
QATrain Guidelines for Internal Quality Assurance  
 
 

1 
 

 
 
 
 
 
 
 

QATRAIN 

Quality Assessment Training 
Project ID: 2013-1-BG1-GRU06-00108 

 
 
 

Guidelines for the 

Establishment and Monitoring 

of Internal Quality Assessment 
 

Based on ISQALE 
Improving Standards of Quality 

in Adult Language Education, 2011-2013 
 

 
 
 
 
 
 
 

May, 2015 



QATrain Guidelines for Internal Quality Assurance  
 
 

2 
 

 
QATRAIN 

Project Partnership 
 

OPTIMA, The Bulgarian Association for Quality Language Services, Bulgaria 
Project Coordinator 
www.optima-bg.org 
 
 
The Croatian Chamber of Economy,   
The Association for Foreign Languages, Croatia 
www.hgk.hr 
 
 
QUEST Romania, The Romanian Association for Quality Language Services, Romania 
www.quest.ro 
 
 
Hellenic American Union, Greece 
www.hau.gr 
 
 
University of Zaragoza, Department of English and German Studies, Spain 
www.unizar.es 
 
 
NYESZE, Association of Hungarian Language Schools, Hungary 
www.nyelviskola.hu 
 
 
AISLi, Professional Association of Quality Language Schools, Italy 
www.aisli.com 

 
 
 
 
 
 

http://www.optima-bg.org/
http://www.hgk.hr/
http://www.quest.ro/
http://www.hau.gr/
http://www.unizar.es/
http://www.nyelviskola.hu/
http://www.aisli.com/


QATrain Guidelines for Internal Quality Assurance  
 
 

3 
 

 
CONTENTS 

1. Aims of the QATRAIN Project  
2. Defining Internal and External Assessment 
3. The Quality Improvement Scheme 

3.1 Scope 
3.2 Compatibility with other management systems 
3.3 Structure 

4. Principles underlying the QIS and accompanying procedures 
 4.1 Assessment is a systematic and on-going process 
 4.2 Assessment is an integrated process 
 4.3 Assessment involves top-down and bottom-up approaches 
 4.4 Assessment reconciles standards with creativity and innovation 
 4.5 Flexibility of the QIS and accompanying procedures 
5.Areas of application and groups of users 
6. Procedure of using the QIS for internal quality assessment 
 6.1 Before the internal assessment procedure 
  6.1.1 Establish and Internal Quality Assurance Team (IQAT) 
  6.1.2 Review the QIS assessment scheme 
  6.1.3 Determine course of actions and questionnaire respondents 
  6.1.4 Set a deadline for responses 
  6.1.5 Alert respondents to the QIS and procedures 
 6.2 During the internal assessment procedure 
  6.2.1 Managerial assessment 
  6.2.2 Teachers’ and learners’ assessment 
  6.2.3 Collaborative assessment 
 6.3 After the internal assessment procedure 
7. Creating a portfolio with the collected evidence 
8. Improvement of service quality on a continuous basis 
9. When considering external assessment 
10. Glossary of terms, practices, and processes appearing in the QATRAIN Quality Improvement Scheme 
11. Annexes  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 



QATrain Guidelines for Internal Quality Assurance  
 
 

4 
 

 
1. Aims of the QATRAIN (Quality Assurance and Training Project) 
 
The QATRAIN project has been initiated to assist in 

• determining and maintaining a Norm for standards of language teaching, learning and management of 
language institutionsin various European contexts  

• creating procedures and guidelines for internal and external assessment of language services 

• providing a system for training of assessors and quality experts  

• providing a system to use (The Quality Improvement Scheme and accompanying procedures)as a 
foundation to act on in the institutions` endeavours for professional development  

 
The philosophy of QATRAIN is to assist in improving and enabling teaching and learning experiences rather than 
being punitive or judgmental, so that all institutions of languagelearning, regardless of size and scope, are 
empowered to maximise their resources, opportunities and capabilities. 
 
QATRAIN hopes to instil a momentum of quality consciousness amongst educational institutions, aiming for 
continuous improvement. It is hoped that a ‘Quality Culture’ will develop among the various users of QATRAIN, 
and that the project will help them to work continuously towards improving the quality of education as a whole. 
 
