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Challenges towards implementing total quality management in
education

Vijaya Roy*
According to Chanakya “Pralay aur Nirman ek Shikshak ki god mein palte hain.” It
implies that it is upon the teacher to mould a child into a creator or to make him a
destroyer. This statement clearly shows the Herculian task a teacher has to do, the
kind of responsibilities he has to hold for the society and myriads of expectations
that lie on his shoulder. In the present world of globalization, technological and
information revolution a teacher must update himself and revise his teaching
methodologies to suit the needs of the present generation, at the same time he needs
to fulfill the basic goal of education i.e. the overall development of the student as
well as the society on the larger canvass.

Need for Quality in Education

Defining quality in education is a massive challenge since it deals with the most
sensitive creation on earth —the human being. Education only charges the human
propensities to evolve and unfold it till the last breath, a process that covers the
human journey from 'womb to tomb'. Human beings continue to learn, and evolve;
'to be' (Mukhopadhyay 2006).Education is goal-oriented. Commitment to quality
makes student proud to learn and work hard for improvement. Quality
improvement is a never ending process. Education quality leads to a prospective
future. Hence, insight on quality indices and virtual implementation need to be
given top priority and due attention should be paid to the category in the wide range
of educational strata e.g. school, university, educational management, and the staff.

TQM is a philosophy and system for continuously improving the services
and/or products offered to customers. (Ron Fitzgerald, 2004) It can become
globally non-competitive rather rapidly. This non-competitive approach can be
avoided by training Human Resources the most important resource to become
TQM practitioners.

Benefits of TQM

Total Quality Management as a necessary element always has a direct influence on
the human improvement. The potential benefits of TQM are very clear:

e It can help an educational institution by providing better services to its
primary customers- students and employers.

e The continuous monitoring and improvement of TQM is a basic way of
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The European Union's report on the 'quality of school educatiop, (199
identifies 16 indicators which would const1tut§ key elemgnts of the ‘Rollig
agenda' of applying TQM in the field of education These indicators cover f(:l
broad areas: attainment levels; educational success and transition; MOnitoriy i
school education; and educational resources and structures. Bof

These indicators have been enlisted below:

Indicators on attainment- It includes seven indicators of attainment which are
critical for all European countries in the present and also for the future. It includeg
Mathematics, Reading, Science, Information and communication technologies
(ICT), Foreign languages, Learning to learn and Civics.

Indicators on success and transition- The three indicators that fall under this
category are closely inter-related and include Drop-out rates, Completion of upper
secondary education and Participation in tertiary education. '

Indicators on monitoring of education- Two indicators currently fall into this
area. Both are concerned with stakeholder participation where heads of schools,
teachers, students and parents are key stakeholders, consumers of information and

active players in school improvement. It includes Evaluation and steering of school
education and Parent participation.

Indicators on resources and structures- This category includes four indicators,
each concerned with key aspects of infrastructure which underpin gchool
performance and pupil success. The indicators are- Education and training of

teachers, Participation in pre-primary education, Number of students per computer
and Educational expenditure per student.

The European Council clearly identified the need to set quantifiable tafge“;
indicators and benchmarks as a means of comparing best practice and ZS
instruments for monitoring and reviewing the progress achieved. Some exaimp ”
of practice go well beyond the parameters of the associated indicator but 18

fioing illustrate the potential of the data to make a difference both atpolicy leve
inschool or classroom practice. ipest
¢

Though laid to be followed by the countries of the Europeal Unioner b

indicators are even relevant for the educational system of India. In this PeP
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researcher ha's tried to make a comparison between the recommendations of the
European Union with that of Educational Scenario in India.

Indicators on attainment- Even the Indian Education system lays emphasis on the
knpwledge attainment in Mathematics, Languages, Natural Science and Social
Science. ‘The National Curriculum Framework, 2005 recommends significant
changes in these subjects with the objective to reduce stress of the learners and
make edugation more relevant and meaningful. In Language, it makes a renewed
attempt to implement the three-language formula with emphasis on mother tongue
as the medium of instruction. As India is a multi-lingual country the curriculum
shou!d promote multilingual proficiency in every child, including proficiency in
English, which will become possible only if learning builds on sound language
ped.agogy of the mother tongue. It focuses on language as an integral part of every
§ubj ect, since reading, writing, listening and speech contribute to a child's progress
in all curricular areas and therefore constitute the basic of learning.

