the process of change, or who are affected by
the change;

- charismatic people who can influence a large number of people in the organisation in the
process of change;

- representatives of departments from different positions and managers from different
hierarchical levels involved in the process of change.

By carrying out such activities, managers involved in the process of change will be able to ensure
that they move from the current state of the organisation to the desired state within a reasonable
period imposed by certain criteria of effectiveness in the use of the resources available to that
organisation.

Supporting change

Once the change is implemented, attention will turn to supporting it, as there is a tendency for
members of the organisation to return to the situation before the change. The following activities
are recommended to support the change:

a) providing the resources needed to make the change, which consist of additional financial and
human resources needed only for the process of change.

b) the creation of a necessary support for change due to the tensions that arise in the process
of change, tensions that those involved in this process feel.

c) development of new competences imposed by the new knowledge, skills, behaviours of the
members of the organisation required by the change process.

d) strengthening new behaviours by correlating rewards with those behaviours that favour
change.
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4.3.4. Diagnosis: process, stages, content

Diagnosis follows as a stage in the process of organisational development and change, after the start
of the study and the motivation of staff to participate in the process of change.

In the specialty literature there are numerous definitions of diagnosis or diagnostic analysis, as it is
also known. However, they all converge on the same defining elements, which relate to the specific
activities, the aims pursued and the ways in which those purposes are achieved!'.

Diagnostic analysis is a method of identifying the strengths and weaknesses of the management
system in the company. Diagnosis of the management system is a complete process of determining
deficiencies in the management process and the purpose of which is to study the current state of
the company and the main elements of the management system (organisational, informational,
decision-making, management methods and techniques) as well as the order of interactions in the
management process by adopting and implementing management decisions within the company
when they interact with larger or similar systems as a type of activity.

Diagnosis — a starting point for evaluating and justifying the main measures to improve and increase
the efficiency of management. Diagnostic analysis is necessary to justify the project as well as the
consistentimplementation of measures to improve the management system. Essentially, it is a stage
of system analysis that requires a systematic approach to the problems related to the company’s
development objectives that have not been achieved or partially achieved.

Diagnostics — a method used by managers, based on the formation of a multidisciplinary team of
managers and executors, the main content of which is to identify the strengths and weaknesses of
the analyzed field, respectively, with the highlighting of the causes that generate them, completed
in recommendations of a corrective or developmental nature.

Diagnostic analysis includes:

Study of existing documents in the company.

Identification of the company’s goals.

Identification of ways to achieve these goals.

Analysis of management system (MS) operating indicators.
Elaboration of proposals*?.

Diagnostics can be of several types:

General diagnostics.
Partial diagnostics.
Cascade diagnostics.

Stages of diagnostics

Each type of diagnostics (general, partial or cascade) determines different approaches in terms of
complexity and sequence of work, thus different stages in the analysis process. Any diagnostic

11 Burdus E., Androniceanu A., Managementul schimbarii, Editura Economica, Bucuresti 2000, p.75

12 https://ru.scribd.com/document/362295334 /Diagnosticarea-Sistemului-de-Management

LEADERSHIP&MANAGEMENT
Course support
2020, V01-r1

www.mhelm.utm.md




Module IV - Change management and organisational development of HEIs IV —-292

process involves certain general works, which, depending on their homogeneity and sequence, can
be grouped into the following main stages: preparation of diagnostic analysis (prediagnosis),
investigation and analysis, elaboration of recommendations and post-diagnosis.

The preparation of the diagnostic analysis (prediagnosis) includes works on the delimitation of the
area of the study, the formation of the analysis development team, the methods to be used in the
collection, grouping, systematization and processing of information are established, certain
deadlines and responsibilities are established.

Investigation and analysis is the stage at which diagnostic specialists carry out the most important
and numerous activities, the correctness of which will depend on the quality of the
recommendations for the change processes within the organisation. This stage comprises several
sub-stages: data collection and systematization; highlighting significant symptoms and highlighting
the strengths, weaknesses and causes that generate them.

highlighting significant symptoms — are the biggest discernible differences between
performance standards (what was expected to be achieved) and actual performance
(which was actually achieved) and which can be analysed using quantitative and
gualitative methods.

highlighting the strengths and weaknesses, and the causes that generate them - in
order to achieve a general diagnosis of the activity of an organisation (enterprises) it is
necessary to investigate all sides of an economic, technical, legal, etc. nature, from
which strengths and weaknesses result, since such an analysis will be presented within
each subsystem of the management of the organisation (organisational, decision-
making, informational, etc.). In order to determine the primary causes that generate
these strengths and weaknesses, a ,,cause-and-effect” analysis must be carried out,
which in reality represents the essence of diagnosis. To establish all ,,cause-and-effect”
links, which generate significant strengths, weaknesses and symptoms, the ,,cause-and-
effect connection tree” may be used.

The development of recommendations is the stage of formulating recommendations that would

help eliminate malfunctions (weaknesses), generalisation of positive aspects, strengths and
increasing the organisation’s ability to adapt to the requirements of the external environment.

Post-diagnosis is the stage that comprises several steps, such as: completion of the study,
multiplication and dissemination of the study to all members and units of the organisation that are
directly involved or affected by the organisational change/development programme, discussion of
problems, finalization of recommendations, preparation of the implementation programme
(interventions) specifying competences, responsibilities and deadlines of implementation.

Diagnostic models — are the conception of theorists or practitioners, about the functioning of the
organisation or its component subdivisions, the relationships between the different components
and what information needs to be learned and analysed, in order to identify its strengths and
dysfunctions®3.

13Burdus E., Androniceanu A., Managementul schimbarii, Editura Economica, Bucuresti 2000, p.77
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/ Open systems model

The organisation is an open system because it has links to the external environment through its
inputs and outputs. According to this concept, organisations are influenced by certain restrictions
in the external environment, relating to the availability of raw materials, materials, customer
demand, or government regulations. Understanding these influences can help to understand how
the organisation works internally. So each system is made up of subsystems. All systems have the
following characteristics!#:

Inputs, transformations and outputs — are the three parts of any system.

Borders — are intended to delimit that system from other systems and the external
environment.

Feedback — information about the results of the organisation, which is used to control
the future functioning of the system.

Equifinality — means that similar results can be achieved under different initial
conditions and in several ways.

Relationships between system components - the links between inputs and
transformations, between them and outputs and between component subsystems.

] Model of diagnosis of the organisation by hierarchical levels

An organisation can be diagnosed at hierarchical levels, depending on the aims and scope of the
diagnosis. Thus, the organisation’s strategy, structural organisation and the process organisation
can be diagnosed at various levels. Also different organisational subdivisions, departments and
relations between them as well as the work of each individual. According to this model, diagnosis
can be done at all levels or only at one of them.

Mainly, two elements affect the strategic orientation of the organisation, the external environment
and the structure of the branch to which it belongs.

Il Nadler and Tushman’s model

In developing their model, Nadler and Tushman start from the existence of several variables to be
analyzed, at the three levels (inputs, transformation processes and outputs). Being more complex,
by the number of variables taken into account, that model is based on the same conception of the
organisation as an open system, having close links to the environment through inputs from the
environment, which, through transformation processes, become outputs to the environment.

IV Weisbord’s model

This model focuses on an internal diagnosis of the organisation’s model, through variables between
which there is an interdependence, the central position being reserved for leadership:

Environmental inputs — the diagnosis of an organisation must take into account the
influence of variables from the external environment, which it highlights in the model in
the form of inputs.

14 https://ru.scribd.com/document/362295334 /Diagnosticarea-Sistemului-de-Management
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Leadership — effective leadership provides analysis of the main characteristic elements
of the organisation (its strategy, reward system, mechanisms used in organisational
processes and relationships that have been established, and characterizes that
organisation.

Mission — provides the organisation with the desired future, for which they must be
analysed in order to detect any eventual changes in them.

The structure of the organisation — being analysed to identify possible changes to enable
the mission to be carried out and in general the implementation of the organisation’s
new strategy.

Mechanisms used — the achievement of strategic objectives requires a knowledge and
adaptation of the mechanisms used by managers to coordinate efforts and control the
way in which tasks are carried out.

Relationships — knowledge of the organisation also involves an analysis of the relations
between its employees, which, through effective exploitation, can lead to a better
conduct of activities.

Rewards — the rewards system used by the organisation’s management needs to be
analyzed, known and continuously improved to achieve the desired results.

v Eisenhower’s principle

This principle® is oriented towards the use of time effectively, not only efficiently and suggests the
identification of important and urgent activities, in order to overcome the natural trend of focusing
on urgent activities, but without importance. In other words, we need to focus on activities that are
important and not just urgent ones. To do this and reduce the stress of having too many tight
deadlines, it is necessary to make this distinction:
- important activities have a result that leads us in achieving professional and personal goals;
- urgent activities require immediate attention and are usually associated with the
achievement of other people’s goals; requires attention, because the consequences of their
failure are immediate.
When we know which activities are important and which are urgent, we will be able to overcome
the natural tendency to focus on non-important urgent activities.

VI  FISHBONE DIAGRAM

It is an analysis tool that characterizes a particular process. It is also called the ,,Ishikawa diagram”,
as it was developed by Kaoru Ishikawa or the ,fishbone diagram” because it resembles the skeleton
of a fish. This diagram illustrates the main and secondary causes of a particular effect (symptom). It
is performed in a group through the brainstorming process and is used to identify the root causes
of some problems. This function explains why this instrument is also known as the ,,cause-and-
effect” chart. In a typical diagram of this kind, the problem to be solved is noted in the ,head” of
the fish, then the causes are strung, along the ,,bones” and divided into categories. Additional causes
can be added on new ramificationst®.

15 https://virtualboard.ro/principiul-important-urgent-eisenhower-prioritizarea-activitatilor/

16 http://www.improhealth.org/fileadmin/Documents/Improvement_tools_RO/Fishbone_diagram_RO_.pdf
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VIl  Portfolio analysis

It is an examination of the components included in a product mix in order to make decisions that
are expected to improve overall yield. The term applies to the process that allows a manager to
recognize better ways to allocate resources in order to increase profits. It could also refer to an
investment portfolio composed of securities'’.

Portfolio analysis is the process of reviewing or evaluating the elements of the entire portfolio of
securities or products in a business. The review shall be carried out for careful analysis of risk and
yield. The portfolio analysis carried out at regular intervals helps the investor to make changes in
the portfolio allocation and change them according to the changing market and different
circumstances. The analysis also helps to allocate appropriate resources/assets for different
elements in the portfolio®®.

VIl Experience curve

The experience curve model states that as a company accumulates experience, the unit costs of
products decrease at a predictable pace. As one of the few empirically verified models, the effect of
the experience curve can be the foundation for the construction of a cost ACD, as it does not benefit
all competitors in one branch, but only one. It is, of course, necessary to understand the causes
behind it, the conditions under which it applies and the effects it generates?®.

The experience curve is a measurable function. It describes the phenomenon of a fixed percentage
decrease, however different from one branch to another, of the unit cost at each doubling of
cumulative production. Thus, with a curve of 80% at each doubling of cumulative production, the
unit cost is reduced to 80% of the previous level®°.

IX  Role of teams

Teams have been shown to have much to offer, apart from their ability to solve problems, such as:
authority to make decisions and manage their activities, working atmosphere, full satisfaction of its
members, in other words effective leadership. The work team is a task force, used within
organisations to achieve greater organisational flexibility or to cope with rapid growth?!.

X Analysis of competences

The concept of competence has invaded contemporary pedagogical discourses, policy documents
through various interpretations, classifications and findings, which direct the educational activity of
the teacher and, respectively, the path of formation of the student’s personality. The notion of

17 https://www.myaccountingcourse.com/accounting-dictionary/portfolio-analysis

18 https: //www.mbaskool.com/business-concepts/finance-accounting-economics-terms/12356-portfolio-
analysis.html

19 https://policonomics.com/experience-curve/
20 https://ru.scribd.com/document/338584081/Curba-de-experienta-4
21 http://www.actrus.ro/reviste/4_2004/a10.pdf
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competence has entered the educational environment through initial and continuous professional
training. Competence is not only an index of quality circumscribed in educational and professional
policy documents, but is a living norm that ensures personal and professional dignity?2.

4.3.5. Change strategy. University strategic management

The change management strategy is defined as how an organisation will generally address change
in and around it. It is a mechanism that aims to minimize any negative effects of changing events,
while capitalizing on the transformation?.

Successful change management strategies include: a team structure, a sponsor model, special
tactics and risk assessment. Without these elements, it will be very difficult to develop and
implement the change management plans we need for a successful project?*.

Team structure

The structure of the change management team identifies who will do the change management
work. It presents the relationship between the project team and the change management team.
Frequent team structures include:

A change manager being embedded in a project team.
A centralized change management team that supports a project team.

The key to a team structure must be specific when allocating responsibilities and change
management resources, and change management is a responsibility assigned to one of the project
team members.

Sponsor coalition

The sponsors coalition describes leaders and managers who need to be on board and actively
engage in leading change. The main sponsor is the person who authorises and supports the change.
This person must be actively and visibly involved in the change throughout the project. They also
have a side to building a coalition of sponsors throughout the organisation. When you create the
sponsor coalition, choose the leaders of the groups affected by the change. Each member of the
sponsor coalition has a responsibility to build support and communicate change with that audience.

Special tactic for anticipated resistance. Often, after a project is introduced and encounters
resistance, team members reflect that they could have anticipated this reaction. In creating a
change management strategy, identify where resistance can be expected:

Are there certain regions or divisions with different impacts than others?

Were there certain groups that supported a different solution to the same problem?

Are some groups heavily involved in how things are done today?

22 http://ise.md/uploads/files/1460559151_5.-competenta-de-cunoastere-stiintifica-sistem-optimizator.pdf
23 https://www.executestrategy.net/blog/change-management-strategy

24 https://www.prosci.com/resources/articles/change-management-strategy
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Note the anticipated resistance points depending on how each group is related to the change. Once
you have identified this resistance, you can plan special tactics to overcome it before you start.

Project risk assessment

The risk of not managing the change side of people on a particular project is related to the
dimensions described in the sections of organisational characteristics and attributes above. Changes
that are more dramatic and distant in the organisation pose a higher risk. Organisations and groups
with changing histories and cultures also face a higher risk. In developing the strategy, the change
management team documents the overall risk and specific risk factors.

Formulating the change management strategy is the first critical step in implementing a change
management methodology. The strategy provides informed decision-making and brings life to the
project or change, describing who and how it will impact the organisation.

The change management strategy contributes to the formulation of the five change management
plans recommended by best practices for managing change. For example, the groups identified in
the strategy should be addressed specifically in the communication plan. The steps to build and
maintain the coalition of sponsors identified in the strategy are part of the sponsorship roadmap.
Each of the subsequent plans and activities of change management is guided by an effective change
management strategy.

