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ABSTRACT

In the field of education, specific or standard models of quality management are
usually performed. Both alternatives have their advantages and disadvantages,
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but most educational organizations prefer to implement standard models which
usually include some mismatches during their implementation. To address this
situation, we propose an instrument that, when applied during the evaluation
processes of these organizations, facilitates the specification and improvement
of participation, usefulness and transparency. This creates a context that
enhances the successful application of standard models. The instrument
implementation is described in the needs assessment process of the Training
Program Department in an Andalusian sports organization. Results are
analyzed using key indicators before and after applying the instrument. Finally,
potential advantages are discussed.

KEY WORDS: Education, training program, quality management, sport
RESUMEN

En el ambito educativo, la gestion de la calidad suele llevarse a cabo
mediante la aplicacion de modelos especificos para este &mbito o bien mediante
modelos estandares. Ambas alternativas tienen sus ventajas e inconvenientes;
sin embargo, la mayoria de las organizaciones educativas prefieren implantar
modelos estandares que suelen conllevar ciertos desajustes durante su
implementacién. Para hacer frente a esta situacion, en este trabajo se propone
un instrumento que, aplicado durante los procesos evaluativos de estas
organizaciones, facilita la especificacion y mejora de la participacion, la utilidad
y la transparencia, creando un contexto que favorezca la aplicacién exitosa de
los modelos estandares de gestion. Se describe su aplicacion en la evaluacion
de necesidades llevada a cabo en el Departamento de Formacién Continua de
una organizacion andaluza dedicada al ambito deportivo; se analizan los
resultados mediante indicadores clave antes y después de aplicar el instrumento;
y se valoran las ventajas obtenidas.

PALABRAS CLAVE: Educacion, formacion continua, gestion de la calidad,
deporte

INTRODUCTION

Applying a Total Quality Model (TQM) is one of the main objectives of most of
organizations that desire to progress. This topic began to emerge in the
industrial fields, but currently is a goal for any company. According to Abdi,
Awan, and Bhatti (2008), 85% of companies adopt ISO-9000 as TQM, whose
implementation increases sales, exports, profitability and the welfare of both the
owner and employees.

Organizations dedicated to education, instead of producing goods, considered
these models as an opportunity to focus more on the market, in the same way
that other businesses have done (Liao, Chang, & Wu, 2010a). They began to
apply a TQM without taking into account specific characteristics (Asif, Awan,
Khan, & Ahmad, 2011). The educational field is multidimensional and complex.
It can be interpreted differently by diverse users. Furthermore, their results, for
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example, can be tangible, intangible or the addition of value through exam
scores, employment, earnings or satisfaction (Becket & Brookes, 2008).

Because of the characteristics presented by the field of education, there is
currently no consensus on how to manage the quality effectively. As a result of
this complexity, two main approaches to manage quality have been adopted
(Becket & Brookes, 2008).

On one hand, there are contents, criteria, guidelines or models developed
specifically for education. Some examples are the models of Regnier, Kopelow,
Lane, and Alden (2005), Liao, Chang, and Wu (2010b), or the standard ISO/IEC
19796-1 for learning, education and training (Pawlowski, 2007). According to
Becket and Brookes (2008), the greatest contribution of this kind of approach is
the recognition of the importance of students’ learning experience in quality
management initiatives and, as they have been developed specifically for the
educational context, they are intended to be more compatible with the main role
of education than industrial models. However, except a few cases such as the
model by Srikanthan and Dalrymple (2004), most have been developed taking
industrial models as reference. In addition, these approaches seem not to be
having much acceptance in Europe (Ehlers, Hildebrandt, Gortz, & Pawlowski,
2005) and companies still prefer to apply standard models.

On the other hand, there are the standard models of quality management as
ISO standards or EFQM model. These models have the advantage of adopting
a strategic approach to measure quality and management, as well as the
commitment to self-evaluate instead of using predetermined criteria and
obtaining benefits on administration and services functions. However, to
achieve this point, key requirements must be met during implementation, such
as a high level of commitment, customer satisfaction and the definition of
medium or long-term strategic objectives. Effective leadership and adequate
levels of funding and human resources are also necessary (Becket & Brookes,
2008; Cruickshank, 2003).