NCF 2005 highlights the value of interaction—with the environment,
nature, things, and people— to enhance learning. It recommends a change from
teacher-dominated mode of learning to the child centered approach of learning. It
points out that interaction with peers; teachers and older and younger people can
open up many rich learning possibilities. Learning tasks and experiences,
therefore, need to be designed to ensure that children seek out knowledge from
sites other than the textbooks—from their own experiences, from experiences at
home, community, from the library. The approach to planning lessons must
therefore move away from the 'Herbartian' lesson plan to preparing plans, activities
that challenge children to think and try out what they are learning.

Although NCF 2005, does not recommend Information technology as a
Isory subject in Indian schools but it encourages innovation in ideas and
practice through plurality of textbooks and use of technology and recommends
partnerships between the school system and other civil society groups.

Indicators on success and transition- In the Indian context school drop outs is a
common feature of school education and the government is trying to bring down
this rate through policy interventions by bringing Right to Education Act in the year

2009.

compu

] average dropout rate for the country has come down

from 9.1% to 6.8% nearly one third of the states and union territories have seen an
increase in the dropout rate in primary education despite an overall increase in
enrolment two years after the implementation of Right to Education (RTE) Act. At

the lower secondary level (grades nine and 10), enrolment rate is 52%, while at the
senior secondary level (grades 11 and 12), it is 28%. While the enrollment rate in

Although the annua
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" school is merely 18% there isa 48% drop-outratein el.e mentary ducation
pre-sc dary cducation covers children 14-18 which covers 8g 5 Milljgy

: Sccgl(:r(‘iirlig o the Census, 2001. However, enr(_)lment figures shoy, that
led;cln aicllion of these children were attending schools in 2001-02, whicp, Meapg
S:givt\v£11ird of the population remained out of school. World Bank gtaeigy
found that fewer than 40 percent of adolescents In Infh?l'flltgnd secondary schogg
The Economist reports that half of 10-year-o l.d it ch 11 £ de;n could not read qf a
basic level, over 60% were unable to do division, and half dropped out by the age |

14.

The overall state of higher education is dismal in the country. In almost half |
the districts in the country, higher education enrollments are abysmally low, almost
two-third of our universities and 90 per cent of our colle_ges are rated as beloy |
average on quality parameters. The access to higher education measured in term of |
gross enrolment ratio increased from 0.7% in 1950-51 to 1.4% in 1960-61. By |
2006-07 the GER increased to about 11 percent. By the end of 11th plan i, by |
2012, the objectiveis to increase it to 15%.

Indicators on monitoring of education- Evaluation and steering of school |
education and Parent participation st :

The National Council of Educational Research and Training (NCERT) is
the apex body for curriculum related matters for school education in India. The
NCERT provides support and technical assistance to a number of schools in India
and oversees many aspects of enforcement of education policies. In India, the
various curriculum bodies governing school education system are:

*  The state government boards, in which the maj ority of Indian children are
enrolled. :

The Central Board of Secondary Education (CBSE). CBSE conducts two
€xaminations, namely, the All India Secondary School Examination,
AISSE (Class/Grade 10) and the All India Senior School Certificate
Examination, AISSCE (Class/Grade 12).

* The Council for the Indj

an School Certificate Examinations (CISCE)
CISCE conducts three e ol Certificate Examinations (

; Xaminations, namely, the Indian Certificate of
Sccondary Education (ICSE - Class/ Grade 10); The Indian School

Certificate (ISC - Class/ Grade 1 o cationdl
: and the Certificate in Voca
Education (CVE- Class/Gra de 12) ) ert1

The National Institute of Open Schooling (N10S).

. g:)emational schools  affiliated to the International accalaure®
gramme and/or the Cambridge International Examinations.
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. Islamic Madrasah w110§c boards arc controlled by local state governments,
orautonomous, or affiliated with Darul Uloom Dcoband.

