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Abstract

Purpose- The aim of the research is to define what factors cause willingness and/or resistance among lecturers in universities towards external evaluation systems, especially accreditation. 
Methodology/approach- A model has been designed to describe possible factors of willingness and/or resistance towards accreditation based on Ajzen and Metselaar. A literature review has been undertaken on the effects of external evaluation like ISO9000 as well as accreditation systems such as ABET and EQUIS. A questionnaire has been administered to a group of 63 lecturers from three departments at Fontys University in the Netherlands. The results of this preliminary survey  have been presented to 1500 academics in the Netherlands and Flanders to collect empirical data.
Findings- Resistance to accreditation can be found in the consequences of accreditation for the work of the lecturer (workload), negative emotions (stress and insecurity) ; the lack of knowledge and experience (help from specialists is needed); and lack of acceptance (other paradigm). 

Originality/value- The paper provides more insight into the difficulties that organizations, especially universities, have to commit their employees to external evaluation. It might be possible to generalize the findings to other professionals in other organisations. Little research in this field has been undertaken so far.
Keywords- Accreditation, Higher education, resistance of professionals towards external evaluation, effects of ISO9000
Classification- Research paper
Introduction

On a personal level, Freaking Out is a process whereby an individual casts off outmoded 
and restricting standards of thinking, dress, and social etiquette in order to express CREATIVELY his relationship to his immediate environment and the social structure as a whole.

- Frank Zappa (cover of the album Freak Out by The Mothers of Invention, 1966)
In many countries in the world Higher Education is confronted with an accreditation system. Since the 1999 Bologna declaration signed by 29 European Ministers of Education, almost every European country introduced accreditation or a similar system. There are many differences between these systems (Van Damme, 2000; Vroeijensteijn, 2003; EURACE, 2004; Di Nauta et al., 2004). Differences occur in object, purpose, ownership and consequences of the accreditation system. The object can be a program, an institution or both. The main purpose of accreditation can be accountability or quality improvement. The accrediting body can be private, semi-private or governmental. In some countries non conformance to the accreditation standards has financial impact, in many other countries it does not.
In the Netherlands (and Flanders, the Flemish speaking part of Belgium), a semi-private body called Nederlands Vlaamse Accreditatie Organisatie (NVAO) accredits programs. Although the accreditation is said to have an improvement function, the main function is accountability. Accreditation is mandatory by law. 
Non conformance to the standards can have the consequence of closure of the program for new students if the standards are not met. 

The main interest of this study is the effect that accreditation has on the lecturer in a university. There is very little research on the effects of accreditation in higher education in general and more specific in the Netherlands and Flanders. The available research hardly covers the question what accreditation does to the lecturer. This fact is surprising, since it is widely known that quality improvement in an organisation heavily depends on the willingness of the professionals to change (Van Delden, 1992; Weggeman, 1992; Drucker, 2000). What is known about the reaction from lecturers on accreditation stems from journalism and presentations at conferences. Such sources collectively infer that there is added value of accreditation for the organisation, but that lecturers feel a lot of resistance.
The Dinamo-model is presented in this study to categorize the factors that determine the willingness or resistance towards external evaluation, based upon the theory of planned behaviour (Ajzen, 1991; Metselaar, 1997; Metselaar and Cozijnsen, 1997) Ajzen distinguishes between three factors that cause behaviour: 
1. a person’s attitude towards the action 




2. his subjective norm towards the action 




3. the extent of self efficacy (locus of control).

A person’s attitude is the most important predictor of behaviour (Ajzen, 1991). Metselaar added indicators to Ajzen’s three factors and designed a questionnaire based on Ajzen’s theory to measure willingness or resistance to change. He called it the Dinamo. Resistance is defined as: “A negative behavioural intention towards the implementation of modifications in an organization’s structure, or work and administrative processes, resulting in efforts from the organization member’s side to hinder or impede the change process”  (Metselaar, 1997).
The Dinamo-model was adapted for use in an accreditation setting resulting in a model to measure the factors that influence the willingness of lecturers to the accreditation process. These factors are:
I. Attitude towards accreditation

