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Abstract

The research is aimed at determining the extent of TQM implementations in higher
education institutions in the United States, United Kingdom, and Malaysia, uncovering
common TQM critical success factors among the institutions, developing a generic and
holistic TQM model for higher education institutions that incorporates the factors,
measuring the performance of those factors and their contribution towards
organisational excellence, and developing a mechanism for improving them.

The research was conducted in three stages: exploratory study, descriptive, and
empirical research. The exploratory study involves a literature review for searching
structural TQM models that measure TQM essential elements. A criteria of modelling
has been proposed for model selection. Based on this criteria, the Pyramid Mode!
(Kanji, 1996) has been selected as a tentative model for further analysis. Further
justification for selecting this model was provide by comparing it with the philosophical
and system dimensions of TQM (Kanji, Morris & Haigh, 1993), ideas about TQM
provided by major TQM contributors, and Hackman and Wageman'’s perspective of
TQM philosophy (Hackman & Wageman, 1995).

The descriptive study involved a questionnaire survey of higher education institutions
in the U.S., U.K,, and Malaysia. The survey result provided information on the extent of
TQM implementations in those countries and indicated that the performance of TQM
institutions are better then non-TQM institutions. It has also indicated that many higher
education institutions in the three countries practiced the elements of the Pyramid
Model. In the present research, the model's elements are regarded as critical success
factors —- those few things that must go well to ensure the success of a manager or an
organisation (Boynton & Zmud, 1984).

The empirical research involved subjecting the Business Excellence Model to a
structural analysis based on Partial Least Squares method by Wold (1980). Here, an
iniital measurement instrument was developed to measure the model’s constructs
using multi-item rating scales. An iterative procedure retained only those items that
were common and relevant to the higher education institutions in each sample. The
final measurement scales had high values of Cronbach reliability coefficient. The
model was found to be valid based on the result of ¥ goodness-of-fit test and values
of indices proposed by Bentler (1995).

A mathematical equation that takes into account the mean scores and values of “outer
coefficients” (strength of causal connections between items and constructs) was used
to compute performance indices for the critical success factors and business
excellence.

The structural analysis produced “inner coefficients” that represent the strength of
causal connections between the model’'s independent and dependent variables
(constructs). These coefficients were used to determine the unit contributions of each
construct toward business excellence. An improvement method that made use of the
unit contributions had been developed to improve the values of critical success factor
and business excellence. The method applied an algorithm that determined an optimal
mix of critical success factors requiring improvements and made the improvements to
the factors to achieve a desired business excellence target level. The Business
-Excellence Model has several notable strengths: simple; systematic; generic; robust;
analytical; objective; critical and logical; and predictive.
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CHAPTER 1

INTRODUCTION

1.1 BACKGROUND OF THE PROBLEM
TQM and the State of Higher Education

Quality in higher education has become a central issue in many
countries throughout the world that include the United States, United Kingdom,
Europe, Australia, and New Zealand. These are countries traditionally
regarded as having high standards of quality in higher education. The literature
provides many descriptive reports about TQM being practised in higher
education institutions in those countries. Some examples are represented by
cases in Fox Valley Technical College, USA (Spanbauer, 1989),
Wolverhampton University, U.K. (Doherty, 1993), University of Central
Queensland, Australia (Acutt, 1993), and the University of Auckland, New
Zealand (Marshall, 1993).

The governments in these countries appoint special agencies that take
on roles as stewards for the management of higher education institutions.
These are the State Department of Education and State Board of Education in
the U.S. (Gates, 1991), Higher Education Funding Council and Higher
Education Quality Council, U.K. (Doherty, 1994), Ministerial Committee for
Quality Assurance in Higher Education, Australia (Acutt, 1993), and New
Zealand Qualifications Authority (Marshall, 1993).

Among the reasons why higher education institutions (HEIs) adopt TQM
include decline in student funding (Clayton, 1995), drop in student performance
and graduates that do not measure up to employer's expectations (1993a;
1993b, 1993; Guskin, 1994), mismatch of the graduate's skills with jobs
(Mukherji, 1993), and government’s concern for the quality and accountability
of publicly funded institutions (HEFCE, 1997).



The history of TQM application in U.S. higher education institutions is
influenced by its success in the country’s industry in the 80s. During that time,
TQM companies such as Texas Instrument, Xerox, IBM, and Motorola were
able to improve their business positions by overcoming threats from global
competition and other changes in the business environment (Lozier and
Teeter, 1996). These companies were recipients of the coveted Malcolm
Baldridge National Quality Award established by the U.S. Department of
Commerce to give recognition to organisations that exhibit high standards of

product and process quality.

Lozier and Teeter say that U.S. higher education had faced its own
crisis during the same decade. The reports by Education authorities such as
the National Institute of Education and Education Commission of the States
indicate the unfavourable state of U.S. education and realisation of the need
for greater involvement in learning. The authorities also acknowledged
complaints received from various sectors of the economy including business,
industry, and the government over the decline in quality of baccalaureate
graduates. TQM was perceived to be the most convincing and accessible
approach at that time especially when it was found to have brought many
American firms out of the economic crisis that occurred in the eighties (Lozier
and Teeter, 1996).

Other writers such as Burkhalter (1996) report the continuing public
concern for accountability and responsibility in higher education institutions,
spiralling tuition, and decline in student performance in standardised and
professional licensing exams. Lozier and Teeter add that signals of higher
education dilemma have been received from various facets of the environment
within which higher education institutions operate, i.e., demographic,
technological, economic, legal, the public, competing institutions and

accrediting bodies.

In 1985, the first attempts to implement TQM began in the U.S. that
involved two colleges (DeCosmo, Parker and Heverly, 1991; Spanbauer, 1993).
The movement spread quickly and in 1990, seventy-eight institutions were
reported to be exploring or attempting to implement TQM (Coate, 1993).



A survey conducted some three years later generated responses from 139
universities and 46 colleges (Horine, Hailey & Rubach, 1993). In a similar survey
in 1994, 84% of 206 respondents were using some form of quality improvement
principles (Rubach, 1994). There have been 160 universities applying quality
improvement principles within the U.S., and approximately 50% of the
‘universities have established an organisational structure for quality (Burkhalter,
1996).

In the U.K., the Department of Education were concerned about quality
and accountability of universities that have been heavily funded by the
government (Doherty, 1994). The Department of Employment were concerned
about whether graduates can satisfy the needs of employers (Harvey, Burrows
& Green, 1992). In 1992, the White Paper was introduced, which triggered a
new era in British higher education, signifying the end of the segregation
between polytechnics and universities (Shakor, 1994). This poses a two-fold
emphasis on quality to the management of “old” and “new” universities. First,
they have to achieve high quality to be competitive in attracting more students.
Second, they have to achieve high quality to be accountable for their
performance. According to Harrison (1994), although the government did not
privatise education, however, as a result of the change, higher education
institutions have become incorporated, which made their functioning being
subjected to scrutiny from the government.

The first TQM initiatives in U.K. higher education were somewhat later
than in the U.S; the first attempts were in the late 1980s-1990 (Owlia &
Aspinwall, 1997). In the Quality of Higher Education Study conducted by
University of Central England in 1992, which involved a survey of U.K. higher
education institutions, only half a dozen TQM institutions had responded
(Holloway, 1994). Case studies include applications at South Bank University,
University of Ulster, Aston University, and Wolverhampton University (Doherty,
1994). Doherty adds that there were signs of rapid growth of interest in TQM
and quality systems standards in higher education since 1993.

In Australia, the higher education sector has been undergoing a radical
change, in what has been popularly referred to as the “post-Dawkins” era. This



has been a period in which the federal Labour government dissolved the binary
system and Colleges of Advances Education (CAEs) were converted into
universities. Colleges in Australia had to merge to become universities when
they had sufficient number of students (Acutt, 1993). These colleges are widely
referred to as the “post-Dawkins” universities (John Dawkins was
Commonwealth Minister for Education and Training). There are only few reports
of TQM implementation in Australia's higher education system. Some known
cases are at Royal Institute of Technology, University of Western Sydney (Fulop
& Rosier, 1993) and University of Central Queensland (ldrus, 1995).

University administrators and academics in Australia often see the
remedy to the crisis in universities in the latter's needs for more funding to
increase staffing, improve infrastructures, purchase new equipment, and
undertake research. The rationale being applied is that if obstructionist central
administration were to give universities more monies, many problems could be
solved. There is no real sense in which internal wastage and poor
management systems or processes are considered as a major part of a reform
agenda for higher education (Fulop & Rosier, 1993). Politicians, beurocrats
and business are more likely to argue that governments can no longer afford
fully funded universities and therefore will press for greater rationalisations,
cost cuttings and improved productivity, i.e., they will focus on outputs. Rightly

or wrongly, TQM is seen by some as a strategy for achieving this.

In Malaysia, the Ministry of Education introduced TQM in higher public
education institutions to improve their productivity (Editorial, 1994) and to expand
its higher education sector (Editorial, 1995). The inception of TQM by HEIls was
formalised by the launching of a Customer Charter on April 1, 1996 (Editorial,
1996). The Ministry has set up a special department called the Policy and Quality
Department to monitor the running of the country's education policy that they
should be based on TQM principles at all levels. The Ministry envisages that all
schools and universities will eventually adopt TQM principles.

It seems that the introduction of TQM in higher education institutions
has to do, in part, with overcoming deficiencies in the processes that take
place in the institutions. If the processes are improved, then, universities could



improve results and therefore quality. This is consistent with Deming’s famous
saying that 85 percent of an organisation’s problems come from the systems
and 15 percent from the workers (Kanji & Asher, 1993). According to Deming,
management’s obligation to seek out methods for quality improvement is

never-ending.