. Autonomous schools like Woodstock School, Auroville, Patha Bhavan and
Ananda Marga Gurukula,

In ac}dition, NUEPA (National University of Educational Planning and
Administration) and NCTE (National Council for Teacher Education) arc
responsible for the management of the education system and teacher accreditation.

However the evaluation system differs all over the country due to lack of
uniformity in the school education as they are governed by different institutions.

Parent's participation in school education is generally low in India
especially in rural areas where most of the parents are uneducated or semi educated
and do not possess required knowledge to guide their child.

Indicators on resources and structures- Educational expenditure per student.

The National Council of Teacher Education (NCTE), a statutory body of the
Central Government, is responsible for planned and coordinated development of
teacher education in the country as far as pre-service training is concerned. The
NCTE lays down norms and standards for various teacher education courses,
minimum qualifications for teacher educators, course and content and duration and
minimum qualification for entry of student-teachers for the various courses. It also
grants recognition to institutions (government, government-aided and self-
financing) interested in undertaking such courses and has in-built mechanism to
regulate and monitor their standards and quality. For in-service training, the
country has a large network of government-owned teacher training institutions
(TTIs), which provide in-service training to the school teachers. At the National
Level, the National Council of Educational Research and Training (NCERT),
along with its six Regional Institutes of Education (REIs) prepares a host of
modules for various teacher training courses and also undertakes specific
programmes for training of teachers and teacher educators. Institutional support is
also provided by the National University on Education al Planning and
Administration (NUEPA). Both NCERT and NUEPA are national level
autonomous bodies. At the state level, the State Councils of Educational Research
and Training (SCERTs), prepares modules for teacher training and conducts
specialized courses for teacher educators and school teachers. The Colleges of
Teacher Education (CTEs) and Institutes for Advanced Learning in Education
(IASEs) provide in-service training to secondary and senior secondary school
teachers and teacher educators. At the district level, in-service training is provided
by the District Institutes of Education and Training (DIETs). The Block Resource
Centres (BRCs) and Cluster Resource Centres (CRCs) form the lowest rung of




| =

30 Emerging Trends in Education,

—

institutions in the vertical hierarchy for providing in-service training to schoo|
teacbe.rs. Apart from these, in-service training is also imparted with active role of
the civil society, unaided schools and other establishments.

In spite of all these institutions there is a dearth of ood teachers i
country at all le\fels. Even the mandatory teacher student ratiogis not fulfilled irxll :l};:
country. As against mandated tcacher student ratio of 30:1, 43 per cent primary
schools hav; over 4Q children per one teacher. Even the in-s;rvice teachers do not
perform their duties in a proper way and absenteeism amongst them is a common
feature. Study revealed that 25% of public sector teachers were absent during the
survey. Among teachers who were paid to teach, absence rates ranged from IS%A in
Maharashtra to 30% in Bihar. Only 1 in nearly 3000 public school head teachers
had ever dismissed a teacher for repeated absence. A study on teachers by Kremer
etc. found that 'only about half were teaching, during unannounced visits to a

nationally representative sample of government primary schools in India.

Tn terms of infrastructure the condition of Government school is pathetic. In

fact, the number of secondary schools is almost half the number of upper primary

schools available in the country. There is a mounting need of 4.96 lakh classrooms
in the country which have been sanctioned under Sarva Sikshya Abhiyan -- which

is being aligned with RTE. A study of 188 government-run primary schools found
that 59% of the schools had no drinking water and 89% had no toilets. 2003-04 data
by National Institute of Educational Planning and Administration revealed that

only 3.5% of primary schools in Bihar and Chhattisgarh had toilets for girls. In

Madhya Pradesh, Maharashtra, Andhra Pradesh, Gujarat, Rajasthan and Himachal
Pradesh, rates were 12-1 6%.
~ According to the United Nations Educational, Scientific and Cultural
Organization (UNESCO), India has the lowest public expenditure on higher
education per student in the world.
During the Financial Year 2011-12, the Central Government of India has
allocated Rs 38,957 crores for the Department of School Education and Literacy
which is the main department dealing with primary education in India. Within this
allocation, major share of Rs 21,000. crores, is for the flagship program 'Sarva
Siksha Abhiyan'. However, budgetary allocation of Rs 21,000 crores s considered
very low in view of the officially appointed Anil 'Bordia Committee
recommendation of Rs 35,659 for the year 2011-12. This higher allocation was
required to implement the recent legislation 'Right of Children to Free an

Compulsory Education Act, 2009.

