Hibernia College Quality Framework

Procedure for the Full Development and Final
Approval of a New Programme
1

Introduction

1.1

Purpose and Parent Policy

This procedure sets out the steps for the development and approval of programmes to be provided by
Hibernia College in a blended or online learning mode. This procedure is followed after the Executive
Management Team (EMT) and Academic Board (AB) have given initial approval for the development of a
new programme.
The Policy for Development and Approval of Programmes and the Policy on the Design of Programmes and
Curricula for Online and Blended Learning Environment are the parent policies.

1.2
a.

Responsibilities
Staff Responsibilities
The Executive Management Team (EMT) is responsible for resourcing programme design
and for the approval of programme development from a strategic perspective.
The Academic Board is responsible for the approval of programmes prior to submission to
accrediting bodies for consideration.
In the context of transnational and collaborative provision, the Executive Management
Team (EMT) is responsible for ensuring the findings of any due diligence and risk and
opportunity assessment are considered when making decision whether to approve or not.

b.

Faculty Responsibilities
The Director of Programme is responsible for the development of the programme and the
preparation of the Validation Documentation.

2

Procedure for Programme and Curriculum Development

2.1

Preliminary Meeting and Initial steps

Following the approval by the EMT, and subsequently by the AB, of a proposal to develop a new
programme, the following process occurs:
a.

The proposed Director of Programme meets with the Registrar to establish:
A full understanding of the requirements of the internal programme approval process.
The external validation process.
The process for the approval of a programme by a professional body (where relevant).
This will include agreeing a timeline for development and clarifying the stages in the
process to include:
•
•
•

Dates for first and final consideration by the Academic Board
Documentation requirements
Ensuring a full understanding of award standards and appropriate QQI policies
hiberniacollege.com
Page 1 of 12

•
•
•

Any additional requirements for programmes leading to professional registration
Internal consultation meeting requirements with key staff
Critical self-assessment by the programme team against the programme
approval criteria established in the Policy for the Development of Programmes for
a Blended or Online Environment which reflects both QQI and Hibernia College

•
•

Programme Approval criteria
Departmental self-evaluation
Independent expert peer review process.

The Director of Programme will develop a proposed timeline for the project based on the
relevant QQI policy and guidance documents and templates.
The Director of Programme will ensure any Professional Regulatory Requirements which
apply to the programme are included.
The timeline is approved by the Registrar, subject to minor amendments which may
include staff availability and resourcing or QQI/Academic Board scheduling.
b.

Establishment of a Programme Development Team
A Programme Development Team is established by the Director of Programme which shall
be given responsibility for completion of the validation documentation and shall include:
• Subject matter experts
• Learning designers.
The Director of Programme appoints members to the team who are:
• Suitably qualified
• Available to complete the required workload commitment within the specified
timeframe
• Available for engagement with the development team as appropriate
• Familiar with the overall programme proposal, the structure of the programme and
where their module fits within this, the credit weighting of the programme, their
module and the associated student learning hours, learning outcomes and
assessment strategy for the programme, and the relevant award standards
• Ideally available to continue in the role as tutor and examiner for the modules they
develop
• Available to provide a detailed handover and support to an alternative tutor and
examiner where required.
The Director of Programme is responsible for ensuring the cohesive development of the
programme and should seek to prevent isolated module development without engagement
with and consideration of the programme as a whole.

c.

Additional Guidance
Where additional guidance or support is required throughout the process, it is the
responsibility of the Director of Programme to make arrangements for this.
This includes utilising other faculty and adjunct faculty as critical friends, as well as seeking
input from the Academic Dean, Registrar, QA Officer, academic colleagues, and
departmental managers as required. Where appropriate, on the recommendation of the
Director of Programme and/or the Registrar, the College may appoint an external advisory
board.

2.2

Programme Development Process
The Programme Development Team undertakes the programme development in line with
relevant policy requirements and internal procedural matters. In particular, alignment with the
Policy for the Development of Programmes for a Blended or Online Environment which reflects
both QQI and Hibernia College Programme Approval criteria should be ensured.
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a.

Independent research and consultation
The following must be provided:
•

Target learners

•

Need for the programme

•
•

Demand for the programme
Comparative programme benchmarks in Ireland and abroad

•

Legalities around programme provision

•

Recognition of the programme and the award it leads to in the countries
where there may be learners

b.