Thus, despite the widespread and ongoing implementation of TQM in
educational organizations such as universities or continuing training centers
(Becket & Brookes, 2008; Kasperaviciut, 2011; Sakthivel & Raju, 2006), several
studies confirm that there are difficulties when implementing these models in
these contexts (Asif et al., 2011; Liao et al., 2010a; Pawlowski, 2007; Sirvanci,
2004). Several limitations and imbalances have been identified in the literature
when applying these standard models (Dominguez & Lozano, 2005): I. The lack
of proportionality between investment in effort and time respect to the
improvement achieved. Il. A greater interest in the image of the institution than
in the quality of training (defined as the adequacy of such training to the real
needs of the applicants). Ill. The difficulty of a direct application of standard
models to organizations non-related to the goods production (Pawlowski, 2007,
Van den Berghe, 1998), mainly due to the lack of specification of the objectives
to be met, and the vertical structure of communication between employees
(Boyer, 2003); and IV. Because the training quality is usually assessed
essentially considering outcome criteria, the need to find alternatives to
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evaluate processes, transfer or impact, for instance (Andrés, 2005; Aragon,
2004; Dickerson, 2000; Dominguez & Lozano, 2005).

Moreover, we have observed other difficulties related to management,
leadership, and the existing bureaucratic structures that undermine the
implementation of the models. One such difficulty is the role of the student as a
customer or co-producer at the system, and the impact that this has on quality
measurement and management is discussed (Becket & Brookes, 2008).

A factor that makes worse this situation is the current socioeconomic context
where every organization must minimize costs, especially those that are
financed with public funds (e.g., most of the universities and training program
centers -Martinez & Martinez, 2009- ). It is essential that organizations continue
their commitment to quality, but from the basis of economic efficiency and
taking into account the existing resource constraints.

In summary we can say that, despite the aforementioned limitations when
implementing standard models, many organizations have relied on them, either
directly adapted for use in education. Thus, the need to develop strategies to
facilitate the successful implementation of consolidated models of quality
management has arisen. These models have the potential to improve the
guality of educational institutions and achieve continuous improvement,
regardless of their limitations (Liao et al., 2010a).

The main contribution of this study is methodological and consists of providing
an instrument to be used in evaluation processes of organizations, to foster a
context conducive to the effective implementation of a TQM. This instrument is
structured around three basic TQM references that facilitate proper functioning
of a system: participation, usefulness and transparency. It has been argued that
specification and improvement of these references will cause an enabling
context for the application of a TQM in the addressed area, minimizing the
discussed imbalances (Amo & Cousins, 2007).

As Pawlowski (2007) said, the proper fulfillment of stakeholders’ objectives and
needs (which may well be user satisfaction, one of the primary objectives of
companies to implement a TQM and closely linked to quality - Calabuig, Burillo,
Crespo, Mundina, & Gallardo, 2010-) is the result of a participatory and
transparent negotiation within an organization. Hence, the goal of these
constructs is to promote a context that enhances and improves organizational
quality.

Thus, participation is understood as the specification of different actions to carry
out by those involved along an intervention (Chacon, Anguera, Pérez-Gil, &
Holgado, 2002; Feterman & Wandersman, 2007); usefulness as the
instrumental use of the evaluation results as a benchmark for decision making
(Vedung, 1996; Weiss, 1979); and transparency as the availability and
accessibility of information about the process (Anguera, Chacén, & Sanchez-
Martin, 2008).
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Our instrument is a methodological protocol, whose main objective is to
facilitate the specification of all the organization processes. As a consequence,
participation, usefulness and transparency indicators can be measurable. Also,
the measurement of these three referents will enable their improvement and the
creation of a favorable context for the implementation of a TQM (see Figure 1).

ME—';::TDC:SC:T cAL ORGANIZATIONAL
CONTEXT Minimizing,
v e

PARTICIPATION
USEFULNESS
TRANSPARENCY

CHANGE IN

Y

ORGNIZATIONAL
CONTEXT

Figure 1. Diagram about the way the methodological protocol favors a context that minimizes
mismatches when implementing a TQM.