2. Defining internal and externalassessment 
 
Assessment is a performance evaluation; and it is accomplished through a process based on self-review,peer 
review and expert reviewusing a set ofqualitycriteria.  
 
Internal quality assessment is a process by which organizations and institutions evaluate their policies, systems, 
and practices internally. On the one hand, it can be regarded as a self-assessment process done by individual 
teachers and learners or groups of teachers and learners. On the other hand, it can be viewed as an assessment 
process done by the managerial staff (administrative and academic managers) aimed at evaluating the activities 
carried out by their own language institution at a particular moment of its development.  Internal assessment, 
drawing inspiration from general quality principles and from the philosophy of continuous improvement, aims to 
reflect on the institution`s professional practices and learning experiences with a view to finding ways of 
improving teaching and learning standards and to set up action plans. Therefore, it is imperative that institutions 
are motivated to establish their own internal mechanisms for sustenance, assurance and enhancement of the 
quality culture that surrounds the education provided by them.This is where we hope that QATRAIN will be most 
effective.The outcomes of the internal quality assessment can also be used for periodic external assessment 
procedures conducted by external experts who will validate them. 
 
External quality assessment involves accreditation and consultancy organizations, certified assessors making 
internalassessment procedures objective and impartial by monitoring language servicesand providing 
professional advice for quality improvement. The efficacy of external quality assessment, in case institutions opt 
to get involved in such a process at some point, would therefore be determined by the effectiveness of the 
institution's own internal quality systems and processes.  
This is also an area where we hope that QATRAIN will help with describing the procedures for conducting external 
assessment and consultancy, as well as training and certifying an international team of assessors. 
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3. The Quality Improvement Scheme (QIS) 
 
The Quality Improvement Scheme (QIS) is an outcome of the ISQALE (Improving Standards of Quality in Adult 
Language Education)previousGrundtvig Project partnership. It is a document for improving the quality in language 
education organizations and it consists of sets of quality criteria in four sections: Management, Academic Support 
to Teaching, Teaching, and Learning(see the QIS in the Appendix).The set of descriptors in the form of questions is 
better suited for the purpose of internal assessment. 
 

3.1 Scope 

The refined Quality Improvement Scheme (QIS) is one of the  outcomes of the QATrainGrundtvig Project 

partnership. It is intended to 

• broaden the range of criteria in the four selected areas  

•  outline minimal standards within the extended set of criteria  

• better contextualize the criteria according to partners` needs  

• enhance credibility of the language learning services market in the private and state sector 

 

The QIS incorporates the broad interdisciplinary expertise of various organisations, the Qatrain project partners in 

particular, involved in standardisation and quality assurance at both national and international levels.  

The QIS specifies requirements primarily for language learning services provided by private language institutions.  

However, the whole of it or relevant parts can be applied by state schools and university language departments.  

The application of the QIS will vary from country to country, as the national standards applied also vary greatly. 

While in many countries the quality control of language learning services is well established, in many countries 

there is no meaningful regulation. 

3.2Compatibility with other management systems 

This international standard does not include requirements specific to other management systems, such as those 

particular to quality management, occupational health and safety management, financial management or risk 

management. However, this system enables an organisation to align or integrate its own quality management 

system with related management system requirements. It is possible for an organisation to adapt its existing 

management systems in order to establish a quality management system that complies with the requirements of 

this standard. 

3.3 Structure 

The QIS consists of sets of quality criteria in four sections: Management, Academic Support to Teaching, Teaching, 

and Learning. This system has a dual function and can be equally effective for internal assessmentof quality as 

well as for external quality evaluation done by expert assessors. 
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All requirements of this international standard are generic and are intended to be applicable to all organisations, 

regardless of type, size and product provided. Where any requirement(s) of this scheme cannot be applied due to 

the nature of an organisation and its services, this can be considered for exclusion. 

 
4. Principles underlying the QIS and accompanying procedures 
 
4.1Assessment is a systematic and on-going process  
It is based on a system of well-defined quality criteria and procedures tested out and validated in different 
educational contexts. Internal assessment is done at least once during the academic year, whereas external 
assessment is usually conducted every 3 or 4 years. 
 
