
EDUCATORS' VIEWS ON TOTAL QUALITY MANAGEMENT
IN SECONDARY SCHOOLS IN ESHOWE CIRCUIT

BY

LUNGILE THOKOZILE MAGWAZA

BEd Hons (US) STD; FDE; ABET

SUBMITTED IN PARTIAL FULFILMENT OF THE
REQUIREMENTS FOR THE MASTERS DEGREE IN

EDUCATION MANAGEMENT

IN

THE FACULTY OF EDUCATION AT THE UNIVERSITY
OFZULULAND

SUPERVISOR: PROF. R.V. GABELA

Co-SUPERVISOR: PROF. D.R. NZIMA

DATE: 18 JANUARY 2007

" .". __ _ "~ ' •. " .' i-'

;. '" : : ~' " , " " , " """" " "

. :,', -, .' ic..'. , : ,.: , .



DECLARATION

I, Lungile Thokozile Magwaza, declare that this research project for a Masters Degree in

Education Management at the University of Zululand hereby submitted has not

previously been submitted by me for any other degree at this or any other University, and

that it is my working design and all material contained herein has duly been

acknowledged .

Signature ~~ .

L.T. Magwaza

.!.~.:!~.'1.'!';!":'j..~7

Date



ACKNOWLEDGMENTS

Glory to the Almighty God and Saviour lesus Christ, for the gift of life, knowledge,

strength and blessings.

I want to express my heartfelt appreciation to those whose combined effort put this

research project together. My greatest appreciation goes to my superv isor, Prof. RV

Gabela, for his patience, expert guidance, motivation and encouragement during the

course of this study. I would also like to thank Prof. DR Nzima for his professional

assistance and guidance, which made itpossible for me to complete this project.

To my husband, DS Magwaza, I say thank you for continuing to be so supportive and

understanding. You give me the inspiration to keep learning and more importantlyto be a

better person. To my children, whose love and care give me the encouragement to study,

I say thank you. I want to thank all my friends who helped me in diverse ways to bring

this research project to a success. Finally, I want to express my sincere gratitude to the

Circuit Manager and the principals of Eshowe Circuit for giving me the permission to

conduct the research in the circuit.

ii



ABSTRACT.

A number of sources and articles have been published on the subject of Total Quality

Management (TQM). The majority of them have not been specifically targeted at how

educators view TQM and how it could be used to improve teaching and learning in

schools.

The purpose of this study was to determine the views ofeducators on TQM in secondary

schools. The study aimed at finding out how TQM principles could be used to achieve

quality teaching and learning. The focus was on TQM as a universal management tool for

quality improvement ineducation.

A questionnaire was administered to a total of eighty-eight respondents comprising ten

principals, ten deputy principals, twenty heads of departments and forty-eight educators

selected from ten secondary schools in the selected circuit. The data was analysed in

percentages and recorded in tables. The results were also illustrated by means of the

graphs to make interpretations easier.

Major find ings of the study revealed that if school managers practise the principles and

skills ofTQM, the quality of education would be improved. Literature revealed that TQM

is a practical approach to continuous improvement and that educators could adopt and

implement it for quality improvement.
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CHAPTER ONE

ORIENTATION TO THE STUDY

1.1 INTRODUCTION

The reputation enjoyed by an institution is built on a combination of factors. Whilst

quality may come into mind first, the term should always be considered relative to some

criterion of educational benefits and service to the community (Theus, 1990). However,

secondary schools should be critically inspired by social values, needs and norms of the

society, and to participate fully in quality-based management in order to assess

themselves to see whether they are able to nurture citizens who are competent enough

and have the interest of society at heart based on respect for democracy, equality, human

dignity and social justice.

In today's global competitive marketplace, the demands of customers arc forever

increasing, as they require improved quality of products and services. Continuous

improvement in service activities with focus on the customer throughout the entire

organisation, and an emphasis on flexibility and quality is one of the main means by

which companies face upto these crucial demands. That is why quality, its management

and associated continuous improvement may be looked upon by many organisations,

including schools, as themeans by which they can survive in increasingly



aggressive markets, and maintain a competitive edge over their rivals. Secondary schools

that do not manage this change will definitely fail.

For South Africa to remain competitive and to improve its livingstandards in thecurrent

changing world which is seen as a "global village", there is the need for the education

systems to demonstrate quality of outcomes that are visible, tangible and portable to

create value for money and to produce high quality graduates (Leonard, 1991). However,

this can only be achieved through a holistic or totalistic approach (PhaIa, 1994).

According to Van der Bank (1994), Total Quality Management (TQM) appears more as a

holistic communicative approach that integrates structures, processes and relationships in

an organisation. TQM was developed byDeming (1992) to improve the effectiveness of

adaptable work teams such as schools and other organisations. In this context TQM

means continuous improvement in education. It is clearly appreciated that only well­

managed schools can provide quality in education, and managed education means quality

education (Navaratman and O'Connor, 1993).

In fact, quality is indicated by the totality of the school i.e. the principal, educators,

learners, parents, learning materials, teaching methods, technology, as well as the

surrounding environment, economic community and political systems (Navaratman and

O'Connor, 1993). The basis of TQM isthe organisational culture of the school, which is

derived from educationalnorms and values.
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Quality management is a concept, which points to the design to meet the desires and

standards of the contemporary society. It should be implemented with well-done

diagnostic strategies and mechanisms. It must always be evaluated and revised

continuously to improve it in all spheres of education. According to Foster (2004), two

important factors are necessary for staffmembers to produce quality. They are a suitable

working environment, and the ability to do good job. The motivation to do a good job

comes from a good and appreciative leadership style in management as well as an

atmosphere that strengthens self-esteem (Sallis, 1996; Dale, 1994; Greenwood & Gaunt,

1994).

Every system consists of processes, and the improvements made in the quality of those

processes to a large extent determine the quality of the resulting learning outcomes

(Olian & Rynes, 1991). Therefore, organisations implementing quality must focus on

total organisational transformation through quality management. The present study

focuses on the conceptof quality management and its applicability to education

1.2STATEMENT OF THE PROBLEM

The Constitution of theRepublic of South Africa (Act 108 of 1996) provides the basis for

curriculum transformation in South Africa. The preamble to the constitution states that

the aims of the constitution are to heal the divisions of the past and to establish a society

based on democratic values, social justiceand fundamental human rights; to improve the

quality of life ofcitizens, and to free thepotential of each person, and build a
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united and democratic South Africa which is able to take its rightful place as a sovereign

state in the family ofnations.

Ministerial committees were established to effect the change and to find out problems

associated with our education system so that they can be corrected. The founding

documents for this initiative included the national Constitution, (1996), The White Paper

on Education and Training, (15 March 1995), and The Reconstruction and Development

Programme (RDP document). Among the problems that were identified are the

following:

• There was inequality in the education sub- systems in South Africa.

• The education sub-systems offered very little in terrns of competence in the

workplace. Others could not offer immediate and rewarding employment as well

as further education opportunities on completion of secondary schooling.

• Parents had no role to play in their children's education as far as policy

formulation was concerned.

• Decisions were imposed on educators, learners and parents by the senior

management. This means that theflow of information wasa one-way affair i.e, a

top-down approach.

The lack of collaboration among educators, principals, learners, parents and the senior

management made TQM an impossible task, or seemed more idealistic than realistic.

Certain negative perceptions on management of quality had a great impact on service

delivery, both for educators and learners. Because of these constraints, some secondary

schools are labelled as "effective schools" and others as "ineffective schools".
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However, if TQM is viewed in a more positive way as well as implemented more

consciously, the gap between the above-mentioned categories of schools could bebridged

and academic performance also improved. The National Department of Education has

tried possible means to solve the problem of inequality and poor performance at the

secondary schools. At a special meeting of the Heads of Education Departments on 12

September 1997, the participants recommended a Draft Statement of the National

Curriculum which was subsequently approved by the Council of Ministers at itsmeeting

on 29 September 1997(DoE, 2002: 2). The curriculum was revised and streamlined over

time to achieve the goal of quality education all over South Africa (DoE, 2001).

It is very important to realise that there are challenges of service delivery in the

education system. Some learners graduate from secondary schools, colleges and even

universities under-prepared to meet the demands and expectations of society. Under­

prepared graduates become a burden to society and the economy because they have been

deprived of sound education to become responsible and productive citizens. Education,

which does not ensure quality is bound to produce citizens who, because of their inability

to do well, may fall foul with the justice system. Indeed, if new steps are not taken to

stop the situation, the future of our country is at risk. Mwamwenda (1995: 497) stresses:

"Without quality education, the chances of African children succeeding

in their education are slim. As a result, their employment prospects are

poor which in tum affects their lifestyle and overall standard of living".
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A comprehensive and participatory implementation strategy to be adopted to ensure the

success of quality education in secondary schools is TQM. Arcaro (1995) stipulated that

TQM requires a change of approach. This entails a change of attitudes and working

procedures. The value of TQM needs to be weighed and adopted. Therefore, in the

current secondary schools the emphasis should be on TQM to ensure that an atmosphere

of quality promotion is initiated and implemented.

Educational enterprises must find out their position in the development of the country;

decide on what they want to do to improve it and then change to management practices

which will enable them to reach their goals (Bonser, 1992). Sallis (1996) further explains

that without managers at every level, working their best to yield high productivity and

quality, their best made plans will simplynot bear fruit. Therefore, in a secondary school,

commitment of membersfrom top to bottom will yield quality and improvement.

The implementation of quality management involves a certain element of risk to the

organisation even if it is approached systematically and sequentially. Literature has

revealed that a number of schools have implemented the process, principles and tools of

TQM and have revealed tremendous improvement in various aspects, such as the

following:

• Learners have become co-managers of their own education

• Conflict between staff members and principals as well as conflict among

staff members hasdec! ined.

• Morale and motivation of learnershas improved.
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• High academic performance has been experienced in secondary schools. Arcaro,

(1995)

Steyn (1996) argues that quality management is required across the board. In pursuit of

quality in education, educators and learners must therefore be engaged in the processes of

creating opportunities for improving teachingand learning.

This study attempted to address the following questions:

• What are the views of educators towards TQM in secondaryschools?

• How can TQM be used as a tool to improve the quality of teaching and learning in

secondary schools?

• What challenges exist in the implementation ofTQM?

1.3. PURPOSE OF THE STUDY:

The objectives of this studywere:

1.3.1. To determine the educators' viewson TQM with regard to quality teaching and

learning in secondary schools;

1.3.2. To determine the extent to which TQM is used to improve quality in education,

and;

1.3.3. To identify challenges which exist regarding the implementation of TQM In

secondary schools.
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1.4. BASIC ASSUMPTIONS

Many secondary schools are faced with difficulties to achieve TQM and quality

performance due to a variety of factors:

1.4.1. Educators have a more idealistic and theoretical view on TQM rather than a

realistic and practicalperspective.

1.4.2. Educators lackmanagement techniques and skills to promote and produce quality

teaching to meet the requirements of learners.

1.5. DEFINITION OF TERMS

1.5.1. Management

According to Van der Westhuizen (1991), the nature of management includes policy

development and control, delegation and organisation, planning and guidance, inter­

personal relationships and leadership. In the context of this study, management shall

mean the co-ordination of human and material resources towards quality performance of

the school. Management is the process of efficiently achieving organisational objectives

with and through otherpeople (DeCenzo & Robbins, 2005: 35).
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1.5.2. Quality

'Quality simply means 'meeting the customer requirements' (Oakland, 1995: 4). Quality

is the degree to which a set of inherent characteristics fulfills requirements (Dale, 2003:4)

In this study, quality refers to the school's ability to set a high standards in its overall

performance. Quality can be regarded as a means to an end, such as customer satisfaction

in all aspects of the products or services. (Collard, 1989). Quality is a measure of

goodness that is inherent in a product orservice (Foster, 2004)

1.53. Total quality management (TQM)

Oakland (1995: 18) defines TQM as 'an approach to improving the competitiveness,

effectiveness and flexibility of a whole organisation'. TQM refers to an organisation's

wide effort to achieve quality that involves everyone in the organisation (Stevenson,

1996). In simple terms TQM can be defined as zero defects in the products and services

(Collard, 1989). Therefore, TQM as used in this study shall refer to the approach to

managing the school, which is sufficiently pragmatic to meet the educational objectives

of the changing environment in which the school is operating. These educational

objectives are to be realised through competent management of teaching and learning.

9
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1.6. METHOD OF INVESTIGATION

1.6.1. Literature review

A study of primary and secondary sources was conducted for the collection of

information on the nature and scope of TQM and how it could be utilised as an

instrument to improve the quality of education in the secondary schools. Official records,

were used to gather information for this research. Such documents included South

African Schools Act of 1996, and the National Curriculum Statement (Policy). Other

sources included research project and textbooks these sources define the context in which

TQM is to be applied.

1.6.2. Research design

The research design is a speci fic plan or procedure which is used to collect data. In this

study use was made of the descriptive design, because of the nature of the target

population , the purpose oft he study and thefocus of the research instrument.
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1.6.3. Population and sampling.

In this study, eighty-eight (N=88) respondents were chosen from all ten secondary

schools in the Eshowe Circuit. The population sample was made up often (10) principals,

ten (10) deputy principals, twenty (20) Departmental Heads and forty-eight (48)

educators.

A simple random sampling method was used to draw a sample size . According to

Vermeulen (1998) random sampling concerns the random selection of subjects from a

population without assigning them to an experimental and control group. The random

sample ensured that the sample was a true representative of the population of educators.

The random selection ensure the probability that each member of the population had an

equal chance of being included in the sample.

1.6.4 Instrumentation

A pilot study was conducted before it was used to collect information from respondents

in the actual study. The aim of this activity was to get greater insight into the practical

aspect of the problem underinvestigation. The questionnaires weredistributed personally

by the researcher, and made sure they were completed by the respondents and returned.

The questionnaire was employed because it is the most convenient tool to collect

information on opinions (WeIman & Kruger, 1999).
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The data was recorded in frequency tables and analysed in percentages to maximize

validity and minimize inconvenience to the respondents before and after the study.