Change management in higher education institutions

In higher education institutions, the most important is how to manage change. Changing
interventions requires adequate training, because the problem associated with each change is
different from each other. Armstrong (2009) identified seven types of changes and how they can be
successfully managed: incremental, transformational, strategic, organisational, systems and
processes, cultural and behavioural.

Thus, incremental change is a gradual change that occurs in small steps. This is about responding to
crisis situations logically and progressively. This means initiating innovations in the organisation so
that people can gradually get used to new initiatives.

Transformational change means that the change manager implements major change programmes
to meet the new requirements. It is characterized by radical discoveries in paradigms, beliefs and
behaviour over a period of time.

Strategic change, on the other hand, has to do with broad, long-term problems and a wide range of
organisations. In implementing this change, the purpose and mission of the organisation, as well as
its corporate philosophy, are taken into account. Change leaders also conduct SWOT analysis (taking
into account the force, weakness, opportunities and threats) to determine how the change
programme will be initiated.

Organisational change is about structural change of the organisation in terms of centralisation and
decentralisation.
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Changing systems and processes involves changing the operational methods of the organisation, for
example technology. Changing the system can mean upgrading or changing the organisation’s
computer system, such as electronic data exchange, enterprise resource planning, customer
relationship management (CRM), computer delivery, chain automation, etc. The changes will be
created to create a new environment conducive to performance.

Behavioural change involves taking steps to encourage people to be more efficient by shaping or
changing the ways in which they work.

The initiative for changes in higher education institutions may be in any of the above-mentioned
dimensions. To achieve success, educational leaders need to be aware of the complexity of the
institution in which they work. This is because the programme of change in higher educational
institutions often meets resistance. There are many reasons why resistance managers and changes
need to consider them before initiating any change programme.

Chandler (2013) states that faculty members often resist changes in curriculum or learning content
because of the tiring time they spent preparing content. Another reason for resistance to change in
the higher education institution is because it is an organised anarchy or an easily coupled system.
»1eachers have substantial autonomy with their own individual traditions”, Chandler (2013 p. 245).
Other reasons for resistance can be attributed to leaders of change. Many university leaders are not
prepared to lead change. Sometimes they have an unclear vision for the change programme, while,
on the other hand, the problem is their failure to present an appropriate leadership style that will
enhance the smooth transition of the change programme?.

Strategic management in higher education institutions

Due to the highly decentralized organisational structure and the high degree of individual autonomy
of academic staff, strategic management processes take place at both the higher level and the
faculty or department level. Hence the risk of parallel and repetitive processes is high. In this regard,
rectors/president and deans must possess appropriate management skills. Their responsibility is to
combine the results of the various strategic planning activities into a consistent strategic plan for
the entire educational institution. Incorporated into the overall strategic plan, faculties and
departments may define additional individual strategic objectives according to their specific needs.
There is disagreement as to the timely frequency of strategic management processes in the higher
education institution. On the one hand, it is an ongoing task, in particular with regard to strategic
control, which informs senior managers of current developments within the institution and supports
the decision-making process. On the other hand, the achievement of strategic objectives in the
higher education institution often takes a long time, so that it can make sense to establish new
strategic plans not every year, but every two or three years.

In order to be able to act successfully in a complex environment with a large number of
heterogeneous demands, most higher education institutions have started to implement strategic

25DOI: 10.20319/pijss.2018.42.609618
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management. A ,,strategy” is defined as a set of objectives that focuses the activities of an institution
that tends to achieve medium or long-term success.

A strategic plan helps leaders choose between important and unimportant demands and provide
their organisation’s members and stakeholders with an explicit direction orientation. In general,
strategies should address the following four questions:

1) What basic competences could we base our activities on in the next 5 years?
2) How do we meet competitive requirements compared to other institutions?

3) In what established areas, or do we want to act over the next 5 years to ensure
institutional success?

4) How do we meet our social responsibility in these areas?

Questions 1-3 refer to the profile and conceptual direction that the HEI intends to take in order to
save or achieve an optimal level of reputation, funding and personnel. Question 4 concerns the
public tasks (teaching, research, third mission) that the institution - being largely publicly funded -
should carry out?.

The process of developing a strategy in the HEI is based on:

» Planning based on a SWOT analysis

SWOT analysis underpins the strategic management process. It is used to assess opportunities and
threats in higher education:

- What is its capacity to compete for resources, staff and students compared to other

institutions?

- Is there a sign of imminent danger?

- Are there any new visible opportunities and chances?
In addition, the organisation’s strengths and weaknesses will be achieved, and the question how
effective/ineffective the institution is in meeting its structural, personal and financial requirements
will be answered. The planning process includes an organisational environment and analysis,
generating strategic options and decisions on which strategic objectives will be implemented.

» Operationalisation and implementation

Once strategic decisions are made, the objectives must be materialized and implemented in the
organisation. Operationalised objectives and duties may differ between the units of the
organisation, but should generally be complementary. Strategic success is usually a result of
cooperation between all institutional members.

> Control

Control is a continuous task that supports strategic planning as well as the implementation of
strategies and regularly monitors their results.

26 https://www.researchgate.net/publication/261020107
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Therefore, strategic development processes are at the same time the development processes of
the organisation, requiring individual members and departments to communicate and act corporate
to ensure the further success of their institution. In this context, a strategic map (Kaplan, Norton,
2004) could be a useful tool. It is best known in Anglo-Saxon higher education systems. A strategic
map helps prepare strategic decisions by pre-structuring relevant issues in an integrative way. It is
a reference framework that divides the strategic objectives of organisations into four perspectives:

- financial perspective;

- customer perspective;

- process perspective;

- learning;

- development perspective.
Correlations are established between them. This makes it possible to get an overview. Strategic
maps are closely connected to balanced scorecards. While a strategic map describes an institution’s
strategic tools, Balanced Scorecard is a tool for their operationalisation, implementation and
measurement?’.

Leaders of higher education institutions must initiate a series of change programmes in order to
continue to live in contemporary societies. Change initiatives will enable them to be relevant as well
as to meet the needs of society. However, change initiatives should not be carried out by chance.
Therefore, the success of change initiatives depends on how well they are able to prepare
themselves and their institutions for the pin change programme by developing strategies.

4.3.6. Intervention plan

Intervention: the service provided by one or more persons, usually from outside the organisation
and qualified for the knowledge and deepening of organisational, management, etc. problems in
order to identify useful processes for the organisation, and to recommend/implement actions to be
taken to increase organisational efficiency. The intervention field is diverse and includes:

- the objectives;

- the technology;

- the management of the working groups;

- the organisational culture;

- the competence of the staff?2,
There are a huge number of types of interventions. Edgar Huse and Thomas Cummings propose the
following four broad categories in the “Organisation Development and Change” comprising four
main categories, depending on the primary targets they aim at?°:

l.  Interventions on human processes.
II.  Technostructural interventions.

27 https://www.researchgate.net/publication/261020107
28 https://www.scritub.com/sociologie/psihologie /INTERVENTIA-SI-SCHIMBAREA-ORGA54721.php

29 Ciprian Tripon, Marius Dodu, Horia Raboca, DEZVOLTARE ORGANISATIONALA SI MASURAREA
PERFORMANTELOR, UBB 2013 ISBN: 978-606-8536-02-6
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[ll.  Interventions (on) human resource management.
IV.  Strategic interventions.

Types of intervention

Brainstorming or ,,delayed evaluation”, ,brain storm”, ,,cascade of ideas” is a group technique that
helps to collectively generate ideas and stimulate creative thinking. Of the ideas issued, about 20%
are directly applicable. Of them, a fifth are of real value. That’s why, nowadays, managers of
organisations tend to use ideas more and more often in this method of generation and evaluation
of ideas. Carried out as a teamwork, brainstorming is an easy way to bring the experience of all
members into one place, which helps to generate a large number of ideas explored.

The brainstorming method is a complex activity designed to produce new ideas. Brainstorming can
be defined as a way to get, in a relatively short time, a large number of ideas from a group of people.
Brainstorming is characterized by several variables, including: a relaxing atmosphere, freedom of
expression of ideas, creative play.

Management by objectives (MBO) is a staff management technique in which managers and
employees work together to set, record and monitor objectives for a certain period of time.
Organisational objectives and planning are promoted from top to bottom through the organisation
and translated into personal objectives for members of the organisation. This technique was first
applied by management expert Peter Drucker and became popular in the 1960s.

The basic concept of MBO is planning. Thus, MBO is a supervised and managed activity so that all
individual objectives can be coordinated to act towards the overall organisational objective. The
method requires employees to set measurable personal objectives on the basis of organisational
objectives. Personal purpose aligns with the organisational objective. The objectives are set in
writing annually and are continuously monitored by managers to verify progress. Rewards are based
on achieving the goal®.

Career management is the process by which you track, arrange, and target your potential towards
achieving the objectives and wishes set out in advance. The man should manage his / her career as
acompany. At the heart of career management lies a high level of self-knowledge. You need to know
what your advantages are, your disadvantages, how to strengthen the advantages, how to remove
the disadvantages over time. The more effort you put into managing your own career, the more
likely it is that the objectives set will materialize.

Career management steps — GROW model®?;
Determine the career purpose (Goal)
Determine the current status (Reality)
Determine the solutions/ways in which you will achieve the objective (Options).

30 https://administrare.info/management/9148-metoda-brainstorming

31 https://study.com/academy/lesson/what-is-management-by-objectives-mbo-definition-advantages-
disadvantages.html

32 https://www.dezvoltarea-carierei.com/baza_znanja/ce-este-cariera-si-de-ce-este-important-sa-o-gestionezi
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Follow the achievements (Will).

Coaching is a process of self-knowledge and creation, in which you easily observe your own
paradigms/glasses through which you look at reality. Then, from the awareness made, you can
choose and create a new future, or a new way to fulfill it.

For this process you need a Coach, who is a companion on your journey to the desired goal.

Coaching is results and performance oriented. It is one of the most modern and effective methods
of personal and professional development.3

Coaching can be described as a path of self-knowledge and personal transformation that you have
taken in partnership with the Coach to showcase all your personal and professional potential. The
three pillars of Coaching are: trust, honesty and relevant questions — support a process of change
that can significantly improve your leadership, work and life skills34.

Feedback is a response we give to an individual as a result of an action they take. More specifically,
it is an opinion on that action and absolutely necessary for the individual to be able to determine
the direction of his / her future actions. A first rule of constructive feedback is that it should be given
only on the action itself and its effects, not on the reasons behind the action or as a criticism of the
person who performed it3°.
Types of feedback
Evaluative feedback — is used more as a way to assess an individual’s behaviour, not as
an opinion about his or her actions.
Prescriptive feedback — it is not so much feedback as advice, a way to tell the individual
what to do or what they shouldn’t have done. People are more interested in the
immediate effects of actions, not in the expectations that others would have had from
those actions.
Descriptive feedback — as the name suggests, this kind feedback is used to describe the
effects of an individual’s action, which inevitably leads to the presentation of a relevant
opinion. Thus, descriptive feedback is closest to the exact definition of the term and can
provide positive results when used correctly.

Confrontation meetings described as an activity that allows the entire management group,

composed of individuals from all levels of the organisation, to make a quick reading on their own
health and within a few hours to establish an action plan to improve it.

This activity is based on:

experience with a planned action-oriented method of change;

involves the whole in a joint action planning programme;

the meeting may be organised several times with a morning and an evening meeting
involving only two or more hours of regular working days.

33 https://andreafilip.com/coaching-thetahealing/ce-este-coaching-ul/
34 https://www.paulolteanu.ro/2017/01/04 /ce-este-coachingul-si-la-ce-foloseste/

35 https://www.colorful.hr/importanta-feedbackului-in-cultura-organisationala/
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Benefits of the confrontation meeting:

direct communication is improved,;

employee morale has increased,

better culture of work;

improving the inter-department human relationship;
generating solutions to everyday problems.

Team buildings are not a reward for employees, they are meant to better unite the team, get to
know each other better and learn to work together to achieve a well-established objective. Team
building can also be defined by simply translating words — team construction. The main objective of
a team building is to unite the team, to get employees from different departments to get to know
each other better, to learn to collaborate, to complement each other in order to achieve a single
objective.

Organizing a team building:

The human resource department is generally in charge of the organisation of a team building, but it
is advisable to involve the managers, because they know best the weaknesses of the team. Team
buildings can also be organized according to the type of team — the top management team, the
communication team, the administrative team, etc. —if the need for such an exercise is found within
the group. There is no optimal frequency of organizing a team building, they are usually organized
as necessary. Generally, once a year is enough, but they can be even more frequent, depending on
the events that take place in the company. The right time for a team building has not yet been
defined, because it all depends on the company’s activity6.

4.3.7. Implementation and evaluation of the strategy

Operationalisation and implementation aims to transform the results of decision-making processes
into a plan for practical implementation. Strategic plans will never be able to encompass all the
activities of an institution, but must focus on areas critical to its success.

A strategic plan contains not only future objectives, but also the resources, timing and
responsibilities needed to implement the specific steps that lead to the achievement of strategic
objectives and parameters with which performance and success or failure can be measured.

Some of the most popular approaches to operationalisation and implementation of strategies in the
higher education sector are ,,management by objectives” and ,,balanced score card”. As regards
management by objectives, two forms must be differentiated: agreements on objectives as (1) an
integrated instrument for the implementation of measures and strategic projects and (2) a human
resource management tool®’.

36 https://www.colorful.hr/team-building-ul-si-importanta-lui-ce-este-ce-obiective-si-cum-se-organizeaza/

37 https://www.researchgate.net/publication/261020107
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Implementarea strategiei necesita un efort colectiv al intregii organizatii. Mai mult ca atat, in
majoritatea cazurilor implementarea strategiei presupune efectuarea unor schimbari complexe in
ce priveste:

Implementing the strategy requires a collective effort of the whole organisation. Moreover, in most
cases the implementation of the strategy involves making complex changes in terms of:

- the organisational structure;

- processes;

- allocation of resources;

- technologies;

- obtaining new skills and knowledge;

- work roles and responsibilities;

- systems of motivation, appreciation, remuneration;

- corporate culture
All changes in the company primarily affect employees, who in turn are the ones who contribute
the most to the implementation of the strategy. Employees’ reaction to changes is often manifested
by: confusion, fear, stress, sabotage, intrigue, resistance, loss of motivation, lack of involvement,
conflicts of interest, leaving the company, etc. Practice shows that for the effective implementation
of the strategy, sometimes it is necessary even to change the way some employees think. In addition
to employees, changes often affect other stakeholders: customers, distributors, suppliers,
shareholders, business partners, etc.3®

Basic activities in the implementation of the strategy involve the following:

- setting annual objectives;

- formulation of policies for the execution of strategies;

- allocation of resources;

- effective performance of tasks and activities

- management and control of the performance of activities or tactics at different levels of the

organisation

Implementation of the strategy is the stage that requires the participation of the whole
organisation®.