1. What are the consequences of accreditation for your work? 

2. What emotions do you have towards accreditation? 

3. What added value does accreditation have for the organisation? 

4. To what extent do you feel committed to the accreditation process?

II. Subjective norm

5. Is there an internal need?
6. Is there an external need?

III. Locus of control

7. Do you have enough knowledge and experience to cooperate with the accreditation process? 

8. What are your earlier experiences? 

9. What do you think of the timing of the accreditation 

10. Do you have enough information on the accreditation process? 
As far as we know, there is no research on the willingness or resistance towards accreditation in the Netherlands nor in Flanders. 
If we define accreditation after ISO 17011:2004 as: third-party attestation related to a conformity assessment body conveying formal demonstration of its competence to carry out specific conformity assessment tasks, accreditation in higher education is more comparable to what ISO calls certification! Certification after ISO 9000 is: the issuing of written assurance by an independent external body that has audited your management system and verified that it conforms to the requirements specified in the standard
. In the Dutch/Flemish accreditation system the object of “accreditation” is the program and its quality management rather than the competence of the organization to carry out its conformity assessment tasks.  The effects of ISO certification on the employee might be comparable to the effects of Higher education accreditation on the lecturer. About the effects on the employee of ISO9000-certification research results are available. 
Furthermore some surveys have been undertaken concerning the effects of earlier external evaluation systems in Higher Education (such as accreditation by professional bodies and visitation in the Netherlands) and on the effect of accreditation on the professional in higher education in other countries. 
The literature review is considered followed by the results of two surveys. First a survey has been undertaken at three departments within Fontys University of Applied Science. This survey asked lecturers about the accreditation process they were exposed to. The aim was to define some hypotheses on the resistance to accreditation. The fact that the respondents were all lecturers from the same university may have caused some bias. That is why a follow up study has been executed to verify the results in a group of 1500 lecturers of the majority of universities for professional education in Flanders and the Netherlands. 

Literature review

The effects of ISO9000

ISO9000 has undergone several versions in the last twenty years. In this literature review articles have been studied primarily from The TQM magazine and the International Journal for Reliability and Quality Management.  Many of the articles are case studies or use descriptive statistics. If questionnaires or interviews have been used managers have been the target group in most cases. Employees seldom are involved in surveys such as this. 

The effects of the ISO9000-series: 1994 and even more of ISO9001:2000 on those organisations reported (by most of the articles) are positive (see appendix table 1). Although there was reference to the erosion of ISO over the years (Casadesus and Karapetrovic, 2005), other researchers mostly agree on increasing internal and external benefits of ISO for organizations from different economic sectors in different countries.  Most benefits occur, if the certification is voluntary and focused on improvement (Singels et al, 2001; Wiele & Brown, 2002; Wiele et al., 2004).

External motivation causes mostly only external benefits, internal motivation causes external as well as internal benefits. Some researchers report positive effects on the attitude and behaviour of employees. 
The largest problems with the implementation of ISO are:

1. motivating the management;

2. motivating the employees;

3. risk of increasing bureaucracy.

Motivating people for ISO 9000:2000 is reported to be easier than with older versions of ISO.

Please insert table 1 here

The effects of other external evaluation systems in higher education

Professional bodies have established sometimes elaborated voluntary accreditation systems for programs that educate for their professions (such as the Accreditation Board for Engineering and Technology, ABET and  the European Quality Improvement System, EQUIS for management and business administration.). Surveys on ABET and EQUIS state that there is a positive effect on the first factor: the organisation as a whole. This is similar for the effect of the external evaluation system in some other countries such as the UK and Australia. 

Issues as increased workload and bureaucracy are reported (Goedegebuur, 2002, Frederiks et al., 1994, Blandford and Hwang, 2003). Other factors are mentioned such as feelings of distrust against the system and what happens with it (Nault and Hoey, 2002), lack of knowledge and experiences (Mendelson and Noorani, 2001) or that there is little commitment (Nault and Hoey, 2002; Blandford and Hwang, 2003).  

