








includethedecision-makingandproblem-solvingskills
necessaryto facilitatecustomersatisfaction.

(7) Institute supervision

Once faculty and staff have receivedtraining in the
basics ofTQM, it is imperative that upper-tier
administrators constantly reinforce their commitment to
enhancedquality through every aspectof their
managementstyle. Most expertsagreethat, in the
future, organizational hierarchieswill be much more
horizontal than is currently the caseat many colleges
and universities. In short, therewill be far fewer levels
between upper administration and students.One logical
result of this collapsing of the structure will be the
empowerment of those at the lowest levels; ie those
closest to the students. Such an arrangementnecessarily
mandatesa managementstrategy foreign to many
higher education professionals. Supervising empowered
employees is substantially different from dictating what
is to be done centrally. Supervision of personnel within
the context ofTQM is quite distinct from supervision of
task facilitation within a more traditional context.

(8) Drive outfear

No one can focus on doing the bestjob possible ifhe or
she lives in constant fear of the consequencesof
perceived failure (such asbeing reprimanded or fired).
Many higher education professionals, in the guise of
enhancing accountability, have instituted a
comprehensive and endlessarray of evaluations: self-
evaluations, studentevaluations,peer evaluations,
supervisor evaluations, etc. This is further evidenced by
the recent interest in implementing post-tenure reviews
at many institutions. The intended outcome of these
assessmentsmay indeed be to foster and maintain
higher standardsof commitment and quality. Yet the
messagethat is often received by faculty and staff is one
of implicit mistrust and intimidation. Good supervisors
must learn to rely minimally on formalized evaluation
schemesasa meansof motivating staff and thus
ensuring that departmental goals and objectives are
appropriately met.

(9) Break down barriers betweendepartments

TQM requires a system-wide effort on the part of all
departments.Higher education professionals who are
obsessively preoccupied with who reports to whom,
following the appropriate channels,and other issues
related to turf protection, often do considerable harm to
the institution by keeping the focus from where it
should be - on the delivery of quality programmes and
services. Being as responsiveaspossible to the needsof
students should be the only real concern. Ideas for
improvement should always be welcome; where they
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originatefrom shouldberelativelyinconsequential.
Gettingthejob doneefficientlyin ahumanisticmanner,
regardlessof howthedepartmentallinesappearonan
organizationalchart,is all thatreallymatters.

(JO) Eliminate unrealistic targets

Although it soundsgoodto proclaimthat '100%student
satisfactionis ourgoal', in reality this is impossibleto
achieve.For instance,holdingfacultyresponsiblefor
thefact thatnot all of theirstudentsfeel theyaredoing
anacceptablejob is unfair andunrealistic.Recognition
shouldbegivenfor effort, notjust results.If higher
educationprofessionalsestablishgoalsandobjectives
thatareinherentlyunattainable,theyarenot,asthey
might think, motivatingtheirstaffmembersto be 'all
theycanbe'. Moreover,establishingrecruitmentor
developmentgoalsthatareunrealisticservesonly to
dampenmoraleandthusneedlesslyimpede
performance.In thelongrun,this leadsto high
frustrationandacceleratesbum-out.

(I I) Eliminatenumericalquotas

An academicprogrammecanbehighly successfuleven
thoughit enrolsonly relativelyfewstudents.Themere
factsthat theprogrammeis available,andthata great
dealof efWrt hasgoneinto its designandconstruction,
accountfor a lot morethanis oftenrealized.Similarly,
if recognitionis givenonly to thosewhoaresuccessful
in recruitinghigh numbersof students(or processing
high numbersof forms),thenanadversarialatmosphere
in theworkplaceis oftencreated.Holding individuals
with differentabilitiesto thesameperformance
standardsis inherentlycounterproductive.Facultyand
staff shouldbe rewardedfor performingat theirown
individual level of proficiency.

(I 2)Abolishmanagementby objectives

On thesurface,managementby objectives(MBOs)
seemslike agoodapproach.MBOscanbehelpful in
establishingpriorities andclarifying thevariousjob
functionsthatmustbeperformed.But in theeraof
TQM andits emphasisoncontinualimprovement,
MBOs areself-defeatingin thattheyseverelylimit.
creativityby inhibiting employeesfrom proceeding
beyondtherelativelynarrowparameterstheyprescribe.
Highereducationprofessionalsmustbeextremely
flexible in order to respondeffectivelyto eachstudent's
individual needs.MBOs,by theirverynature,limit this
flexibility andtendto precipitatemeaningless,
repetitiousconformity.

(13) Institutea vigorousprogrammeof re-education

Achieving thegoalsandobjectivesof TQM will require
extensivere-orientationof theculturein higher
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education. Many of Deming's ideas are rather easy to
comprehend yet moderately difficult to put into practice.
Changing the way people think can be an extremely
daunting task, as the proponents of multiculturalism are
currently finding out. TQM requires an unwavering
dedication to the central concept of complete and
consistent customer satisfaction which can only be
achieved through empowerment of all organizational
members. Such commitment implicitly denotes a
fundamental shift in the way many higher education
professionals view their role as proponents of student
learning and development.

(14) The transfonnation is everybody's job

Instituting the Deming philosophy is not just the
responsibility of the upper administration at a college or
university, nor is it the primary concern of anyone
group within the organization. It must be seen as
everyone's responsibility. A chief tenet ofTQM
involves getting the decision-making authority as close
to the customer (the student), as possible. This means
that everyone at the institution must have a clear
understanding of the overall goals and objectives of
TQM, as well as how those goals and objectives
translate into concrete action. In order to make this

connection, it is imperative that everyone works toward
the same end. TQM requires the full support of
everyone within the organization; it will be a
disappointing failure if it is only the dream of one or
two people who have read a little about it and decided to
'give TQM a try'.

Conclusion

Just like their counterparts in business and industry,
higher education professionals stand to benefit
substantially from the adoption of Deming's ideas.
TQM is almost universally recognized as one of the
most significant managerial innovations of the last 50
years. Yet it remains a hazy concept to most collegiate
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faculty and staff. Higher education advocates would no
doubt be hard pressed to disagree with the assertion that
achieving and maintaining the highest quality standards
possible is of paramount importance. The problem is
that without more specific direction and elaboration,
such statements are essentially meaningless. They add
to the confusion rather than help alleviate it.

At the beginning of this new century, the challenges
that lie ahead for society have never been more daunting
or complex. Colleges and universitieswill no doubt play
an increasingly significant role within the economic and
cultural arenas during the next millennium. TQM offers
tremendous advantages for higher education through its
provision of new and innovativesolutions to both
existing and anticipated problems. Deming offers a
philosophy and a framework in which the colleges and
universities of tomorrow can not just survive, but prevail.

And even though it is currently enmeshed in a
myriad of problems, higher education will continue to
be an exciting place to work throughout the next
century. Demographics and other factors will continue
to precipitate both subtle and radical changes in the
characteristics of the student population. As such,
higher education professionals will constantly be
challenged to provide programmes and services that are
responsiv!fto the collective as well as the individual
needs of their clientele. As Deming so strongly
advocates, it is imperative that we continue to stress
strict adherence to established-standards tempered with
the ever present need to be flexible.
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