Factors supporting the implementation of the strategy:

People — The number of people in the workforce is an issue that is easier to address because you
can hire additional workforce. Because they are implementers, they must be fully involved and
committed to achieving the organisation’s objectives.

Resources — One of the basic activities in the implementation of the strategy is the allocation of
resources. These relate to both financial and non-financial resources that (a) are available to the
organisation and (b) are missing but necessary for the implementation of the strategy.

38 https://consultex.md/ro/services/oferirea-de-suport-practic-in-implementarea-strategiei-imanagementul-
schimbarilor.html

39 https://www.cleverism.com/strateqy-implementation-process/
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Structure — The organisational structure must be clear, with the lines of authority and responsibility
defined and underlined in the hierarchy or ,,chain of command”.

Systems — What systems, tools and capabilities exist to facilitate the implementation of strategies?
What are the specific functions of these systems? How will these systems help in the next stages of
the strategic management process after implementation?

Culture —This is the organisational culture or the overall atmosphere within the company, especially
with regard to its members.

To ensure effective and successful implementation of strategies, it is a good idea to have a system
that is based on it.

» Step 1 - Evaluation and communication of the Strategic Plan

The strategic plan, which was developed in the formulation phase of the strategy, will be distributed
for implementation. However, it is still necessary to evaluate the plan, in particular with regard to
initiatives, budgets and performance.

» Step 2 — Developing an implementation structure

The next step is to ,create a vision” or structure that serves as a guide or framework for
implementing strategies.

» Step 3 — Development of implementation policies and support programmes

Some call them ,strategy-encouraging policies”, while others consider them ,constant
Improvement programmes”. However, these are the policies and programmes that will be used to
support implementation.

» Step 4 - Budgeting and allocating resources

Now is the time to equip implementers with tools and other capabilities to perform their tasks and
functions.

» Step 5 - Unloading functions and activities

It is time to operationalize tactics and implement strategies, aided by strategic leadership, using
participatory management and leadership styles.

Some argue that the implementation of strategies is more important than the strategies themselves.
But it is not about taking sides or weighing and making comparisons, especially considering how
these two are important steps in Strategic Management. Thus, it is safe to say that the formulation
of the winning strategies is only half the battle, and the other half is their implementation.

With the start of the strategy implementation process, the policies and procedures guiding actions
in each of the phases set out in the strategic plans do not guarantee and cannot ensure full
compliance of the results of these actions with the standards set, and control and evaluation of the
strategy is necessary.
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The control of the strategy is intended to highlight the deviations that arise between the standards
foreseen and the achievements at each of the stages (phases) of its implementation, as well as to
ensure that they are corrected.

A distinction must be made between the control of the strategy and the evaluation of the strategy
aimed at assessing overall the effects of its application and the extent to which it proves appropriate
for the development of the company.

In accordance with the provisions of the strategic plans and established standards, certain strategic
performance should be achieved starting with the first actions of the strategy implementation
process.

However, deviations are recorded in relation to these provisions. These deviations shall be
measured and located, depending on when they occur, by three types of control:

- anticipatory control,
- control of the operationalisation of the strategy;
- strategic control itself.

The evaluation of the strategy is that sequence of the strategic management process in which the
company’s top management assesses whether the chosen strategy is fully compliant, following its
application, with the company’s objectives, based on comparing the results achieved with those
foreseen.

The overall objective of the evaluation of the strategy is to determine to what extent it corresponds
to the mission of the company and its strategic objectives, available resources, changes produced
in the internal and external environment of the company. Achieving this comprehensive objective
requires realistic analysis and assessment of how the chosen strategy meets the following
requirements:

- reflects the consistency of strategic plans, intended to materialise it, with the mission
undertaken by the company and with the objectives it has set out to achieve;

- ensures the achievement of the company’s objectives;

- it is based on sufficient internal resources, the quantitative, qualitative availability and at
certain terms of them being appreciated realistically and never questioned,

- ensures the intensive exploitation of the company’s distinctive competences, contributes to
the improvement of its competitive advantages, to highlighting its strengths and to
diminishing its weaknesses;

- ensures the capitalization of the important opportunities that appeared or will appear in the
environment of action and the avoidance or reduction of the threats that it presents

- is part of the trends that are already announced or manifested in the company’s
environment of action;

- takes into account a risk factor within normal limits for the profile of the industry to which
the company belongs and for the market in which it operates;

- isset for a judicious time horizon chosen both in terms of the foreseeable changes that will
occur in the internal situation of the company and in terms of the prospect of changes that
will affect its environment of action;

- corresponds to the company’s top management philosophy;
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- corresponds to the personal values and aspirations of the managers and specialists of the
company in strategic matters*,

4.3.8. Change management tools.

Any activity is done much more easily when we have the right tools to carry it out. A set of tools
(strategies, techniques, procedures, models) is used to implement a process of change. Adapted to
the context, they constitute a real support in the progress and success of the process of change.
Much of these tools help motivate staff to implement change. Some tools help overcome
organisational barriers and reduce resistance to change. Instruments for driving a change situation
shall be grouped as follows:

» Strategies:

- power and political systems;
- simplifying and ensuring the succession of actions;
- involvement and participation.

» Techniques:

- team building;

- the direction of change;

- communication skills;

- daily tools for change;

- direct action management;
- learning from change.

> Procedures:

- experimentation;
- analysis of the force field.

> Models:

- ,hard” model;

- ,soft” model*',

- Inorder to make effective use of change management tools, it is very important to define it
in the respective situation, you need to make sure that every person in your organisation
understands and supports this effort.

- The first tool of the change management is the Organisation Chart. This is a tool that allows
drawing all organisational processes. It is an easy-to-read chart that helps simplify complex
organisational processes. Organisation charts are essential tools in change management,
which help to clearly illustrate all organisational processes and discover places where there
are losses and lack efficiency, things that cannot be easily seen. It also helps to identify the
changes needed to improve organisational processes.

40 https: //www.stiucum.com/management/management-strategic/Controlul-si-evaluarea-
strateg44245.php# ftn3

41 Rusu C., Managementul schimbarii, Editura Economica, Bucuresti, 2003
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- For effective change management, organisations must collect important data on the original
processes and then come up with a presentation of this information. Measurements and
data collections shall include: time cycles, i.e. the average of the time required to complete
a process, the range of variation of this time cycle, which includes the shortest and longest
cycle, the flow rate, which means the number of units running through the process in a unit
of time and errors, which include the percentage of units to be rectified or reworked. The
effectiveness of this tool is given by the accuracy of the data collected and recorded.

- Field analysis is very important because it helps to clearly identify the change engine and
inhibitors you want to implement. The most powerful inhibitor is the resistance of members
of the organisation. For the new change to be accepted by members of the organisation, you
need to focus on its benefits.

- Another vital tool in change management is the Cultural Diagram. In fact, every organisation
has its own way of doing things. This means that each organisation has its own way of
determining paradigms, concepts, assumptions, practices and values. Before you start
working on organisational change, you need to change existing paradigms, and this is
possible if you understand this tool.

- The last vital tool in change management in organisations is a clear project plan. It will help
you know who is doing what and when, a factor that also helps implement proposed changes
with minimal resistance*.

As a tool in planning the implementation of the change strategy can be considered the SMART
method.

SMART is an acronym for characteristics considered essential in the formulation of objectives,
namely: specific, measurable, accessible, relevant and time-framed.

Using SMART objectives in writing your business plan is to help you keep your business plan as short,
clear and focused on your overall business goals. At the same time, properly achieved, they are
intended to provide consistent benchmarks in assessing the results achieved along the way*3.

Academic Balanced Scorecard (BSC) operationalizes the strategy map. The BSC differentiates
between four central and important perspectives regarding strategic development:
Financial perspective (What significant results should be achieved?).
Customer perspective (What qualitative and quantitative performance is expected by
stakeholders?).
Perspective of the internal process (What work processes are important for the success
of the organisation and therefore need to be monitored and managed?).
Learning and development perspective (What activities will be needed to develop the
organisation and its staff further to guarantee the success of the organisation? What
can be learned from failures for the future?).

Based on the objectives mentioned in the strategy map with BSC specifications, measures and
parameters will be defined to provide the members of the organisation with transparent guidance
for the implementation processes. Like the strategy map, the BSC tries to create a connection

42 http://www.buzdugan.com.ro/blogmanagement/?p=679

43 https://www.plandeafacere.ro/cum-sa/cum-sa-scrii-un-plan-de-afacere/ce-sunt-obiectivele-smart/
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between the four perspectives, but at a more concrete level than the strategy map. Over the past
ten years, BSC has been more widespread in the higher education sector. This tool has been so
heavily modified to meet the needs of HEIs that it is sometimes called Academic Scorecard.

Strategic control. The concept of ,,control” sometimes has a negative connotation in the higher
education sector. It is associated with surveillance and control and is partially understood as a
synonym for ,economizing” HEIls. Instead, the concept of control, understood here, is usually
different: continuous support for directors, which provides useful analysis and information for all
areas of strategic management, from the creation of objectives to the evaluation of the outcome?**.

Benchmarking is a process of measuring the performance of the company’s products, services or
processes compared to those of another business considered to be the best in the industry, also
»the best in the class”. The purpose of the comparative evaluation is to identify internal
opportunities for improvement.

Comparative marking is a simple but detailed, five-step process:

- choose an internal product, service, or department to evaluate.

- determine which companies of the best class you should make a benchmark with - which
organisations you will compare your company to

- gather information about their internal performance or values.

- compare data from both organisations to identify gaps in your company’s performance.

- adopt the processes and policies in place within the best interpreters;

- the reference analysis will highlight which changes will make the most difference, but it is
up to you to actually make them.

In addition to helping companies become more efficient and profitable, benchmarking has other

advantages, such as:
Improving employee understanding of cost structures and internal processes.
Encouraging team building and cooperation in order to become more competitive.
Improve familiarity with key performance values and opportunities for improvement at
the company level.
In fact, benchmarking helps employees understand how a small chunk of a company’s processes or
products can be the key to major success, just as an employee’s contributions can lead to a
significant gain®.

44 https://www.researchgate.net/publication/261020107
45 https://www.shopify.com/encyclopedia/benchmarking
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4.4.  Creating a culture conducive to change and the role of human resources.
At the end of the training activity, the beneficiary / trainee / student will be able to:

Knowledge and understanding
- describe the types of national and organisational cultures;
- reports on the specifics of culture in the university area;
- identify different causes and factors that determine resistance to change.

Application
- compare different national and organisational cultures;
- determine the factors and causes of resistance to change in the target group;
- determine ways to change the organisational culture of the target group.

Integration
- propose solutions for changing the organisational culture;
- adapt solutions for organisational change to the specifics of the target group;
- prevent/decrease/overcome the occurrence of conflicts in the process of organisational
change.

4.4.1. National culture. Conceptual dimensions

National culture is a set of values, knowledge, beliefs and social norms characteristic of a community
that are adopted and passed on to future generations. Culture is the main social factor that
regulates various spheres of interaction between people, from daily communication to the
functioning of the national economy.

Whitely and England define culture in the following way: culture represents the knowledge, beliefs,
art, laws, moral norms, customs and other capacities of a group that distinguish it from other groups.

A people’s culture can be defined in terms of value systems. Values underpin individuals’ attitudes
and actions towards different life events and visions, being developed in general approaches to
perceiving social reality.

Each country through the system of common values that characterizes it and represents it, by its
divergences but also by its similarities with other cultures can constitute advantages if these specific
characteristics are used effectively by different management methods or appropriately ,.tailored”
organisational structures.

The basic characteristics of culture, in the view of Mary Ellen Guffey, are:

1) Culture is educated. Rules, values and attitudes are learned and passed down from generation
to generation. Social rules of behaviour are learned from family and society and are
determined from the earliest phase of childhood.

2) Culture has an intrinsic logic. The rules of each culture are based on the values and beliefs of
each culture. As a result, they act as a regulatory force. Recognition of the intrinsic logic of a
culture is extremely important for accepting different cultural behaviours.
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3) Culture is the basis of identity and belonging to a community. Culture is the essence starting
from which each individual can express who he / she is and what his /her aspirations are.
People form their identity by including in primary family culture common (including national)
cultural layers in terms of education, career, job choice, life partner, each of which is
accompanied by a set of rules, methods, ceremonies, beliefs, language and values.

4) Culture combines the visible with the invisible (iceberg). For outsiders, an individual’s
behaviour is the visible part of the culture. These practices are visible symbols of deep,
invisible values that determine the person’s way of thinking and behaviour.

In the view of Kluckhohn and Strodbeck the cultural dimensions are determined by three premises:
a) The existence of common fundamental human problems, to which people must find
solutions.
b) The existence of a limited variation of solutions.
c) The presence of solutions in all societies, but with different intensities.
The problems determined to be common to all societies are related to:

the character of human nature;

man’s relationship with nature,

the temporal orientation of life,

the mode of human activity,

the type of relationships between people.

For example, regarding the character of human nature, there are three possible answers: man is
essentially good, good and bad at the same time or bad. And yet, each of the three categories can
be differentiated in terms of extremes, man can be good/bad and at the same time able to change
or unable to change. As for the combined perception there is a difference between cultures that
consider man simply neutral and those that consider him / her a mix of positive and negative
qualities.

Hofstede identifies 6 dimensions, depending on which value systems can be established:
I Power distance index (attitude towards hierarchies)

This refers to the degree of inequality that exists and is accepted in society, between people with
and without power. A high index characterizes a society that accepts an unequal and hierarchical
distribution of power and that people understand their ,,place” in the system. A low index means
that power is divided and widely dispersed and that members of society do not accept situations
where power is unevenly distributed, flat organisational structures are spread. Thus, in the case of
high index, team members will not initiate any action and will wait to be guided and directed to
accomplish a task.

Il individualism versus collectivism (the degree of interaction with the social
environment)

This refers to the intensity of the individual’s connections with other people in his or her community.
A high index characterizes a weak interpersonal connection, everyone is on their own and people
take less responsibility for the actions and results of others. At the same time, in a collectivist society
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people are loyal to the group to which they belong and, as a result, the group will take into account
its interests, yet the group ones are dominant.

Il Masculinity versus femininity (refers to the type of social values promoted in a society)

This refers to the distribution of roles between men and women. In male societies, patriarchal roles
of men and women are distinct, and men must receive decisions, behave decisively and
unequivocally. Demonstration of success, to be strong and effective, are seen as positive
characteristics. In women’s societies, however, there is not much differentiation between male and
female roles, and modesty is appreciated. Great importance is given to good "friendly” relations
with bosses and subordinates, the weak must be helped and protected by the powerful,
cooperation, coworking, compromise and harmonization of relations are necessary ingredients for
the activity of the organisation.