As stated earlier in the introduction many countries have some sort of accreditation system in place. One source was very critical about the developments in the UK, reporting de-professionalization of the academics (Newton, 2001). Whilst another source argues that: “external evaluation legitimates the status quo and fails to ask substantial questions about the nature of learning” (Harvey, 2002). And: “Accreditation is fundamentally about a shift of power from educators to managers and bureaucrats” (Harvey, 2003).
In a web survey Harvey and others conclude that quality more and more has become a specialism (Harvey et al., 2003).  

Views of academics on the external evaluation system are reported as: “the current quality system in operation at their university was overly bureaucratic, had high opportunity costs for themselves and did address quality only at a rather superficial level. Many commented on the extensive need for documentation and ‘box-ticking´ at the expense of more directly quality enhancing activities such as teaching preparation”. Quality management was considered to be control and reduction of professional autonomy (Hoecht, 2006). 
For the situation in Australia Watty quotes from a survey from Vidovich 1998 (Watty, 2003) that states that 69% of the respondents showed some sort of resistance against the accountability system. Watty evaluates several surveys on the impact of quality assurance and concludes that “the authors failed to find any evidence that a majority of academics at the local or departmental level of universities are embracing quality change initiatives”. 

However it is also argued that “Australian academics have been less affected by the new agendas affecting the teaching function (Brunetto and Farr-Wharton, 2005). As such, the work practices of Australian academics contrasts with the description of front-line English academics that Newton (1999; 2001) argued, that English academics are now subjected to quality monitoring processes, both internally and externally, on a daily basis”. They call the role that senior management plays between the new rules and the lecturers crucial. 
Some research is available on the effect of the external evaluation system that existed in the Netherlands and Flanders before the current accreditation system. Again a positive effect on the organisation as a whole is reported. A second factor mentioned is the influence of the external evaluation on the work of the employee. Increased workload and bureaucracy are reported (Goedegebuur, 2002, Frederiks et al., 1994, Blandford and Hwang, 2003). Another issue is acceptance of the process by the employee.  Researchers state that the effect of the external evaluation is more positive when the employees had drawn the same conclusions as the visiting committee themselves (Hulpiau and Waeytens, 2001, Frederiks, 1996). As far as we know, there is little research on the effects of the current accreditation system in the Netherlands and Flanders. What is known about the effects of the system stems from journalism, presentations at conferences and some reports by the Dutch inspectorate. These sources state that accreditation is added value for the organisation; is supporting the development of an internal quality management system; is raising quality awareness and enhancing the internationalisation of higher education.
However it is argued that accreditation does not measure the right issues. It does not address education itself, or the quality of the course. Accreditation does not stimulate quality improvement. The consequences for the work are mostly negative (bureaucracy), the process costs too much time and money. The motivation to cooperate is high, because cooperation is compulsory. The intrinsic motivation, however, is low because there is little acceptance of the process. It is held that quality experts are needed to accomplish the demanding task of accreditation.
In general the result of the literature review supports the effect of external evaluation systems at organisation levels as being positive, however employees are resistant. The commitment is low and not voluntary, the knowledge and experience are not enough and the consequences for the work are negative (high workload, high costs). There seems to be a strong link between the acceptance of the system and the degree of willingness to cooperate. 
Methodology empirical study
The results of the literature study have been used as input for the empirical stage of the survey. Based on the Dinamo-model (Metselaar, 1997) a questionnaire was designed to measure the willingness and resistance of lecturers towards the Dutch accreditation process. The questionnaire of this preliminary survey consisted of fifty questions. Measures were recorded using a five point scale. The survey was administered to a group of lecturers (n= 63) in three departments of Fontys University of Applied Science. The sample might not be representative for lecturers in general, but the aim of this first phase of the survey was only to define possible factors that can play a role in the willingness or resistance towards the accreditation. The response obtained (n=31, being 49 %). The survey was administered at the time that all three departments were in the process of writing the self-evaluation report. Accreditation was said to increase the workload and stress. Accreditation is said not to have an important place in the work of the lecturer and it is not much an issue of discussion with other lecturers .The majority of the respondents would not opt for accreditation, if they had the choice. The respondents consider help of quality specialist necessary. When we examine those factors mentioned in the model we see that resistance to accreditation can be found in the consequences of accreditation for the work of the lecturer; the emotions towards accreditation; the commitment to accreditation; the lack of knowledge and experience and the timing and its acceptance. A possible reason for the resistance to accreditation can be that it diminishes professional autonomy (Newton, 2001; Harvey, 2003).
However the willingness to cooperate is large. The respondents say they are willing to put effort in the accreditation process and to give it their time. That is not in line with the results from the literature review.
The answers to this preliminary survey lead to an online survey (seven theses with yes or no as possible answers) that was administered to 1500 lecturers at universities of applied sciences in the Netherlands and Flanders
Results and analysis
The response to this part of the survey was 365 (24.4 %). Three quarters of the respondents came from the Netherlands, one quarter from Flanders. The response came out of all sectors (however the economical sector was represented less in the sample than in the population). Respondents were in all stages of the accreditation process (the writing of the self evaluation, the preparation of the site visit, after the site visit). (Reliability > 94 %)
	Thesis
	% yes

