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CHAPTER ONE
INTRODUCTION AND $.AT /ENT OF THE PROBL _W

1.1 INTRODUCTION

Many countries are increasingly showing a keen interest in the performance of
their education and training systems. This interest is not purely academic for it
arises from the realization that a country’s ability to compete in world markets
is dependent on the quality of the human resource produced by the education

and training system.

According to Ngwenya, (2004: 8) countries all over the world recognize the
connection between educational quality and economic development and
growth. This claim is also supported by Levin (1998: 131) who concurs that
the “need for change in education is cast largely in economic terms
particularly in relation to the preparation of a workforce and its competition

with other countries."

Arising from the view that education is the key component of a country's ability
to improve or often maintain its economic welfare, it is noted that there is an
upsurge in the emphasis on standards, accountability and testing, which is a

feature of reforms in many countries (Levin, 1998:; 133).

Survival in the global market place demands that South Africa has a national
Education and Training system that provides learning that is responsive to the
ever changing influences of the external environment (SAQA, 2000: 3). in
order to meet the challenges of enhancing and monitoring educator
performance, improving quality standards and service delivery, the education
policies in South Africa are burgeoning on themes such as Whole School
Evaluation (WSE), Developmental Appraisal (DA), Performance
Measurement(PM), Quality Management (QM) and Customer Driven
Programmes. Research, however, reveals that the principle of accountability
was not the focus of the previous DA system, and that the system was

considered a complete failu {DoE, 2007: 1).



The paradigm shift from measuring quality to improving quality has led to the
introduction and implementation of a quality management system, name"- the
Integrated Quality Management System (IQMS). This system came into being
after an agreement was reached in the Educator Labour Relations Council
(ELRC) Resolution 8 of 2003 to integrate the existing systems on quality
management in education (ELRC: 2005: 4).

Interestingly enough, the Integrated Quality Management System that had set
out to achieve accountability and professional development has focused
mainly on accountability at the expense of "professional development,” as
highlighted in the Policy . .amework for Teacher Education and Development
(DoE: 2007).

In light of the above, this study aims to investigate educator perceptions of the
implementation of the IQMS in FET Colleges. Furthermore this research may
unearth findings that could lead to the development of appropriate guidelines

for the effective implementation of IQMS in FET Colleges.
1.2 REVIEW OF LIT"RATURE

As the focus of this study is on educator perceptions of the implementation of
the IQMS in FET Colleges, it is necessary to provide a theoretical background
on issues inciuding quality, quality management and quality management
systems. An overview of the legislature governing the introduction and
implementation of the IQMS at Further —Jucation and Training (FET) Colleges

in South Africa will also be done.
1.2.1 ..eoretical background

1.2.1.1 Quality

According to Imai, (1986: 9) the word quality has been interpreted in many
different ways and there is no agreement in literature on what actually
constitutes quality. In its broadest sense quality entails anything that can be
improved. Imai validates this claim by asserting that quality is associated not

only with products {outcomes) and services but also with the way people



work, the way machines are operated, and the way systems and procedures

are dealt with. It includes all aspects of human behavior.

Oakland (1993: 5) maintains that quality is used to signify excellence of a
product or service. Quality means meeting customer requirements. s has

been expressed in many ways by different authors:

s Fitness for purpose or use (Juran)

e Meeting the needs of the customer (present or future) (Deming)
+ Conformance to requirements (Crosby)

It stands to reason then that “the responsibility of quality begins with the
determination of the customers’ quality requirements and continues until the
service or product is accepted by a satisfied customer” (Oakland, 1993: 296).
Plunket and Attner (1994: 83) support this view by stating that in today's

economy, serving the customer is why businesses exist.

Taguchi (as quoted by Donnelly et al. 1995 534) adds another dimension to
the definitions of quality, namely closeness to an ideal state, which brings

maximum well-being to the society.
1.2.1.2 Quality management

Quality management entails the acts of planning, organizing, influencing and
controlling (Certo, 1994. 6). Oakland (1993:22) contends that quality
management is an approach to improving the competitiveness, effectiveness
and flexibility of a whole organisation. It is a way of ridding people’s lives of
wasted effort by bringing everyone into the process of improvement, so that

results are achieved in less time.

