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1. INTRODUCTION (2-5 pages) 

 
1.1  Briefly describe the features of your institutional context that are most salient to the 

success of your students.  
 
The UFS has been in existence since 1904 although it was only founded as a university in 1950. In its 
110 years it has changed its identity, the composition of its student body and its relationship to 
society in many ways. The UFS moved from being a small English-medium college to being a small 
Afrikaans-medium university, and from this to become a medium-size parallel language institution 
functioning across three campuses. The UFS student body changed from being exclusively white to 
having a majority of black student enrolments in a demographically and culturally diverse student 
body. Finally, from being an institution supporting a politically exclusive project, the UFS has become 
a democratic institution open to a broader community and to the world. Since 2009 the UFS has 
been focusing on the development and implementation of a strategy designed to realise its vision of 
becoming “a university recognised across the world for excellence in academic achievement and 
human reconciliation”. 
 
The University has three campuses: Bloemfontein, Qwaqwa and South Campus. The latter two were 
incorporated into the University in 2003 as part of the government-led restructuring of higher 
education. Its 32 694 students (2013 audited figures) are distributed across seven faculties, in 
decreasing size of enrolments, Education, Humanities, Natural and Agricultural Sciences, Economic 
and Management Sciences, Law, Health Sciences, and Theology. Fifteen percent of its students are 
accommodated in university-sponsored residence halls. The UFS is fundamentally a contact mode 
university, but it offers distance education to approximately 19% of its student enrolments. Our 
campus infrastructure was expanded by means of 15 new Department of Higher Education and 
Training (DHET)-funded infrastructure projects and we completed 12 new buildings.  
 
Each university campus has its own identity and focus, with Bloemfontein serving the province and 
the country and having the greatest concentration of postgraduate students, Qwaqwa serving the 
Northern Free State and KwaZulu-Natal and the South Campus being focused on open and distance 
learning. This said, the institution is still developing a long-term strategy to profile the South 
Campus. 
 
The majority of UFS enrolments are at undergraduate level (74%). Only 7% of our students are 
enrolled for Master’s degree study and 1.7% for doctoral level study. Most of our enrolments are in 
the humanistic (humanities, social sciences, law, and education) disciplines (58.2%), with 26.3% of 
students enrolled in science, engineering and technology (SET) disciplines, and 15.5% in commerce. 
Our annual number of graduates has been growing steadily from 2007 to 2012, with a total of 6 726 
graduates in 2013. Ten percent of our students received NSFAS bursaries. One hundred and fifty 
students were supported in 2013 through the No Student Hungry (NSH) Programme, one of 60 
community projects run by the University. 
 
The Bloemfontein and Qwaqwa campuses provide student accommodation with close to 5 000 
students living in residences during 2013. In 2013 our student body included 2 027 international 
students from 48 countries outside South Africa. Particularly interesting, given the history of the 
UFS, is the impact that changes in the composition of the student body have had on the distribution 
of students by home language as well as on students’ choice of medium of instruction. In 2012, a 



2 

 

total of 26.2% of the enrolled students reported Afrikaans as their home language, 24.0% reported 
Sesotho, 15.6% IsiZulu, and 12.2% English. Interestingly, despite this, in 2012 78.7% of our students 
chose English as their preferred medium of instruction. 
 
The UFS has 967 permanent academic staff and a total permanent staff complement of 2 470 
people. The 2013 student to academic staff ratio (based on FTEs) is 20.4, which is slightly improved 
from 21.4 in 2011. Thirty-four percent of the UFS permanent academic staff members have a 
Doctoral degree and 36.5% have a Master’s degree. With respect to research output, we have seen a 
36% increase in publication outputs from 473 units in 2007 to 644 units in 2012.  
 
In terms of the position of the UFS nationally, the benchmarks developed by the Centre for Higher 
Education Transformation (CHET) in 2010 classified the UFS as a medium knowledge production 
university. These are universities that are neither research-intensive nor exclusively focused on 
undergraduate teaching and learning. In this respect one of the UFS’s greatest challenges is to 
develop a more defined identity and the benchmarks that it needs to achieve to be excellent within 
its niche. 
 
Specifically in the area of teaching and learning and student success, and despite considerable 
improvement since 2009, the UFS is performing below the national average (80%) and below other 
comparable institutions included in its CHET group. 
 
In 2012 black academics constituted 21.18% of the staff and white academics 78.82%. For support 
staff the percentage of black staff is 48.14%. The University knows that this is an area in which much 
more progress needs to be made in order to achieve our own goals in terms of diversity. Our 
academic staff compliment includes 116 NRF-rated researchers and three SARChI research chairs 
working in eight dedicated research centres and 127 academic departments. In 2013 the UFS’s 
academics published 742 scholarly articles in 394 accredited journals. 
 
After his inauguration in 2009 the VC presented the UFS with an Academic Turnaround Strategy, 
which proposed 20 interventions to move the University up from its then current performance. In 
the area of teaching and learning this strategy introduced interventions destined to improve the 
quality of the undergraduate student experience at UFS. Among these were the compulsory class 
attendance and the increase in the admission points required to enter the University. 
 
A next step in refining and integrating the VC’s vision for the University was the development of the 
Strategic Plan of the University 2012-2016. The strategy is organised around three themes: the 
academic project; the human project; and the support services foundation. Despite the necessary 
analytical differentiation the interface between these three areas of pursuit inform the UFS 
understanding of the academic enterprise as a whole and, in particular, its teaching and learning 
dimension. While the different aspects of the strategy have been implemented concurrently, the 
first two years of implementation have been particularly focused on the human project. 
 
2013 marked a turning point in the implementation. Foundational work in both the academic and 
human projects has been completed with good results and the institution is ready to move towards 
the deepening of change in all environments and towards a more detailed monitoring of its 
performance. The VC’s efforts to deliver on the goals of the academic project have started to bear 
fruit and the University has improved its performance in relation to most of its key performance 
indicators. The human project of the UFS has attracted national and international attention. While 
there is no research available yet to support the success of the human project, anecdotal evidence 
suggests that the UFS student body on the three campuses is showing signs of maturity in dealing 
with issues of diversity and social justice. The support services foundation has also improved the 
quality and outcomes of its administrative processes as well as the kind of institutional information 
on which to base decision-making and to plan for the future.  
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Despite these achievements the UFS is conscious of the need to accelerate and deepen the process 
of change initiated in 2009. From the 2013 top management strategic retreat 14 projects emerged, 
aimed at achieving the long-term sustainability of the academic project and making the University 
more competitive. In 2014, the VC was reappointed for another five-year term starting 1 July 2014; 
this has been marked by an even more focused set of targets designed to spur the achievement of 
academic excellence. The improvement of student success is the first of five targets that should 
concentrate the mind of faculties and the support services foundation for the next five years.  
 
In many respects the UFS is emblematic of two apparently different sets of problems in South 
African higher education: a conservative and difficult-to-transform intellectual and institutional 
culture and a growing number of students who struggle in the transition to university education. The 
UFS is one of the historically Afrikaans universities that experienced the fastest demographic 
transformation without being part of a merger with a historically black university or substantially 
expanding distance education. Because of its geographical location the University serves a large 
community of not too affluent black and white families, a situation which faces the University with 
the problem of supporting students with insufficient means across the racial divide. Academically, 
despite the improvement in the academic preparation of students applying to the UFS, most 
students admitted to the university require different forms of support to perform at the expected 
level during their studies.   
 