	1. If I could choose, I would choose accreditation.
	50 %

	2. Accreditation means increasing my workload.
	88,2%

	3. I am insecure about the consequences of accreditation.
	50%

	4. Accreditation increases my stress.
	67,7%

	5. Accreditation is an issue I often discuss with my colleagues.
	89 %

	6. In the accreditation process we need help from quality experts.
	80,3 %

	7. Accreditation limits my professional autonomy.
	31,5 %



Table 2: results of part two of the survey
Accreditation is a hot issue. Accreditation clearly is said to have negative consequences on the workload. It brings a lot of stress and insecurity. The lecturer seems to have lost control of the process, since quality experts are needed to help in the writing of the self evaluation report and in the preparation of the site visit. The standards are not felt to limit the professional autonomy of the lecturer, but accreditation is not popular. Fifty percent of the respondents would not choose accreditation, if they had the choice.

Discussion

In this case highly educated professionals are confronted with a mandatory accreditation system who were very little involved in its design. In a series of meetings with 10 respondents after the online survey the lecturers say they prefer the old visitation system directed towards quality improvement. It is said that the paradigm of accreditation (control) does not correspond with the desired paradigm of the lecturer (commitment to profession and student). It is quite possible that this also refers to other forms of accreditation and certification and its acceptance by professionals. 
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	Aspect Dinamo
	Version ISO 

9000
	Yes
	No (or no unless)

	1.
	Does ISO have positive impact on the daily work ? (better procedures, less bureaucracy)
	1987
	Storey, 1993
	

	
	
	1994
	Van der Wiele en Brown 2002; Bergman and Klefsjo 1994; Torre et al, 2001; McLachlan, 1996 
	Bergman and Klefsjo 1994;Lundquist, 1997; Poksinska et al., 2006; Singels et al., 2001; Van derWiele , 2002

	
	
	2000
	Bayati and Taghavi, 2007; Magd and Curry, 2003
	Vouzas and Gotzamani, 2005

	2.
	Are the emotions towards ISO positive?
	2000
	
	Poksinska et al. 2006; Singh and Mansour-Nahra, 2006

	3a.
	Is there external added value (customer satisfaction, company image, market share, stock prize)
	1987
	
	Seddon 1997,1998; Van der Veer, 1991; Aarts and Vos, 2001; 



	
	
	1994
	Bayati and Taghavi, 2007; Casadesus and Gimenez, 2000; Douglas et al., 2003; Enscanciano et al., 2001; Gotzamani et al., 2006; Jeng, 1998; Lee et al., 1999; Lundquist 1997; McLachlan, 1996; Mo and Chan, 1997; Poksinska et al., 2002; Poksinska et al., 2006; Prabhu et al., 2000; Van der Wiele et al 2004; Van der Wiele and Brown 2002; De Jong et al. 2001; De Jonge and Van der Vlist, 1996; Tari and Molina, 2002; Torre et al, 2001;  Walker, 1997
	Benner and Tushman 2002; Dick, 2000; Gotzamani et al., 2006; Lundquist 1997; Rodriguez-Escobar en anderen, 2006; Jeng 1998 ; Singels et al., 2001

