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Abstract: The study attempts to justify the need for the organization and development of the university internal
audit system 1n order to ensure lugh competitiveness of educational services of the developing Flagship

Technical University in Volgograd region. The researcher prove the necessity for implementing this kind of
system, define the database of its functioning in the framework of the joint structure, clarify its relation with the
quality management system and summarize the experience of the leading Russian universities in the research

area. Particular emphasis 1s placed on the necessity to grant for the system of internal audit the status of the

main intermnal procedure for monitoring the quality and efficiency of business processes implementation
(primarily the implementation of educational services) for more effective quality management, taking into

account the increasing requirements of regional and Federal entities to the graduates.
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INTRODUCTION

On the background of the reform and modermzation
of the Russian system of higher education, the continual
integration of national universities into the world
educational area and improving the system of
standardization and control of the process and results of
universities educational activities, the assurance of high
quality of the services provided has become a major
landmark m the educational process.

Launched in 2015, at the mitiative of the Ministry of
Education and Science of the Russian Federation, the
program for the establishment of flagship regional
universities 1s another progressive step towards
unproving the quality of the student’s knowledge and
skills at regional universities.

This basis has been one of the predominant
objectives for the merger and integration of Volgograd
State Technical and State Architectural Universities
into the Flagship Technical University of Volgograd
region (Volgograd State Technical University, VSTUJ)
(Anonymous, 2016).

Correlating the concept of quality with educational
services, it is necessary to understand that today “the
quality of educational services” is more than a simple
measwre of conformity to the expectations of the
consurmer of educational services (student) with their
actual learning outcomes. In the external environment,
especially at the regional level, there are also other

stakeholders, interested in the “qualitative results” of
learning, who mnpose their specific requirements to the
level of professional training of future graduates.

Among these stakeholders, there is the state
(represented by the various authorities at the Federal,
regional and municipal levels), employers, the
professional community and other stakeholders.

A kind of “guarantor” of the quality of educational
services in modern national universities which is an
integral part of the mnternal environment and that takes
into account the “external” requirements to these services
1s the Quality Management System (hereinafter-QMS), 1t
includes, in addition to the principles, functions and basic
quality management guidelines, certain quality monitoring
tools for implementation of the requirements and
procedures (Gonik ez al, 2016).

With regard to the activities of universities such
monitoring tool 15 the internal audit. The continuous,
systematic, targeted, reasonable and justified from the
perspective of the external requirements, impact on the
educational process with the aim of improving the quality
of educational services is the main purpose of the QMS in
modern Russian universities.

For decades, the quality management concept, based
on the implementation of the QMS and the execution of
the required standards 1s one of the dommant trends in
the structure of admimstrative and management
influences on the educational process in Russian
universities. Tt is through the implementation of the QMS

Corresponding Author: Tgor Gonik, Volgograd State Technical University, Lenin Avenue 28, Volgograd, Russia
6731



Int. Business Manage., 10 (Special Issue 6): 6731-6739, 2017

in practical activities of umiversities, the effective
achievement of the stated objectives becomes possible
owing to consolidation of the mternal parameters, by the
fulfillment of the requirements of the extemal environment
and through meeting the needs of all stalceholders in the
quality of educational services the reproduction of the
management cycle m the activities of the university 1s
provided.

On the other hand, the existing necessity of
searching the ways of optimization of the expenditure part
of the umiversities budgets, the need to find ways to
attract the most talented students as well as the need to
enhance the position of Russian universities in the world
and national rankings, improving their competitiveness,
will require the development and implementation of certain
systemized procedures. Such procedures should satisfy
the indicated requirements on the basis of improving the
operational efficiency and quality of development,
adoption and implementation of administrative decisions
of all levels of university management.

Their implementation is particularly wgent in the
scope of consolidation of efforts of regional universities
to create flagship unmversities.

In the domestic and world practice, it 1s recogmzed
that such an integrated, adaptive and flexible system
(a set of monitoring procedures provided that they are
formalize) acts as the system of internal audit of the
university, used to improve the efficiency of the main
substantive activities of the national educational
organizations.

