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ABSTRACT 

Higher education institutions have been forced, in recent years, to publicly 

demonstrate how they achieve and maintain quality in their programs. 

Invariably, comparisons have been drawn between the procedures and 

criteria used in industry and those used in academia. 

The focus of the discussion about implementing TQM in higher education 

has been mainly on the role of the student. The question that naturally rises 

here is, whether the student is the customer and should be treated as so? 

TQM philosophy strives toward customer satisfaction, therefore a 

university thinking as its students as their primary customer would put 

more efforts in finding ways to improve the service they offer to have 

satisfied customers. This effort should be clearly evident in its mission 

statement and the values that it holds as the most important. 

Another major issue is the improvement of the learning and teaching 

process. How can this be achieved? If TQM is to be applied only to 

administrative processes in a university than quality will be not complete. 

This paper addresses these issues, and answers some questions that are 

vital to the process of successfully implementing quality and at the same 

time it describes ways to built quality systems in academia and improve the 

learning and teaching functions. 

11 



CONTENTS 

AKCNOWLEDGEMENT i 

ABSTRACT ii 

CONTENTS iii 

OVERVIEW vi 
Quality Improvement vs. Quality Assurance '".'. .. , 3 
The Three Quality Gurus 4 

PART I 5 

CHAPTER 1 5 
THE TQM THEORY AND ITS IMPLEMENTATION 5 

1.1 TQM Philosophy 5 
1.1.1 The Concept of a System 7 
1.1.2 Processes and Process Variability 8 
1.1.3 Statistical Process Control. :- 9 
1.1. 4 Customer Focus 10 
1.1. 5 Employees Issues 10 

1.2 The Two Main Attributes Of TQM 10 
1.3 Implementation Issues 13 
1.4 The Tools of Continuous Improvement. 15 
1.5 TQM Organization vs. "Traditional organization" 17 

CHAPTER 2 20 
L 

KEY QUALITY IMPROVEMENT CONCEPTS ·-·················································· 20 
AND THEORIES 20 

2.1 The Quality Movement - The Deming Cycle 20 
2.2 The Major Quality Improvement Concepts 21 
2.3 Benchmarking in Higher Education Is it Applicable? 21 
2.4. Interpretation ofDeming's 14 Points ofManagement 23 

2.4.1 The Deming Method 23 
2.4.2 Deming's 14 Points ofManagement.. 24 

CHAPTER 3 29 
WHY IS CULTURAL CHANGE IMPORT ANT IN TQM? 29 

3 .1 The Key to the Success Of TQM 29 
I': 

3 .2 What is a TQM Person? 30 
3.3 What is a TQM Manager? _ 30 

lll 



3 .4 How Do I Go About Influencing the Culture? 31 
3.5 Basic of an Academic Quality Culture : 32 
3.6 Informal Processes Which Facilitate A 'Quality' Culture 33 

CHAPTER4 :36 
THE QUALITY CONCEPT IN IDGHER EDUCATION 36 

4.1 The Main Forces 37 
4. 2 The Industry 3 8 
4. 3 Entering Quality 3 9 
4. 4 Continuous Improvement 41 
4.5 Perceptive Of Quality 42 

CHAPTER 5 44 
THE HEURISTIC QUALITY SYSTEM 44 

5 .1 Quality Conceptualization 46 
5.1.1 The Quality Management Systems-Implementation 48 

5.2 QC-Control .: 50 
5.3 QC--Faculty Empowerment 52 
5 .4 Policy On Communications Between Academic Departments And Off- 
Campus Programs 55 
5.5 Procedures For Communications Between Academic Departments And Off- 
Campus Programs 56 

5.5.1 Policy On Program Reviews 57 
5.5.2 Procedures For Program Reviews 57 
5.5.3 Policy On Program Evaluation 58 
5.5.4 Procedures For Program Evaluation 58 

5. 6 Evaluation Of System 5 8 

PART II 63 

THE ADOPTION OF CONTINUOUS IMPROVEMENT MODELS IN 
HIGHER EDUCATION 63 

CHAPTER 6 63 
THE FRAME FOR THE ADAPTION OF TQM IN ACADEMIA 63 

6.1 Introduction 63 
6.2 Implications In Academia Settings 65 
6.3 Essentials ofTQM for Higher Education 66 
6.4 Education Criteria Purposes 67 