In this paper, the issue of focus is the field of training programs (Alemna, 2001).
With these interventions, organizations try to respond and meet the workers
needs of training and adaptation, promoting continuous improvement and
retraining of people. More specifically, the question at hand is how to facilitate
the implementation of TQM in a sports-related organization that gives training
programs.

Namely, the objectives of this work are to: 1. Provide a tool to facilitate the
implementation of quality standard models in educational contexts. 2. lllustrate,
using best practices, the applicability and potential of this tool in the needs
assessment process in an educational organization of the sports field.

METHODOLOGICAL PROTOCOL TO DESIGN, IMPLEMENT AND
EVALUATE TRAINING PROGRAMS

Table 1 shows the methodological protocol organized in two dimensions
(Anguera et al., 2008; Chacon, Sanduvete, Portell, & Anguera, 2013): |.
Sequences of assessment types (before, during and after implementation) Il.
Methodological referents (objective, methodology -participant/s, instrument/s
and procedure-, and evaluation). These dimensions are consistent with the
approach of Pawlowski (2007), which stated that relevant actors and processes
for an organization must be identified for quality development, as well as tools
and methods based on previous objectives. Furthermore, these dimensions
respond to vital issues that, according to Petridou and Chatzipanagiotou (2004),
should be answered when planning interventions in training program centers.
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Table 1
Methodological protocol to design, implement and evaluate training programs

Methodological referents

Sequences of assessments types Objective Methodology Evaluation

Needs assessment
Before Objectives assessments

Design assessments

During Implementation assessments

After Results assessments

The implementation of the methodological protocol is considered part of the
program evaluation process, essential in any organization that is dedicated to
training programs (Hernandez-Mendo, 2001). Its applied in a process of training
needs (TTNN) assessment due to a practical question of space, and because
this stage is considered essential to achieve competitiveness and services
efficiency (De Diego, Fraile, & Boada, 2004). These concepts are intrinsically
linked to participation and later user satisfaction. Nevertheless, the protocol
could be implemented in any other evaluative stage.

The implementation was based on the theoretical model by Altschuld and Witkin
(2000), adapted by Chacon, Lara, and Perez-Gil (2002). According to this
model, the needs assessment process is formed by three successive stages:
pre-evaluation, main evaluation and post-evaluation. In Table 2, this model is
specified using the methodological protocol.
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Table 2

Methodological referents in needs assessment

Methodological referents

Methodology

Objective Evaluation
Participants Instrument/s Procedure
Determine Units from Various Collect existing needs.  Describe
preexisting which existing instruments based  Organize information preexisting needs
informationon  needs are on the type of gathered. preliminarily.
needs. detected. needs to analyze, Develop the technical
Identify areas previous report.
Pr of greatest knowledge about  pjan next stage.
e-eval. g
need. them and the Specify preliminary
Set limits and organizational criteria for analyzing
define context, the needs assessment
potential Itis common to at the end of the
sources to use non- process.
collect more standardized
information. instruments.
Perform Units from Various Administer selected Describe
primary data which existing instruments based  instruments. preexisting needs
collection needs are on the type of Collect and analyze preliminarily.
(currently detected. needs to analyze, data about existing
existing previous needs.
Main eval. needs). knowledge about Elaborate the
them and the technical report.
organizational Plan next stage.
cqntext. Set preliminary
It is common to priorities to the final
use non- needs assessment.
standardized
instruments.
Prioritize Units from Instruments Delineate final Assess needs
needs. previous sufficiently priorities and criteria based on the
Connect data stages. objective to for decision making. prioritization
previously It is possible prioritize the Weigh alternatives to criteria previously
collected with  the identified needs, address priority needs.  defined.
Post-eval.  action plansto  participation of ~ avoiding Formulate action plans ~ Assess the
determine and  other relevant ~ managing (considering assigned  process and
implement. involved convenience resources). results of the
users. criteria. Elaborate the needs
assessment.

technical report.

