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IMPLEMENTING QUALITY MANAGEMENT TO IMPROVE THE
HIGHER EDUCATION INSTITUTIONS IN ARAB WORLD
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QUALITY MANAGEMENT IN HIGHER EDUCATION
1- OVERVIEW:

In the last decade, many universities in Arab World have increased their interest in studying and
applying principles of quality management to higher education. There is general agreement on the
tools of quality management; however, there is limited discussion and no universally agreed upon
model of quality management. So, this meeting should achieve an agreement with a time table to
build a model of quality management that has three components: quality of design, quality of
conformance and quality of performance. The model, later-on, should apply to the Arab
universities to provide a framework to identify research, teaching and operational improvement
opportunities.

2-INTRODUCTION:

The most Arab universities are suffering from several problems, some of them are critical.
These problems are declining student enrollment, low research productivity and decreasing
student retention. The higher education in Arab world needs an approach to deal with these
problems. The most solution that applied to such problems allover the world is the application of
quality management (QM) principles. There are a large number of universities allover the world
has been successfully applying these principles. However, the difficulty of applying quality
management principles to the universities' activities (curriculum design, research, daily operations
and teaching) led the author to believe that the universities needed a framework to apply the
principles more effectively.

Additional motivating factors for the proposed framework are:

(1) The lack of discussion in the Quality Management literature about well-structured
frameworks of quality that are used in education.
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(2) The involvement of various disciplines within the universities in different aspects of
quality. This is an attempt to find ways of operationalzing the concept of quality
management in higher education.

(3) The successful application of the framework in the universities and the need to share this
information.

(4) The need for a framework to structure the debate and process on how the universities
may increase quality-related research. A university that prides itself on quality
management education ought to be more visible in the quality research community.

By keeping many of the systematic components of assessment removed from the programme
level, faculty can focus on what matters most to them, maintaining ownership and improvement
of their own department’s curriculum. In other words, centralizing the assessment
infrastructure to (1) handle data storage, (2) provide planning resources for instructional
faculty, (3) organize quality peer review processes, (4) report quality enhancement information
and (5) develop communication formats for external viewer's encourages localization of a
department’s programmatic curriculum development.

Some of the commonalities of all three levels of quality monitoring include: (1) use of
systematic processes of continuous improvement; (2) demonstration of feedback loops whereby
instructors improve the curriculum based on deficiencies revealed by their research on student
learning quality; (3) use of direct assessments, such as programme instructors’ evaluation of
senior design projects, rather than indirect student surveys, to demonstrate student learning
performance; (4) faculty instructors’ engagement in the assessment process.

Plan for Researching Improvement and Supporting Mission (PRISM), a campus-wide
continuous improvement process that uses interactive special programme outcomes, that:

(a) An ability to apply knowledge of all sciences,

(b) An ability to design and conduct experiments, as well as to analyze and interpret data,
(c) An ability to design a system, component, or process to meet desired needs,

(d) An ability to function on multi-disciplinary teams,

(e) An ability to identify, formulates, and solves learning problems,

(f) An understanding of professional and ethical responsibility,

(9) An ability to communicate effectively,

(h) Recognition of the need for, and an ability to engage in life-long learning,

(1) Knowledge of contemporary issues

(k) An ability to use the techniques, skills, and modern learning tools necessary for teaching
practice.

Compliance with standards is a characteristic of quality. Operating from an internally
developed evaluation rubric defining a set of quality standards, a centralized university peer
review committee external to the colleges makes sure that college sustains well-developed
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planning standards that apply to the most demanding evaluative criteria expected by the
multiple review entities. For example, while evaluation program requires some direct learning
assessment, the committee asks that nearly all learning outcomes use direct assessment. In
addition, the program process requires student learning at the graduate level. Furthermore,
university evaluation standards require programmes develop diagnostic plans that identify
strengths and weaknesses in programme performance, an outcome of all program evaluation
teams.

Systematic peer review sustains programme compliance to standards. For example,
program now requires engineering educators to provide summaries of their assessment results,
not data dumps—Ilong presentations of research results that lack explanatory discussions. The
peer review committee annually reminds out of compliance programmes to provide these
summaries and informs them on ways to improve their data presentations.