According to Sax (1979), one is able to estimate the reliability or accuracy of the

inferences and generalization made from the sample findings to the total population by

means of percentages. Graphical representations were also made to make reading and

interpretations easier.

1.7. MOTIVATION FOR THE STUDY

The majority of SouthAfrican educators have grappled with the education system and its

management, following on democratic transformation of society since 1994. It is now

widely agreed that quality in products and services, including education, is a prerequisite

for becoming a player in the world market. It should be clear that secondary schools

which opt for TQM need to gain certain skills, knowledge, experience and techniques

that provide them with a base for effective management and teaching. This study builds

on that base, and addresses the foll owing values:

• The need for educators and school managers to enhance their capacity for quality

management.

• Measures to promote quality teaching.

• The need to be creative, imaginative and transformational with respect to

teaching and learning.

• Focus on products and services based on TQM principles

• Being responsible, not only for doing work, but also for making the whole

organisation work better.

• The use of interdependence andcollaboration of stakeholders in an organisation.

• Ensuring smooth community relationships and effective school­
12



community programmes.

• Relevance of TQM for educators, school management teams, departmental

officials, teacher unions and parents representatives structures.

1.8. CONCLUSION

Total quality service depends on many factors. It must meet many demands. Management

must co-ordinate the activities and ensure efficient and effective utilisation of resources.

This chapter gave a brief motivation to the study, statement of the problem, objectives of

the study, basic assumptions of the study and definitions of terms. As stated in the

objectives, this study aimed at determining the views of educators on TQM and how it

could be used as a tool to improve teaching and learning in secondary schools. The next

chapter provides the literature review.
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CHAPTER TWO

LITERATURE REVIEW AND CONCEPTUAL FRAMEWORK

2.1. INTRODUCTION

One of the main objective of secondary school education in South Africa is to produce

graduates who will contribute to the social and economic well- being of the country. Such

graduates can only be prepared through quality teaching and learning. TQM offers the

approaches and procedures necessary to ensure that quality is maintained in schools.

TQM is a way of improving the competitiveness, effectiveness and flexibility of the

school.

TQM is far more than shifting the responsibilityofdetection of problems from thelearner

to the educator. It requires a comprehensive approach that should first be recognized and

then be implemented if the rewards areto be realised. If satisfactory performance is to be

achieved, then secondary schools must be reassured that they arc already well on the way

to using adequate quality procedures and management. Even so, they may find out that

the introduction ofTQM causes them to reappraise quality activities throughout.

2.2. QUALITY IN PERSPECTIVE

Quality is a familiar word. However, it has a variety of interpretations to different

organisations in different instances. Most people say they know what is meant byquality,

14



claiming '1 know it when 1 see it' (Dale & Cooper, 1992:1). This simple statement and

other common interpretations mask the need to define service quality in an operational

manner. It is frequently found that the context in which it is used is highly subjective.

In organisations of every kind, competition is common. Quality is the most important of

the competitive weapons. If quality is to be defined in a way that is useful in its

management in schools, then there is theneed to include the assessment of quality in line

with the learner expectations. For the word to have the desired effect as intended by the

user, and to prevent any form of confusion, the following points need to be considered.

• The person using the word must have a clear understanding of its meaning.

• Those to whom the communication is directed should have a similar

understanding.

• When quality is discussed in an organisation, there should be an organisational

definition ofquality (Dale & Cooper, 1992:2).

'Quality is simply meeting the customer requirements (Oakland, 1995:4). As described

by Juran (1988 reported by Ross, 1999:5), quality is "fitness for purpose or use". In other

words, quality is the totality of features and characteristics of a product or service that

bear on its ability to satisfy stated or implied needs.

Deming (1992) defines quality as a predictable degree of uniformity and dependability, at

low cost and suited to the market. He further explained that quality should aim at the

needs of the customer. Quality management can best be described as a system of

15



thinking, acting and understanding how the principles of management work together to

form a foundation on which transformation can be built (Leddick, 1993).

Crossby (1979) defines quality as 'a conformance to requirements'. Quality is the

reliability of products and service. Reliability is the ability of a product or service to

continue to meet the customer requirements. This means that quality is a life - long

attribute.

Quality is also defined as the capacity to satisfy wants, or it means how well a product or

service fits patterns of consumer preference (Garvin, 1988). In other words, quality

means 'best for certain customer conditions'. These conditions are the actual use of the

product or service and its price. It is the degree of excellence at an acceptable price and

the control of variability at an acceptable cost. Quality can be described as the uniformity

of product characteristics or service delivery around a target value(Dale & Cooper, 1992)

In today's business world there is no single accepted definition of quality. However,

irrespective of the context in which quality is used, it is usually used to distinguish one

organisation, event, product, service action, results or communication from another

(Dale, 2003:4). In the context of the current study, quality means meeting students'

requirements through appropriate methods of teaching and learning.

16



2.3. TOTAL QUALITY MANAGEMENT (TQM)

Ross (1999: I) defines TQM as "the integration of all functions and processes within an

organisation in order to achieve continuous improvement of the quality of goods and

services" (Ross, 1999: I). The goal is customer satisfaction, in this context, the

satisfactory performance of the learner. Quality expert Juran (1993: 12) defines TQM as

'the system of activities directed at achieving delighted customers, empowered

employees, higher revenues, leading to high profit (performance) and lower costs'. TQM

is a major phenomenon in this competitive world.

TQM is also a way of ridding people's lives of wasted effort by bringing everyone into

the process of improvement (Oakland, 1995). It is essentially a way of planning,

organising and understanding each activity and depends, for its accomplishment, on each

individual at each level in the school's organisational community. For a school to be truly

effective, each part of it must work properly together towards the same goal, recognising

that each person and each activity affects and in tum is affected byothers.

According to Sallis (1993), TQM is a philosophy of continuous improvement, which can

provide any educational institution with a set of practical tools formeeting and exceeding

present and future learner needs, wants and expectations. In simple terms, TQM is the

mutual co-operation in an organisation and associated business processes to produce

value- for-money products and services, which meet and hopefully exceed the needs and

expectations of customers. TQM is a company-wide approach to quality with

17



improvements undertaken on a continuous basis by everyone in an organisation (Dale,

2003).

TQM is a philosophy and set of guiding principles, which intendmeeting and exceeding

the needs of customers (Steyn, 1996). The concept is a people-focused management

system that aims at continual increase of customer satisfaction at continual lower cost

(Siegel and Byrne, 1994).

TQM can also be defined as a philosophy that is designed to make an organisation faster,

flexible, focused and friendly. It leads to a structured system that focuses each employee

on the customer. It creates an environment that allows organisation-wide participation in

planning and implementing a continuous improvement process to meet the customer

needs (Hoffher et. al., 1994).

Feigenbaum (1999), slates that, TQM isa major factor in the business revolution that has

proved itself to be one of the zo" century's most powerful creators of sales and revenue

growth, genuinely good new jobs and soundly based and sustainable business expansion

2.4. THE HISTORY OF TQM.

This section explores in brief what the leading exponents of TQM have said on the

subject and how the knowledge can beused to improve teachingand learning. A studyon

TQM is well documented by many authors in addition to the four American well-known

quality experts namely Crossby (1979), Deming (1982), Feigenbaum (1983) and Juran

18



(1988). TQM was developed to help Japanese and American businesses to become

quality-orientated in their products and services.

Crossby (1979), as stated in Ross, (1999:8) stresses increase in profitability through

quality improvement. His argument is that higher quality reduces cost and raises profit.

He defines quality as "con fo rmance to requirements not goodness" . Crossby (1979)

developed a quali ty 'vaccine ' comprising integrity, systems, communicati on, operation

and polici es, which he treate d as prevention medicine for poor quality (D ale, 2003)

Crosby's fourteen - step qua lity improvement programme:

• Management commitm ent

• Quality improvement team

• Quality measurement

• Cost of quality evaluation

• Quality awareness

• Corrective action

• Superv isor training

• Establish zerodefects pl anning

• Zero defects day

• Goal setting

• Error cause removal

• Recognition

• Quality councils

• Do it over again

19



Deming (1995) argues that quality through a reduction in statistical variation improves

productivity and competitive position. Quality management and improvement are the

responsibility of all the firms ' employees. Deming formulated the Plan, Do, Check, Act

(PDCA) cycle of continuous improvement. He also proposed that lack of consistency,

emphasis on short-term profits, evaluation of performance, merit rating or annual review

are "deadly diseases" of quality management. In short, Deming's approach to TQM is to

change the organisational culture. He used 14 points to summarise his quality

management philosophy (Foster, 2004:35):

• Create constancyof purpose towards improvement of product or service, withthe

aim to become competitive, stay in business and providejobs.

• Adopt the new philosophy - weare in the new economic age - management must

awaken to challenge, learn their responsibilities and take on leadership for future

change.

• Cease dependence on inspection to achieve quality. Eliminate the need for

inspection on a mass basis by building quality into the product in the first place.

• End the practice of awarding business on the basis of price tag. Instead minimize

total cost. Move towards single supplier for anyone item on a long-term

relationship of loyalty and trust.

• Improve constantly and for- ever the system of productionand service, to improve

quality and productivity, and thus constantly improve costs

• Institute training on the job.

• Institute leadership: the aim of leadership should be to help people, machines and

gadgets to do a better job. Supervision of management, as well as supervision of

production workers, is in needofoverhaul.
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• Drive out fear, so that everyone may work effectively for the company.

• Break down barriers between departments. People in research, design, sales and

production must work as a team, to foresee problems that may be encountered

with the productor service.

• Eliminate slogans, exhortations and targets for the workplace that ask for zero

defects and new levels of productivity. Such exhortations only create adversarial

relationships, as the bulk of the causes of low quality and low productivity belong

to the system andthus Iie beyond the power of the workforce.

• Eliminate work standards (quotes) on the factory floor; substitute leadership

instead - eliminate management by objectives, by numbers, and by numcrical

goals; substitute leadership instead.

• Remove barriers that rob the people in management and in engineering of their

right to pride of workmanship. This means inter alia abolishment of the annual or

merit rating, andof management by objectives

• Institute a vigorous programme ofeducation and self-improvement.

• Put everybody inthe company towork to accomplish the transformation. The

transformation is everybody' sjob (Dale, 2003:54).

These 14 points show that visionary leadership is an antecedent to an organisational

system supporting learning (Foster, 2004). The importance of these artefacts is that it can

provide researchers to better understand quality improvement.

Feigenbaum (cited in Dale 2003:55) describes TQM as an effective system for integrating

quality-development, quality-management, and quality-improvement efforts of the

various groups in an organisation, so as to enable production and service at the most
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economical level, which allows for full customer satisfaction. Like Deming, Feigenbaum

believes that significant quality improvement can only be achieved through participation

of everyone in the workforce, who musthave good understanding of what TQM is trying

to do . Feigenbaum stresses that management should commit themselves to :

• Strengthening thequality improvement process itself

• Making sure that quality improvement becomes a habit.

• Company-wide process. (Ross, 1999; Dale, 2003)

Juran (1993:3) has madeperhaps a greater contribution to the TQM literature. Hedefines

quality as 'fitness for use' The goals of his quality improvement approach are 'increase

conformance and decrease cost of quality' (Juran, 1993:5). The following points

summarise his approach to success with TQM:

• Build awareness of the need and opportunity for improvement.

• Set goals for improvement

• Organize to reach the goals

• Provide training

• Carry out projects to solve problems.

• Report progress and gi ve recognitions

• Communicate results

• Keep score

• Maintain momentum by makingannual improvement partof the regular system.

Basically, the above-mentioned approaches to TQM by Ihe different authors arc not

significantly different. They all boil down to managerial know-how by emphasizing:
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• The importance of TQ M in all working places, whether an industrial or

educat ional sector.

• The need for careful planning and philosophy of company-wide involvement in

quality management

• The n eed for theTQM process as on-going to ensure that organi sations survive by

making use of their resources.

2.5. IMPLEMENTATION OF THE TQM PROCESS

Changing the life-long behav io ur, customs, practices and prejudices of an organisation is

not easy. It needs considerable skills of motivation and persuasion (Dale, 2003).

Meanwhile, ad apting TQM means transforming the organisational culture. The change is

usually view ed as a hostile as sault on the system and challenge peoples' ingrained

beliefs. Implementing TQM in an organisation must, which requires members to figure

out how to make a change portable to those involved in the system. Successful

implementation of TQM rests on a number of key elements or guiding principles, which

need to be fully understood by management (Miller, 1986)

2.5.1. The key elements of T Q M

Despite divergent views on what constitutes TQM, there are a number of key elements or

principles in the various definitions thatmake up the core infonnation of the process.
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2.5.1.1. A clear mission.

Implementation of TQM usually begins with the mission, vision, values and objectives

that form the comer-stones upon which to build for the future. The mission statement

describes the reason for the existence of a company, or organisation or service

(McLaughlin, 1995). According to Oakland (1995), the mission statement will translate

the abstractness of a philosophy into tangible goals that will move the organisation

forward and make it perform to its optimum. The organisation should, therefore, define

its perfonnanee and fulfill its expected standards and requirements. There should be a

clear customer-focused mission statement and functioning process for departments'

translating this statement into tangible outcomes. In the school organisation, the set

standards should focus on the learners' potential development and their ability to solve

real -life problems and not just memorising facts. The school should identify core values

and beliefs and come up with the basicprincipleabout what is important to the school, in

terms of its conduct, social responsibility, and its response to changes in the environment.

A clear mission statement has the following ideas:

• A statement of what the organisation is to achieve;

• The vision of where the organisation is going to be in a stipulated time frame, and

• The guiding principles and shared values that need to be internalised by all

employees (Collard, 1989).
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2.5.1.2. Planning and organisation:

Planning and organisation feature in a number of facets of the improvement process,

including:

• Developing a clear long-term strategy for TQM, which is integrated with

information technology, operations and human resources of the organisation.

• Development of policies through all stages of the organisational hierarchy with

objectives, targets, projects and resources agreed with those responsible for

ensuring that the policies are turned from words into actions.

• Developing prevention-based activities (e.g. mistake-proofing devices).

• Planning the approaches to be taken for the effective use of quality systems.

