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overview / table of contents

• The ‘Guide for effective stakeholders’ involvement in QA’ is last deliverable in ESQA
project and conceived before the Covid-19 outbreak
• The Guide is the work of 2 experts in close collaboration with the ESQA partners
• Underlying concepts and principles are that QA embedded in diverse national and
cultural political and HE contexts as well as quality itself and QA are contextually
influenced
• Bologna model of QA as a stakeholders’ model, not optimally reached yet in the
whole EHEA (see Implementation Reports)
• YET, THE GUIDE IS FORMULATED ON GENERIC EHEA LEVEL!
• The Guide does not prescribe anything as the ESG, but wants to give inspiring
guidelines and guiding elements towards the realization of effective stakeholder
involvement
• The Guide is informed by the ESQA study, https://esqa.ro/wpcontent/uploads/2020/09/Study-on-stakeholder-involvement-in-EQA_web_n.pdf,
other surveys and research as well as practical experience
• Effective stakeholder involvement is defined as stakeholder involvement that has a
positive impact on the quality of HE
• The Guide primarily addresses the QA agencies and national authorities, but it may
also be inspiring to all stakeholders and outside the EHEA.
• The Guide mainly deals with External QA
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introduction

Structure of the ‘Guide’:
• Introduction to the guideline describing shortly context and findings
The Guideline is an inspiring statement of the ultimately best situation
and/or a (morally) required action to arrive at such an excellent
situation in which the stakeholders’ involvement is most
effective/impactful in the quality of HE, the QA system and/or the EQA
activities of QA agencies.

• Guiding elements towards realisation:

• From generic or holistic to practical, topical and detailed
• Making clear the addressee(s)
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theme 1: sharing underlying concepts

The underlying concepts of quality and QA systems, as embedded in the HE system, should be
shared and co-created involving relevant stakeholders. This way a commitment is built which is
embedded in a quality culture that is based on trust and mutual understanding.

Guiding elements towards realisation:
• All stakeholders and QA agencies should always keep in mind the underlying
concepts. Sharing them is the ultimate basis for an effective commitment by all
stakeholders.
• Make sure that all stakeholders and QA agencies have a good knowledge of the
political and cultural context, and can work strategically as well as tactically within
those contexts.
• QA agencies:
• May organise open dialogues about the underlying concepts.
• Should bear in mind and accept that stakeholders can have quite different views and should therefore be approached to
commit themselves in different ways
• Involve stakeholders in collaborative partnerships rather than merely consulting them.
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theme 2: diversity of stakeholders and their roles

All identified and relevant stakeholders that have an interest in the quality of HE should be
systematically involved, especially when (re)designing a QA system. This may lead to more
openness, transparency, and effective stakeholder involvement based on co-ownership.

Selection of guiding elements towards realisation:
• QA agencies, national authorities & other organisations, when consulting
stakeholders, should create awareness about their contributions, as the object and
nature of their engagement may not always be clear to them.
• Such consultations should take the form of a mutual dialogue, and care must be
given for time management, continuity and scale of stakeholder engagement.
• QA agencies:
•
•
•
•

should identify stakeholders, their diverse backgrounds and points of view on QA.
should sound stakeholders on how they see their involvement in external QA
should bear in mind that stakeholders can be represented by subcategories, reflecting different points of view.
should make (external) stakeholders like employers and representatives of civil society aware of the impact of their
involvement in external QA.
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theme 3: objectives of stakeholders’ involvement

Be explicit and transparent in sharing in a collective way the different objectives of the stakeholder
categories, in order to raise the effectiveness of their involvement.
As stakeholders are not a single, homogenous group, dealing with them requires a diversified
approach; this may imply that their involvement is ‘unequal’ and happens at different stages.

