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The quality of education is largely determined by the quality of the lecturer’s
expertise and professionalism. Employers and employees are aware of this
fact and are thus in continuous dialogue regarding this under the heading of
‘professional autonomy’. This dialogue renders the building blocks of professional
autonomy ever more distinct by:
>  Greater involvement and right of say of professionals in

determining educational practice
>  Professional development
>  Strengthening the team approach
>  Developing the balance between responsibility and accountability

To support this process, Zestor, the job market and education fund for universities
of applied sciences, has developed an incentive scheme. Universities of applied
sciences can take advantage of additional funding to launch projects to create
professional autonomy. More than 18 universities of applied sciences have started
experimenting with increasing the right of say and involvement of lecturers as part
of this scheme. The challenge here has been to determine how to deal with the
tension generated by using and creating professional autonomy within a turbulent
policy environment.

Autonomy, including professional autonomy, exists merely by the grace of
limitations. Within each university of applied sciences these limitations are,
among other things, determined by external regulations and legislation, internal
policy and regulations, standardisation based on guidelines, protocols and
instrumentation. But the universities of applied sciences” mission and vision also
create limitations.

The ‘game’ of broadening or, alternatively,

limiting professional autonomy, has two sides
of play. On one side, lecturers attempt to
expand their professional autonomy, which is
more easily achieved if the limitations are not
set in stone. On the other side, parties that
feel authorised to do so limit the professional
autonomy of lecturers (e.g. the government,
unions, institutional board, management and/
or staff). Occasionally, there appears to be
more autonomy than assumed. All players have
individual responsibility in bringing the game
to a successful conclusion and actively giving
shape to that autonomy.

This booklet explains the rules of play of this
intriguing game and offers inspiring strategies,
practical examples and tips for ultimately
becoming the ‘winning team’.

Jan-Willem Meinsma  José Muijres

Chairman of Zestor Vice Chairman of Zestor
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PAGE SIX

QUALITY THROUGH
DIALOGUE
AND TRUST

The debate on professional autonomy in higher professional One is not possible without the other. A holistic approach,
education has been going on for some time. It is important for understanding, dialogue and trust are all needed. Lecturers and
the quality of higher professional education to continue with this lecturer teams play a key role in this.

debate and keep this topic alive.
For a lecturer to perform this key role, it is important that

Change demands an open mind and perseverance, not only on the  insight is obtained into the area of tension and into the complex

part of lecturers and lecturer teams, but definitely also among interaction between lecturers and their professional environment

managers, administrators and the government. with regard to professional autonomy and educational quality.

A successful broadening of the professional autonomy and

quality improvement requires collaboration and is closely linked

to the development of teams, peer consultations, professional
standards, administration and policy.

Leadership and
responsibility

Professional
autonomy
area of
tension

Psychological
contract
Good employer

/employee practices

Source: "Ruimte voor vertrouwen". Essay (2012)
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Lecturers are driven professionals who actively
develop in their role and discipline with passion
and enthusiasm. They are often able to
adequately estimate their work based on their
own experiences, knowledge and insight, which
in turn benefit quality. The more effectively the
professional autonomy is utilised, the better the
quality of the education.
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Society, educational institutes and fellow
lecturers need to be able to trust that lecturers
will utilise their professional autonomy to the
fullest. This requires ‘guarantees’ (diplomas,
relevant competencies, accreditation, an
assessment and development system, etc.).
Within higher professional education, the
development of professional standards and
ethical codes is therefore essential for the

further development of professional autonomy.

The debate on professional autonomy and the
role of lecturers must include a critical dialogue
on and the further development of individual
expertise, joint expertise (practical wisdom), a
strengthening of the (status of the) professional
group and an administrative philosophy based
on trust. As a lecturer, you play a key role in

this as the guardian of the profession and
professional autonomy.

Don't focus on
what should ve but isn't.

focus on what is
and what could ve.

This publication aims to provide you with direction and inspiration to take action
and constructively tackle the challenge of continually developing, monitoring and
utilising your professional autonomy. The ultimate goal is to jointly enrich the
profession and improve educational quality.

In the following chapters, we closely examine the three dimensions mentioned
above. As inspiration and guidelines for getting started and persevering, we provide
tips and examples of successful projects at universities of applied sciences.



The professional autonomy of a lecturer at a university of applied sciences is not a
purely individual matter without obligations. Autonomy entails the ‘sacred’ duty to
make the most out of it. Lecturers must continuously assess whether their actions
are adequate.