IMPLEMENTATION BASE OF INTERNAL AUDIT
SYSTEM OF A FLAGSHIP UNIVERSITY

The mternal audit system of the university is
considered to be one of the most effective mechamsms of
monitoring and quality control of internal processes
implementation. In fact, the internal audit system of a
umiversity 18 often understood as a complex of interrelated
measures and procedures, aimed at optimization and
improvement, first of all, of its basic, i.e., educational,
activities with regard to the strategy, goals and objectives
of the system functioning.

Therein lays the difference of the similar audit
system for educational organizations and commercial
organizations where the outcome of internal audit in its
“classic” understanding 1s the revealing of reserves of
profit growth with account of fulfilling legal requirements.

Historically, the understanding of the main target
orientation of the practical implementation of the internal
audit system in umiversities has been the reason that
within the majority of universities in Russia, 1t 1s

implemented as an integral part of the quality management
system and is aimed at monitoring and assessment of
primarily, the university educational activities.

Though mtemnal audit in the framework of educational
institutions, takes into account certain adjacent aspects
(e.g., financial, managerial, etc.), it is focused on
identification of reserves to mnprovement the quality of
the educational services provided. Meanwhile, there are
other approaches to the practical implementation of the
internal audit system of universities. Embodiments
(variants of implementation) of the system of internal
audit of a university:

» The system of internal audit as a documented
procedure 1n the quality
management system

¢ When the scope of the quality management system

framework of the

in educational organization is limited

»  When the nature of the quality management system
n the educational organization 1s complex

¢  The individual elements of the system of internal
audit of educational activities in the framework of
other tools for monitoring the effectiveness of
the wumversity activities, regardless of the
presence/absence of the quality management system

¢ The system of internal audit as an independent tool
for monitoring and controlling the quality of
educational services

Tt is important to distinguish between the internal
audit system of educational activity and the internal audit
system of quality management. In the case of internal
audit system of quality management, the object of audit is
the process of quality management m the educational
organizations, various aspects of optimization of the
quality management system, integration into the
management structure of educational organization. First
of all, this 1s the assessment of the effectiveness of
implementation and functioning of the quality
management systern.

In the specified case, internal audit is a documented
procedure, the implementation of which is aimed primarily
at mproving the educational services provided by the
university but 1s limited by the scale of the QMS. If, for
any reason, the contour of the QMS of the University
does not include some process or some structural
division, the audit impact on the quality of educational
services m this case will be either impossible or will give
distorted results. On the other hand, if the QMS of the
university is really applied to all, without exception,
internal processes, the documented procedure for internal
auditing also becomes complex as if it was implemented
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outside of the quality management system. In this
case, 1t 1s possible to assess (to a reasonable extent) the
effectiveness of educational activities on the basis of the
audit within the QMS, although, the evaluation 1s still
incomplete. In the practical part of the activities of
educational institutions, for example while budgeting,
personnel certification or when providing information to
regulatory authorities, the individual elements of internal
audit which characterize certain aspects of the quality of
educational services, can also be implemented.

The “peak point” of the development of the internal
audit system should be considered as the embodumnent 3,
when the system is an independent tool for monitoring
the implementation of most of the processes in the
university, since, in this case, it is possible to identify not
only direct but also mndirect factors that affect the quality
of rendered educational services.

Therefore, with any of the above embodunents
(variants of implementation) of the system, the main
aspects and peculiarities of implementation of the mnternal
audit system within the educational organization are
based on and originate from a variety of requirements
(primarily of the external users of the university
educational services and other interested parties) imposed
to educational activities.

In turn, the requirements are formalized by means of
targets (i.e., results that a participant of educational
process aims to achieve) and specific methodological
apparatus-a peculiar “method of targets delivery” to the
educational organization which 13 the mstrument of
practical interaction of the university with the external
environment.

Thus, the external base of the system of internal audit
is presented by the requirements that are applied to the
educational process by the external participants. The
requirements to the educational process within the
university are set on the basis of the external
requirements.

The complex of these requirements is the basis of the
mnternal audit system as while implementing it acts as an
indicator of the quality assessment of the educational
services provided. This 1s the methodological apparatus
of design, implementation, operation and optimization of
the mternal audit system of the university.

So, the internal audit system of the university should
be focused on the rapid identification of accomplishment
of objectives, targets (orientations).

