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TQM in higher education has now become the major concern of education in the 21

st
 century. 

TQM can help a school or college provide better service to its primary customers-students and 

employer’s .The continuous improvement focus of TQM is a fundamental way of fulfilling the 
accountability requirements common to education reform. The quality of education is judged by kind of 

humans it produces, and takes quality as a holistic concept. The two hidden dimensions of TQM are total 

quality and quality management. Here the basic tents of TQM have been minutely examined by expressing 

views of Deming, Crosby Juran, Saylor, Yudof and Busch vishnian etc .who did pioneering work in 
establishing the significance of TQM 
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Introduction 

With changing patterns of education delivery from face to face to online, course content 

and organizational structures and the concept of quality has become an inherent component of 

the educational process for its success. Globally various bodies have been established to develop 

guidance for quality products and services their maintenance. The globalization of education, 

migration of students from one community to other, one country to another, provides adequate 

causes for concern to the educationists and administrators. Total quality management (TQM) in 

higher education is a timely tool, which must be in the system as soon as possible. 

The quality of education is judged by kind of humans it produces, and takes quality as a 

holistic concept. The two hidden dimensions of TQM are total quality and quality management. 

Here the basic tents of TQM have been minutely examined by expressing views of Deming, 

Crosby Juran, Saylor, Yudof and Busch vishnian etc .who did pioneering work in establishing 

the significance of TQM. An explanation of guru Kula system in ancient India is the most suited 

example of quality management in education. The readers will find the discussion on the 

feasibility of adopting TQM in modem post-colonial Indian educational setting very useful one 

and informative; it cites works done by various scholars. It concludes reporting status of TQM in 

Indian schools. 
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Quality management has been a very important factor for the leaders in higher education. 

The application of business related quality activities have been a success story for many leading 

institutions. In this era of extensive competition, quality education is a major concern 

(Koslowski, 2006). The statement of quality education has been attracting many internal and 

external stakeholders. As in the 21
st 

century the stakeholders are educated and they require 

answers from the institution (Fuhrman & Elmore, 2004). The stake holders previously were more 

concerned about the nature of programs being offered by the institution and other factors such as 

fees and location. Now the level of compromise has decreased. In such condition the institutions 

will continuously be inspected by the customers until and unless proper evidence is not provided 

(Koslowski, 2006). This leads to the challenge faced by the institutions, as the increasing 

demand of stakeholders has lead the institutions to bring changes in the programs and curricula 

(Longanecker, 1995). Even back in 1972, Mortimer has stated that the institutions would 

eventually adopt the business strategies to increase the effectiveness in the long run (Bogue & 

Bingham-Hall, 2003). Edler 2004 states that “The infusion of quality management concepts such 

as total quality management (TQM) and continuous quality improvement (CQI) in higher 

education is optional, but external accrediting bodies may soon mandate institutions to provide 

evidence of quality principles in action”. Thus if the institution provides such quality measure 

before the external education committee, then the institution would have an edge in the industry. 

According to Spanbauer (1995) “TQM is a management philosophy which puts systems and 

processes in place to meet and exceed the expectations of customers”. However it is very much 

obvious that most of the institutions avoid such quality measures as it leads to the changes in the 

traditional set up of the institutions (Baba, Kamibeppu & Shimada, 2001; Montano & Utter, 

1999; Sirvanci, 2004). Thus there is always a second thought in the mind of the administration 

when changing the system of the institution.  

TQM in higher education has now become the major concern of education in the 21
st
 

century, which is under active process to be actualized as knowledge society. It is a matter of 

great regret that although there has been an appreciable progress of higher education in India 

during the last five decades but qualitative degradation .when the developed countries of the 

world are marching towards the achievement of ‘Total quality management enhancement’ in 

higher education shifting from quality assurance, we are at the stage of quality assurance in 

higher education. The reason is realization of quality issues in higher education sector are yet be 

achieved by the people of India. Any person having more or less knowledge and understanding 

about higher education will definitely accept that effective management results in  total quality 

management  . Total quality management is the promising parameter for total quality  higher 

education ,which has been supplemented in the subsequent discussion  in this article .In nutshell 

Total quality management is viewed as a process of getting things done through and with the  

people in formally organized groups .It is defined to forecast and plan, to organize, to administer, 

to direct or command, to co-ordinate, to supervise, to control and to evaluate the activities 

directed towards the realization of the goals or purposes of a programme or task infunctional 

perspective. Hence, the major purpose of TQM is to achieve the goals or purpose of every 

programmer in a grand scale through its different components. The same situation arises in the 

field of educational management of any educational institution or management of any 

educational programme or task, like management in general perspective, the functions of 

educational management are to forecast  ,to take decision,  to make planning ,to organize, to 

control and evaluate, to record and report for achievement of the goals or purposes of any 

educational programme or task adequately. These functions of education management would 