The goals of higher professional education are viewed differently (and sometimes www.youtube.com/watch?v=64jNETH4otI&hd=1
conflictingly!) from the perspective of the student, university of applied sciences
administrator and professional field. So the lecturer must assess his or her own
actions from these different perspectives and goals. Unfortunately, it isn’t possible
to meet all goals to the fullest. It is often a matter of optimising the goals of the
different stakeholders. This is not something a lecturer can accomplish alone.
Ideally, the assessment of this involves colleagues, students, managers and the
professional field.

Adequate action then takes on the significance of justified action in the double
sense of the word: Is it justified in terms of the intended goals?
And can you justify it both as a lecturer and as a team?



To increase the quality of education, lecturers

must be facilitated to use their common sense,

act professionally, and assess based on intuition,

personal discretion and an educated guess
Although lecturers appear to be able to drive
their own professionalism, in many cases this
does not adequately contribute to broadening
professional autonomy. It might feel like
‘fighting a losing battle” and a lack of trust

As stated in the introduction though,
professional autonomy cannot be broadened
unilaterally. After all, autonomy within a
university of applied sciences exists merely by
the grace of limitations that are determined
collectively. In other words, professionalisation
alone is not enough; lecturers have a higher

mission

It is not surprising that as a professional - and

therefore also as a lecturer - you are strongly
oriented towards developing your professionalism:
obtaining a Master’s, developing research skills,
and enhancing didactic skills. In other words,

you pursue lifelong learning. To actually increase
professional autonomy, you can link your individual
professionalisation to that of other lecturers and
share it with other colleagues within the university
of applied sciences (managers, decision-makers
and administrators). Targeted collaboration,
transparency and dialogue increase trust, and
with that the possibility of greater autonomy for

individual professional action.
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As an individual lecturer, you play an important role in earning the trust of management and utilising your professional
autonomy. Like a carpenter, you need to show that you are a master of your craft. The lack of specific and distinct professional
training for higher professional education lecturers requires a learning and development-oriented attitude. This requires
collaboration (within teams) and custom support (by the HR department).

To stimulate collaboration, you need to organise your professional practice to ensure a continuous and critical mutual dialogue
on quality. You also need to be willing and in the habit of quality assessing (or having assessed) yourself and others. Intervision
and supervision can further help you in this process. Collective professionalism must then be sustained through a sufficient
professional level of knowledge, expertise, skills and experience - in other words: on-the-job professionalisation. Continuous
training is preferable within the team instead of externally and separate from the lecturer’s educational practice.

Custom support is necessary as different requirements are placed on lecturers in terms of knowledge and skills for every
discipline, lecturer role and experience. As a novice lecturer, you will need more support and clearer guidelines for didactic
approaches, for example, than an experienced lecturer would. Sufficient autonomy is needed early on in order to grow

and demonstrate that you make the most of your autonomy. This is possible through a good HR policy aimed at specific
(heterogeneous) lecturer wishes and needs in various career phases.




fp.om Ionelj stpiker
To Teamplanea

Research (Benchmark Report 2012) shows that, fortunately,
many lecturers are satisfied and appreciate the freedom they
are granted to carry out their work. Collegiality is also often
mentioned. Lecturers are less satisfied with open and honest
communication within the team and collaboration outside the
team. Debate and dialogue are essential to link the orientation
towards individual expertise development and joint expertise,
strengthen the status of the professional group, and create an
administrative policy based on trust.

The question is: Are you, as a lecturer, willing and able to enter
into dialogue about professional skill and autonomy? Are you
being heard? Do you dare make yourself vulnerable and do

you distance yourself from your autonomy? Talk to colleagues
about educational content and quality instead of just the limiting
conditions. How do you do that? What do you really feel is
important? How do you deal with this as colleagues? Do you dare
confront each other about a failure to fulfill agreements? Can you
jointly develop standards?

Benchmark Report: Work perception

in universities of applied sciences (2012)

Teaching staff figures

7.9 Autonomy to carry out work

7,8 Collegiality

6,5 Open and honest communication within department/programme
7,6 Collaboration within department/programme

5,5 Collaboration between departments/programmes

He who eules over othees
should fiest ve his own master

Personal and professional growth requires active
participation and depends partly on your surroundings.
Your autonomy and its extent is based on confidence in
your knowledge and skills as a professional. You develop
this through permanent education and experience, as well
as through critical dialogue, sharing, testing, reflecting
and improving based on shared values and norms within
your team, institution and professional group.
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Open the classpoom dooe.,

seek out and Suppord' edch other

Thwug‘h coaching, and Togefheg -
detepmine how to work smapter

and moge eﬁecﬁvely

S

aagumenfs distance

Dialogue connecTs,

Several universities of applied
sciences have started projects

to facilitate this dialogue, gain
experience and link it to individual
professional development.
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You've 9\01’ the POWER!