When engineering instructors need assistance in developing learning research or researching
into the impact of their outreach services, they can call upon resources or expert staff centrally,
without maintaining this expertise within their own department.

3-BACKGROUND QUALITY MANAGEMENT IN A HIGHER EDUCATION

Over the last decade, Total Quality Management has moved from manufacturing and
service sector applications into the public sector, especially into education. Many institutions
outside the Arab world have implemented pilot Total Quality Management programs with the
intention of translating Total Quality Management principles, such as advocacy for shared
decision making or customer focus, into practical applications. The results of such efforts have
been mixed and, as yet, not well documented.

In the nineties from last century, with increasing pressure on higher education institutions
to decrease costs and increase efficiency, the interest in potential applications of programs
such as TQM or reengineering has grown.

The quality movement has addressed quality in education since its early developments,
and some of the finding fathers of the quality movement, like Ishikawa, went so far as to say
that quality begins and ends with education. Deming also had a particular interest in learning,
which for him defined to a large extent what the human experience is about. Further, Deming's
Plan — Do — Check/Study — Act model for quality improvement and his fourteen points have
been influential in the systematic introduction of quality processes in schools and universities.

Building upon its strengths and experiences, the quality movement has interpreted the
concept of quality in education as learning from experience (the fundamental notion
underlying the P — D — C/S — A model) and process improvement. In other words, quality
improvement in education can be achieved by improving critical processes of the educational
system such as training of teachers, student learning, and planning. It is difficult to argue
against these basic ideas. However, they may be more difficult to operationalize than what is
commonly thought, and they may just represent "one" perspective on quality in education,

one among various others discussed below.
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Any application of TQM to higher education implies a basic consensus among experts

regarding what TQM is. Garvin shows how quality concepts moved from inspection to quality
control, to quality assurance, and finally to a strategic view of quality.

Quality Audit Agency (QAA)

Quality Audit Agency (QAA) has proposed a concentration of resources on higher

education institutions subjected to a definitive quality assurance framework plan as shown in the

following Figure. The essence of the framework plan will cover the following aspects:

1- Equality of standards of qualifications with the same name.

2- Spelling out universities’ expectations of what they expect students to achieve on their
courses.

3- Subject benchmark information and threshold standards.

4- Development of codes of practice to show best practice in overseas provision student
support, governance, etc.

5- Introduction of academic reviewers.

One of the main issues that needs deliberative is the Quality Audit Agency (QAA) in quality

assessment. It believes that it could achieve this by finding the right balance between

emphases on internal assessment and peer review. So, all institutions should be a subjected to

a definitive quality assurance framework plan shown in Figure (1). The essence of the

framework plan will cover the following aspects:

Equality of standards of qualifications with the same name.

Spelling out universities' expectations of what they students to achieve on their courses.
Subject benchmark information and threshold standards.

Development of codes of practice to show best practice in overseas provision, students
support, governance, etc.

Information of academic reviewers.

The new approach for assessing the quality of higher education is based on the quality

assurance method, hence its name — the quality assurance framework plan. TQM, however,

emphasizes prevention and continuous improvement. Therefore, costs will be minimized and the
institutions will improve their effectiveness over time.

Figure (1): Quality audit agency's new quality assurance framework plan
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4- A BASIC MODEL OF THE EDUCATIONAL PROCESS

university board, steering
committee and other
bodies concerned with
overseas promotion;

A highly simplified, linear model of the educational process is shown below.

Inputs Processes

\ 4

Outputs

\ 4

\ 4

Outcomes
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In this model education is defined as the system in which inputs (students, teachers,
classrooms, educational materials, etc.), through the mediation of critical processes (learning and
teaching), become outcomes (students with specific skills, measurable knowledge, etc.) and more
broadly defined outcomes (an educated, productive individuals - workers).

This model encompasses only a limited aspect of the educational process. Nevertheless, it
is useful to illustrate the difficulties inherent to the general discourse on quality improvement in
education. From this model we can develop four different sets of definitions of quality in
education.