Scholarly Research Journal for Interdisciplinary  Studies / kaur, Naginder, (61-70) 

 

JULY, 2012, Vol. – I, Issue-I                       www.srjis.com Page 63 
 

have been carried out through its different components which are explained below with 

precision. And the educational management of any educational programme which carries out its 

functions through its different component with proper stress and intention in order to give 

realistic shape to the proposes or goals of the educational programme is called’’ TQM. ,Beside, 

quality management is the functions prices and team work accompanied by change and 

innovativeness which can be realized in its different components 

 

Components of TQM 

1) Admission 2) Curriculum design 3) Curriculum implementation 4) Evaluation  

5) Employability  

Admission 

           Depending on the ‘demand & supply’ position, we seem to adopt different norms for 

admitting the students. With general’s guidelines, the faculty could decide as to how a student is 

selected to a particular program. In fact, when the semester system and choice based credit 

system (CBCS) are fully implemented; a formal admission to programs procedures may have to 

change. In fact, there can be only one admission steps, viz admission to the college or 

universities based on their capacities to take students with the infrastructure facilities. Then the 

faculty should step in with their counseling to steer the students as to what major and minor 

related courses to be taken . Mostly on the basis of the students academic achievements/ 

performance. There can also be scope for horizontal movement from one type to another subject 

subsequently based purely on the academic consideration and that should satisfy the students’ 

interests and their progression. Highly centralized pre admission procedures including the quota 

system may be out of place. The academic staff should be able to manage the admission better. 

Likewise, a  centralized common examination/university public examination for the students 

from one affiliated colleges would be  minimal if not totally out of place  when we shift from 

programme based  courses  to courses based programmes .The external evaluation of a different 

order may have  to be  implemented as  practiced now in the great Britain .If such a system  is 

adopted ,the need to involve  external examiners for  objectivity in grading the students will go. 

The whole concept of having a ‘control of examination unit’ and the attendant administrative 

load will be dispended with. 

 

Curriculum design 

Experiences those are planned and readily available within and outside the classroom. 

The curriculum design of any educational programmes should be dynamic and should be static 

.Unfortunately, for longer period in almost all three levels, the curriculums were static and now 

slowly, it gets modified in accordance with needs of the society. A dynamic curriculum is always 

catering to the needs of the challenging society .while constructing the curriculum for any 

education programmes the basic contributory factors should be pondered namely, nature of 

human development, learning, knowledge and societal forces must necessarily be considered. 

 

Curriculum implementation  

Designing and implementation of suitable curriculum is also crucial issue of in the field 

of TQM .It is appreciable that UGC has been taking lead in constituting teams for designing 

curriculum for various subjects at UG and PG levels for adoption by the  universities in India 

.Taking the clue from UGC, the AP state council of higher education under the leadership of Dr. 

P. Jayaprakash Rao, the president  chairman has developed a model curriculum for UG courses 
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and the same was adopted by many universities in AP from the academic year 2008-2009. There 

are a number of experiments conducted by HEIS in the country in this regard .A new  model of 

choice based credit system(CBCS) is being conceived and tried by many  autonomous colleges. 

New grading and credit systems are also tried as a measure of improvement the quality of 

education .The challenges this area are:- 1) Bridging the gap between theory and practice. 2) 

Aligning the curriculum to the level of global standards 3) fixation of weightage for the field 

component. Internship/in -plant-/in-house training  

 

Evaluation 

The responsibility of evaluative function falls on the administrative wing which delegates 

the authority to vice-chancellor and through him to his executives and the faculity. Evaluation is 

done in respect of all aspects of organizing policies, operations and resources. If one can evaluate 

the performance the programme of a university, it would be easier to project the future activity in 

the relates fields. Evaluation  should generally  be carried  out by qualified by  instructional  

personals  and evaluation reports should be made  available to the administrative officer, vice- 

chancellor  and the apex  administrative board .This  helps in  identifying  the strengths and 

weakness of the programmes  and also  of the managerial skills  that  have  important  

implications for modification of both  short term goals  and  procedures of planning .  