• Developing the organisation and infrastructure to support the improvement

activities (Schlesinger et. aI., 1983).

The routine educational system is seen as compartmentalised due with regard to planning

of requisite teaching and learning process. Learners are taught traditional content without

focus on skills. But, if higher levels of learners' competence are to be achieved, then

there must be high levels of inter-departmental and cross-departmental planning for

instructional improvement in schools (Oakland, 1995).

2.5.1.3. Commitment and leadership ofthe chiefexecutive officer

Without total and demonstrated commitment of the chiefexecutiveand his/her immediate

executives and other senior managers, nothing much will happen and anything that does
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will not be permanent. They have to take charge personally, lead the process, provide

directions, and exercise transformational leadership (Aguilar, 1988). However, while

some specific actions are required by the top management to giveTQM a focus, it must

be seen as th e style of management and the natural way of operat ing a business or a

service (Dale, 2003). Some of the specific roles played by the topmanagement include:

• Endorsement of the total quality management process.

• Undergoing quality train ing and education.

• Assi sting in development of policies and goals .

• Providing required resources for improvement.

• Providing appreciation and sincere recognition for those who contribute to the

quality mission(Oak la nd, 1995; Legotlo, 1996; Teu, 1997).

2.5.1.4. Customerf ocus

The definition of TQMreflects the perspective that the customer is always right. Even the

quality experts emphasise that quality is what the customer says it is (Robbins, 1997).

This implies that throughout the TQMprocess, the customer must be placed at thecentre.

Customer focus is part of a process that leads to continual improvement in the

organisation and in tum results in customer satisfaction. There are diverse customer

needs, which require an internal strategy that depends upon collective effort of all

stakeholders . The process of customer focus involves :

• Determinationof who the customer is.

• Determination of what attributes of the service or product is most important to the

customer.
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• Arranging the attributes in order of preference indicated bythe customer.

• Determining thecustomer's level of satisfaction with eachof those attributes.

While the customer is the king, education and diplomacy on the part of the producer are

sometimes necessary. It is important to recognise that expectations are constantly

changing. Companies and organisations should strive to maintain quality performance of

life. TQM implies an organisational obsession with meeting and excessive customer

expectations to the extent that customersare delighted. To attainsuch outstanding service

delivery, the organisation continually needs to examine its quality system to see if it is

responsive to ever-changing customer requirements and expectations (Besterfield, 1995)

2.5.1.5. Involvement.

Vital to organisational change is the motivation of the people involved, especially when

TQM is the goal. In order to prepare the people for a change, their understanding of the

transformation and their willingness to take the action must be increased. All available

means from suggestion schemes to various forms of teamwork should be considered for

achieving broad employee interest and participation in the improvement process. In this

regard, management must be prepared to share information, someof their responsibilities

and powers, and loosen their reins. This also involves seeking and listening carefully to

the views ofemployees and acting upon their suggestions (Aguilar, 1988).

Part of the approach to TQM is to ensure that everyone has a clear understanding of what

is required of him or her, how their processes relate to the organisation as a whole and

how their internal customers are dependent upon them. People have to be encouraged to
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control, manage and improve the process, which are within their spheres of

responsibility. (Dale,2003).

However, unwilling and halfhearted involvement does not provide the solid foundation

needed for long-term success. Ideally, everyone must be fully involved. (HofTher et. al .,

1994).

2.5.1.6. Education andtraining

Once people are motivated to take actions they need training and education in what action

to be taken and whento take it. Employees from the top to the bottom ofan organisation

should be provided with the right level and standard of education and training to ensure

that their general awareness and understanding of quality management concepts, skills,

competencies and attitudes are appropriate and suited to the continuous improvement

philosophy. (HofTher et. al.; 1994). The training programme should be viewed as an

investment in developing the ability and knowledge of the people and also helping them

to realise their latentpotentials. Dale (2003:28) states that, "without training it is difficult

to solve problems, and without education behaviour and attitude change will not take

place". Education and training programme must, therefore, focus on self-development

and updating ofemployees.
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2.5.1.7. Teamwork and emp owerment.

Teamwork is one of the key features of involvement and without it difficulties will be

found in gaining commitment and participation of people throughout the organisation.

(Dale, 2003). Teamwork should, therefore, replace old- fashioned hierarchical way of

management. The logic is that, the people closest to a problem or opportunity are in the

best position to make decisions for the improvement of the situation.

Teamwork promotes sound interpersonal relationships, and members are always proud to

take up the responsibili ty to champion specific transformation activities for the

organisation. Creativity and innovation arc direct results of organisations that promote

team work , since decisions are reached through consensus i.e. mutual agreement between

individual s operating in a non-threatening environment (Aguilar, 1988).

Teamwork needs to be practised in a number of forms. Consideration needs to be given to

the operating characteristics of the teams employed, how they fit into the organisational

structure, and the roles of team leader, team member, sponsor and facilitator. Teamwork

means maximising theoutp ut and value of individuals. (Ross, 1999).

2.5.1.8. Us ing lools and techniques to monitor activities.

To support and develop a process of continuous improvement, an organisation will need

to use a selection of tools and techniques within a problem-solving approach
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(Navaratman & O'Connor, 2003). The use of tools and techniques as the means will help

get the process started. The implication is that emp loyees using them feel involved and

that they are making a contribution. In th is regard quality awareness is enhanced,

behaviour and attitude change starts to happen, and projects are brought to a satisfactory

conclusion (Dale, 2003; Ross, 1999).

1.5. / .9. Measurements and feedback

Measurement from baseline needs to be made continually against a series of key result

indicators , both internal and external, in order to provide encouragem ent that things are

getting better (i.e. facts rather than opinion). Ross (1999:) points out that if you do not

track results, it is difficult to learn from your effort.

The indicators used in measurements should be derived from existing measures, external,

competitive and functional benchmarking as well as customer surveys and othermeans of

external inputs. This enab le s progress and feedback to be clearly assessed. From these

measurements, actions and pl ans should be developed to meet object ives and bridge gaps.

In TQM, there are a number of quality assessment tools for measuring performance.
.

Some of them are quantitative, and others are qualitative. The tools include tally charts,

check sheets, benchmarking and flowchart(Greenwood & Guant, 1994).

However, no measure is ever complete or entirely accurate, nor is it possible that the

eventual solution will be optimal to all stakeholders. Instead, quality measurement tools
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only exist to gather information, analyse it, solve problems and assist in making progress

of the process (McLaughlin, 1995).

2.5././O. Focus on communication.

Communication is an on-going process that informs the organisation about the progress

of the improvement effort, changing goals and objectives and other modifications. On

this note sharing favourable experiences, ideas, networking and company-wide review

represent positive feedback. Communication as a behavioural characteristic among staff

members and learners is critical for success and it improves quality (Mclaughlin, 1995).

Quality pioneer Juran (1993) explains that customer needs do not remain static; there is

nothing like permanent list of customer needs. Powerful forces that keep on coming in

diverse directions due to technology and competition set us. These forces create new

customer needs and change the priority of the existing ones". Therefore, communication

in all directions and levels of an organisation must be reinforced to address thechanging

needs and put quality improvement along on track.

2.5././1. Performance appraisal:

Designers of TQM should not forget one important system :- a reward system to

recognise participants' efforts and results. lt is important that both efforts and results are

addressed. Focusing on results only reflect a short-term viewpoint by management, while
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rewarding and celebrating peoples' efforts reflect a long-term viewpoint that produces

results (HofTheret. aI., 1994).

Management must learn to say 'thank you' and recognise that in every organisation

people are the most important resource. The system of performance evaluation in many

companies does not work for TQM. Yet employees' performance can only be improved

through profound knowledge, daily motivation, good supervision and pride in quality

product (Collard, 1989: 170). Good appraisal system serves as a diagnostic tool and

reviews process for development of individuals and teams. It also improves

communication, validate tests and facilitate understanding ofjob duties (Ross, 1999).

Deming (1992) argues that traditional management methods only pin blames of poor

performance on lower level employees rather than focusing on the system for which

upper management is primarily responsible. "Should individual performance recognition

and appraisal be ignored, what, then, can be done to relate individual and group

performance to total quality outcome (Ross, I999)?

2.5. 1_ 12. Continuous improvement

Never-ending improvement is probablythe most powerful concept to guide management

if the organisation is to survive. Stakeholders should ensure that the culture is always

conducive to continuous improvement activity. To maintain a wave of interest in quality,

it is necessary to develop generations of managers who not only understand butare also

dedicated to the pursuitof internal customer needs (Oakland, 1995). According to Qoung
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and Walker (1996), TQM does not rely solely on large planned change but is constantly

seeking improvements in all processes. In other words, TQM is measured in increments

rather than tremendous accomplishment. The concept of continuous improvement is

summarised by the Deming Continuous Improvement Cycle below:

Figure 1.1 Total Quality Implementation - all done with Deming Continuous
Improvement Cycle

Goals
Targets
Strategy

Dangergap:~
Improvement
not implemented

Corrective
action teams

.>
Danger gap:
'Data diarrhoea'
'Information constipation'

Source: (O akland, 1995: 331 ).

Measurement
Tools

/,Danger gap:
~ goals without methods

Major and
Sub processes

Danger gap:
Bureaucracy
No measurements

The concept requiresa systematic approach to quality management that has the following

components:

• Planning the processes and their inputs

• Providing the inputs.

• Operating the process.
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• Evaluating theoutp uts.

• Examining theperformance oftheprocess.

• Modifying the processes and their inputs.

The system must be firmly tied to a continuous assessment of customer needs, and

deepen the flow of ideas on how to make improvements; reduce variation, and generate

greater customer satisfaction. It also requires a high level of commitment and a sense of

personal responsibility in those individuals who are operating the process of assessing

the organisation's needs through measurement techniques to ensure that they have real

evidence at all times and they understand what is happening in a particular process

(Collard, 1989»

The never-ending improvement cycle ensures that the organisation learns from results,

standardises what it does well in documented quality management system, and improves

operating from what it learns. But the emphasis must be on what is done in a planned,

systematic and conscientious way to create a climate that permeates the whole

organisation. Continuous improvement has three basic principles, namely, focusing on

the customer; understanding the process, and making sure that all employees are

committed to quality(Oakland, 1995).
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2.6. IMPORTANCE OF TQM IMPLEMENTATION IN SECONDARY SCHOOLS

The systems for improving and managing quality have evolved rapidly in recent years in

which simple inspection activities have been replaced or supplemented by quality control.

Quality assurance has been developed and refined, and now many companies and

educational institutions world-wide are working towards TQM (Collard, 1989; Dale,

2003). In this international progression, there is the need for all stakeholders of secondary

schools to become full participants in TQM, in order to remain competitive and

productive in the global market.

TQM has been attempted with varying degrees of success. By applying the philosophy

and principles of TQM, many companies and services have improved both

competitiveness and profitability (Ross, 1999). Some of the precepts of TQM

implementation in secondary schools are summarised by the following points below:

• Provision ofbetter services to the learners and the wholestaff.

• The continuous improvement focus ofTQM is a fundamental way of fulfilling the

accountability requirements, which are common to educational reforms.

• Operating a non-fear TQM system with the aim ofcontinuous growth offers more

excitement andchallenge to teachers and learners

• TQM improves the climate of learning and provide culture that is conducive to

performance improve ment (Fitzgerald, 1999)
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2.7 BARRIERS TO IMPLEMENTATION

MANAGEMENT.

OF TOTAL QUALITY

Every system has at least one constraint that is preventing it from making infinite

success. Ross (1999:432) concludes that "there is no choice, either you manage

constraints or they manage you" So, for those institutions and organisations, which want

quality improvement must break downbarriers by involving everyone in the development

process. This section deals with some of the barriers that impede successful

implementation ofTQM which is central to this study.

2.7.1. Strategic barriers:

Strategic barriers occur when management focuses on corporative effort towards a goal

rather than complete customer satisfaction. Combinations of factors contribute to

strategic barriers;

• Lack of vision and purpose

• Inconsistent or unethical values

• Poor leadership

• Reliance on short-term goals

• Lack of control (McLaughlin, 1995:14, Robbins, 1997)
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2.7.2. Structural barriers:

Structural barriers consist of internal and external policies, procedures and regulations

which prevent the realisation of total quality. Such policies and procedures prevent

• Teamwork

• Employee participation

• Customer satisfaction

• Creative problem solving

In most cases, policies and regulations impose rigid control on human ingenuity. If

the above-mentioned issues are not given priority or addressed, total quality

implementation will just fail (Mclaughlin, 1995:14-15).

2.7.3. System barriers

Many organisations have failed to implement TQM because system issues were never

addressed. System barriers are commonwhen a process is permitted to operate outside a

state of statistical control. Systems involve the interaction of people, machines, methods,

materials and measurements with the environment. Systems that produce ineonsistent

service or product will not sat isfy customers. Such systems in tum raise a potential

resistance to quality improvement (Aguilar, 1988, Foster, 2004). A central principle of

total quality is the control of systems through measurements that indicate variations in

performance. Hence, operational employees or managers that internationally permit

faulty product or service violate total quality principle (McLaughlin, 1995:15).
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2.7.4. Social barriers

Social barriers exert a powerful influence on human decision-making. They include

social pressures, peer groups, individual behaviour, role models, and expectations of

performance. Self-image and self-worth formed through group interactions drive the

individual and affect both behaviour and decisions. If leaders perceive that total quality is

of little benefit to them individually, that can have strong effecton the emotional reaction

of the entire group (Juran, 1993).

Employees who see little or no benefitcan also bring 'social warfare' tactics to eliminate

the philosophy of total quality management through peer pressures, deprivation and

threats. Human rather than technical or managerial barriers to change are the most

difficult to surmount. For TQM to succeed, managers and employees must address all

social barriers and develop strategies to install a 'win-win' environment for all members

of the orgasation. A positive method of reducing or eliminating social barriers is to

individualise the benefits gained from accepting TQM (Mclaughlin, 1995:15-16). This

entails recognition of individual performances and celebrating the accomplishments to

boost individual self-worth.