Internatiopnal requirements (internal base of the

university audit system)

Target setting (orientations):

*  The need for maximum compliance with requirements,
both regulated/specified and desirable

¢ The need to increase the quality of education sevices
toconsider education market conditions, trends,
challenges of the times of the time, etc

Methodological apparatus:

* Intemal orders, mstructions,
guidelines, processes, procedures

*  QMS, quality policy and its purposes, system for
monitoring and quality assessment of educational
activities, etc

regulations, acts

Externalbase of the university audit system

state requirements

Target setting (orientations):

+  Monitoring and quality assurance of educational
services

*  Social importabnee of educational servises on the
national scale

+  Economic significance, reasonability, feasibility, etc

Methodological apparatus:

» Orders instructions regulations statutes, acts,
guidelines

» Recommendation state professional and educational
standards, etc

» International, supranational standards, guidelines

Consumer (customer) requirements
Target setting (orientations):
»  Employment

+  Mobility
» Prestige and social significance of education
obtained

¢ Adequacy/compatibility of the knowledge gained
with the market reality, etc

Methodological apparatus:

»  Professional ndustry standards job discriptions
»  Target training, training periods

»  Public- private partnership in education, etc

Compition requirements

Target setting (orientations):

»  Inovativeexperience and best practices

¢ Tthe prestige of the university and the comptitive
position in the regional and national scale

s Opportunity to attract incoming students and find
new directions/areas of educational activity, etc

Methodological apparatus:

s Contests, competitions, rating/rankings

»  Benchmarking, partnership, compition, joint projects
s  Efficiency monitoring, etc
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Othwer stakeholders requirments (public orgnizations,

Unions, associations, etc.)

Target setting (orientations):

*  Public importance, the use of future specialists

* International and cross mdustry mtegration

*  The prestige of education professions i the country
and 1n the world, etc

Methodological apparatus:

¢ Agreements, principles standars, codes
¢ Grants and joint projects

+  Professional/public accreditation

At the same tiume, this set of targets is also a means of
ensuring control of efficiency of the internal audit system
itself of the implementation of its goals and objectives,
regardless of whether such a system 1s a part of the
university QMS or not.

It 15 clear that the above list of targets is not the final
version but minimum essential for the development of the
internal audit system of the University and for improving
its competitiveness.

Therewith, the quality of implementation of these
targets should be increased due to consolidation of
actions in the framework of merger/integration of
universities nto the regional flagship one.

It 1s also worth noting that in the framework of the
emerging regional flagship umversity the internal audit
system mneeds to become comprehensive, it should
dentify not only growth potential of the quality of
but other related processes,
including QMS processes.

educational services

QMS PROCESSES OF THE COOPERATE
UNIVERSITY AND INTERNAL AUDIT OF THE
EDUCATIONAL SERVICES QUALITY

Modern concept of QMS 1s based on the effective
umnplementation of the process approach with smgling out
certain groups of processes. And activities of the
University m this sense are no exception

With regard to the establishment of a Regional
Flagship University, it 1s QMS that could become a kind
of “merger base” of potentials, structures and internal
business processes of the integrating universities,
because this system is unified,
standardized for a wide range of administrative and
managerial tasks. For example, structural modification of
QMS processes of the merged/united Flagship Technical

formalized and

University of Volgograd region may take the following
form (Fig. 1-3).

The internal audit system, implemented before the
merger 1s imtiated by the subprocess 1.5 and process 4 in
Fig. 2 and aims to monitor the achievement of target
values of the mdicators which characterize subprocess
2.1-2.11 and 3.1-3.8 of scientific, educational and other
support activities of the University. For example, for the
subprocess 2.3 “pre-umiversity  traming”
indicators are the number of applicants at the Faculty of

such

Pre-university traiming of VSTU during the year and the
percentage of applicants (those who attended pre
university training courses) enrolled in educational
programs of VST, etc.

Meanwhile, in the framewaork of the consolidation of
the structures, potential and objects of techmnical
(facilities), financial and information support/provision
of the Regional Flagship Umiversity, the imtiation of
internal audit, being strategic in nature is carried out
within the subprocess 1.1. Under tlus approach, internal
audit 1s an mdependent mstrument of quality policy. In
prospect, consolidate united indicators will be subjected
to audit. And the composition of these indicators waill
vary.