\

Be proactive as a lecturer. This means more than just taking the
initiative. Proactive people take the initiative to influence things
they can do something about. Many people wait or conveniently
hand over their responsibility to external events or others.
Proactive people primarily focus on their own behaviour and
thoughts. The ability to influence is an important part of this.

ourselves
views

uene
o e

c\.\o'\qe'bf response

D,
rents, upbringin®

Source: The Seven Habits of Highly Effective People,
Stephan R. Covey (2009)

Covey talks about a circle of concern and a circle of influence.
The first circle contains those things we cannot influence, such as
‘the world’, our upbringing and the past. “This is not something
we should concern ourselves with”, says Covey. Proactive people
focus primarily on issues within their circle of influence.

Obviously, you cannot influence everything that happens to you.
But you can decide how you respond. Proactive people realise
that they choose their own response to a situation. There is
always room between ‘stimulus” and ‘response’ in which we can

determine our own response.




For three years, I've been researching how to develop inspiring
teaching. It turns out that a lecturer is more inspiring and
inspired if he or she explores and determines educational
goals and quality standards independently and together with
colleagues, and has the opportunity to develop his or her
professionalism in this direction.

Unfortunately, I still see too few lecturers ‘consulting’

one another in determining quality standards, lecturer
competencies and working towards professionalisation. Lecturer
professionalisation should be linked to own and shared ideals
and views of high-quality education. Earning a Master’s as a
form of professionalisation in higher professional education
contributes to a more solid theoretical basis, but does not
guarantee better educational quality.

Expertise is also improved by approaching daily practice with an
open mind. Theoretical knowledge provides a better foundation
for your actions, but primarily also insight into student learning
and your contribution towards supporting this: what do my
students need from me and how can | provide that? Ask them
and take a closer look at their involvement and learning methods
for your discipline.

Critical talks with colleagues provide
different perspectives: what kinds of
professionals do we want to produce

and how can we achieve that? Ask fellow
lecturers to attend your classes. Have a
critical mirror held up in front of you: are
you achieving your goals? Universities of
applied sciences and study programmes
should facilitate these forms of learning
more since, after all, improving educational
quality in this way costs relatively little and
becomes embedded in the roots of our
education.
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INSPIRATION |

Discover. your Top 5 peesonal Talent's
using~ the online talent deveIoPmenT ool

The starting point for the NHL University of Applied Sciences project is the
fact that the talents and personal competencies of lecturers and managers
form the basis for their professional development. Discovering these enables
a better match between talent and function. This positive approach makes it
much easier to motivate lecturers to analyse themselves.

The tool is based on self-assessment and helps you identify your strengths.
The toolbox contains 35 competencies. After answering the questions, you
are shown your top 5 talents. You obtain insight into your traits and motives:
what are you naturally good at? From what do you derive satisfaction? What
is important to you in your work? This information helps you find a match
between your talents and your position at work. The results of this tool are

used for performance, development and career discussions.

- Talentenwijzer
- voor Docenten
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This talent toolbox is used extensively at Lecturers have a constant need to talk to each other about their experiences. The
NHL University of Applied Sciences. Their role of a coordinator, who keeps this on the agenda, is essential to this.

experience with this tool is that the positive and
appreciative use of the instrument alone is not  Ppofessional autonomy is not avout wou peesondlly decidin what
enough to actually use it. Something must also ou wan"’ -‘—0 Iea&n and bein ‘chmfﬂfed in Thdf Ieaan'm ‘ &, is
i R fiest and fopemost avoul lectupers discoveting theie Talents
and Talking To managees and colleagues avout how to make tThe
most o0f Those Talents within the team.
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INSPIRATION |l

An inspiking, project week for lectupers
and a ca’ral‘\js’r fop. s‘mengfhening
individual expeTise, developing new

met hodologies, and Jo'mﬂ\\j impgoving‘ The
cugpiculum.

At the Royal Conservatory of The Hague, a link
was sought between main subject instruction
(instrumental or vocal lessons) and theoretical
instruction (general music theory, analysis, music
history, etc.).

The theoretical instruction at the Royal
Conservatory had always been divided into dozens
of different subjects. There was too little coherence
and an inadequate link to the students’ main
subject areas. This undermined the students’
motivation to take the theoretical classes. Also, the
content of the classes did not link up sufficiently
with the knowledge and skills required of a
musician in the 21st century to be independently
successful. There was a collective realisation that
change was needed, but what kind of change?

Lecturers were given the opportunity to

determine all content. This was expressly aimed
at quality improvement, not cost-effectiveness.
The school administration gave free rein, and
resources were made available to support the
lecturers, provided they took their responsibility
seriously and came up with a concrete proposal
for a curriculum change. An additional
requirement was that the new curriculum would
not be any more expensive than the current one.