Next, we describe the implementation of the protocol in the needs assessment
carried out in 2006 in order to design the 2007 Training Program in the
Department of Training of a prestigious Andalusian sports organization,
dedicated to promoting training, research, study, documentation and
dissemination of Sciences of Physical Activity and Sport, and regarding nautical
sports too (Chacon, Sanchez-Martin, Sanduvete, & Holgado, 2007).

METHODS

1. STAGE 1: Pre-evaluation

1.1. Objectives

1. Determine preexisting information about TTNN on the organization; in this
case, the needs identified during the previous training program (2005); 2.
Identify areas with more TTNN; and 3. Define potential sources to collect more
types and amount of information.
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1.2. Method

1.2.1. Participants. The sample consisted of 355 people who attended training
activities (TTAA) from the previous training program. They were part of the
Andalusian sports system; for example, graduates in Science of Physical
Activity and Sport, teachers, or coordinators of sports programs. According to
the organization guidelines, the gathering of the information was anonymous in
order to encourage the participation of users and avoid social desirability in their
responses.

1.2.2. Instruments. Satisfaction questionnaire. Data were obtained from an
open response item from the questionnaire, specifically item 14 Propose other
TTAA in which you would like to participate to enhance your performance in
your work (Chacén, Gémez, Sanchez-Martin, & Sanduvete, 2006).

1.2.3. Procedure. The technical team collected 149 different TTNN, including
those requested in item 14 from satisfaction questionnaires administered in
TTAA implemented during 2005 training program, and 5 TTAA planned for this
program but not implemented. The management of the organization and
technical team grouped TTAA according to their content in six knowledge areas
established by the management (Management and Sports Administration,
Sports Medicine, Sports Infrastructure, Sports Tourism, Sport and Physical
Activity, and Training for Trainers). Later, the technical team transferred the
procedure and published results in a report. Finally, the next stage was planned
(among other tasks, the technical team prepared a questionnaire to be used in
the main evaluation stage); and both direction and technical team agreed on the
preliminary criteria for analyzing the needs assessment at the end of the
process.

1.3. Evaluation

We described all TTAA requested by participants in the previous training
program, along with the TTAA not implemented.

2. STAGE 2: Main evaluation
2.1. Objective

Collect existing TTNN in the organization during the development of the training
program that was being implemented (2006).

2.2. Method

2.2.1. Participants. On one hand, the TTNN questionnaire was sent to 172
sports agents from Andalusia. They had the same characteristics as the
participants in the pre-evaluation. They belonged to, for example, General
Managements related to sports, Sports Institutions or Universities (in total, 15
different stakeholder groups). The 36 sport agents who answered the
guestionnaire formed part of the sample. On the other hand, 148 attendees to
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TTAA expressed their TTNN fulfilling the satisfaction questionnaire item 14
administered in TTAA implemented until May 15, 2006. This deadline was
chosen to process the information and include it in the design of the new
program. We involved to different types of participants in attempt to collect the
highest and most varied amount of information. As in the previous stage, data
collection was conducted anonymously.

2.2.2. Instruments. 1. Questionnaire to assess TTNN; it asked about the
denomination of the proposal TN, degree of need (from 1 —the lowest- to 5 —the
highest-), modality (in-person, distance, tele-training or another),
usefulness/improvement in your job, target population and proponent (work and
institution, organization or administration in which worked); and 2. Satisfaction
guestionnaire. Data were obtained from Item 14 Propose other TTAA in which
you would like to participate to enhance your performance in your work.

2.2.3. Procedure. The technical team sent an e-mail with the questionnaire to
assess TTNN to 172 Andalusian sports agents, asking for completion and
forwarding. In parallel, TTNN voluntarily expressed by participants in the
satisfaction questionnaire were collected. After the established period of time, a
total of 153 TTNN were gathered. They were grouped by the management and
technical team into the previously mentioned knowledge areas. Later, the
technical team transferred the followed procedure and provided results in a
report. Finally, the next stage was planned; among other tasks, the technical
team prepared a questionnaire to prioritize TTNN, and preliminary priorities for
the final needs assessment were established.

2.3. Evaluation

As in the previous stage, TTNN were described. In this case, the TTNN
requested by the sports agents and the participants in the Training Program in
2006.

3. STAGE 3: Post-evaluation

3.1. Objective

Prioritize TTNN identified in previous stages, and connect them with the design
of the Training Program in 2007.