In this context the development of a strategy for student success at the UFS straddles fundamental 
points of tension, contradiction and paradox in the South African transformation agenda: the 
interface between race, class, development and quality; the need to provide formal and 
epistemological access and at the same time review the institution’s knowledge base; the 
importance of changing institutional culture and pedagogies to welcome new and different students; 
and the need to adapt teaching and learning practices to the demands of larger classes and of a new 
generation of students. 
 
Besides the faculties, which are themselves the key component in an institutional strategy towards 
student success, the UFS counts with the Directorate for Institutional Research and Academic 
Planning (DIRAP) and the Centre for Teaching and Learning (CTL), to provide different forms of 
support, development and evidence-based decision making for top management as well as for the 
faculties. 
 
1.2.  Indicate how the submission was prepared, including the names and designations of the 

people involved with producing various sections of the submission. 
 
DIRAP, as responsible for the QEP and related activities, led the preparation of this document. Given 
DIRAP’s structure1 and its role at the University it was easy for it to access the information required. 
Various policy and procedure documents, the University’s website, and reports and plans relevant to 
the UFS were used as points of departure or reference in compiling this institutional submission. 
Contributions in relation to this report came from the following offices: 
Dr Lis Lange: Acting Vice-Rector: Academic/ Senior Director: DIRAP 
Dr Saretha Brüssow: Academic Planning and Systems (APS) unit  
Ms Lise Kriel: Monitoring and Institutional Research (MIR) 
Mr Jacques Botha: Institutional Information Systems (IIS) 
Ms Beate Gadinger: Quality Enhancement (APS) 
 
 

                                                           

1
  The Directorate comprises three units namely, Academic Planning and Systems (APS), under which the Quality Enhancement office 

resides, Institutional Information Systems (IIS) and Monitoring and Institutional Research (MIR). 
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2. FOCUS AREA 1: ENHANCING ACADEMICS AS TEACHERS (3-6 pages) 

(Including professional development, reward and recognition, workload, conditions of service and performance appraisal) 

 
2.1  Which aspects of your institution’s Strategic Plan relate to this focus area? (Please be 

specific by quoting from the Strategic Plan). 
 
As indicated before, the UFS Strategic Plan 2012-20162 (henceforth the Plan) is built around three 
axes: the academic project; the human project and the support services foundation. While these are 
distinct themes there are substantial interfaces between them.  
 
The development of academics as teachers is contemplated in the new Academic Promotion Policy, 
the content of which is foregrounded in the Plan: 

 
Academics are expected to remain at the forefront of their disciplines and to publish 
scholarly work in the top journals of their disciplines in order to be able to train the next 
generation of professionals and, indeed, professors are expected to be internationally 
recognised experts in their fields. The new academic promotions policy sets high and 
consistent standards for academic progression especially for promotion into the 
professoriate, also taking into account the standards of evidence in specialised 
disciplines such as music and the arts. Part of the promotion requirements above will be 
the appropriate level of NRF rating. The number of staff without the appropriate NRF 
ranking will be monitored. Research is fundamental to the new vision of the University. 
The Senate accepts a minimum requirement of one research unit of publication in 
accredited journals for every full-time academic member of staff, whether permanent or 
on contract. The Vice-Rector: Academic is responsible for overseeing this function, and 
ensuring that this standard of performance is met for every academic as specified. The 
University leadership has signalled a clear departure from the near automatic transition 
from initial appointment to permanent appointment. These requirements will be more 
rigorous and the candidate will be expected to have performed appropriately over the 
probation period. The balance between teaching, research and scholarship will 
determine the outcomes of applications for tenure, and an evaluation model has been 
designed to ensure a transparent process for confirmation (UFS, 2012, pp. 24-25). 

 
Another important aspect of this focus was the announced creation of the CTL as a dedicated 
academic support service: 
 

(...) This has created the possibility for a separate Centre for Teaching and Learning (CTL) 
devoted to the development of a scholarship of teaching in higher education and the 
study and improvement of undergraduate teaching at the UFS. The creation of the CTL 
will guide the improvement of teaching and learning as is fitting for an academic 
university and will enhance the University ethos of self-reflection and scholarly pursuit 
and publication, i.e. to do things better, to reflect objectively on what has happened and 
to submit that thinking for scholarly review (UFS, 2012, p. 23). 

 
 
 
 
 
 

                                                           

2
  UFS, 2012. University of the Free State Strategic Plan 2012-2016, Bloemfontein: University of the Free State. Available at: 

http://www.ufs.ac.za/docs/default-source/all-documents/strategic-plan-931.pdf?sfvrsn=4  

 

http://www.ufs.ac.za/docs/default-source/all-documents/strategic-plan-931.pdf?sfvrsn=4
http://www.ufs.ac.za/docs/default-source/all-documents/strategic-plan-931.pdf?sfvrsn=4
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2.2  What activities do you currently have in place related to this focus area that is successful? 

What evidence do you use to conclude that they are successful? (Do not provide detailed 
evidence, just a description of the type of evidence you collect and a short summary of the 
results.) 

 
The establishment of the CTL in 2012 was an important step forward in the University’s ability to 
help staff to reflect on, change and improve their teaching. The CTL approach is based on the 
importance of research to provide evidence not only of the effectiveness of suggested practices but 
also of the impact of current practices. Particularly important in this regard is the research 
undertaken in the area of student engagement in order to determine the quality and outcomes of 
the student experience from the perspective of both staff and students. The findings of this research 
are informing concrete interventions to improve teaching and learning at the University.  
 
Two main goals drive the University’s investment in academic staff development: to improve the 
ability of our lecturers to respond appropriately to the needs of our students, and to increase the 
productivity as well as the quality of the outputs of our researchers. In this report to the HEQC we 
only focus on the teaching and learning aspect of this goal.  
 
It is important to distinguish between purposeful academic staff development that follows a plan 
and specific interventions whose objective is to deal with issues other than capacity development 
but that in themselves enhance academic capacity for teaching and learning. The CTL is responsible 
for both types of activities. 
 
Academic Staff Development  
In 2012 the CTL undertook a comprehensive mapping exercise to understand the teaching and 
learning needs of academic staff and strengthened its Academic Staff Development (ASD) division. In 
2013 ASD offered orientation sessions for newly appointed academic staff; developed a series of 
academic staff development courses; presented workshops on teaching and learning tools and skills; 
organised lunchtime sessions with innovative presenters; and used short internet-based videos sent 
via email to raise awareness of new trends in teaching and learning. ASD also promotes the 
scholarship of teaching and learning by providing practical support for academics who intend to 
present at conferences or who are in contention for national and international teaching and learning 
awards and by recognising innovative lecturers in-house through the Vice-Chancellor’s Teaching and 
Learning Excellence Award and the Innovation Awards for excellence in teaching and learning. 
Activities in this focus area are geared towards the identification and development of faculty-specific 
approaches to address the needs of academic staff. New development and training interventions 
such as course development and design, learning facilitation, difficult dialogues, and other 
interventions are also presented. Delivery of these interventions takes place through a range of 
platforms from individual consultations and workshops, to just-in-time support on the Teaching and 
Learning Portal. ASD keeps records of participation in these workshops and produces an annual 
report of its activity that indicates participants’ feedback. 
 