. Thus the challenge-s that India faces in implementing TQMin education are
multifaceted. On the basis of the above 16 indicators the following five key

-
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challenges can be identified for implementi ' bl .
ohallenges are: P ing TQM in education, These major

» The knowledge challenge

e The challenge of decentralization
e Theresource challenge

¢ The challenge of social inclusion

e The challenge of data and comparability.
The knowledge challenge

The challenge. of t‘he knowledge society brings us back to the essential purposes of
school education, in relation to the world of work, social life and lifelong learning.

e The information explosion demands fundamental rethinking of traditional
conceptions of knowiedge, its 'transmission', and 'delivery' by teachers
and 'acquisition' by students.

o It raises questions about the assessment and testing of knowledge and the
more demanding resources of skills, attitudes and motivation to learn.

e It questions curriculum content and the prioritization and
compartmentalization of 'subjects'. Reading, mathematics and science
claim their place as indicators because they provide essential knowledge
tools and provide the foundations for lifelong learning skills. Less easily
measurable competencies in civics, foreign languages and ICT will be no
less significant in the future. :

e Least developed of all in terms of the indicator areas are learning to learn
skills but, arguably, they may be the most critical and enduring of
competencies in the society of the third millennium. All of these areas of
knowledge and skills present major challenges for the teaching profession
and to the content of teaching in initial and in-service training.

Indicators in these areas do not provide the answer but do raise critical
s about how and where teachers should be trained in the future and how
ment can be ensured. Change requires rethinking,
epted practices, challenging what has always

been done and accepted. Change often requires both restructuring and re-culturing
of organizations. It imposes new demands on hierarchies, status and relationships.
It may unsettle teachers and puzzle parents who have cast schools in the mould of

what they knew.

question
continuing professional develop
reappraisal; re-evaluation of acc
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The challenge of decentralization 1

Decentralization involves giving more autonomy and rcspons:bl‘lnty to schogy,
bringing increasing demands for accountability at school and, in some Cases,
’

classroom level.

* In doing so it raises questions about comparability, equity, quality
assurance and inspection. Empowering stakeholders at lower levelg
which means making them responsible for defining what they understapg
by quality in education and giving them 'ownership' of their part ip the

education system.

* The process of decentralization is often seen as both positive ang
inevitable, but with its own attendant problems. Since it is the
responsibility of the State to provide quality education for all, there needs
to be some guarantee that the systemis, in fact, fulfilling these objectives,

* Decentralization by its very nature leads to greater differences in standards
among schools. The policy challenge is to acknowledge those areas where
these differenccs exist, and to ensure that these differences are turned to
Opportunities and that they do not hinder pupils in achieving their full
potential.

steering and evaluation of systems does not entirely Support such a contention but
doesreveal quite divergent systems enveloping apparently similar practices,

Theresource challenge

For many people within the educational systems the solution to the pressures of
change is more resources. Education is increasingly being viewed around the
world as investment.

e While opening up choice to consumers in new educational markets, the
economic imperative is for cost-effective alternatives to expensive
institutional practices. Technology will become cheaper and widely
accessible while professional manpower will become scarcer and costlier,
inboth a social and economic sense.