IV Uncertainty avoidance index (This dimension describes how well people can cope with
anxiety)

In societies where the uncertainty avoidance index is high, people are tempted to make everything
predictable and controllable. It is characteristic a high degree of anxiety, the future is viewed with
anxiety. In societies with a low uncertainty avoidance index, people are more relaxed, more open
or inclusive.

Avoiding uncertainty is not necessarily the same as avoiding risk. Where culture attests to a high
degree of uncertainty avoidance, it may attest to risky behaviour, precisely to reduce ambiguities or
avoid failure.

Subsequently, two other dimensions that are less studied and would characterize national cultures
appeared, namely:

4 Long-term versus short-term orientation

This dimension refers to reporting people to the time horizon. Countries with a long-term
orientation tend to be pragmatic, modest and benefit-oriented in perspective. In short-term
oriented countries, people tend to put more emphasis on principles, have strong beliefs, are less
compromise oriented and are usually religious and nationalist. Short-term oriented nations attach
major importance to short-term gains and rapid results (profit and loss situations are quarterly, for
example).

VI  Indulgence versus restriction

Nations with a high level of indulgence are permissive to people’s impulses and emotions, such as
satisfaction and fun. It manifests itself in an optimistic attitude, a focus on personal happiness and
maintaining a balance conducive to work-free time entertainment. In a society with a low level of
this index there is more emphasis on suppressing satisfaction and more regulation of people’s
behaviour, there are more restrictive social norms. These approaches are characterized by
pessimism, controllable and rigid behaviour.
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A national culture may be characterised by a profile obtained on the basis of the combination of
these dimensions. This may lead to the formation of organisational cultures that can differ, for
example, according to the following behavioural aspects:

- focus on results/ vs/centering on process (emphasis on purpose/emphasis on work
dynamics);

- employee focus/ vs/work focus (emphasising the employee’s satisfaction on the results of
the work);

- common system/ vs/professional system (distinction of private/organisational life, private
life completely separate from that of the workplace and employment determined strictly by
professional competence);

- closed system/ vs/open system (hard-to-assimilate newcomers/quick integration and open
communication);

- weak control/ vs/strict control;

- normism/ vs/pragmatism (detailed professional standards / result centering) and so on

4.4.2. Organisational culture: concept, classification, characteristics

Organisational cultures are based on values characteristic of a national culture, of social
environments in which people have formed and acquired experience, i.e. from family, communities
and education, but also other cultural values cultivated intentionally or unintentionally within the
organisation, which have a special impact on individual mental programmes. These sets of attitudes,
behaviours and practices are the invisible foundation of the organisation that determines the
»character” and implicitly the chances of success or failure in its work.

There is more research in the field aimed at determining different types of organisational cultures
depending on certain criteria. In this vein we can highlight Geert Hofstede who believes that
organisational culture is the ,,software” of organisational practices and behaviours shared by the
community, is a ,,collective programming” of thought that distinguishes one member of a group
from another.

Edgar H. Schein considers organisational culture ,,a model created on the basis of principles shared
by the group, which he / she discovered and subsequently applied in solving problems of external
adaptation and internal integration, principles which generated good results, so that they could be
considered valid and therefore good to be taught to new members”.

Organisational culture is one of the fundamental and sustainable factors that can ensure the
performance of the organisation’s activities, according to some estimates it can lead to an increase
of 20-30% compared to other competitors. Thus, the organisational culture through values, beliefs
and common language determines approaches by focusing through a common prism for achieving
the objectives proposed, but is also the most difficult thing to achieve.

If we refer to the organisational culture of companies in the Republic of Moldova then we can
highlight some widespread characteristics such as: desire to avoid personal exposure to risks, expect
employees to comply, follow the rules and thereby make a good impression, do what the bosses tell
them and coordinate any decision with the superiors. The chiefs, at their turn, protect their status
and security of their position through tough measures, and decisions are made centrally. These
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paternalistic aspects of culture are traditional, but it should be noted that in particular new
industries, particularly IT, new, more flexible, less hierarchical models are formed that allow for the
more efficient use of human potential.

Next we will examine the organisational cultures in the vision of Dave Logan, John King, and Halee
Fischer-Wright who consider them hierarchical and capable of evolving. In their view, organisations
are similar to ,,tribes”, which can constitute from 20 to 150 people. Each being characterized by a
distinct culture, frequently expressed by the dominant modes of communication, relationship
structure and specific type of behaviour. And the leader has the function of determining at what
step the members of the group are and to ‘develop the tribe’ so as to advance to a higher
hierarchical level. Relationships and interaction within the ‘tribe’ are determined by the majority of
the staff who form the dominant culture.

General characteristics of level I. The person at this level feels alien to other people and considers
life to be unfair. At the group level, behaviour acquires the characteristics of an attitude of desperate
hostility, hypocrisy, no meaning values, moral principles, the world is unjust, being formed gangs
that have no moral principles in relation to the external environment. It is manifested by the choice
of survival strategy, in which the system is not correct, it is accepted to cheat, violate the rules
because there is no other solution.

In American society this type of organisational culture is characteristic for about 2% of collectives.
E.g. such a culture was at Volkswagen, which cheated on the emission of harmful substances from
the diesel engine by illegally installing a sensor to demonstrate lower emissions than in reality at the
time of control.

General characteristics of level 1. The person is socially isolated from other people, but unlike the
first level, he / she considers that his / her own life is hard and unfair, but others can be successful.
People are dissatisfied with their situation, they are listless, they think the system is against them,
they engage in activities to a minimum necessary. He / she thinks that someone or something is
confusing them, be it the boss, the system, education, and so on. When groups are formed, there is
an attitude of indifference, to ,,pretend” that you are working, to believe that the objectives can be
achieved, but there are no resources, they find explanations of non-application, they avoid
responsibility. There is frequently a hidden hatred towards the boss, the sabotage of actions and
the defensive reaction in relation to authoritarian managers is common. They express themselves
uncertainly, such as - | will try, | cannot promise, | do not know, what the boss will say etc. The
person can be characterized as a ,,hidden mediocrity”. Conspiracy theory (dismissal, lower wages,
etc.) is easily accepted. Apparently it is a setback compared to the first level, but in reality these
people see the existence of opportunities and achievements in principle, which was not attested at
the previous level.

In American society this type of organisational culture is characteristic for about 25% of collectives.
e.g. hospitals where staff are indifferent, registration procedures are cumbersome, attitude inert,
without compassion.
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General characteristics of level Ill. The person at this level is ambitious, focused on personal success,
self-confident. They interact with others through bilateral relations, forming several tiaras in which
they try to impose a position of supremacy, superiority over others, believe that others are not
sufficiently efficient, competitive and motivated, and that everyone deserves their fate. He / she
tends to express what others should do, to teach them, to make his / her own behavioral ,,copy”,
but does not admit reaching his / her level. When a community is formed, each one stands to stand
out, sustained efforts are made to maintain their position. At the same time, they tend to diminish
the importance of others, although it is done in a soft way, each fights a battle to have a dominant
position. Employees do not have substantial capacity to work as a team, information is considered
as a competitive advantage that is not shared with it. They refer to a lack of time, behavior is
characteristic of a ,,lone fighter” and the principle of each one for themselves (wild west) is valid.

In American society this type of organisational culture is characteristic for about 49% of collectives.
It is frequently found in the university didactic staff which has a high degree of autonomy and most
consider themselves experts in their field.

General characteristics of level IV. Advancement at this stage of a person can be determined by the
reflection of his / her existence, most often with advancing age or as a result of events, boredom or
fatigue from permanent fights. The need arises not only for one’s own results, but also to leave
»track”, to gain esteem, to appreciate others and to induce loyalty.

The person at this level forms social relationships in the form of triads — a connection made up of
three people based on common values but possibly also competences, different dexterities that
contribute to the emergence of creative and innovative approaches, solutions. At the same time
communication is characterized by the approach - we are strong. At the organisational level, there
is a pride of membership of the ,,family” and is counterposed by another subdivision or organisation
from outside. Within these organisations relations are little formalised, teamwork is natural and
ensures synergy effect. Organisational culture is based on common values, ethics, quality,
communication and honesty. This leads to a focus of efforts to achieve the proposed objectives and
as a result considerably increases the efficiency of the organisation. Decisions are drawn up jointly
with employees.

In American society this type of organisational culture is characteristic for about 22% of collectives.

General characteristics of level V. The person at this step considers ,,la vita e bella”. Characteristics
are similar to the previous step, with the only difference that they do not exist, those with whom
they counterpoise. People form relationships with everybody they resonate with their own values.
Within the organisation is characteristic the full involvement of all, and the result is a miracle.
Organisational culture at this level is defined by the existence of a noble task, fundamental values
shared by all and enthusiasmful commitment. This culture exists as long as an exclusive project is
carried out, which outperforms any competitor, solves problems of major importance, which would
inspire with creative activities (cancer drugs, the creation of vaccines against viruses, etc.). When
the situation (project completion) changes, the organisational culture regresses at the IVt level until
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a new appropriate time comes. Level V is not characterised by stability and can only be maintained
in the case of the development of complex projects of global interest.

In American society this type of organisational culture is characteristic only for about 2% of the
collectives and it rather can be certified to the NGO.

Organisations may evolve and advance in the case of favorable situations and (or) as a result of
sustained efforts by leaders at higher hierarchical levels, but in some cases may degrade from upper
to lower levels. True leaders are the ones who develop the team by fortifying the organisational
culture at a certain level and at the right time perform an upgrade at another level, which would
ensure increased performance and better inter-human relationships.

4.4.3. People and attitudes towards change. Resistance to change: causes and factors, ways of
solving

The social and economic environment is characterized by VUCA (Volatility, Uncertainty, Complexity
and Ambiguity), an environment different from the previous one that was characterized by
considerably greater predictability and stability. This situation leads to the need for a permanent
adjustment to the challenges of the external environment, the formation of a proactive
organisational culture that would not only accept change, but would consider it an opportunity for
development. In this vein, the organisational culture must be fluid, capable of assimilating new
organisational structures, management systems and strategies, new tactics.

Gary Johns argues that change happens when a programme or plan is implemented to move the
organisation and/or its members to a better state. loan Petrisor said that change means the
organisation’s attempt to be different. This represents the need for change and evolution.
Therefore, change within an institution is an absolutely necessary process for connecting to the
ever-changing requirements of the external environment and more fully including internal needs in
order to achieve better results.

The change management process requires the determination of principles and their effective
application in order to achieve favorable results. Change management is a tool for managing
resistances, but also a tool for including changing employees by using positive emotions.

By their nature the changes cause anxiety for many people at all levels of the organisation and top
management must effectively manage this situation, being the promoters and facilitators of this
process, to provide support to the staff of the organisation.

The transformation process has several stages, from strategy setting to planning and
implementation, which require a set of measures that would ensure success.

At the initial stage of establishing the strategy it is necessary to identify the leaders, including the
informal ones, who would have responsibilities for implementing the changes at different
hierarchical levels. It is necessary to ensure a proactive, change-friendly ,,critical mass” that would
lead other colleagues to embrace change as opportunities and not a danger.
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They will be given additional tasks that are priority, being exempted from less important ones, which
would allow full involvement in this process. Their work should focus on the following aspects:
- formation of organisational culture conducive to change;
- determination of possible causes of resistance to change and specific risks;
- arguing the need for change;
- instilling confidence that change would lead to favorable outcomes for the organisation and
the individual;
- providing financial (bonuses, additions, etc.) and psychological (feelings of belonging,
recognition, promotion, etc.) incentives.

It should be noted that any change can arouse resistance from some employees, which is a normal
phenomenon, expected, as a consequence of uncertainty about their future. Very often correct,
well-developed and visionary strategies have been unsuccessful due to the fact that they have not
been supported by the members of the collective, due to mistrust or fear of change.

The greatest sources of resistance to change could be:

- staff for whom major changes occur in their work;

- staff who have demonstrated high performance in previous conditions;
- staff expecting a large workload as a result of change;

- staff who are adept of other solutions of change.

In order not to admit organisational resistance or considerable intensity, it is necessary to
implement a set of measures that can be classified as follows:

o addressing change as a project that involves the necessary resources, activities and
respective terms. Prior organisational preparation at the level of mentality and acceptance
of change is required,

o assuming, active participation, involvement of top management;

ensuring managers’ support at the middle and lower levels of change;

o active communication, providing feedback with employees about the need for change, its
advantages and opportunities.

o

It should be pointed out that the process of change is complex through its dynamism, emotional
load, opportunities and major risks, so it is important in these situations to demonstrate leadership
competence at the highest level.

Achieving change is a dynamic process and depends on the concrete situation of the organisation,
the hierarchical level of the organisational culture at which it is and towards which it tends to move
forward. Thus, we will examine ways to improve organisational culture from the hierarchical
perspective of the vision of Dave Logan, John King, and Halee Fischer-Wright.

In order to change the organisational culture, it is necessary to determine the level at which the
organisation is located, after which a set of measures must be taken to enable it to advance.

Switching from level I to Il

Level | is the most primitive of the organisational culture, in which there is a chance of complete
degradation of the person until alcoholism and comania, maintenance by the formation of groups
that are not guided by ethical principles and growth at level Il. Obviously, advancement to level Il is
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possible for some people who are receptive, ready for this. Fundamental to changing attitude is the
change in the perception that life is unfair in general, to life is unfair to me. This can be induced by
communicating with other people who are at a higher level who are satisfied with their
achievements. Thus it is differentiated, it is observed that for some, under certain conditions,
circumstances, life can be good. Apparently this seems a degradation from desperate hostility,
which manifests itself through various actions, although sometimes reckless, in passive apathy,
minimal involvement and critical attitude, amorphous, but here arises the chance that was missing
at the first level, so if it is admitted that someone can be well, in principle it could be good for him /
her too.

Switching from level Il to Il

From level Il it is also possible to degrade at level I, when as a result of disappointment it is
considered that the world is essentially unjust and must somehow survive, continuous maintenance
at level 1l or advancement at the higher level Ill. Similarly, as in the previous case, only some
employees are able to move to another level, they can be characterized as people who believe they
can become performing, but there are certain impediments such as boss, parents, inadequate
education and so on. They usually have higher cognitive competences, but they do not have the
necessary attitude of trust. In this case it is necessary to work individually, to highlight the successes,
the existing potential, the opportunities they have, but also the existing problems, to give
indications on the development of new capabilities. It is appropriate to create dyads with people
with organisational culture of level Il (creating the own ,,copy”, mentoring) and higher. This would
allow the development of a positive attitude towards oneself, instilling confidence, stimulating for
improvement and personal development.