The following are CTL programmes that contribute to the development of teaching capacity at the 
UFS: 
 
Curriculum Delivery and Innovation 
The Curriculum Delivery and Innovation division of the CTL supports academic staff by means of 
leading curriculum practices, such as e-learning and blended learning, to bring about innovation in 
teaching and learning. The CTL provides a variety of support services to faculties in this regard. 
Projects include: the establishment of a new electronic teaching and learning environment at the 
UFS; staff development in teaching and learning with technology; innovation in course design and 
development; the implementation of e-Assessment practices; the scholarship of blended learning; 
and the use of mobile devices in classroom teaching and learning practice.  
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Most of these activities are fairly new; the evidence used to measure success is the increase in the 
number of staff entering portfolios for the Vice-Chancellor’s Award and the increase in the number 
of staff involved in the different forms of capacity development offered by CTL as well as in the 
number of those involved in the support programmes for direct improvement of curriculum design. 
The outcomes of different types of engagement surveys are also used as possible indicators of 
impact. 
 
Difficult Dialogues 
Among other important projects, the CTL, in collaboration with the Institute for Reconciliation and 
Social Justice, has set up a ‘Difficult Dialogues’ project, an initiative aimed at equipping lecturers and 
facilitators to engage students in difficult dialogues in the classroom. In addition, the ‘critical 
dialogue conversations’ run by the institute are providing a constant stimulus for UFS staff and 
students to work together in recognising and understanding the other and the self.  
 
Scholarly teaching in the discipline  
This initiative is focused on supporting staff to reflect on their teaching and in that way promote the 
scholarship of teaching and learning. The initiative currently involves 13 academics on the Qwaqwa 
campus.  
 
Decoding the discipline – The learning in Law project 
The project adopted the principal idea of Decoding the Disciplines as developed and followed in the 
History Learning Project at Indiana University, USA. Theoretically the model is based on the large 
differences in thinking among academic fields. The seven-step decoding process begins with the 
identification of student learning obstacles or "bottlenecks" by experts in the field. This is an 
example of a faculty-based initiative that focuses on helping staff to make sense of teaching and 
learning from a disciplinary perspective. During 2013 the group, consisting of 16 academic who met 
15 times and actively participated in their own empowerment. The new staff development courses 
for courses included Design your course and Assess you course which involved   
Redesigned academic staff orientation and development 
The orientation programme will be aligned with a proposed new  continuous professional 
development policy that will require new staff to receive more in-depth teaching and learning 
training throughout the year. The new orientation only involved 16 new staff in 2013, which 
quadrupled in 2014 to 59. In addition to a new orientation the CTL developed three new courses 
Design your course, Teaching your course and Assess your course which had 68, 11 and 33 attendees 
from 2013 to 2014.   
While the UFS monitors and evaluates all these activities, and the feedback and the increasing 
interest from academics are heartening, we, however, do not have substantive evidence of impact 
yet as it is too soon since most of these projects started. 
 
2.3  What activities related to this focus area have you initiated during the past three or four 

years that have not been as successful as you had hoped? In what ways were they 
unsuccessful? What do you think might be the reasons for the lack of success? 

 
The current individual Performance Management (PM) system is the result of work done over a 
period of three years (2003-2005), in the form of a literature review performed by a technical 
committee as well as a series of workshops conducted at various University levels during 2006. The 
Technical Committee (members include the unions, members of the rectorate, ICT and HR) was 
responsible for the implementation of PM. Selected pilot groups contributed to the design of the 
Performance Management System (PMS) through a series of workshops with faculty and support 
staff. The intention of the system was to cascade planning from the institutional level down to the 
level of the individual, culminating in the individual’s performance/improvement plan. The PMS 
includes teaching as one of the areas of performance of academics. Despite the considerable effort 
put into making this work, academic staff is not satisfied with the existing system. The University is 
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preparing an external review of its human resources function that we expect will be able to 
comment on this issue in detail, allowing the UFS to improve this system before the end of the year. 
In our view, as things stand, the University will find it nearly impossible to demonstrate that the PMS 
has had any positive influence on the improvement of teaching and learning. 
Although certain teaching and learning improvement projects has been launched in recent years the 
UFS has lacked a coordinate student success strategy. The creation of a Senate Teaching and 
Learning committee will focus developing such a strategy that will include the development of a 
more sophisticated approach to using data and learning analytics.  
 
2.4 What activities have you recently implemented or are you planning to implement in the 

next 12 to 18 months related to this focus area? Why have you chosen these particular 
activities? What is the need or problem they are intended to address? 

 
Activities focused on the development of academics as teachers are voluntary. This means that 
those who participate in most of the available programmes are usually interested, good teachers or 
conscious and sensitive enough teachers to know that they need help and to seek it. This leaves out 
many people. Currently, the University is starting a project for the first time in which staff is 
compelled to participate. This is the Module Assistance Project (MAP), which focuses on selected 
modules with low success rates across five faculties. It is still too early to make any predictions about 
how this will work. If the approach informing MAP works, the UFS will have developed yet another 
avenue to support teacher development while supporting student success. 
 
The university does not have a workload policy besides what is stated in the conditions of service 
and few faculties have a workload model. Most academics complain of overload. In the past five 
years, the UFS non-academic/support staff complement has grown, while the number of academic 
staff has decreased steadily. Consequently, the ratio of support to academic staff members has also 
increased over time, which improves the level of support provided to academic staff and better 
aligns the UFS with national norms. On the other hand, the rapid increase in student enrolments at 
the UFS has resulted in a steady increase in the ratio of students to academic staff members and an 
associated increase in teaching load. In 2013 the UFS made inroads towards addressing the 
challenge posed by these staffing trends through its work on academic workload models at 
departmental and faculty levels and by thinking creatively about the use of technology to support 
the teaching of larger numbers of students. The University is currently testing a viability model for 
academic departments that includes a workload model. We expect to roll out this model in 2015. 
We expect this to have an indirect benefit for teaching and learning at department level. 
 
2.5  What are the challenges or problems related to this focus area that still need to be 

addressed in your institution? 
 

 The persistent perception that research is still given more importance than teaching and 
learning and that it matters more for promotion. 

 The perception that the problem is related to the students rather than institutional readiness 
to respond to the needs of learners. 

 The resistance to transformation in particular and change in general by some members of the 
older generation of academic staff. 
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3. FOCUS AREA 2: ENHANCING STUDENT SUPPORT AND DEVELOPMENT (3-6 pages) 
 (Including career and curriculum advising, life and academic skills development, counselling, student performance 
 monitoring and referral) 

 
3.1  Which aspects of your institution’s Strategic Plan relate to this focus area? (Please quote 

from the strategic plan) 
 
Student support and development is achieved through two main structures: the student affairs 
portfolio and the CTL. The dean of students and the director of CTL report to the DVC: Academic.  
 

Student Affairs is repositioning itself from clinical support i.e. offering selected services to 
students requesting them, to what might be termed “learning engagement”. This 
involves several big shifts and will have important resource implications. The shift to 
proactively engaging the student community involves a change in how the University 
sees “extracurricular” activity, no longer competing with the curriculum but in a real 
sense enhancing it. It implies a more active faculty engagement; the faculties need also 
to engage “the student experience”. It involves helping the student integrate the 
different campus experiences even to the extent of reviewing the campus architecture, 
and it involves conscious reflection on the factors shaping the experience of the student 
and that of the graduate. Part of its task is career development, which involves tracking 
each student’s curricula and co-curricular activities and helping the student to build a 
portfolio relevant to the post-University transition (UFS, 2012, pp. 28-30).  

 
The paragraph below from the Plan indicates how the UFS sees student development in relation to 
success in its Strategic Plan. 
 

