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Quality Assurance 
ɆQA is a set of  criteria implemented through planned and 

systematic processes that sustain the fitness of an 

organization to operate and grow.  

ɆQA plans to provide a provision (a product or a service) that 
ÉÓ ÍÁÄÅ ȰÆÉÔ ÆÏÒ ÔÈÅ ÐÕÒÐÏÓÅȱ ÁÎÄ ȰÒÉÇÈÔ ÆÉÒÓÔ ÔÉÍÅȱȢ )Ô 
promotes confidence in the provision. 

ÅQA intends to ensure that provisions satisfy customer 
requirements in a systematic & reliable fashion. 

ÅQA is the culture of: 

- Commitment & involvement to quality.  

- Plan-Do-Check-Act Approach. 

- Systems and documentations. 
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Quality Assurance 
·It leads to: 

-Superior quality & high standard services. 

-On-going enhancement. 

-Consistent high quality and satisfaction. 

-Better monitoring and control of all 
processes. 

-Adequacy of facilities and resources. 

-Extensive documentation. 
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Quality Assurance 

·Other benefits related to academic institutions: 

ЖMore Competitive graduates 

ЖCompatibility with national & international 
standards of higher education (accreditation 
& certification).  

ЖVibrant internationalization  
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History of QA 

·Quality assurance had evolved(Sally, 1996): 

- From self-craftsmanship,  

- To quality control procedures,  

- To quality management procedures,  

- To process oriented quality management systems  

- To TQM models of excellence  

· However, TQM is perceived more of a philosophy than a 
system with emphasis being shifted from controlling processes 
to measuring performance (i.e. more outcome-oriented). 

·This session will focus on Process Oriented QMS. 
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Quality Management System 
·A quality management system  (QMS) can be expressed as the 

organizational structure, policies, processes (including procedures & 

records) and resources needed to implement quality management.  

·QMS enables an organization to: 

-Achieve the goals and objectives set out in its quality policy and 
strategy.  

-Identify, measure, control and improve the various core business 
processes. 

·QMS provides consistency and satisfaction in terms of methods, 
materials, equipment, etc, and interacts with all activities of the 
organization, beginning with the identification of customer 
requirements and ending with their satisfaction, at every transaction 
interface. 

7 Dr Wafa AlKhadra 1/8/2012 



Quality Management System 
·A good QMS will: 

-3ÅÔ ÄÉÒÅÃÔÉÏÎ ÁÎÄ ÍÅÅÔ ÃÕÓÔÏÍÅÒÓȭ ÅØÐÅÃÔÁÔÉÏÎÓ 

-Improve process control 

-Reduce wastage 

-Lower costs 

-Increase market share 

-Facilitate training  

-Involve staff 

-Raise morale 
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Quality Management System 

·QMS should ultimately lead to: 

-Improved performance. 

-Attainment of business strategic directions 
(VM&G). 

-Quality Provisions. 

-Consistent Provisions. 

-Continually Enhanced Provisions. 

-Accreditation & Certification.  
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Process Oriented QMS 

·The main thrust of a process oriented 
QMS is in defining the processes, which 
will result in quality provision, rather than 
in detecting defective products or services 
after they have been produced. 

·Quality comes not from inspection but 
from improvement in the process. 
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Process Oriented QMS 

·To study the processes that make up their 
system, management must involve those 
who actually use those processes -- the 
people who actually do the work.  

·The role of management changes from 
giving orders and giving out punishments 
and rewards, to leading and supporting 
the workers in improving quality.   
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Process Oriented QMS 
·Processes are planned before execution. 

·Processes are procedural  , auditable & measurable.  

·QMS includes robust mechanisms: 

-for monitoring and evaluating all processes conducted within 

the Organization. 

-to identify corrective , preventive  & enhancement actions 
related to the provision and/or the system. 

-To enable various stakeholders ( e.g. staff and students) to 
initiate such actions. 

·QMS is also a self developing system aiming to fulfill the 
)ÎÓÔÉÔÕÔÉÏÎȭÓ ÓÔÒÁÔÅÇÉÃ ÄÉÒÅÃÔÉÏÎ ÁÎÄ ÑÕÁÌÉÔÙ ÐÏÌÉÃÙȢ 
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Process Oriented QMS 
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System Processes - definitions 
·A process is the collection of sequential and logically related 

activities that lead to a certain value (that fulfill certain aims 
derived from the quality goals).  

