
4 IMPROVING QUALITY: THE EVALUATION PROCESS AND 
THE DECISION TO PLAN ACTIONS FOR IMPROVING 
QUALITY 

 

4.1 INTRODUCTION 
 
Our goal in SEVAQ is to improve the overall quality of the organisation of e-learning. 
Our method and tool is based on the EFQM excellence model of Total Quality management (TQM). 
We identified a set of performance indicators or quality criteria. We are organising self-assessment 
using a questionnaire to measure the quality. 
 
The tool delivers as a result of the group of learners different management reports, amongst others 
the figures on question level, the radar diagram on subcriteria level, and an overview of those 
questions being critical: considered important and rated as bad quality. 
Based on those reports management will take actions to improve the overall quality. 
 

4.2 EFQM EXCELLENCE MODEL FOR THE EVALUATION OF AN E-
COURSE 

4.2.1. The EFQM excellence model applied in a learning organisation 
 
The EFQM excellence model has its application in the learning organisation. For example the 
customer focus in vocational education and training requires identification of the needs of 
customers, such as students and the world of work, development of products and services based on 
these, and monitoring and analysis of customer results achieved. Results should be used as a basis 
to improve operations and set new objectives. 
 
The EFQM excellence model has an enterprise wide dimension. The model covers all enabling and all 
results domain of the organisation.  
First we limited ourselves to the type of organisation. We focus on a training organisation or to the 
learning department of an organisation. So we are limiting the EFQM model to the training /learning 
activities. We can apply EFQM perfectly on the level of an activity (business line) of a company. All 
9 criteria are still required in this case. Our (limited) goal is to improve the performance /quality of 
“the organisation of the learning activities”. 
 

4.2.2 A limited set of EFQM criteria in the SEVAQ model because the 
evaluation will e carried out by the learner 
 
An organisation’s progress towards excellence has to be assessed against the EFQM performance 
indicators or quality criteria.  
To become excellent, the learning department (or organisation) has to balance and satisfy the 
needs of all relevant stakeholders. But because only the learner will take part in the self-
assessment activity, we limited our model of stakeholders to the learning department/ organisation, 
the designer or the teacher and the tutor. 
 
We limited our model further to those main criteria for which the learner can play the role of 
assessor. This way only three main criteria remained: the enabling resources, the enabling processes 
and the (learning) results for the learner. We limited the last one to “learning results” based on the 
Kirkpatrick model.  



 

4.3 THE MANAGEMENT REPORTS OF THE SEVAQ TOOL 
 

4.3.1 Introduction 
 
The tool delivers different management reports based on the results of the group of learners: the 
figures on question level, the radar diagram on subcriteria level, and an overview of those questions 
being critical (considered important and rated as bad quality). 
Based on those reports management will take actions to improve the overall quality. 
 
 

4.3.2 Table of the answers, summarised over the group of learners 
 
This table is delivering the number of learners who entered these values. The results are on 
statement / question level. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 
 

4.3.3 Radar diagram: mean value of evaluation for all selected subcriteria 
 
This radar diagram shows in red the total weighted mean evaluation on question level, and in blue 
the weighted mean evaluation on subcriteria level for all subcriteria.  
With this radar you can identify which subcriteria are the weakest and which are strongest ones. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 



 
 
 

4.3.4 Table of critical questions 
 
This table is delivering a summary table of critical questions/ statements by giving the percentage 
of learners quoting the question/ statement as important and giving it a bad evaluation. A question/ 
statement is considered to be critical when more than 40% of the learners have evaluated the 
statement as being important and at the same time evaluated it as of bad quality. A question/ 
statement is considered to be very critical when more than 60% of the learners did so. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 
 
 
 
 
 
 
 
 

4.4 ANALYSING THE REPORTS 
 

4.4.1 Overall mean score and improvement of quality 
 
The quality of the learning activity is expressed as the overall mean score. It is the mean value of 
the individual quality scores measured for the individual subcriteria. 
Quality can be improved by increasing that mean score resulting from the increase of the individual 
scores 
The individual scores of all criteria have to be compared with the overall resulting mean score 
value. It is important to focus on those subcriteria with a value less than the overall mean value. 
Indeed by improving them, the overall mean score or the quality will improve. 
 

4.4.2 Practice: overall mean score and subcriteria scores 
 
 
 
 
 
We start with the RADAR DIAGRAM. The overall mean score is 2.51. The mean score per subcriteria 
can be seen also in the diagram and in the list of criteria. You can see e.g. that subcriteria 25 and 
27 have scores: 2.16, 2.23, being scores lower than the overall mean value. We conclude that the 
subcriteria 25 and 27 are critical subcriteria. They are belonging to criteria “learner support” in the 
main criteria “learning processes”. 
 

4.4.3 Practice: critical subcriteria and critical questions  
 
It is possible to obtain more information about why those subcriteria 25 and 27 are critical. 
For each subcriterion we have formulated some statements covering the topic of the subcriterion.  
In the table we can read the results on criticality of the individual statements. It means that many 
learners find them important and at the same time have evaluated them as being of bad quality. 
We go to the table and see which questions for the critical subcriteria with low score are very 
critical.We see that in our case questions /statements 138, 139, 149, 150, 151 are very critical. 
 

4.5 TAKING DECISIONS 
 
The self-assessment process allows the organization to discern clearly its strengths and areas in 
which improvements can be made and culminates in planned improvement actions that are then 
monitored for progress. 
 



Based upon the diagram and the list of the critical subcriteria where improvement is needed, and 
after analysing the corresponding statements in the table, a list of critical learning activities can be 
created and put in descending order of priority to be improved.  
 
This way the results of the analysis based on the management reports delivered by the SEVAQ tool 
will guide the decision maker in identifying the learning domains to be improved and in taking 
decisions on starting up improvement projects, including actions, and making investment decisions. 
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