Switching from level Ill to IV

Degradation from level Ill to Il can happen if the employee loses confidence in him-/herself, believes
that life is not fair to him / her, keeping at this level requires constant struggle, demonstrating all
that he / she is efficient, professional and successful. Employees prepared for advancement are not
satisfied with the constant competition, the need to demonstrate their status every time, feel the
need for more, namely to leave ,.tracks in life”. In order to be possible, an internal ,,transformation”
is necessary, which would enable the achievement of the new objectives through collaboration,
cooperation and partnership. Tools, in this respect, could be the construction of triad-shaped
relationships, involvement in the realization of larger projects that require effective collaboration.
This would form the perception that force represents not knowledge but interaction with people,
not information but wisdom. Employees not only demonstrate superior results, but also gain
strength, esteem, respect and loyalty. The formation of such a culture can be achieved by: the
construction of a new organisation, the formation within the organisation of a new subdivision or
the formation of groups that are not in any organisational framework.

Switching from IV level to V

Degradation from level IV to Il can happen if failures are attested or common values are betrayed,
especially by the top management. Maintaining at level IV is a challenge that requires a set of
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measures such as: establishing a noble purpose and conceiving, constantly feeding common values.
Switching to level V is very rare and does not have a stable character. This requires both cognitive
and emotional excellence, research capabilities, brand, excellent relationships with partners and
opportunities that arise in the market. Thus, it occurs spontaneously as a result of the complex
ascendancy of the organisation and the transformation into a regional or world leader in a certain
field and context.

4.4.4. Solving the conflict arising in the process of organisational change.

According to The Economist Book — Strategy there are several types of organisational changes that
can be grouped as follows:
o changes in management structures and processes (organigram, decision-making process,
information system, internal control procedures);
o changes in organisational culture (leadership style, influences, values and traditions);
o changes among people (management team, execution staff, competence, motivations,
behaviour and efficiency in work);
o changes in organisational performance (economic, financial, social, how the organisation
integrates into the business environment and fulfils its mission);
o changes in the image that the organisation has created in business circles and in society;

Depending on the reaction mode there are two types of organisational changes:

o proactive change — by anticipating future developments and potential risks, and thus
adopting forward-looking objectives and measures;

o reactive change — involves adapting the organisation to the influences of external factors
after their appearance.

Obviously, the proactive method is an appropriate one for educational institutions, because this is
the only way to ensure a high and qualitative level of the educational and research process.

Depending on the readiness for change of the organisation, the following two types of changes can
be identified:
a) planned change —is the ready one, in which a set of measures are taken in line with the time
period, complexity and capacity to assimilate the changes.
b) unplanned change - is a change that occurs as a result of the new situation, which has not
been taken into account.

Depending on how a change is implemented, we can highlight:

c) imposed change — is the change initiated and carried out from a position of force, which
often generates resistance or boycott from subordinates.

d) participatory change — represents the kind of change that involves the participation of
managers and employees. Although the process of participatory change takes longer at the
drafting stage, it has a greater durability due to the involvement of employees through
proposals that would take into account their interests, but also to ensure greater loyalty.

All these changes are complex, due to their dynamism and the fact that the change requires further
efforts to adjust to new conditions. Human interaction, including on organisational change, can have
a wide variety of forms from problem solving, pure confrontation or negotiation.
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The differences between the three types of interactions are as follows:

Confruntation
of problems

Solving Negociation

Figure 4.4 — Types of organisational interactions.

Problem solving is a form of interaction in which the parties involved perceive their objectives
relating to a common problem as identical. This is dominated by consensus and the parties involved
engage in a rational process of finding the optimal solution. More possible solutions will be
generated for this and on the basis of objective criteria the most convenient one will be chosen. The
end result also does not depend on everyone’s preferences, priorities or objectives, and personal
feelings are not essential. The goal of the participants in solving problems is to reach an optimal
common solution, evaluated on the basis of objective, impersonal criteria.

Negotiation is characterised by the fact that there are common interests between the parties but
also divergences. Thus the mechanism of the negotiating interaction is based on specific
mechanisms of cooperation, of the nature of the exchange of values. Negotiation is a rational,
almost impersonal decision-making process in which, however, the personal feelings and
preferences of the participants do not influence their behavior and decisions to a major extent. The
purpose of the negotiation is to achieve a mutually beneficial agreement, based on subjective
criteria of each participant.

Pure confrontation is a confrontational course of interaction, in which the parties perceive that
their objectives are contradictory and can only be achieved by forcibly imposing their own solution,
for this victory over the opponent must be achieved. Pure confrontation is based on the position of
force between the participants. The parties shall use the methods they deem appropriate in such
situations: threats, attacks, manipulation, etc. The end of pure confrontation cannot be less than
victory/defeat, i.e. imposing the unilateral decision.

An interaction will be successful if each partner achieves a convenient result. So if the partner is
dissatisfied he / she will try to take revenge in the next interactions or sabotage the application of
the decision at the appropriate time.

Changing organisational culture is a complex, often difficult, interaction that can rarely be reported
as problem solving, except in the case of advanced organisational cultures of level 4 or 5, extremely
rare cases for organisations in Moldova. Most of the time, the change in organisational culture can
be achieved through communication (negotiation) or confrontation. The management of the
organisation must not admit the occurrence of conflict, so this process is carried out through
communication (negotiation). However, in the event of conflict, a set of measures must be taken to
reduce tension and orient towards the conduct of the negotiation. It is recommended that the
organisational restructuring process should not be started until divergences are reduced and there
would be no major impediments to the implementation of the restructuring.
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Interaction through negotiation (communication) is the process by which two or more parties,
between which there is interdependence but also divergences, voluntarily opt for cooperation in
order to reach a mutually beneficial understanding, so we can highlight several defining aspects,
namely: the parties engaged in negotiation, their interdependence, their divergences, their
cooperation to solve the common problem and mutually beneficial agreement.

Parties engaged in negotiation (communication) on organisational change often include
relationships between groups: top management in relation to functional and operational
management, functional and operational management in relation to employees or sometimes top
managers in relation to employees, in case of large divergences or management in relation to
employees for smaller organisations.

The interdependence of the parties to achieve organisational change is manifested by the fact that
implementation can only be through cooperation, since the objectives will be achieved only when
there is no resistance to restructuring. In this vein, it is necessary to exclude or at least alleviate
fears about the unknown, to explain the advantages, including personal one as a result of changes,
of including financial and moral incentives that would facilitate organisational change.

Conflicts arising between the parties regarding frequent organisational change are determined by
cognitive divergences involving the existence of different concepts, views or preferences. They not
only consider different solutions, but they also understand the reality they are faced with
differently. Differences of interests relating to the pursuit of different objectives are less common
in the case of organisational change.

Conflicts arising as a result of the change in organisational culture are extremely difficult to manage
and are determined by the fact that certain employees do not accept the values of the organisation.
The organisational culture must be linked to the majority culture of employees and can be
developed by creating a ,,critical mass” of people who support transformations and would be the
promoters of change. The modalities of development of organisational culture at the individual level
at each stage has been examined previously.

Confrontation is a conflicted course of interaction, in which the parties have contradictory
objectives and can only be achieved by force-imposing their own solution, for this victory over the
»opponent” must be achieved. The confrontation is based on the power ratio between the
participants. The parties shall use the methods they deem appropriate in such situations: threats,
attacks, manipulation, etc. The end of the confrontation is to achieve victory and defeat the
opponent. Managers’ responsibility is to determine the risk of conflicts and reduce tension before
it is triggered.
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4.5.  Organizational development and process optimization in higher education institutions
At the end of the training activity, the beneficiary / trainee / student will be able to:

Knowledge and understanding
- know the basic concepts and principles of total quality management
- know the stages and elements of the quality evaluation process in HE
- be aware of the role of quality in the process of implementing organisational changes in
HE institutions.
- know the methods of process optimization in HE institutions.

Application
- identify the basic processes and outcomes in the HE institutions
- identify areas where organisational changes are needed
- implement and optimise organisational change processes
- develop project management skills.

Integration
- analyze situations critically and multicriteria
- develop pro-active, preventive attitudes
- develop innovative thinking
- create a favorable attitude towards change.

4.5.1. Quality concept. Total quality. TQM

The concept of organisational development is impossible without quality indicators. Moreover,
quality is not only in the sense of customer satisfaction (bachelor degree student, master degree
student, doctoral student), but of all processes and stakeholders.

The concept of quality often intersects with the concept of competitiveness. Quality improvement
greatly results in the survival of the organization in a competitive environment, the pace of use of
innovation, the saving of resources and increasing the efficiency of all activities.

It is impossible to talk about quality unequivocally. Quality indicators can often be considered
subjectively, depending on the evaluator. Therefore, the definition of quality is most often
considered from various points of view.

Quality is a general term, applicable to the most different traits or characteristics, whether individual
or generic, and has been defined in different ways by various experts or quality consultants, who
therefore attribute different meanings to that term. In philosophy, quality is defined as a category
that expresses the synthesis of essential things and attributes of objects, as well as processes. In
logics, quality means a logical criterion, after which the judgments of prediction are divided into
affirmative and negative. As regards the concept of quality of products and services in the economy,
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quality is defined as ,,satisfaction of customer requirements”, ,,product availability”, ,,a systematic
approach to excellence”, ,,compliance with specifications”, , fit for purpose”, etc. 46

According to ISO 9000 standards, quality is ,,the assembly of characteristics of an entity, which gives
it the ability to meet expressed or implied needs”. According to this definition:

- Quality is not expressed by a single characteristic, but by a set of characteristics,

- Quality is not self-contained, it exists only in relation to the needs of customers,

- Quality is a continuous and not discrete variable,

- Quality must meet not only the needs expressed, but also the implicit ones.
The same standards recommend that the term ,,quality” should not be used in isolation, to express
the degree of excellence in a comparative sense or for technical evaluations in a quantitative sense.
To express these two meanings it is preferable to use a qualifier. Often, the following terms can be
used:

Relative quality, where entities are classified according to their degree of excellence or
in a comparative sense.

Quality level, in a quantitative sense.

Quality measure when precise technical assessments are carried out.

Requirements for quality are defined as expressions of needs, or their translation into a set of
requirements, concerning the characteristics of an entity, expressed in quantitative or qualitative
terms, in order to enable the relationship and examination of that entity.

The quality requirements also relate to: - market requirements (of the external customer), -
contractual requirements, - internal requirements of the organisation and - the requirements of the
society.

Particular importance is given to the quality requirements of the society. These are obligations
arising from laws, regulations, rules, codes, statutes, etc., and they mainly concern the protection
of life, the health of persons and the environment, the proper exploitation of natural resources, the
conservation of energy.

Quality characteristics are those properties (attributes) of the entities through which the degree of
meeting customers’ needs is assessed at a given time. The characteristics of the quality of services
are: 4

- tangibles;

- reliability;

- responsiveness;

- assurance;

- empathy.
The object of quality can be: organization, process, product, system, person, or any combination
thereof.

46 Olaru Marieta. Managementul calitatii. Bucuresti: Editura Economica, 1999, 504p. ISBN:973-590-158-7

47 Oprean C., Titu M., Bucur V., Managementul global al organizatiei bazat pe cunostinte. Bucuresti: Editura
A.GIR, 2011, ISBN 978-973-720-363-2, p.646
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The aim of quality improvement is to meet customer needs and benefits for all interested groups
(employees, owners, suppliers, subcontractors, etc.) and for the society as a whole.

Total quality

Total quality is a philosophy, an approach, a set of processes, a strategy, or even an organization
policy. Total quality is a concept whose area includes all the activities undertaken by the
organization to determine whether its customers are constantly returning to it and whether they
are turning into traditional and loyal customers and especially if they recommend it to others,
minimizing costs through effective and efficient organization; mobilizing to the maximum the
material resources and the labor force in order to cooperate in obtaining on the market the best
possible position in the respective field of activity. All the elements mentioned are interactive and
all compete to achieve maximum internal efficiency.

The concept of total quality is the combination of four basic elements: systems, process control,
management, staff.

‘Global quality strategy’. total quality is a set of principles and methods organised in a global
strategy, aiming to mobilise the whole organisation to achieve better customer satisfaction at the
lowest possible cost. The concept of total quality: ,,a global strategy whereby an enterprise,
together with its partners, does everything to meet the requirements of its customers, in terms of
quality, costs and deadlines, by keeping processes under control and by involving management and
staff” (Defounty).*®

Main guidelines in defining total quality:

- total quality is an organisation’s quality policy or strategy;

- total quality is a philosophy;

- the concept of total quality is closely linked to the concept of total quality management;

- total quality is the goal, and total quality management is the means to achieve it;

- minimizing costs through effective and efficient organisation;

- mobilizing to the maximum the material resources and the labour force in order to
cooperate in obtaining on the market the best possible position in the respective field of
activity.

All the elements mentioned are interactive and all compete to achieve maximum internal efficiency.
TQM (Total Quality Management)

Quality management. Juran defines quality management through its functions in terms of ,,quality
trilogy”, or three main management processes: quality planning, quality control and quality
improvement, which are interdependent.

At the same time, Kélada considers that ,,quality management is a set of activities aimed at achieving
objectives, through the optimal use of resources, which should not be the prerogative of the

48 Conceptul de calitate totala. (accesat: 13.06.2020)
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technicians. Its responsibility lies with the top management and coordinators of each
organisation”.*

According to ISO standards quality management is the overall management function, which
determines quality policy, objectives and responsibilities and implements them within the quality
system, by means such as planning, control, assurance and quality improvement. Quality
management is the responsibility of all levels of management, but the coordination role lies with
the top management of the organisation. The implementation of quality management is carried out
with the participation of all members of the organization.

The quality system is defined as the organisational structure, procedures, processes and resources
necessary for the implementation of quality management.

The concept of total quality management (TQM) can be defined in relation to the concept of total
quality. This is a management philosophy that directs all the activities of the organization to the the
customer in order to achieve long-term benefits. TQM is based on the idea that nothing is perfect,
from which it follows that everything can be improved. TQM ensures that customer requirements
are met at minimum costs, with the involvement of all the company’s staff, all departments and all
employees of the company are of equal importance.

The defining elements of TQM are as follows:

- the central point of all the company’s activities is quality;

- quality is achieved by involving all employees of the company;

- the company aims to ensure long-term success by satisfying the customer and obtaining

advantages for its employees and for the society.