·Activities  are the tasks performed by the staff in the course of 
doing their jobs. 

·Each process contains SMART objectives that will enable the 
fulfillment of the process aims. 

·Executing a process by delivering its objectives will result in 
certain outcomes . 

·The effectiveness  of a process is measured by comparing the 
attained process outcomes with the process intended outcomes 
or benchmarks that set the level of the requested quality 
involved in that process. 
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System Processes - Elements 
·Designing a process involves defining the 

following three process elements:  

-Process aims which define the purpose of the process 

as required by the quality goals. 

-Process  SMART objectives which define the set of 
deliverables that will lead to fulfill the purpose of the 
process.  

-Process intended outcomes which define the 
expected (aspired) outcomes of the process 
following its successful implementation.  
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System Scope 
·A key task in building QMS is to identify processes that take 

place within the organization.  

·This will define the scope of the QMS  to be built.  

·Examples: 
-Teaching 

-Research 

-Student Services 

-Resource Management 

-Strategic planning 

-Community interaction  

- Internal Audit  

-Document Control  

-Purchasing & outsourcing 

16 Dr Wafa AlKhadra 1/8/2012 



System References 
· Ideally, processes and their elements (aims, 

objectives and intended outcomes) are 
formulated to:  

1. Conform to certain standards, policies and 
guidelines. 

2. Meet recognized benchmarks and/or 

3. Fulfill the strategic direction of the organization.   

· These criteria constitute the references  of the 
system.  
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System References 

·Aims, objectives and intended outcomes 
(AOIOs) of higher processes could also be 
considered as references to lower sub-processes. 

·As the system is built up there would be 
multiple interrelated -levels of AOIOs with the 
major ones derived from the general quality 
goals (plan) as derived from the strategic 
direction  together with a collection of references 
set or selected by the institution. 
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System References 

·This structure will allow up and down cross-
mapping between the three elements (AOIOs) of all 
the processes in the system and its main references.  

·This is necessary to illustrate fulfillment and 
conformance of the system processes to the system 
references. 

·Furthermore, if referenced benchmarks are used to 
measure the performance of the system, then 
meeting benchmarks can also be readily illustrated 
(if requested by any auditing body) by such 
mapping. 
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System References 
·As a result, references need to be defined, identified or 

drafted before doing anything else. 

·References are either  

üExternal (set by bodies outside the institution), e.g.: 

- National and International Standards, Guidelines, Codes of 
0ÒÁÃÔÉÃÅÓȟ "ÅÎÃÈÍÁÒËÓȟ !ÃÃÒÅÄÉÔÁÔÉÏÎ #ÒÉÔÅÒÉÁȣȢ  

- These are set by national and international bodies such as 
MoHE directives, QAA-UK, ABET (for Engineering & IT 
programs), ACM (for IT subject areas), ISO9000 3ÔÁÎÄÁÒÄÓ ȣ 

üInternal (set by the institution itself ), e.g.:  

-3ÔÒÁÔÅÇÉÃ $ÉÒÅÃÔÉÏÎȡ 6ÉÓÉÏÎȟ -ÉÓÓÉÏÎȟ 'ÏÁÌÓȟ 6ÁÌÕÅÓȣ 

- Internal by-ÌÁ×Óȟ ÒÅÇÕÌÁÔÉÏÎÓȟ ÒÕÌÅÓȟ ÐÏÌÉÃÉÅÓȟȣ 

-)ÎÔÅÎÄÅÄ ÏÕÔÃÏÍÅÓ  ÓÅÔ ÂÙ ÆÁÃÕÌÔÉÅÓȟ ÓÅÃÔÉÏÎÓȣȢ 
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QMS Procedures 
·A fundamental aspect of QA is to make processes 

procedural leading to consistent performances and 
building up of the system records. 

·Activities that make up a certain process are 
documented in a step-by-step manner to form a 
Standard Operational Procedure (SOP) or simply 
a procedure.  

·Once the references of the system, its scope 
(required processes), aims and objectives are 
identified, procedures can then be prepared.  
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QMS Procedures 

·There are three main goals to achieve when 
drafting procedures: 

1.Make the process of a value: 
ɆIt has to be made in a way to deliver (a) certain objective(s) 

that will successfully attain the intended outcomes and 
finally lead to the fulfillment of the aims (value) of the 
process. 