“A core function of the University is student performance. The UFS has one of the lowest 
success rates among undergraduate students in the country. In response to the financial 
crisis a few years ago the University increased intake and class size. The increasing 
failure rate has a particularly severe impact on poor students who find themselves 
unemployed, demoralized and probably in debt.  There are many initiatives under way to 
improve this, both campus-wide and faculty specific. These initiatives all impact on 
student success. The key variables to monitor are of course throughput (corrected for 
length of qualification), pass rates (in particular first year pass rates) and drop-out 
rates.” (UFS, 2012, p. 18). 

 
3.2 What activities do you currently have in place related to this focus area that are 

successful? What evidence do you use to conclude that they are successful? 
 
One of the strategic objectives of the CTL relevant to this focus area is to research, plan, implement, 
evaluate and network student academic development and support, to promote student learning and 
success. This function resides in the Student Learning and Development area as one of the CTL’s five 
distinct, yet interrelated, focus areas, which are as follows: 
 
Academic Advising  
Academic Advising is a developmental teaching and learning process in which advisors use 
conceptual, informational and relational skills to help students learn to define their personal goals 
for higher education, to be study focused and to be able to progress more quickly through their 
academic years. While the primary purpose of academic advising is to assist students in navigating 
through the institutional structure and system, it can also help them to integrate their academic, 
personal, social and emotional development into their overall educational goals and plans. 
Accomplishing this objective requires an intentional, systematic deliberation of purpose that is 
understood by, agreed to and supported by administrators, advisors, and students. The Academic 
Advising system is focused on supporting students, especially first-generation students, and aims to 
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break the vicious cycle of credit overload and study debt. 
 
The Academic Advising System supported 2 000 students during 2013 registration. In 2012, 361 peer 
academic advisors and 46 staff were trained. The system was expanded to the Qwaqwa Campus in 
2014.  
 
New Academic Tutorial Programme (NATP) 
This programme was established in July 2007 with 55 tutors in two faculties. The development of the 
programme was focused on creating an innovative academic support network for students. The 
NATP is characterised by centralised training, based on Supplemental Instruction (SI) principles, but 
is contextualised to meet the unique needs of the UFS and can therefore be considered a hybrid 
model. The coordination of the programme is done by the CTL in collaboration with faculty tutorial 
coordinators, NATP student assistants and academics in the disciplines. The programme has grown 
to more than 325 tutors (first semester in 2014) in six faculties on the Bloemfontein Campus and in 
three faculties on the Qwaqwa Campus, and also includes a customised model in residences, called 
the Residence Tutorial Programme (RTP), and one within the Unit for Students with Disabilities (USD) 
since 2010. Currently the NATP is offered in 80 modules across the institution.  The programme aims 
to: 

 create a new approach to the support and development of student learning to maximise 
throughput and success rates; 

 integrate and contextualise cutting-edge international, electronic resources and teaching 
and learning approaches, through the development of a Blackboard interface, into the 
training and development of tutors; and 

 contribute to the development of a new generation of future academics who are skilled in 
teaching and learning. 

 
The NATP has been funded by the TD grant for the past five years. For those students who attend 
tutorials regularly the percentage increase in their performance ranges from 5-15% on average 
compared to students in the same module who do not attend tutorials regularly. There are currently 
325 tutors, supporting 7800 students across the Bloemfontein and Qwaqwa Campuses.  
 
Residence Tutorial Programme 
The RTP is a customised model of the New Academic Tutorial model for residences. Students have 
the opportunity to have tutorial sessions in the comfort of their own residence with a tutor who is 
staying with them in the residence, so their sessions can also be scheduled more easily because the 
tutors have closer access to the students. Tutors are selected and trained the same way as tutors of 
the NATP in faculties and monitoring and evaluations also take place in the same way. Very 
important in this programme is that the CTL works in collaboration with Residence Life to make the 
programme a success. The tutors in the RTP have to be registered students who stay in a residence. 
 
UFS101 
A core undergraduate curriculum module for all first-year students has been piloted, which 
emphasises broad knowledge rather than early specialisation; it conveys the intellectual qualities 
needed to enable students to think critically and to engage across the domains of science, 
aesthetics, ethics, culture, values and ideas (UFS, 2012, p. 36). UFS101 is aimed at creating the next 
generation of citizens and young academics to stand out among other graduates in South Africa. 
Implicit in the design of UFS101 is the development of engaged scholarship among UFS graduates. 
The curriculum also provides support for under-prepared students, while giving stronger students 
access to additional stimulation. The module consists of seven units. Each unit comprises two 
lectures with either a learning experience or tutorial for each unit. In select cases both are used. Two 
units are presented in the first semester and five units in the second semester. 
 
UFS101 also exposes students to provocative questions aimed at disrupting existing knowledge and 
ways of thinking by engaging them in some of the “big issues” across different disciplines. Currently 

http://ctl.ufs.ac.za/content.aspx?uid=181
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UFS101 has been revised to provide more advising and scaffolding for first-year students who find it 
particularly complex to find their way at the University.  
 
UFS101 is a prerequisite for the completion of a qualification and students will earn an additional 16 
credits over and above the minimum number of credits required for the completion of their 
qualification. Experiences in the pilot year with a group of selected students, as well as during the 
first year of its roll-out as part of the undergraduate curriculum for all programmes, have been built 
on to adjust, replace and change some of the content, modify the level of demand and introduce 
variations and improvements where necessary. The overall outcomes of this module have been very 
positive. Among the strategic goals behind the module is the conviction that students exposed to 
different, more interesting and more challenging types of learning will themselves demand better 
curriculum and better teaching from their lecturers thus becoming themselves catalysts of change. 
At the same time the lecturers who participated in UFS101 are modelling teaching and learning for 
the rest of the University at a variety of levels.  
 
Student Engagement 
The UFS makes use of several national surveys to monitor student engagement and to compare 
ourselves with other universities in the country. These include the South African Survey of Student 
Engagement (SASSE), the College Survey of Student Engagement (CSSE), the Classroom Survey of 
Student Engagement (CLASSE), the Lecturer Survey of Student Engagement (LSSE), and the Beginning 
University of Student Engagement (BUSSE). The SASSE and the LSSE were administered in 2009, 2010 
and 2013; and the CLASSE in 2013. The 2013 results, although already out, have not been sufficiently 
analysed therefore cannot form part of this report but they will constitute a focus of attention for 
the University during 2014. However, national comparative data from the SASSE in 2009 shows that 
in comparison with students from seven other higher education institutions (HEIs) UFS students 
reported:  

 The lowest levels of academic challenge.  

 The lowest levels of participation in deep learning activities.  

 Spending the least amount of time per week preparing for class (8.6 hours per week) of all 
the participating institutions.  

 The second lowest amount of time attending scheduled academic activities (15.7 hours per 
week).  

 The third lowest levels of active and collaborative learning activities.  

 The lowest levels of interaction with staff about course-related matters.  

 The least use of IT in academic work.  
 
Although the SASSE 2010 survey shows improvement in student engagement levels, with significant 
gains around e-learning and the extent to which students from different backgrounds interact, the 
UFS is still not one of the leading institutions nationally and this has critical implications for teaching 
and learning at the institution. This can be ascribed in part to the lack of a coordinated student 
engagement and success strategy.  
 
Whereas the SASSE collects information about student participation in a wide range of educationally 
purposeful activities, module evaluation provides insight into students’ perceptions and learning 
experiences at the module level.  
 