2.7.5. Communication barriers

Communication barriers exist both internally (between employees and managers) and

externally (between organisation and customers). Generally these barriers arise when

management and employees do not communicate effectively. In such a case

communication is not objective, timely, thorough, credible, open, honest, consistent,
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trustworthy and co-ordinated, Information is not regularly or freely exchanged or does

not convey a specific message. Organisational goals, policies, procedures and

expectations arc not clearly communicated. Customers are removed from the

information-gathering cycle. Two-way communication does not become effective.

People's dissatisfaction with lateral and vertical communication creates barriers to

improvement. In effect, communication barriers limit creativity and commitment of

individuals. This finally leaves the customer not served (Dale & Cooper, 1992).

Improving communication begins with examining the transmission, comprehension and

receptivity of the message. This means that the organisation should ensure effectiveness

of communication byapplying the following:

• Providing a benefit for the listener.

• Involving individuals in the information by laying emphasis on the content,

structure, meaning and consistency of the message.

• Obtaining feedback to measure the success of exchange.

By assessing the systems and actively training individuals to achieve successful

information exchange, the communication barrier can be significantly minimised

(Mclaughlin, 1995:16).

2.7.6 . Cultural barriers

'Some of the objections or resistance to change are not based on the merit of the

proposals but on the social consequences. Culture sets the tone of daily human
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interactions and places attention on what is important. Organisations take a number of

years to build up attitudes, beliefs, habits, status and rituals. Therefore, any proposed

change is a potential threat to the stability of the pattern' (Juran, 1988:268). TQM as a

cultural issue challenges the prevailing wisdom of service practices by focusing on the

customer. TQM means attitudes, beliefs and values must be changed and brought to

alignment with expectations . So, if individuals perceive such change as a negative

experience, then the implementation ofTQM meets a great barrier.

Preventing the harsh effect of cultural barriers requires that individua ls' beliefs and needs

be assessed to eliminate the negative attitudes by stressing the positive benefits of the

change (McLaughlin, 1995: 17-18: Ross, 1999: 436).

2.7.7. Lack of qualified and adequate personnel

Capable managers and workers with broad experience and knowledge of various

materials and functions have not been available. Many people have concentrated their

working experience on only one sub-function. The success ofTQM depends upon having

qualified personnel in charge. In most organisations, managers pay little attention to

providing sufficient and qu alified personnel for management. This may result in

incompetence of the organisation. Improved education and cross training of employees

are needed to alleviate the problem (Collard, 1990).

In summary, employees and managers hurdle barriers not only by examining the

consequences of change but also by examining the method used to bring about change as
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well. Successful implementation ofTQM can never be realised until the major barriers to

change are identified and strategies are developed to encounter them (McLaughlin,

1995).

2.8. DEALING WITH BARRIERS TO CHANGE

Several tactics can be helpful in dealing with resistances to TQM implementation.

Generally, they have to do with acknowledging the legitimate barrier and then adopting a

tactic based on it, using effective leadership and employee participation to control it.

Dealing with barriers will always be an art. However, there are common approaches that

provide a methodical way of resolving the barriers. One approach is to identify the

restraining forces and the driving forces for change. This is termed the "force field

analysis" (Juran 1993:76). According to Brager and Holloway (1992) a force-field

analysis is a useful technique to deal with resistance. To use this analysis, the charge

agent should list all positive and negative forces and then determine their strength with

respect to resisting or promoting change, and give them the necessary attention. The

force-field analysis is illustrated by the following table:

Table 1.1. Force fieldanalysis

Driving force

Environmental pressure
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Staff members who may like to be involved Lack of time for workers for TQM

in agency decision making meetings

Successful application ofTQM elsewhere Scepticism of staff members based on poor

performance regarding change

The analysis entails looking at which driving force may be strengthened and which

restraining force should he eliminated. If it appears that the overall driving forces

outweigh the opposing restraining forces, then adapting TQM would be worth pursuing.

It is also important to validate any points of resistance which are legitimate, such as

limited amount of staff time available for meetings. Another approach is to have the

parties clearly stating theirpositions, to identify the exact areas of disagreement, and then

to provide alternatives (Juran & Gryna, 1981).

Bennis and Nannus (1985) state that to address resistance, management should get all

employees on the same side in alignment towards the same goal. Leadership is the

mechanism for this, and specific models known as transformational or visionary

leadership are the mosteffective. This step needs the interventionof the key executives to

demonstrate how improvements can be made. And after that the key players should get

all the employees to participate by persuasion. The three tactics are now combined to

yield a powerful tool for dealing with resistance, and now all stakeholders will make

decisions about various aspects of the process. According to Packard (1989), there are

actually two rationales for employee participation. The more common reason is to

increase commitment to resultant outcomes, as participants will feel a great sense of

ownership in what is decided. The second rationale is that employees have a great deal of
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knowledge and skills relevant to the issue at hand, such as increasing quality, identifying

problems, and improving work proce sses(Vroom & Yelton, cited in Mongae, 2004).

Another technique is to make sure that all stakeholders understand the change to cause

more good than harm, with or without a minimal disruption. In other words the change

must be seen as responding to real- life problems and worth the effort in getting there.

Individuals should believe that there is a dissatisfaction with the present status of an

organisation and, therefore , develop the desirable interest in the proposed change.

Modifying these variables may create conditions favourable for change (Juran, 1988).

The change agent may try to demonstrate how bad things are, or amplify other feelings of

dissatisfaction, and then present a pictureof how TQM could solve current problems.The

organisation as a whole and each person will be j udg ing the prospect of TQM from this

perspective (Beckhard & Harris, 1987).

Juran (1993:75) proposed the following strategies for preventing resistance to change:

• Provide for participation. To do this effectively means that those who are likely to

be affected by the change should be the members of the project team in order to

participate in both diagnosis and remedy. Lack of participation leads to

resentment, which causes great resistance to change.

• Establish the need for the change. This should be done in terms that are important

to the people involved , rather than on the basis of the topic for the change.

• Provide enough time: How longdoes it take the members of a culture to change'

Juran (1993)? This means that there must be enough time to evaluate the impact
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of the change and to find an accommodation with the advocate of the change.

Providing enough time takes many forms, which include starting small, avoiding

surprises and choosing the right timeof the year.

• Keep proposals free of excess baggage. Avoid clustering of proposals with

matters that are not closely concerned with getting results. The risk is thatdebate

will get the mainsubject ofTand shift onto side-issues.

• Work with the recognised leadership of the culture; its members best understand

the culture. Convincing the leadership is a significant step in getting the change

accepted.

• Treat people withdignity.

• Reverse the position. It is useful to get into role-playing to stimulate

understanding of the other person'sposition.

2.9. HOW DO ORGANISATIONS GET STARTED WITH TQM?

No matter how comprehensive or lofty a quality strategy may be, it is not complete until

it is put into action . It is only rhetoric until it has been implemented (Ross, 1995). Once

change has been triggered, the organisation needs to translate enhanced quality awareness

and improvement into effective actions. At this stage management needs to ask questions

like:

• What is our current reality?

• What should wedo? What are the priorities?

• What advice do we need and from whom?

• How quickly should we proceed?
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• Which tools and techniques should we apply and how do we apply them?

• What training do we need?

• What conferences and courses should we attend?

• Should we call ina management consultant and which one?

• How important is quality management system registration?

• How do we embrace our current improvement initiatives under the umbrella of

TQM banner? (Dale, 2003).

If the answers to the above-mentioned questions are not confusing, then TQM can be

initiated in a secondary school without delay. But, if their dilemma is often compounded

not just by lack of knowledge of TQM, but also by lack of experience in managing

organisational change, then, school managers may consult some or all of the under­

mentioned suggestions by Dale (2003) for an effective start ofTQM.

2.9.1. Applying the wisdom of quality management experts:

The knowledge of TQM provided by (Crossby, 1979), (Deming,I992),

(Feigenbaum, I983), (Juran, 1998) and other quality experts are the sensible startingpoint

for any organization, including schools, which wish to introduce TQM.

2.9.2. Applying consultancypackage:

Some organisations are very comfortable with consultants while others are not. A key

part of consultancy is the transfer of knowledge and skills. When the project is complete
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the training and guidance provided by the consultant must remain within the

organization, in order that the process of improvement can progress and develop. The

organisation must understand that the use of consu ltant docs not relieve the senior

management team of its responsibility for TQM. The executive should never allow the

consultant to become 'TQM ch ampion' or the company expert on TQM. The consultant

should only be perceived by the organisation as ' implementation tool' and not initiator of

TQM (Oakland, 1995, Oppenheim & Howard, 1995).

The selection of consultant is also critical, as it may affect the staff perception on TQM.

The factors wh ich should be considered in the selection of the consultants include

personality, presentation style, willingness to help, proposal details, previous published

materials, reputation, exper ience, strategies and training skills of the consultant (Dale,

2003 :72).

2.9.3. Applying framework and models:

A framework or model is usually introduced to present a picture of what is required in

introducing TQM. Theyare the means ofpresenting ideas, concepts, pointers and plans in

a non-perspective manner, and are usually considered to be a 'how to guide' to TQM

introduction and subsequent development. Frameworks are guide to actions and not

things to be followed in a slavish manner. A framework allows the user to choose their

own starting point and course of action and build on gradually on the individual features

and part at a pace that suits their business situation and available resources (Burt, 1993,

Dale & Boaden, 1993).
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2.9.4. Using organisational route map

This approach is to absorb the 'received wisdom' and experiences of other organisations

and extract the ideas, methods, systems and tactics, which are appropriate for the

particular circumstances and business situation of the organisation (Ross, 1999). In this

approach management has to think through the issues and develop for themselves a

vision, objectives, policy and approaches. The senior management would have visited

other organisations with a reputation for being 'center of excellence' to see at first hand

the lessons learned from TQM, and would have become involved in meetings relating to

it with the executives of those organisations (McLaughlin, 1995). When getting started

with a new improvement, it is always beneficial to establish contacts with others who

have a reputation for excellence in systems and products.

Thus , in this section, the point is made that there is no 'right' wayof introducing TQM,

but rather the responsibility of a particular organisation to selectthe approach which best

suits its operating environment and any constraints, which may exist. But, the underlying

fact is that the organisation must accept that the TQM process is a long and arduous

journey, which has no end. Unfortunately, there are no short cuts and no- one has a

monopoly of the best ideas. Once the TQM process has started, the momentum needs to

be maintained,: otherwise, even the gains may be lost (Dale, 2003).
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2.10. CONCLUSION

TQM is a strategy for change in an environment where the accepted paradigms are

subjected to constant challenges. This chapter has focused on the literature review which

cover different aspects of TQM. It has highlighted some definitions of 'quality' and

'TQM' as concepts, and principles or key elements, which organisations should keep in

mind when they implement TQM. The chapter has also examined the roles of senior

managers and all employees and the commitment needed for TQM to be successful. It

has outlined the importance of implementing TQM in secondary schools, some barriers to

implementation strategies, to surmount those barriers, and approaches to get started with

TQM were discussed.
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CHAPTER THREE

METHOD OF INVESTIGAnON

3.1. INTRODUCTION

This chapter briefly explains the method used to conduct the study. It describes the

research instrument used in data collection and the steps taken to ensure the validity and

reliability of the instrument used. The aim of the study as stated in chapter one was to

investigate the views of educators on TQM and how it could be used as a tool to promote

quality education in secondary schools in Eshowe circuit. The purpose of this chapter is

to get greater insight intothe practical aspect of the study.

The research methodology attempts to answer the question on how must the research

should be designed, structured and executed to produce reliable and valid knowledge.

The research technique or instrument is a specific procedure used to collect data

(Weiman & Kruger, 1999).

3.2. RESEARCH DESIGN RE-STATED

The descriptive research design was used for this study. The research design isa specific

plan or procedure which is used to collect data In this study used was made of the

descriptive design , because of the nature of the target population, the purpose of the study

and the focus of the research instrument.

49



3.3. RESEARCH INSTRUMENT

In this empirical study, a questionnaire was employed as the research instrument to

collect data. Weiman and Kruger (1999) state that the questionnaire and individual

interviews are the most common instruments to collect data in survey research. The

questionnaire is the most convenient technique to collect information from respondents

on opinions, beliefs, attitudes and convictions about a topic or issue.

3.3.1 Construction of thequestionnaire

The questionnaire design has the greatest influence on reliability of the data collected. It

is important that great care be taken when designing a questionnaire because an

improperly constructed it can lead respondents to miss the targetand also confuse them

about the desired nature of information required by the researcher. Schuman andPresser

(1981) conducted a valuable research onthe formulation of questions in a questionnaire.

He concluded that a good questionnaire construction is seen as a difficult and time

consuming task, but it is more likely to elicit good response than a poorly constructed

one. In this study, the questionnaire was divided into three sections. Section A consisted

of questions I - 6 which aimed at gathering information about biographical and

demographical background of respondents. Section B consisted of questions 7 - II and

was used to determine the views of educators on TQM in secondary schools. For each

item, the respondents were asked to express their opinions on a 'three or four point Likert

scale'. Section C reflected an open-ended question in which respondents were reqired to
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give their own opinions on how TQM could be used as a tool to obtain quality education

in secondary schools.

3.3.2 Advantages of thequestionnaire

The following advantages were discovered when the questionnaire was used as the

research instrument:

• Ease of application: the application of the questionnaire was very flexible and

adaptable.

• Anonymity of respondents: columns for respondents' names were not given, so,

they had the confidence to express theirviews fully.

• Homogenous stimuli: the stimuli provided were identical since questionnaires

were identical.

3.4. VALIDITY OF THE QUESTIONNAIRE

This section was intended to report on the extent to which the procedures used to

implement the questionnaire in the study succeeded in generating the responses as

indicated in the hypotheses. The validity of the questionnaire was determined on thebasis

of the 'construct validity' . Accord ing to Weiman and Kruger (1999: 138), 'when a

research instrument is used to measure a variable, it must measure that which is supposed

to measure. If it measured something else, it would have led to incorrect conclusions'.

The construct validity was used because it refers to the degree to which a research
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instrument measures the intended construct rather than irrelevant construct The

questionnaire was proven valid because there were no instances of the following being

encountered during the study:

• Acquiescence - the phenomenon where respondents tend to answer 'yes' to items

irrespective of the content of the question.

