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ABSTRACT

A quality management system for vocational educational institutes is a system aimed at ensuring the
quality goals of vocational education are achieved to meet the quality standards and develop the quality work. In
practice, teachers play a vital role because the key elements in a quality assurance system are strongly related to
teachers especially the learning process as the spearhead of the success of vocational education. In addition, most
activities undertaken in vocational education involve teacher participation. Therefore, teachers hold a great
responsibility in the successful implementation of the educational quality management system. The main point to
be emphasized is how a teacher has a suitable common understanding of quality. Understanding the quality
drives all activities undertaken by teachers to be quality improvement oriented.
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INTRODUCTION

The main challenge facing vocational
education is how to manage, secure and develop
quality. The quality assurance should be
developed by vocational education institutions
to ensure the quality in its provision of skilled
workers (Gatt & Faurschou, 2016). Quality is
relative. Each individual or each group has
different views of quality. Therefore, a suitable
common quality understanding is required to
determine standards for quality. Harvey &
Green (1993) argues that each has a different
perspective on quality. This is not a different
perspective on the same thing but different
perspectives on different things with the same
label. In general, quality means the degree or
superiority of a product or service, whether
tangible (material) or intangible (non-material).
Quality is also defined as the condition of the
fulfillment of agreed standards which are
testable by criteria.

Understanding quality in the context of
education refers to the input (preconditions),
educational process and educational outcomes.
Vocational education which is designed to
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develop (enhance and empower) graduates,
which are competent for work, need to put their
emphasis on quality. The quality of vocational
education is indicated from the quality of the
existing processes. This quality is determined
by various factors determined not only by the
input quality as it once was widely assumed but
also greatly influenced by the process.
Therefore, the learning-teaching process is
considered as an important step in the quality
evaluation output (and later outcome).
Vocational education should be prepared
with flexible and dynamic management
principles in order to develop in accordance
with their respective potential and to satisfy the
external demands. The developed strategy to be
used in education quality management is that an
educational institution position itself as a
service institute which is the industry to provide
services in accordance with goals desired by the
different customers (like enterprises, society or
parents). Obviously, the customers always
expect high-quality services to obtain great
achievements and satisfaction, therefore to
model high standards for vocational education
institutes, a suitable quality management



system is necessary. Djatmiko (2016) pointed
out that education implementation obviously
requires quality assurance management. Quality
management system is substantial to build the
efficiency of a vocational education system to
produce human resources with dedication,
commitment, and professionalism (Felestin &
Triyono, 2015). Furthermore, Al-Ali (2016) and
Irimiea & Serban (2015) suggest that Human
Resources graduated from Vocational and
Technical Education and Training are expected
to acquire the level of knowledge, skills and
attitudes that satisfy both business and
industries. In this point, the quality assurance
system has a role to maintain high standards of
vocational education and training.

The main target in the quality
management system is internal and external
customer’s satisfaction. In vocational education,
the internal customers consist of especially
principals or leaders, teachers, staff or
institutional organizers. While the external
include the community, the
government, the business, and industrial world.
In consequence, an educational institution is
considered to be high quality if both internal
and external customers obtain great satisfaction
with the provided services.

In addition, high-quality vocational
education institutions need to meet quality in
fact and in perception. Quality, in fact, is a

customers

predetermined quality standard while quality in
perception is an expected quality based on the
demands and needs of service users. Skrzypek
(2006) conveys the quality of education as the
skill of building the abilities to assimilate the
knowledge in the area of educational needs and
the implementation of this knowledge to
creating mechanisms allowing to fulfill
expectations of customers and educational
service. One should distinguish pupils, students,
teachers, and employers among the people who
are interested in the quality of education. Thus,
the quality of education is the fulfillment of
predetermined standards with regard to
customers’ needs and satisfaction.
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The identification of quality in vocational
education can be directed to different parts
namely (1) vision and values, (2) leadership, (3)
organization of teaching and learning, (4)
management arrangements describing those
aspects of the school's organization chosen by
the members of an organization to help them
conducting their affairs and realise their aims,
(5) staff development, and (6) relationship with
the community and the district.

Educators have significant roles in the
quality management system of vocational
policy
determination, curriculum design, learning plan,
learning implementation, learning evaluation,
students’ potential development and so on.
Yuniarti (2014) said that a teacher is the main
actor in the process of transferring knowledge
and a teacher also has a strategic role in the
teaching learning process. Education without
high qualified teachers is paralyzed. The
qualification of teachers is a crucial element in
(Singh et al,
2015).Competent teacher is form of quality
assurance for students’ learning (Ismail et al.,
2107). Hopkins (1996) states that a teacher is
the heart of educational improvement. A

education ranging from school

vocational education

teacher can be seen as key to the effectiveness
of quality system implementation. Suitable
quality management systems in vocational
education demand the role of teachers as the
main quality promoter. In addition, teachers
deal directly with students, communicate with
parents, and work with leaders and different
stakeholders. But the institution as an
organization has to make best preconditions for
it in kind of systematic support.