According to Kanji and Asher (1993) many people are sceptical about
the possibility of continuous improvement. Their view is that a system can be
improved only to a certain limit, after that the cost of improvement will outweigh
the benefits obtained. Unfortunately, Kanji and Asher add, what the critics do
not realise is that many costs of quality, including failure and preventive costs
are not visible. The prevalent optimal models of quality only record visible
costs and therefore do not completely and accurately represent actual costs.
Gradual improvement is a continuous process and would not cost when its
purpose is to eliminate waste. This argument is consistent with what Crosby
(1979) has been asserting -— quality is free.

Because internal and external environments of higher education
institutions change over time, they must adapt to these changes in order to
maintain their usefulness to the society. The ingenuity of TQM in dealing with
changes in the environment is by the continuous improvement of processes.
The Japanese term for continuous improvement is kaizen, a concept that has
been extensively used by Toyota that brought about remarkable improvements
of processes in its automobile manufacturing plants in North America
(McDougall, 1991).

The application of the continuous improvement concept in higher
education is represented by TQM efforts at Aston University (Clayton, 1995),
United Kingdom. Here, a diagnosis or pre-assessment of existing processes is
carried out at the outset of its TQM process whereby many problems in the
ways things are being done are unearthed. Diagnosis is also performed at
Albeda College, Netherlands (Wiele, 1995) and Oregon State University
(Coate, 1990), America. At Albeda College, the diagnosis revealed that the
college had serious problems the with communication process throughout the
entire organisation. At Oregon State University the diagnosis unveiled



untoward delay in a remodelling process of a physical plant's renovation

projects.

Sherr and Lozier (1991) believe TQM has a better chance than any
other management concepts because its values are more compatible.
Hackman and Wageman (1995) observe that TQM is a popular approach that
is being applied to universities and believe that it will remain so in the future.

Measuring Quality of Higher Education Institutions

Astin (1982) describes four means by which the quality of higher
education institutions can be assessed. They are reputational ratings, resource

measures, outcome assessment, and value-added measures.

Reputational ratings are judgements about the quality of an institution
that are given by peer institutions. Among others, the areas that are being
judged are number of earned doctorates, average faculty compensation, and

library holdings.

Resource measures include financial, physical, and human resources at
the expense of institutions to perform all educational activities. They include
measures of faculty members, affluence, and students. Measures that relate to
faculty members are the proportion of doctorates, amount of published
research, and reputations among peers. Affluence can be measured by the
quantity of library holdings, expenditures per student, average faculty salary
and student/staff ratio. Student quality is represented by an average measure
based on scores on college admission tests. Outcome assessment relates to
measures such as student performance, employment record, research output,
and amount of published research.

Value-added measures represent a variation of outcome assessment in
that initial students’ performance at enrolment is compared to their
performance when they graduate. These measures provide an assessment of
the institution’s impact on students’ intellectual and personal development.



Miller (1979) identified ten areas of institutions for which their quality can
be assessed. They are goals and objectives, student learning, faculty
programme, academic programmes, institutional support services,
administrative leadership, financial management, governing board, external

relations, and institutional self-improvement.

Tuckman and Johnson (1989) suggest the evaluation of quality at
different levels or of different units within the organisation. They are individual
faculty, academic programmes, departments, and colleges. Another approach
to performance measurement is via a systematic model of self-assessment
that is capable of evaluating the quality of inputs, goals, programmes,
processes, services, outcomes, and external forces (Kells, 1988).

In practice, different approaches to performance measurement may be
employed together to provide an overall institutional assessment. In this way it
is believed that institutional quality can be increased and the requirements of

institutional accreditation can be made (Hogan, 1992).

Hogan has demonstrated that the Malcom Baldridge Award criteria can
be used to measure the quality of collegiate administrative services. Zink and
Schmitz (1995) suggest the appropriateness of the European Quality Award
criteria for use as TQM model in universities together with its evaluation
method. However, Finn and Porter (1994) say that the categories in the award
models are to an extent arbitrary expert opinion and have not been subjected
to rigorous empirical tests, so do the weightings of those categories. According
to Schmitz (1993) it seems both logical and responsible for higher education
institutions to focus on what they do for students. Astin's student-oriented'
approach to quality states that quality is not equated with prestige or physical
facilities but rather with a continuing process of critical self-examination that
focuses on the institution's contribution to the student's intellectual and
personal development (Astin, 1986; cited in Schmitz, 1993).

Programmes of accreditation that are designed to assure quality in
higher education are being practised in America. Accreditation is a system for
recognising educational institutions and professional programmes affiliated



with those institutions for a level of performance, integrity, and quality that
entitles them to have confidence in the educational community and the public
they serve (Chernay, 1990). Regional accrediting bodies offer institution-level
accreditation to institutions within a geographic area while professional
accrediting bodies review specific academic programmes at institutions across

the country.

The accrediting bodies, through policies and procedures, mode of self-
evaluation and regulation, foster excellence through the development of criteria
for assessing educational effectiveness, encourage improvement through
continuous self-assessment and review, provide counseling programmes and
assistance to established and developing institutions, and protect the

institutions against undue external influences.

Such accreditation, as an indicator of quality, has come under strong
criticism because it does not generally attempt to define educational quality but
rather focuses on measuring inputs and the degree to which an institution
fulfils its self—defined mission. This is a very narrow view of the well-being of
an institution, which implies that institutions with limited goals would only be
assessed according to how well they accomplish those few goals (Marcus,
Leaone & Goldberg, 1983).

In the case of the U.K. higher education system, Ashworth and Harvey
(1994) state that many sets of performance indicators had been devised such
as the University Management Statistics and Performance Indicators and the
Polytechnics and Colleges Funding Council's sets of performance indicators.
Nonetheless, few, if any, performance indicators have received general
acceptance in the academic world. Ashworth and Harvey report on factors to
be taken into account in evaluating the quality of an institution. These factors
are prerequisites for developing a set of performance indicators that describe
an institution’s activity. The factors are staffing, accommodation, equipment,

teaching and learning, standards achieved, management and quality control.

Many authors believe that performance indicators do not portray the

actual quality level of an institutions' processes but merely provide “indicators”



of quality (Green, 1993). This accords with Astin (1986) and Schmitz (1993)
that continuing institutional self-examination should focus on the institution’s

contribution to students' intellectual and personal development.

Today, the quality of award granting higher education institutions in the
U.K. is assessed based on a new framework introduced by the Quality
Assurance Agency (Baty, 1998). All institutions, whether they have a proven
track record or high-risk ones, are subjected to a definitive quality assurance
framework plan. The essence of the framework plan covers the following

aspects:

1) Sameness of standards of qualifications with the same name.

2) Spelling out the 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.

The new approach for assessing the quality of higher education is
based on a quality assurance method, hence its name --- the quality assurance
framework plan. From a quality management perspective, the quality
assurance method has a downside in that conformity of process and products
to specifications do not warrant that resultant products will be free from defects
(James, 1996).

TQM Approach to Managing Quality

According to Van Der Wiele et al. (1997) TQM has been described as a
clear successor of quality assurance method because it involves an application
of quality management principles to all aspects of an organisation, including
customers. The emphasis on prevention, continuous improvement, customer
focus and other guiding principles would raise the likelihood of producing high
quality products and services that will satisfy the needs of customers. Kaniji
and Asher (1993) also provide a similar description on the succession of TQM.



TQM is associated with a total quality process and having a number of
fundamental properties: everyone in the organisation has a customer (internal
or external), improvement comes from understanding and improving business
processes, and quality has to be seen to be led by senior management.

Van Der Wiele et al. (1997) add that if a process of continuous
improvement is to be sustained and its pace increased, it is essential that an
organisation monitors on a regular basis what activities are going well, those
which have stagnated and what needs to be improved. Self-assessment
employed against a recognised TQM model provides a framework, and is now
being given a considerable amount of attention by organisations throughout
the world. The Malcolm Baldridge National Quality Award model and European
Excellence model are examples of such a framework.

Bolton (1995) says that an open-minded study of TQM reveals points of
convergence with HEIls' values and needs:

Emphasis on individuals;
Matching of customer needs to product design capabilities;
TQM encompasses the service sector, including HElIs;

Measurement of performance;

o kb=

TQM can help to reduce costs.

In quality award models and other assessment models, an organisation
is broken down into a number of quality dimensions, for which indicators have
been created. These dimensions are believed to represent key organisational
areas that must be well managed for the success of the organisation. They are
synonymous with critical success factors based on the work on critical success
factor methods by Rockart (1982), Boynton and Zmud (1984), Hofer and
Schendel (1984), Jenster (1987), and Ferguson and Dickinson (1982).
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Critical Success Factors for Higher Education

Contemporary research works seem to suggest that the success of
TQM implementation is influenced by a group of factors known as the critical
success factors (CSFs) (Holloway, 1994). Critical success factors are those
few things that must go well to ensure the success of a manager or an

organisation (Boynton & Zmud, 1984).

The critical success factor concept has been applied in various kinds of
organisations, including higher education institutions. Applications in higher
education can be designated into two groups: those that are associated with
the TQM process and others that are not.

Examples of TQM applications that incorporate critical success factors
are represented by cases at Aston University (Clayton, 1995), U.K. and
University of Pareaus, Greece (Dervisiotis, 1995). Non-TQM applications
include cases at Indiana University (Burello & Zadnik, 1987) and University of
Sheffield (Pellow & Wilson, 1993). TQM applications were aimed at improving
the institutions’ while Non-TQM applications were concerned with

organisational or managerial effectiveness.

