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0 Introduction

Good morning ladies and gentlemen, it is an honour to be talking to such a select international group about a subject which will become one of the main tasks of our organisation in the immediate future.  

In this keynote address I will focus on the different ways in which internal evaluation can be organised to improve the quality development and quality assurance system of schools and which are the resulting benefits for the school as a learning organisation.

First of all I will reflect briefly on the quality development and assurance system in Flanders. 

Furthermore, I will discuss in depth the way internal evaluation is organised with the help of external advisors as so-called “critical friends”, which represents the Flemish perspective. 

However, to provide you with a complete overview on internal evaluation I will also reflect briefly on the way internal evaluation can be organised based on instruments developed by other institutions, sometimes under supervision of external partners. 

To conclude I will discuss the way the results of inspectoral school visits can be used as elements within the internal evaluation. 

In this keynote address I try to give an answer to the question in what way internal evaluation can improve the real autonomous school development. 

1 Quality assurance system in Flanders 

To be able to understand in what way external pedagogical advisors can support internal evaluation in a school, I will first have to discuss the evaluation plan in Flanders (both internal and external) and the Flemish quality assurance system. 

I believe it is important to start with this topic since it will clarify my explanation on the synergy between internal and external evaluation. 

In Flanders there is a quality assurance system with three major participants: the school is at the centre and the inspectorate and the pedagogical advisory services are the two other important partners.

In Flanders there is no legal framework for internal evaluation in primary and secondary schools. Because the educational system is totally free as far as internal evaluation is concerned, all schools can develop their own plans for internal evaluation and their own policy. However, the regional authorities, which include the minister of education and the department of education, have asked schools in a special note to develop internal evaluation. The inspectorate also uses internal evaluation as a criterion in its school audit. I will come back to this later. 

It is important to know also that in Flanders there is also no culture of testing to establish the quality of education and to compare differences between schools. There is no centralised system which compares the level of classes, which detects the influence education and schools have on pupils and which ranks schools. 

But there is a way to detect and measure if schools are providing educational quality. First we have attainment targets which every school has to reach and secondly we have tests that investigate to what extent these attainments targets are reached by the schools. In our mind a school makes a difference when it gives added value to pupils and when it offers them sufficient scope to develop themselves. This implies that the quality is not merely related to learning results but to a number of other factors, that can be very different from school to school (the context)

Within our legal framework, the choice for attainment targets and the compulsory school audits, the so-called inspectoral visits, instead of centrally organised exams is fundamental. Schools are regarded as independent organisations which are responsible for their own internal functioning and quality. The inspectorate inspects the attainment of targets and uses a model called CIPO, which stands for Context Input Process Output. In our workshop we can go into this matter in more detail.

2 Internal evaluation with the support of external pedagogical advisors 

As you probably have understood by now, in Flanders there is a huge difference between the inspectorate and the four pedagogical advisory services. The inspectorate is the responsibility of the minister of education and is appointed to control if schools comply with a number of criteria, whatever educational network they belong to. It is, as stated before, an external evaluation. 

In contrast to the inspectorate, the pedagogical advisory services are organised by four educational networks. We sometimes work “on demand”, we also have an offer for schools that can be thematic but can also mean supporting schools in implementing the curricula. But we never interfere in the organisation  and the policy making  of schools.

2.1 What do we do?

The job of a pedagogical advisor consists of assuring quality on the level of individual teachers and the subject that they teach and on  the level of the school as an organisation and its quality system. Schools in Flanders have greater autonomy and bigger responsibilities, also with regard to their own policy, this means that they need a strong policy making capacity something which alas not every school management has. The advisory services are very much aware of the fact that more and more we have a huge big responsibility in supporting  schools in this field A very recent external evaluation of a project on “Equal opportunities” resulted in an explicit question of our Minister of education to consider the task of supporting the internal evaluation of schools as extremely important.

2.2 How do we coach schools in working out means of internal evaluation? 

In 2002 our pedagogical advisory service formulated a strategic plan for the period 2003 to 2007 in which the core assignments of the pedagogical advisory service was clearly defined: one of them is coaching schools in working out means of internal evaluation, something which we have already been spontaneously and explicitly including in our tasks from 1997 onwards.

Our strategy with regard to supporting internal evaluation consisted of the following actions:

· forming a specific professional study and working group on internal evaluation;

· writing out a definition of internal evaluation in cooperation with schools and inspired by the University of Antwerp and the work of P. Van Petegem;

· investigating instruments for internal evaluation amongst which IZES, Proza, EFQM, ISO, De Cock and Scherens-Olthorf, J. Vooght;

· observing the process of internal evaluation in a number of schools and analysing these processes;

· organizing in-service training sessions to sensitize headmasters and school teams on the topic self-evaluation;

· introducing techniques based on a number of criteria and guiding our schools (secondary and primary) in using these techniques and using different instruments;

· supporting schools when writing out action plans;

· supplying strategies for transformation processes;

· and finally, playing the role of intermediary/facilitator in stimulating schools to learn from each other and to pass on experiences with regard to internal evaluation.  