Quality Management System (QMS) -
Definition and Function

A quality management system (QMS) is
defined as a frame model as a tool for systemic
securing and development of quality (of
institute and services) on basis of standards and
criteria in the field of organization and product
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or services. It includes evaluation of
organizational structure, procedures, processes,
and resources. In the context of vocational
education, QMS is a must for vocational
education to be implemented according to the
established goals of preparing graduates to be
qualified workers to enter the workforce. When
we concern designing and implementing the
quality management system at the institution
we should take into account that this is the
long-term process which should be realized in
stages, at the significant and sustained support
from the side of the institution. After
implementing the system, its elements should
be permanently improved. (Michalska-Cwiek,
2009).

To implement a suitable QMS, it needs
preconditions. Without to know and accept
these, it will not be successful to work with
QMS in vocational educational institutions. The
preconditions consist of (1) to steer quality
management on basis of a suitable QMS is a
leadership task. But the executive uses the
support by a quality steering group or a
commissioner for quality, (2) the executive has
to secure, that all of the staff, students, and
different groups of stakeholder are integrated
and can participate in the development of
quality. It needs a corporate culture with a
useful communication, helpful feedback and
high commitment, (3) usefulness of work with a
suitable QMS is to make transparent for all in
the vocational educational institution. It is to
develop awareness, that all understand the
achievement of QMS for the organization and
all individuals. It has to be reached, that all in
organization including staff and students are
responsible for quality and have to participate
in development of core processes especially
learning and teaching, and results of vocational
educational institution, and (4) it is to make
understandable, that using QMS is not an
additional task, but a tool for continuous
development of higher quality of organization,
all internal person, like staff, leaders or
executive, students, and also for higher

reputation of external person or stakeholder like
enterprises, administrations, society.

Advantage of Using a Suitable QMS

Advantages of using a suitable QMS is
not only successful for vocational educational
institutes. It is also a contribution to the
development of society. Responsible authorities
and enterprises can have a big influence to
develop this systemic quality work and promote
it. To use a suitable QMS is an investment in
vocational educational institutes as the
organization and all individuals in schools, in
enterprises and administrations for getting high
qualified and motivated graduates and in
society for having individuals, which are able
and have the willingness to support the
development of society.

As an example, it is shown educational
policy for vocational school area in Germany.
The subcommittee for Vocational Education of
Regular Conference of Educational Ministries
of Countries in Germany has published an
important paper on quality development in
vocational educational schools in 2014. They
have developed and argued theses on the
advantage of vocational educational schools,
which use a QMS. Some keywords for better
results are for examples (1) more constructive,
transparent and sustainable educational political
and pedagogical changings and innovation, (2)
higher professionalism (as institution) for
designing pedagogical and organizational
processes, in same time higher professionalism
of teachers, and (3) support development of
school culture and better development of
corporate identity.

Using of QMS in Vocational Educational
Institutes

Germany is an advanced country in
vocational education. The main factor that
drives the advancement of vocational education
in Germany is a close relationship between



vocational education and industries. In addition,
there is strong commitment and also the
necessity in competition on the market to
implement a suitable quality management
system.  Quality = management  supports
organizational development and its services. It
is aimed at achieving quality goals through
planning, monitoring, assuring and improving
quality.

The suitability of any QMS can be
detected by necessary features. Each suitable
QMS is been described as a frame model
including quality area (e.g. processes) and their
differentiation in quality dimensions (as fields
for action in each quality area). It includes
needs based standards, criteria, and indicators
for evaluation for all dimensions or fields of
activity for analyzing current level of quality. It
demands the steering by leadership, supported
by quality steering group needs for quality
development participation of staff and students.
It uses quality understanding as the core. It
works with the quality cycle of planning, doing,
checking, and acting permanently and needs to
document the results. On this basis, it is
possible to deduce consequences for the
development of quality. It gives support by
instructions and tools. It integrates quality of
core processes, learning-teaching process,
leading processes and support processes, also
considers influences by the social and economic
environment. It has integrated internal
evaluation as a duty, also management review
for seeing the reached quality and decision on
changing. It should be possible to connect
internal evaluation with external evaluation.