Leadership is ubiquitous in all TQM implementations in higher education
institutions and seems to be the most important ingredient for their success.
Leadership commitment has been significant for the success of TQM
implementations at Fox Valley Technical College (Spanbauer, 1989),
Wolverhampton University (Doherty, 1993 ), Aston University (Clayton, 1995),
and Oregon State University (Coate, 1990). In these universities, the leaders
were not themselves TQM specialists but, like other organisational members,
they had undergone organisational training conducted at all levels to grasp the
required knowledge and skills of TQM. One of the leader’s important tasks is to
remove barriers from the workplace that keep the workers from taking pride in
their work (Deming, 1982). In addition, senior leaders empower teams to make

decisions and take actions.
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There is variation in groups of critical success factors described by
higher education institutions suggesting that critical success factors differ
among institutions. Nevertheless, the variation may have stemmed from the
judgmental process by which critical success factors have been identified.
Holloway (1994) quotes the findings of a number of researchers that tend to
point toward predictable critical success factors of institutional quality, training,
top management commitment, good information, and the like. Studies on
industries have reported that critical success factors may vary among
industries (Hofer & Schendel, 1978; Daniel, 1961; Sabherwal & Kirs, 1994).
However, from a survey of nine companies, Rockart (1982) says that each

industry has a generic set of critical success factors.

These findings form the premise of the present research, which involves
determining the critical success factors of higher education institutions and
developing means of measuring them. Institutions could then profile the
performance of their key organisational areas and business excellence and

work toward continuous improvement.

Measuring Critical Success Factors

Saraph, Schroeder and Benson (1989) suggest a means of how critical
success factors of quality management could be measured. Based on a
literature review, they have devised a measurement instrument consisting of
120 measurement items. By way of a judgmental process, the measurement
items were grouped into eight separate categories or critical success factors.
Then the instrument was subjected to a statistical analysis to test its reliability
and validity.

The measuring of critical success factors for business excellence has
also been demonstrated by Kanji (1998b) in using his Business Excellence
Model for assessing the performance of manufacturing and service
organisations in Europe. Kanji's Business Excellence Model is characterised
by a conceptual network of principles and core concepts of TQM that culminate
in business excellence. The model’s constructs are measured by a specially
designed measurement instrument that, along with the model, is tested for
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statistical rigour. The final outputs of the model are critical success factor and
business excellence indices, which are numerical representations of
organisational performance. Several benefits can be obtained by using the
model. Indices can be computed for an entire nation, types of industry,
individual organisations, departments, etc. The performance of those entities
can be compared using the indices. The indices can also be used to perform
cross-sectional and longitudinal studies of individual organisations and their

divisions.
Total Quality Management and Business Excellence Models

More often than not, implementations of TQM process are carried out by
way of implementation models that guide quality practitioners through the
process of improvement. Although the models' components appear different in
kind, number, and in the way they are related, the models are actually
underpinned by similar concepts and assumptions (Hackman & Wageman,
1995).

The variety of TQM models existing today have been developed based
on ideas about Quality management proposed by major quality writers such as
Edward W. Deming (1982), Joseph M. Juran (1986), Philip Crosby (1979),
Kaoru Ishikawa (1985), David Garvin (1988), Feigenbaum (1991), and Genichi
Taguchi (Taguchi,1986). TQM models can be divided into conceptual models,
which isolate TQM processes into several key areas, and measurement
models (special types of conceptual models), which measure the performance

of the key areas.

Conceptual models are characterised by a number of definitive
concepts subsumed in them. The more widely known models and associated
definitive concepts are summarised in (Table 1.1). A summary of measurement
models is given in Table 1.2.
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Originator Concepts

e  Pyramid Mode! (Kaniji 1996) Leadership, delight the customer, management by fact, people-based
management, continuous improvement, internal customer satisfaction,
external customer satisfaction, all work is process, measurement,
teamwork, people make quality, prevention, continuous improvement cycle.

e  Key elements of TQM (Spanbauer, | Leadership, education and training, scientific methods and tools,
1985) meaningful data, team problem solving, organisational climate.

e  Philosophical and systems
dimensions (Kanji, Morris & Haigh, | Vision, mission, strategy, values, key issues.
1993)

Table 1.1: Conceptual Models and their Definitive Concepts.

TQM models may be generic, i.e., constructed to suit diverse
organisations such as award models, or special-purpose, including in-house
models, which are developed by individual organisations to be used internally.
Originally TQM models were associated with manufacturing organisations of
the eighties in the U.S. such as Texas instruments, Rank Xerox, IBM, and
Motorola (Lozier & Teeter, 1996). Today, many service organisations such as
those in retailing (Eisman, 1992), leisure (Tawse & Keogh, 1998), education
(Rowlands, 1998; Spanbauer, 1989; Seymour, 1993a; 1993b; De Cosmo,
Parker & Heverly, 1991; Coate, 1993; Geddes, 1993; Doherty, 1993; Clayton,
1995), health (Nwabueze, 1999), and police force (Wells, 1998) have adopted
the TQM philosophy and developed their own models.

In-house models have a distinct feature of excluding some essential

elements of TQM. Examples are:
e TQM process at South Bank University, which is mainly concerned

with improving the customer/supplier chain process in providing a
high quality of service to students (Geddes, 1993).
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Originator

Concepts

Malcolm Baldridge National Quality
Award Model (NIST, 1991)

European Foundation for Quality
Management Excellence Model
(EFQM, 1999)

Deming Prize (The Conference
Board, 1991)

Business Excellence Model (Kanji,
1998b)

CSF measures of quality
management (Saraph, Schroeder
& Benson, 1989)

SERVQUAL (Parasuraman et al.,
1985)

INTQUAL (Caruana & Pitt, 1997)

Critical success factors of quality
(Thiagarajan, 1995)

TQM critical success factors (Blaék
& Porter, 1996)

A generic framework for managing
quality improvement (Boaden &
Dale, 1994)

Aggregate mode! of quality
measurement in a higher education
setting (Owlia,1995)

Leadership, information and analysis, strategy quality planning, human
resource utilisation, quality assurance, quality results, and customer
satisfaction.

Leadership, people, policy and strategy, partnerships and resources,
processes, people results, customer results, society results, key
performance areas.

Policy; organisational structure; education and dissemination; collection,
dissemination, and use of information; analysis; standardisation;
management system; quality assurance; effects; and planning for the
future. '

Causal connections between prime, principles, and core concepts in
Pyramid Model.

Top management leadership, role of quality department, training, product
design, supplier quality management, process management, quality data
reporting, and employee relations.

Tangibles, reliability, responsiveness, assurance, and emphaty.

Service reliability, management of expectations.

Leadership, internal stakeholder's involvement, customer-driven process,
and continuous improvement.

People and customer management, supplier partnerships, communication
of improvement information, customer satisfaction orientation, external
interface management, strategic quality management, teamwork structures
for improvement, operational quality planning, quality improvement
measurement systems, and co-operative quality culture.

Organising, culture change, systems and techniques, measurement and
feedback.

Tangibles, competence, attitude, delivery, content, and reliability.

Table 1.2: Measurement Models.

¢ Motorola’s quality efforts are concerned with defect and cycle time
reduction (Jacob, 1993).

o At Xerox, quality efforts are focused on benchmarking on firms

outside its own industry.

e Ritz Carlton Hotel's total quality initiative is grounded in

participatory executive leadership, through information gathering;

co-ordinated planning and execution; and trained, empowered, and
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committed workforce (Watkins, 1993).

e At Toyota, the “Toyota Touch Philosophy” pays close attention on
customer satisfaction, teamwork, and continuous improvement
(McDougall, 1991).

Business excellence models are special types of TQM models that
provide measures of key organisational areas and demonstrate the
contributory effect of those key areas to overall organisational performance.
According to Peter Drucker, organisational excellence is about how well
organisations do their jobs (Drucker, 1981). Drucker believed that there are
two concepts that underlie organisational performance: efficiency (doing things

right) and effectiveness (doing the right things).

The European Foundation for Quality Management (EFQM, 1999) uses
the term excellence to mean outstanding practice in managing organisations
and achieving results based on fundamental concepts that include: result
orientation, customer focus, leadership and constancy of purpose, processes
and facts, involvement of people, continuous improvement and innovation,

mutually beneficial partnerships, and public responsibility.

Kaniji (1998b) defines a business excellence index (B.E.l) as a means of
measuring customers', employers', and shareholders' (stakeholder’s)
satisfaction simultaneously within an organisation in order to obtain a
comprehensive evaluation of organisational performance.

The Malcolm Baldridge National Quality Award is a U.S. award model
based on TQM that sets standards for excellence on seven dimensions: (a)
leadership, (b) information and analysis, (c) strategic quality planning, (d)
human resource utilisation, (e) quality assurance, (f) quality results, and (g)

customer satisfaction.

The business excellence concept has not been explicitly considered in
other models, which are more concerned with internal assessment as well as

continuous improvement of internal processes.

-
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1.2 TQM MODELS IN HIGHER EDUCATION
Conceptual Models

Tofte (1995) has introduced a model that is founded on the idea of
“fitness of use” and is based on an organic comprehension of organisations.
He named the model “Total Quality Leadership (TQL) in education” that is
portrayed in the shape of a four-leaf clover. The model is made up of four
elements namely leadership, planning, philosophy, and improvement that
acquire separate rooms (clover leaves) and enclose a central heart-shaped
room containing “practice” (see Appendix A, Figure 1). All the rooms are filled
with literature, training materials and tools for improvement processes. There is
no fixed way to use the rooms. Depending on where the leader is located
relative to the process, the rooms are used to reflect on quality issues, plan for

quality, solve problems, and improve processes.

Ho and Wearn (1996) developed a model named “Higher Education
Total Quality Management Excellence “ or HETQMEX based on fundamental
concepts of service quality: 5-S (Osada, 1991), marketing and education
quality control (Wilkinson & Witcher, 1991), quality control circles (Ishikawa,
1984), ISO 9000 (ISO, 1993; 1994), and total preventive maintenance (Senju,
1992) (see Appendix A, Figure 2). The model also incorporates the
SERVQUAL model of Parasuraman, Zeithaml and Berry (1990).