6.4.1 Education Criteria for Performance Excellence Goals 67 
6.5 Comparison ofRegistration Awards 70 

6.5.1 The Baldrige Award ' .. ; 70 
6.5.2 The Deming Prize 71 
6.5.3 ISO 9000 Registration 72 

IV 



6.5.4 A Comparison Between the Awards , 73 
6.6 Features of a Quality-Oriented University 74 

CHAPTER 7 77 
COMMITING AND PLANNING STRATEGICALLY FOR QUALITY 77 

7 .1 The Five Key Elements of Continuous Improvement Applied In Academia. 
························································································································ 77 
7.2 University Commitment to Continuous Improvement Models 79 

7.2.1 Using The Awards Criteria as a Benchmark. 80 
7.3 Determine the Organizational Profile 83 

7.3.1 Organizational Description 84 
7.3.2 Organizational Challenges 85 

7.4 TQM Planning Initiatives at Western Michigan University 85 

CHAPTER 8 88 
A CUSTOMER FOCUSED APPLICATION OF TQM IN THE TEACHING AND 
LEARNING PROCESS · 88 

8.1 The Concept of the Customer in Higher Education 88 
8.2 The Dilemma on Student's Role and its Implications 90 
8.3 The Instructor's Role, Ray's Model... 93 
8.4 TQM for Professors and Students : .. 95 
8.5. The Role of Course Evaluations in Improving Teaching 96 

8.5.1 The Fast-Feedback Questionnaire and its Results on Teaching and 
Learning 97 
8.5.2 Course Strategy 99 

8.6 A Method for Applying TQM in Teaching and Learning 100 

CHAPTER 9 109 
MODELS TO IMPROVE CLASSROOM TEACHING AND STUDENT LEARNING 
································································································································· 109 

9.1 Alternatives to the Current Educational Practices 109 
9.1.1 What attitudes are necessary to utilize this methodology to improve 
classroom instruction? 112 
9.1.2 What will be the likely effect? 113 
9 .1. 3 How can one get started? 113 
9.1.4 Ways in Which a University can Support Individual Faculty Members 
in This Effort 114 

9.2 Barriers to Applying TQM in the Classroom 117 
9 .3 Some Concluding Thoughts 117 

CASE STUDY 120 
1. Introduction 120 
2. Defining the Customers 120 
3. Introducing Total Quality Management into the Curriculum 121 

V 



4. Research in Total Quality Management 125 

CONCLUSIONS 133 

APPENDIX I 136 
GLOSSARY OF CONTINUOUS QUALITY IMPROVEMENT TERMS 
................................................................................................................................. 136 

APPENDIX II 139 
PARETO CHART 139 

REFERENCES 143 

Vl 



9QVERVIEW 

Total quality management (TQM) is a management philosophy devised by 
0 

an American statistician (W. Edwards Deming) but first embraced by the 

Japanese. It is a philosophy thiii focuses relentlessly on the needs of 

customer, both internal and external, realigns the organization from 

detection to prevention and aims to improve continuously via the use of 

statistical monitoring'. TQM thus is a philosophy of management, which is 

customer-focused, and all members of a total quality management ( control) 

strive to systematically manage the improvement of the organization 

through the ongoing participation of all employees in problem solving 

efforts across functional and hierarchical boundaries. 

Certainly TQM can be defined in a number of ways, and the details of 

different approaches can vary somewhat. However, a good starting 

definition is: 
"Total Quality management refers to a management process and set of 

disciplines that are coordinated to ensure that the organization consistently 

meets and exceeds customer requirements. · TQM engages all divisions, 

departments and levels of the organization. Top management organizes-all 

of its strategy and operations around customer needs and develops a 

culture with high employee participation. TQM companies are focused on 

the systematic management of data of all processes and practices to 

eliminate waste and pursue continuous improvement. 112 

TQM incorporates the concepts of product quality, process control, 

quality assurance, and quality improvement. Consequently, it is the control 

1 Brockman, J. R. (1992). "Just another management fad? The Implication ofTQM for Library and 
Information Services." 
2 Capezio & Morehouse 1 