* The indicator on numbers of computers per pupil is already debated as
schools experience rapid increases in provision. The real challenge lies in
the most intelligent and cost-effective use and deployment of new

technologies.
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o There are twin trends which increase resource demands at both ends of the
compulsory schooling. More and more pcople are using the education
system for a longer and longer period of their lives, so increasing resource

dcman(.is on cducation. Enrolment in further and higher cducation is
increasing steadily.,

o Astheother end of the education system, pre-school education is becoming
more and more common and, although its nature and timing is a debated
issue, there is wide agreement that early childhood experiences have a
determining influence on intelligence, on personal development and on
subsequent social integration. However desirable and however much
investment in early childhood represents long-term investment, these

accel.erating. trends also bring pressure on resource provision and require
creative policy thinking, ‘

e As provision.becomes less institutionalized, individuals will need to adapt
by assembling their own qualifications, their own building blocks of

knowledge, on the job, in more informal ways or in new contexts still to be
identified. : : : :

e Learning throughout life is becoming the key to controlling one's future on
both a professional and a personal level, making it possible to participate
more actively in society. Again policy-makers will benefit from data
which monitors important trends, but beyond the numbers and graphics
lay issues about the nature and effectiveness of provision and the need for
more and better datz, sensitive enough to inform decision-making in these
areas.

The challenge of social inclusion

NCF 2005 lays emphasis on its commitment to instill the democratic values of
equality, justice and freedom. It states that gender, caste, class, religion and
minority status or disability should not constrain participation in the experiences
provided in school. It points out that the diagnostic criteria of 'learning disabilities’
is not well established. It is, therefore, entirely possible that learning disabilities
may arise from inadequate and insufficient instruction. It also recommends a
paradigm shift to study social sciences from the perspective of marginalized
groups. It recommends that gender justice and sensitivity to tribal and dalit issues
and minority sensibilities should inform all sectors of social science.

The challenge of data and comparability

The 16 indicators presented in the report of European Union provide a timely
reminder that countries can no longer look inwards, but that they must look
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outwards to sce how they ar performing in comparison to thejy neighy,

1005 also lays emphasis on knowlcdgc bcyon.d textbooks and CNcoyry Ourg. Nep
- ntechnology in all subjects as far as possib]e In%ﬁs the Uge
) €Preg

of media and informatio | :
day of knowledge explosion no educational system should confine jg N =,

textbooks but they should be regarded as only a basic tog] ¢, Sup laln to
information. . Plemey
o The challenge of comparability isto create an open and positjye o

dialogue. Comparison which is perceived as unfair becomeg detri
the positive and constructive use of b.enchmark data. The obvioyg
start is with standards attained by children at school — the;; Outcg
leaving school, their acquisition of basic skills at key g
development. :

« Data on pupil attainment at given ages is, however, of limited yse ¢, polic
making without knowledge of the conditions in which attainment i raisz&
and of limited value without an understanding of factors which contribyte
to good teaching and effective learning. This raises the question of the
availability of comparative data.

LCaly,

Meg on
tages of

Conclusion:

TQM is emerging as an important tool for the management of quality in the
services sector in India. But the major challenges of implementing it in India are ag
follows:

e Inalarge country like India implication of a uniform educational policy all
over the country is the greatest challenge for maintaining TQM standards.

o The country has a vast diversity of cultural traditions which are region
specific. Historical and cultural differences affect the value systems.
Regional goals and priorities differ and will continue to differ but much
may still be learned from innovative practice and new and different
approaches to old problems.

o Inthe educational sector, there has been a proliferation of institutions both
within and outside the public sector. This has led to the dilution of quality.

o It is becoming increasingly difficult to identify institutions of the right
quality. Some good institutions under government sector that used 10
impart quality education are on the decline. It is necessary to .inVOke thiz
concept of managing quality in a comprehensive and dynamic sensend
those institutions so that decline in the parameters of quality is checked?
upward growth of institution takes place.

g
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. For_policy—makers, the challenge wil] be to stay in touch with, and ahead of,
regional and trans-state movye

r 1 ments which will change the face of India and
impact on national systemsg of education.,

It is for. this reason that TQM is an important concept in education
management. Itis better for a]] the teachers of the institutions to be exposed to more

quality in education which in turp would influence the perception of teaching.
Teac;h_ers §hou1d be encouraged towards positive aspect of TQM and to take active
participation to render quality education. The examples of promising practice
show, these challenges are being met only at a limited stage. Initiatives are
underway to up-skill teachers, to exploit new technologies, to break new ground in

learning to learn competencies. Meeting the knowledge challenge means learning
from the good and implementing the best,
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