The core of quality management is the customer — supplier relationship
(Oakland, 1993:41). This definition is in keeping with the concept of Kaizen, a
rome i ot oo in . n '
to Japanese competitive success. The Kaizen concept stres s

management's supportive and stimulative role for people’s effort to improve












learning resources, as well as the guality of teaching and learning (ELRC,
2003: 3). The WSE is characterized by partnerships, collaboration, mentoring

and guidance.

According to the Collective Agreement Number 5 (ELRC, 2005: 4), the above
systems are to be implemented in an integrated way in order to ensure

optimal effectiveness and co-ordination of the various systems.
1.2.3 The Purpose of IQMS

The philosophy underpinning IQMS is based on the fundamenta! belief that a

quality management system is used:

¢ to determine competence;

e to assess strengths and areas for development;

» to identify specific needs of educators for support and development;
e to provide support for continued growth;

e to promote accountability,

e *~ monitor an institution’s overall effectiveness; and

to evaluate educator’s performance (ELRC, 2005: 4).

1.2.4 Importance of Quality Education

The South African Further Education and Training Colleges (FET) also have
to adapt to the challenging and ever changing environment, therefore guality
in education is presently put more firmly on the agenda, notwithstanding the
fact that it has become statutory to implement the Integrated Quality
Management System (IQMS) as of 2004 at FET Colleges.

The implementation of the system itself (IQMS) raised huge concerns both by
educators and the National Department of Education (h___,, as numerous

problems were encountered, so much so that the NDoE (2006: 3) had



admitted that: its rating instrument for the evaluation of the country’s 360 000

educators had not worked well.

The minister of National Education, Pandor (2006: 3) in her statement to the
press, is quoted as having said that the system needs an external panel to
conduct the evaluation process. The Western Cape's Director of Quality
Assurance, Rose (2006: 3) in her statement to the press, a 'med that there
were glitches in the system since it was the first year (2005) that IQMS had

been implemented at schools and F ™ Colleges.

A pilot study conducted by the researcher at the Sedibeng College for FET
concerning educator perceptions of the implementation of IQMS revealed that
lecturers are dissatisfied with implementing the system as they were not part
of the dialogue in the drafting process of the system. ‘Since we are the
implementing agents of the system it is only fair that we (the educators)
should have been involved in the drafting of the system (IQMS)’, argued one

lecturer.
The other concerns raised were that:

s appraisees appointed friends of theirs to be part of the Development
Support Group (DSG) with a view that their evaluation scores will be

inflated in order for them to receive their grade and pay progression;

e during the evaluation sessions the appraisers’ classes were left

unattended;

e lecturing programmes were disrupted in order to accommodate the

evaluation process;

+ Heads of Departments and Senior Lecturers could not cope with their own
work loads since they belonged to more than one of the Development

Support Groups {DSG’s);

e many members did not keep to the app inted time to appraise the

appraisee, thus resulting in rushed ¢« >rts and unrealistic evaluations;



« in some instances a balanced view was impossible since many members

in the DSG were not subject matter experts;

e many lecturers including the researcher who needed skills development
in certain areas of their academic work, had not received training to

improve the quality standards:

s in most instances the skills development facilitator organized training
programmes that had no immediate bearing on the appraisees’

development;

* some appraisees have not received any developmental training even
though the formative and the summative assessments have been

concluded within the two year time frame; and

¢ the whole exercise of conducting the formative and summative
assessment was a wasted effort since it did not produce the desired result,

except that lecturers will be in line for their pay or grade progression.

There is evidence that appraisal systems pose a practical challenge to
academics who often design them and the managers and employees who
implement them. During the past 25 years, more than 250 school
improvement programmes have been implemented in the United States and
very few, if any of these systems have been successful because effective

reform requires the participation of all stakeholders (Arcaro, 1985: xi).

