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SEALLL self-evaluation process
Introduction

Introducing self-evaluation and learning from it involves much more than ticking boxes on questionnaires, prepared by others. Therefore the Sealll team tries to offer an approach and tools for organisations to introduce and set up their own self-evaluation, create their own instruments and take this further in an organisational learning process. 


Sealll tries to guide the ‘initiators’ in the process of conducting their own evaluation. In the horizontal axis the matrix below describes the possible initiators of self-evaluation activities in an organisation: learners, teachers, developers and management; vertically you can find categories of possible evaluation objects: learning, teaching, programme, organisation and external relations. Starting from this point Sealll has created a format presenting all the steps in the process of introducing and executing self-evaluation and follow up activities. 

In addition to guidelines and a toolbox of instruments (see www.sealll.eu) Sealll wants to offer a series of examples of self-evaluation processes in a wide range of adult education settings. The example below is created by one of our partners or members. It is not meant to be exhaustive and only serves as a source for inspiration and suggestions for ‘initiators’ in similar conditions or with similar aims. 

Please keep in mind: this material is to be adapted to your own conditions, you cannot solve everything via one instrument, set your own priorities and keep it simple. 
	
	Initiator

	Evaluation objects
	Learners
	Teachers
	Developers
	Management

	Learning
	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How



	Teaching
	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How



	Programme
	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How



	Organization and Management
	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How



	External relations
	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How


	Issue / Goal

With whom

Information / evidence

How




SEALLL

Evaluate the sharing of responsibilities in a team

	Result
	Subject
	Solution (to fill in)

	Identification of the  cell in the matrix


	Initiator

Management team


	Managers

	
	Evaluation object


	Organisation of the management team

	Context information



	Issue / Goal
	Issue

What is the area of evaluation?
	A management team wonders if the responsibility is shared in a constructive way. This is difficult to say because each manager has a different team and these teams differ from 4 members to 30 members.  What does this mean for the cooperation in the management team and the division of responsibilities?

How do we share responsibility in our team? Is this a satisfying way?

	
	Goal

· improving a project

· learning to prepare for future activities

· personal learning and personal growth

· sharing findings and making them more transparent for democratic purposes

· …
	Create an overview of the organization of the management team

Finding an explanation for problems

Improving the cooperation

Clarifying tasks, roles, responsibilities, mandates

	Information / evidence
	Information needed

What information is needed on the area to be able to reach the goal?
	· Formal organisational goals

· Formal goals of each team and manager (tasks to be done)

· Organization chart
· Formal, perceived and executed tasks

· Processes of  information and communication, and decision making

· Congruency of the above

· Inventory of problems

· Inventory of sufficiency of resources each team (manager) has 



	
	Evidence

What indicators can make clear whether the evaluated product or process is good enough?
	· No overlap and no blanks in the total overview of tasks, roles, responsibilities and mandates

· The extent to which formal descriptions and perceived personal responsibility and division of actual responsibilities match. 

· The match between formal job descriptions and actual management behaviour

· Structured and transparent communication and decision making

· The level of satisfaction of the managers involved

· Information on time tables, personnel and sources



	With whom
	With whom?

· Who should give information?

· Is the information individually or collectively gathered?
	Director

Managers (Individually and collectively)

Immediate subordinate staff

	How?
	How?

· Do you expect a reactive or a productive attitude of the information providers?

· What procedure should be followed?

· What does the instrument or method look like?

· What should be done?

· What are necessary conditions?
	Preparation:

Make someone responsible. One person should be facilitating the process in the management team.

Create a plan for the self evaluation together

Prepare a draft flow chart of the present situation

(organization chart, information, communication, decision making)

 

	
	
	Execution 

1 Discuss the draft flow charts

2 Identify the additional information needed

3 Each manager gathers information on formal, perceived and actual tasks, roles, responsibilities, mandates and sources, each manager prepares a presentation (instruction needed)

4 Group meeting, presentations and dialogue. Together the management team defines the desired situation.



	
	
	Analysis

1 Analysis of the blanks and overlap

2 Analysis of the inconsistencies between (formal perceived, actual and desired flows)



	
	
	Conclusions and follow up

1. Prioritise

2. Make plan for change

3. Plan its implementation

4. monitor satisfaction in due time

Recommended is to continue the dialogue on this issue, so that the division of tasks and responsibilities is monitored. 




Drafting the instrument

- Drafts are made of the different management processes starting with the organization chart. General drafts for the formal and the actual situation and individual drafts for the perceived situation.
- Throughout discussion, the group try to create the desired situation. This discussion can be divided into groups or be done with the entire group, according to the size of the orgnisation. During discussion they use post its so it is easy to change. Once they agree, they formalise the desired situation and find the gaps between all flow charts.
- Next step is define priorities in order to the desired changes and add indicators to this changes.
- The entire management team takes responsibilities for implementation of the decisions.
This process is a team process. There are formal agreements and informal agreements concerned. Talking these things over requires mutual trust.

Example of an organization chart

[image: image1.jpg]



Example of 2 processes in HRM with responsibilities and documents.
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