INPUTS:

Educational inputs are seen as fundamental to quality in education. In other words, trained
teachers, appropriately equipped classrooms, good educational materials, and motivated students
all contribute greatly to learning. This definition of quality is often implicitly used in the public
discourse spent on education (measured at the national level as a percentage of GNP) and the
perceived quality of education. It can be said that quality of education understood as quality of
inputs dominates the educational policy discourse.

So, the inputs of quality in education mean:

e Quality of education is equivalent to quality of inputs such as trained teachers, safe and
well — equipped schools, and students who have prerequisite skills and knowledge and are
eager to learn.

e Good students mean good education.

PROCESSES:

The greatest strength of the quality movement lies in applied notions of process
improvement. In other words, from this perspective quality improvement is equivalent to process
improvement. In theoretical terms it is difficult to argue against this definition. In practice, many
contributions of quality practitioners to the improvement of quality in education have been full of
lofty intentions but based on naive conceptions of educational processes. It can be said that
processes are industry specific, and critical educational processes such as learning and teaching are
particularly complex, since an important part of these processes is invisible and immeasurable.

The most important contributions of quality practitioners to quality of education have
been in the areas of planning and resource allocation. Therefore, it is no wonder that most success
stories focus on improvements in administrative and service areas.

So, the process of quality in education means:
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o The quality of education depends fundamentally on how we do things, and improvement
comes about by changing the way we do things based upon our experience. We can do
more with the same resources.

e Quality of teaching and learning about the best quality of education.

OUTPUTS:

Quality in education from the perspective of outputs refers to familiar notions such as
educational standards, skills, and cognitive development. One of the reasons defining quality of
education in terms of outputs seems appealing is that outputs can often be measured. However,
what is frequently forgotten is that the achievement of certain educational standards (commonly
measured through use of standardized tests, which for the sake of this discussion we will assume
to be able to measure what they intend to measure) is not equivalent to learning.

Strictly speaking, learning (understood here as an output, not as a process) refers to a ratio
between an initial state and a later state. Simplifying the process, we can conceive a student who
knows X in the beginning and Y at the end. Learning would be defined as the ratio between Y and
X:

Y / X =L or Learning

It may also be useful to define R as the level of resources or inputs needed to bring about L
(number of lessons, time spent studying, cost of the lessons). Under this conception of quality we
will attempt to maximize L as a function of R; i.e., bring about maximum learning for a given level
of resources.

L=f(R) and maximum efficiency is achieved at max. f (R)

Using this framework, quality in education is equivalent to the achievement of educational
goals with maximum efficiency, i.e., with minimal investment of resources.

When it comes to education the main difficulty in using this definition of quality exclusively
is that some of the inputs (resources) are difficult to measure in order to define efficiency levels.
The main reason is that not all inputs are standardized (students may have different natural
abilities and additional resources such a supporting home environment).

The policy implications of this apparently simple notion of quality of education as learning
are significant:

e Some so — called very good schools may not be so good when measured in terms of
learning as defined above. With optimal resources or inputs such as smart students who
come from a highly supporting family environment, trained teachers, good learning
materials, and a high entry level into the system (X in our equation; i.e., the knowledge
students have when they begin the formal learning process), it may be easy to achieve high
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standards. However, the achieve on a case-by-case basis) environment of high educational
standards is not equivalent to high efficiency, or maximum learning as a function of
resources. Higher learning may take place in poor schools where students come from
challenging environment.

e The argument above (to be tested on a case-by-case basis) may provide support to one of
the key policy goals of large education systems, equity. Commonly, it is believed that
equity cans only b achieved at the expense of quality. However, it may be useful to test the
hypothesis that these two concepts are largely what the statistician would call orthogonal,
or unrelated. In other words, higher equity does not necessarily imply lower quality. There
may even be cases when higher equity (decreasing the variance of level of resources
available throughout the system) leads to higher efficiency of resources utilization, one of
the key ways to define quality in education.

e  Although it may be tempting to define quality as the attainment of specific educational
outputs (standards), it may be the most efficient alternative, and if the achievement of
certain standards is the key goal (e.g., a certain level of math competence for 8" graders)
then an unequal resource allocation (even under the assumption of constant efficiency
throughout the system) will be necessary to compensate for unequal levels of inputs.