Unit for Academic Literacy 
The creation of the Unit for Academic Literacy (UAL), with its undergraduate writing centre, is 
performing an important role in facilitating the epistemological access of students. In terms of 
academic language development, 4 414 English-medium students and 828 Afrikaans-medium 
students in language development modules. The Unit for Academic Literacy also houses the generic 
academic literacy courses which are provided to 5 256 undergraduate students. The Write Site, the 
new undergraduate writing centre, has also been established and has since the beginning of the year 
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provided support to 120 students and 10 academic departments in the integration of language 
teaching as part of disciplinary teaching. The UAL is also reviewing language development courses 
and conducting research into improving academic literacy. 
 

Student Counselling and Development 
Student Counselling and Development is staffed by a team of registered counselling and clinical 
psychologists, intern psychologists and intern counsellors. At Student Counselling and Development 
the following services are on offer for registered students:  
Psychological counselling for – depression anxiety, trauma, grief and substance abuse. 
Academic Support – study methods, extra time evaluations and presentation skills.  
Career counselling – complete psychometric evaluations and individual interviews.  
Developmental workshops – self-discovery, stress management, self-esteem, learning styles and 
study methods.  
 
Student Counselling and Development also offers a career counselling service to prospective 
students and works in close collaboration with various UFS departments for selection purposes.  
 
No Student Hungry Programme  
The NSH Programme provides our students in need with modest food allowances and daily access to 
one balanced meal. Students are selected in terms of financial need, academic performance, 
participation in student life and a commitment to giving back to the community. The programme 
allows students to focus on their studies without worrying about their next meal – increasing their 
chances to excel academically and ultimately to obtain their degrees. 
 
The goal is to expand the project annually as support for it grows. The NSH Programme already 
extended its reach to our Qwaqwa Campus in April 2013, and the South Campus in April 2014. The 
NSH team meets with students on a regular basis to offer training, motivation and opportunities for 
personal growth and career development. In turn, students are expected to become involved in 
university or community projects as a way of ploughing back into the community.  
 
Student Affairs 
This section is headed by the Dean of Students and has a full suite of programmes based on the 
notion of co-curriculum which support student success, especially at first year level.  Programmes 
are run in the residences but also in colleges which are constituted by in-res and off-campus 
students.  The main goals of the Student Affairs section are to: 

 Deepen integration and a sense of belonging in general student and residence life. 

 Improve access to and participation by diverse constituencies in student-life programmes. 

 Focus student-life programmes on commuter student engagement. 

 Increase student access to institutional governance. 

 Develop the interface between faculty and student life. 

 Align development programmes between all campuses. 

 Revitalise strategic planning and staff management. 
 
Student Affairs conducts regular user evaluations of all its programmes and activities but no impact 
evaluation has been as yet conducted. 
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3.3  What activities related to this focus area have you initiated during the past three or four 
years that have not been as successful as you had hoped? In what ways were they 
unsuccessful? What do you think might be the reasons for the lack of success? 

 
Special projects undertaken that have not been as successful included mobile learning, student 
tracking, a DVC: Academic student forum, a lecture video capture unit and a pilot that investigated 
the impact of compulsory class attendance on student success rates. A brief description of these 
projects follows. 
 
Mobile learning 
Mobile learning (ML) or M-learning has become the gateway to many of our students to learn 
content using different forms of delivery that do away with geographical boundaries. This involves 
the use of mobile phones for the delivery of small bites of academic content, quizzes, audio and 
video. ML, based on sound teaching and learning principles and practices, has the potential to fill an 
important gap in the UFS’s efforts to improve throughput rates through the creation of engaged 
learning experiences. The outcomes of ML to improve students’ learning at the UFS were based on 
four niche areas, namely content, audience response system, information and formative 
assessment. The introduction of Blackboard Mobile provided students with an opportunity to access 
all learning content via mobile devices. Currently the ML project is exploring new ways of growing. 
To this end CDI in CTL is piloting the use of IPads in classes. 
 
Student tracking 
The student performance tracking system that was developed and implemented in April and 
October of 2010 entailed sending progress reports to newcomer first-year and second-year students 
on the Bloemfontein Campus and first-year students on the Qwaqwa Campus. This was seen as a 
concrete initiative to create an early warning system to identify students who are at risk 
academically and consequently to contribute towards improving student performance patterns at 
the UFS. The involvement in terms of intervening was limited due to capacity constraints. 
Furthermore, due to internal delays, capacity and systems-related issues, progress reports were not 
always sent timeously, thus undermining the purpose of an early warning system. The project has 
been moved to CTL and is in the process of being re-conceptualised for a data and learning analytics 
context. 
 
DVC: Academic student forum 
The establishment of a teaching-learning related student forum was considered by the UFS as a 
concerted effort to provide a platform on which major barriers to academic success, based on 
student perspectives, could be explored. The group consisted of students both on and off campus 
from various academic and non-academic domains namely, that of the interim Student 
Representative Council (SRC), residence committees, as well as students from the different faculties. 
The aim of these sessions was to obtain input from these students on the type of changes that could 
be implemented on campus to improve teaching and learning, thereby improving throughput rates 
at the UFS. Due to the lack of ownership and rigorous follow-up initiatives the impact of the forum 
was insignificant. 
 
Audio-visual production unit 
To increase students’ success rates the UFS explored various forms of technology to facilitate 
student access to teaching and learning content, in efforts to create more effective learning 
environments. The aim of these video recordings of important academic presentations and guest 
lectures by experts integrated with the learning process is to benefit the students. While progress is 
being made the facility is still in its developmental phase and additional funds are sought to 
complete the physical infrastructure of the unit. 
 
Compulsory class attendance pilot project 
The University’s low throughput rate was at the forefront of our attention during 2011. In an effort 
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to create and instil a learning culture in our students the impact of compulsory class attendance was 
investigated as a variable for increasing success rates. The outcome of the pilot showed that 
compulsory class attendance, as an important determinant of academic success, was found to be 
statistically significant for the 2011 first semester modules. In some instances where an increase in 
student numbers coincided with a downward drift in student success rates, it appears as if 
compulsory class attendance counteracted the expected inverse negative effect to some extent. In 
general though, the investigation supports the idea that compulsory class attendance positively 
influenced student success rates in the 20 modules investigated. However, with the complexity 
underlying teaching and learning, our diverse student populations, student retention and success, it 
is seen as a resource to be developed further since a definitive answer as to the influence of class 
attendance and module success was difficult to give. The intervention was observed to have had a 
positive influence in some of the modules based on the effect size analysis, while some did not. The 
qualitative findings presented some interesting comments by teaching academics on this topic. Most 
interviewees commented on the perceived value of class attendance on academic performance, but 
cautioned that enforcing a class attendance policy would not solve the problem or create a better 
learning culture on campus.  
 
Some of these projects are being revitalised and reconceptualised as the university is persuaded of 
their importance; cases in point are the student forum and the tracking system. 
 
3.4  What activities have you recently implemented or are you planning to implement in the 

next 12 to 18 months related to this focus area? Why have you chosen these particular 
activities? What is the need or problem they are intended to address? 

 
Three important projects in the pipeline are the Module Assistance Project (MAP), the improvement 
of data analytics for student success (a proposal is being submitted to Kresge Foundation); and, still 
in the conceptualisation phase, a project on language support that focuses on both students and 
lecturers.  
 