In this approach, special emphasis 13 placed on
the orientation of accountability of the
requirements, i.e., target settings and demands under

external

the requirements of extemnal environment, in accordance
with which the composition of indicators, characterizing
OMS processes will also subject to revision and
adjustment.

The composition of criteria for evaluating the
effectiveness and quality of educational
provided which are to become more marlet-oriented and
competitive will also change. Such an approach would

services

better meet the requirements of the current version of
QMS standards GOST R ISO 9000-2015 and 9001-2015,
predetermining features of the development for QMS of a
flagship university through the system organization of
internal audit of the quality of educational activities
(Fig. 3). For evaluation of the practical implementation of
this approach there 15 a good reason to consider the
experience of setting and implementing internal audit
systems in umversities.

EXPERIENCE IN THE IMPLEMENTATION OF
INTERNAL AUDIT SYSTEM AT LEADING
NATIONAL UNIVERSITIES

Based on the best practices of organization,
implementation and development of the internal

audit system of educational activites 1n Russian
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Internal requirements {internal base* of the university andit system):

Target settings (orientations):

The need for maximum compliance with requirements, both regulated/specified and desirable

The need to increase the quality of educational services to consider education market conditions, trends,

challenges of the time, etc

Methodological apparatus:

Internal orders, instructions, regulations, acts, guidelines, processes, procedures

QMS, quality policy and its purposes, systems for monitoring and quality assessment of educational activities, etc

External base* of the university internal audit system:

State requirements: Consumer (customer) requitements:

Target settings (orientations): Target settings {onentations):

Monitoring and quality assurance of educational Employment

services Mobility

Social importance of educational services on the Prestige and social significance of the education
national scale obtained

Economic significance, reasonability, feasibility, etc || Adequacy?compatibility of the knowledge gained with
Methodological apparatus: the market reality, etc

Orders, instructions, regulations, stattes, acts, Methodological apparatus:

guidelines, recommendstions, state professional and || Professional, industry standards, job descriptions
educational standards, etc Target training, training penods

International, supranstional standards, guidelies Public-private partnership in education, etc

Other stakcholders requirements (public organizations,

Competition requirements: ! o S
Target seftings (orientations): A Sos o = b0
Innovative exprience and best practices Terget scttings (orientations):

: fay o Public importance, the f future ialists
The prestige of the university and the competitive Int s ]muial mdce’m“_‘.lse] g inte;f:l:l?on

position in the regional and national scale; v . . e
Hiasia 3 i shude i and find The pfremge of education, professions in the country
PRI Ing N and in the world, eic

new directions/areas of educational activity, etc i .

» S Methodological apparatus:
Methodological apparatus: A

3 5 : Agreements, principles, standards, codes

Contests, compettions, ratings/rankings A inciples, e

" - e . g[e-e lls, I" 1 y s'ﬂl ‘Ia[‘ s,
Benohmarking, partnerahip, competition, joint G Sl

projects, efficiency monitoring, etc Professional/public accreditation, etc

Base*-target settings/figures (orientation) and methodological apparatus of the system of
internal andit; the mesans of monitoring the effectivencss of the system

Fig. 1: The mnplementation base of the internal audit system of a flagship umversity

Management activity in Design of strategies, policies and bjective in the field of quality
'VSTU quality system. Planning and development of VSTU quality system
¥ Distribution of responsibilities and power
Preparation for licensing and accreditation

Analysis of VSTU quality system by the management
Informing the public (commumnity awareness)

Funding of VSTU quality sysiem
Main processes of Marketing
scientfic educational | Design and development of basic eductional programmes
activity at VSTU Bie ariven ity roo:
Student's admission and enrolment

Implementation of basic eductional programs

Pedagogical and extracumicular activity

Design of further {extended) training programs

Implementation of further training programs

Advanced qualifucations training {post-graduate and doctoral courses)
Scientific research and annovative activity

Intemational activity

Persennel management

Processes Resources management (infrastructure, eductional and working environment)
providing scientific] Editonial and publishing activity
eductional activity| [ jbraries and information support services