It can be argued that in our function for learning (L) maximum efficiency can be achieved as a

function of inputs or resources ( R ) available and the entry level of the students (X). This may not
represent the greatest practical challenge to quality in education defined as learning, as long as

expectations for Y (what students should know at the end of a course).
So, the outputs of quality in education mean:

e Quality means achieving specific standards of excellence.
e Learning is the true measure of the quality and efficiency of education.
OUTCOMES:

Outcomes refer to a societal perspective of the value of education. There is a difference
between a student who has developed specific skills or mastered a given body of knowledge
(educational outputs) and the notion of a responsible citizen or a productive workforce. Most of
society cares about the latter, but the educational system should concentrate on the former.

What is often forgotten is that different societies may have different values and, therefore,
place different emphasis upon specific outcomes. For example, in traditional societies the
integration of the children into the existing social setting was and still is considered to be more
important outcomes than practical, economic goals.

The outcomes of quality in education means:

e A quality education should develop a sense of responsible citizenship in individuals.
e A productive workforce
5- TOTAL QUALITY MANAGEMENT IN EDUCATION

Total Quality Management can be of benefit at many levels of the educational process;
however, it is certainly unrealistic to see such efforts as the solution to the serve education crises
we are now experiencing. If TQM is about learning and building upon specific experiences, then we

need to focus on documenting and evaluating the many different pilot experiences that are now
b)) b 3ol Ay
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occurring. Consistent with TQM principles, even a failure represents a step in the right direction as
long as we learn from it.

During my personal interactions with educators from my past experience, many have
expressed a strong interest in learning what TQM is and how it could be applied to education.
Some of them have also raised a justified concern that many so — called "TQM experts" are
suggesting changes in the structure and processes of educational systems in ways that only reflect
their ignorance of a complex field. If we are to influence education, let us first learn from
professional educators. Otherwise, we will simply become proponents of a fad that will soon prove
to be deeply unsatisfactory.

5-1- The Model
Basic parameters of quality can be grouped into three areas as shown in Figure (3):

e Quality of design
e Quality of conformance; and
e Quality of performance

This framework for quality can provide a model which the higher education institutions can
work with to clarify their emphasis on quality and quality - related research.

A brief description of these three parameters and the proposed model that uses to
visualize their relationships are provided in the sections that follow.

1- Quality of Design:

Quality of design deals with determination of the characteristics of a product or a process
in a given market segment at a given cost. As known, marketing, operations, finance, accounting,
statistics, etc. would be involved in determining these quality characteristics.

2- Quality of Conformance:

Quality of conformance deals with how well firms and their suppliers confirm to the design
requirements, including the cost requirement, for example, statistical quality control techniques
are heavily used here.

3- Quality of Performance:

Quality of performance deals with how well the product in the market-place, i.e. how well
it’s perceived and accepted by the customers. Customer satisfaction, sales analysis, cost
comparison, (e.g. cost of quality) etc. would be some of the approaches used here.

The model for Quality Management in Higher Education discussed here, will integrate
these parameters, operationalizes them and then applies them to the university research, teaching
and other operations. These parameters are interrelated through a feedback mechanism, e.g. low
quality of performance may lead to a change either in quality of design either in quality of design
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and/or quality of conformance. Similarly, low quality of conformance may necessitate better
control techniques or change(s) in design, etc. The feedback mechanism and resulting changes
imply the continuous improvement aspect of the relation. This relation can be represented as
shown in Figure (3).

| think that this model could be a good one for the university to adapt to integrating quality into
operational, curricular (both design and classroom teaching) and research — related issues.

Figure (3) Relationship between the components of the model

Quality of Quality of
Design conformance

Quality of
performance

The philosophy behind this model somewhat resembles the model promoted by Juran,
which has components of planning, control and improvement. Juran used this model (Juran’s
triology) for managing quality. In order to manage quality effectively one has to plan (quality
planning), control (quality control), and improve (quality improvement) quality. The proposed
model builds on Juran’s model.

The model can also be represented as a two-dimensional matrix to show the relationship
between each parameter and functional areas in business, as shown in Table (1).