•

Cost to develop the programme

•

Cost to provide the programme

•
•

Potential student fees
Potential numbers of students in cohorts

•

Number of annual intakes

•

Mode of provision – blended or fully online

•

Any available student staff ratio requirements or norms.

Programme curriculum detail including assessment strategies and staffing requirements
The Director of Programme organises an academic planning meeting with the team of
authors and the Digital Learning Department (DLD).
The research-informed curriculum structure proposal and the general aims and objectives
of the programme are provided to authors in advance to allow them to consider the overall
programme structure and the proposed component modules and, thus, plan proposed
content and assessment requirements relevant to their area of expertise.
At the outset of the planning meeting, the Director of Programme seeks to agree the
minimum intended programme learning outcomes. It is essential that this is undertaken in
the context of the appropriate award standards and professional standards as appropriate.
From this, the team should seek to agree on the assessment strategy in light of whether
the programme is either online only or a blended learning programme.
On completion of the academic planning meeting, individual authors are allocated specific
responsibilities to complete the drafting of module descriptors and module requirements,
within an agreed timeframe.
On completion of the module descriptor authoring, the Director of Programme will ensure
that the module learning outcomes, module teaching and learning strategy, and module
assessment strategy are in line with those proposed for programme level. Where this is not
the case, appropriate corrective action should be taken to bring these in line. It is the
Director of Programme in collaboration with the development team that should determine
the appropriate course of action.

c.

College Planning
The full Programme Development Team, including representatives from all relevant
departments of the College, meets following the Academic Planning meeting. All parties
should be provided with all information in advance. All parties should be asked to consider
how their teams will support the delivery of the proposed programme, including factors
such as the admissions processes, assessment regulations and procedures, timetabling,
content development, etc.
On conclusion of this meeting, individuals from the Programme Development Team should
have the responsibility for providing information to enable the Director of Programme to
draft the relevant sections of the documentation appropriate to the different areas of
responsibility as appropriate. These individuals also review the final draft.
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The Director of Programme completes the final version, giving consideration to the
requirements of all parties and stakeholders, but ensuring cohesion and a sense of single
authorship to the document overall.
d.

Additional Steps where a Collaborative and/or Transnational Programme is being developed
Due Diligence
•

A due diligence team shall be appointed by the Academic Board to undertake the
collection of relevant information and the drafting of a report to include a Risk and
Opportunity Assessment
• The due diligence team shall normally be composed of the Registrar or nominee,
the Chief Financial Officer or nominee, and a third person, not involved with the
programme appointed by the Academic Board. Additional members may be added
to the team where the EMT deems it beneficial to the nature of the collaboration or
the intended location of the provision.

Legal matters
The EMT will seek the professional services of a solicitor for all legal matters and may, on
the recommendation of the Registrar or the Chief Financial Officer, appoint external
consultants to undertake specialised research.
Matters to Consider
The nature of potential collaborations and transnational arrangements is wide and varied.
Therefore, each proposal should consider the conditions required for it to succeed. Due
diligence should be tailored to these. The College will seek to be assured of the following:
•
•
•
•
•
•
•
•
•

The benefit to the College of the proposal
The reputation and suitability of the proposed partner
The financial standing of the proposed partner
The legal status of the proposed partner
Internal and external quality assurance requirements
Any legal restrictions or requirements relating to delivery by an outside provider
The monitoring and review activities involved
Any implications the proposal may have on programmes that are accredited,
approved or recognised by professional and statutory regulatory bodies
Future opportunities the proposal may present.

Due Diligence Report
The Due Diligence Team will prepare a report under the following headings for
consideration by the Academic Board and the EMT:
•
•
•
•
•

General and Academic
Quality Assurance
Legal Standing
Financial Standing
Risk and Opportunity Assessment.

A template is provided for writing the Due Diligence Report.
Risk and Opportunity Assessment
The following areas will be addressed:
•

Reputational Risk and Opportunity

•

Operational Risk and Opportunity

•

Risk and Opportunity for Learners.

Sharing of Information
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The College is also committed to disclosing all relevant information to facilitate a due
diligence investigation by a potential partner.

e.

