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ABSTRACT
In order for an educational institution to utilize
Total Quality Management as a tool for improving effectiveness, the
culture of the college must foster a belief in change and a focus on
the customer. A disciplined approach to planning and a commitment to
the concept of Continuous Improvement (CI) are also required.
Concerning acceptance of change, colleges must recognize that just as
the needs of students change, so too must the college change to meet
those needs. With respect to a focus on clients, colleges must
recognize that failing to focus on customers can put a college out of
business. Lacking competition for clients, geographically isolated
colleges must make a special effort to focus on customer needs. A
disciplined approach to planning includes developing a vision of the
college covering a 3- to 5-year period. Following development of a
vision, a planning group can begin formulating a plan for the
college. This group should develop a concise mission statement, a set
of institutional values, and a list of critical processes which the
college utilizes to achieve its purpose. Using one of seven
management planning tools, the critical processes can then be reduced
to "breakthrough" objectives which the institution will include as
part of the college plan. Finally, colleges must adapt the CI
concept, which assumes that no matter how well a college is meeting
the needs of its customers, there is always room for improvement.
E....tensive flow charts, illustrations, and tables are included.
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In these times of ever-increasing competition, accountability, and reduced
financial resources, it is becoming increasingly difficult for institutions of higher

learning to be able to effectively meet the needs of their customers. This point has
raised the issue of "how does a college become more effective?' The answer can be

found in the business and industry community. It is Total Quality Management
(TQM) and Continuous Improvement (CI).
It is important to note that of all the college moving in this direction, not
many are doing it solely due to a realization that TQM and CI can help them

become more effective. The driving force in this movement may be directives
from state agencies, requirements from accreditation bodies, pressure from
government units, as well as shrinking resources and a reduction in customers.
Regardless of reason, before an institution of higher learning can begin to move in
this direction, it must be willing to make a commitment. This commitment is more
than just handing out books by Dr. Deming or teaching statistical process control

classes; it is a commitment to begin a journey that has no end, a commitment to the

customers, a commitment to the future of the institution. This commitment
includes four items: acceptance that change is required in the culture of the college;
a belief that the focus of the college must be on the customer; a disciplined

approach to planning; and a priority on Continuous Improvement.
No longer can educational institutions just "get by" because they have had a
long history. This list of organizations who have fallen by the wayside because

they were not effective in meeting the needs of their customers is long. In these
times of increased competition, educational institutions must be prepared to go

head-t head with in-house training programs by business and industry,
consultants, and private "educational" organizations. The needs of customers are
changing, and so must the educational institutions if they wish to compete for them.

Acceptance that change is required.
Many institutions claim to want to move towards a TQM environment, but
are unwilling to make this move at the expense of changing the entire culture of the
college. This is a problem that has its roots firmly embedded in a belief that the
college has done well for many years, so why should anyone want to change it.
This is a typical "status -quo" institution, one in which the philosophy is, "if it ain't

broken, don't fix it". Unfortunately, this philosophy runs counter to the very idea of
institutional (.:ffectiveness, for effectiveness means meeting and exceeding the needs
of the customers of the college. The needs of customers change, and so must the
college if it is to be able to meet them. It will not be a plus to be the best at what
your institution does if you do not have any customers for your service. This is not
an unreasonable scenario. Without adapting to the technology advances we have
seen in this country in the past 30 years, we would all still be teaching typing on

manual typewriters.
Competition for customers is increasing, even in the field of education. To
attract the customers needed to keep an educational institution in business, it must

figure out ways to meet the needs of those customers.

Focus on the customer.
The concept of customer focus is known to be the one way for an

organization to stay in business. This is one of those "common-sense" issues.
Business and industry have proved this time and time again. If a company does
not look to the needs of its customers, it will soon not have any customers, and
then it will be on its way out of business. This scenario can hold true for
educational institutions as welL The only difference is that in many situations, the
college in a given geographic area may have no direct competition. When this
happens, it can be difficult for the college to keep the priority on the customer
focus.

Key to having a customer focus is the Ai lity to identify who the customers
of a college are. The easiest definition of a customer is the one who receives the

product or service output of the organization. The one who provides the product or
service is the vendor. Contrary to what we would all like to believe, there are no
teachers, administrators, staff, or support personnel; there are only customers and

vendors. When customer identification is brought down to basics, keeping the
focus becomes far easier.