Table (1) Dimensions of quality in business functions

Quality of design Quality of Quality of
conformance performance
Accounting - Cost of quality - Cost of | - Cost accounting
- Design of cost quality
system - Auditing
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- Pricing

Finance - Outsourcing -Budget performance -Financial measures in
- Compensation the short run
systems
- Pricing

5.2- TQM PRINCIPLES, PROCESSES, and TOOLS:

| found it useful to distinguish the following three concepts in trying to address the
question, "What is TQM?"

Principles: these are core values such as "the customer is first" or the need for "shared decision
making". They can be found in the writings of the leading writers of the field and in the most
important TQM models.

Processes: These are some specific implementation approaches for diverse needs different
levels of the organization:

e Quality improvement teams

e Self —directed teams

e Daily management

e Quality function deployment

e Hoshin planning (strategic planning)

e Statistical process control

e Experimental design

Other related processes useful for quality improvement efforts are benchmarking and

reengineering.

Tools: The tools are used by teams in the context of the processes mentioned above. They
integrate creative (e.g., brainstorming) and analytical (e.g., Cause — and - effect Diagram)
approaches to problem solving. The best — known TQM tools are the seven quality control tools
and the seven management and planning tools. Some tools are known under different names (e.g.,
Ishikawa or fishbone diagram) and have been adapted from more complex applications (e.g.,) PERT
analysis used in engineering applications such as project management).

The 14 TQM tools mentioned above are complemented by other tools, such as the force
field diagram and brainstorming

6-TQM IMPLEMENTATION EFFORTS IN HIGHER EDUCATION INSTITUTIONS
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The following examples are intended to be descriptive rather than normative and reflect
the experiences of many colleges and universities. Some of the most important applications of
TQM principles, processes, and tools in higher education institutions are:

1- To use process improvement teams and models in administrative units:

Administrative processes in academic institutions are similar to those of other service
organizations; therefore, it is not surprising that early TQM implementation efforts in higher
education institutions have started in administrative units, such as admissions, the registrar's
office, or accounting, where the implementation experience of other service organizations could
be applied.

2- To use TQM processes such as Hoshin (strategic) planning:

One key TQM principles is the need to content the mission and vision of an institution with
short-, medium-, and long-term objectives and implementation plans. This may seem to be an
obvious requirement in any planning effort, and not a particular contribution of TQM. However,
the congruence of objectives and means is difficult to achieve in practice when the PDCA model
(the key model of process improvement) has not been institutionalized. Vision and mission
statements tend to be somewhat abstract, and, therefore, difficult to translate into achievable
objectives. Within the context provided by the institutional mission and vision, TQM processes
(such as Hoshin planning) provide a framework that develops coherence between clearly stated
objectives and specific implementation plans to achieve such objectives in a stated amount of
time.

Recently, accrediting institutions such as the AACSB ( American Assembly for Collegiate
Schools of Business) have begun to change their accrediting guidelines, from semiriged program
content requirements (specific courses for certain programs) to a mandate for greater consistency
between the declared mission of an institution and its deployment through academic and
community outreach programs and other implementation efforts.

3- To use TQM processes in academic units:

With little exception, attempts to introduce TQM processes into academic units have
stalled. Existing processes such as tenure, or values and principles such as academic freedom, have
largely been blamed for these failures. However, an overlooked and equally important cause of
failure is the disparity of academic units with traditional service organizations.

To introduce TQM in academic units with any hope for success, the first step is to examine
which values would relate to TQM, and, secondly, which objectives would appropriate for
academic functions. Are the standards by which faculty performance is evaluated something that is
functional within a "TQM" framework?
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Tenure is a process based on values such as "academic freedom," rooted in widely held
societal beliefs such as the need to encourage independent intellectual inquiry and reflection.
Academics are supposed to be to freely voice their opinions without fear of retaliation by the
administration. Higher education institutions are held to be areas in which diverse opinions can be
freely expressed, rather than "one-party" organizations with singular ideological and political
agendas.