Outcomes of the Due Diligence and Risk and Opportunity Assessment
If at any point during the conduct of the Due Diligence, the Due Diligence Team are
concerned that their provisional findings may impact on the ability to provide the
programme, the team shall immediately advise both the EMT and the Academic Board,
who will act in response to the information.
The EMT, informed by the Academic Board for academic and quality assurance matters,
will consider the due diligence findings and the risk assessment and make an informed
decision on how to proceed with the proposed collaboration and programme.
The EMT may request further information prior to a final decision on approval.
The EMT does not approve the proposal and the process is terminated at this point.
The EMT will approve the progression of the proposal based on the following criteria:
•
•
•
•
•
•
•

Potential partner is of good reputation and standing, both academically and ethically
Proposal is in line with the College mission, vision and strategy
Satisfies the requirements and limitation of the College policy for collaborative and
transnational provision
Is likely to enhance the reputation of the College
Is based on a sound legal and financial footing
Is able to retain the best interest of the learners as paramount
Is sustainable and does not potentially negatively impact existing provision of the
College.

The Due Diligence Report and Risk and Opportunity Assessment will be used to inform the
content of any Memorandum of Agreement required to underpin a collaborative
relationship which shall be prepared by the Registrar with appropriate input from other
College Departments, in particular the Finance Department.

f.

Documentation development
All completed/reviewed documents, including any relevant Memorandum of Agreement,
are returned to the Programme coordinator, who coordinates the compilation of the final
draft and supports the Director of Programme in sourcing and recording evidence to
support the submission.
The Director of Programme ensures all relevant parts of the validation submission,
including all relevant appendices, are addressed and satisfy the requirements of QQI policy
and procedure.

g.

Departmental Peer Review of the Programme Proposal
The Director of Programme leading the development should agree an appropriate date for
the critical review of the validation submission by relevant academic colleagues from
across different programmes.
In that regard, detailed scrutiny of the following should be undertaken:
• Satisfaction of award standards
• Programme learning outcomes
• Module learning outcomes
• Programme and module teaching and learning strategies
• Programme and module assessment strategies
• Any programme-specific quality assurance
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• Appropriateness of the arrangements documented in any Memorandum of
Agreement.
The Director of Programme leading the development provides clarification and responds to
questions.
The outcome of the review should provide formal feedback including recommendations for
the development team to consider. Feedback should include views on:
• Satisfaction of award standards and how the teaching and learning and assessment
strategies promote this
• Suitability of programme and module learning outcomes to the award level and the
realistic attainment of same by students
• Experience of application of any of the proposed approaches and the effectiveness
of same
• Any recommendations for enhancement
• Efficacy of any relevant Memorandum of Agreement, in particular any bespoke
quality assurance arrangements for the provision of the proposed programme.
The critical review will take place at least once and always in advance of the critical selfassessment undertaken by the programme development team.
The Director of Programme will advise the development team of the feedback received and
agree and implement any necessary changes.
On completion of the agreed changes, the development team proceeds to conduct a critical
self-assessment against the Core Validation Criteria.
h. Critical Self-Assessment of the Proposed Programme against Approval Criteria
In accordance with the QQI policy, the college undertakes a critical self-assessment of any
new programme validation submission in advance of submission for validation. This is a
formal critical review of the programme proposal undertaken by those involved in its
development.
The review meeting can be held virtually or physically but must include as many members
of the development team as possible. The Director of Programme should coordinate the
review and seek the views of the team as to how each of the Core Validation Criteria has
been satisfied. Again, the team takes a critical approach and considers how the
programme could be further enhanced, identifying any weaknesses or risks. A template
report form is provided and must be completed.
The completed self-assessment must be submitted to the Quality Assurance Officer to form
part of the validation submission.
The Director of Programme is required to address any recommendations stemming from
the self-assessment prior to submission to the Academic Board.
Consideration of recommendations does not require changes to be made. However, the
Director of Programme will be expected to provide a rationale for any action or non-action
in relation to the findings of the critical self-assessment when questioned by the Academic
Board at the appropriate point in the process.
On completion of any recommendations from the critical self-assessment, the programme
should be presented to the Office of the Registrar for the commencement of the internal
approval process.

i.