A disciplined approach to planning.
No longer can educational institutions just "get by" because they have a long

and glorious history. The regulatory demands on colleges and the needs of
customers are changing, and so must the institutions. The ability to adapt and be
flexible to the customer must revolve around a sound, comprehensive long-range
plan for the future. The plan is developed through a process known by a variety of
names; Policy Deployment, the Hoshin Planning Process, or more suitably,
common sense. The process is a key element in an overall program of Total
Quality in education, and uses specific process planning tools.
Planning, to be effective, must be centered on the vision of the college. The
vision would normally be developed by the senior management person of the
college, and articulated by a group or committee charged with this task. This vision
should reflect a picture of what the college would like to look like in the next 3-5
years. The vision becomes the basis for the plan.
Once a vision for the college has been established, the planning group
begins the actual process of developing a plan of how to move towards the vision.

To do this, it is important to define several things. First, the purpose or mission of
the college. Educational institutions have a tendency to write lengthy mission
statements, encompassing everything that can he thought of. However, this does
not lead to effectiveness; this leads to confusion. The mission stk.tement of a
college should be short, concise, but clearly state what the mission is. This can be
done in less than 10 words. Examples might include to provide training and
education for employment, or to create an environment for life-long learning.
These statements are short, but to the point. This is what a mission statement
should be. It does not need to be a shopping list of every agenda item on the
college's things to do list. Short, concise, less than 10 words.
Second, the planning group needs to develop a list of the values of the
college. These values are what the college is all about, what it believes is important.
These values could typically be quality instruction, meeting the needs of a diverse
community, developing a strong economic base, improving the quality of life in the

community, life -long learning opportunities, affirmative action and equal
opportunities, or providing educational job links to the business community.
These values become part of the overall planning process, for they help give
direction to the college.

The next step is to look at the processes the college uses to achieve it

purpose. These processes should be limited to only the major or critical processes.
This usually results in a list of only 7 or 8 items. The development of the critical
processes of the college is done by the same planning group that has been working
on the previous components of the planning process, for continuity of the planning
process is extremely desirable. When the critical processes are developed, the
planning group should then compose a list of who the customers of the college an,
as well as the needs of the customers. These lists are composed through the
utilization of the affirLy process, one of the 7 Management Planning (MP) tools of
quality.

With the needs of the customers refined down to 2 or 3 needs per customer
group, the relationship between the critical processes and the needs of the
customers are then determined through the use of a simple matrix. The output of
the matrix will graphically show which process has the greatest effect on meeting
all the needs of the customers of the college. The affinity process is then used to
determine the strengths and weaknesses of the institution, as well as the
opportunities and threats facing it. This output is then analyzed through the use of
an interrelationship digraph, another of the 7 MP tools, to determine which item
group is the major driver of the outputs. This output is then compared to the output
of another tool, a spider ^hart, a tool used to visually display the current status of
the institution. The resulting comparison output then becomes a breakthrough
objective for the college.
Breakthroughs are a key element of the process of Policy Deployment. The
breakthrough objectives are the items that the college should concentrate on as keys
to achieving the purpose of the institution as it moves towards its vision. The
breakthrough objectives are broken down into elements that clearly show how they
can be achieved, formulating a plan for achievement. This plan centers on what to
do in the next 3 to 5 years, followed up by a plan of annual objectives that will help
to instre the success of the overall plan. These plans are then deployed to
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divisional managers or Deans of the institution for their input through a process
known as "catchball". This input is passed back to the planning group for inclusion
into, or modification of, the actual plan. This planning process gives the institution
a high level of flexibility in adapting to the changing needs of its customers.

A priority on Continuous Improvement.
The concept of Continuous Improvement (CI) seems to cause much
concern, usually due to the lack of understanding of what the two words mean
together. CI does not mean that an institution is not doing a good job of meeting
the needs of its customers; it simply means that the college can strive to do a better
job, both now and forever. Regardless if we are the best college in a given area, or
the only college; we must work to better meet the needs of our customers.

CI stuff difficult? You bet! Is it worth the pain?
Is all this TQM
Without a doubt! TQM and CI are the answer to institutional effectiveness. They
are the way for colleges to meet the needs of their customers. They are the future
for effective education in this country.

attachment:

Overheads used in presentation

This paper was written and presented at the Community College Consortium, Vail,
Colorado on June 23, 1992 by James B. Rieley of The Center for Continuous
Quality Improvement at the Milwaukee Area Technical College, Milwaukee,
Wisconsin.
Rieley, who has been with The Center since its inception in 1990, previously
owned and operated a plastics manufacturing company in southeastern Wisconsin
for over 20 years. After selling his company in 1987, he went on to help other
businesses learn ways to help insure their ability to stay in business through what
we now refer to as TQM.
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