The HETQMEX model is almost self-explanatory and can form the basis
for services provided by TQM higher education institutions (HEIs) of the 90s
and beyond. According to Ho and Wearn, most HEls concentrate exclusively
on students, and perhaps employers, as customers but sometimes overlook
the diversity of customers that TQM must satisfy. The stakeholders should
include parties such as students, parents, sponsoring employers, employers of
graduates, government bodies, franchise colieges, exchange colleges, staff,
and professional bodies. Each stakeholder should receive particular benefits
from a TQM higher education institution. HETQMEX is built upon rigorous
research and experience, emphasising and understanding of customer needs,
and encompassing proven quality management techniques that are structured
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in an effective sequence.

Spanbauer (1989) launched a TQM effort at Fox Valley Technical
College in the U.S. that stemmed from the necessity to improve systems
concomitant with the increased control from the government, Governors and
the White House. TQM was a natural choice because it was the tool available
at the time. It fitted the strategy of the college to improve the system and to
serve the needs of customers. It followed that TQM, if done correctly, could
create an environment where faculty and staff examine customer needs and
do their jobs in the most efficient manner as possible. A cyclical process model
was developed for measuring, goal setting, and costing quality. The quality

elements in the model are

e human resource;

e curriculum and instruction;
e planning;

e use of technology;

e marketing;

e customer service.

The measurement strategy is divided into the following categories:

e instructional audit;

¢ north central accreditation evaluation;
e student satisfaction survey;

¢ indicators of district health;

e other reports.

Distribution charts, Ishikawa diagram, histogram, and data sheet were
used to illustrate the College's measurement process. Spanbauer added that
the TQM process offers great opportunities for benchmarking and sharing
successes and tribulations in education. While the goal was to have a TQM
model unique to the College, there were several ideas and activities that could
and should be shared and replicated, including TQM itself.
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Clayton (1995) described the Quality Improvement Model developed
and implemented at Aston University (Appendix A, Figure 3). Aston adopted a
continuous improvement approach to TQM implementation that was equivalent
to the kaizen approach practised in Japan. Here, a project-by-project method
recommended by Juran and Gryna (1988) is performed. The model describes
a hierarchical structure of TQM organisation that comprises a quality council
followed by process councils, quality improvement projects, and quality circles.
The institution’s mission is stated at the top part of the model signifying focus

and direction.

One of the first tasks of Aston’s quality council was to analyse top level
processes that defined the way Aston worked. These processes were
necessary and sufficient to meet the university’s mission of being a leading
technological university. The processes were in the form of a list of activities
based on a premise that the university’s core activities are teaching (by which
is meant the management of the learning process) and research. These
activities were assisted by various support activities. The quality council also
defined critical success factors for the university. At a later level of process
analysis, each process council defines a set of CSFs for its own process.
Clearly, this results in several interdependent sets of critical success factors at
every level of the analysis, which illustrate how different organisational

functions work as a system.

Each member of Aston’s QC owned a particular process and worked
with a process council to agree on the purpose of the process, its major steps
and its performance measurements. A request for further analysis may be
referréd to a sub-process council when necessary for members to repeat the
steps for a lower level activity. Analysis continued until there was sufficient

understanding to permit a team to work on a quality improvement project.

Coate (1993) describes a TQM process at Oregon State University
(OSU) consisting of several phases. In one of the phases named
“breakthrough planning process”, critical success factors were identified.
These factors were believed to be essential for achieving the university’s
mission and laid the foundation for OSU’s TQM process. An illustration of
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OSU’s TQM model called Total Quality Management Implementation model is
shown in Figure 4 (Appendix A). The model was developed after a period of
initial research, consultation, and cogitation over the adaptability of W.
Edwards Deming, J.M. Juran, and Philip Crosby’s quality management

methods.

Burkhalter (1996) introduced the Continuous Quality Improvement Cycle
Model at Auburn University, USA (Appendix A, Figure 5). Burkhalter claimed
that regardless of whether a quality improvement process is based on the work
of Deming or others, a systematic process is recommended for any
organisation wishing to establish a continuous quality improvement system.
According to Burkhalter, the six-phase system illustrated in the figure is self-
correcting, will lead to policy changes, and helps to make the journey a

pleasant one.

Geddes (1993) developed a model for a systematic examination and
articulation of customer/supplier relationships that lies at the core of South Bank
University’s approach. Quality is viewed as being customer rather than system
- driven. The concept of a "quality chain" is developed to stress and demonstrate
the interdependence of all staff in providing a high quality service to students. A
quality chain is a host of supplier/customer relationships that run through the
entire organisation (Appendix A, Figure 6). The customer is entitled to an
appreciable quality of service and the supplier’s aim is to meet the customer’s
requirement in full. It is essential for all staff to appreciate that there exists in
each of the university’s department a series of suppliers and customers.

Customer/supplier relationships also exist between departments.
However, the relationship between the university corporate as a supplier and
the student (and other clients) as external customers is most important. Every
member of staff in the university has a part to play in supplying a service
according to customers' quality requirements. The conceptual premise of the
South Bank approach is seeing itself at the bottom of an inverted pyramid. The
pyramid supports those who come into contact with the students and external
clients in their day to day working, helping them to provide the quality of
service the university is seeking (see Appendix A, Figure 7).
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McGee (1991) illustrated an integrative TQM implementation model for
a university that is designed to address several factors that have been critical

to the success of TQM roll-outs in business:

e organisational commitment;
e customer focus;

e employee involvement;

e education and development;
e rewards and recognition;

e management support;

e policies and practices.

The model is organised into five phases. The implementation of each
phase is supported by a quality team that is subsumed in an organisational
structure for quality. The creation and involvement of various quality teams can
be observed in different segments of the structure. The various teams are
Quality Designh Team in a planning phase, Quality Indicator Lead Team in
focusing phase, and Quality Improvement Teams initial implementation phase,
expanded implementation phase, and continuous improvement phase.
Benchmarking best demonstrated practices in other universities (and even in
other organisations outside education where the processes are similar) is

considered in the final phase.

Zadelhoff et al. (1995) developed a model for a campus in a South
African university in the shape of a cause-and-effect diagram. It contains the
most important factors affecting the campus's product, i.e., competent
operations research (OR) analysts, after they have undergone a five-year
academic programme in the campus (see Appendix A, Figure 8). The factors

are grouped under the following headings

e paradigm;

o study ability;

e practical skills

e computer literacy;

e Christian education;
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o attitude;
e communication;

e subject knowledge.

It was envisaged that if the campus is well equipped, the university
could develop well-trained and competent OR analysts. This could motivate
employers to acquire the services of the students and has a net effect of
increasing the student number substantially. The university put up hope that
support from the private sector will increase if there is proof that quality
education can indeed be provided.

Measurement Models

At engineering departments in University of Birmingham, Owlia (1995)
has studied students and staff perceptions on the applicability of several
quality dimensions that could be used to measure the effectiveness of quality
efforts. The perceptions of potential employers for the graduates of those
departments were also studied. Owlia had performed an empirical analysis on
the data collected, which provided an aggregate model of quality measurement
in a higher education setting that encompasses six dimensions: tangibles,
competence, attitude, delivery, content, and reliability. The means for making
improvements in the model is by way of looking at the relationships between
quality attributes and a quality management system using Quality Function
Deployment. This results in a set of priorities for improvement.

A mathematical model was developed to integrate different aspects of
the measures into a hierarchical basis. This was applied to the data showing
how the results from the studies can provide information for improvement.
Statistical process control approach, such as individual control charts, was also
applied to the data. The charts depicted how educational processes could be
monitored over time. Owlia also introduced a causal diagram to show the
dynamic behaviour of quality-related factors in higher education (see Appendix
A, Figure 9).
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Hogan (1992) has demonstrated that the Malcolm Baldridge National
Quality Award Model can be applied to administrative services of higher
education institutions in America. Hogan found that the model is quite
comprehensive and therefore needed only one additional variable, i.e., quality
of financial management, for it to be used as a self-assessment device. The
research indicates that leadership is rated the most applicable category for the
evaluation of quality of administrative services in U.S. institutions. This
category is followed by customer satisfaction.

Criteria for Modelling

Two major questions arise concerning the applicability of TQM models to
all higher education institutions. First, whether these models are transferable
across a variety of organisations and second, whether these models provide
accurate measures of organisational performance. Regarding transferability of
TQM, Holloway (1994) says, TQM models have a contextual application and
many research works are being carried out on their applicability. Although some
TQM scholars have acknowledged that the application of TQM differs from one
situation to the next, most either have advocated that TQM can be applied
uniformly to all organisations (Juran, 1986) or have failed to articulate specific
contingencies that may affect the implementation of TQM (Langevin, 1977).

The accuracy of a model in measuring organisational performance is a
validity issue. Many models have never been empirically tested for validity but
the justification for their use was done informally. For example Finn and Porter
(1994) say that the categories in MBNQA and the former European Quality
Award (EQA) are to an extent arbitrary expert opinion and have not been
subjected to rigorous empirical tests. For example, over the years some
Baldridge items, such as documentation, have been moved between different
categories. The categories are weighted according to their relative importance.
This weighting is also arbitrary, although it does represent the consensus of

some “experts”.

For the purpose of assessing every TQM model, a group of modelling
criteria has been developed.
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e Simple —- in terms of concepts and conceptual network;

e Systematic —- in terms of model parameters and output;
e Generic — can be applied in different contexts;
¢ Robust — it efficiently yields different outputs when its

inputs are changed;

¢ Analytical —- it includes comprehensive critical success
factors and utilises a measurement instrument
that is flexible in order to arrive at a final solution;

e Objective —- its results are replicable by other researchers
if the same study with the same conditions is
performed;

e Critical/ logical --- its validity is statistically proven using a
deductive logic;

e Predictive —- it empirically measures all critical success factors
and contributes toward business excellence by way

of a structural approach.
Total Quallity Management Barriers and Pitfalls

There are many management concepts that have made their way into
higher education although not all of them have been successful (Sherr &
Lozier, 1991). Kells (1995) indicates that over the past there has been strong
resistance of universities to outside interference, which include MBO, political
influences, and pressure from the church. So far, universities have succeeded
in overcoming these interferences. According to Kells, difficulties in
implementing TQM in higher education institutions are due to faculty
resistance, complexity of processes in the university, complex ways of decision
making, and complicated delegation of authority.