The decision for using a specific QMS
depends very often on the ministry of education
in each country. In this case, vocational schools
have no possibility to choose another suitable
QMS. The following describes the application
of some quality management systems (QMS)
for vocational schools as examples. The
first QMS is Q2E which means quality by
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evaluation and development (Qualitit durch
Evaluation und Entwicklung, 2E means the
beginning of German words; Evaluation and
Entwicklung). This QMS is adapted from
Switzerland and used for schools in Bavaria or
Germany. Q2E model is a way of improving
quality ~management system based on
evaluation and development. Q2E has offered
instruments to develop quality school standards
based on best practice results, instruments used
for quality measurement, concepts and
assumptions used for teaching quality, and
discussions with experts in school research and
development. Four areas of quality in Q2E
consist of quality of input, process quality of
school (management), process quality of
learning and teaching and quality of output or
outcome Each of these quality areas is spelled
out in 3 dimensions of quality thus Q2E quality
consists of 12 dimensions presented in Table 1
(comp. Fachhochschule Nordschweiz, 2007).

Table 1. Quality Dimensions in Q2E

No  Quality Area Dimension
1. Quality of 1. Strategic framework
input and agreement

2. Personnel requirements
and task structure
3. Material and financial

resources
2. Process 1. Leadership
quality of 2. School organization
school and administration
(management) 3. School culture and
cooperation with
colleagues
3. Process 1. Social relationships
quality of and leadership in
learning and the classroom
teaching 2. Teaching
Management
3. Exam and
assessment

4. Quality of 1. Satisfaction and

output/ acceptance of results
outcome 2. Learning outcomes and
socialization
3. School and career
process
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The second QMS is QmbS which means
quality management for vocational schools
(State Office for School and Education of
Germany, 2007). It is based on Q2E and
developed and used in Bavaria or Germany.
QmbS consists of five components that consists
of (1) school - specific quality understanding
(2) internal evaluation, (3) individual feedback,
(4) external evaluation, and (5) steering of
quality processes. The third QMS is a frame
model of school quality from Saxony in
Germany. Landesamtes fiir Schule und Bildung
also known as State Office for School and
Education of Germany (2014) states that
the quality framework in Saxony consist of
six  quality areas and twenty nine quality
characteristics. These are presented in Table 2.

In all shown examples on QMS of
schools, it is to see in the areas and dimensions
that teachers are not only in the focus in
teaching and learning processes and their
quality, their role for securing and development
of school is wider. They should take a part in
designing school quality in all areas because
they can positively influence good frame
conditions for teaching and learning processes.
They can support with their ideas and
continuous feedback for developing quality and
they should not only have the duty for own
professional development, they should have the

Table 2. Quality Framework in Saxony

right to get the best possibilities for their own
development.

Evaluation as Part of QMS

Based on the model of the quality management
system, evaluation is a very important part of
the quality assurance system. Spiel (2001)
states that evaluation is, in a broad sense,
concerned with the effectiveness of the
program. Hopkins et al. in Cullingford (2000)
add that evaluation is an integral element in
school improvement. While Rossi et.al. (2004)
explain that evaluation typically involves
assessment of one or more of five program
domains namely (1) the need for the program,
(2) the design of the program, (3) program
implementation and service delivery, (4)
program impact or outcomes, and (5) program
efficiency. An evaluation must be tailored to the
political and organizational context of the
program being evaluated. It confirms that an
evaluation can be used to assess the efficiency
and effectiveness of the program as an integral
element in vocational education improvement.
For making an evaluation, it is to decide for
which dimensions in the organization it is
necessary and who should be involved. Figure 1
presents the evaluation and quality securing
model in education from Ditton (2002).

Quality Area

Dimension

Results

Fulfilling educational mission

The success of school and education
Satisfaction on the school

Teaching and learning

Organization of teaching and learning

Teaching and learning processes

Culture of school

Values and norms of the school

The climate of the school
Individual support

Professionality Development Systematic collaboration in colleges
Lifelong learning

Management and leadership Administration and management of resources

Leadership

Quality securing and quality development
Personnel development
Selection of personnel

Cooperation

Participation of pupils respectively parents

National and international cooperation
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Pre-Conditions Primary characteristics and processes Results
1 Conditions . . 6 Long-term
3 Quality of 4 Quality of the 5 First effects: eﬁits:
structural educational teaching- and outputs outcomes
financial | institute learning-situation
material (institutional level) (interaction level)
personnel
social-regional teachers ducational occupational
environment i & l;?a'lgna suCcess
support-systems i
PP y culture and ethic < relevance of subject of |l —
2 Intentions teaching and learning power social
management materials attitudes participation
educational goals approaches
(curricula) cooperation and
coordination quality of teaching and
power learning
attitudes . 4
approaches -4 Staff policy and v
development learners
intended curriculum implemented curriculum achieved achieved
p curricllum { curiculum
STANDARDS RESPONSIBILITY EVALUATION