3.2. Method

3.2.1. Participants. The sample was composed of 31 sports agents among the
same 172 who had the opportunity to participate in the main evaluation stage.
The collected information was also processed anonymously.

3.2.2. Instruments. Questionnaire to prioritize TTNN. This listed the 302 TTNN
registered in previous stages, categorized in the cited knowledge areas.
Participants were asked to prioritize the TN and determine the favorite city to
give the designed TA.
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3.2.3. Procedure. The technical team emailed the prioritization questionnaire to
the same sports agents who were taken into account in the previous stage.
Participants were asked to prioritize a maximum of 10 TTNN from the
knowledge area/s in which they were interested. Based on this information,
TTNN to be attended in the Training Program in 2007 were decided.

After collecting the questionnaires, data were coded. Finally, based on the
Dunn-Ranking’s scaling method (Sanduvete et al., 2009), the technical team
obtained the list of prioritized needs and prepared a report in which the
procedure was carried out and specified results.

3.3. Evaluation

After an overall assessment of the process and the obtained results, the
management and the technical team verified that 106 TTAA had the same
prioritization order than another. Nevertheless, these draws did not adversely
affect the final decision making. The Plan was conformed following faithfully
these results. The inclusion/exclusion criterion to be part of the Training
Program in 2007 was, after applying the Dunn-Ranking’s method, to be in a
position above the relative cutoff in each knowledge area. Specifically, the
proportion of TTAA to offer in each area was obtained from the relative
frequency of TTNN proposed and prioritized by areas. The management
established that the Training Program should include a maximum of 60 TTAA
given available resources.

Based on technical reports prepared throughout the process, two books were
published by the organization (Chacén et al., 2007). They became part of the
library of the organization, were sent to the potential agents, and were
commented and discussed in a meeting about training.

4. MEASUREMENT OF REFERENTS

Once objectives, methodology and evaluation system used at each stage of the
methodological protocol were discussed, the referents could be measured in a
simple way. For the measurement of the referents participation, usefulness and
transparency, Table 3 shows a set of indicators developed based on EFQM
model adapted to the Andalusian Government (Consejeria de Justicia y
Administracién Publica de la Junta de Andalucia, 2004). They are likely to be
modified according to the specific evaluation process to be analyzed. The use
of indicators is very common in both program evaluation and in the area of
quality management, thus its use, in addition to be useful, enhances the
convergence with TQM.
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Table 3
Indicators to measure the referents
Specification Indicators
P1. Number of actions specified and executed
- Measuring actions by the management
- If actions favored the response of P2. Number of actions specified and executed
potential stakeholders by the technical team

P3. Number of data collected
U1. Number of instruments used

- If comprehensive information for

subsequent decision-making was U2. Degree of accuracy in the results (number
collected from stakeholders of draws)

- If information was accurate enough

to facilitate decision making U3. Degree of fit between the obtained results

obtained data

T1. Number of stakeholder groups
- If a policy of equality was potentiated T2. Number of publications on process and

- Degree of diffusion of relevant outcomes
information T3. Number of process and results diffusion
strategies

P: participation; U: usefulness; T: transparency

RESULTS

In Table 4, we quantify the indicators considered for the measurement of
referents participation, usefulness and transparency, in the needs assessment
process previously described (2006), where the methodological protocol was
applied. The same is done for the previous needs assessment (2005), where
the methodological protocol was not applied, although minimum guidelines were
followed based on the theoretical model used in 2006 (Chacon et al., 2006).