While doing so we try to be a discrete “critical or understanding friend” rather than an advisor. We therefore must carefully build up and guard our relationship of trust with the school and maintain at the same time sufficient distance. A fragile balance. 

That means that we also need specific skills to support the process of internal evaluation and must never forget that all forms of internal evaluation remain solely the concern and responsibility of the school as an autonomous institution. The emphasis of our work here is observing the process, the critical friend does not interfere with content related matters but points out this so called blind spots. 

2.3 Which are the pitfalls with regard to internal evaluation?

In the course of time our study group on internal evaluation was confronted with a number of pitfalls, which are interesting to every school that is looking to set up internal evaluation or struggling with the very process of internal evaluation. I will sum up the most important ones for you:

· First of all, we have learned that broad, all-embracing tools with a scientific underpinning often do not fit in the specific school culture and that they are experienced by school teams as a new external evaluation. 

Schools which develop tools themselves seem to be much more in touch with their school culture and at the same time the process of developing those devices stimulates and creates a favourable atmosphere for internal evaluation. 

However, it also requires great efforts, an intense involvement of the entire school team and a very strong capacity for policymaking of every partner in the school as an organisation. Without those ingredients internal evaluation is doomed to fail because the school team is recalcitrant when faced with “yet another” task.  

· Secondly, sometimes the focus lies so heavily on the tools that they become the “goal” instead of the “means”. The transition from the analysis and the data to practice then becomes very difficult and heavily burdens the process to improve the school. We therefore do not promote one or more tools, whether or not they are home-made. For us some of the key questions are what the school’s view on quality is, what the aim of the internal evaluation is and which members of the school team will be involved. Introducing the actual process of internal evaluation becomes complicated if it is too heavily based on the concept of “being accountable”. The stronger the external pressure, the greater the danger for confusion between “goal” and “means” or “process” and “result”. It is therefore of the utmost importance to decide wisely who will initiate the whole idea of internal evaluation in the school.

· Further, internal evaluation should always originate from the school’s own vision on quality and its pursuit of quality. All the efforts produced must be aimed towards the evolution and the growth of the school, in other words, the central idea should be development and maturation. This will enable the school to set out a better policy and, in doing so, improve its capacity for teaching and learning and to become a learning organisation.

· Fourth, the translation of analysis into action is a difficult matter, which implies choices to be made and debates to be held. The school looks into a mirror and is not always ready to accept what it sees, or simply does not see certain things: too strong an involvement of the team members can sometimes interfere with an unprejudiced outlook on shortcomings and inadequacies. To neutralize this the advisor should act, as I said before,  as a process-oriented consultant, a critical friend who does not interfere with content-related matters. He therefore has to have a thorough knowledge of the school as a whole and of possible different and opposite visions on quality which are already present or "alive" in the school. It is also important that he remains conscious of his own framework of interpretation and of his own vision on education. 

· Finally, the question is whether to investigate the whole school context, which is a total evaluation, or only partial aspects. The ideal situation would be that a school formulates a total vision on high-quality education and integrates all aspects of its daily practice into this vision, in other words, how we educate, how we teach, we evaluate, how we welcome new pupils and how we communicate with parents, to name but a few. A number of internal evaluation models do involve the totality of the school, but as a study group we have made three observations with regard to these models: 

· schools need a lot of time between collecting data and obtaining results, especially in big institutions; the school must also take enough time to discuss thoroughly the data and the analysis. 

· schools have great difficulties with the implementation of the data into action plans, especially if they have not formulated clear objectives beforehand; sometimes, there is hardly any teacher involvement present. 

But in other schools we have observed that, starting from a concrete problem or question, for example the loss of pupils or the lack of contact with the parents, a tool with regard to internal evaluation was developed entirely by the school itself, which almost immediately resulted into certain types of spontaneous action and thus led to the development of the school. We therefore only recommend total evaluation, based on an instrument when the problems are very complex and when the view of the school team is not clear. 

Now, regardless of the fact whether or not the evaluation is total or partial, the school also has to decide if the evaluation will be global or focused. A global evaluation is mostly used when the population of the school diminishes or when the image of the school is declining. A more focused evaluation is often used when the problem is well-defined, for example after an inspection or a complaint from parents. 

2.4 The critical friend

Internal evaluation is the school’s and the teacher’s own story. “Schools and teachers must speak for themselves”: schools must think together; no external body can do that for them.

An external “critical” friend can, however, help and is definitely necessary. His role in that respect consists of advising, sensitizing and supporting, starting from mutual trust and competence. 