 

Employability 

Demand of the world of work employability refers to a person’s  capability of gaining 

initial employment, maintaining employment ,and obtaining new employment if required. 

employability is a union of several skills, abilities ,knowledge , competences and capabilities that 

enable individuals to get employment and be successful in their professional careers. It helps 

them individually as well as institutionally. It also dwells at the skill sets, tool sets and mind set 

that is essential to execute tasks effectively and efficienctly. Employability depends on the 

knowledge skills and attitude of the individuals. It is a state of being employed and 

accomplishing the given tasks with the skills ,knowledge and abilities. 

 

Total quality management as a system 

Total quality begins with the redefinition of management, inspired by W. Edwards 

Deming: The people work in a system .The job of the manager is to work on the system, to 

improve  it continuously, with their  help. One  of most frequent reasons for failed total quality 

efforts is that  many  managers are  unable  to carry out their responsibilities  be caused they have 

not been  trained in how to improve  the quality system .They do not have a well –defined  

process  to follow –a process founded  on the principles of customers satisfaction, respect for 

people ,continuous improvement and  speaking with facts. Deming’s teachings, as amplified by 

Tribus, focus on following ten management actions. 

1. Recognize quality improvement as a system. 2. Define it so that others can recognize it too. 3. 

Analyze its behavior. 4. Work with subordinates in improving the system. 5. Measure the quality 

of system 6. Develop improvements in the quality of system. 7. Measure the gains in quality, if 

any, and link them to customer. 8. Take steps to guarantee holding the gains. 9. Attempt to 

replicate the improvements in other areas of the system. 

10. Tell others about the lessons learned. 
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Social system 

Management is solely responsible  for the transformation of the social system ,which  is basically 

the culture  of the  organization .It is the  social system that has  the greatest  impact  on 

teamwork  ,motivation, creativity ,and risk taking .How people react to one another  and to the  

work depends on how  they are managed .if they enter the organization with poor attitudes, 

managers have to  re-educate  ,redirect or  remove  them. The social  system  includes  the 

reward structure ,the symbols of power, the relationship between people  and among groups ,the 

privileges ,the skills and style ,the politics, the power structure ,the shaping  of the norms  and 

values , and the ‘human side of enterprise, ‘as defined  by Douglas McGregor. 

 
 As shown in figure  six areas  of strategy must be addressed in order to change  and transform 

the culture to that  of a quality organization: 

1) Environment 2) Product/service 3) Methods 4) People 5) Organizational structure  6) Total 

quality mindset 
 

Technical system 

 According to Tribes, The technical system includes all the tools and machinery ,the  practice  of 

quality science  and  quantitative aspects of quality. If you  can measure  it, you can  probably 

describe  and perhaps improve  it using the technical  system  approach, The technical system  

thus is concerned  with the flow  of work through  the organization  to the ultimate  customer 
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.Included are all the work steps performed ,whether by equipment ,computers or people ; 

whether  manual labour or decision  making; or  whether  factory  worker or office worker. 

The technical system  in most of the organizations  contain the following core element: 

a) scientific  accumulation of technology, b) pursuit of  standardization, c) workflow ,materials 

and specifications, d) job definitions and responsibility, e) machine/person interface, f) problem-

solving tools and process, g) decision making process, h) availability and use of information, i) 

number and type of work steps 

The expected  benefits from  analyzing and improving the technical system  are to 

a) improve  customer  satisfaction b) eliminate waste  and rework c) eliminate variation  

d) increasing learning  e) save time and money  f) increase employee control g) reduce 

bottlenecks and frustration  h) eliminate interruptions and idle time i) increase speed and 

responsiveness j) improve safety  and quality of work life 

There are three basic elements of every system  

1) Suppliers who input,  2) work processes which add value, 3) output to the customer 

The management system 

The third system is the management system, which becomes the integrator. Only senior  

managers can authorize  changes  to this  system .This is  system  by which  the other two 

systems are influenced .It is the way  that  practices, procedures ,protocols, and policies are 

established and maintained .It is  the leadership system  of the  organization, and it is  the 

measurement system  of indicators  that tell management  and employees how brings are going.  
 

 
 The actual development of management system can be visualized in the shape of  pyramid. 

There are four aspects or intervention points of development : strategy  management, process 

management, project management and individual activity   management. A brief overview of 

these four aspects is as follows 

          *Strategy Management: 
 Purpose is to  establish  the mission ,vision, and guiding principles and development 

infrastructure which  encourage  all employees to focus  on and  move in a  common direction, 

objectives, strategies and actions are considered  on a three to five  year time line. 

*Process Management: 
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Purpose is to assure that all key processes are working in harmony to guarantee customer 

satisfaction and maximize operational effectiveness. Continuous improvement/ problem –solving 

efforts are often cross-functional, so that process owners and indicators owners need to assign. 