Selection of guiding elements towards realisation:
• QA agencies and their stakeholders are more effective in their impact, when acting
as a community, bringing together their stakeholders’ specific viewpoints,
competences and skills, in full transparency.
• An effective commitment of SH in external QA on the accountability side should be
mirrored with an effective engagement in internal QA on the enhancement side.
• A QA’agency should prioritise which SH to work with, and may decide to involve
them at different stages, for different aspects, and at different stages.
• QA agencies should be open to diverse ways of involving SH in HEI, from subjectspecific initiatives to monitoring of research and societal engagement.
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theme 4: Recruitment/Selection of stakeholders (a)

The selection methods should be clear, publicly known and used consistently by the agency and all
stakeholders, including the national authorities.
The recruitment methods may vary among the stakeholder groups. While nomination by the
stakeholder’s organisation is a sign of greater trust and independence, selection by the agency on
the basis of clear criteria can help find a better candidate as far as vision, knowledge, experience
and commitment are concerned. A combination of both has better chances of selecting more
engaged stakeholders.
Preparatory meetings should best be held with the nominating stakeholders’ organisations in order
to elucidate roles and expectations of the future representatives.

Guiding elements towards realisation:
• For QA agencies the primary selection criterion is the expert’s individual commitment
and is directly related to an effective impact. The person’s engagement is linked to a
vision of HE and the role of QA.
• Good practice is the creation of pools of experts for the purpose of reviews, for
governance functions or in decision-making bodies of QA agencies.
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theme 4: Recruitment/Selection of stakeholders (b)

The selection methods should be clear, publicly known and used consistently by the agency and all
stakeholders, including the national authorities.
The recruitment methods may vary among the stakeholder groups. While nomination by the
stakeholder’s organisation is a sign of greater trust and independence, selection by the agency on
the basis of clear criteria can help find a better candidate as far as vision, knowledge, experience
and commitment are concerned. A combination of both has better chances of selecting more
engaged stakeholders.
Preparatory meetings should best be held with the nominating stakeholders’ organisations in order
to elucidate roles and expectations of the future representatives.

Guiding elements towards realisation:
• Pools of student representatives are managed by student unions, often in cooperation
with QA agencies, thus creating a collaborative environment.
• A national platform of QA practitioners, jointly managed by categories of stakeholders
can be a pool to choose review experts and stakeholder representatives from.
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theme 5: training of stakeholders

Well-prepared knowledge transfer about HE and QA should be organised in order to raise the
commitment of stakeholders in the governance and work of the QA agency.
Trainings for review panel members should be obligatory for admission to pools of new experts as
well as for actual evaluations. The trainings should be informative and develop the trainees’ review
skills in practice. Briefings must be held before any review.

Selection of guiding elements towards realisation:
• QA agencies should develop a policy of regular trainings.
• Trainings should be geared to a specific context and are best adjusted to the
purpose and the type of involvement (review, advice, governance).
• In trainings there should be a part dealing with generic skills and parts aimed
at specific stakeholders, their profiles, angles and roles.
• QA agencies can also impart knowledge through thematic seminars.
• Though group dynamics remain important, online sessions and thematic
webinars serve a purpose, when done strategically and are well-prepared.
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theme 6: Involvement of stakeholders in reviews

Review panels should contain all perspectives of the institution, programme and/or topics under review. If
the subjects are the QA processes and the output of a HEI or study programme, the perspectives are those
of learners (student), teachers (academic peer/expert), of the institution (senior manager), the professional
field and of the future lives of the graduates (employer and/or alumni). The opinions of all review panel
members should receive equal attention during the review and decision processes, irrespective of their
different roles and duties.
The international perspective is important in a review panel in the context of global HE and certainly when
the HEI or study programme has a specific international strategy and/or dimension.
Selection of guiding elements towards realisation:
• Stakeholders and QA agencies should be aware that the involvement of each perspective linked to the HEI or study
programme is an added value for the review as well as for the HEI or programme under review.
• QA agencies should select panel members on the basis of the representatives’ fitness to speak for the category they
represent.
• QA agencies should ensure that each stakeholder category is treated on an equal basis, in the preparation and the
actual review, including the site visit.
• QA agencies should make sure that the international dimension is represented in the review panel, especially when
the HEI/study programme formulated it as a point of policy
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theme 7: Involvement of stakeholders in QA agencies

The categories of the stakeholders and their degree of engagement are related to the mission and
strategy of a QA agency as well as to the national QA system. Consequently, all relevant and
identified stakeholders should be involved in internal and external QA activities of the agency.
Relevant stakeholders’ categories are those that reflect the opinions in the wider society linked to
the quality of HE.