ɆThis requires that before starting drafting a procedure for a 
particular process, the set of aims, objectives and intended 
outcomes attached to this process should be clearly 
defined beforehand. 
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QMS Procedures 

2. Make the process implementation consistent: 

Ɇ  Regardless of who is doing the process and when 
& where it is done; the procedure should ensure 
that the objectives of the process are delivered in 
the same manner. 

ɆAccordingly, procedures should be written as a 
set of very clear, easy to follow and to understand 
sequential steps.  
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QMS Procedures 

3. Make the process auditable and enabling process 
monitor and control:  
Ɇ This is done by equipping the procedure with means of 

building records  that an independent body can inspect 
and determine the degree of compliance  in executing 
the procedure. 

Ɇ Records are collected by requesting staff in certain steps 
of the procedure to fill a suitable form  or log  as 
appropriate. 

Ɇ Accordingly, drafting procedures will also involve 
designing these forms and logs.  
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Process Management 
·To ensure that the implementation of the process is 

adequately monitored and controlled, a management 
entity  (e.g. the faculty board, a committee, a staff) is 
appointed to manage the process (also known as process 
owners ). 

·Responsibilities: 
-Prepare the elements of the process, its procedures and its evaluation 

methods.  

-Administrate the execution of the procedure. 

-Systematically evaluate at the end of the process cycle the degree of 
achieving the objectives, attainment of intended outcomes and the 
fulfillment of the aims of that process.  

-Ensure that records are correctly filled, archived, retained and made 
available to independent (internal/external) auditors as needed.  
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System Auditing 

·Auditing  is about investigating and 
measuring: 

ü Compliances  &  Conformances . 

ü Performances  &  Effectiveness . 
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System Auditing ς  
Compliances &  Conformances 

· Compliance  is a measure of how well the process has been executed in 
accordance to its procedure. 

· It is done through scrutinizing records and establishing a quantitative 
judgment on the degree of delivering the process objectives. 

· In certain processes, where the aim is to conform to a certain reference, 
compliance is used to prove conformance  to such reference. 

· It is done through establishing a matrix of conformance which maps 
the references to their respective processes.  

· Describing this mapping is also referred to as the methods of 
conformance  to such references.  

· The matrices/methods of conformance are mainly used as valuable 
auditing tools to establish conformance to standards during external 
audits. 
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System Auditing ς  
Compliances &  Conformances 

· Compliance is measured to indicate how good the objectives have 

been achieved by applying appropriate statistical methods .  

· Therefore, it is important that objectives are formulated with a set of 

measurable parameters with (as much as possible) defined metrics . 

· Statistical methods can then be formulated to produce clear 

objective (as apposed to subjective) conclusions on compliance that 

can be examined and rationally discussed in review meetings at 

various levels. 

· Any changes/enhancements induced by such results will 

subsequently have better and clearer impacts on the system. 
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System Auditing ς  
Performances &  Effectiveness 

· Performance  is a measure of the outcomes resulted from the actual 

execution of a process. 

· Effectiveness of a process is measured by comparing its 

performance to a set of benchmarks or intended outcomes that are 

either imported from an external reference or defined internally by 

the institution for each process (doing the right things).  

· A 100% effective process is a one that attains outcomes which are 

identical to these benchmarks or intended outcomes. 

· Efficiency of a process is a measure of how economic your process is 

in converting inputs to outputs in terms of the resources used (doing 

things right).  
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System Auditing ς  
Performances &  Effectiveness 

· Attaining benchmarks and intended outcomes set by an external 

body is a condition to satisfy its accreditation. 

· On the other hand, reaching internal benchmarks and outcomes 

are important to indicate the effectiveness of the system as seen 

by the internal management. 

· Again, appropriate statistical methods are used to measure 

process performance. 

· Therefore, process outcomes/intended outcomes need to be 

made measurable in order to obtain an objective measure of 

process performance and effectiveness. 
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System Auditing ς  
Interpretation of Results 

· An audit that reports a good compliance of a process indicates 

that this process is implemented in full accordance to the 

process procedures and that the process objectives have been 

thoroughly delivered. 

· This will result in the attainment of the same outputs every 

time the process is implemented, hence yielding products with 

consistent attributes over and over again. 