4.2Assessment is an integrated process  
It works at its best when it is done in an integrated manner, i.e. it involves all major activities and stakeholders of 
a language institution. The principle is reflected in the QIS which encompasses the areas of management, 
academic support, teaching and learning and takes into consideration the views of managers, teachers, learners 
and sponsors. 
 
4.3Assessment involves top-down and bottom-up approaches  
Assessment can provide a realistic picture of the language institution only when it works effectively in both 
directions. During the internal assessment managers assess their teaching staff but teachers also express their 
opinion on teaching and management issues. Teachers assess their learners and learning processes but learners 
also have a say on the teaching methods and the effectiveness of learning. Although the external assessment is 
predominantly a top-down process, it considers to a high extent the views of teachers and learners. 
 
4.4Assessment reconciles standards with creativity and innovation 
The QIS attempts to combine quality standards and norms with creative approaches applied by language 
institutions.The principle is reflected in a number of criteria in the Scheme which clearly encourage innovative 
practices in management, teaching and learning. 
 
4.5Flexibility of the QIS and accompanying procedures 
The QIS and its procedures have been developed as a result of the cooperation of partners working in private 
language schools, private and state universities and it reflects the needs of various contexts. In this sense, the 
whole system or parts of it can be adapted and used in a flexible way according to the needs of a particular 
language institution (see below).  
 
5. Areas of application and groups of users 
 
The QIS and the accompanying procedures are intended to be used as part of quality assurance systemsin 
language institutions in the private and state sector.  
The application of the QISas an internal assessment toolin language institutions will enable them to perceive the 
high value of learning as judged by learners, teachers and staff as well as by managers. 
Various language institutions in the private or state sector can adopt the QIS assessment system regardless of 
institution size, number of teachers employed, or number of students registered. 
The QIS is intended to be flexible and adaptable to the particular needs of particular types of institutions. 
The proposed criteria and procedures for quality assurance can be used either on their own adapting them to the 
local context or they can be used as a supplement to the existing inspection schemes and procedures of national 
associations for quality language services and accreditationprocedures applied in the language departments of 
universities.   
The separate sections of the QIS system can alternatively be used separately by individuals or groups of 
individuals. For example, the section on Teaching can be used by an individual teacher (either novice or 
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experienced) interested in self-assessing his/her teaching activity on a particular language course; it can also be 
used as a self-reflection instrument by a small group of teachers involved in similar language courses: or it can be 
used at a department level for self-assessment of all language courses.Likewise, the section on Learning can be 
applied for self-assessment and assessment purposes by individual learners or groups of learners to provide 
valuable information to teachers and managers on issues related to learning processes and effectiveness of 
methodology (see the Questionnaire for Learners in the Appendix).   
 
 
6.Procedure of using the QIS for Internal Quality Assessment  
 
6.1Before the internalassessment procedure 
 
6.1.1Establish an Internal Quality Assurance Team (IQAT) 
Every educational institution should have its own internal quality assurance system, with appropriate structure 
and functions. Initiating quality consciousness in educational institutions is crucial. Maintaining the momentum of 
it requires the involvement of more than one person. To build and ensure a 'local' quality culture, a nominated 
Internal Quality Assurance Team (IQAT) is strongly recommended. The number of the IQAT team members will 
definitely depend on the size of the institution (number of registered students and number of teachers employed) 
and could range from two (2) to seven (7) or more members. Indicatively, the IQAT could consist of: 
 

• The Owner/Director of the institution / Head of Department at the University 
Responsible for the overall coordination and monitoring of the project 

• One (1), two (2), or more senior teachers / Faculty members  
Responsible for the teaching and learning sections of the assessment scheme 

• One (1), two (2), or more members of the institution’s / University’s administrative staff 
Responsible for the institution management section of the scheme 

• One (1) or two (2) learner representatives 
 
The IQAT would be in charge of planning, guiding and monitoring the quality assurance (QA) activities and 
implementation of the QIS in the institution. The IQAT will be responsible to channel the efforts of the institution 
towards academic excellence serving as a facilitative and participative organ of the institution. The IQAT, ideally 
put in place as a permanent part of the institution, could become a driving force for ensuring quality by constantly 
working out intervention strategies to remove deficiencies and enhance quality through the encouragement of a 
quality culture and the adoption of best practices. 
 