This claim is further reinforced by Motilal (1999: 154) who intimates that
appraisal has been and will continue to be a contentious issue, and that
neither the Developmental Appraisal System (DAS) or any other new system
will solve the problem since the most important principle, namely involving the
people who must implement the system, is not considered in the design
processes. This also seems to be the case with IQMS which is designed by

the ELRC and the National Department of Education with minimal input via

Arising from tt  above discussion the following questions are raised:



e \Whatis the nature and driving philosophical underpinnings of IQMS?

o \What are educator perceptions regarding the implementation of IQMS in
FET Colleges in South Africa?

e Can guidelines be developed for the effective implementation of IQMS?
1.3 RESEARCH AIM AND OBJECTIVES
1.3.1 Aim

The aim of this study is to investigate educator perceptions of the
implementation of IQMS in FET Colleges in South Africa and to develop
guidelines for implementing the system effectively.

1.3.2 Objectives

The aim of the study can be operationalised into the following research

objectives:
s To determine the nature and driving philosophical underpinnings of IQMS

» To investigate educator perceptions regarding the implementation of IQMS
in FET Colleges in South Africa

e To develop guidelines for the effective implementation of IQMS
1.4 RESEARCH DESIGN

A review of the relevant literature and an empirical research will be done in

the investigation.
1.4.1 Literature Review

Literature is all the information in printed or oral form that is available on the
topic under investigation (Adams and Schvaneveldt, 1985: 51).De Vos,
“rydom, F che, I jgenpc Lo R I ) N

literature study is aimed at contributing towards a clearer understanding of the

nature, the meaning and the complexity of the research problem.

10



A literature study is therefore imperative as it enables the researcher to gain
insight into the findings of previously conducted studies by researchers. This
not only obviates the duplication of material but it also affords the researcher
new and fresh insights into the problem presented with a view to formulating
the best possibie solution for the problem. It illustrates how the field has been
previously studied and indicates any flaws / gaps / problems with previous

studies. It also builds a knowledge base for future research.

A literature review gives an overview of the field of inquiry: what has already
been said on the topic, who the key writers are; what the prevailing theories
and hypotheses are; what questions are being asked; and what
methodologies and methods are appropriate and useful (U C: 2008). Thus, a
literature review provides a benchmark for comparing the results of the study
with other findings and the available instrumentation that has proven validity
and reliability.

Since previous studies indicate that IQMS is a fairly new phenomenon with
limited literature and is still in its formative stages of development,
notwithstanding the fact there are different understandings and interpretations
of the nature, purpose, goals and best practices of Integrated Quality
Management Systems, a literature study will be undertaken to unearth the

main findings, trends, areas of debate, concerns and neglect.

A review of both primary and secondary literature sources will be conducted to
gather information on the philosophical basis of quality management,
integrated quality management, enabling aspects of adapting quality

management and the implementation of quality management systems.

DIALOG and ERIC searches will be conducted to locate appropriate literature
sources. Key words to be used in this research will include: , Quality
Management; Quality Management Systems; Performance Management;
Integrated Quality Systems; developmental appraisai, performance appraisal,

performance mes -~ =" ot
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investigation with another. As suggested by De Vos, et al. (1998. 191)

sampling will be used in this research for feasibility reasons.

The random method of sampling will be adopted for this research as it allows
the researct - to make relatively few observations and generalize from these
observations to a much wider population. Random selection is a precise,
scientific procedure; there is nothing haphazard about it. The respondents
chosen would be from a population who has particular characteristics which

would enable detailed exploration of the research objectives.

Kerihnger (as quoted by De Vos ef al, 1998: 191) succinctly states that
random sampling is that method of drawing a sample of a population so that

each member has an equal chance of being selected.

Seaberg (as quoted by De Vos et al., 1998:191) advocates that in most cases
a 10% sample should be sufficient. The researcher includes a larger number

in this research sample (n=150) to increase the validity of the research.