Figure 1. Model of Evaluation and Quality Securing in Education

The standards used for evaluation include
utility standards, feasibility standards, accuracy
standards, and propriety standards (Joint
Committee on Standards for Educational
Evaluation, 2000). Utility standards ensure that
evaluation is directed to a specific purpose and
will serve needs of intended wusers e.g.
stakeholder identification, evaluator credibility,
and competence. Feasibility standards ensure
that an evaluation will be realistic, reasoned,
diplomatic and easy, e.g. practical procedures,
political ~ viability, and cost-effectiveness.
Propriety standards ensure that an evaluation
will be conducted legally and ethically. e.g.
service orientation, rights of the human subject,
complete and fair assessment. Accuracy
standards ensure that an evaluation will show
and communicate adequate information on the
features that determine worth or merit, e.g.
described purposes and procedures, valid and
reliable information, a justified conclusion

If the vocational educational institute is
free in the decision, then it is possible to check,
which could be the best for own institute,
convincing for personnel and to accept by
stakeholders. Advantageous is always to know
different QMS, because it is possible to add
some standards, criteria or instruments in
the quality management of own institute. In

addition, if it is not only for internal evaluation
and development, but to follow external
evaluation for getting a certificate, then the
costs should be reviewed too.

Main steps for implementation of QMS
consist of (1) communication process with
whole staff. This is to make clear that quality
securing and development needs the
participation of all in the organization. It is not
only a leadership task but it can only be
successful, that especially teachers give
proposals and feedback from learning teaching
process as a core process of each educational
institute, (2) discussion process on the
understanding of quality and also aims of own
institute. It is necessary to have a common
quality understanding in an organization, which
will be made concrete in each activity in
different processes, (3) identification of current
status. Under wusing suitable criteria is to
analyze, which level of each standard is
achieved. The criteria should be also developed
and also suitable evaluation instruments
together with teachers and other groups of staff,
(4) development has to be planned e.g.
feedbacks by teachers from lessons give the
possibility, to follow the same programs or they
can base, why and is to change the programs,
(5) Practicable documents will be worked out.
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It needs e.g. short and understandable
documentation of found data by evaluation or
clearly arranged steps for same activity, (6)
continuity of quality development will be
secured by self-evaluation (internal audit).
Teachers as experts in core process, teaching-
learning process are essential in internal audit,
and (7) management review by executives
should be carried out for fixing the next
concrete aims, steps, and responsibilities.

Teachers play vital and strategic roles in
education (Alhamuddin, 2015). The education
process will not work well, without the role of
qualified teachers thus they are able to assist the
institutions in carrying out Quality Management
System (QMS) effectively. QMS QESP™ is
quality development system in Saxony. This is
a QMS developed by author and colleagues for
institutes in continuing and adult education
under support by Saxony; used since 2004,
updated in 2017; can be used for internal and
external evaluation by accredited certification
agencies.

The following is given some examples of
the role of teachers in QMS QESP"The first
role is quality understanding. In quality
understanding, fundamentals of own work will
be explicated, especially understanding of
teaching and  learning. The  quality
understanding is transparent inside and outside.
The quality of work will be systematic
protected and developed (quality development
circle). The criteria are (1) executive moderates
immanent the communication on values of
common work and protects their agreement, (2)
She/he moderates the discussion on the
understanding of teaching and learning under
observation of respective target groups and
secures agreements on these, and (3) She/he
secures discussion and agreement of strategic
aims of organization with the inclusion of staff
also teachers and communicate aims of the
organization. The second role is the
development of offerings. The institute
develops service offering on the basis of needs
analysis as well as developments in the labor
market and education market. For doing this it

is useful to integrate expertise by teachers. The
criteria are (1) results of labor market analysis
and education market analysis, surveys of
participants and surveys of the purchaser as
well as needs analysis will be respected in
development of education and counselor
offerings, and (2) staff from pedagogical and
administrative areas will be systematic
participated. The third role 1is internal
evaluation management. Quality understanding
will be communicated to the institute. Institute
uses suitable forms of communication for a
guarantee of participative  organizational
development. Reflection has high significance
for communication. Information access and
handling of documents follow rules. Teachers
are hereby integrated with communication and
use also their reflection competence. The
criteria are (1) the agreement on quality
understanding will be enabled for all staff as
meaningful orientation, (2)  reflection
possibilities of work quality will be given, (3)
horizontal and vertical communication ways are
used or rather created and (4) feedback routines
will be established. Teachers are integrated with

development feedback routines.
CONCLUSION

The quality assurance system is essential
to be applied in vocational education to develop
graduates which meet the needs of the world of
work. Teachers work in core processes, learning
and teaching processes. They need a good
support by other core processes, like leading or
managing and support processes. All activities
in the vocational educational institutes are
connected with teachers’ work, so it is
important to integrate teachers in securing and
development quality. Teachers have high
responsibility for quality securing and
development. It is necessary that teachers
understand their role in the quality process and
have developed competencies for taking part in
designing of quality processes and their

evaluation.
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