The IQAT will be engaged in: 

• Development and application of quality benchmarks  for the various academic and administrative 
activities of the educational institution; 

• Creation of a learner-centric environment conducive for quality education and adopting the required 
knowledge and technology for the teaching and learning processes; 

• Development/review of the various programmes (syllabi), testing procedures  and activities of the 
educational institution, leading to quality improvement; 

• Review of the QIS, the relevant criteria and assessment scales considering their appropriateness for the 
given context; 

• Arrangement for feedback responses from students, teachers and other stakeholders on quality-related 
institutional processes; 

• Organization and drafting of the timetable  of the internal assessment procedures;  
• Preparation of a report/summary statements/portfolio based on the outcomes of the internal 

assessment;  
• Development of an action plan with clear deadlines and responsibilities 
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6.1.2Review the QIS assessment scheme 
The QIS (annexes 1-4) is provided as a model. It has been revised in 2014, but some of the questions included in 
the various sections may not be relevant to your institution. Therefore, it is worth for the IQAT to take some time 
to review the questions in all sections and decide which questions will be used for the quality assurance needs of 
your particular institutionand mark the rest as N/A (not applicable). 
 
6.1.3Determine course of actions and questionnaire respondents 
After finalizing the content of the QIS for each of the sections, a decision is taken on the course of action and a list 
of respondents to the questions in the Scheme. The QIS could be distributed to the total number of respondents 
(in the case of institutions with small numbers) or to a representative sample (in the case of institutions with 
larger numbers). Each member of the IQAT may be assigned the responsibility of collecting information pertaining 
to a specific section of the QIS. 
 
6.1.4Set a deadline for responses 
Setting a deadline is essential for the successful application of the Scheme. Failing to do so can adversely affect 
response rates, and the overall planning and timing of the project. 
 
When setting a deadline, take into consideration the particular characteristics of your target respondent 
population; e.g. eliciting teachers` opinion with a completion period covering the summer holidays is unlikely to 
achieve a good response rate. Avoiding extremes is also essential: excessively lengthy response periods can result 
in your sections of the Scheme being constantly put to the 'bottom of the pile', while a completion period which is 
too short can fall at the first hurdle if respondents assume it is impossible for them to answer all  questions before 
your deadline. 
 
If you decide to post the QIS on the web, then a deadline is not always necessary since you can keep the 
questions in the Scheme 'live' for the length of time you require. When alerting potential respondents of their 
existence, make sure you inform them that the questions will be accessible between specific dates. 
 
6.1.5 Alert respondents to the QIS and procedures 
All potential respondents should be alerted to the system. This can be done by emailing a notification, putting up 
a poster or an announcement on a website your potential respondents are likely to view. As an alternative, and 
depending on the size of the institution, the IQAT could organize group or individual meetings with respondents 
to inform them on the objectives and content of the QIS and procedures. 
 
6.2During the internal assessment procedure 
 
The application of the internal quality assessment system is a multi-level process presenting itself as an 
opportunity for your academic institution to promote direct and frequent communication with all interested 
parties such as teachers, learners, and other clients. Therefore, its application should be viewed as occasions of 
exchange of feedback and information among all parties involved.  They all have to answer questions based on 
the QIS. IQAT members should monitor the distribution of the QIS questions to the appropriate respondents 
(teachers, learners and sponsors) and ensure that the decided deadlines are kept in all cases. IQAT members 
should also facilitate respondents with question responses, if needed, providing clarifications and further 
interpretation of the system content.  
 
The internal assessment typically includes the following stages (not necessarily in a fixed order):  
 
6.2.1Managerial assessment 
The Internal assessment requires that the managers of the language institution provide a snapshot of the current 
situation by evaluating the overall activities done in the language institution based on the main sections of the QIS 
and the selected assessment scales.  
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6.2.2Teachers` and learners` assessment  
Individual teachers or a representative group of teachers evaluate their performance based on the Teaching 
section of the QIS. They submit their evaluations to the academic/ administrative manager. Teachers can answer 
some of the questions in the sections on administrative and academic management as well.  
Individual learners or a representativegroup of learners also evaluate their performance based on the Learning 
section of the QIS.  They can express their opinion on issues in the Teaching section of the Scheme as well. They 
submit their answers to the teachers and managers.  
A set of questions can be asked to parents and sponsors.  
 