More advanced in its implementation is the consistent utilisation of module evaluation. The 
implementation of module evaluation at the UFS was not consistent across the University in the 
past, with different faculties, departments and modules utilising different instruments and 
processes. Data from these evaluations therefore could not be analysed at the institutional level and 
precluded comparison between and, in some cases, within faculties. Consequently, the UFS piloted a 
central system of institutional module evaluation for the first time in 2013. The pilot included 226 
undergraduate modules and collected 10 182 responses and its results suggest that UFS students 
have a largely positive experience of module design and learning materials, assessment practices, 
teaching and learning practices, and the class climate associated with the evaluated modules. The 
pilot included extensive stakeholder consultation, resulting in refinement of both the module 
evaluation instrument and process, which will be tested during the evaluation of approximately 700 
modules in 2014. 
 
3.5  What are the challenges or problems related to this focus area that still need to be 

addressed in your institution? 
 
The UFS raised its admission requirements in 2010, which resulted in a growth in the numbers of 
first-year students with Admission Point (AP) scores of 30 and above. Even though this indicates that 
we are enrolling students with better Grade 12 results than in previous years, we still find that the 
majority of our students are underprepared for university-level study, as evidenced by our National 
Benchmark Test (NBT) results. Only 12.1 % of our 2013 cohort were proficient in academic and 
quantitative literacy – i.e. are likely to be able to cope with the demands of university – and only 
10.7% in mathematics. However, we are encouraged by the improvement in our students’ 
mathematics performance in the NBTs from 2012 (7.5% performing at the proficient level) to 2013. 
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There are a variety of problems that need addressing: the articulation gap between schooling and 
university life and the transition gap between, first, second and the senior years in the curriculum. 
This is part of the upcoming review of the undergraduate curriculum. 
 
In addition, problems are also experienced in the lack of utilisation of the NBT results for curriculum 
development purposes as well as the language policy of the university and the management of 
language/academic literacies issues as part of the curriculum. 
 

 

4. FOCUS AREA 3: ENHANCING THE LEARNING ENVIRONMENT (3-6 pages) 

 (Including teaching and learning spaces, ICT infrastructure and access, technology-enabled tools and resources, library facilities) 
 
4.1  Which aspects of your institution’s Strategic Plan relate to this focus area? (Please quote 

from the Strategic Plan). 
 
Upgrade of facilities 

The UFS must actively invest in the infrastructure to support its numbers over the next 
few years, finding a balance between preservation of iconic or historic buildings and 
modernising the facilities. There are several categories to keep in mind as the planning 
unfolds. Apart from the new facilities, equipping and upgrading of old lecture halls would 
include audio-visual equipment to support increasing use of technology for sharing of 
information. The lecture hall utilisation planning should be optimised to benefit all 
faculties. With a reduced number of programmes, this will be easier to achieve (UFS, 
2012, p. 44). 

 
Operational excellence 

The key to this is the systems that allow the University to work smarter not harder. This 
need not come with a large increase in administrative staff, particularly as the University 
wants to invest heavily in academic staff. It will require that the administrative staff be 
trained so that the University can create a world class culture of service under the motto: 
Every student, every staff member, every parent taken seriously (UFS, 2012, p. 45). 

 
IT strategy 

The broader IT infrastructure plan has to take a long-term view, to migrate from 
occasional access to “always-on” status for 30 000 students over the next five years. This 
would include the potential shift in many varied facets such as licensing for software, 
purchase of library journals, Wi-Fi coverage, and data storage capabilities, etc. (UFS, 
2012, p. 48). 

 
4.2  What activities or facilities do you currently have in place related to this focus area that 

are successful? What evidence do you use to conclude that they are successful? 
 
The UFS has benefited from the last two rounds of infrastructure development funding. In the latest 
round the university secured just more than R200 million from the DHET.  
 
Since 2011 we have increased the number of seats by 1 500. Our ability to house students will 
increase by 500 beds between the Bloemfontein and Qwaqwa campuses. Access for students with 
disabilities is also being improved as part of our approved infrastructure development grant. Projects 
involving the building of educational infrastructure are focused on areas of scarce skills: education 
and life sciences, and the development of a satellite medical school in Kimberley.  
 
For bricks and mortar to add value to the university core functions, the UFS is focusing on efficiency 
and effectiveness at a variety of levels. Particularly important in this regard is our project to 
determine the university’s carrying capacity. This will allow the institution to do enrolment planning 
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in a more realistic manner. This project has three phases:  
Phase 1: Developing an integrated strategic and academically-based enrolment planning framework.  
Phase 2: Establishing formalised processes for enrolment planning. 
Phase 3: Linking enrolment planning and the university’s human and physical resource provision.  
 
We are running Phase 1 and 2 concurrently and we expect that Phase 2 will be completed by the end 
of 2015. In the meantime, we are developing tools to help implement Phase 3. These include an 
integrated information technology plan, the implementation of workload models at faculty level, the 
revision of timetabling software, and the implementation of the financial viability model. 
 
Technology-enabled tools and resources 
The influence of technological development on changes in teaching and learning at HEIs requires 
that we begin to engage with our students in new ways. At present the UFS makes use of Blackboard 
as the learning management system (LMS). Its use has grown significantly in all faculties at the UFS, 
especially at the undergraduate level, and in 2013, 2 503 modules and 25 148 students were 
registered on the system. The system is mainly used to distribute course content, to make 
announcements (i.e. mass communication from lecturer to students), assignment submission, and 
plagiarism detection and prevention. While this is an improvement from no online presence, it does 
not make use of the full potential of technology for teaching and learning innovation. Thus, to 
inform ongoing improvement in the provision of e-learning services, the UFS conducted a large-scale 
survey during 2013 to assess how staff and students are currently using technology, as well as the 
access they have to technological resources. The research revealed some key findings that show the 
value of technology for supporting improvements in student success. Given that technology is now 
so widely accessible to our staff and students, together with the teaching and learning innovations 
that technology makes possible, it is essential that better quality blended learning is promoted and 
supported at the UFS. Blended learning is more than a mere combination of face-to-face and online 
learning methods; it represents a fundamental redesign that transforms the structure of, and 
approach to, teaching and learning. The implementation of blended learning provides an 
opportunity to rethink class contact time with the goal of enhancing engagement and to extending 
access to internet-based learning opportunities.  
 
Library facilities: library external peer-review 
The role of the UFS’s Library and Information Services (LIS) is crucial in relation to the University 
strategy. It is in this context that DIRAP facilitated an external review of the UFS LIS. Among the 
review panel’s recommendations relevant for the QEP were the need for the LIS and the CTL to 
cooperate more closely in order to ensure a greater participation in undergraduate student success. 
The LIS spaces should enhance the student experience and support research. To achieve this, it is 
again important to partner with the CTL in relation to access and success. In addition, the LIS should 
partner with ICT in this regard, since it is IT-dependent. A clear articulation of responsibility towards 
students and technology is needed between these two sections. Virtual spaces need to be increased. 
To assist the UFS in reaching its goals, the recommendation is to strengthen the governance 
structures of the LIS. Furthermore, an IT plan to increase virtual spaces should be developed.  
 
4.3  What activities or facilities related to this focus area have you undertaken or put in place 

during the past three or four years that have not been as successful as you had hoped? In 
what ways were they unsuccessful? What do you think might be the reasons for the lack of 
success? 