At the heart of total quality management are a number of principles:

- the principle of customer orientation;

- the principle of continuous improvement;

- the principle of ,,zero-fault”;

- the principle of internalization of the relationship between the customer and the supplier;

- the principle of placing quality at the forefront.
The relation between total quality and total quality management can be defined in the following
terms: total quality means continuous satisfaction of customer requirements under minimum costs,
total quality management (TQM) is a concept that ensures that these requirements are met under
minimum costs with the involvement of all the company’s staff.

TQM is a complex process, not some programme, which has an applicable methodology. TQM is a
set of activities aimed at ensuring the simultaneous achievement of the predetermined objectives
by making the best use of available human and financial resources.

The main functions of TQM are: planning, organization, management, control, quality assurance.

49 Conceptul de calitate totala. (accesat: 13.06.2020)
50 Ce este Managementul Calitatii Totale (TQM) (accesat: 13.06.2020)
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ISO (International Organization for Standardization) is a global federation whose members are
elected from over a hundred national standardization organisations. I1SO aims to develop
standardization and facilitate the international exchange of goods and services. The results of the
ISO work are published in the form of international standards, guides and similar documents. The
ISO 9000 family is a group of standards for management systems.

In the contemporary world there are a multitude of quality management systems. The most
widespread and widely used are quality management systems based on international standards in
the 1ISO 9000 and TQM family. TQM involves applying a philosophy about using resources to provide
zero-fault educational services. It is in support of TQM that the ISO 9000 family standards have been
developed. TQM appears as a result of ISO standards, management and the specific culture of the
quality education institution.

4.5.2. The concept of quality in higher education institutions

Higher education institutions are public-professional and scientific service providing organisations.
In the view of ISO standards, the product may be material, immaterial or a combination thereof.
The product offered by higher education is of an immaterial nature, being provided to society in
various aspects: training of specialists in various fields, scientific research.

According to the same standard, the customer is the recipient of a product supplied by the
organization. For higher education the client can be the company (at the macro level) or the job
provider (at the micro/enterprise level).

Quality assurance in higher education has become one of the major subjects at European Union
level. The objective of the relaunched Lisbon Strategy aims to make the Union a more attractive
space for investment and work, promote knowledge and innovation and create more and better
jobs.

The general principles that are promoted by the EQAF (European Quality Assurance Framework)
are:
Quality assurance is necessary to ensure accountability and improve the education

system.

Quality assurance policies and procedures should cover all levels of the education
system.

Quiality assurance should be an integral part of the internal management of educational
institutions.

Quality assurance should include regular evaluation of institutions or programmes
carried out through external monitoring bodies or agencies.

External quality assurance monitoring bodies should also be subject to regular review
and evaluation.

Quiality assurance should include the context, inputs, process and size of outputs, with
a focus on outputs and learning outcomes.

Quiality assurance systems should include:

o clear and measurable standards and objectives.

o implementation guides, including stakeholder involvement.
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resources required.

consistent evaluation methods to associate self-evaluation and external analysis.
feedback mechanisms and procedures for improvement.

evaluation of widely accessible results.®

O O O O

Quality in HE, not an easy concept to define, is mainly the result of the interaction between teachers,
students and the institutional learning environment. Quality assurance should ensure a learning
environment in which programme content, learning opportunities and facilities are fit for purpose.

Quality assurance standards in HE are based on the following four principles of quality assurance in
higher education institutions:
1) Higher education institutions have primary responsibility for the quality of their activities and
for ensuring their quality;

2) Quality assurance is adapted to the diversity of higher education systems, institutions,
programmes or students;

3) Quality assurance supports the development of a quality culture;
4) Quality assurance takes into account the needs and expectations of bachelor’s degree
students, master’s degree students, doctoral students, all other stakeholders and society.
Quality assurance standards have been divided into three parts:

l.  Internal quality assurance
[l.  External quality assurance
lll.  Quality assurance of agencies

However, it should be borne in mind that the three parts are intrinsically linked together and
together form the basis of a European quality assurance framework. Part 2 External quality
assurance recognises the standards in Part 1 Internal quality assurance, making the internal work
done by institutions directly relevant to any external quality assurance process to which they are
subject.

The institutional standards of quality assurance in university declared in the ,,European standards
and guidelines for internal quality assurance within higher education” include the following:

- the existence of an institutional quality assurance policy and standards. The strategy, policy
and procedures should have a formal status and should be publicly disseminated,

- the existence of specific mechanisms for the approval, monitoring and periodic evaluation
of study programmes and diplomas,

- assessment of students on the basis of transparent criteria, rules and procedures,

- educational institutions must have teaching staff competent to manage teaching, learning
and assessment,

- learning resources must be adequate and close to study programmes,

- institutions have their own information system, accumulating and using information for the
management of study programmes and other activities,

51 Ghid privind implementarea unui sistem de management al calitatii. Metodologii, proceduri si mecanisme de
asigurare a managementului calitatii. Implementat in cadrul proiectului, Calitate in educatie, colegii si
universitati, folosind metode inovatoare si laboratoare noi”, Timisoara.2012, 69p.
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- institutions should publicly disseminate objective and impartial, quantitative and qualitative
information on study programmes and diplomas awarded.

The basis for the implementation of a quality management system is the clarity and transparency of
the institution’s organisational structure and processes.

In order to ensure a unified approach to quality within HE, it is important to comply with the basic
principles of quality management:>2

1) Focus on the client. Identifying and meeting customer requirements must be the starting point
for all activities within the university. In order to meet the requirements, quality improvement
is necessary in all areas of the university’s activity. Only when all workers (teachers,
administrative staff) and all compartments meet the expectations of the client will the
university be able to earn and maintain their trust.

2) Leadership. Management ensures consistency between the purpose of the university and its
internal environment. It must create such an environment in which people can be fully
involved in achieving the university’s objectives, including in the field of quality.

3) Staff involvement. Workers (teachers and administrative staff) are the central element of a
university and their total involvement allows their skills to be harnessed to maximise results.

4) Procedural approach. The application of this principle involves: defining the processes to
achieve the desired outcome, identifying and evaluating the input and output data of the
processes, assessing possible risks, clearly establishing the responsibilities and authority
regarding process management, identifying internal and external clients of the processes,
integrating the processes within the university, in the design of the process will be taken into
account: the sequence of its stages, the measures of control, the training needs of the staff,
the equipment, methods, information, documentation, the material, etc.

5) Systemic approach. The application of this principle involves: approaching the university as an
open system, defining the process system by identifying or developing processes with an
impact on the achievement of defined objectives, structuring the process system to achieve
the objectives in the most efficient way, establishing critical results for carrying out activities.

6) Continuous improvement. The university must continuously improve the competences it
develops. This is made possible by continuously improving all its processes, from marketing
studies in order to identify requirements to ensuring full compliance with these requirements.

7) Arguing decisions with data. Decisions should be based, at all levels of university management,
on data and information analysis.

8) Mutually beneficial relationships with suppliers. In order to achieve this principle in the
university, it is necessary to define the main resources and their suppliers, the expectations of
the institution and suppliers, a mutually beneficial information system with suppliers, a quality
management system to be implemented by the suppliers, the way of documenting relations
with suppliers.

52 Olaru M., Savga L. Ghid pentru implementarea unui sistem de management al calitatii in cadrul institutiilor de
invatamant superior. Chisindu: Iunie-prim, 2005, 165 p. ISBN 9975-9993-1-X
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4.5.3. The role of quality in organisational change in higher education institutions

Any organisational change (planned or not) will urgently affect the existing quality system. At the
same time, the quality management system aims to continuously improve all processes taking place
in higher education institutions.

The University shall monitor information on the customer’s perception on meeting his / her
requirements as one of the ways of measuring the performance of the quality management system

(QMS).

Change management consists of all the processes of planning, organising, coordinating, training and
controlling measures to replace, modify, transform or change the form and content of the
organisation, with the aim of increasing its efficiency and competitiveness. In this context, the
definition of the concept of ,,change management” requires the use of management functions
(provision, coordination, organisation and control) in order to ensure a normal functioning of the
system in the new state.”

At the same time, one of the fundamental principles of the quality management system is
continuous improvement. In this context, we can mention that the objectives of quality
management coincide with the objectives of change management. Moreover, quality management
is part of the management of organizational changes. Thus, any change, according to the quality
management system, must go through a number of procedures and rules and comply with the
principles of the organisation and total quality management.

It cannot be missed that the integration of quality management systems has represented a
significant organisational change for all higher education institutions.

Stages of implementation of a Quality Management System (QMS) within higher education
institutions:>*

Involvement of the university’s management on the implementation of the quality management
system. The university’s management must demonstrate its involvement in the ongoing
implementation and improvement of the QMS by:

- promoting the basic principles of quality management, the principle to be communicated to
all staff.

- definition of quality policy and objectives.

- ensuring the necessary resources for the implementation and improvement of the QMS.

In order to be able to make the correct decision on how to implement the QMS, the deadlines for
completing the activities to be carried out, the university management should order a quality
diagnosis to be made.

53 Oprean C., Titu M., Bucur V., Managementul global al organizatiei bazata pe cunostinte. Bucuresti: Editura
A.G.LR, 2011, ISBN 978-973-720-363-2, p.646

54 Olaru M., Savga L. Ghid pentru implementarea unui sistem de management al calitatii in cadrul institutiilor de
invatamant superior. Chisindu: Iunie-prim, 2005, 165 p. ISBN 9975-9993-1-X
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Quality diagnosis — a methodical examination of all university processes, in order to evaluate its
quality performance, in relation to the requirements of customers and other stakeholders.

/ Initiation/information of staff on quality management systems.

In order for the staff to be involved in the implementation of quality management systems it is
necessary to organize training/information programmes for the management apparatus, teachers,
students, auxiliary staff.

The main objectives of this stage are:

Informing staff about the QMS and its importance,

Development of the staff initiative in the field of quality,

Reducing resistance to changing the existing management system,
Total staff involvement in the conduct of changes.

] Definition of the university’s quality policy and objectives.

Quality policy is part of the general policy of the university, being approved by its management,
must be developed in such a way as to ensure compatibility with the other sectoral policies of the
university (financial policy, human resources policy, etc.).

The quality objectives must be: in line with the universit’s quality policy, with the commitment of
the university’s management to continuously improve, to ensure that the specified quality
requirements are met.

In order to ensure success in achieving quality objectives, it is necessary to take into account the
following requirements:
- quality objectives must not be a constraint or hindrance in achieving the strategic objectives
of the university,
- must be clearly formulated, in order to be understood by university staff, but also by its
clients, must be realistic, must be measurable.
The quality plan is part of a more general university plan or can be developed separately for certain
activities and processes (especially in the event of significant changes thereto). The quality plan
must define: quality objectives, stages of university processes, attribution of specific responsibilities,
working procedures/instructions, audit and analysis programmes to be carried out at different
stages of university processes, written procedure for modifying and completing quality plans, a
method to determine the degree of achievement of quality objectives, etc.)

Il Establishing the responsibilities and decision-making competences for the
implementation of the QMS

The university’s management must define the procedural organisation of the university, reflected
in an appropriate organisational structure, with the determination of decision-making
responsibilities and competences, which facilitate the implementation and permanent
improvement of the QMS.

Three types of activities are found within the quality function of the university: - strategic
management activities (development of quality policy and objectives, at university level), -
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operational management activities (planning and control within each field: teaching activities,
scientific research, human resources, etc.), - coordination activities and integration of quality
function, taking into account the fact that all sectoral activities determine or influence the final
quality.

IV Establishing the overall structure and presentation form of the QMS documentation

The QMS documentation is particularly important for keeping all university processes under control,

facilitating their monitoring and determining the results achieved so that the necessary corrective

or improvement measures are identified. Documents can be structured on three main levels:
Quality manual.

QMS procedures.
operational procedures.

V  Development and administration of QMS documents

University management must establish the documents that will be used to implement and maintain
the compliance of the QMS. It is recommended that the main document used be the quality manual,
which includes: the purpose of the QMS, documented QMS procedures, a description of the
sequences of the QMS processes and the interaction between these processes.

VI  University resource management in order to implement and continuously improve
the QMS

University management must provide the QMS with competent staff in terms of education, training,
skills and experience. It must also identify and provide the necessary resources to ensure
compliance with the specified requirements and to continuously improve this system (adequately
equipped spaces for carrying out activities, necessary equipment, support services for ensuring
activities).

VIl  University process management for the implementation of the QMS

The university’s activities are carried out through a ‘process network’. In order to achieve and
continuously improve results, in relation to the requirements of external and internal clients,
management must identify, organise and manage the university’s process network and their
interfaces. Among these processes we mention:

- selection of candidates (admission);

- drawing up education plans;

- elaboration of analytical programmes;

- elaboration of course notes, textbooks, etc.;

- teaching and learning, knowledge assessment
- scientific research.

VIIl Continuous evaluation, analysis and improvement of results
The university’s management will define and implement the evaluation and monitoring activities

necessary to ensure compliance of the quality management system with the specified requirements.
At the same time, possibilities to improve the effectiveness of the QMS will be identified. To this
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end, account shall be taken of the results of the satisfaction assessment of external and internal
clients, internal audits and the results of the assessment of acquired competences in relation to the
defined requirements.

Organisational changes and continuous improvement. The principle of continuous improvement
refers to the activities carried out in each process with a view to improving the performance of all
processes and the results of these processes, in order to ensure that customers’ needs are better
met under efficient conditions. The purpose of the improvement activities is therefore to achieve a
level of quality, higher than that planned, i.e. that laid down in standards or specifications.

The educational institution must continuously improve its effectiveness of the QMS by using the
quality policy, quality objectives, audit results, data analysis, corrective and preventive actions and
management analysis.

Thus, for higher education institutions it is necessary to carry out the following activities in order to
ensure continuous improvement:”’

- continuous improvement of the institution’s processes;

- establishment and evaluation of performance indicators;

- forming an organisational practice and culture so that the instrumentation of continuous
improvement is used (e.g. PDCA cycle - plan-do-check-act);

- establishing strategies, tasks and shortcomings related to the organisation of improvements;

- developing a system of motivating staff for the successes achieved in the continuous
Improvement process.

The University must act to eliminate the cause of non-compliance in order to prevent their repair.
In this context, there are highlighted the notions of:

o Compliance/non-compliance — meeting/not meeting specified requirements (in standards or
other documents of a normative nature)

o Corrective action —action taken to eliminate the causes of detected non-compliance or other
undesirable situations.

o Preventive action — action taken to eliminate the causes of potential non-compliance or
other undesirable situations.

Tools and techniques specific to continuous improvement>®

» PDCA cycle (Deming’s Plan-Do-Check-Act) — is considered the basic cycle of any quality
improvement action, is the sequence of activities for improvement, highlighting that it is
essential to understand and properly assess the consequences before acting.

» Plan - the given situation is analyzed, establishing what is desired in the future. It shall then
assess to what extent the system can meet the requirements, what changes are needed for
this purpose, what are the most important results to be obtained, what new information is
needed.