DeCosmo, Parker and Heverly (1991) observed that at Delaware
Community College, TQM implementation was inhibited at the outset because
organisational members were pressured under their daily work. People had to
learn and perform TQM methodology simultaneously and this consumed
considerable time. Some of the initial projects were too complex for a short-
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term project team. There existed resistance from the organisational members
to the introduction of fundamental changes. Some actions taken in the
university were found to be at odds with TQM values and practices. For
example, some unilateral personal actions were taken that did not go along
with the participatory values of TQM. This was overcome when the
administration learned to be more consistent in its adherence to TQM.

There was sceptical and reserved interest in TQM at North Dakota
University when the university implemented it in 1991 (Clark, 1991). The most
common impediments were: (1) insufficient time; (2) insufficient knowledge or
skill; (3) insufficient budget; (4) a belief that the approach was just a short-lived
gimmick or a fad; (5) lack of commitment; (6) people believed that the idea
lacked novelty - the approach already exists in the university in some way; (7)
disbelief in its effectiveness; (8) disbelief in its applicability in education and the
university; (9) poor motivation due to the long time needed to realise rewards
and the process lacks immediate results; (1 0) complacency; (11) uncertainty of
the benefits of the process; (12) fear of failure; (13) fear of losing power; (14);
and resistance to using a business model in refering to students as customers.

Oregon State University had faced a number of barriers to its TQM
implementation, most of which have been common to other universities
(Coate, 1993). The barriers were:

o the barrier of scepticism;

e the barrier of time;

e the barrier of language;

e the barrier of middle management;
e Dbarriers of university governance;
e barriers in dysfunctional units;

e barriers of attitude.

According to Teeter and Lozier (1991), pitfalls are probably much
greater for an entire institution that announces the adoption of TQM principles
and tools and fails to implement them successfully than for an individual office
that tries and fails. The downside of an office implementing TQM, on the other
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hand, might be that improvements go unnoticed or are unappreciated by
higher level administrators. Maintaining momentum without support is difficult,
but this is a small price to pay for potentially improved processes and resullts,
resource reallocation and reduced costs, and higher staff morale.

Bolton (1995) says that HEIs have tended to respond negatively to
TQM, overstating its prescriptive nature and citing the additional costs of
setting up quality procedures. As a result, they have failed to recognise the
convergence of TQM with the needs of higher education and to take a broader
view of the customer relationship or of long-term savings.

1.3 STATEMENT OF THE PROBLEM

The quality of higher education institutions, like other organisations,
depends on whether they have identified their leading activities and whether
these activities are performed in a manner that helps them move toward their
goals. In business excellence terms, these leading activities are called critical
success factors, which Kanji (1998b) believes are synonymous with the prime,
principles and core concepts of the Business Excellence Model. The critical
success factors are not detached but exhibit symmetrical relationships. Top
management can improve the performance of any factor resulting in a
simultaneous improvement of other related factors specified by the
relationships in the model. The advantage of using the model is that an analyst
can determine the strength of factor relationships, collective contribution of the
factors towards organisational performance, and ways by which the factors can

be controlled.

1.4 RESEARCH OBJECTIVES

With respect to higher education institutions, the research objectives are
as follows:

1. To study the extent of implementation of total quality management in

various countries.

2. To determine the reasons that lead to TQM implementation;
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3. To determine the barriers of TQM implementation;

4. To determine whether there is an association between TQM and
organisational performance;

5. To determine critical success factors of organisational performance;

6. To develop a generic business excellence model that is consistent
with the philosophical and system dimensions of TQM, and ideas of
major Quality contributors. It must also satisfy the suggested
modelling criteria, and incorporates critical success factors;

7. To measure the performance of critical success factors and
organisational performance (business excellence);

8. To determine the structural relationships among critical success
factors and business excellence;

9. To measure the strength of causal connections among critical
success factors and business excellence;

10.To validate the Business Excellence Model with relevant data and
testing with suitable statistical methods;

11.To use the model as a tool for continuous improvement.

1.5 RESEARCH METHODOLOGY
The research involves a structure and plan to provide an orderly means

for investigating the research problem. It is conducted in three phases:
exploratory research, descriptive research, and empirical research as shown in

Figure 1.1.

D

Research Approach

The variety of research approaches can be classified into one of the
three general categories of research: exploratory, descriptive, and empirical

(causal). These categories differ significantly in terms of research purpose,
research questions, and the data collection methodsrt‘h‘at areused (Aakér,
Kumar & Day, 1995). The present research utilises all three approaches to
deal with the problem being addressed.
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Figure 1.1: The Research Process
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Exploratory Research

The purpose of exploratory research is to seek insights into the general
nature of the problem and relevant variables that required consideration. Here,
a literature review on TQM models, its principles and concepts as well as its
implementation in higher education institutions are performed. In this way, the
key TQM variables, or critical success factors, their relationships, and
contributions toward organisational performance are examined. The findings of
previous works on these variables serve as a premise for developing a
structural model of total quality management in higher education.

Empirical Research (Descriptive)

The exploratory research is followed by a descriptive research, which is
involved in studying and describing the major characteristics of the research
problem. This relates to compiling information on quality efforts undertaken by
higher education institutions. For this purpose, a survey of quality practices in
institutions in the United States, United Kingdom, and Malaysia has been
proposed in the research.

Empirical Research (Causal)

Empirical research are strictly based on data collected from
respondents on a measurement instrument that was developed to measure
institutions’ critical success factors. Based on the data collected,
generalisations are made on the relationships among critical success factors
and business excellence of the Pyramid Model. Performance indices of critical
success factors and business excellence are determined using a mathematical
equation that takes into account the mean scores of measurement items and
their ability in providing the empirical content of quality dimensions. The
strengths of those relationships are applied in an improvement method for
improving the performance of critical success factors and business excellence.
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1.6 THE RESEARCH PROCESS
The following is an outline of the present research:
Determination of research design;

Determination of data collection procedures;
Determination of analytical procedures.

Hh DN =

Research report and evaluation.

Research Design

Research design is the structure of the research project to solve the
problem being addressed in the research (Davis & Cosenza, 1985). It is
concerned with controlling potential sources of error in the study, method of
study, design of measurement instruments, and the selection of the sample.
The potential sources of errors are discussed below while the other aspects of

research design are incorporated in the relevant chapters that follow.
Potential Sources of Error in Research Design Process

There are many lists of the types and sources of errors that can
potentially affect the results of the present research. The errors can be divided

into four major categories: planning, collection, analytical, and reporting errors.

Planning errors. These are errors that are reflected in the set-up of the

design to collect infdrmation such as mispecification of research problem, and
errors associated with inappropriate research design. The strategy of reducing
these errors is through the development of a well thought out research
proposal that clearly specifies the method and value of the research being
undertaken. This has been dealt with in the outset of the research process.

Collection errors. Collection errors are those sources of misinformation

due to the actual collection of data. The major concerns of the present

research is to minimise collection errors as follows:

1. The measurement procedure is of acceptable quality;

30



2. The data collected are representative of the population being studied;
3. The data collection methods yields accurate data.

The strategy of reducing this error is through a thoughtful execution of
the specified research design.

Analytical errors. These are errors due to the inappropriate analysis of

the data. They are reduced through justification of analytical procedures used

in manipulating and summarising data.

Reporting errors. These are due to the incorrect interpretation

(misinterpretation) of the study results. They are reduced through accurate

interpretation of results.
Data Collection Procedures

These are tools and techniques used in the acquisition of information to
solve the research problem Here, two questionnaires were prepared: one for a

[ S

descriptive study and the other, a measurement item, for an empirical

research. A census survey of higher education institutions in three countries:
U.S., UK., and Malaysia identified from availa_blg_di_rectories were conducted

by mail. Respondents were represented by Quality Directors of the institutions.
Determination of Analytical Procedures

These are tools and techniques that are used to analyse and summarise
data and reason to conclusion. In the descriptive study, data were summarised
into descriptive statistics, and along with the result from frequency analyses, it
was possible to formulate the Quality scenario of institutions. In the empirical
research, scores to measurement items entered by respondents were subjected
to a structural analysis with respect to a structural TQM model. Here, a complex
statistical method was applied on the data to establish what constitude TQM
dimensions, their relationships, how they contribute toward organisational
performance, and along with a mathematical solution procedure, determine how
an organisation can improve its performance in terms of the dimensions.
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Research Report and Evaluation

The presentation of the conclusions of the research and the means by
which these results were achieved are outlined in a later section.

1.7 SIGNIFICANCE OF STUDY

Quality of education is important not only to students but to other parties
as well, including government, employers, parents, taxpayers, and society,
collectively known as the stakeholders. The responsibility of every higher
education institution is to satisfy its stakeholders and hence achieve excellent
performance. This can be done by way of improvements in the institutions’

quality of products and processes.

Previous researches have shown that organisational performance is
influenced by a few key organisational areas, i.e., critical success factors
(Daniel, 1961; Rockart, 1982; Saraph, Schroeder & Benson, 1989;
Thiagarajan, 1995; Kanji, 1998b). Thus, in order to be successful, an
organisation, including higher education institutions, should identify the critical
factors that affect organisational performance. Once these factors have been

identified, they could be measured and improved.