LU | Management of information and media environment

Procurement management
Security of life and safety ensuning
Staff and student social support

e

Measurement, analysis and improvement activities in the framework of main and supporting processes

Fig. 2: Generalized groups of QMS processes of VSTU before the merger
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Design of strategies, palicies and bjective in the field of quality
Planning and development of VSTU quality system
Disteibution of regponsibilities and power

Analysis of VSTTJ quality system by the management e
Informing the pohlic (commumity awareness) a0
Funding of VSTU quality sysiem

facilites and Ingisties

ion of firrther training programs

Intemational activity

F 3

Fig. 3: Process groups of the quality management system of the united/corporate Flagship Technical University of

Volgograd region
benchmark-universities (“leading™, “advanced”,
“breakthrough”™ universities, among them are Moscow
State Unversity na. M.V, Lomonosov, MSTU
“STANKIN”, MADI, MAMI, MSTU n.a. N.Uh. Baumarn,
MISIS, TSTU, SFU, UFTJ, Tomsk Polytechnic University,
etc.), it can be concluded that in the vast majority of these
universities the system of internal audit 135 a documented
procedure in the structure of highly-developed and
well-organized quality management system. The main
features of mternal audit in leading universities:

*  The object of the study is the main processes rather
than divisions, curricula, staff, infrastructure, etc

¢ Audit is comprehensive and permanent

*  Clanty and high quality of the mitial planning of the
audit

¢ Ensuring the operational efficiency of audits

¢+ Promoting the idea of quality and work with
emotional mood and psychological attitudes of
audited entities (executors/contractors and customers
of the process)

In this case, m the framework of the quality
management policy in advanced umiversities, internal
audit within the QMS of the university is carried out
for the purpose of compatibility assessment of the
educational and other activities or individual processes

with requirements and basic standards, directives,

regulations orders, decrees and other documents, i.e., the
requirements of a methodologies of internal audit
base;assessment of the QMS conformity to the
requirements of 130; updating the QMS and the internal
audit procedure, identifying opportunities and ways of
their improvement performance assessment of the
University activities or individual processes from the
point of view of achieving the objectives defined m the
strategy and quality management policy of educational
activities defimtion of inconsistencies in mainstream or in
separate processes compared to the requirements of the
authorities or the extemal environment, checking the
effectiveness and efficiency of revision actions based on
the results of previous audits (Tumanova, 2009).

Internal quality audit of the main activities n this
particular case s a systematic documented process of
examination of the university and its processes based on
existing documentation and determining compliance of the
object of study with specific audit criteria, the main aims
and objectives of the umversity, external and internal
requirements (Tumanova, 2009).

The best practice suggests that the object of the
study should serve the mamm processes, rather than
divisions, the curriculum, staff, nfrastructure, etc.,
although fragmentary check “on demand” is not excluded.
For example, audit of divisions loses largely in terms of
completeness of the information
elements of the main educational activity (sub-processes,

received as 1its
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Resources (base) of efficiency assessment criteria of educational activity |
FSES HE P-pa |
e - University ratings and | | |
Monitering HEIs efficiency and raking: QS THE, interfux
self-asscgament RA expert, efc
Professional standards
h h ' v
Quality audit of eductional activity |
Benchmarking and QMS
consolidation of Volg GASU o
and gther ymivergities Asscsament of processes Reaults anticipation
Legislative and regulatory VSTU quality management system
acts of minisiries and depariments o
various levels
1 Based on GOSTR ISO 9000-2015; 9001-2015
<>
Programs and trends for VSTU quality management gystem
the development of -y
national eduction system
I Based on GOSTR ISO 2000-2011; 9001-2011

Fig. 4: Development of a flagship university QMS through the orgamzation of the system of internal audit of the quality

of educational activities

procedures) are being mvestigated not as a whole but
plecemeal. When collecting data and making decisions on
quality improvement of core activities through internal
audit of divisions, standard requirement to completeness
of information 1s in contradiction with the requirement to
its relevance. The results of the divisions audit do not
provide all the necessary information to analyze the
causes of problems and to search the ways of their
elimmation (Tumanova, 2009; Gorbunov, 2016).