Project management: 

Purpose is to establish a system to effectively plan, organize, implement and control  all 

the resources  and activities  needed for successful completion of the project. Various types of 

project teams are often  formed to solve  and implement both process-related as well as  policy-

related  initiatives. Team activities should be linked to business objective and improvement 

targets. 

Individual’s activity management: 

Purpose is to provide all employee with a method of implementing continuous improvement of 

process and system within each employee’s work function and control .flowcharting key 

processes and individual mission  statements are important linkages with which  all employees 

can identify. A quality journal if often used to identify and document improvements. Various 

types of assessment surveys are used to audit the quality management system. 

Customers of higher education 

 The customers of higher education is the view them from three  perspectives: internal 

customers, direct external customers and  indirect  external  customers. 

       Customers                                                                                            

Internal customers-academic                           needs 

Students------------------------------------------------------- knowledge ,skills, and abilities to  

                                                                                        Pursue personal and professional  

                                                                                        Goals ;joy in learning 

   

Faculty-------------------------------------------------     continuous  personal growth, security, 

                                                                                   joy in work, information ,input 

programs/departments-----------------------------        continuous improvement, information                                                     

                                                                                   exchange ,cooperation                                                                 

internal customers-administrative 

students-----------------------------------------      service provided when requested ,questions  

                                                                               answered when asked 

employees-------------------------------------             continuous  personal growth, security,                                                                                                                                                                                                                                

                                                                                joy in work, information ,input  

units/departments divisions----------------------      continuous improvement ,information                                                     

                                                                               exchange ,cooperation and collaboration   

external customers-direct 

 employers-------------------------------------------    competent employees ,productive  

                                                                                performance 

other colleges, universities--------------------------   students capable of advanced learning  

                                                                                and research 

external customers-indirect   

legislature(state ,federal)--------------------------------------    be elected or re-  

                                                                                       appointed, compliance, make a 

                                                                                       contribution 

community             -----------------------------------         competent workforce, leaders and  

                                                                                      followers, volunteers in community  
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                                                                                       service, politically active citizens 

accrediting agencies-----------------------------------compliance with established criteria and  

                                                                                        standard 

alumni------------------------------------------------- pride in having attended, continuing edu 

 Donors----------------------------------------------------awareness of both the quality and  

                                                                                  Need of the colleges/uni, approaches 

                                                                                       Acknowledgement of a donation 

  Internal customers are the students, faculty, programs, and departments with in the academic 

programs of campus that influence a specific program. 

 The internal customers for administration are students as well, but also influence employees and 

units, departments, or divisions that influence a service or activity. Direct external customers 

includes employers of the students, others colleges or universities that are recipients of the 

students, and services of the colleges or universities, and suppliers (i.e. from  those whom the 

colleges or universities receive students, products or services, such as high schools, product  

suppliers, services supplier) indirect external customers are legislatives bodies ,communities 

served, accrediting agencies, alumni, and donors(i.e.,those that impact the decisions and 

operation of the colleges or university.) 

 

Higher Education Commission 

Now a day’s quality maintenance is the main goal of every institution. 
1

Higher Education 

Commission (HEC), created Quality Assurance department. The main activity of this department 

is concerned about maintaining Quality in the education industry. The Quality management 

processes in recognized institutions are regulated by the HEC. According to higher education 

commission, Quality is achieving of standards and reaching the maximum outcome. Quality 

caters to all dimensions in higher education, from structuring of the program to the hiring of 

faculty. Thus to maintain a standard it is essential for the institution to create an appropriate 

environment in the institution. According to Higher Education Commission “The key factors 

influencing the quality of higher education is the quality of faculty, curriculum standards, 

technological infrastructure available, research environment, accreditation regime and the 

administrative policies and procedures implemented in institutions of higher learning”.  

                                                                                                                                                                                                                                                                                                 

i. Quality has become an active unit; therefore Higher Education Commission has created the 

Quality Division, which clearly states the ordinance passed by the Government of a India 

relating to the importance of quality in higher education.  

ii. In order to keep up with the global trends, the Higher Education Commission has established 

University Accreditation unit. It focuses on the establishment of new institution or degrees in 

India , arrangement on foreign collaboration with different universities worldwide, lastly the 

creation of Committees for updates on the education related issues.  

iii. The Higher Education Commission has also focused on the area of Plagiarism. They have 

clearly mentioned the after effects of committing the crime of plagiarism. The committee has 

also mentioned the name and papers of those people who have committed the crime of 

plagiarism.  