The traditional approaches to measuring the quality of higher education
institutions such as accreditation, performance indicators, and self-assessment
using award models, were shown to contain some considerable weaknesses. If
an alternative could be found that overcame all these weaknesses, then the
higher education system will benefit from it in terms of being able to provide
good measures of quality, overcome problems in key areas, and provide

accurate information to stakeholders.
1.8 RESEARCH ASSUMPTIONS

1. The questionnaire survey method is sufficient to obtain data
concerning critical success factors and organisational performance

of higher education institutions.
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2. Respondents are assumed to provide truthful and honest response;

3. Response rate of less than 100% is acceptable as long as it is large
enough to do the required analysis of the model.

4. The institutions are adequately represented by their Quality directors
who can provide the required information as specified in the
guestionnaire.

5. Higher education institutions in the United States, United Kingdom,
and Malaysia should sufficiently provide the data required for the
research. The U.S. and U.K. are good examples of developed
countries that have an international reputation for having high
standards of education quality. Malaysian higher education system
embodies the education systems in U.S. and U.K.

6. The research results are as accurate as the statistics used to show
reliability and validity of the measurement instrument used and
validity of the model.

1.9 RESEARCH LIMITATIONS (EMPIRICAL STUDY)

1. Because of the geographical distance of the respondents, data can
only be obtained via mail questionnaire. Consequently, other useful
information could not possibly be obtained unless direct
observations and direct contacts were made.

2. The theoretical development via modelling approach that is
employed in this research certainly does not have the luxury of a
scientific research where all variables are under the control of the

researcher.

1.10 OUTLINE OF THESIS

The thesis contains eight chapters outlined as follows:

Chapter 1 provides a background of the application of TQM and TQM
models at higher educations institutions in various countries.
The statement of the research problem, research objectives,
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Chapter 2

Chapter 3

Chapter 4

Chapter 5

Chapter 6

Chapter 7

significance of the research, and its limitations are described.

explains the meaning of critical success factors, its origin,
application to TQM, and means of identifying and measuring
them.

describes the synthesis of the Business Excellence Model
with philosophical and system dimensions of TQM as well as

its consistency with the models of major Quality contributors.

gives the results of a survey on the extent of TQM
implementations in U.S., U.K., and Malaysian higher
education institutions. A major aspect of this survey is
determining the extent to which institutions in these countries
implement the principles and core concepts of the Pyramid
Model.

provides theoretical support for the twelve symmetrical

relationships of the Business Excellence Model.

provides a detailed account on the structural analysis of the
Business Excellence Model where the model’'s constructs,
relationships, and structure are empirically tested using data
collected from a second survey of TQM institutions identified
in the first survey. The survey makes use of a measurement
instrument to collect data from Quality directors of institutions
in each country. An analysis of pooled data of the three
countries is also performed. Critical success factor and
business excellence indices are computed that provide

measures or organisational performance.

introduces a means of improving organisational performance
with an optimising technique that selects an optimal mix of
critical success factors for improvement to achieve a higher

business excellence target level.
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Chapter 8

sums up the significance of the present research in terms of
important findings with emphasis on the usefulness of the
Business Excellence Model for continuous improvement of
critical success factors of higher education institutions;
suggests continuations to the present research in areas such
as testing the model in a real setting, evaluating the extent to
which improvement schemes returned by the model are open
to confounding by other factors, and assessing its application
as a regular business activity.

35



CHAPTER 2

CRITICAL SUCCESS FACTORS FOR HIGHER EDUCATION

2.1 INTRODUCTION

Definition of Critical Success Factors (CSFs)

Critical success factors (CSFs) are those few things that must go well
to ensure the success for a manager or an organisation. They represent those
managerial areas that must be given special and continual attention to cause
high performance (Boynton and Zmud, 1984).

Rockart (1982) defines critical success factors as those few key areas
of activity in which favourable results are necessary for a particular manager
to reach his or her goals. Rockart (1979) specifies that critical success factors
are the limited number of areas in which results, if they are satisfactory, will
insure successful competitive performance for the organisation. They are the
few key areas where ‘things must go right’ for the business to flourish. If
results in these areas are not adequate, the organisation’s efforts will be less

than desired.

Hofer and Schendel (1978) define critical success factors as those
variables that management can influence through its decisions that can affect
significantly the overall competitive positions of the various firms in an
industry. Jenster (1984) says that critical success factors relate to the basic
internal and external conditions for a firm’s strategy (e.g., customer
acceptance, competitive moves), or those competencies or resources (e.g.,
human, financial) it must attain. Recent research has expanded this notion
into a more comprehensive and strategic concept, suggesting that the
definition and monitoring of critical success factors differ for various strategy
types (Jenster, 1987).
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Ferguson and Dickinson (1982) define critical success factors as those
internal and external factors that must be identified and reckoned with
because they support or threaten the achievement of a company’s objectives,
or even the existence of a company. They can create positive or negative

impacts on the company.
Development of Critical Success Factors

Daniel (1961) first discussed critical success factors in an article in the
early 1960s. The concept received little attention until a decade later, when
Anthony, Dearden and Vancil. (1972) utilised the concept in the design of a
management control system. Burello and Zadnik (1986) calls any procedure
that deals with identifying personnel and organisational factors that can lead to
effective and successful performance, as the critical success factor method.
Burello and Zadnik acknowledged Daniel (1961) as a pioneer in using the
critical success factor method. Daniel had applied the method to
systematically identify the critical information needs of managers. Rockart
(1979) popularised the method when he used it to define critical areas for the
successful performance of information specialists. Rockart offered it as a
system that can focus a chief executive officer’s attention on few key areas
that influence organisational performance.

Traditionally, the CSF method has been applied in business and
industrial environments. The areas that have benefited from it are: business
process management; planning (Jenster,1987; Schneier, Shaw & Beatty,
1992); information systems (Rockart, 1982); flexible manufacturing system
(Gowan & Mathieu, 1996); advanced manufacturing systems (Udo & Ethie,
1996); new product development (Cooper & Kleinschmeidt, 1995); library
management (Borbely, 1981); and new service development (Atuahene-Gima,
1996).

2.2 IDENTIFICATION OF CRITICAL SUCCESS FACTORS

In integrating TQM into the strategy of the business, Oakland (1993)
suggested that any mission that has already been developed is changed into
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its critical success factors to coerce and move it forward. Top managers are
responsible for listing CSFs so that they will gain some understanding of what
the mission or the change requires. As with the CSFs, each process
necessary for a given CSF must be identified, and together the processes

listed must be sufficient for the CSFs to be accomplished.

According to Leidecker and Bruno (1984), critical success factors
have been instrumental in various organisational processes. The
identification of critical success factors is a very important step for
applying them in processes. It provides a means by which an organisation
can assess threats and opportunities in its environment. CSFs also
provide a set of criteria for assesing the strengths and weaknesses of a

firm.

Leidecker and Bruno (1984) say that, sensitivity and elasticity
analyses are useful tools for identifying critical success factors. However,
they are not sufficient nor are they the only useful methods. The CSF
concept has been applied at three levels of analysis (firm specific, industry
and economic socio-political environment). Analysis at each level provides
a source of potential critical success factors. Firm specific analysis utilises
an internal focus to provide the link to possible factors. Industry level
analysis focuses on certain factors in the basic structure of the industry
that have significant impact on any company’s performance operating in
that industry. A third level of analysis goes beyond industry boundaries for
the source of critical success factors. This school of thought argues that
one needs to perpetually scan the environment (economic, socio-political)
to provide sources that will be the determinants of a firm'’s or industry’s

Success.

Identification of CSFs can be an important element in the eventual
development of a firm’s strategy as well as an integral part of the strategic
planning process (Leidecker & Bruno, 1984). CSF analysis can aid
strategy development process at three specific junctures - environmental
analysis, resource analysis, and strategy evaluation. Eight techniques for
identifying CSFs are set forth below:
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Environmental analysis;

Analysis of industry structure;

Industry business experts;

Analysis of competition;

Analysis of the dominant firm in the industry;
Company assessment;

Temporal/intuitive factors;

© N o o bk oN-=

Profit impact of market strategy.

According to Ferguson and Dickinson (1982), CSFs have particular
significant to board of directors of companies. They believed that finding a
way to successfully functioning board of directors depends on identifying
critical success factors for the company and dealing with them from the
perspective of an “outside director”. Identification of CSFs can be done by
evaluating the corporate strategy, environment, resources, operations,
and other similar areas. The researchers say that CSFs for the 1980s are
coping with inflation, ensuring the adequacy of financial and managerial
resources, finding and keeping competitive position, and strategic

development.

Anthony and Dearden (1976; 1980) point out that a management
control system, besides measuring profitability, identifies certain key
variables (also strategic factors, key success factors, key result areas and
pulse points) that significantly impact profitability. Hofer and Schendel
(1978) argue that CSFs can easily be identified through a combination of
sensitivity and elasticity analysis; they contend that the major problem is in

assessing their relative importance.

Rockart (1979) advocates the following sources of CSFs:

o the characteristics of the industry;
e an organisation’s competitive strategy and industry positioning;
e environmental factors;

e temporal factors.
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Borbely (1981) suggests some general categories that should first be
considered to identify CSFs for the manager of an information centre. They

are

e general environment of the parent organisation;
e internal corporate environment;
e information profession;

e information centre.