A school which subjects itself to an internal evaluation procedure initiates a complex and intensive process, which often evolves in different ways. The most important step is the installation of a "permanent" process of reflecting on quality and guaranteeing quality.

For many schools this proves in Flanders at least to be a difficult task, and yet it is very necessary to keep our good ranking in the Pisa results; But the school culture sometimes contains quite a number of obstacles, because of a lack of technical know-how, or because the team is fearful when faced with "yet another" task.

External support can be useful and meaningful, if it remains sufficiently distant. Whenever members of the advisory service undertake this task, the relationship between the school and the critical friend must be so that it takes into account the full autonomy of the school, and that is supports the school in its policy making.

· The external consultant, just like the inspectorate, can play a sensitizing role, informing and motivating the school and the team. He can help the school team with their enhancement or development of adequate preconditions. In this respect, professional working groups that can be subject related or thematic can be a good medium for internal evaluation and can improve the climate of openness and trust.

· The external “critical” friend can supply instruments for internal evaluation, offer explanations about their functions, and, if necessary, provide technical support for the development and processing.

· The external consultant can support the process and help guarding it: he then acts as a process-oriented consultant, who does not interfere with content-related matters. In doing so, he can point out the blind spots which can occur in the internal evaluation process: too strong an involvement of the team members can sometimes interfere with an unprejudiced outlook on shortcomings and inadequacies. He can focus more closely on, and can deliver a more objective interpretation of, the school under scrutiny. Furthermore, it is important that he remains conscious of his own framework of interpretation and of his own vision on education, and can keep sufficiently distant.
· Besides the passing of instruments for internal evaluation, the critical friend can, in a next phase, propose a number of methodologies and strategies to start up the school’s development, if he possesses the necessary professional competences to initiate a process of change and do the follow-up in the field. He can support the school in the development of an action plan, and, if the school wishes so, he can also advise the support of other specialists or supply content-related know-how, for example by supporting thematic projects, designing an evaluation policy, set up subject-related support.

· The consultant can be an intermediary in stimulating schools to learn from each other and in passing on experiences from other schools.

More than any other supporting activity, the support for internal evaluation requires discretion, openness, trust and respect as essential elements. An external consultant with a hidden agenda is not only superfluous, but can also compromise the entire process of internal evaluation. Conversely, he can be a catalyst who initiates, enhances, facilitates and supports the process. I refer here also to the findings of a European (1998) project in which the character of the ‘critical friend’ was introduced.

3 Internal evaluation based on instruments developed by other institutions and/or under supervision of external partners

In the first part of this keynote address I have reflected deeply on the way internal evaluation is organised with the help of external advisors as so-called “critical friends”. Naturally schools can also undertake internal evaluation on their own and when they do so, they often use instruments developed by other institutions, something which I will point out briefly. In Flanders there are two categories of instruments or tools: tools which include the whole school context or tools which contain only parts of the school such as the way evaluation is organised or the way certain courses are experienced by pupils. 

Tools which include the whole school context can further be dived into two groups: those which are oriented towards the managerial aspects such as Proza and those which are oriented towards the core business of education which is the educational functioning of schools. And, as explained before, some schools, whether or not supported by external advisors, also develop their own instruments, something which according to our study group on internal evaluation intensifies and enhances true internal evaluation but which unfortunately or should I say realistically is not flawless either.   

When schools seek support with regard to their process of internal evaluation, of course they can turn to other services for help, such as universities and private organisations. However, when they use tools developed by other institutions under their careful guidance this is often experienced by school teams as yet another external evaluation such as the audit of the inspectorate and, as pointed out when discussing the pitfalls of internal evaluation, the inventors of such tools sometimes do not pay enough attention to the results. Obviously this then evokes aversion, since teachers do not feel involved and helped. The advantage of such guidance is of course that the independent institution is not viewed as holding power over the school contrary to the inspectorate, a fact which also influences the process. 

4 Results of inspectoral school visits as elements within the internal evaluation

As mentioned in the introduction, in order to be able to give you a complete overview on internal evaluation I will also reflect briefly on the way results of inspectoral school visits can be used as elements within the internal evaluation. 

Schools in Flanders can use the report of the inspectorate as a basis for internal evaluation, but run the risk of starting from an accountability perspective and losing the developmental perspective. When using the inspection model schools also tend to embroider on the truth, because they want to go too fast in their process of transformation. As concluded before, internal evaluation without external evaluation can lead to self-deception and inspectoral visits linked up to internal evaluation are much better than the other way around. That’s why the inspectorate strives towards meta-evaluation. 