• Socially desirable responses - the phenomenon where respondents deliberately

provide answers, which they believe are socially acceptable.

• Faking - the phenomenon where respondents distort their response in order to

create the desired expression. This was particularly avoided by multiple-choice

questions.

3.5. RELIABILITY OFTilE QUESTIONNAIRE

The questionnaire was reliable because generalisation could be made from the responses;

for instance, majority of the respondents gave the same answers to particular questions.

This made interpretations and analyses easier. The reliability of the questionnaire was

estimated based on the 'interna l consistency reliability source ', which slates that' a high

degree of generalisability across the items implies a high internal consistency' (Babbies,

1998: 135). In this context, if the respondents perform well on the items of the

questionnaire, then, the chances are that all educators will equally do well on the same

items. According to (Weiman & Kruger, 1999: 145) "to determine the reliability of a

research instrument using the internal consistency method, measurement can be

administered only once to a representative sample".
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3.6 ADMINISTRATION OF THE QUESTIONNAIRE

3.6.1 Pre-testing of the questionnaire

In this study, a pre-testing of the questionnaire was conducted with ten educators, five

Heads of Departments and three Principals who were not included in the main study.

Based on the comments made in this preliminary study, the questionnaire was modified

to be more useful in data collection.

The main purpose of the pilot study was to detect the suitability of the quest ionnaire in

the actu al study, i.e. to find out whether it was user friendly and could be use to provide

the desired information on the research topic. The investigations conducted in the pilot

run provided an opportunity to avoid difficulties and disappointment in the research since

modifications were made at this stage. It also gave clear ideas about when and where to

collect information for the research.

3.6.2. Administration ofthe final instrument

The questionnaire was distributed to ten (1 0) Principals, ten (10) deputy principals,

twenty (20) Heads of Department and forty-eight (48) educators in ten (10) secondary

schools in Eshowe circuit. The total sample was made up of eighty-eight (88)

respondents.
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3.6.3 Covering letter

The covering letter was used to introduce the questionnaire to the respondents. The

purpose was to indicate theaim and importance of the study and to assure respondents of

their confidentiality so as to encourage their participation. The covering letter guaranteed

the anonymity of the respondents and gave them the directions to complete the

questionnaire (Borg &GallI989, Teu, 2002).

3.6.4. Administration procedures

Permission for access to schools was secured from the circuit manager and the school

principals. The researcher distributed the questionnaire personally to respondents in the

selected schools. In each school, respondents were selected as follows: the principal, the

deputy principal, two heads of departments and four or five educators found in the staff

room.

3.7 POPULATION & SAMPLING

3.7.1 Number of schools and respondents

Ten secondary schools in Eshowe circuit were selected to conduct the study. Eighty­

eight questionnaires were distributed in all ten schools. The number of questionnaire

distributed in each school depend on the numberof the educators present at that time but

it was ensured that respondents include all the post levels in the school. The list of

schools and number of respondents areshown in table 3.1
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Table 3.1. Distribution ofthe sample population

Respondents Sample population Percentage (%)

Principals 10 11.4

Deputy principals 10 11.4

Heads ofdepartments 20 22.7

Teachers 48 54.5

Total 88 100

3.7.2 Follow-ups

Since non-response is a major disadvantage of a questionnaire, follow-ups were very

important in maximizing response level. Follow-ups were made personally with

principals of the selected schools. The researcher repeatedly visited the respective

respondents to check and assist in the problem areas in completing the questionnaire.

3.7.3 The resultant sample

Eighty-eight copies of the questionnaire were distributed to respondents in the ten

secondary schools. Seventy-one (81%) completed copies were returned. The high

response rate indicated the importance and effectiveness of follow-ups. Table 3.2 (p. 49)

shows the distribution and response rateofquestionnaire.
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Table 3.2: Response rate

Name of school No. Issued Returned 0/0

Mafunda Sec. 10 8 80

Mavumengwane Sec. 6 6 100

Nomeva Sec. 6 5 83

Uyaya Sec. 10 7 70

Bhamu Sec. 10 9 90

Hhashi Sec. 12 7 58

Manxele Sec. 8 8 100

Gqokinsimbi Sec. 7 5 71

Ndluyesilo Sec. 9 8 89

Nokhalela Sec. 10 8 80

Total 88 71 81
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3.8 CONCLUSION

This chapter outlined the method used to conduct the study and the technique employed

to measure the variables. The scientific research method was used in this study and the

questionnaire was used as a data col1ection instrument. The next chapter provides thedata

analysis and interpretation.
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CHAPTER FOUR

DATAANALYSIS AND INTERPRETATION

4.1. INTRODUCTION

In this study, the content analysis approach was used to analyse the data because it

produces numerical description of data. Data was analysed percentages and recorded in

tables Graphical representations were employed to make reading of data easier. The aim

of the analysis was to help the researcher to provide feedback on the tenability and

untenability of the original formulated research hypotheses.

4.2. BIOGRAPHICAL AND DEMOGRAPHICAL INFORMATION

The main aim of collecting th is section was to present the social and educational

background of respondents since those factors usually affect service delivery. The data

collected was based on gender, age, post level or position, educational qualification,

experience, and location of the respond ents. Table 4.1 (p.59) shows a brief summary of

data collected.
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4.3. I. Age category

According to Table 4.1, three (4.2%) the respondents were below th e age of25 years,

sixty-four (90.2%) were between 25 and 55 years, and only four (5.6%) were over 56

years. From this table obtained, it could be deduced that the majority of the educators

were between the ages of 26 and 55 years. This suggests that most respondents were

mature eno ugh to make their decisions and to provide their own opinions on TQM

without any influence or intimidation byother people.
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Figure 4. 1. Age distribution of respondents
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4.4.2. Gender

Table 4.1 indicated that twenty-four (33.8%) of th e respondents we re males and forty-

four (66.2%) were femal es , this impl ied that female educators dominated male in the

secondary sc hools where the study was conducted . The reason for high percentage of

fema les mi ght be due to th e fact that females were more than mal es in the country.

Another reason might be that males did not like th e teaching profes si on . However, there

a re many male principals th an female principals. T h is might indicate that men occupied

most of th e top positions and women empowerment was either still lacking or receiv ing

littl e attent ion from the de pa rtment. The figure belo w shows clearly the proportions of the

male and fem ale respondents.

D males

IJfemales

Figure 4.2. Gender of respondents

4.4.3. Current position he ld

Table 4. 1 shows that nine ( 12.2%) respondents were principals, nine (12.2%) were

deputy principals, sixteen (22.5%) were heads of department and educators were thirty-

seven (52. 1%). The incl us io n of a large number of educators was justified for the
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assessment of implementation ofTQM in secondary schools. This is the approach that

involves everyone in management process, and improvement does not rely on the

principal only. The follow ing figure shows the di stribution of the va rious post levels of

respondents.
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Figure 4.3: I>istribution of positious of respond ents

4.4.4. Ex perience in current position

Table 4 . 1 indicated that o ut of seventy • one respondents, eleven (3 15.5%) had worked in

the ir current position for 1-5 years, twenty-two (30.9 %) had worked for 6· 10 years,

twenty-six (36.6%) had worked for I' - 15 years, seven (9.8%) had worked for 16- 20

years and five (7.0%) had worked over 20 years '. The results indicated that the majority

(about 85%) of the respondents had more than six years teaching experience. This might

suggest that most teachers were already awa re of the disadvantages of traditional way of

management as well as the advantages of TQM and could therefore provide substantial
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information on TQM as requi red by the resea rcher. The figure below shows the

distribution of teaching or management experience of respondents.
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Figure .4.4. Distribution of experience in current positions of respondents

4.4.5. Location of schoo l

Tab le 4 .\ shows that a number of respondents teaching in rural schoo ls was forty-five

(63 .4%) and the remaining twenty-six (36.6%) were teaching in urban schools. This

showed thai many of the sc hools where questionnaires were distributed were located in

rural areas and few found in the urban areas. The following figure shows the percentage

of the location of schools.
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Figure. 4.5. Proportions of rural and urban schools

4.4 .6. High est qualification of respondents

Table 4.1 shows that out of respondents, eight ( I 1.3%) had diplomas in Education,

thirt y-four (47.9%) had Ba chel ors Degree in Educ ation, ten (14. 1% ) had either Bachel or

of Science or Bachelor o f A rts, fifteen (12.1%) were holders of B.Sc. or B.A. plus Post

Graduate Certificate in Education (P.O.C.E) and four (5.6%) had Masters Degrees. None

of the respondents had Doctorate degree. Fortunately, all the seventy-one respondents

atta ined hi gher educatio na l qualifications to be abl e to have a reasonable amount of

knowledge about TQM, and perhaps their views could be accepted and implemented.

There was no Doctorate Degree recorded. This implied holders of such qualifications

could have either left th e teaching profession or they were promoted to work in the

department offices. Figure 4.6 shows the different qualifications of respondents.
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4.3 EDUCATORS' VIEWS ON TQM

Section B of the questionnaire was intended to el icit information on the views of

ed ucato rs towards TQM and also reveal whether it can be used as a tool to achieve

quality education in seco ndary schools. Each question contained specific information

required by the researche r and such questions were interpreted separately. For the sake

of simplicity, responses on ' Strongly Agree and Agree' were interpreted together as

agreed and those on ' Disagree and Strongly Disagree ' were also merged and interpreted

as d isagreed with a statement.

4.5.1. Item 7. Principles of TQM to improve teaching and learn ing in seco ndary schoo ls

Question 7 was used to determine the views of educator on the princip les of TQM in

re lation to effective teaching and learning. The four-likert scalewas used and respondents
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were expected to indicate the extent to which they agreed or disagreed with thestatement.

Table 4.2 shows the results.

Table 4.2. The responses on the principles ofTQM and effective teaching

Item SA A DA SD

F % F "/0 F ~. F °/0

7.1 A clear distinctive mission/vision 38 54 29 40 2 3 2 3

7.2 Full focus on learner needs 37 52 32 46 1 I I 1

7.3 A strategic plan to achieve the mission 43 60 26 36 2 3 1 1

7.4 Involvement of all levels of people in 43 60 23 33 2 3 3 4

decision making

7.5 Empowerment of staff members 39 55 31 44 1 1 0 0

7.6 Development of teamwork 34 48 30 42 3 4 4 6

Key: SA = strongly agree, A =agree, D =disagree, SD = strongly disagree.

Interpretation of results in table 4.4

Item 7.1. A clear distinctive mission

An observation can be made from table 4.2 that high percentage(94%) of the respondents

agreed that, for secondary schools to be more effective, the management must set up a

clear distinctive mission statement and work towards it. Only 6% of the respondents

disagree with the statement. These positive views of educators towards this principles
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mean that. TQM can successfu lly be implemented in the secondary schools. The figure

below illustrates the perce ntages of respondents,
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F igure.4.7: G ra phical pres entation of the respo nses on.

Item 7.2. Full focus on learner ueeds

Table 4.2 shows that the maj ority of the respondents (98%) agreed that, for the secondary

sch ools to be more effective and improve quali ty of teaching and learning, management

should have a clear foc us o n learner needs. This ind icated that most of the educators had

a strong desire to satisfy the needs of the learners in their respective schools. Only 2% of

the tota l respondents di sagreed with the statement. This migh t be due to lack of

knowled ge about TQM prin ciples. The figure below represents the level of response.

67



60

50
>'!
~ 40

"tll
J!I 30c

"~ 20
&.

10

o
SA A DA SO

Extent 01 agreement

Figure 4.8: The graphical representation of response on item 7.2.

Item 7.3 . A strategic plan to achieve the mission

Table 4 .2 shows that most respondents comprisi ng (96%) agreed that fo r secondary

school to be more effective and improve perfo rmance, a strateg ic planning is very

essentia l. Few responde nts (4%) disagreed with th e idea. The reason might be due to

inadequ ate knowledge o f T Q M. Figure 7.9. Shows the distribution responses.
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Fig. 4.9 Distribution of responseson item 7.3
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Item 7.4: Involvement of eve ryone in the decisio n making process

It could be deduced fro m table 4.2 that, 93% of the respondents agreed that everyone

must be involved in the decision making process in order to im prove performance in

seconda ry schools. Only 7% disagreed with the statement. This mean s that the teachers

support the total partici pat ion of everyone in the school management process. Only 7% of

the respondents disagreed with the idea.
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Fig, 4. JO. Distribution of responses on item 7,4

Item 7.5 Empowermen t of staff members by removing fear

From table 4.2 out of the total respondents, seventy (99%) of them agreed that staff

members need to be em powered and work with out fear so that effective teaching and

quality performance co uld be achieved in secondary schools. T his response suggested

that most educators believed that, if the empowered teams were given the opportunities to

become_experts, this wo u ld generate great excite ment and dedication, and in tum yield
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quality education. Only one (1%) respondent disagreed with the prine iple. A graphical

representation of responses on this item is indicted by figA.11
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Fig. 4.11. Distribution of responses on item 7.5

Item 7.6 Development of teamwork

Most of the respondents (90%) as indicated by table 4.2, are of the view that teamwork is

an important toll for effect ive ness and continuous improvement in se condary schools. It

could be said that TQM cou Id be implemented in se condary schools since teachers agreed

w ith the idea of establishment o f teams. which is one of its principles. FigA.12 shows the

distribution of responses on th is item.
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4.4. VIEWS ON TQM -RELATED CHARACTERISTICS OF THE SCHOOL

Question 8 of the questionnaire wasdesigned to co llect information on how some aspects

o f TQM were operating in the respective schoo ls of the respo ndents. The three-point

likert sc a le was used to solic it the views. Table 4.3 (p. 72) shows the data collected.