Giving the main subject and theory lecturers
this professional autonomy, and facilitating its
utilisation resulted in a successful collaboration
with an unexpected and even international
spin-off. Theoretical education took on a more

coherent role within the new curriculum.




The project started with a project week (work
conference) in which 33 lecturers from various
disciplines (theory and main subject lecturers)
took part. A location outside the conservatory
was chosen in order to schedule the conference
ahead of time and ensure complete focus on
the project contents. During the project week,
goals were agreed, discussions held, and
everyone listened to what the others had to
say. International guest lecturers from partner
institutions were invited to provide inspiration
with examples from common methods used
elsewhere, and so on. This gave the lecturers
an international perspective on their work. The
week proved to be a tremendous driving force
for the entire process.

The conference was followed by an intensive
follow-up process, during which all ideas and
agreements were developed further in four

sub-groups.

PAGE NINETEEN

Lecturer awareness and a positive attitude towards change
> Freedom to determine content

> Not a savings project

> Maintaining, facilitating and organising a good pace

> Project week at external location as a driving force

The renewal process was facilitated and supervised by the conservatory to keep
it progressing smoothly. The numerous individual subjects were combined in the
new academic year and offered with updated contents.

A benefit of the project is that much effort is devoted to promoting lecturer
expertise. Lecturers must learn and apply a new methodology in the new
curriculum. That requires considerable flexibility but first and foremost provides
energy and a challenge. It stimulates the lecturers in their individual professional
development. “We have even received requests from abroad to explain our
approach. That also provides an extra boost.”

The new subjects and methodologies have since been described and tested with
students. The new curriculum will be in place in September 2014.

‘I hope that lectueers and instifufions will make effoefs fo
continuous! improve education vased on lectuper eiPeL‘ﬁse‘
Lectueeps need To ve encomaggd Yo continually ask Themselves
wheThee eve&ﬁhing\ is going‘ as planned, and gjven The
professiondl Aufonom\\’ 0 answep This.“
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JOINT
PROFESSIONAL
DEVELOPMENT

Team development, staggered (team) leadership,
and professional and occupational standards

Increasing professional autonomy and earning trust in this regard within

the institution requires the development of both individual expertise and
joint expertise (practical wisdom). Using lecturer teams as a knowledge
community is an important tool for shaping lecturer professionalisation.
Teams also play a crucial role in reducing fields of tension within the
organisation. Lecturers and teams also play an important role in formulating
clear professional standards and ethical codes to serve as a compass.

S‘t’aengfh in numbers

This requires a different vision on the position and role of teams (and
lecturers) within the educational organisation. Bottom-up support for team
development and appropriate (team) leadership is preferable. However,
lecturers also need to isolate themselves less and work more towards
common goals, teamwork, and team strength.

Teams and lecturers first and foremost play a steering role in increasing,
monitoring and utilising professional autonomy and, consequently,
educational quality. To effectively fulfill this role as a lecturer and team,
individual members also need to learn to think, direct (demonstrate
leadership), collaborate and take a stand as a team.

|+

For lecturers in higher professional education, it is
not necessarily a matter of course to collaborate
and share experiences, knowledge and expertise
with colleagues. Some lecturer teams work well
together and succeed in improving themselves and
the quality of education. Other teams struggle or
fail to achieve this. One thing is certain: it does not
happen automatically. Sometimes a vision, initiative,
leadership, safety and/or openness is lacking.

Often the problem is time or other priorities.

When universities of applied sciences do succeed

in mobilising lecturers and teams, tremendous
energy and solidarity is created. It becomes clear
that, as a lecturer, you can indeed influence your own
work practice, educational quality, and professional
autonomy. For example, you can pick up the ball
yourself (proactive) instead of dropping it elsewhere.
This does not happen automatically. The educational
institute must support and facilitate this process.
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'\"he essence 0f TﬁdmwOKk An educational institute must offer lecturers an attractive

learning environment. This requires a form of personal team

(s |€ﬁ£ﬂlﬂg\ TO dedl wd—h 1—he leadership aimed at increasing expertise, autonomy, and

flffﬁl&nc%S \oeTween DOu and connections. Most institutions are still managed with a focus
on performance and controllability which has a stifling effect.
The othees . / J

Staggered leadership can offer a solution. With staggered
leadership, you have more influence as a lecturer based on
your expertise and experience, which you claim (and are
granted] as an educational professional and with as much
discretionary power (freedom to assess or act independently)
as possible.