It is inappropriate to engage in a discussion regarding values such as academic freedom
with concepts such as efficiency. Values provide a fundamental framework upon which
organizations are built, and cannot be directly measured for "efficiency." Efficiency can only be
measured against clearly defined strategic objectives, and values precede strategy. Therefore, if
academic freedom is an essential value, it cannot be judged by concerns with efficiency. Thus, a
more direct "framing" question is whether tenure is the best process to ensure academic freedom,
and, from a pragmatic perspective, it is unlikely that tenure will be abolished in tradition and
experience.

Still, the difficulty of implementing TQM in academic units remains. An organizational
analysis of academic institutions might provide some answers. Higher education institutions are
essentially "loosely coupled systems" in which committees and subsystems (each class or course)
have a high degree of autonomy. This is the fundamental operational basis of a "college" or
"department" in which each member is seen as a specialist in his/her field.

It is likely that TQM experiences related to the development of teams formed by
professionals (as in Quality Function Deployment applications) may be relevant for academic
environments. Also, consistency between mutually agreed-upon objectives and specific
implementation efforts can be sought. However, any efforts to bring about a major power shift
under the guise of efficiency concerns are likely to fail. Centralization of power proposed by the
administrators of academic units will be fought against by the members of institutions with a clear
collegiate tradition.

4- To use TQM processes for the development of new academic programs:

Processes such as quality function deployment allow us, as planners, to take into account
the interests and needs of diverse constituencies in the development of new products and services.
This approach may be particularly well suited to the development of new academic programs in
professional schools, i.e., those programs in which the skills required by employers should plan an
important role in program design.

5- To foster the development of partnerships among communities, business, and educational
institutions:

Many such efforts are currently underway in the United States, Western Europe, and
elsewhere. One example is the IBM initiative to sponsor eight one-million- dollar projects by ten
universities to introduce TQM into curriculum and institutional development. As part of the grants,
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local partnerships with IBM sites were established and executives "loaned" to the participating
institutions.

6- To introduce TQM principles and values into mainstream educational thought:

Some of the founders of the quality movement, such as Deming, Juran, and Feigenbaum,
have written about fundamental changes they consider necessary in educational practices. Deming
went as far as advocating the abolition of the grading system, which, in his view, fosters senseless
competition and stifles the basic human instinct to learn for the sake of learning.

7- To introduce TQM curricula into professional programs, such as engineering and business:

TQM models describing particular TQM processes, such as team-based problem solving or
statistical process control (SPC), increasingly are part of business and engineering core courses such
as organizational behavior or operational management. Engineering curricula had integrated SPC
long before the quality movement acquired high visibility.

Courses with TQM content such courses are becoming commonplace as elective
undergraduate and graduate, engineering and business seminars. They usually focus on the "soft"
skills (such as team-building), and / or the "hard " skills (statistical process control) needed for
TQM implementation.

8-PLAN for RESEARCHING IMPROVEMENT and SUPPORTING MISSION (PRISM)

A campus-wide continuous improvement process that uses an interactive special
programme outcomes, that:

(a) An ability to apply knowledge of all sciences,

(b) An ability to design and conduct experiments, as well as to analyze and interpret data,
(c) An ability to design a system, component, or process to meet desired needs,

(d) An ability to function on multi-disciplinary teams,

(e) An ability to identify, formulates, and solves learning problems,

(f) An understanding of professional and ethical responsibility,

(g) An ability to communicate effectively,

(h) A recognition of the need for, and an ability to engage in life-long learning,

(j) A knowledge of contemporary issues

(k) An ability to use the techniques, skills, and modern learning tools necessary for teaching
practice.
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MATREX CRITERTA FOR ACCREDITATION,
ACCOUNTABILITY AND PROGRAMME REVIEW. (AN
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Finally, in my opinion, the strongest potential contributions of the quality movement to
academic applications in the higher education are:

1- The literature offers many useful ways to conceive and operationalize the notion of
quality.

2- Quality models, such as the PDCA, provide a structure that allows for the integration of
specific quality improvement efforts. The overall aim is continuous improvement, achieved
through systematic, documented learning from experience.

3- A third major contribution of TQM is focus. Improvement in quality is said to result
systematically from focusing on improving specific critical process.
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