Having a clearly identified problem and data on the
functioning of the individual divisions, it is hardly
possible to give a valid conclusion about the causes of
the problem and to formulate more or less adequate
solution. For this reason, advanced umiversities have
moved from audit of divisions to the audit of processes,
naturally with account of a clear and complete description
and qualitative 1dentification of these processes.

Best practices also suggest that within the
universities mentioned above, this research is conducted
on permanent basis by the subject matter specialists.

In the context of integrating Volgograd uruversities,
this work 1s mmplemented by the structural subdivision
responsible for implementation of QMS in HEIs. In
particular in VSTU it is the Department of quality
management of educational activities, in the structure of
educational-methodical administration. At the same time,
the work as a part of the internal audit system is
fragmented, even with the practical implementation of the
process approach. This dictates the
feasibility of establishing a special structural subdivision

clrcumstance

(Department of Monitoring and Development of Internal
Audit) in the process of consolidation of capacities and
personnel structure of the generated Flagship University
in Volgograd region as it is implemented in the “leading”
umversities (Fig. 4 and 5).

In this case, the specialized structural subdivisions
which exist in the benchmark-universities, primarily plan
and define the volume of the upcoming inspections.
Moreover, the reviews themselves are of an operational
nature and are mitially designed to offer tune savings,
since the elongation of the audit will inevitably cause
negative reactions from employees mvolved m the
audited process.

Against the background of popularization of the
ideas of quality in the frame of integrated management
system, it is possible to somewhat compensate the lack of
understanding the essence of the internal audit by the
audited employees. The model of promoting the idea of
orientation to the quality of the main university activity,
in the particular case, includes the moral training of the
personnel for the possible detection of mconsistencies.

The high cost of mternal audit, the need for careful
planning and coordination of inspections, higher
complexity (when auditing processes, rather than
structural divisions) are subsequently covered by
improving the quality of educational services provided,
by optimization of core activities and the appearance of
rapid response capabilities as well as strengthening the
adaptability and flexibility to changes m the external
envirorment, mmprovement of competitiveness and
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First vice-rector
Vice rectar for academic affairs
Administration for planning
[—| and monitoring the development
of the university
Academic-methodical administration [ |
Department of planning, analysis
— and assessment of the university Academic ——
performance department Department of techrical
I suppart in training
| | Department for licensing and
accreditation Academic department]
bdivizion
Depariment for collaborations and .
B partnerships Department of quality
. X manapement
Acad mdhndmall_— of educational activity

Fig. 5. The variant for creating a special structural subdivision for audit, activity momtoring and development of a

Flagship Techmical University in Volgograd region

attractiveness among prospective students and other
external environment. Also, these response (unmediate)
mtemal audit 18 generally a good source of information for
a variety of reports and ratings, allowing, in the first case,
to submit the required information quickly and efficiently
(pre having a clear understanding of the conceivable
results of the audit) and in the second case, to increase
the university prestige and status (regional, national).

The best practices of internal audit of such
benchmark-umversities as National Research Tomsk State
and Tomsk Polytechnic Universities, Saratov State
University and Technological University “MISIS”, show
that today thewr systems of internal audit are ready to
separate out and to exist on a par with the QMS. Such
systems in the short term will “determine” policies mn the
field of quality management, based on the maximum
accounting of requirements of the external environment
and satistfying social and economic demand for highly
qualified personnel. The attempt of developing such a
system should be undertaken when creating a flagship
technical university of Volgograd region.

CONCLUSION

The internal audit system of the generated Regional
Flagship Technical University (VSTU) should not be
perceived by employees as just another oversight
authority which could mete out punishment of both
administrative and teaching staff. Well-organized and
efficient internal audit system with proper distribution of
functions, powers and responsibilities, corresponding to

basic internal and external processes will stimulate the
personnel of the umted University, allowing proactively
detect problem pomts, challenges and eliminate or
adequately compensate them until the negative
consequences.

In summary, the qualitative and effective functioning
of such a system 1s being of key importance in the course
of the integration process of the universities merger; it
allows to carry out on-going monitoring, efficiently, on
time and with ligh accuracy to anticipate the results of
certain administrative decisions, becoming the major
and independent instrument for ensuring quality
functioning/effective performance of the university,
investing the university policy on quality management of
educational and other activities with market orientation
and competitiveness.
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