Item 8.1. Properly Functioning Teams

From table 4.3, eleven (15%) respondents indicated that there were properly function ing

teams fully operating in the ir schools; thirty-one (44%) said funct ion ing teams were

partially operati ng in their schools whilst twenty-nine (4 1%) indicated that functi oning

team s were not operating at a ll in their schoo ls. The response suggested that, division of

labour in other words sharing responsibilities amo ng teachers; learners and parents were

not give n maximumattent ion in most of the secondary schools.
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Table 4.3. The response on practising TQM to achieve quality education

ITEM Fa PO NO

F % F % F %

8.1 Properly functioning teams II IS 31 44 29 41

8.2 Greater response to community needs 10 14 12 17 49 69

8.3 Leaner development of social and cultural values 26 37 34 48 11 IS

8.4 Good interpersonal relationships without fear 2 3 4 6 65 91

8.5 Improvement of leaning and teaching strategy 30 42 31 44 10 14

8.6 Greater learning satisfaction 21 30 41 58 9 13

8.7 Improved examination pass rate 5 7 7 10 59 83

8.8 Improved progression e.g, into further education or employment. 23 32 33 46 IS 21
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When one compares the responses ' improved examination pass rate' , should clear that

those schools where functioning teamswere either poorly operating o r not operating at all

had low examination pass rate. This means that, TQM is needed to improve quality of

education, since it suggests that, quality improve ment teams sho u ld be put in place for

quality resu lts. Figure 4 .13 shows the distribution of the results clearly
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Fig. 4.13 Distribution of responses on item 8.1

Item 8.2. Greater response to community needs

On this item, ten (14%) respondents made it clear that comm unity needs were their

schoo l's priorities, Twelve ( 12%) respondents indicated that 'response to community

needs' was partially operating in their schools and forty-nine (69%) stated that

community needs were outside their business.

This resul ts it out clear that, mosteducators did not perceive TQM as an important tool to

improve quality education. TQM states that the customer is the king and must be

satisfied. In the schoo l' s organization, the learners and the parents are the customers, and

they al so constitute the community. So, if th e community needs are neglected or
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disregarded, quality ed ucat ion cannot be achieved . Table 4.3and th e figures below show

the gra phical representation of results on this item.
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Fig. 4.1 4. Distri bution of the responses on item 8.2

Item 8 .3. The development of learners' socia l a nd cultu ral va lues

Table 4 .3 shows that twenty-six (93.7%) respondents reported that their schools fully

aimed at developing learners to have good socia l and cultural values. Thirty- fou r (48%)

stated that although the ir schools were trying to develop such learners, it was only

part ially operating. The remaining eleven (15% ) indicated that developing learners to

have good social and cultural values was not operating at all in the ir schools. Based on

the analysis collected, it co uld be said that, genera lly, educators had the opinion that a ll

learne rs should be de ve loped in such a way that they would be soci a lly and culturally

nature in the country because these values greatly determine thei r future. These responses

accord with literature on TQM recorded in chapter two (Cf 2) Below is the graphical

representation of the responses.
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Fig.4.1 5 T he distribution of the responses on item 8.3

Item 8.4 Good interpersonal relationshi ps without fear

On this variable, eight ( I I % ) respondents indicated that good interpersonal relationships

were fu lly operating in th eir schools. Twenty-eight (39%) respondents reported that it

was operat ing partially, and only thirty-two (45 %) respondents indicated that it was not

operat ing at all. These responses endorsed good relationships among employees as

measures of quality. T he few respondents who stated that there were good interpersonal

relationshi ps also stated that their school's examination pass rate had improved.

Item 8.5. Improvements of teaching and learn ing strategies

Accord ing to table 4.3 thirty (42%) respondents indicated that there was improvements of

teaching and learning strategies in their schools . Thirty- one (44%) respondents reported

that th ere was partial im provement of teach ing and learning and strategies and ten (14%)

respo ndents indicated that teaching and learning strategies did no t improve at all in their
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schools. Secondary schools can improve the quality of teaching and learning through

TQM .

Educat io n systems are not stat ic; they always change in order to meet the demands of the

society . So, if seconda ry schools do not change or improve their sty le of teaching and

learning, they can never produce competent cand idates to fit the ever-changing world's

demand. Figure 4.16 illustrates the results on this item .

50
45
40-~ 35

~ 30
S 25
c:
.. 20
~
.. 15
0..

10
5
o

FO PO

Extent of response

D
NO

Fig. 4. I 6. The distribution of responses on item 8.5

Item 8.6 Greater learner satisfactions

Accord ing to table 4. 2 twenty-one (30%) res pondents indicated that greater learner

satisfaction fully operated in their schools. Forty-o ne (58%) respo ndents stated that it was

partiall y operating in their schools and only nine (13%) indicated that this was not

operati ng at all in their schools. Most respondents on this question agree with literature
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on TQ M in that the c ustomer was reported to have experienced satisfaction. TQM

advocates that being loya l to the learners creates custo mer satisfact ion. Figure 4.17 shows

the distribution of responses on this variable.
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Figure 4.17 . The distribution of responses on item 8.6

Item 8.7 Improved exami nation pass rate

On this variable, table 4.3 indicated that only five respondents (7%) reported that their

schoo l exami nation pass rate was improving. Seventeen (24%) respondents stated that

their schools' examinat ion pass rate improved only partial ly and forty-nine (69%)

indicated that there was no improvement as far as examination pass rate was concerned .

These responses suggest tha t educators have to view TQM in a more positive way to

ensure q uality performance in secondary schools.

Item 8.8. Improved progression
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Table 4 .3 and figure 4 .18 showed that twenty-three (32%) respo ndents said progression

of learners into fu rther education or employment improved, thirty-three (47%) reported

that thi s was partially o peration in their schoo ls, and fifteen (2 1%) stated that the

characteristic was not operating at all in their schools. TQM requires a continuous

improvement, it is a life-long process and not for short-term o bjectives such as just

passin g the exams without knowledge and skills of work.
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Figure 4.18. The distribution of responses on item 8.8

4.5. MECHANISM FOR ACHIEVING TQM

Respondents were asked to indicate how they agree or disagree with some mechanisms

that can be used to achieved TQM in secondary sch ools. Table 4.4 (p. 79) gives the data

collected on this issue.
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Table 4.4. The mechanisms for achieving TQM

ITEM SA A D SD

F 0/0 F 0/0 F %, F 0/0

9.1 Total commitment of all stakeholders of school 27 38 38 S4 4 6 2 3

9.2 The prevention of defects rather than detection is required at all levels of management 20 28 45 63 3 4 3 4

9.3 The school is developed through the integration of activities in the school. 23 32 36 51 10 14 2 3

9.4 Strategies ofTQM are communicated to staff members. 40 S6 24 34 S 7 3 4

9.5 Environment is created in which staff and learners are committed to do their best. 51 72 20 28 0 0 0 0

9.6 Continuous measurement and evaluation progress 39 SS 30 42 2 3 0 0

9.7 Recognition and appraisal of performance 28 39 30 42 7 9 6 8
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Item 9.1 Total commitment ofall stakeholders of the school

According to Table 4.4 sixty-fo ur (94%) respondents agreed that total commitment of all

stakeholders is necessary to achieve TQM in schools. Seven (9% ) disagreed with the

stateme nt. This suggeste d that most educators had the view that everyone is required to

be committed and give a full participation to quality matters. This responses clearl y

agrees with the princ iple of TQM that the quality improvem e nt programme should

involve all those who work in an institution. T ota l dedication in service delivery is a

responsibi lity of all sta keholders whether they are institutional managers, parents,

teachers or learners. Holding fast onto total commitment and channeling it into

improvement is an essential aspect of TQM. It can therefore be said that if everyone feel s

part of the quality programme, then, all things will go on at the same pace without any

hindrance. The figure below shows the distribution o f responses on thi s item.

r 60

50

§: 40..
'"J! 30 ,co

20 j..
"~..
n,

10

0

SA A D
=

so
Extentof response

Figure 4.19. Distribution of the responses on item 9.1

Item 9.2. Th e prevention of defects ra t her tha n detection is r e q u ired at all levels of

management
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On this variable, sixty-five (91%) respondents had the view that defects need to be

preve n ted from occurring rather than detected w he n or where, th ey occur. Only six (8%)

respondents disagreed wi th the suggestion. fro m these response s , it should clear that

manag ement and educators should act not react. TQM lays emphasis on prevention, and

not o n ly on correction of problems. The impl ication of these responses is that, barriers to

qual ity teaching and learning have to be ident ified and mechanisms necessary to solve the

probl ems be devised. T his practice obeys the popular saying that, ' prevention is betler

than c ure'. The following figur e illustrates the results.
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Item 9.3. The school develops through the integra tion of act iv it ies
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Table 4.4 indicated that 59 (38%) respondent s agreed and 12 (17%) disagreed that, the

schoo l can only develop or function properly if activities are integrated. The high

percentage of agreem e nt implied the educato rs • belief that activities, subjects or

departments should not be isolated from one another. It means that interdependence of

teams, activities, subj ects and departments is very important in quality management and

that quality achievement does not depend on one person' s performance alone. Educators '

views on this subject do not ditTer from in literature viewed on T Q M recorded in chapter

two. Therefo re, it cou ld be said that, if TQM is given priority in the school, it can be used

to imp rove the quality o f teaching.
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Item 9.4.Strategies ofTQM are communicated to all members

On this item 64 (90%) respondents agreed that in order to achieve TQM in seco ndary

schoo ls, all the strateg ie s of its implementation should be communicated properly to all
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the staff members so that its importance could bc realized at all levels, It will also help

educators to know when and how to carry ou t management p ractices. This response

agrees with the idea only TQM implementation, which states, "q uality awareness

campa ign need to be created before involvement can be successful" Table 4.4 and the

figure be low show the graphical presentation of thc responses.
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Figure 4.22. The dist r ibu tion of results on item 9.4

Item 9.5. Environme n t is created in w hich st a ff and learn ers a re committed to do

According to table 4.4 all the seventy-one respondents (100%) agreed that, TQM in a

schoo l means that the sc hool the teaching and learn ing environment should be cond ucive

to teaching and learn ing so that teachers and learners can do thei r best. It means that

teachers appreciated the ta ct employees and customers shou ld have pride in their

activit ies and products. This can only be seen where the culture of teaching and learning

occurs as a natural seq uence and notas 'do it for the fear of boss' environment.
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Item 9.6. Continuous measurement and evaluation of progress

It could be seen from table 4.4 that on, 69 (97%) respondents had the view that,

continuous measurement and evaluation can be used to initiate TQM in secondary

schools. Only 2 (3%) respondents disagreed with the suggestion. The assenting response

means that performance and progress of the school, for both learners and teachers should

be measured with the appropriate tools so that feedback could be given. If educators

adopted useful mechanisms to assess the learners and not just generalise results, they

would be able to assists learners properly and quality improvement could beobtained.

Item 9.7. Recognition and appraisal of performance

As indicated by table 4.4.fifty-eight (81%) respondents agreed that for TQM to be

implemented in secondary schools, the performance of both educators and learners

should always be recognised and rewarded. Management must learn to say ' thank you'

for acceptable and quality related behaviour. Only thirteen (19%) respondents disagreed

with the statement.The figure below shows the response rateon this item.
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4.6. IMPORTANCE A TTAC HED TO T QM I'RINCIPLES

The respondents were asked to indicate how important some pr in c iples ofTQM we re in

their schools. Table 4. 5 (p.86) shows the data collected on the question. The scale used

was VI = Very Important, FI = fairly Important, N I = Not Important at all.

Item 10. I. Administ r a tio n and Management

From tab le 4.5. thirty -one (44%) respondents indicated tha t administration and

management was a very im portant issue in their schools. Thirty-one (44%) of them said it

is fairly important and only nine (1 3%) indicat ed that teachers were of the view that

effective administratio n and management is the too l, which yields q ua lity education.
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Table 4.5. Results on the Importance attached to TQM principles.

IT EM VI FI NI

F % F % F %

10.1 Administratio n and management 26 37 31 44 9 I3

10.2 Teamwork 9 13 42 59 20 28

10.3 Extra mural programme 25 35 32 45 14 20

10.4 Disciplinary strategies II 15 20 28 40 56

10.5 Training of staff and skilled personnel 13 18 19 27 39 55

10.6 Proper communication between staff and principal 7 9 26 37 38 54
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The school management provides guidance and training to the staff members and

learners. This means that in schools in where administration and management is given

less attention lacks the principles of TQM and appear to be not serious with their work .

The following figure shows how respondents react ed to this item.
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Figure 4.24. Distribution of responses on item 10.1

Item 10.2. Teamwork

As indicated by table 4.5 and figure 4.25, only nine (13%) respondents showed that

teamwork was very im po rtant in their schools. Fo rty-two (59"/0) repl ied that teamwork

was fairl y important in their school affairs, and twenty (28%) said it was not important in

their school management. The literature on TQM requires that the school management

team should manage staffs commitment, which comes primarily through teacher

involvement in the proc ess of problem solving and decisions mak in g in the various action

groups. In order to ach ieve quality education, secondary schools need to replace the old

fashion hierarchical way o f management with teamwork. (Cr. 2.4 . 1.7 )
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Item 10.3 Extra-mural programme

Table 4.5 and fig. 4.26 show that twenty-five (35%). Respondents indicated that extra-

mural acti vities are very important at their schoo ls. Thirty-two (45%) indicated that this

characteristic was fairly functioning in the schoo l whilst fourteen (20 %) said extra-mural

act ivities were not taking place at all in the sch ool. TQM ensures that the learner is

develop in all spheres of life, so the school management should provide the means for

those learners who have ta lents in extra curric ulum-activities to real ize their potential.

TQM ensures equity in education and respect for all. There fo re, secondary school

management teams should provide equal oppo rtunities for all learners. Some school

management teams, which have different a negative attitude towards extra-curriculum-

act iv ities, are not strivi ng towards TQM.
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Item 10.4. Disciplinary stria tegies

It cou ld be noted from table 4.5 and figure 4.27 th at eleven (15% ) o f the respondents said

di sciplinary strategies were very important. Twenty (28%) indicated that, sett ing up

strateg ies for discipline was fairly important and forty (56%) indicated that, the issue was

not important at all in their respective schools. It sho uld clear from the response that, the

management practices in most schools deviated from quality management. TQM

demands that disciplinary strategies should be devised to monitor the conduct of both

learners and teachers. According to TQM, a school where there is no discipline no

service d elivery and performance improved would be hampered.