St a%eaed leadepship: a4 school of fish That appeaes To move in sync
4s 4 ggoup and PaoTed’s itselt without dny one fish Taking The lead



Small teams

Two small teams achieve
more than one big team.
Choose variation
Choose different personalities

and competencies in your team.
Clear leadership

Allocate leadership tasks or choose
a leader from your own network.
Room for individuality
Self-managing teams - leaders maintain a distance.
Communicate

Don’t think for others, listen,

and make agreements on how

and whether or not to share information.
Experiment

Alternate tasks, allow for

different perspectives.

Celebrate succes

Hard work, goal achieved, time to celebrate!



To utilise professional autonomy and work together
with your colleagues on strengthening expertise,

it is important to have a good idea about your own
strengths and weaknesses when it comes to teach-
ing. Have | mastered the basic skills, such as clearly
explaining content, creating a task-oriented work
climate, and actively involving students in educational
activities? Do | gear my explanation to the individual
possibilities of my students? Do | develop custom
assignments? Do | systematically follow the progress
and development of each student? Do | offer them the
attention they need? Am | able to give clear direction to
my work? Can | motivate myself and organise my work
so that | follow my own plans? Am | able to critically
examine my own performance and invite others to help
me with this?

Opening the classroom door, seeking out and sup-
porting each other through coaching, and together
determining how to work smarter and more effectively
is what determines the quality of the learning culture
at universities of applied sciences.

The quest for professional autonomy originates from
the question: how can we make a university of applied
sciences an attractive learning environment for
lecturers? Lecturers, managers and administrators
share their leadership in this.
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INSPIRATION 1l

Pit Stop for team development -
Inholland University of Applied Sciences

Successtul Tean development by and fop.
lectugers, vottom-up stimulation, centeal
facilifation, and long-teem satequanding with ¥it
Stop for Teams.

If you want your lecturer teams to be stronger and have greater

responsibility, the teams themselves must also take the initiative.

In the past, Inholland used a rigid top-down educational model
for this.

(

(Dhj do Th'mgs

die\cegenﬂﬁ'{

We've held sevepdl Team
da\\,s in The past, made
a%eemenfs and set godls.
but that was
The end of iT.




Think. big, act small

One of the teams in this project indicated that they were always extremely busy.
“We're a small study programme with few staff and there is nothing we could do
about it.” The question is: What caused all that work pressure? How problematic
was it really? Was there truly nothing that could be done? The problem was
recognised by all team members. The goal (determine the cause of this time
pressure] and ambition (change this) were embraced. The primary cause for
the time pressure turned out to be an ambiguous and inconsistent message to
students, such as with regard to the supervision of graduate projects. Students
walked in to get help all day long.

WOhat vothers you most? €ach othee
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INSPIRATION
TOOLS

Teams are better able to handle complexity than individuals. Bringing
together different competencies, perspectives and backgrounds in
teams pays off. How do you compose a team of suitable individuals?

There appeaes To e 4 Sig‘niﬁcanf and sflong\
aeMﬁonshiP between mope team develoPmenT
oppor-tunities and pesult satistaction

Teams that can create development opportunities perform better.
A focus on the following enhances team development opportunities:
> Creating the future

asserting (long-term) goals
> Organisation

making agreements, allocating tasks, agenda
> Reflection

viewing and discussing problems and solutions

from different perspectives
> Engaging in dialogue

communicating, coordinating, discussing

If all of these activities are given an opportunity, teams are more
successful in solving complex issues, achieving change and
implementing innovation. Teams that primarily focus on the future
and organisation struggle to acquire innovative insights. Teams that
primarily focus on the shared experience (reflection and dialogue)
are creative, but struggle to achieve results. The four dimensions are
naturally at odds to some degree.

You ape more awage
ot The ditsepent poles and dimensions

That age impoa‘fm’r fop.
effective Teamwork

Research shows that teams often have one leader. Most

leaders focus on the future and organisation.

As a result, development opportunities (and results) that

originate through more dialogue and reflection are often

neglected. By linking responsibility for each dimension/

activity to the personal competencies and roles within

the team (shared leadership), a good balance is created

and joint development opportunities are enhanced and

utilised more fully.

With the help of the four
dimensions and practical
tools (model, dimension
cards for shared
leadership, and an online
analysis tool), teams can
improve their teamwork
and results.

Creating
the future

Reflection

Organisation

Engaging in dialogue



It is often difficult for teams to evaluate structurally, yet this helps them achieve much better
results. So why do they spend so little time on this? It may be because they need to be good at
engaging in dialogue and reflecting, something most teams find difficult. Further research by
Karin Derksen has shown that more development opportunities and structural evaluations lead to

better results, which otherwise can be disappointing.

Every time they collaborate, Team A evaluates using the app for team development opportunities.
The team members indicate that these evaluations have helped to more easily reveal mutual
irritations, such as times when two team members really want to discuss more details, while the
other two do not see the added value of this for the intended result. By discussing this openly, they

resolved the problem relatively quickly and together made the best decision.