Critical Self-Assessment of the Draft Memorandum of Agreement against Approval Criteria
Where a draft Memorandum of Agreement exists it shall be considered in light of QQI’s policy on
Policy for Collaborative Programmes, Transnational Programmes and Joint Awards Revised 2012
and associated Validation Policy.
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3

Procedure for the Internal Approval of a New Programme

3.1

Internal Approval Step One

a.

Review by Registrar
Following completion of the critical self-assessment, the Registrar will review the
programme proposal to ensure that all required quality assurance processes have been
adhered to and acted upon appropriately. It should also ensure that appropriate scrutiny
and assessment of the proposal has taken place to confirm the programme is in line with
the initial proposal and addresses the award standards and Core Validation Criteria. In that
regard, specific attention will be given to the findings of the critical self-assessment and
any subsequent action taken.
The Registrar will also seek to confirm how the submission complies with the original
proposal as agreed or the suitability of any changes implemented along the way and the
rationale for same.
The Registrar is not required to undertake a review of the submission against the Core
Validation Criteria. This is because it is expected that this has been completed by
appropriately qualified experts as part of the earlier quality assurance requirements. The
Registrar may specifically consider how the programme has addressed the requirements of
the NFQ, including:
• Credit allocation, learning hours
• Award standards
• Learning outcomes at programme and module level
• Teaching, learning and assessment strategies
• Award structure including access, transfer and progression.
The Registrar may seek assurance that internal policies and procedures have been fully
considered and satisfied in respect of:
• Arrangements for the provision of placements or teaching/assessment venues and
the associated roles and responsibilities
• Programme management arrangements
• Relevance to the Irish, European, and international labour markets
• Physical and human resource implications of providing the programme
• Impact on existing support facilities
• Timetabling
• Development of associated documentation, for example, student handbook
• Assessment scheduling, management, and procedures.
On completion of the review, the Registrar may request for additional follow-up work on the
documentation prior to its submission to a peer review panel.

3.2

Considerations in respect of a Collaborative Programme

To validate or revalidate a programme for collaborative delivery, the College will need to be able to
assure satisfaction of validation requirements. Furthermore, the College will need to be able to
stand over the collaboration and the collaborative arrangements for the running, delivery and
management of the programme. This will include but is not limited to:
Quality of the learning experience. That the collaboration is able, and continues, to
provide a learning experience equivalent to that of comparable programmes delivered
solely by the College.
Quality assurance. That appropriate arrangements are, and remain, in place to enable
quality assurance, control, and enhancement mechanisms to be effective.
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Written agreement. That appropriate written agreements are in place that specify clearly
the mutual arrangements agreed by all parties and signed by persons with authority to do
so.
Provisions for the admission of students. That the arrangements for the admission of
students onto collaborative provision satisfy the admissions procedures and comply with
programme entry requirements.
Learner protection. That adequate learner protection arrangements are in place.
Transnational collaborative provision. That where approval of an overseas government
is required, this is obtained or remains in place prior to registration of the students and
delivery of the programme. The College will ensure that the experience and expectations of
students studying overseas, in addition to the cultural norms of that location, are taken
into account.
Documentation. That an appropriate schedule of activity has been completed and is
accompanied by a detailed collaborative operations manual outlining the specific roles,
responsibilities and obligations of each party in relation to students and quality life cycle.
When the Academic Board and EMT are satisfied that the above factors have been met in addition to the
standard validation requirements, it may then proceed to request validation.

3.3
a.

Internal Approval Step Two
Independent Peer Review Process
Following completion of the critical self-assessment, a competent independent peer review
panel should evaluate the proposal, by considering the documentation (which may include
a draft Memorandum of Agreement) and meeting with the College management and the
programme team, which includes authors and learning designers.
There shall be a minimum of 3 external panel members and a maximum of 5.
The peer review process models the QQI validation and should be conducted in the context
of the Core Validation Policy and Criteria and, where relevant, the Policy for Collaborative
Programmes, Transnational Programmes and Joint Awards, Revised 2012.
A minimum of three panel members should be utilised. Panel members should have
appropriate subject expertise and the Chair must be familiar and experienced with
appropriate QQI policies and the validation process in order to guide the panel and reach
informed conclusions.
The panel must be provided with the full programme validation submission at least one
week before the independent peer review evaluation to allow for full and proper scrutiny of
the documents.
The development team, including faculty, should be available to meet with the panel and
be prepared to respond to queries relating to their areas of expertise.
The panel is required to compile a report of their findings and recommendations, including
whether or not they would recommend that the programme goes forward for validation.
On receipt of the panel report, the Director of Programme is required to consider all
recommendations and arrange for the completion of any subsequent action as deemed
necessary and appropriate.
When all actions have been completed to the satisfaction of the Director of Programme,
the full submission should be forwarded to the Quality Assurance Officer to arrange for
consideration by the Academic Board.