of all transfonn,tion processes of an organization to better satisfy customer 

needs in the most economical way. Total quality management is based on 

internal or self-eontrol, which is embedded in each unit of the work system 

(technology and people). Pushing problem solving and decision-making 

down in the organization allows people who do the work to both measure 

and take corrective action in order to deliver a product or service that meets 

the needs of their customer. Generally, TQM is considered a means to 

introduce participative. management. 
The role that quality plays in the higher education sector is becoming more 

important as the dominance of market-orientation leaves no alternative for 

Universities and Colleges but to improve their quality while increasing 

efficiency. Philosophies like Total Quality Management, which have been 

successfully adopted in commercial organisations, are generally seen as the 

way forward. This paper · includes a review of the published literature on 

theories and applications ofTQM in higher education. 
Many of the TQM concepts originated with the work of Dr. W. Edwards 

Deming, who guided the Japanese industry's recovery after World War II. 

While the Japanese listened to Deming American industry did not. For 

nearly two decades, before and after World War II, American management 

methods were unchallenged and in hindsight, costly practices of traditional 

/ hierarchy took hold. 
Meanwhile, industry leaders, in Japan burdened with a reputation for poor 

quality, invited Dr. Deming to teach them his methods. Deming urged them 

to find out what their customers wanted, then study and improve the design 
~ 

and production processes until the quality of their products was 

unsurpassed. He urged a new style of management that shifts the focus 
/ 

from profits to quality. With total quality control (TQM), decisions are 

based on data gathered with scientific tools and approaches. 2 



Products and services are improved by improving how the work gets done 
~ 

( the methods) instead of what is done ( the results). 

With the change in focus, the roles of workers and managers are reformed. 

A manager's role is to enable employees to do the best job possible 

foreseeing and eliminating barriers that get in the way. Workers learn to 

apply the expertise they have gained working with the processes and 

customers on a daily basis. 
Deming predicted the Japanese adoption of these methods would put their 

products in demand throughout the world in five years. He was wrong; 

within four years the Japanese had gained large shares of some markets. 

One very important motivator for quality initiatives was the concept of the 

"cost of poor quality". This relates to all of those costs that would disappear 

in an organization, if everything were done correctly from the start. 

Quality Improvement vs. Quality Assur~nce 
It is important to avoid equating quality improvement with quality 

a'{ 

assurance. Quality assurance is a system of activities designed to ensure 

production that meets pre-established requirements. It gives the customer a 

guarantee of quality by measuring product conformance with process and 

performance specifications. Quality improvement refers to all efforts 

directed to increase effectiveness and efficiency in meeting the customer 

expectations. It is a continuous process to achieve a better understanding of 

the market; innovate products and processes; to manage and distribute 

material and products; and to provide service to customer. The success of 

quality improvement is based on the understanding of every member of the 
~ 

organization concerning the needs of their customers (internal and 

external). Maintenance of that understanding requires continuing dialogue 
" and negotiation with the customer and measurement of one's products and 3 



services against customer expectations. 

The Three Quality Gurus 

While TQM may seem to be a. new development to many, it has been 

around since the 1940's. One of the reasons why TQM seems to be the 

newest fad was that North Americans did not embrace it, but it did find a 

home in post-WWII Japan. The most well known advocate of TQM as 

mentioned earlier, was W. Edwards Deming. Japan. Two other gurus are 
I 

Philip Crosby and Joseph Juran. Both are a bit younger than Deming, but 

have been influential in the field. It is worthy of note that the three gurus do 

not always agree, probably due to differences in terms of what each thinks 

is important, rather than in basic principles. 

)i 
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PART I 

CHAPTER 1 

THE TQM THEORY AND ITS IMPLEMENTATION 

1.1 TQM Philosophy. 

A brief overview of Total Quality Philosophy as well as a good lead into 

Quality Thinking. 

•!• Who determines quality? The customer. 

•!• Quality is defined by customer needs/expectations. 

•!• Each step in process has supplier/customer relationships. 

•!• Quality comes from the process--- m~thods, machines, materials, and 

manpower. Quality leadership--- customer focused (internal as well as 

external), dedication to quality and continuous improvement, a systems 

view of an organization, leadership/em,phasizing, unity/constancy of 

purpose, measurement and analysis of pr<'-~cesses/systems for improvement 

opportunities, teamwork to achieve optimal results, employee development 
" 

through education and training, open commilirication. 
I 

•!• TQ Culture--- Leadership, teamwork, op~n communications, continuous ,, 

improvement, long-range plans. 
•!• Deming's 14 Points (Highlights)- Drive out fear, self-improvement for 

everyone, improve constantly and forever the system of production and 
" 

service, adopt a new philosophy. 
•!• Create and publish to -all employees a statement of the aims and • 
purposes of the organization. 