· On the other hand, an audit that reports good performance of 

a certain process indicates that the process outputs compare 

well with the process benchmarks and intended outcomes.  
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System Auditing ς  
Interpretation of Results 

·Since benchmarks and intended outcomes are usually 
set at high quality, the outputs of such a process are 
equally high in quality.  

· In this notation:  

- Compliance measures the degree of consistency of 
the process outputs (quality of delivery). 

- Performance is a measure of the actual quality of the 
process outputs (quality of outputs). 
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System Auditing ς  
Interpretation of Results 

· Good QM systems are not only those which can put in place a 

robust Quality Management (QM) system that delivers 

consistent quality products, but they should also deliver high 

quality products. 

· The enhancement element in the proposed QM system is not 

only contributing to the enhancement of the QM system but it is 

also elevating the quality of the outputs themselves as and when 

needed. 

· Through compliance and performance, the proposed QM system 

is equipped with indicators and control knobs to decide on the 

quality of delivery and the quality of the output.  
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System Auditing  

·Process compliances, conformances, performances 
and effectiveness are considered valuable 
management indices  that quantitate the 
operational quality of the organization in general 
and indicate the degree of fulfillment of its 
Strategic Direction. 

·This implies that identifying process objectives 
and intended outcomes are essential requirements 
when defining processes and the trouble of 
defining them will prove worthwhile.  
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Analogy to Teaching Process 

·In teaching institutions offering degree programs is a process. 

·To offer a program that is suitable for the market need is an aim . 

·The act of delivering curricula is an objective . 

·Planned steps for delivering the curricula is a procedure . 

·The program assessments (such as exams, assignments, surveys) are 
the statistical methods to measure performance . 

·The Intended Learning Outcomes (ILOs) for a 
course/track/program are the process intended outcomes  

·The notation ILOs refers to the set of internal/external benchmarks 
to which performance is compared. 

·In most cases, ILOs are externally defined at the program level 
(external reference), while they are internally defined at the course 
level (internal reference). 
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Performing System Auditing 

· Ideally, there should be 3 levels of 
auditing:  

1. Self Audit. 

2. Internal Audit.  

3. External Audit. 
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Self Auditing 
·This is done by the managing entity administrating the implementation of 

the procedure to be audited at the end of (and sometimes during) the 

process cycle. 

·Self auditing is ensured by enforcing at least one review meeting  per 

process cycle to be conducted by the management entity. 

·Before such a review meeting, the management entity will check the records 

and measure procedure compliance and performance by applying the pre-

formulated statistical methods. 

·During review meetings, the management entity will review compliance to 

decide on how well the process has been implemented and evaluate 

performance to decide on how well the process outcomes have been 

attained. 
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Self Auditing 
·It will also draw conclusions about fulfillment of process 

aims and goals and process effectiveness by comparing the 
performance results to the preset internal/external 
benchmarks and intended outcomes. 

·This audit could lead to  

-inadequacy of records, 

-inadequacy of the procedure, 

-inadequacy of the objectives themselves or  

-inadequacy in the performance,  

 and hence inadequacy in fulfilling the aims of the process. 
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Self Auditing 

·Systematic Review meetings will induce solutions that will be 

based on a corrective action , a preventive action  or an 

adjustment of the objectives (either to a lower level to make 

them more practical or to a higher level to boost performance). 

·In case that the audited process parameters are found adequate 

and the aims are adequately fulfilled, review meetings will 

induce measures to increase the ceiling of the process 

parameters. This will ensure that the system is dynamic and 

adaptive and hence induces continuous enhancement. 
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 Internal Auditing 
·This is supervised and organized by a QM entity appointed by 

and directly report to the top management (viz MR in 

ISO9000). 

·Internal audits are periodic (for example once every 6 or 12 

months), systematic, process and process cycle independent, 

and carried out by independent auditors (i.e. by staff other 

than those who did the procedure, i.e. a QM unit within the 

faculty or faculty members auditing each others). 

·Similar to self-auditing, compliance and performance (through 

the application of appropriate statistical methods) are 

measured during internal audits. 
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 Internal Auditing 
·Results of the internal audits are collected by the main 

quality management entity, which will, in turn, draft 

an audit report on the compliance and performance of 

all the processes within the scope of the QME system 

and report it to the highest board of management. 