Now, to discuss performance records as elements within the internal evaluation, one must not forget that in Flanders there are no central or public exams organised. In Flanders we do not “teach to the test”. To assure educational quality attainment targets were developed at the beginning of the 90s and whether or not pupils reach those targets is controlled by the inspectorate. These attainment targets are ultimate goals which were formulated centrally and which have to be attained by the school for as many pupils as possible. These attainment targets are the result of a broad public debate and involve a number of important innovations. The emphasis is on the acquisition skills and competences as well as on cross-curricular learning. The attainment targets are translated into curricula on the level of the teachers. Those curricula are written out by the pedagogical advisory services and teachers are supported by them in their acquisition of new skills and work forms that are formulated in the curricula. 
Although we have no central testing, would like to change drastically, we score very well on an international level. This not being that result-oriented is also reflected in the way we set up internal evaluation by focussing very much on the process. 
5 Hoyle’s teacher professionalism

When discussing internal evaluation, regardless of the methodology and the support, there is one very important aspect that one must not forget: the professionalism of teachers. Whomever start the process of internal evaluation, whether it’s the headmaster/the management or the critical friend, should be very aware of the type of professionalism the teachers possess. Fullan says: “A learning organisation values and knows his teachers. A real challenge is to find something of value in all the school’s teachers.

In this respect I would like to refer to Edmond Hoyle’s analysis. Hoyle makes a difference between ‘restricted’ and ‘extended’ professionals. 

The former could be described as good teachers who work hard, prepare their lessons and care about their pupils. However, they are limited in outlook and don’t think beyond their classroom or school. They further do not consider the broader purposes of education as relevant to them and their professionalism is based on experience rather than theory. 

Extended professionals, on the other hand, constantly question and try to link theory to practice, engage in professional development activities and seek to improve by learning from other teachers. For example, they compare their work with other teachers and work together closely. In this way they are continually developing as teachers and place their classroom work in a wider educational context. They also evaluate their work systematically which is very important in the framework of internal evaluation. 

Hoyle has argued that extended professionals show greater potential, in their search for fulfilment. He has advocated that this model of professionalism should be the aim of all teachers. This means that a head of a school who wants to set up a process of internal evaluation has to be aware of how his team functions and his team has to realize its restricted and extended professionalism. 

For what happens after the collecting of the data is ever so important and internal evaluation is will be much more difficult in a school with no extended professionals. 

Hoyle’s ideas also have an impact on the way the Flemish pedagogical advisory services support the teacher in developing his professional competences. In the past, we observed that our emphasis on the individual teacher resulted in an approach which concentrated too much on the teacher as a ‘narrow professional’, without taking into account important aspects of his professional competence at large. In other words, our support was not sufficiently process-oriented. The teacher was addressed as an autonomous subject-teacher and not essentially as being part of the team and as working in the specific context of a school. This matters, since Hoyle has stated that to address the teacher as a broad professional is also a precondition for introducing innovations/developments into schools more easily. Furthermore, the whole of our approach was mostly top-down and the specificity of the school, as well as the teacher’s own contribution and needs, were not taken into account to a sufficient extent. Schools with strong educational leaders, who involve their teachers closely in developing policies and formulating a vision on quality, constitute ‘strong learning environments’ and create many opportunities for the teachers’ development. 

6 Conclusion

In Flanders the trend towards deregulation of the central educational policy and the development towards autonomy accord a larger space to schools to develop their own policies. 

This growing autonomy has provided them with scope for policymaking and has made them responsible for the education they offer and for the educational quality they realize. This means that in Flanders internal evaluation is the story of the school: as far as methodology is concerned, Flemish schools decide on the objects, the objectives, the way results are obtained and the way objectives are achieved. They also write out their own action plan. 

Sometimes, as explained elaborately, the school is supported by external advisors or other partners. If so, external advisors or other partners should act as a “critical friend” and maintain sufficient distance. Some schools spontaneously take the initiative for internal evaluation and have enough internal strength to go through the process on their own. Other schools, alas, are not ready for internal evaluation, even when they can benefit from the support of a “critical friend”.

In the framework of internal evaluation it is important whether the school evaluates its entire context or only certain aspects, whether or not the school uses a home-made instrument and whether the internal evaluation is set up resulting from a developmental perspective or from an accountability perspective. 

It is also a fact that without external testing internal evaluation can lead so self-deception. Ideally an inspectoral visit is based upon an internal evaluation carried out by the school. 

To end this keynote address I would like to share with you a quote from Andreas Schleicher from the PISA-department which says that “without data you are just another man with an opinion”. 

Personally I feel that this justifies striving for a knowledge rich environment and that it captures beautifully the essence of data collecting within the process of internal evaluation. The role of instruments is indeed an important means, but not an end. 
But the real aim is helping schools become better at learning and teaching, and to become a learning organisation. This means that the schools that understand and are aware of their own culture, value their teachers, extend and express what they value, promote collaboration, make menus and not mandates, use legal and official measures to facilitate, not to constrain, and connect with the wider environment.
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