89



po

60 .

50
11- 40 -
8.
E 30
~

Iii 20
e, 10 j

o D
VI

D
A

Extent of reepcnse

NI

Figure 4.27. Distribution of responses on item 10.4

Item 10.5. T raining of staff and skilled personnel

TQM requires the app licat ion very specific sk ills, knowledge and procedures. Staff

members need to be tra ined and with the information on TQM and also to update their

knowledge . Training is the tool that brings about att itudinal change of employees. On this

question, thirty-nine (55%) respondents indicated that it was fa irly important. The

remaining thirteen (18%) indicated that it was not important at a ll. (C f.2.4.1.6) Table 4.5

and figure 4.28 ind icated the results.
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Item 10.6. Proper communication between staff and principal

From table 4.5 and figA.29 only seven (9%) respondents ind icated that proper

communication between staff and principal was very important at the school. Twenty-six

(37%) wh ich indicated that it was fairly important. The majority of the respondents

(54%) reponed that it was not important at all. Th is responses is in contrast with TQM in

that Total Quality Management entails adequate channels for communication. The

responses seemed to support that most educators need to undergo thorough training on

the process of inter-organisational communicat ion. Communication is an indispensable

characteristic of quality performanceand should be pan of all levels of management and

all facets of organisational functioning. (Cf.2.4. I . 10)
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Table 4.6. The results on the implementation of TQM to improve teaching and learning

TEM SA A D SD

F % f % F % F %

11.1 Provide focus on educational improvement 33 46 37 52 I I 0 0

11.2 Strive to satisfy customers (learners) 37 52 37 52 0 0 0 0

11.3 Encourage staff members to cope with today 's changing environment 48 67 19 27 3 4 I I

11.4 Ensure that all staff members to have documented roles and responsibilities 24 34 14 56 4 6 3 4

11.5 Meet regularly with all stakeholders to identify their requirements 25 35 44 62 I I I I

11.6 Requires a style ofleadership that is characterized by transformational management 28 39 34 47 5 7 4 6

11.7 Ensure that leaders educate, monitor and empower staff members. 40 56 24 34 5 7 3 4

11.8 Require strategic plann ing to achieve set goals 27 38 39 55 3 4 2 3

11.9 Management to shift from autocratic to democratic management. 41 58 30 42 0 0 0 0

11.10 Regularly contact the education policies 28 39 32 45 7 9 4 5

11.11 Understand the importance of providing quality teaching 39 55 29 37 I I 2 3

11.12 Staff members should have a sense of pride and enjoyment, and eliminate fear 32 45 26 37 8 11 5 7

11.13 Acknowledge the involvement ofcommunity for quality improvement 35 49 23 32 7 9 6 8

11.14 Committed to teamwork 15 21 41 58 10 4 5 7

11.15 Have resources base that help them to improve quality 25 35 21 29 14 19 II 15
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The respondents were asked to react to suggested statements, which could be used to

improve teaching and learning in their respective schools. They were expected to show

the extent to which they agree or disagree with the statements. Table 4.6 (p. 92) shows

the results obtained.

Item 11.1. Provide focus on educational improvement

II is noted in the table 4.6 that majority of the respondents (99"/0) agreed that 'focus on

educational improvement is an important tool to improve teaching and learning. Only one

(I %) respondent disagreed with the idea. The prior needs of learners are to improve their

educational standard and the most important aim of the school is to meet learners' needs .

I n order to correlate these two aims, the school must focus on educational improvement.

TQM states that organizations become customer focus to the extent that they exceed

customer expectations.

Item 11.2. Strive to satisfy customers (learners)

As indicated by Table 4.6, all the respondents agreed that if secondary schools want to

use TQM to improve teaching and learning, they should strive to focus on the learner

who is the customerof the school. This response showed educators had a positive attitude

towards TQM, hence, the desire to improve their schools continuously. (Cf.2.4.I.I).

. Item 11.3. Encourage staff members to cope with today's changing environment
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Table 4.6 and the graph in figure 4.30 show that about sixty-eight (95%) agreed that

when im plementing TQM schools, staff members must be encouraged to cope with the

chang ing situations. O nly fou r (5%) responden ts disagreed wi th the statement. The

current position of the wo rld is ever changing and customer needs are also changing in

line with it. At any poin t in time educators sho uld change the ir be liefs, attitudes, and

standards to always cope wi th present ideas .
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Figure 4.30. C raphical representation of results on item 11.3

Item 11.4. Ensure that all sta tT members have d ocumented roles and responsibilities

Table 4 .6 shows that si x ty-four (90%) respondents agreed that in order to usc TQ M to

improve teaching and learning, the school management should m ake sure that a ll staff

members have documen ted roles and responsibi Iities. Only seven (10%) disagreed with

the statement. This response suggested that m ost educators had the view that role

definat ion with accounta bil ity is very importan t in effective m an agement as well as

effective functioning a t work. TQM is a process, which demands involvement of a ll staff

mem bers in the schoo l. But this can only happen ifresponsibil ities are defined and shared
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according to the knowledge and experience of each member. The educators should work

well together and should he comm itted to the wo rk at hand. The figu re below shows the

distribution of the responses.
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Figu re 4.31. Graphical representation of results on item 11.4

Item 11.5. Meet regularly with all stakeholders to identify their requirements.

On thi s variable , sixty-n ine (98%) respondent s ag reed that, if secondary schools want to

use TQM to improve q uality, management mu st meet regularly with the community;

parent s, educators and learners to identify their needs. This means that the importance of

effective communicatio n and consultation sho uld be overloo ke d in TQM. Decis ion

should not be taken w ithout consultation of people who would benefit from it. Regular

meeting between management and staff, and the school community as a whole, plays a

major role in creating common understandin g and collaboration. The responses also

responses also suggest a sta te ofwillingness to engaged in collaborative planning with all

stakeho lders. Only two (2%) respondents disagreed with the statement. Table 4.6 shows

the distribution of respo nses .
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Item 11.6. Requires a particular style of leadership that is characterized by

transformational management.

From Tabl e 4.6, it could be seen that sixty-two (86%) respondents endorsed that a

transformational leadership as an important tool ofTQM. Only nine (14%) respondents

disagreed with the statement. Quality management drives out fear and does not threaten

supportive teams to develop new methods. In TQM leaders lead by ex ample and listen to

the frontline stafT. By so doin g they are able to convin ce other educators of continuous

improvement. According to the response, the perception of educator on this item showed

that educators supported TQM principles. Figure 4.32 shows the graphical representation

of the results.
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Figure 4.32. Graphical representation of results on item 11.6

Item 11.7. Ensure that leaders educate, monitor, and empower staff members as a

way of job satisfaction
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As indicated by Table 4 .6 and figure 4.33, six ty- four (90%) respondents agreed that for

TQM to be effective, leaders should lead by educating, monitoring and empowering their

subord inates. It could be deduced from the responses that teachers and management

should be people-friendly, and create a healthy working climate. Very few respondents,

seven (10%) disagreed w ith the statement.
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Figure 4.33. Graphical representation of results on item 11.7

Item 11.8. Require a strategic planning to achieve the set goals

The majority of the re spondents (93%) agreed that planning is very necessary when

implementing TQM in schools. The schoo l management has to plan the objectives and

establishes performance measure to control productivity of the school. According to

TQM principles, plann in g is a continuous process. Many orga n isations fail to promote

quality due to lack of knowledge in continuou s planning. Others may be able to plan

throu gh out the management process but might not be able to alte r their plans in response

to changin g circumstances. Therefore, school m anagement teams need a good deal of
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knowledge about learni ng with TQM in order to improve teach ing and learning. Figure

4.34 and table 4.6 show s the results of this item.
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Figure 4.34. Graphical representation of results on item 11.8

11.9. Management to shift from autocratic to democratic management

I t shows clear from table 4.6 that all the seventy-one (100"10) respondents regarded the

autocratic way of the lead ership to embrace the democratic sty le. The introduction of

democracy in South Africa in 1994, presented a supreme model for democratic decision

making which would contribute to educational transformation by way of participation of

learne rs and teachers. TQM presupposes the role of the manager as one offaci litating and

motivating learning an d teaching events and not a singular source of all the knowledge.

Everybody in the school' s community should have a say and the views of each person

should be respected. T he responses suggest that educators have the view that democracy

promote total commitment and yield quality resu Its.
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Item 11.10 regularly consult the Educatiou policies

Table 4.6 indicates that sixty (84%) respondents agreed that one way of achieving TQM

is to consult the education policies regularly. This consultation would make sure that the

school's policies and its plans are in line with that of the department of education. Eleven

(16%) respondents disagreed with the statement.
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Figure 4.35. Graphical representation of results on item 11.10

Item 11.11. Understand the importance of providing quality teaching

From table 4.6, sixty-eight (96%) respondents agreed that, for a TQM implementation to

be successful, educators should understand why they should provide quality teaching.

This knowledge would motivate them to do their best. Some educators have the view that

teaching is a career in which they get their life support and never consider the future of

the learners. This idea is in contrast with TQM. The main aim of introducing TQM in

schools is to produce more competent citizens. Only three (4%) respondents disagreed

with the statement. Figure 4.36 shows the graphical representation of the responses.
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Figure 4.36. Graphical representation of results on item 11.11

Item 11.12. Staff members should have a sense of pride and enjoyment, and

eliminate fear

It is shown in Table 4 .6 that fi fty-eight (82%) respondents agreed that, in order to

implement TQM very successfu lly, stafT members should have pride and enjoyment and

eliminate fear. Thirteen (18%) respondents disagreed with the statement. The responses

indicate that management should avoid threats, en courage transformation and recognise

the ta lents and expert ise which teachers and learners acquired through their experiences.

Educators must be g ive n credit for what they have been able to achieve. Figure 4.37

shows the graphical re presentation of the results.
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Figure 4.37. Graphical representation of results on item 11.12

Item 11.13. Acknowledgment the involvement of community members in quality

improvement

Table 4 .6 and figure 4 .38 show that fifly-eight(82%) of the respondents agreed with the

statement that for TQM to function very well in a secondary school, it must as well

involve the community members in plannin g and also acknowledge their involvement if

they voluntarily want to help. In fact. TQM is a ph ilosophy, wh ic h requires involvement

of all in the management process. Thirteen (18%) respondents disagreed with statement.

Figure 4 .38 shows the distribution ofthe responses.
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Fig ure 4.38. Graphical representation of results on item 11.13

Item 11.14. Committed to teamwork

Table 4.6 indicates that, fifty-six (79%) agreed that if seco ndary schools are really

committed to teamwork , they could definite ly use TQM to improve teaching and

learni ng. It could be said that, thework of transformation comes from understanding the

system of new structures from the foundation upwards so that everyone could have a

responsibility to play. Fifteen (21%) respondents disagreed w ith the suggestion. The

figure below shows the graphical representation.
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Figure 4.39. Graphical representation of results on item 11.14
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Item 11.1 5. Have resources base that help th em to improve quality

Table 4.6 indicates that, forty-six (65%) respondents agreed that resources are very

important in achieving TQM in secondary schools. These responses suggest that

allocat ion of resources should be attended to quality process ca nnot be implement

witho ut resources. The resources change the abs tractness of the process into reality o r

tangib le outcomes. Twe nty-five respondents (29%) indicated that TQM could still be

used to improve teachin g and learning even though there were no resources. The

following figure shows the graphical presentation or the response on th is item.
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Figure 4.40. Gra phica l representation of results on item 11.15

4.7 GENERAL COM M ENT ON TQM

Genera lly, the respondents agreed on the princip les of TQM as an approach to improve

qual ity of teaching and lea rning in section B of the questionnaire . But in section C they

gave d iverse opinions o n what is really happening in the secondary schoo ls as far as

TQM is concern, Majority of the respondents ind icated that TQM is only discussed at
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staff meetings but never been implemented due to lack of comm itme nt. This con firmed

the assumption that ed uc ato rs view TQM as a theory rather than a practical continuous

improvement process. M ost of theeducators indicated that TQM is a tool to improve the

quali ty o f teaching and learning if only it is implemented by sk illed personnel, and with

sufficient equipments and favourable infrastructure. This response also confirmed the

second assumption of the stu dy in that lack of management ski lis and techniques hinder

the implementation of T Q M in secondary schoo ls .

4.8 CO NCLUSION

This chapter provided the analysis and interpretation of the empirical investigation

cond ucted to determin e educators' views on TQM and how it co u ld be used to improve

teaching and learning in secondary schoo ls. The responses demonstrated that, TQM can

motivate educators to work, improve emp loyee commitment, produce quality

performance and increase learners achievement throu gh teamwork, e mpowerment, staff

training, proper comm u nica tion and total invo lvement of all members in the school

organisation.

The next chapter gives the summary, find ings and recommendations of the study.
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CHAPTE R FIVE

SUMMARYOF THE FINDINGS, CONCLUSION AND

RECOMMENDATIONS

5.1 INTRODUCTION

The purpo se of this chapter is to give a summary of the findings o n literature review and

empirical investigation. It further covers recommendati ons to which seconda ry schools will

need to give particular attent io n in the future.

5.2 SUMMARY OF TII E STUDY

The study focused on th e topic, "Educators' views on Total Quality Management" in

secondary schools in Esho we Circuit. The following findin gs were made in the study.

5.2 .1 Theoritical findings

5.2.1.1 TQM as a quality management 1001and its philosophy.

Literature demonstrates that TQM is an approa ch or tool that hel p educators as

professional s to cope wit h today' s changing environment. It can provid e the focus for

ed uca tiona l improvement. It is an organisation- wi de effort 10 ach ieve quality. TQM is
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rooted in philosophy about qual ity which involves everyone in th e quest for quality

education . It requires a com m itment from management for quality in itiatives to succeed. It

requires dedication of a ll m embers in quality matters. It requires a particular style of

leadersh ip whi ch is characte rised as transformational management.