Table 4
Quantification of indicators for measuring the referents in needs assessment in 2005 and
2006
INDICATOR 2005 2006

P1. Number of actions specified and executed by the management 4 7
P2. Number of actions specified and executed by the technical team 9 14
P3. Number of data collected 217+5 302+31
Ul. Number of instruments used 121 136
U2. Degree of accuracy in the results (number of draws)
U3. Degree of fit between the obtained results and the final proposal (% 85 100
agreement)
T1. Number of stakeholder groups 9 15
T2. Number of publications on process and outcomes 3 2
T3. Number of process and results diffusion strategies 2 3
P: participation; U: usefulness; T: transparency
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We found improvements in nearly all the indicators measured: 1. Regarding
participation: (P1 and P2) the number of specified and executed actions
increased; (P3) in 2005, 217 data were collected in pre-evaluation and main
evaluation, and 5 prioritizations in the post-evaluation; while in 2006, 149 TTNN
were collected in pre-evaluation, 153 in the main evaluation (302 in total) and
31 prioritizations. 2. With respect to usefulness: (U1) in 2005, information was
collected with two questionnaires (one common in pre-evaluation and main
evaluation, and a different one in post-evaluation); while in 2006, we used four
(one in pre-evaluation, two in the main evaluation and one in post-evaluation);
(U2) the number of draws in the final prioritization decreased from 121 in 2005
to 106 in 2006; (U3) the degree of fit between the results obtained in post-
evaluation and the final proposal for the training program increased from 85% to
100%. 3. Regarding transparency: (T1) the number of different stakeholder
groups changed from nine to fifteen; (T3) the number of diffusion strategies
increased from two (library and delivery to stakeholders) to three (the previous
two, and meeting on training).

DISCUSSION AND CONCLUSIONS

Detected changes suggest that the implementation of the protocol enhances the
specification and improvement of the referents participation, usefulness and
transparency. The reason seems clear: when processes are specified and they
become visible, you can see latent problematic more clearly, and organizations
strive even more for minimizing or overcoming them. The consequence: the
environment changes in training organizations in order to more appropriately
implement TQM successfully and minimize mismatches that often occur during
its implementation; concretely: 1. Effort and time devoted to tasks of quality
management were balanced with improvements, since: I. The level of
involvement and participation increased, reflected in the increase in both the
number of specified tasks executed by management and technical equipment
(consistent with those to be carried out by applying a TQM), and the responses
in participants; Il. The usefulness of the obtained results with the performed
actions increased, because the information collected was more varied,
accurate, and consistent with the final proposal. 2. The training quality and user
satisfaction were enhanced, as the developed program was largely adjusted to
the real needs of the employees: I. The high degree of participation promoted a
more exhaustive information collection; Il. The variety and accuracy of the
collected information allowed the increase of its usefulness, adjusting the final
product greatly to this information. 3. The adaptation of TQM to the organization
was promoted because objectives and actions were specified, and horizontal
communication among employees was promoted: I. Increasing the usefulness
because of the program adjustment to the request of participants. Il. Increasing
transparency, with the participation of different stakeholder groups, and the
diffusion placed within the reach of anyone interested in information about the
procedure and results.

The usefulness of this instrument has been made visible through good practice
In needs assessment, a process that is not usually carried out and that implies,
among other aspects, the active participation of users. According to Liao et al.
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(2010b), quality management factors in higher education and training programs
would focus on the customer, employee participation and teamwork, continuous
improvement, recognition and reward, education and training, and leadership.
Thus, through the analyzed process, it is evident that direction and focused
work which has been carried out on most of the factors involved in quality
management in education. It would be necessary to ensure the involvement of
the management team in the aspects of recognition, reward and leadership,
which are also essential for the proper implementation of TQM (Becket &
Brookes, 2008).

This work is also in accordance with the main line of recent research in the
sports management area, which has a basic aim to design specific measures
on quality of service (Morales, Hernandez-Mendo, & Blanco, 2009) and
customer satisfaction (Nuviala, Tamayo, Fernandez, Pérez-Turpin, & Nuviala,
2011).

This article has attempted to demonstrate the methodological protocol
usefulness, as an integral strategy in the evaluation process in organizations
dedicated to training programs, to promote synergies that minimize mismatches
to implement a TQM in these contexts. We consider this protocol to be a useful
and adequate tool to implement in crisis situations because it maximizes the
organization of resources, is easy to use, and complements with any other tool.
An advice when using this instrument is to implement the protocol in the current
organization situation in the desired assessment stage and, from there, define
the objectives to be achieved by specifying them through the protocol again.

It should be noted that the methodological protocol was effectively applied in
two other organizations dedicated to training programs. One of them is now
accredited after implementing a recognized TQM.
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