 
ICT infrastructure and access 
Even with the purposive investment drive to upgrade facilities, technology and resources over the 
past few years, this focus area still poses many challenges. The ICT environment is dynamic and ever-
changing, making it difficult to keep up with the pace of the change. Key themes related to 
infrastructure, logistics and the physical environment emerging from academic staff teaching and 
learning needs assessment research, still strongly spoke of the lack of a technological presence on 
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the three campuses. The inadequate infrastructure and technology in classrooms and lack of 
technical support for staff in this regard poses a significant challenge to excellence in teaching and 
learning on campus.  
 
Technology-enabled tools and resources 
The current LMS, Blackboard, is not used optimally to enhance teaching and learning and many staff 
experience frustrations due to system instabilities. The research showed that both staff and students 
agree that technology increases engagement in teaching and learning. They also indicated that 
technology facilitates connections between students and lecturers, as well as between individuals 
and the institution. Most staff and students responding to the survey owned multiple internet-
capable devices and used them for academic purposes. They indicated that electronic forms of 
communication are used frequently and considered important to student and staff success. 
Although students and staff are comfortable with technology, receiving adequate training is very 
important to them. Capacity to provide the necessary resources and training are not always readily 
available. 
 
4.4  What activities or facilities have you recently implemented or acquired or are you planning 

to implement or acquire in the next 12 to 18 months related to this focus area? Why have 
you chosen these particular activities or facilities? What is the need or problem they are 
intended to address? 

 
Teaching and learning spaces 
There are various initiatives under way at the UFS dealing with, for example, energy, waste 
management, and water conservation. The purpose of the policy is to address issues of sustainability 
by including environmental responsibility as part of the core values of the institution, addressing not 
only the built but also the natural landscape of our campuses; setting minimum performance 
standards; and seeking synergy with the global university community as well as offering leadership 
to our local communities. 
 
ICT infrastructure and access 
The three-year “Road to Green” (RTG) programme has been implemented, which identifies those 
areas where ICT is evaluated as being high-risk or has an amber or red status attached to its 
operations. Many of these areas exist due to the typical ICT legacy and are generally associated with 
disaster recovery, operational integrity, age of deployed equipment, off-specification desktop 
equipment, and unsupported software platforms. A large-scale campus wireless project was initiated 
in 2013 and by the end of the year approximately 60% of the Bloemfontein Campus buildings and all 
those on the Qwaqwa and South Campuses had been enabled. The remaining buildings will be 
enabled by the end of 2014, making the UFS the first fully pervasive wireless university in South 
Africa. ICT Services embarked on the rationalisation of the processing platform and is in the process 
of decommissioning all systems and application platforms that are non-core and typical rogue 
developments. The decommissioning of these rogue platforms follows a structured approach to host 
functions in trusted environments and to consolidate processes across the institution as a whole. 
The nature and intent of ICT Services in 2013 and thereafter is to ensure full digital enablement of 
the strategic intent of the UFS and to ensure operational integrity across the board. Our intent is to 
innovate in line with the University’s strategy and to become the trusted partner in the deployment 
and management of ICT on behalf of the UFS community. 
 
4.5  What are the challenges or problems related to this focus area that still need to be 

addressed in your institution? 
 
Like most other universities, the UFS faces, particularly in areas of scarce skills, a fundamental lack of 
sufficient competent staff to undertake all the projects under way and to implement new projects 
faster. This is not simply a limitation from a lack of human resources but also by a lack of sufficient 
funds to pay the salaries of highly specialised staff. 
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In the case of ICTs in particular, the University is struggling to transition its timetable to Syllabus Plus 
and this is a potential risk that will affect the student experience. 
 

 
 
 
 
 
 

                                                           

3
 “Gateway courses” are those courses that have a large impact on students’ ability to progress.  Typically they are prerequisites for other 

courses, and often they have large enrolments.  At many universities, examples of gateway courses are first-year Mathematics and 
Economics.  In some cases, if students fail a gateway course they automatically have to extend their studies by one or two semesters. 

5. FOCUS AREA 4: ENHANCING COURSE AND PROGRAMME ENROLMENT (3-6 pages) 

 (Including admissions, selection, placement, readmission refusal, pass rates in gateway courses3, throughput rates, 
 management information systems) 
 
5.1  Which aspects of your institution’s Strategic Plan relate to this focus area? (Please quote 

from the Strategic Plan.) 
 
Academic Admissions Criteria 

The Academic Readiness of first-time University students bears a strong relationship to 
the likelihood of success or failure. Raising the admission criteria therefore raises the 
pass rates and decreases the drop-out rate, to the extent that the drop out is predicated 
by poor academic performance. Last year the University raised its entry criteria with 
positive effect. The raising of the criteria also sends strong positive signals for high 
quality education across the schools. Increased admissions criteria paradoxically deliver a 
strong application pool i.e., more and better students. Students want to study at an 
institution which has high standards and where they are associating with carefully 
selected peers. The indication to raise the minimum admissions criteria even further 
needs to be checked against the potential for exclusion of students that would cope well 
with tertiary education, but receiving poor tuition at high school. The raising of the 
admissions criteria may need to be stepwise over a few years to ensure that there is no 
student vacuum from a rapid change. The applications, the number of excellent 
candidates in the application pool and of course the pass rate attributable to the better 
selection (i.e. the correction attributable to better intake) will be monitored (UFS 2012, p. 
20). 

 
Academic Efficiency 

The academic administration is suffering under the strain of the uncontrolled expansion. 
With the need to focus on revenue in order to keep the University financially above water 
there was a massive growth in offerings. This has put strain on the academic 
administration. 
 
However the initiatives in this section cover the interplay between greater efficiency, 
lower costs through better focus but also greater academic integrity (UFS 2012, p. 42). 

 
The Review of Academic Administration 

The review process has been completed, and new leadership put in place to drive the 
upgrade of academic administration. The rapidly changing environment, with the review 
in curriculum, reduction in modules and programs, means the plan is a moving target 
from one semester to the next. The University has to publish new formats of 
qualifications in advance of applications, accommodate the students (often repeaters) in 
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programmes that are being phased out, and honour its commitments to existing 
students even when it is not financially feasible to do so. 

 
The streamlining also includes bringing the core curriculum into the degree contract, and 
how to carry the partially funded Alternate Entry Project (on South Campus). The other 
key modernisation projects include the digitization of student and physical records of the 
University (UFS 2012, p. 42). 

 
 
 
Consolidation and Curricular Review 

The move of the University to a Research University requires greater focus and greater 
efficiency. At present there are too many offerings, qualifications and modules. These 
have the effect of increasing complexity and reducing efficiency. The complexity 
challenges many of the initiatives including the move to better economies and academic 
integrity.  

 
The University is moving from making institutional decisions based on historical 
behaviour or managerial preference to evidence-based decision-making; that is a greater 
reliance on solid institutional data available through the thoughtful and systematic 
collection of data (UFS 2012, p. 43). 

 
5.2  What activities do you currently have in place related to this focus area that are 

successful? What evidence do you use to conclude that they are successful? (Do not 
provide detailed evidence, just a description of the type of evidence you collect.). 

 
Enrolment Planning 
The UFS is in the process of moving to a more strategic approach to enrolment planning in which the 
institution is combining three fundamental imperatives: (i) the decision to develop the UFS to 
become a strong research university; (ii) the need to overhaul the undergraduate curriculum of the 
University in terms of quality and focus; and (iii) the responsibility to respond to national imperatives 
and contribute to articulation within the post-secondary education system.  
 