55 Savga L., Maleca T., Turcanu Gh., Nicolaescu M., Jalencu M., Savga Gh. Conceptia sistemului de management al
calitatii in institutiile de Invatamant superior. Chisinau: Ed.ASEM, 2006, 313p. ISBN: 978-9975-75-105-6

56 Savga L., Maleca T., Turcanu Gh., Nicolaescu M., Jalencu M., Savga Gh. Conceptia sistemului de management al
calitatii in institutiile de Invatamant superior. Chisinau: Ed.ASEM, 2006, 313p. ISBN: 978-9975-75-105-6
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» Do - applies (tests) the improvement plan to get the first information on its possible effects.

» Check — the results (effects) of the implementation or testing of the improvement plan are
evaluated, identifying the critical points.

» Act — the results are studied and if the expected improvements have been achieved,
measures are taken to: make the necessary changes in the procedures, develop new
standards or amend existing ones, to agree them with the solutions envisaged. These can
continue to be improvements through a new plan, thus resuming the cycle.

The system of suggestions — is considered to be the simplest technique used in the strategy of
continuous improvement, involves the collection of the suggestions for improvement made by the
university staff. It involves the following stages:
l.  Forming the mechanism of the transparent suggestion system by concisely using
methods of accumulation, processing and management of suggestions/information;

[I.  Workers are encouraged to make suggestions to improve their own work and of the
group they are part of;

lll.  The management of the compartments emphasizes the training of workers so that
their suggestions are relevant;

IV.  Workers analyse the suggestions made, with the help of management, taking into
account their economic impact.
The ,,55” method involves the coordinated conduct of the following categories of activities:

S1 - removal of all that is useless from the workplace: scraps of materials, unused equipment,
outdated documents;

$2 - ordering the remaining useful objects after S1 and preparing them so that they can be used
at any time;

$3 —ensuring the cleanliness of all the space affected in the workplace and all objects that are in
this space;

$4 — maintaining perfect hygiene and pleasant environment in the workplace;

S5 —strict adherence to established working procedures.

4.5.4. Quality evaluation in higher education institutions

Quality, quality assurance and therefore quality management has practical implications for all
performance indications — something that is practically known and recognised. The university’s
management must ensure an appropriate system for evaluating, analysing and improving the results
achieved. To this end, account shall be taken of the results of the performance assessment of
external and internal clients, internal audits and the results of the assessment of acquired
competences in relation to the defined requirements.

Assessing the satisfaction of external and internal clients

Among the most important sources of information we can name: the results of the evaluation of
the identified requirements of external and internal clients, informational feedback on the
satisfaction of internal and external clients, information on the offer of other universities.
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Internal audit of the QMS

The institution shall organise audits of the QMS on the basis of documented procedures to ensure
compliance of the system with the specified requirements.

Internal audits shall be carried out for:

- determining the conformity of the university QMS elements with the requirements specified
in the reference documents;

- determining the effectiveness of the QMS in achieving the objectives set in the field of
quality;

- verification of the application of the university policy and that the objectives are achieved;

- identifying opportunities to improve the university’s QMS;

- certification of the university’s QMS.

External evaluation of the QMS

Quality in higher education is given by the extent to which the activities of the institution offering
educational programmes satisfy and maintain certain academic standards. In these circumstances,
ANACEC (National Agency for Quality Assurance in Education and Research) is intended to provide
confidence in higher education quality standards. One of the principles that forms the basis of
ANACEC is transparency. All actors interested in the development of higher education, from higher
education institutions, students, parents, employers, the society as a whole, need as transparent,
explicit and precise information on the quality and level of study programmes, as well as the level
of qualification of graduates holding different titles and university degrees. It is the central role of
the Agency to define clearly, explicitly and publicly the standards and reference criteria for its
evaluation processes.

According to the Methodology for external quality evaluation, study programmes and educational
institutions are subject to external quality evaluation every 5 years or at the end of the period of
authorisation for provisional operation or their accreditation.>” >

Accreditation (in education) — external evaluation process of the quality of the study programme
and/or the educational institution, materialized by the issuance of an act granting the institution
the right to carry out the learning process, to organize admission to studies and examinations for
completion of studies, as well as the right to issue diplomas, certificates and other study documents
recognized by the Ministry of Education, Culture and Research.

Evaluation criterion — level of performance through which the possibility of achieving certain
objectives and/or standards can be examined. The criteria relate to each of the established
accreditation standards and represent the fundamental aspects of the organisation and functioning

5" Bratianu C., Atanasiu G., Asigurarea calitatii in invitimant superior din Marea Britanie. Bucuresti:
Ed.Economica, 2002, 144p. ISBN 973-590-665-1

%8 Metodologia de evaluare externa a calititii in vederea autorizirii de functionare provizorie si acreditarii
programelor de studii si a institutiilor de Invatamant profesional tehnic, superior si de formare continua. /
ANACEC, Chisindu: S.n., 2016, ISBN 978-9975-87-133-4
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of a study programme/educational institution. Each criterion corresponds to a set of performance
indicators and evaluation standards.

Internal evaluation/self-evaluation of the quality of education — a process carried out by the
institutional structures responsible for quality assurance, on the basis of an institutional regulation,
in accordance with national reference standards, consisting of systematic data collection on the
educational/research process, questioning employees, students, graduates, employers and other
beneficiaries, reflecting the results and performance of the work of teachers, scientific staff and
other actors involved in the work of the educational institution, with the aim of drawing up a self-
evaluation report.

External evaluation of the quality of education — a complex process of analysis of the quality of a
study programme provided by an educational institution or the quality of the educational/research
process of an educational institution, as well as the presentation of recommendations for quality
improvement. The external evaluation of the quality of education shall be carried out on the basis
of the analysis of the self-evaluation report of the study programme/educational institution and the
evaluation visit of the Agency’s expert evaluators or another external quality evaluation agency
listed in the European Quality Assurance Register for Higher Education (EQAR).

Performance indicator — measuring tool indicating the characteristics of a particular criterion for
evaluating the quality of the study programme and the activity of the educational institution. The
mode of manifestation and the level of achievement of each performance indicator shall be
reflected in the evaluation standards.

The minimum level of performance indicators corresponds to the requirements of a mandatory
minimum evaluation standard. Maximum levels meet reference standards, are optional and
differentiate the quality of education/research in educational institutions hierarchically,
progressively.

Evaluation standard — measuring tool, associated with a performance indicator, which reflects the
requirements imposed on the quality of the study programme and the activity of the educational
institution and allows the level of achievement of these requirements to be determined. The
evaluation standard describes (quantitatively and/or qualitatively), with a certain level of detail, the
requirements and conditions to be met and is the basis of the evaluation conclusions.

The evaluation standards are of three types:

- measurable (measured in percentages or in own units: number of publications, square

meters, etc.);

- bivalent attributes (appreciated by yes/no) and

- multivalent attributes (appreciated by quality levels).
Each evaluation standard corresponds to a numerical value ranging from 0 to 1. Mandatory
minimum evaluation standard — the requirement/condition imposed on the quality of the study
programme and the activity of the educational institution in relation to a performance indicator.
The mandatory minimum evaluation standard shall reflect an acceptable and mandatory minimum
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level for the authorisation or accreditation of the study programme/educational institution and shall
be established by national regulatory acts or international practices in the field.

The process of quality evaluation of a higher education institution or/and a study programme
provided by such an educational institution is based on the following fundamental principles:®°

1)

2)

3)

5)

6)

7)

8)

accountability — quality assurance falls within the competence of each educational institution,
which is publicly responsible for its results and performance, the information provided in self-
evaluation reports and other documents subject to quality evaluation and is obliged to correct,
within a reasonable time, the shortcomings detected in the external quality evaluation;
accountability is of deontological, normative and social nature;

European reference — higher education institutions in the Republic of Moldova ensure quality
standards in accordance with the provisions of the Bologna Process, the Copenhagen Process,
those in the European Higher Education Area, the European Research Area, in order to achieve
confidence in the quality of studies, academic mobility and recognition of qualifications and
study documents;

institutional autonomy — in the process of external quality evaluation, the autonomy of
educational institutions with regard to institutional administration, heritage management,
personnel policy and resources, the establishment of the educational and research mission
undertaken, its organisation and functioning independent of any ideological, political or
religious interference is respected,;

continuous quality improvement — activities in the education system are systematically
related to national reference standards and national and international best practices in the
field of quality assurance and promotion of quality culture;

transparency — quality assurance is achieved by all actors involved by promoting transparent,
publicly made and responsible procedures for the entire educational process evaluated,;

objectivity — in the external quality evaluation process, the Agency shall ensure objectivity,
fairness and validity of actual results and performance in strict compliance with its
Methodology, and the actors involved shall honestly and rigorously identify achievements and
gaps;

cooperation — the quality evaluation carried out by the Agency is based on cooperative
relations with all actors involved, collaboration and mutual trust between the actors involved
who have the common aim of ensuring quality in education;

non-discrimination — the quality evaluation process ensures the exclusion of any acts of
discrimination, on the basis of unfounded and illegitimate considerations, educational
institutions, the study programmes offered and all actors involved and is carried out with
respect for human rights, equal opportunities, gender, age, racial, ethnic, linguistic, religious,
cultural and political affiliation of persons, in accordance with the provisions of the legislation
in force.

% Metodologia de evaluare externa a calititii in vederea autorizirii de functionare provizorie si acreditarii
programelor de studii si a institutiilor de Invatamant profesional tehnic, superior si de formare continua. /
ANACEC, Chisindu: S.n., 2016, ISBN 978-9975-87-133-4
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Accreditation standards in higher education

l.  Policy for quality assurance — Institutions should have a policy for quality assurance
that is made public and forms part of their strategic management. Internal
stakeholders should develop and implement this policy through appropriate structures
and processes, while involving external stakeholders.

[I.  Designand approval of programmes — Institutions should have processes for the design
and approval of their programmes. The programmes should be designed so that they
meet the objectives set for them, including the intended learning outcomes. The
qualification resulting from a programme should be clearly specified and
communicated, and refer to the correct level of the national qualifications framework
for higher education and, consequently, to the Framework for Qualifications of the
European Higher Education Area.

[ll.  Student-centered learning, teaching and assessment — Institutions should ensure that
the programmes are delivered in a way that encourages students to take an active role
in creating the learning process, and that the assessment of students reflects this
approach.

IV.  Student admission, progression, recognition and certification — Institutions should
consistently apply pre-defined and published regulations covering all phases of the
student ,life cycle”, e.g. student admission, progression, recognition and certification.

V. Teaching staff — Institutions should assure themselves of the competence of their
teachers. They should apply fair and transparent processes for the recruitment and
development of the staff.

VI.  Learning resources and student support — Institutions should have appropriate funding
for learning and teaching activities and ensure that adequate and readily accessible
learning resources and student support are provided.

VIl.  Information management — Institutions should ensure that they collect, analyse and
use relevant information for the effective management of their programmes and other
activities.

VIIl.  Public information — Institutions should publish information about their activities,
including programmes, which is clear, accurate, objective, up-to date and readily
accessible

IX.  On-going monitoring and periodic review of programmes — Institutions should monitor
and periodically review their programmes to ensure that they achieve the objectives
set for them and respond to the needs of students and society. These reviews should
lead to continuous improvement of the programme. Any action planned or taken as a
result should be communicated to all those concerned.

X.  Cyclical external quality assurance — Institutions should undergo external quality
assurance on a cyclical basis.

4.5.5. Business process reengineering (BPR)

According to the definition of the ideologues of conception, M. Hammer and J. Champy, ,,Business
process reengineering (BPR) requires fundamental reinterpretation and radical redesign of the
business processes of current companies to considerably improve the main indicators of their
business: value, quality, services and rhythm”.
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According to Michael Robson and Filipp Ullah, ,,Business process reengineering is a tool, specially
designed to be used in situations that require large-scale changes and that the old process
improvement schemes are unable to provide. This does not, however, mean that BPR can substitute
continuous improvement processes. Once you have done the reeinging of a process, then you will
need other methods of continuous improvements, of a technological nature, that must be applied
in order not to lose in the future”.°

The conceptual characteristics of reengineering are:

Fundamentality. In order to develop the programme for reengineering in a higher education
institution, the university needs to put on the agenda some fundamental questions about the basic
processes and the nature of their work: ‘Why do we deal with what we do? And why do we do that?’
By asking such fundamental questions, people often find themselves forced to look at the rules and
assumptions already established on the basis of which they manage their organization. And very
often these rules turn out to be outdated, irrational or even unacceptable.

Radiquality. This word is a derivative of the Latin word ‘radix’, which means ‘root’. Radical redesign
means examining the very roots of phenomena: it is no longer enough just to make cosmetic
changes and to transfer existing systems, but to give up everything that has become obsolete.

Vitality. Reengineering has nothing in common with small partial or surplus improvements, as it is
intended to ensure an overall increase in efficiency, and as a result, essential improvements are
produced. The latter are achieved by decisively ridding all the old, outdated things and replacing
them with new ones of great vitality.

The fourth and possibly main component of reengineering is business-processes, because the main
idea of conception is to change the fundamental principles of organization of companies and move
towards processes, not functions. In this vein, the object of reengineering is the business-processes
that take place in an organization.

Like any process, the business-process has an input (beginning), a certain number of steps (stages)
and an output (final). At the input the collection, systematization and analysis of management
information takes place, at the output the result of the business-process, or, the degree of
satisfaction of the requirements of customers, consumers of those goods or services is calculated.
Throughout the basic business process, insurance processes (auxiliary) and managerial processes
perform their function.

In processes undergoing reengineering restructuring, the following changes occur:

- several works are merged into one:

- decisions shall be made by the employees themselves;

- the stages of the process are done in the natural order;

- processes may have several variants;

- works are organised where they can be carried out as efficiently as possible;

8 Dorogaia I. Problemele reengineering-ului business proceselor in crearea unui sistem eficient la intreprindere.
Tz.dr.in st.econ. 2006
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decreases the number of inspections and controls;

the need for coordination is minimised,;

- the situational manager makes only one contact with the external environment;
- centralised and decentralised mixed operations predominate.

The need for reengineering is conditioned by the advanced dynamism of the contemporary world,
the relentless and essential changes produced in the interior and exterior environment of
universities. Prosperous organisations, wanting to continue to maintain their competitiveness, are
always forced to change their strategy and tactics. The current consumer of educational services
(bachelor’s degree student, master’s degree student, doctoral student) has become more
demanding — he/she has the opportunity to choose educational institutions from the Republic of
Moldova or abroad, but also technologies and information. That is why the service provider
(institution) is always forced to adapt to both new technologies and the requirements, which are
constantly changing, of its clients: the modification of business projects has evolved into a tactic of
the daily activity and life of companies, and the inert nature of the old structure prevents their
survival.