Team B only evaluated the first and last time they worked together on the assignment. In this
team, one team member (c] wanted to further examine the problem, engage in dialogue and
reflect, while the other three were not interested in listening and simply wanted to move on since
they didn’t have much time. After several attempts by team member (c), he gave up in frustration.

The effect is that Team A produced an ‘end product” with which their customer and themselves
are very satisfied. Unfortunately, the same cannot be said for Team B. Their own rating of their

‘end product’ was 6-, and the customer gave them a score of 4.5!

{eprisanylwribusiruimie

Moge infopmation on Team
deveIoPmnT OPPOLTuniT:j,
shaged leadegship and
(fpee) SuPPOKT mategials
can ve found at

woww. teamontwik keleuimte.nl



Cook together as a team, either at someone’s home or during a
cooking workshop. “Cooking is a great way to bring to light all kinds
of group dynamics, teamwork and communication. It is so effective
because everyone can be him or herself in a pleasant and safe
environment. Moreover, everything you do or say in the kitchen whilst
cooking has an immediate effect. Action = reaction. When you reflect
your observations back to the group, they are usually recognisable to
everyone and can be discussed. It sometimes has to sink in first, but
something is always expressed that would have otherwise remained

under the surface.”
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ADMINISTRATION
AND POLICY
DEVELOPMENT

The debate on professional autonomy is not a true debate without including administration
and policy. School boards find themselves in a complex field of tension both within their

own organisation and outside of it. They need to balance their own professional autonomy
(administrative autonomy) granted by society, politics and legislation, and that of lecturers and
lecturer teams. In both cases, the tension involves trust, autonomy and self-regulation.

Teust creates OPPO&TuniT\\,
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There is much need for a different type of
autonomy (administrative autonomy): one

that gives administrators more opportunity to
self-direct and assume responsibility for the
goals of the primary process of education. This
in turn provides motivation and opportunity

to give meaning to the education and assume
the necessary responsibility, together with
educational managers, team leaders, lecturers,
staff and students.

To achieve this, the myth that educational
institutions are completely administrable and that
educational quality can be measured objectively
must be debunked in society, politics, the national
government and school boards.

Practical &
professional

wisdom
Leadership and

HR responsibility

Professional

autonomy
area of
tension

Administraton

Expertise :
and policy

Psychological
contract
Good employer
employee practices
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The mJTh of fully administeavle oa%msaﬁonal institutes
and obJecﬁveIn measuped educational q,udlif:,

Administeator need To
let go of The process and Teams

Autonomy and gule: Think in Teems of ‘and
eather Than ‘eithee /o’




Do's
Self-management, limitations,
determining course and framework,
giving and taking responsibility,
connecting, accountability
responsibility, collectivities, greater
interest, longer term, consideration of
different interests, acknowledgment,
equipping.

Isolation, individual
determination, noncommittal,
showing no interest,
non-intervention,
power talk, neglecting,

passing the buck.



Thinking in terms of the rules/regulating
discrepancy versus autonomy/trust actually
diminishes thinking in terms of professional
autonomy. Left or right: rules, norms and
accountability will always be part of the work
context of education professionals and this
applies to students and team leaders, as well as
administrators.

Regulation or an accountability framework
sometimes offers a worthwhile action
perspective and can be used to do the work well
or even better. In other cases, it does little or no
justice to proper professional practice and may
perhaps form an obstacle; another choice or
action must then be made.

The more autonomy that professionals are offered (and is taken
by professionals) to influence rules, standards and accountability
frameworks, the easier it will be to deal with this. In other words,
professional autonomy means the opportunity for influence and
accountability willingness. Subsequently, the better professionals
master their craft, the better they can use their influence and be
accountable for it. So professional autonomy starts with strong,
well-equipped professionals.
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INSPIRATION V

DeveloPing adminisTeation and Polic3 Towards
more Teust and professional aufonomy,
Th&Oug\h a distegent pepspective on qualit
measugement’, dand safeguauing‘ it ThKOug\h
intep-subjective assessment

The 'Road to Quality” project within the Music Teacher and Dance/
Eurythmy Teacher programmes at Leiden University of Applied
Sciences was inspired by a Swiss management model specially
developed for work areas with interactive services. What makes
this model unique is it assumes that, unlike products, services

do not have a fully predictable and manageable result. Since no
two actions are identical in an interactive process, the true quality
characteristic is the ability of the individual to create. Interactive
services require a far-reaching individualisation of action, which
in turn requires sufficient autonomy and freedom to give tasks an
autonomous form within set limitations. This quality framework
is in perfect line with study programmes at universities of applied

sciences.