2.3 APPLICATIONS OF CRITICAL SUCCESS FACTOR METHOD
General Applications

As mentioned earlier, traditionally, a critical success factor approach
has been applied in business and industry environments. Examples are

e Business Process Management (Elzinga ef al.,1995);

¢ Integration of company'’s strategic planning and control with
information system (Jenster, 1987);

e Performance measurement and management for strategy execution
(Schneier ef al., 1992);

¢ Identification of CSFs for information system executives (Rockart,
1982; Yang, 1996; Nelson, 1991);‘

e New product development (Cooper & Kleinschmidt,1995);

e Flexible Manufacturing Management (Gowan & Mathieu,1996);

e Advanced manufacturing systems (AMS) (Udo & Ethie,1996);

e Library management (Borbely,1981)

e New service management (Atuahene-Gima,1996);

e Data management (Guynes & Vanecek, 1996).
Applications in Higher Education Institutions

Dervisiotis (1995) introduced a method called Objective Matrix Model
(OMAX) to facilitate a framework for quality assessment and improvement in

education. The important tasks of OMAX include
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e Translating strategic objectives into critical success factors.

e Determining weights that prioritise strategy objectives.

e Defining appropriate measurement scales for performance that relates
to the CSFs, in physical, economic or other units.

e Calculating a performance indicator that combines all weighted values
for individual measurements of the CSFs.

In research that involves a business school at University of Piraeus,
Greece, Dervisiotis has identified the following CSFs:

¢ An effective policy for the recruitment and admission of students.

e A solid academic curriculum receptive to innovations that keep it
adaptable and current.

e A high calibre of teaching and research staff.

e The necessary facilities for classrooms, libraries, computer and other
laboratories, etc.

e A programme of relevant applied research projects appealing to
internal and external customers.

e Job opportunities available to graduates through co-operative
programmes with business and industry.

e Auvailable opportunities for co-operation and exchanges with other
universities through well-developed networks for teaching staff and

students.

Such a selection of CSFs is based on the assumption that the quality of
output (the graduates) depends on the quality of input (students selected by
admissions policy) and the quality of the process (curriculum, teaching,
research, etc.). Each CSF of the institution is assessed based on a string of
criteria for quality. Each criterion is weighted and its score determined. The
product of the weight and score gives the weighted score for that criterion.

The overall performance indicator, which is the sum of the weighted scores for
all criteria, reflects the quality for a given critical success factor. According to
Dervisiotis, the OMAX is a versatile approach that can be scaled up to include
larger parts or the entire organisation. Conversely, it may be scaled down to
focus on more detailed processes or smaller organisational units.
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Process Performance measure
Admissions Concordance with enrolment management plan
Curriculum development Peer acceptance
Teaching Student teaching evaluation
International development Number of students going overseas
Research Number of publications
Service delivery (extension) Percent community participation
Community relations Number of complains
Information services Computer-student ratio
Long-range planning Percent of objectives met
Work force hiring and development | Percent of first-choice hires
Facilities development percent of value to money for repairs
Funding development Money obtained versus money requested

Table 2.1: OSU’s Twelve Critical Success Factors (Coate, 1993).

At Oregon State University (OSU) developed a multiphase TQM
process that includes the identification of twelve critical success factors given
in Table 2.1. The critical success factors are believed to be essential in
accomplishing the university’s mission and laid foundation for its TQM

process.

Clayton (1995) describes a TQM model called Quality Improvement
Model that was developed and implemented at Aston University. By using a
certain procedure, a Quality Council defines the university’s critical success

factors as follows:

e maintain a balanced financial performance;
e achieve planned growth;

e improve research performance;

e promote a shared sense of purpose;

e improve teaching/learning performance;

e recruit outstanding staff;

e retain outstanding staff;

e maximise benefits from IT infrastructure.
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The university's Quality Council facilitator more graphically calls the CSFs
“cold sweat factors”, i.e., the things that are of main concern and therefore

must be achieved in order to succeed.

The critical success factor method was also adopted by the University
of Sheffield for developing the University's management information systems
with particular attention to information needs of Heads of Departments (Pellow
& Wilson, 1993). Through an interview process involving every Head of
Department, department goals and critical success factors associated with
those goals were identified, together with a list of management information
needs. There were twenty critical success factors identified and grouped into
eight categories given below:

e external relationships;
e research and funding;
¢ internal management;
¢ student management;
e public relations;

e teaching programmes;
e student requirements;

e use of new technology.

Burello and Zadnik (1986) interview a number of effective local special
education administrators representing various organisational structures, sizes,
and settings in the U.S. It was found that the critical success factors for the
success of administrators and their programmes were hinged to five forces of
leadership --- technical, human, educational, symbolic, and cultural.

Variations of Generic Critical Success Factors

From his survey on critical success factors of nine information system
companies, Rockart (1982) has found that the companies exhibit a generic set
of CSFs. However, Rockart observed that some of the CSFs identified were
absent from individual company lists. In this study, it was found that, the

variation in actual CSFs was due to four reasons: the stage of development of
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the I/S organisations; the recent organisational history of the I/S function; the
human, organisation, and makeup of a company; and the perspective of ‘world

view’ that an I/S executive has on the field and his or her role in the company.

According to Hofer and Schendel (1978), critical success factors vary from
one industry to another. The CSFs within any particular industry are derived from
the interaction of two sets of variables, namely the economic and technological
characteristics of the industry involved. The competitive weapons on which the

various firms in the industry have built their strategies are also a source of CSFs.

Sabherwal and Kirs (1994) say that CSFs are industry specific. For
example in the1970s, CSFs of the automobile industry were efficiency of
dealer organisation, manufacturing cost control, and the ability to meet energy
standards. During the same time process R&D and the ability to assure a
steady supply of inputs were considered the CSFs in the cement industry
(Sabherwal & Kirs, 1994).

2.4 MEASURING CRITICAL SUCCESS FACTORS

Schneier et al. (1991) say, in the context of Performance
Measurement Management method, that once CSFs (driving forces or
core competencies) have been identified, performance measures for the
CSFs can be developed. Jenster (1987) says that critical success factors
can be used as the basis for identifying the strategic performance
indicators (SPIs). The indicators can be used in measuring short-term
progress toward long-term objectives. They must strive to satisfy six
specifications --- operational, indicative of desired performance,

acceptable to subordinates, reliable, timely, and simple.

Leidecker and Bruno (1984) say that the profit impact of an activity
or condition is usually the most significant factor for CSF identification as
well as a determination of factor importance. The authors suggested four
starting points for profit impact analysis that will assist in the determination
of degree of importance of CSFs. They are --- major activity of the
business, large dollars involved, major profit impact, and major changes in
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performance. In most cases, the type of company or the nature of the
industry will determine which CSFs are important. For example, the
success of a retail business is heavily influenced by factors such as store
location, and effectiveness of merchandising and inventory control.
Wholesalers selling to the same retailer would not normally expect a CSF

to be location oriented.

Rockart (1982) deduced from a survey of several companies, that
for service CSFs, the most important approaches in these companies
involves not only techniques for actual delivery of service but also
techniques focusing on measuring user perception of service delivery.
Measurement devices vary from a daily “sign-off” inquiry presented to
each on-line terminal user; monthly, quarterly, or annual surveys of user
opinion through internally generated questionnaires to structured sets of

interviews administered by an outside consultant organisation.

Saberwhal and Kirs (1994) provide a profile of information
technology (IT) capabilities of academic institutions in the U.S. The IT
capabilities are information retrieval, electronic capabilities, student
computing facilities, and computer-aided education. The alignment of
critical success factors to IT capabilities for different groups of academic
institutions provides the performance measure of CSFs for the institutions.

Rai, Borah and Ramaprasad(1996) identified eight critical success
factors for strategic alliances in the information technology (IT) industry
from a review of existing literature. They are partner congruity, partner
evaluation, organisational advocacy, governmental policies, organisational
issues, cultural concerns, human resource management (HRM) practices,
and partner dominance. According to them, since there were no existing
scales for measuring critical success factors existed, a consolidated
questionnaire composed of different measurement scales and questions
was needed. Respondents were asked to indicate the importance of each
questionnaire item on a Likert scale.
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Korpela and Tuominen (1996) suggest the use of an analytical
hierarchy process (AHP) as an approach for assessing the importance of
critical success factors in logistic operations. This can be performed by
conducting customer interviews, and the performance of companies
included in the analysis is evaluated with regard to each success factor.

Saraph, Schroeder and Benson (1989) propose eight critical factors
of quality management through a process that involved identification and
synthesis of critical requirements for quality management that have been
prescribed by various eminent quality practitioners and academics. The

factors are

e the role of management leadership and quality policy;
¢ the role of quality department;

¢ training;

e product/service design;

e supplier quality management;

e process management;

e quality data and reporting;

e employee relations.

The authors developed measures of critical success factors of
quality management based on generally accepted psychological principles
of instrument design. Operational measures of these factors were
developed using data collected from 162 general managers and quality
managers of 89 divisions of 20 different companies. The measures can
individually or in concert produce a profile of organisation-wide quality
practices. Initial selection of measurement items for each critical factor,
pre-testing the instrument, and finalisation of the measurement items
were used to develop the measurement instrument.

Black and Porter (1996) devised a measurement instrument on a
group of quality dimensions, which were based on the Malcom Baldridge
National Quality Award criteria and a thorough review of literature. The
instrument was used in a survey of a sample of members of the European
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Foundation for Quality Management to determine their perceptions of the
applicability of those dimensions. The data collected were factor analysed

and resulted in ten critical success factors of TQM:

e people and customer management;

e supplier partnerships;

e communication of improvement information;
e customer satisfaction orientation;

e external interface management;

o strategic quality management;

e operational quality planning;

e quality improvement measurement systems;

e corporate quality culture.

Atuahene-Gima (1996) carried out a literature review to develop a
survey instrument to find out factors affecting innovation performance in
manufacturing and services firms in Australia. The author found that for
new services, there exist five most important factors impacting the
performance of new services: importance accorded to innovation activity
in human resource strategy, management support and teamwork, service
innovation advantage/quality, proficiency of market launching activity,

marketing synergy, and technological synergy.