At the same time, the process of carrying out radical changes is continuous, which allows institutions
to refine and reorganize their own processes, i.e. to adapt to the change of the external
environment, which precisely corresponds to the main requirement of strategic management. After
the reengineering is implemented, the organization becomes the subject of permanent
transformations.

Under the impact of reengineering, everything changes: the tasks of the work, as well as the people
who are able to execute them, the relationships between these people and managers, the plans for
the personal development of employees, the methods and procedures of estimating and paying for
work, the roles of managers and leaders, and even the ideas and the way of thinking of the
collaborators. In other words, under the influence of cardinal changes, the organization’s
management system is changing.

Reengineering refers to the analysis and changes in the fundamental components of the company’s
activity: strategy; processes; technology; reorganization; culture.

The higher education reengineering project must meet the following general project criteria:

Orientation towards the achievement of certain concrete goals and results.
Coordinated execution of a large number of interdependent actions.
Time-limited duration, with a beginning and an end.

It is also necessary to take into account the fact that the main distinguishing feature of this project
is the idea that it is only one-use, and that the reengineering project has a well-defined purpose and
a certain deadline for implementation.

From the point of view of the systemic approach, the reengineering project should be seen as a
process of transition from the initial to the final state — the result of a series of restrictions and
mechanisms.
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The university, from a system point of view, represents ,,a structure of potential and processes
oriented towards a specific purpose”.

Principles of the systemic approach to reengineering in universities:

- precise formulation of concrete goals at the initial stage of the decision-making process;

- the need to examine the problem as a whole, as a single system and to reveal all the
consequences and interdependencies of each particular decision;

- identification and analysis of alternative ways of achieving the objective laid down;

- the objectives of the subsystems must not be contrary to the objectives of the whole
programme, the system;

- ascent from abstract to concrete;

- revealing relationships with diverse qualities and their interdependence;

- the unity between analysis and synthesis, between logic and history.

The reengineering policy involves going through several stages:

1) Planning and launching the project. This is where the initial team composition and training
comes in, the definition of the purpose, the time planning of the project, the appointment of
consultants (experts from inside or outside the organization);

2) Analysis of the current situation of the institution: definition of processes, study of the clients
and employees of the organization, analysis of existing technology;

3) Elaboration of the solution: redesign of processes, technology and organization chart;
reconfiguration of the responsibilities and authority of each employee / post;

4) Study of the solution developed previously: analysis of implementation costs and expected
benefits, possible development of a business plan, presentation of the solution;

5) Solution development: detailed definition of processes, elaboration of the need for technical
and human potential, training plan, implementation planning, etc.;

6) Implementation: can be carried out either on individual phases or processes or on pilot
compartments within the organization, measuring effects, culminating in implementation at
the level of the entire organization;

7) Continuous development: continuous improvement and analysis of new systems or processes
introduced by reengineering.

The successful development and implementation of a reengineering policy will have to benefit from
the support (decision involvement) of senior management in the organization. The changes that are
expected to occur as a result of reengineering — affect the processes in the organization, technology,
organization chart, etc. Any change in these areas requires a consumption of resources (financial,
human, etc.), lack of support from management can affect the allocation of these resources at some
point. This situation may signify the threshold between the success or failure of reengineering.

Reengineering involves changes in people’s culture and behaviour, in technology and processes. As
aresult, there are a multitude of factors that hinder the effective implementation of reengineering,
restricting the possibilities of innovation and continuous improvement of the activities of
organizations. Among these factors we can list:

- the attitude of the staff of the higher education institution (from the highest levels of
management to the employees in the ,basement” of the organization chart: an explanation
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for this would be that the purposes of reengineering are not always well founded and
therefore confusion is created among those interested);
- the university’s organizational culture;
- limited amount of resources;
- withholding from the computerization of the work.
Analyzing and studying the procedural approach in the total quality system and comparing the
characteristic peculiarities with the features of reengineering, we can establish a close mutual link
between these two concepts, having as points of support:
- firstly, the unity between the subject matter of reengineering and the quality system under
investigation, namely business-processes;
- secondly, the orientation in the same direction of business processes — towards meeting the
needs and requirements of the customer;
- thirdly, quality, which goes through all stages of the organisation’s work and is the
fundamental principle of both TQM and reengineering of the business-processes;
- fourthly, the permanent changes in both organisations subject to reengineering and
organisations implementing TQM;
- ‘value added method’, used in both conceptions.
By comparing the business-process reengineering with the TQM principles we conclude: the
company that implements the TQM system, based on the process approach, does not make cardinal
changes in its work, but identifies the processes already existing within it and strives to perfect them,
while the reengineering replaces the existing processes with new processes. In other words, the
company subject to radical changes cannot substitute reengineering by implementing a quality
system based on the principles of the procedural approach.

In the evolution of the education system in the Republic of Moldova such a revolution, which is
associated with fundamental changes and related to the reform of the higher education system,
took place at the time of the transition to the Bologna system. During this period, all higher
education institutions implemented business reengineering processes, and after reorganization
implemented quality management systems.

4.5.6. Business process improvement (BPI), bussiness process redesign (BPR),
Business process improvement (BPI)

Business process improvement (BPI) is a management exercise in which organization leaders use
various methodologies to analyze their procedures in order to identify areas where they can
improve accuracy, effectiveness and/or efficiency and then redesign those processes to achieve
improvements. Business process improvement or BPI works by identifying employee operations or
skills that could be improved to encourage easier procedures, more efficient workflow and overall
business growth. This process can also be called functional process improvement.
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BPI goal: Organizations use BPI to find ways to reduce the time it takes to complete processes,
eliminate losses and problems in these processes, and/or improve the quality of services produced
through these processes.

There are a lot of different business improvement methodologies - processes, but the general idea
is usually the same - taking your old processes and finding ways to improve them.

Key steps to launch an effective process improvement initiative

» Improving the company’s culture

There is a big difference between building a process improvement programme and a process
improvement culture. Building a culture that perfects the improvement process requires identifying
the behaviours that you want employees to exhibit on a daily basis. The successful preparation of a
culture of continuous improvement of the process involves the following:

- employees propose ideas and discuss suggestions;

- there is no difference in how different employees perform exactly the same work;

- all employees understand their roles and how their performance is linked to results;
- each employee is focused on continuous improvement of work processes;

- consistency of stress between departments.

» Linking process improvement to key objectives

Employees need to see the link between their efforts to improve the processes and the mission of
the higher education institution. By connecting process improvement strategies to organizational
objectives, you will be able more to win employee support from all directions.

» Requesting employee feedback

Employees are the best embodiment of the company’s processes. They perform the same tasks on
a daily basis and often have first-use information about the strengths and weaknesses of the
procedure. Employee suggestions and feedback can play an extremely vital role in improving
processes.

» Optimizing day-to-day operations
Many companies are unable to grow because they spend all their energy to repair broken processes.
While addressing bottlenecks and other problems is an important part of improving processes, a
more productive approach is to evaluate procedures that are not breached. Sometimes this can be

achieved by adjusting as little as a minor change to the order entry process. Fully optimized
processes can work wonders for your organization’s effectiveness.

» Strengthening training programmes

It should be noted the company’s emphasis on improving the process first during the hiring of
employees and then gradually during the training process.

61 Business Process Improvement (accesat: 13.06.2020)
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» Using combined learning

The training programme should involve employees using a multi-media approach involving a
combination of live and online learning activities. A learning management system (LMS) also uses a
standardised online approach to training, which provides a quantifiable means of assessing the
effectiveness of training. Below are some key reasons why an LMS facilitates process improvement:

- an LMS allows companies to measure and improve after the success of employee training;

- companies can monitor training completion rates using integrated analyses;

- the knowledge acquired can be measured by an online examination after completion of the
training;

- companies can measure employee satisfaction with the online training process.

» Empowering employees

By delegating key responsibilities to improving the process to managers, you help ensure that key
employees remain actively engaged. In addition, managers are aware of the areas of key issues that
require sustained attention. Some strategies for empowering employees to manage process
improvement include the following:

- assign a team of employees to conduct an internal audit to improve processes,

- set up regular reporting procedures to track results,

- delegate the responsibility to employees who constantly shape process improvement
behaviours.

» Using process improvement tools

Some operational inefficiencies can be easily addressed. However, more complex issues are best
addressed with new software or workflows that help prevent bottlenecks and ongoing operational
challenges faced by organisations. Process improvement tools used by companies to identify and
solve problems are:

Process mapping — a methodology for constantly reevaluating the efficiency of
processes, creating work diagrams to identify processes;

Scatter charts — chart showing two variables along two axes to illustrate a correlation;
Histograms — illustrations of frequency distributions

Cause and effect charts (Ishikawa)

Pareto analysis — principle that 80% of problems are caused by 20% of causes

» Focusing on long-term success

The most successful initiatives to improve the process value future solutions through short-term
solutions. Obviously, there will be obstacles during the focus on improving the process. Success
requires patience and a long-term commitment to documenting strategies and results from start to
finish. This allows you to review the execution in detail to determine when and where a process has
started.

» Rewarding employees

Linking incentives and bonuses to process improvements is an effective way to stimulate employee
interest in improving the process. Below is a step-by-step process to reward employees for
remaining engaged in process improvement strategies:
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1. Identifying specific process objectives for employees to achieve;

Achieving employee reward objectives;

Choosing rewards that are relevant to employees;

Ensuring that employees also know how achieving their objectives influences the
achievement of the company’s objectives.

v’ Support from a process improvement expert

o

Not all process improvement strategies produce desirable results. The best way to get the results
you want for your organization is to seek the guidance of an experienced professional.

Business process redesign (BPR)

This concept refers to the redesign of a business-process, if the redesign is cardinal, this process is
often called the reengineering of the business process. Although, redesign is not always
reengineering. If the redesign partially affects the performance of the organization, only one part of
the process will be changed, then it is the business-process redesign.

Under the conditions of redesign, you must:

- or the vision of the updated process,

- or be tested the ideas of the project team dealing with the redesign,

- or be documented a new business-project,

- or be collected feedback from interested parties and adjusted the updated design of the

project.

At the end of the redesign the organization must have the entire package of documents describing
the redesigned business-process and stakeholders.

The principles of KAIZEN philosophy for continuous development

KAIZEN — more specifically ,,Continuous Improvement”. KAIZEN Japanese philosophy simply says
that with small daily improvements over time, improvements are produced with a major positive
impact on life. It focuses on continuous improvement in all aspects of life, including in the business
environment.

The Japanese word KAIZEN consists of two words KAI — change and ZEN — harmony/good — change
for the better or continuous improvement or we can call it the ,,secret” of Japanese efficiency. Itis
the principle that brings progress with small steps and that never ends. Until 1985, there was only
one Japanese word that said ‘always better’. Professor Masaaki Imai transformed it into a new
managerial principle — Kaizen — management of continuous improvement — when he published the
book ,Kaizen: The Key to Japan’s Competitive Success”. Kaizen requires small investments, but
imposes sustained efforts to maintain achievements, leading to a gradual and constant change in
which everyone from manager to last employee is involved. Participation in the improvement shall
be made individually or in groups specially set up to solve problems.

The main components of KAIZEN philosophy: customer orientation, TQC (total quality control),
robotics, QC (quality circles), system of proposals, automation, discipline at work, TPM (universal
equipment care), KANBAN, quality improvement, right on time system, zero faults, small group
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work, cooperative relations between managers and workers, increased productivity, design of new
products.®?

KAIZEN — 10 principles %3:

1) Never stop improving — there is always something that can be improved in our lives: a new
habit, a new skill, a new hobby, etc.

2) Eliminate old practices — because life is constantly changing you cannot apply the same
methods and expect different results. Life is progressing and we all want to evolve. Then you
need new methods: you can try simple new things every day: another way to the office,
another way to drink your coffee/tea, changing your place of meal, etc.

3) Be proactive — it is important not to improve your excuses but your actions. Do you want
something? Take the first step, and the second, and the third, otherwise it is just going to be
a desire that turns into frustration. See the end not the obstacles on the way.

4) Don’t assume that the new methods will work — even more so in your life — it is not necessarily
that a functional method for someone will be functional for you. After all, it is about improving
and testing.

5) Make corrections — adjust — recognize where you have something to improve and start from
there. Small corrections bring results over time. Ultimately it is about trying, testing and
continuous improvement.

6) Empower friends, family to help you/support — you can tell them the plan and they can
encourage you, monitor you, etc.

7) The opinion of the crowd — ask for more opinions — as in the case of number 6, only from
people who are informed and who want to support you.

8) Practice the 5-Why method? — Maybe the ‘problem’ found is just on the surface. To be able to
get to the root of the situation it is good to use the method of 5-why, consecutively. Why don’t
| have time? Why can’t | do it? Why am | doing this? Why do | have to do this? Why can’t | get
it otherwise?

9) Be economical — not mean — be careful that there’s a difference — monitor your finances and
see what you can give up and what you can improve as an expense.

10) Don't stop — the improvement never stops. The one who says he/she no longer needs to learn
or change anything — he / she is the first to need it.

Kaizen philosophy for universities: all activities must be carried out by: %

- the belief that quality assurance is the central objective of the organization;
- improving customer satisfaction;

- encouraging employees to set permanent objectives;

- improvements are made by each employee (teacher) in all activities;

52 Macaaku Mmau. K104 K ycrexy AnoHCKHMX KoMnaHuii.Moscova: Alpina Business Books, 2007, 276 p. ISBN 978-
5-9614-0561-3

63 10 principii KAIZEN pe care le poti aplica in viata ta... de AZI https://www.angelraducanu.ro/10-principii-kaizen-
pe-care-le-poti-aplica-in-viata-ta-de-azi/ (accesat: 13.06.2020)

54 Savga L., Maleca T., Turcanu Gh., Nicolaescu M., Jalencu M., Savga Gh. Conceptia sistemului de management al
calitatii in institutiile de Invatamant superior. Chisinau: Ed.ASEM, 2006, 313p. ISBN: 978-9975-75-105-6
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the preparation of supervisors to carry out their tasks under the quality improvement
programme;

the use of the PDAC cycle and the necessary instrumentation;

continuous improvement of activities based on the use of quantitative and qualitative
methods;

elaboration of indicators of ‘improvement measure’ and recognition of the perceived
improvement by those around them (users, society, etc.);

improvement of the system of relations with suppliers;

reflecting the improvement of the system, processes, services in appropriate documents;
improving the effectiveness of the organisational structure;

systematic improvements in each department/subdivision;

reducing redundant activities, increasing the efficiency of employees;

continuous improvement of the quality of university benefits and increased
competitiveness;

awareness that the quality improvement programme is ongoing.
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