It is quite possible on the administrative and policy level to
improve educational quality by facilitating greater personal
responsibility and creative actions. This assumes, however, that
individual lecturers act within the collaboration culture of the
team, with jointly determined norms, a shared vision, concrete

agreements and structural evaluation and accountability.

It is important here to establish that

educational quality cannot be measured
objectively, and certainly not with hard
superficial criteria alone. Forced by the
current central testing policy, teaching
quality can be assessed solely on the
basis of individual elements. These are
measured objectively and quantitatively,
such as the number of hours of class
preparation or number of minutes of
interaction during the lesson. Expertise
then becomes so oversimplified and
diminished that no justice is done to

the added value of a lecturer, which
comprises personal intuitive professional
knowledge and experience.

Education is not just about ‘music history
and learning to read notes’. What matters
is making a link to what you feel and
creating something that lets others

connect.
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Within this project, a different testing procedure
was developed by the lecturer team (bottom-
up). “The basis is not individual subjective, but
solely collective inter-subjective assessment.”
In practice, for work placement supervision for
example, this means that several lecturers from
the team visit and assess each other’s students
at the placement location based on jointly
determined criteria. Where relevant, students
are also tested using the traditional method
(objective quantitative measurement), such

as in music history. “This change in direction
naturally created some tension with the
university of applied sciences’ central testing
policy. We were given the opportunity to do
things differently by complying, where possible,
with the quantitative testing policy and also
explaining (clarifying and justifying) what we did
differently, why and how we safeguarded this
through inter-subjective assessment.”

freedom
capability
—
individual

responsibility

protection

financial
situation

/

insight

community
as lot

< /

individual & individual
community development

initiative

After the pilot within the Music Teacher and Dance/Eurythmy Teacher
programmes, this policy and approach were also implemented in other lecturer
programme teams..

“In addition To mope protessional autonomy, The benefit of This
project is That Teams, students, managees and administeatoes have
moge contact, get Yo know each other vetter, collavorate and
g‘ef a look vehind the cuetain. The pesult is trust and a cultuge
with room for cpifical pedlection, confrontation m%mng aftitude
and behavioug., and he|Pin$ edch ofhee imp&ove."

More information on this
management methodology
can be found on the website:
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INSPIRATION VI || o |

Strategy Stability Renewal
Structure Order Chaos
Systems Coercion Freedom
Personnel Solidarity Unigueness
Management style Authenticity Participation
Culture Efficiency Flexibility

A PIT platform was established at The Hague
University of Applied Sciences to stimulate lecturers

and students in all areas and get them more

enthusiastic about the earlier implemented creativity

process and further develop innovativeness.

The platform’s strength lies in the connections

within the university of applied sciences with study

programmes, departments, services and various

layers of the organisation.

YUT stands for Peotessional Initiative

Team: passionate and involved employees

wifh initiafive, innovative and intepactive Ll
in Thinking\ Tog‘efhe& and
TLi%emng‘ Talent.




PIT is the leading spot within the university of applied sciences for innovation.
Involved employees and lecturers can develop their creative ideas and bring
initiatives together here. They can inspire each other and gain new insights.
Connection is facilitated and the educational authority of lecturers enhanced.

PIT gives advice to HRM and the Executive Board about the importance

of professional autonomy and (social) innovation. This advice is based on
literature research, meetings with stakeholders, lecturer surveys and
intervention evaluations. The advice entails how the university of applied
sciences can stimulate and facilitate the process of creativity and innovation
in a sustainable way and what this demands of the organisation.

This initiates dialogue between the Executive Board/organisation and
educational professionals on content-related educational matters.

PIT keeps the necessity of professional autonomy within the department
continuously on the agenda.

PIT should give lecturers and other employees a sense of ownership and
involvement, something that is often lacking. This is done by creating
connections through interventions and initiatives.

Lecturers and other employees are stimulated and inspired to once again find
focus and passion in their work.

During the ‘climbing over the fence’ days, lecturers are invited to have a
‘look over the fence’ and initiate collaborations. PIT ensures that dialogue on
management and autonomy is always on the agenda of different stakeholders.

PIT organises a road show along departments and services in the form of PIT
theme lunches. Sections of the school are brought together as a result and
teamwork stimulated.

Creative process

Interdisciplinary

Experience on the work floor
and area of expertise

Driven by passion

Sustainable
Non-steering
Flywheel effect
Open and inspiring
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Quality register and Lecturer Council -

Zuyd University of Applied Sciences

Taking stock o professional development
) p p

The goal of the register is continuous attention to expertise
advancement: a quality register by and for lecturers with a focus
on their ‘permanent education’.