Powell (1995) developed a TQM measurement scale based on an
exhaustive review of the TQM literature, repeated discussions, and site
visits with consultants and quality executives. The TQM factors are
executive commitment, adopting the philosophy, closeness to customers,
closeness to suppliers, benchmarking, training, open organisation,
employee empowerment, zero defect mentality, flexible manufacturing,
process improvement, and measurement. TQM performance was
represented by financial performance measured subjectively using five

questionnaire items.

Critical success factors were also the basis for identifying the
strategic performance indicators (SPIs) that Jenster (1987) used in
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measuring short-term progress towards the long-term objectives.
According to Jenster, strategic performance indicators must strive to
satisfy six specifications. They should be operational, indicative of desired

performance, acceptable to subordinates, reliable, timely, and simple.

Nelson (1991) researched on the knowledge and skills that every
organisation’s personnel must posses to perform their jobs successfully. To
this end, a measurement instrument was developed, tested, and
completed by a sample of IS (information system) and end-user personnel
from a number of different organisations. The survey result showed that IS
and end-user personnel exhibit certain needs on six different knowledge
and skill areas: organisational overview, organisational skills, target
organisational unit, general IS knowledge, technical skills, and IS product.

From the groups of critical success factors presented thus far, only
those proposed by Saraph, Shcroeder and Benson (1989) and another by
Black and Porter (1996) have been developed with TQM in mind and derived
from an exhaustive review of the TQM literature. Another model, Pyramid
Model by Kaniji (1996), embodies the two groups of critical success factors.
The Pyramid Model consists of a prime factor (leadership), four principles, two
core concepts, and business excellence as shown in Table 2.2. The table also
includes a comparison of the essential Quality elements of the three models.
As an additional feature, the Pyramid Model includes an outcome measure,
i.e., business excellence, which makes the model result oriented. Because of
the consistency among the three models, it was decided that an empirical test
and validation of the Pyramid Model should be performed in the present
research. The decision is further supported by an evidence from a research by
Kaniji and Yui (1997) that the elements of the Pyramid model were being
practiced by a large proportion of Japanese TQM companies surveyed in the
U.K. and almost half of their parent companies in Japan.

The prime, principles and core concepts of the Pyramid Model have
been illustratively represented in the structure of a four-sided pyramid, hence
giving the model! its name (Figure 2.1). Leadership forms the pyramid’s base,

each principle makes the bottom part of the pyramid’s faces, the core
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Pyramid Model Saraph ef al.'s model Black and Porter's
model

quality culture; Strategic

Leadership (prime) Top management quality management;
leadership corporate quality culture

External customer Customer satisfaction

Delight the customer satisfaction - orientation
Internal customer - Supplier partnerships
satisfaction

All work is process

Supplier quality
management; process

Operational quality
planning

management
Quality improvement
Management by fact measurement systems;
Measurement Quality data reporting communication of
improvement
information; people and
customer management
Teamwork Employee relations Teamwork structures
People-based management for improvement
People make quality. Training -
Prevention - -
Continuous improvement The continuous Product design -
improvement cycle

Business excellence

Table 2.2: A Comparison of the Pyramid Model (Kaniji, 1996) with Models by Saraph,
Schroeder and Benson (1989), and Black and Porter (1996).

concepts constitute the sides of the faces, and business excellence is

represented by a raised flag at the top of the pyramid. A brief description of

the elements that constitute the Pyramid model is as follows.

Leadership

Leadership is regarded as the “prime” in the business excellence model

because an organisation has to be guided through the TQM principles and

core concepts by top management leadership in order to achieve business

excellence. A leader is one who assumes that workers aim to do the best job

they can, and endeavour to help workers reach their full potential (Deming,

1982). For lower level managers, this entails coaching and arranging for

training. Top managers must, in turn, help design and implement a strategic
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Figure 2.1: Kanji’'s Modified Pyramid Model (Kanji, 1996).

vision that grounds a TQM culture, and make sure their own behaviour
exhibits the values that support such a culture.

Delight the Customer

Delighting the customer means being best at what matters to
customers, and this changes over time. A customer might experience various
degrees of satisfaction. If the product’s performance falls short of
expectations, the customer is satisfied. If performance exceeds expectation,
the customer is highly satisfied or delighted (Kotler & Armstrong, 1996). An
only satisfied customer will still find it easy to switch suppliers when a better
offer comes along. Customer delight creates an emotional affinity for a product
or service, not just rational preference, and this creates high customer loyalty.

Creating customer loyalty means reducing customer defection, which will
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increase profits by way of excluding all costs that would have been incurred

on activities needed to attract new customers.

People-based Management

People need to be equipped with the knowledge and skills for the job,
and informed about how well they are doing so that they become encouraged
and responsible with their jobs. People will become committed to their jobs if
they are involved and committed to customer satisfaction. This principle of
TQM recognises that systems, standards, and technology themselves will not
mean quality, therefore the role of people is vital.

Juran (1974) derived the term internal customers that stands for
organisational employees who form “customer-supplier” relationships among
themselves. Each upstream customer had specifications that needed to be
met by downstream suppliers and all these internal customers were working

toward external customer satisfaction.

Continuous Improvement

Total quality management is not a quick fix or a short term goal that is
consummated when a target has been met. Total quality is not a programme
or a project. It is a management process that recognises that, no matter
however much improvement a company makes, its competitors will continue
to improve and its customers will expect more from it. Continuous
improvement of customer-driven activities and processes is a basic
philosophy that underlies continuous customer satisfaction (McNair &
Leibfried, 1992).

Management by Fact

Knowing the current performance levels of the products or services in
the customers’ hands and of all employees is the first stage of being able to
improve. If an organisation knows where it is starting from, it can measure its
improvement. Having the facts necessary to manage business at all levels is a
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principle of total quality. Giving the facts to people so that decisions are based
upon facts rather than “gut feelings” is essential for continuous improvement.

Internal Customer Satisfaction

The definition of quality (i.e., satisfying agreed customer requirements)
equally concerns both internal and external customers. Many writers refer to
the customer/supplier chain and the need to get the internal relationships
working in order to satisfy the external customer. Whatever is being supplied -
-- information, products, or services --- people in the organisation depend on
their internal suppliers for quality work. Their requirements are as real as
those of external customers --- they may be speed, accuracy, or
measurement. The concept of internal customers is one of the big ideas of
TQM. Making the most of it can be time consuming and many of the
structured approaches take a long time and can be complicated. However,
one successful approach is to take the “cost of quality” (see Kaniji & Asher,
1993) to obtain information about the organisation’s performance and analyse
it.

External Customer Satisfaction

Many companies, when they begin quality improvement processes,
become very introspective and concentrate on their own internal problems
almost at the expense of their external customers. Other companies,
particularly in the service sector, have gone out to their customers to survey
what is important to them, and then to measure their own performance against
customer targets. The idea of asking one’s customers to set customer
satisfaction goals is a clear sign of an outward-looking company. An
understanding of survey and statistical methods is needed for the
measurement of customer satisfaction.

All Work is Process

Business process is another internal focus for continuous improvement.
The term process means any relationship, such as billing customers or issuing
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credit notes, that has input, steps to follow, and output. A process is a
combination of methods, materials, manpower, machinery, etc., which taken
together produce products and services. All processes contain inherent
variability and one approach to quality improvement is to progressively reduce
variation: first, by removing variation due to special causes; second, by driving
down common cause variation. This would bring the process under control
and then improving its capability.

Measurement

Having a measure of “how we are doing” is the first stage of being able
to improve. Measures can focus internally, i.e., on internal customer, or
externally, i.e., on meeting external customer requirements. When discussing
a measurement of customer satisfaction, Kristensen, Dahlgaard and Kanji
(1992) have used usual guidelines for questionnaire design, survey and

statistical analysis to obtain a customer satisfaction index.
Teamwork

Teamwork can provide an opportunity for people to work together in the
pursuit of total quality in ways in which they have not worked together before.
People who work on their own small, discrete, work groups often have a
compartmentalised picture of their organisation and the work they do. They
are often unaware of the work that is done even by people who work very
close to them. Under these circumstances, they are usually unaware of the
consequences of poor quality in the work they themselves do. If people are
brought together in terms of a common goal, quality improvement becomes
easier to communicate over departmental or functional walls. In this way, the
slow breaking down of barriers acts as a platform for change.

People Make Quality

The majority of quality-related problems within an organisation are not
within the control of the individual employee. Many problems are caused by
the way the company is organised and managed. Some examples of where
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the system gets in the way of people trying to do a good job are easy to find,
and in all cases simply telling employees to do better will not solve the
problem. Exhorting employees to a higher level of performance (for example,
by poster campaigns) can have a counter-productive effect when people see
that management fails to tackle the real problem. In these circumstances,
motivation alone cannot work. People can only become committed to quality
through the practical efforts of managers to remove the barriers to quality

improvement.

The Continuous Improvement Cycle

The continuous improvement cycle of establishing customer
requirements, meeting those requirements, measuring success and keeping
on improving can be used both internally and externally to fuel the engine of
external and continuous improvement. By continually checking customers’
requirements, a company can find areas in which improvements can be made.
This continual supply of opportunity can be used to keep improvement plans
up to date an reinforce the idea that total quality journey is never ending. In
order to practice continuous improvement cycle, it is necessary to obtain

information about customers’ requirements continuously.

Prevention

The core concept of prevention is central to TQM and one way to move
towards continuous improvement. Prevention means causing problems not to
happen. The continual process of driving possible failure out of the system

can breed a culture of continuous improvement over time.
Business Excellence Index

Business excellence is a measure of customers', employers', and
shareholders' (stakeholder’s) satisfaction simultaneously within an

organisation in order to obtain a comprehensive evaluation of organisational

performance.
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Stakeholders

Stakeholders are the raison d'etre of every organisation that adopts the
TQM philosophy. Stoner, Freeman and Gilbert Jr. (1995) define stakeholders
as those groups or individuals who are directly or indirectly affected by an
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