	
	
	2000
	Bayati and Taghavi, 2007; Besta and Georgiadis, 2004; Lewis et al., 2006; Magd and Curry, 2003; Piskar and Dolinsek, 2006; Singh and Mansour-Nahra, 2006; Van der Wiele et al., 2004; Vouzas and Gotzamani, 2005 
	Casadesus and Karapetrovic, 2005

	3b.
	Is there internal added value (improved communication, more teamwork, consistency in the organisation)
	1987
	Storey, 1993
	

	
	
	1994
	Casadesus and Gimenez, 2000; Douglas et al., 2003; Enscanciano et al., 2001; Gotzamani et al., 2006;  Huarng et al., 1999;  Lee et al., 1999; Lundquist, 1997; McLachlan, 1996; Mo and Chan, 1997; Tari and Molina, 2002; Torre et al, 2001; Van der Wiele and Brown, 2002; Van der Wiele et al. 2004; Walker 1997
	Dick, 2000; Gotzamani et al., 2006; Jeng 1998; Poksinska et al., 2006 ; Rodriguez-Escobar et al., 2006 Singels et al., 2001

	
	
	2000
	Bayati and Taghavi, 2007; Besta and Georgiadis, 2004; Lewis et al., 2006; Magd and Curry, 2003; Piskar and Dolinsek, 2006;  Singh and Mansour-Nahra, 2006; Vouzas and Gotzamani, 2005
	


	Aspect Dinamo
	Version ISO 

9000
	Yes
	No (or no unless)

	4.
	Does ISO improve the commitment of employees to the work (job motivation, quality awareness, quality culture)
	1994
	Bayati and Taghavi, 2007; De Jong et al., 2001; Enscanciano et al., 2001; Gustafsson et al., 2001; Lundquist, 1997; Poksinska et al., 2002; Van der Wiele and Brown, 2002; Rodriguez-Escobar, 2006
	Bergman and Klefsjo, 1994; Douglas et al., 2003; Erkel and Steensma, 1999; Gotzamani et al. 2006; Lundquist, 1997; Poksinska et al., 2006; Prabhu et al, 2000; Singels et al., 2001; Tari and Molina, 2002; Torre et al., 2001; Van der Wiele et al., 2004

	
	
	2000
	Bayati and Taghavi, 2007; Magd and Curry, 2003; Piskar and Dolinsek, 2006; Van der Wiele et al, 2004
	Casadesus and Karapetrovic, 2005; Lewis et al. 2006

	
	Are employees committed to the implementation of ISO?
	1994
	
	De Jong et al, 2001;Erkel and Steensma, 1999; Gustafsson et al., 2001; Mo and Chan, 1997; Van der Wiele and Brown, 2002; Rodriguez-Escobar, 2006; Singels et al., 2001;

Van der Wiele et al, 2002; Walker, 1997

	
	
	2000
	Mira et al., 2002 ; Piskar and Dolinsek, 2006; Vouzas and Gotzamani, 2005
	Van der Wiele et al.,2004

	5.
	Is there a external need?
	1987
	
	Seddon, 1997, 1998

	
	
	1994
	Douglas et al., 2003; Erkel and Steensma, 1999; Gustafsson et al., 2001; Rodriguez-Escobar et al., 2006
	Bergman and Klefsjo, 1994; Erkel en Steensma, 1997

	
	
	2000
	Van der Wiele et al. , 2004; Rodriguez-Escobar et al., 2006;  Poksinska et al., 2006
	

	6. 
	Is there an internal need?
	1994
	Lundquist, 1997 ; Poksinska et al., 2002
	

	
	
	2000
	Magd and Curry, 2003; Vouzas and Gotzamani, 2005
	

	7.
	Do people have enough knowledge and experience to implement ISO?
	2000
	Gustafsson et al., 2001
	


Table 1: effects of ISO on the aspects of the Dinamo measuring the willingness or resistance





































�  � HYPERLINK "http://www.iso.org/iso/iso_catalogue/management_standards/certification.htm" ��http://www.iso.org/iso/iso_catalogue/management_standards/certification.htm�, accessed August 18th, 2008  
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