5 



•!• Different tools for continuous improvement: flow chart, check sheet, run 

chart, histogram, cause and effect diagram, and pareto chart. 

•!• Team management analyzing and improving processes to continually 

improve products/services to customers. 
•!• Old style management was command and control; no one likes to be 

r 

controlled. New style management under TQ is helping and supporting. 

Everything is a feedback loop, i.e. feedback from customers to constantly 

improve processes/ quality . 
. f. 

Under TQ philosoph~94°1<> of problems in organizations are process 

problems, 6o/o are attributable to workers who work within the processes. 

A TQM-based management philosophy includes not only the core TQM 

concepts but also supporting concepts directly related to continuous 
I 

improvement. These supporting concepts are natural extensions of, 

supportive of, and in many cases prerequisite to, successful implementation 

of a TQM philosophy in an organization. 

1. Central Core Concepts. 

•!• The concept of a system and system analysis. , 

•!• Process variability, including common cause and special cause 

variation. 
•!• Statistical process control and control charts to identify special cause 

variation. 
•!• PDCA cycle to improve processes continuously by reducing common 

-; 

cause variation. _ 
•!• Tools to identify the root cause problems of processes and to assist in 

implementing new processes. 

6 



2. Supporting Concepts. 

•!• Emphasis on customers, both internal and external, and their needs. 

•!• Employee issues including: 

- Empowerment 
(' 

- Teams, including cross-functional and self-directed teams 

- The value of employees 

- Emphasis on education and training 
';,A' 

1.1.1 The Concept of a System. 

Deming' defines a system as the entire - organization. Deming's system is 

composed of management; management phllesophy; citizens of the 

country; employees; all facets of government, including laws, taxes, trade 

barriers, et cetera; foreign governments; customers; shareholders; suppliers; 

environmental constraints; and banks and other financial entities. Deming", 

also defines a system as: 
".. . a network of interdependent components that work together to try to 

accomplish the aim of the system. A system must-have an aim. Without an '. 
aim, there in no system . . . optimisation is a process of orchestrating the 

efforts of all components toward achievement of the stated aim. . . the 

greater the independence between components, the greater will be the need 

for communication and cooperation between them. Also, the greater will be 

the need for overall management." 

For example, one university in Asia; the" Hong Kong Baptist University, 
" 

has applied the following system as a guideline to become committed to 

quality: 

3 Deming W. Edwards. (1986). Out of the Crisis. p, 319 
4 Deming W. Edwards (1993). The New Economics for Industry, Government, Education. 
Pp. 98-99 7 



1. Every person within the institution demonstrates an understanding of an 

agreement on the very nature of the institution, its mission, its goals and 

objectives, and the pathway chosen to attain them. 

2. There is a commitment to the idea of excellence, to building in quality in 

all its processes, and to continuous quality improvement (CQI) that is 

widely understood and accepted. There is likewise general knowledge of 

representative "institutions of excellence" that serve ~s inspiration and 

models for the pursuit of excellence for the members of the institution. 

3. There must be trust between all membersof the institutional community, 

which results in agreement on institutional policies and procedures, and in 

widespread devolution of responsibility and authority for operations. 

4. The entire institution, not just its teaching commitments, is student 
"'- 

centered: assuring research, and service functions.' This service mentality 

also extended to the institution's other "public" as well (its own staff, the 

outside community, etc.) 
5. The institution has an appropriate resource base to achieve the strategic 

plans, tactical commitments, and overall mission, which have been 

adopted. 
aZ"' 

6. A set of measures, which serve as indicators of performance is developed >,__ 

and systematically applied and the institution has procedures for acting on 

the shortcoming thereby revealed. 

Although the above might not represent a thoroughgoing TQM system for 

everyone, it is one the fits the university mentioned and its aspirations. 

1.1.2 Processes and Process Variability. 
,_ 

/ 

The concept of the process variation forms the heart of statistical process 
( 

control. For example, if a basketball player shot free throws in practice, and 

8 