iv. Lastly, the establishment of a Quality Assurance Agency (QAA) in 2005. The main purpose 

of this agency is to regulate the Quality Enhancement Cells (QEC) operated by different 

universities in India. They are majorly involved in the training of the faculty, development of the 

programs, creation of new policies and guidelines for setting the appropriate standards.  
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Problem for TQM in higher education 

Higher education has made great progress, but because of certain problems it cannot be said to 

be encouraging and satisfactory. They are 

1) dearth of faculty 2) low quality  research 3) administrative difficulties 4) deterioration of 

values 6) ingenuine courts 7) lack of academic staff 8) defective curriculum and examination 

system 9) Lack of flexibility in higher education 10) Low confidence  level of students  11) Fear 

of failure and psychological barriers practice 13) Lack of strategic planning 14) Lack of 

qualitative and quantitative infrastructure 16) Lack of cooperation among colleagues  

Suggestions for TQM in higher education 

Establish quality circle and healthy practices in institutions. Focus on need and resource based 

research  and innovation. Create oyabun -kabun relationship between institutions and alumni. 

Focus on proper needs of market. Achieve top quality performance in all areas. Produce system 

for achieving quality performance. Develop measure of achievement. Help institutions to 

become competitive. Develop team approaches. Improve communication. Reward outstanding 

achievement 

Implementation of TQM 
 The implementation of total quality management at Oregon State (osu) was based on an 

extensive review of various approaches. Their model was most closely associated with the 

HOSHIN PLANNING MODEL used by HEWLETT-PACKARD .The Baldrige Award criteria 

were used to develop a five year plan .The implementation of each phase was described in a July 

1990 report. 

Phase-1: Exploring TQM: Companies with TQM programs were visited. Dr. Deming also met 

with them. A number of books and articles on TQM were read. The president and two top 

managers attended a class on seven total quality tools, taught by Hewlett-Packard. Excitement 

about total quality was generated; potential resistance, particularly from the academic side, was 

recognized. 

Phase-2: Initial pilot Team: A total quality team was formed in physical plant to apply total 

quality processes on the small scale. The issue of turnaround time in remodeling projects was 

addressed. The pilot was very successful, and results included shortening the remodeling process 

by ten percent, improved customers relations, and improved attitudes and behaviors of workers 

and managers. 

Phase-3: Defining customer needs through quality function deployment: ‘Customers were 

identified and three customers’ surveys were conducted: an image survey, an admitted student’s 

survey, and faculty survey, based on results, a cross-functional marketing committee was created 

to examine OSU’s image and the products it delivers. Potential problems were acknowledged: 

Total commitment to developing, customer-driven system will not come easily.’ 

 Phase-4: Top management breakthrough planning: Five major identified foe this phase: 1) 

Clarification of the mission 2) Clarification of the customers 3) Identification of the critical 

process of university 4) Development of the university vision, 6) Identification of priority 

breakthrough items 

Phase-5: Divisions do breakthrough planning: Finance and administration initiated its five 

steps, resulting in the implementation of total quality management throughout this division.  

Phase-6: Form daily management teams: ‘Teams are at very heart of TQM works teams were 

formed typically led by the supervisor. The teams addressed processes that could be improved by 

resources controlled by team. Roles were identified, and a ten    step problem solving process 
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was used. Ten teams were initially created, all of which were in finance and administration. It 

was estimated that 400 teams would be required for full implementation of total quality 

management at OSU’ 

Phase-7: Cross-functional pilot projects: Processes and problems usually cross work unit 

boundaries, and cross –functional coordination is needed. The pilot cross-functional teams were 

composed of the division directors in finance and administration, who selected improvement of 

the total quality implementation process as their issue. 

Phase-8:  Cross functional management: Cross functional management was recognized as the 

areas in which the greatest process improvement would occur because the university operated 

with committees that crossed departmental lines, existing committees were provided with 

training in total quality processes; daily management and tools and techniques of total quality 

were key items. 

Phase-9: Reporting, Recognition, and Award:  Feedback through regular reports is important 

in the total quality implementation process, monthly reports were sent to the vice-president for 

finance and administration, focusing on the performance measures. The improvements were 

reviewed annually with each division director, and goals for the coming year were established 

.salary increases were based on measurable improvements. 

 

Conclusion 

TQM encourage participation amongst shop floor workers and managers. There is no single 

theoretical formalization of total quality, but Deming, juran and ishikawa provide the core 

assumptions, as a……..discipline and philosophy of management which institutionalized and 

continuous…..improvement ….., and assumes that quality is the outcome of all activities that 

take place within an organizations; that all functions and all employees have to participate in the 

improvement process; that organizations need both quality systems and a quality culture. 
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