The quality of lecturers is safeguarded by taking stock of their
professional development. An important point of departure for
a quality register is the team concept implemented within Zuyd
University of Applied Sciences. In the team, growth and career
goals are coordinated and determined together with the team
and a team leader, thereby enabling adequate efforts, optimal
collaboration and the expertise advancement of professionals.

The quality register consists of a basic register (to ensure the
basic qualifications of each lecturer) and a follow-up register (that
reflects the lifelong learning of every lecturer).

In developing the register, ten basic competencies were
determined relating to the five core values of Zuyd University of
Applied Sciences. Six themes were then established which are the

7

J

focus of lecturer development. The initial registration is followed
by a periodic registration, based on a digital portfolio in which
work experience and expertise advancement are recorded.

Lectuger Council fop. solicited
and wnsolicited advice

The next step is the formation of a lecturer Council that gives
solicited and unsolicited advice to the Executive Board about
everything related to the lecturer’s professionalism. The Lecturer
Council (ideally) comprises eight lecturers; one from each faculty.
The Executive Board has asked that a number of people be
appointed who are innovative and have critical views on the
profession of lecturer within the university of applied sciences.
The Lecturer Council discusses the professionalism of the
lecturer and reflects on how they interact in the development of
the profession of lecturer.



Lectugers aee responsivle fo even\\j‘rhing
e;cePT Theie own role and professionalism

The Lecturer Council motivates lecturers to take action and
have more of a voice. In this sector, lecturers are often
responsible for everything except their own role and
professionalism. The Lecturer Board confirms that: “Itis
common practice everywhere for a sector to determine its own
professionalism and autonomy. This is less true, however, of
the profession of lecturer at a university of applied sciences.”
This is also an important motivation for lecturers to participate
in the Lecturer Council: “If something relates to your own field,
you should be involved. It's also interesting to learn what's

really going on in the field.”

A number of fields of tension have now become apparent in
terms of both the work process of the Lecturer Council and the

quality register.

The #eld of Tension veTween professiond|
md’onom:, and the q,ualﬁ'a aegjsfea

Quality registration and professional autonomy appear to be
two incompatible concepts. The risk is a working method that
is too prescriptive with regard to lecturer professionalism and
requirements you must meet as a lecturer.
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It does, however, provide basic requirements that everyone

must meet, including basic qualifications. It is also a register

that lets you personally take the lead as a lecturer. The lecturer
puts together his or her own portfolio of supporting documents.
This lets you show your team and team leader that you are
maintaining your professionalism, that you take ownership of your

own register.

field o¢ Tension vetween a«d’ouom\\’
and ST&ucTuLe/ST%p.ing‘

The autonomy of the Lecturer Council to determine its own
advisory role is great, however sometimes too great in the eyes
of lecturers. From the perspective of the Council, frameworks
are desirable and it is good to receive feedback on the direction
chosen.

For the Executive Board, the autonomy of the Lecturer Council
also causes some tension. According to the chairperson, the
hardest part is “to refrain from interference when there’s no
guarantee results are being achieved.” The Executive Board
deliberately chooses to not arrange everything beforehand,

but together discover and determine what is needed. This is
challenging because lecturers tend to look to the Executive Board
for answers and therefore the Executive Board needs to avoid that
pitfall. It is important for the Executive Board to maintain dialogue

as a ‘critical friend’.
anﬁinln& dialogue

But this also demands administrative sensitivity on the part of
lecturers. At present, they are hesitant to act. The risk is that
lecturers dive into a topic and lose sight of the process. Interim
coordination, the continuous involvement of colleagues,

and finding the essence together is just as important in this type

of process.
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MORE
INSPIRATION

For more inspiration, see the
Zestor website at www.zestor.nl

Here you will find films, presenta-
tions and publications on profes-
sional autonomy in higher profes-
sional education.

Film - River of plenty (part 1)
www.youtube.com/watch?v=fMEi3asMjsQ&feature=youtu.be

Film - River of plenty (part 2)
www.youtube.com/watch?v=E6WMVG3H0k8& &feature=youtu.be
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SUMMARY REVIEWS

The goal of this booklet is to provide lecturers in

higher professional education with direction and
inspiration to take action and constructively tackle the
challenge of continuously developing, monitoring and
utilising their professional autonomy. The ultimate
goal is to jointly enrich the profession and improve
educational quality.

This book is divided into three chapters,
each of which examines one of the following
dimensions in detail:

Individual professional development
Joint professional development
3. Administration and policy development

As inspiration and guidelines for getting started

and persevering, we provide tips and examples of
successful projects at universities of applied sciences
for each dimension.

Be inspired, experience the dialogue and take a
step towards the (further) development of your own
professional autonomy and that of your colleagues.
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