5.2.1.2. Th e role ofthe school management in implementing quality education.

This study reveals that commitment to the quality culture is imperative for school

management. This means , amongst other things, that school management can do, they have

to meet the customer requirements or needs. Management has to plan and organize school

activities and work with sta ff towards the ach ievement of same goal. The school

management is a fac ilitat ive mechanism which provide the means to achieve the goa ls of

the school. School managementmeet regularly with staff to define their req ui rements in the

teaching pro fession. Schoo l management has to adopt practices th e principles of total

quality management in o rde r to succed its responsibil ity as a change agent. It has to pro vide

teachers with the coaching that they need to improve quality of ed ucat ion. It has to ensure

that the intuitional mission th at has been conceived o f is implemented .

5.2.J.3.Barriers or challenges in the implementation ofthis tool.

There are barriers that impede successful implementation of TQM. The following barri ers

have been identified in th is stu dy:
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• Social barriers exert a powerful influence on human dec is ion - making. Self­

image and self- worth fonned through gro up interactions d rive the individuals and

a ffect both behaviour and decisions. Human rather than technical or managerial

barriers to change a re the most difficu lt to surmount. Fo r TQM to succeed,

managers and em ployees must address a ll social barriers and develop strategies to

install a win- win spirit for all members of the organisation.

• Communication barriers exist both internall y (between employees and managers)

a nd externally (between organisation and customers). These barriers arise when

management and employees do not communicate effect ively. People' s

d issatisfaction with lateral and vertical communication creates barriers to

im provement Improving communication begins with exam ining transmission,

comprehension and reception of the message. It entai ls creating common

understanding of what need to be done , why and how.

• Structural barriers consist of internal a nd external policies. procedures and

regulations which prevent the rea lisatio n of total qual ity. Such policies and

procedures prevent teamwork, employee participation, cust omer sati sfaction and

c reative problem solving.

• Strategic barriers o cc ur when management focuses on corpo rative effort towards a

goal rather than complete customer satisfaction. Factors which constitute to
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strategic barriers include lack of vision and purpose, inconsistent or unethical

values, poor leadership and reliance on short- term goals.

5.2.1.4. Applicability "fTQM to managementofleachinXand learning.

TQM focuses on managmg quality with regard to programme planning delivery and

evaluation. It has to do with creating teaching and learning environment. It underscores the

importance of teamwork in schools.

5.3 FINDINGS ONEMPIRICAL INVESTIGATION

5.3.1. Affirmation ofTQM philosophy by educators as a guideto quality achievement.

Positive views of educators towards this principle mean that TQM has a chance of being

implemented in the secondary schools. Management have a clear focus on learner needs, to

be more effective and improve quality of teaching and learning. For secondary school to be

more effective and improve performance, strategic planning is very essential. Educators are

involved in the decision- making process in order to improve performance. They show

support for participation ofeveryone in the school management process.

5.3.2. TQM relatedcharacteristics of school
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The schoo ls have relevant funct ional management team . Division of labour and sharing of

responsibilities among teache rs. learners and parents are given a good deal of attention in

schools.

Educators made it clear that com munity needs were their schools priorities. According to

TQM the customer comes first and must be satisfi ed . In schools organ isation the learners

and the parents are regarded the customersand the cl ient community .

Educators indicated that good inter-personal relationships were fully operating In their

schools. This could impac t positively on teac hing and learning in their schools.

5.3 .3. Mechanism used to achieve quality to build o n for TQM

Commitment of all stake ho lders was endorsed by educators. They had the view that

everyone is required to g ive a full attention to qual ity matters. Total dedication to service

delivery is a responsibility of all stakeholders, whether they arc institutional managers,

parents, teachers or learners. Prevention of defects rather than detection is required at all

levels of management.

TQM lays emphasis on prevention, and not only on correction o f probl ems. Barriers to

qual ity teaching and learning were identified and mechanisms necessary to solve the

problems were devised.

The school develops thro ugh the integration of activities. Interdependence of teams,

activities, subjects and departments are very important in quality achieve ment. This means

that quality work does not depend on one persons' perform ance alone. There are

indi cations that educators are recaptive to mechanism for quality enhancement. Such as
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communication and evaluation of programme made. Recognition and appraisal of

performance have also bee n en dorsedas appropriate for use on schoo l sta ll

5.3.4. Adherence to TQM principles

The educa tors embraced tea mwork as an esse ntia l tool which enta iIs encouragement and

involvement of educators in decision mak ing. It embraced extra-mural activities as

funct ioning tool. It encourages development of learners throug h hol istic approach. It

encourages the good co nd uct of learners and teachers, training learni ng about work

including T QM. Educators endorse a holistic development of learners wh ich is achievable,

amongst other things, through a planned programme of extra-mural activities.

Ed ucators embraced that di sc iplin ary strateg ies should be devised to monitor the conduct of

both learners and teachers. Staff members are trained with the informat ion on TQM to

update their knowledge.
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5.4 RECOMMENDATIONS

5.4. 1. Recommendation I

There should be enough cooperation on school work before TQM could be

implemented.

All role-players, parents, educators, learners and education office rs need to work together

to provide for quality education in the schools. Each role player needs to be acquainted

with TQM principles and principles. The school management team has to take initiative to

arrange discussion sessio n on TQM. Use could al so be made of specialist in learnin g

discussion. The role -pla ye rs should work togethe r as a team. This will help in planning,

and consolidation of suggestion will be accepted which will lead to a continuous

improvement.

5.4.2. Recommendation 2

The individual educators should upgrade themselves in line with the changing world.

No education system can operate and thrive in isolation. There is also much to learn from

practices in the industria l sector where TQM has its origin, various sources of information

co uld be used by educato rs to learn about TQM and its uses. Planned workshops could help

to introd uce role players to vari ous elements of TQ M .

5.4.3. Re commendation 3

The need for principals to take the lead in implementing TQM paradigm.
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Although TQM means involvement of everyone, it is helpful to establish TQM steering

co mmittee or quality council type of unit to oversee and manage the quality improvement

process. The typical role of such a group would be to :

• Agree on plans, se t goa ls. provides and manages resources.

• Monitor quality in e nhancement processes

• Determine action to be taken

• Create an environm e nt, which is conductive to continuous improvement.

• Facil itate teamwork.

• Ensu re that firm foundations are laid down.

• Identify impediment s to progress.

5.4.4. Recommendation 4

The quality policy of the school 10 be publicised and understood by all members of the

school organisation.

A sound quality policy, togethe r with the schoo l facilities to put it into effect, is a

fund amental requirement, if a school is to begin to implement TQM . The school should

de velop a nd state its polic y on quality. The content o f the policy sho u ld be made known to

all employees. The preparation and implementat ion of a carefu lly thought-out quality

policy, with continuous monitoring, make for improved service delivery minimise errors

and reduce waste.
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5.5 CONCLUSSIO~

In conclusion, the findi ngs reported in this research provide strong support for adopt ing

TQM in secondary schoo ls in order to achieve qu a lity education. TQM is a strategy for

change in an educational e nvironment. It is concerned with developi ng an organisational

cu lture in which peo ple are able to meet new challenges and iden tify opportunities for

change

Fro m the findings of the study, it can be concl uded that, quality management and

improvem e nt are the responsibility of the school personnel. But the heads had to adopt the

culture of quality, lead th e drive for improve ment and be involved in all stages of the

process.' Employees sho uld be trained and encouraged to prevent de fects and improve

quality. Qual ity professional s should educate other managers in TQ M techniques and

concentrate on improving the methods of defect prevention. Schools principals and

ed ucators mu st focus on th e educational needs of th e learners and m easures to bring about

qu ality education.
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Appendix A: Permission Letter

P. O.Box 1113

Eshowe

3815

13 June 2006

The CircuitManager .r

Department ofEducation

Eshowe

Dear Sir,

APPLICATION FOR PERMISSION TO CONDUCT A RESEARCH

This letter serves to request thatI, Mrs. L. T. Magwaza, a registered student of the M.Ed.

programme in Education Management at the University of Zululand be afforded the full

cooperation ofsecondary schools of your circuit in completion ofmy research project.

TI;1is research project is a partial fulfillment of my Masters Degree in Education

Management and revolves around "Educators' views on Total Quality Management in

Secondary Schools under Eshowe Circuit". I require a permission to distribute research

questionnaire to Educators in your Circuit, and your assistance in this regard will

contribute to the successful completion of this project.

Your cooperation will be highly appreciated

~~::.~
(Mrs. L. T. Magwaza).
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Appendix B: Letter granting permission

PROVINCE OF KWA ZULU·NATAL
ISIFUNDAZWE SAKWA ZULU·NATALI
PROVINSIE KWA ZULU-NATAL

DEPARTMENT OF EDU,CATION
UMNYANGO WEMFUNDO
DEPARTEMENT VAN ONDERWYS

T.I.phone : 035-4744681
FIX : 035·4745592
Private Bag 533
ESHOWE
3880

874 Umsontl Road
King Dinuzulu Township
ESHOWE
3815

ESHQWI; 'CIRCUIT ...-'.

Enquiries: M SMpungose
Imibuzo:
Navrae:

Mrs LT Magwaza
POBox 1113
Eshowe
3815

Dear Madam

Date: 19/06/2006
Usuku:
Datum;

Reference:
Inkomba:
Verwysirig:

r »... _0- __ r.
ftU:; -36- 19

*'

APPLICATION FOR PERMISSION TO CONDUCT AN EDUCATIONAL RESEARCH AT
VULlNGQONDO WARD.

1. The above matter refers

2. This letter serves to respond to your request with regard to the above
named matter dated 13 June 2006

3. This office has no objection to you conducting this research as long as it will
improve your knowledge of education and assist the school managers in the
ward to improve management skill.
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AppendixC

Questionnaire to conduct a research

Dear collegue; this questionnaire is part of my research project to partially fulfill my
Masters Degree Programme in Education Management at the University of
Zululand. I humbly request that you provide the correct information needed to help
me successfully complete this project

Section A

Personal information

Make a cross (x) next to your choice.

I. Age category (years):

1.1 Below 25
1.2 26-35
I.3 36-45
1.4 46-55
1.5 56 and above

2. Gender

[fEMale
2.2 Female

3. Current position

I I

3.1 Principal
Deputy principal
Head ofDepartment
Educator
Other, specify.........
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4. Experience in current position

4.1 1 -5 years
4.2 6 - 10 years
4.3 11-15years
4.4 16 -20 years
4.5 21 and above

5. Location of the secondary school

5.1 Rural
5.2 Urban
5.3 Other, please specify .. . ....... ...

.. .. .. .. .. .. .. .. .... .. .. .. ... . .. .. .. .. .. .. .. .. .. .. .. .. .. .. .. .. .. .. .. ...

6. Highest Qualification

6.1 Diploma
6.2 First Degree
6.3 Honors Degree
6.4 Masters Degree
6.5 Doctorate Degree
6.6 Other, please specify.......... .

.... ........ .. ...... ...... ...... .. . .. .. .. ...... .. .... ........ .. .. .. ..
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Section B

Use the scale provided to express your views on each of the items listed, by making
a cross (x) in the appropriate block.

7. For a secondary school to be more effective and improve teaching and
learning, the climate requires:

Strongly Agree Disagree Strongly
Agree Disagree

7.1 A clear distinctive m ission/vision
7.2 Full focus on learner needs
7.3 A strategic plan to achievethe mission
7.4 Involvement of all levels of people

(teachers, parents learners, etc) in dec ision
making

7.5 Empowerment of staff members by
removing fear

7.6 Development of team work

8. Please indicate how the following characteristics are operating in your school

Fully Parti ally Not
operating operating operating at

all
8.1 Properly functioning teams

8.2 Greater response to community needs
8.3 Learner development of social and

cultural values
8.4 Good interpersona l relationships without

fear
8.5 Improvement of learning and teaching

strategy
8.6 Greater learner satisfaction
8.7 Improved examination passrate
8.8 Improved progression. E.g. Into further

education or employment.
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9. Please indicate whether the following options can be used to achieve Total
Quality Management in your school.

Strongly Agree Disagree Strongly
Agree Disagree

9.1 Total commitment of all stakeholders of the
school

9.2 The prevention of defects rather than detection is
required at all levels of management

9.3 The school is develop through the integration
activities in theschool

9.4 Strategies ofTQM are communicated to all staff
members.

9.5 Environment is created in which staff and
learners are committed todo their best

9.6 Continuous measurement and evaluation of
progress

9.7 Recognition and appraisal of performance

10. Please indicate how important are the following in your school

Very Fairly Not important
important important at all

10.1 Administration and management
10.2 Teamwork
10.3 Extra-mural programme
lOA Disciplinary strategies
10.5 Training ofstaff and skilled personnel
10.6 Proper communication between staff

and principal
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11. In order to use Total quality Management as tool to improve teaching and
learning, secondary schools should:

Strongly Agree Disagree Strongly
Agree Disagree

11.1 Provide focus on educational
improvement

11.2 Strive to satisfy customers (learners)
11.3 Encourage staff members to cope with

todav's changing environment.
11.4 Ensure that, all staff members to have

documented roles and responsibility
11.5 Meet regularly with all stakeholders to

identify their requirements
11.6 Requires a particular style of leadership

that is characterized by transformational
management

11.7 Ensure that, leaders educate, monitor and
empower staff members as way of
creating job satisfaction

11.8 Require strategic planning to achieve set
goals

11.9 Management to shift from autocratic to
democratic management.

11.10 Regularlyconsult the education policies.
ILl I Understand the importance of providing

quality teaching.
ILl2 Staff members should have a sense of

pride andenjoyment, and eliminate fear.
ILl3 Acknowledge the involvement of

community for Quality improvement
11.14 Committed to teamwork
ILl5 Have resources base that help them to

improve quality.
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Section C: Comments

12. Please give your opinion on how Total Quality Management can be used as a
tool to improve quality ofteaching and learning in your school
...............................................................................................................
· ..
· ..

· .
.. .... .. .. .. .. .. .. .... .. ..... . .. .. ...... . .. .. .. .... .... .. .. ... .. .. .. ... .. .. ... ..... ... ... .... ... . .

.. ... .. .. .. .. .. .......... ................ ........... ... .............. .

· .
.......... .. .......... .. .. ...... ......... . ............ .. .. .............. .

THANKS FOR YOUR COOPERATION.
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