·The report would include the matrix of conformance 

of various standards, system effectiveness (degree of 

attaining major benchmarks and intended outcomes) 

and recommendations for suitable actions, changes or 

enhancements at all levels. 
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 Internal Auditing 
·The collection of compliance and performance 

results of all processes within the organization will 
give the QM entity a wider picture on the status of 
the cross-organization implementation of its QME 
system. 

·As a result, internal audits also include a provision 
for the performance of the higher level processes, 
where the QM entity will decide/comment on the 
overall performance at the organization level and 
the fulfillment of its Strategic and Quality Goals. 
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 External Auditing 

·This is done by inviting auditors from outside 
the university to audit the system and offering 
stakeholders and the public an independent 
view on the performance and quality status of 
the provisions within the organization.  

·Such external auditors typically belong to a 
national/international body that declares a set 
of standards and criteria (e.g. MoHE, UK-
QAA, ABET). 
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 External Auditing 
·External audits will be carried out by such external auditors 

and will include the scope of the QME system in place 

ÒÅÌÁÔÅÄ ÔÏ ÔÈÅ ÂÏÄÙȭÓ ÓÔÁÎÄÁÒÄÓȢ 

·If the audit is responsive  (QME system had been adequately 

implemented) and the scope of the applied QME system 

ÃÏÉÎÃÉÄÅÓ ×ÉÔÈ ÔÈÅ ÂÏÄÙȭÓ ÓÔÁÎÄÁÒÄÓȟ ÃÒÉÔÅÒÉÁ ÁÎÄ 

benchmarks, the organization will be granted an 

accreditation or certification by that body.  

·Both are necessary for the operation of the institution and 

marketing its services.  
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 System Supportive Processes 
·For a QM system to work well, the scope should  

include additional supportive (built -in) processes 

necessary for the operation of the system itself: 

-The internal auditing  and management review meetings  processes 

mentioned earlier.  

-The communication  process used to initiate, communicate and 

manage corrective/preventive actions or enhancements that are 

induced by review meetings or by various stakeholders (e.g. students, 

local authorities, etc.).  

-Document control  is a process that provides a uniform and consistent 

system for controlling, distributing, retaining and amending 

documents and data within the quality system. 
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 Implementation Plan 
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 Implementation Strategies 
1. Extensive staff induction and training on the design and use of the system and 

spreading the QA culture. 

2. The involvement of every faculty member in designing and executing the system 

by organizing them in the various management entities (committees) needed to 

handle and control the processes within the system. 

3. Establishing a central QM unit linked to QM units within the faculties to 

promote, monitor, manage and sustain the system, retain its records, draft audit 

reports, and measure compliance, conformance, performance and effectiveness. 

4. Devising a time plan that is long enough to allow staff to absorb QA culture and 

QM system notation and to adapt to the use of the system. 

5. Minimizing the system bureaucracy and maximizing the use of ICT when 

designing and implementing the QM system.    
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 System documentation levels 
· The system would result in the following 5 documentation levels: 

1. Quality Manual which includes quality goals, policies and 
inter -relation of processes and matrices of conformances. 

2. Management Manual which includes organizational structure 
and chart, management hierarchy, process management 
entities. 

3. Procedural Manual which includes process procedures and 
related forms & logs. 

4. System Records which includes filled forms and logs following 
the implementation of the various processes.  

5. Technical Hand Book which includes the various holdings of 
the institution/faculty (library, machines, personnel, courses, 
suppliers, labs, lecture rooms ... etc.) 
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 Institutional Support 
·Top Management commitment to do whatever it takes to 

accomplish this project. 

·Full support from the Board of trustees, the President and heads 

of other entities within the university in terms of management 

cooperation and even structure reengineering as needed. 

·Mandated authority to the QMS team at all levels in order to 

achieve and fulfill the system and its objectives. 

·Providing the team with enough resources (financial, human, 

ÔÒÁÉÎÉÎÇȟ ÌÏÇÉÓÔÉÃÓȟ )4ȣÅÔÃȢɊ ÔÏ ÅÎÁÂÌÅ ÔÈÅ ÐÒÏÊÅÃÔ ÉÍÐÌÅÍÅÎÔÁÔÉÏÎ 

in accordance to the preset strategies. 
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