Guiding elements towards realisation:
• QA agencies should have regular meetings with stakeholders, e.g. a yearly overview of the state of affairs

the quality of HE(Is).

of

• A community of practitioners created by the QA agency and/or stakeholders’ organisations

• A national help desk for stakeholders created by the QA agency and/or
stakeholders’ organisations
• Work with LOs is an important meeting point IQA and EQA, and all stakeholders’ organisations of HE

• Involvement of stakeholders in thematic analysis by QA agency
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theme 8: Independence vs stakeholders’ involvement

The involvement of stakeholders should be organised in such a way that the independence of the
QA system, the governance and activities of the agency are enhanced.

Guiding elements towards realisation:
• QA agencies and stakeholders’ organisations should always make clear and ensure that
stakeholders work in their personal name when formally and structurally involved in decision-making.
• Sometimes formal representation is needed to (re)design a QA system or framework in (temporary) consultative
platforms.

• QA agencies must use codes of ethics, declarations of confidentiality,
impartiality and absence of conflict of interest
• QA agencies should guarantee representation of all stakeholders’
categories in decision-making bodies, governance and advisory boards
• QA agencies can set up special advisory councils
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theme 9: Communication and transparency

Communication and transparency with all stakeholders should be considered as essential and
strategic building blocks of a QA that functions as an effective stakeholders’ model, in which there is
a culture of co-creating and sharing of knowledge and practice.

Selection of guiding elements towards realisation:
QA agencies should
• develop a specific policy for communication and transparency in which all stakeholders are specified and addressed.

• include communication and transparency as specific domains in the internal QA
of the agency.
• take into account the particularities of the different stakeholder categories and adjust communication channels accordingly.

Effective communication of QA agencies may include
• annual meetings with a.o. local authorities, MPs, political representatives
• dissemination of reviews, thematic reports, etc. in a way that is relevant to SH.
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theme 10: Strategic approach (a)

Stakeholder involvement which is aimed at having a qualitative impact should be integrated in the
agency’s strategic policy, and should also be linked to other policies, such as structural development,
networking, communication and the agency’s own internal QA.

Selection of guiding elements towards realisation:
• QA agencies:

• Should define within their strategy the roles of stakeholders and what is expected from them
• Try to build a win-win situation with each of the stakeholders
• Treat all stakeholders respectfully from a belief that their effective commitment is needed to develop a
qualitative HE and QA system
• Effective stakeholder involvement is also a part of a culture that needs to be addressed
• Combine bottom-up and top-down working
• Share all relevant data, including underlying relevant data
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theme 10: Strategic approach

Stakeholder involvement which is aimed at having a qualitative impact should be integrated in the
agency’s strategic policy, and should also be linked to other policies, such as structural development,
networking, communication and the agency’s own internal QA.

Selection of guiding elements towards realisation:
• QA agencies’ supporting activities:
•
•
•
•
•

Thematic approaches
Give stakeholders preparatory work
Invite stakeholders as contributors to knowledge transfer events
Build a good balance between experienced and new stakeholders
Organise also informal events and moments (‘drinks and snacks’, ‘greet and meet’, etc)
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absence of
any structural
involvement
of
stakeholders

ad-hoc and
individual
stakeholder
approach
because of
external
obligation and
only formal
consultations

Phase identification tool

strategy of
structural
stakeholder
involvement
and
commitment
based on trust

co-creative
involvement of
stakeholders
who feel coowners and feel
co-responsible,
based on shared
values and
beliefs

Non-linear and non-automatic model or tool to identify the degree or
development phase of stakeholders’ involvement in 4 phases
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