The UFS is taking this enrolment planning cycle as an opportunity to plot a path of development for 
where we want to be in 10 years’ time and takes 2019 as the middle point in a process of changing 
the academic size and shape of the University by 2023. The process of aligning academic and 
enrolment planning started three years ago and it has moved in a phased manner through the 
establishment of an enrolment planning forum and the creation of an academic planning and 
development committee of Senate. The point of departure for this alignment is two-fold: (i) a radical 
review of our PQM and (ii) a reorientation of our management information systems to be able to 
steer and monitor our change project. 
 
The UFS has made the Senate of the University part of the process of enrolment planning by the 
creation of a sub-committee on enrolment planning that reports to Senate through the Academic 
Planning and Development Committee.  
 
Improved data analytics 
The UFS has developed a monitoring framework and identified a full set of indicators that provide 
performance information on all relevant aspects of its strategy. Of particular importance in this 
regards are the number, level, quality and diversity of our enrolments as well as the overall student 
performance. 
 
The UFS has started putting out monitoring reports and status reports of the institution that help 
faculties and senior management to focus on areas in need of attention both at enrolment and 
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performance level. For the time being, evidence is the existence of reports when before there were 
none, as is the increased use of data for decision-making at management level. 
 
Selection and placement are problematic areas for the University. Admissions criteria for entry to 
undergraduate programmes at the University were increased in 2011. The minimum requirement for 
entry into undergraduate programmes increased from 28 points to 30 points and for extended 
programmes from 23 points to 25 points while the University Preparation Programme (UPP) 
increased from 17 points to 20 points. Subject-specific requirements specified by faculties remained 
the same, except for Natural and Agricultural Sciences. The minimum entrance criteria for the BEd 
Foundation Phase and BEd Intermediate Phase also increased from 23 points to 25 points. The 
minimum entrance criteria for BSocSc Nursing increased from 28 to 29 points. Although it is clear 
that higher AP scores might have had a role in the increased success rate of the University, it has to 
balance this with the net loss of students.   
 
Placements are even more complex. The UFS is struggling to persuade academics of more productive 
ways of using NBT data than placing students in language or science development courses. A large 
research project on the NBTs in partnership with CHED (UCT) is about to start that should provide 
data to effect more pointed curricular interventions. 
 
The UFS has been among the universities with the lowest success rates in the country for several 
years. This can be explained through a number of factors. The quality of our student intake is being 
addressed by increasing our requirements in terms of academic points. The structure and 
organisation of our curriculum as well as the pedagogy shaping it are two other important elements 
hindering student performance. Addressing these issues is within the power of the University. The 
Teaching Development Grant as well as the Infrastructure Grant received from the DHET are 
supporting this drive. We believe that a substantial improvement in our undergraduate curriculum 
will also contribute to the realisation of our ambition of becoming a stronger research University.  
 
With this as a background it is important to note that the following projects are being implemented 
at the UFS: 

 Instilling discipline in enrolment planning at departmental and faculty level. 

 Alignment and review of the undergraduate curriculum in relation to the HEQSF and the 
University strategy. 

 Management and monitoring of student marks and increase of predicates. 

 Focus on student throughput. 

 Redrafting and consistent application of University and faculty rules. 

 Strong enforcement of rules of progression and combinations. 

 Streamlining of the University academic administration including timetabling and the 
programme and module catalogue. 
 

We have achieved partial success (as the projects are not finalised) in curriculum alignment; we have 
reduced dramatically the number of modules on offer, facilitating registration and academic advising 
and the student navigation of the curriculum; we have an up-to-date module catalogue with 
appropriate and sufficient information; a new set of rules (improved in consultation with the 
faculties) will be implemented in 2015. The quality of the faculty rulebooks has also improved, as has 
the enforcement of academic rules. 
 
 
 
5.3  What activities related to this focus area have you initiated during the past three or four 

years that have not been as successful as you had hoped? In what ways were they 
unsuccessful? What do you think might be the reasons for the lack of success? 
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Despite the overall increase in applications, UFS enrolments dropped by 2.3% from 2012 to 2013. 
Following an increase in the share of distance enrolments in 2012 (from 14.9% in 2011 to 19.3% in 
2012), the distribution of contact versus distance enrolments has remained unchanged into 2013. 
Disaggregation of the figures by course level reveals that the UFS’s decreased enrolment figures are 
mainly due to drops in enrolment in qualifications that traditionally do not contribute significantly to 
the postgraduate pipeline (see Figure 8). We are greatly encouraged by the 5.5% increase in our 
doctoral enrolments from 2012 to 2013, and we are paying close attention to amplifying the 
increases in our Master’s and honours level enrolments as well as strengthening the research 
training content of these degrees. However, the drop in undergraduate enrolments at the 
general/academic degree level is worrisome, especially when considered in the context of increasing 
professional degree enrolments. A greater focus on the renewal of the general degrees is taking 
place as part of the curriculum review that the UFS is undergoing. This, together with focused 
marketing, will help to obtain a better balanced enrolment profile. 
 
The enrolment planning per se is still not done successfully. This is due to the radical change of 
moving from compliance to strategic behaviour, but also because faculties tend to enrol, driven by 
viability concerns. While this is important, the cultural change that is being proposed is very difficult 
to implement. 
 
The IT system also needs to be adapted to the new situation and as mentioned earlier we are 
proceeding more slowly than we need and want in this regard. 
 
5.4  What activities have you recently implemented or are you planning to implement in the 

next 12 to 18 months related to this focus area? Why have you chosen these particular 
activities? What is the need or problem they are intended to address? 

 
There are three fundamental change projects unfolding at the UFS 
 

 Enrolment planning that is strategic 
Three distinct phases for bringing enrolment planning to a desired level of strategic 
importance in the University were proposed, being: 
Phase 1: Developing an integrated strategic and academically-based enrolment planning 
framework.  
Phase 2: Establishing formalised processes for enrolment planning. 
Phase 3: Linking enrolment planning and the University’s human and physical resource 
provision. In many ways Phases 1 and 2 can be developed simultaneously as Phase 1 is 
intended to constitute the ‘content’ for the processes set out in Phase 2. 

 

 Curricular review of the undergraduate programmes 
This review focuses on a review of both the structure of the curriculum and the knowledge 
underpinning it. It combines a rigorous analysis of programmes in terms of credits, level, 
progression and combination and outcomes as well as peer review analysis of the 
comparability and rigour of curricula.  

 

 Improvement of the success rate and throughput 
This project has three objectives: improving the success rates of selected modules; 
decreasing the difference between white and black student success rates; and improving the 
UFS throughput by addressing the articulation gap and the transition between first, second 
and senior years of study. 
 

5.5  What are the challenges or problems related to this focus area that still need to be 
addressed in your institution? 

 
What is happening at the UFS is transformation in action at all levels of the institutional culture. Staff 
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6. OTHER AREAS THAT AFFECT STUDENT SUCCESS  (2-5 pages) 

 (Areas that do not fall within the four focus areas) NOTHING 
 

can feel change fatigue. While the majority of staff and students are supportive, change is not easy 
and there is resistance to change. This is in terms of environment. 
 
In terms of management, we are doing everything at the same time and this is a high risk. Changing 
systems and content, we are touching the identity of staff as both teacher and academic, and we are 
touching on language issues.  
 
We are short-staffed and relatively under-resourced to do all what we are doing and to do it really 
well. Even with these circumstances the University works and makes progress and this is a tribute to 
its staff as much as to its leadership. 