3.4

Internal Approval Step 3
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a.

Follow up review by Registrar
The Registrar will review the findings of the external peer review process and seek
assurance that these have been addressed.
On completion of the review, the Registrar may request for additional follow-up work on
the documentation prior to its submission to the Academic Board for an approval decision.
Final and complete documents including all appendices are submitted to the Registrar for
review prior to the validation being submitted to the Academic Board for approval.
Draft documents will not be considered, as the Registrar is required to submit a report on
the final submission to the Board with a recommendation to approve or reject the request
for the submission to go forward for validation.
Prior to submission to the Registrar, an initial quality check is undertaken by the Quality
Assurance Officer.
The initial quality check is undertaken by the QA Officer. This check will confirm that:
• All required documents are submitted
• Each of the sections has been completed in line with the template guidelines
• All appropriate appendices are complete
• All appropriate personnel have informed the development.
In addition, the QA Officer will ensure that the submission includes the critical selfassessment and the independent peer review evaluation panel report.
The initial check is not intended to confirm the appropriateness of the information provided
to the proposal put forward.
Upon confirmation that the above requirements have been met, the QA Officer will put the
documentation forward for review by the Registrar on behalf of the Academic Board.
Incomplete documentation will be returned by the QA Officer and may result in approval
by the Academic Board not taking place as per the scheduled timeline.
Programme directors are advised to allow sufficient time for the submission to be reviewed
by the Quality Assurance Officer or Registrar and shortfalls addressed in advance of the
Academic Board meeting.

3.5
a.

Internal Approval Step 4
Consideration by the Academic Board
The Director of Programme is required to attend the next scheduled Academic Board
meeting and present a brief summary of the new programme as documented.
Following the presentation, the Registrar summarises findings from the independent review
of the programme.
The Registrar provides a brief rationale for the recommendation.
The Board required to support or reject the recommendation of the Registrar.
The outcomes of the Board are:
• Approval to submit to QQI
• Further work required.
In the event of approval, the QA Officer with the Registrar makes all arrangements for
submission.
In the event of further work being required, the QA Officer will advise the Director of
Programme of the additional work required and the timeline for completion of this. In such
circumstances, the Chair of the Academic Board may authorise approval to submit by
Chair’s Action following review by an appropriate member or members of the Board.

4

Submission for Academic Validation
On submission to QQI, the Registrar liaises with QQI throughout the external, QQI-owned
validation process.
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5

Subsequent to Academic Validation
On receipt of the validation report there are normally two outcomes, approval subject to
changes or advised to make a full resubmission.

5.1
a.

Approval Subject to Changes
Making Changes after a QQI Validation
The Registrar sends the report of the validation to the programme team.
The programme team studies the report and decides whether the recommended changes
or conditions of approval are appropriate.
The programme team establishes if there are financial implications for the changes
advised. Where there are financial implications the programme team establishes the
possible cost and, through the Registrar, refers the matter to the EMT for approval to
revise the programme in line with the advice of QQI.
If the EMT grants approval to proceed, the EMT will advise the programme team through
the Registrar.

5.2
a.

Special Provisions for validation of Collaborative Programmes
Membership of Committees
It is expected that the collaborating partners nominate members to join the programme
development team and take an active role in programme development at every stage.
The role of the Academic Board in reviewing and approving programme validation
documents for the submission to the accrediting authority is extended to include
consideration of the schedule of activity and the collaborative operations manual to ensure
consistency and also to confirm the College’s capacity to satisfy the academic obligations
placed upon it. The Board may delegate responsibility for some activities to specific Board
members and request a report and recommendation.
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