6.2.3Collaborative assessment  
The managers first compare their answers with the answers of the teachers and learners and get prepared for the 
feedback meeting. During the meeting similarities and differences are discussed together with representatives 
from the teachers and learners. A designated person from the IQAT takes the minutes and records the decisions 
taken.  
 
 
6.3After the internal assessment procedure  
 
A final summary box of outcomes and findings could be completed (see the Summary Box in the Appendix). The 
findings of the internal assessment can also be presented through summary notes or a brief report.   
Once all the data has beenanalysed and discussed, the IQAT startsworking towards an action plan prioritizing 
quality improvement objectives. Strategic planning for the improvement of service quality can be based on the 
findings for each of the sections of the system which will be used for accurate goal-setting and detailed 
monitoring of the process. 
 
7.Creating a portfolio with the collected evidence 
 
As far as internal assessment of quality is concerned, portfolio assessment is a recommended procedure for 
gathering evidence of how far yourinstitution has come toward meeting internal institutional and instructional 
goals. The use of the portfolios will help your institution to reflect on your work, to analyse progress, and to set 
improvement goals on a continuous basis. 
 
 
The suggested portfolios can function as assessment and recordingmanagement systems in that 

- the institution’s performance is evaluated in relation to instructional goals, objectives, and activities; 

- the portfolios contents represent what the institution is actually doing and reflect its progress towards 
instructional goals – therefore, no two portfolios may ever be alike; 

- the most important point of having portfolios is to individualise them as much as possible - in this way, 
portfolios have content validity; 

The suggested portfolios to be used by institutions for internal assessment should not be showcase portfolios, 
typically used to display one’s best work to an external audience, but rather, collection portfolios. These should 
literally contain all relevant documentation regarding quality management in an institution. Collection portfolios 
can also be called working folders and may include rough drafts, works-in-progress, and final products. This type 
of portfolio may contain evidence of both process and product and has the advantage of containing all important 
documents produced or collected by the Quality Assurance Team throughout the year.  
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The suggested portfolios should contain 
 

a) coreitems(syllabi, test samples, feedback questionnaires, observation sheets, evidence of professional 
training and development etc.)which provide the primary basis for internal assessment (the number of 
required items you include depends on your experience and comfort level in working with portfolios); 

b) supportingitems(lesson plans, schemes of work, end-of-course certificates, promotional materials, 
etc.)which provide additional information that complements information contained in the required items. 

Portfolios must be a systematic collection of materials pertaining to quality management. Systematic collections 
need to be carefully planned – to gather appropriate evidence of achievement toward institutional goals. 
Collecting evidence and internalassessment have to go hand-in-hand. Institutionsneed to learn to monitor their 
own progress and take responsibility for meeting jointly set goals – thereby getting a developmental perspective 
on their institution.  
 
Therefore, it is suggested that all during the period that the self-assessment procedure lasts, all evidence 
collected in the form of responses to the QIS system could be grouped and filed in respective collection portfolios. 
The evidence contained in these portfolios could be used at a later time as primary material for external quality 
assessment.  
 
 
 
8.Improvement of service quality on a continuous basis 
 
Since internal quality assessment should be an ongoing process, it is also strongly recommended that the QIS 
system could be used again after a certain period of working towards the accomplishment of service quality 
objectives to serve as a basis for comparison and, therefore, offer itself as measurement of improvement.   
 
 
9. When considering external assessment 
 
As it has already been mentioned, the outcomes of internal assessment can be used as the basis for periodic 
external assessment conducted by experts. Towards this perspective it needs to benotedthat internal assessment 
should be as detailed as possible ensuring that all questions of the QIS are answered appropriately and 
completely and that a fair record of responses is kept. The detailed data collectedabout differences in the 
judgements of managers, teachers and learners will be really helpful for the external expert assessors before they 
draw up the plan for the external assessment 
 
 
9. Glossary of terms, practices, and processes appearing in the QATRAIN Quality Improvement System 

10. Annexes  

1. QIS– Management 

2. QIS– Academic Support to Teaching 

3. QIS–The Process of Teaching 

4. QIS–The Process of Learning 
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