The sample popuiation for this research will be derived from the Sedibeng
FET Coliege, which comprises of 4 campuses namely, the Vanderbijlpark
Campus, the Sebokeng Campus, the Heidelberg Campus and the
Vereeniging Campus. The respondents will be randomly selected from the
staff of the edibeng FET College which is comprised of campus managers.

heads of departments, senior lecturers and lecturers. (n=150).
1.4.4 Measuring Instrument

Data will be collected by means of a structured questionnaire.
1.4.4.1 Questionnaire

A questionnaire is a research instrument in which respondents provide written
responses to questions or mark items that indicate their responses. (Ary,
Jacobs, Razavieh and Sorensen, 2006: 637).

Questionnaires may include ‘open questions’ or ‘closed questions' or

alternatively the questionnaire may have statements to which the respondents

13















CHAP1 R TWO

THEORETICAL AMEWORK

2.1 INTRC™UCTION

This chapter provides a theoretical framework for the research. Literature on
quality management systems will be outsourced from books, journals, official
documents, printed media, conference papers, dissertations and theses. ..1e
views of different authors on quality, quality education, quality management
and quality management systems with reference to its definition, purpose,

advantages and disadvantages will be reviewed.

This chapter will also focus on a review of the Integrated Quality Management
System (IQMS), of its purpose, guidelines and its subsequent implementation
i FET Colleges in South Africa.

The primary focus of the discussion will be on the processes, the methods,
the guiding principles and the pitfalls of the implementation of quality

management systems in educational organisations.

In the next section the concepts quality, quality management, quality
education, quality management systems and Integrated Quality Management

Systems IMS) will be discussed.
2.2 QUALITY
2.2.1 Introduction

Quality is on everyone’s lips. In the UK there is the Citizen's Charter, the
Business Excellence Model and the Investors in People document, while the
United States has the Malcolm Bridge Award and the Japanese have the
Deming P1" . Th "ropean Foundation for Quality Management t s
developed a successful European Quality Award, while internationally there is

_ortant International _.andard series. .ese are just some of
the more influential quality awards and standards that have t :n introduced in

rece ... years to promote quality and «cellenc in a wide range of industries

18






Gibson and Ivancevich (1995: 535) defines quality in terms of closeness to an

ideal state, which brings maximum well being to the society that consumes it

Arcaro (1995: 5) adds breadth to this view, contending that quality is a
predictable degree of variation for adopted standards and dependability at low
cost. Thus according to Arcaro quality is customer driven and market focused.
This view is also supported by Oakiand (1993: 5) who asserts that quality is
used to signify excellence of a product or service. Quality then means meeting

customer requirements.

Oakland (1993: 296) observes that cognizance must be taken of the fact that
the ‘responsibility for quality begins with the determination of the customer's
quality requirements and continues until the service or product is accepted by
a satisfied customer’. Plunket and Attner (1994:83) also support the claim

made by Oakland, namely, that the definition of quality is a satisfied customer.

Donnelly, Gibson and lvancevich (1995: 534) agree that the customer is the
key perceiver of quality and are of the view that quality is the ‘totality of
features and characteristics of a product or service that bear on its ability to

satisfy stated or implied needs.

Marsh (as in Davies and Ellison 1997. 21) claims that total quality is a
philosophy with tools and processes for practical impiementations aimed at
achieving a culture of continuous improvement driven by all employees of an

organisation in order to delight and satisfy customers.

This is a distinctive characteristic of total quality, namely that the organisation
not only exists to satisfy the customers’ needs but also accepts a

responsibility to extend and enhance their expectations.

Murgatroyd (1991: 14) believes that there are essentially three definitions of

quality namely:

Definition Q1: Quality is defined in terms of some absolute standards and

evaluations are based on the application of these standards to the situations

20



experienced across a variety of organisations, irrespective of their strategy or

differentiated services (established standards definition)

Definition Q2: Quality is defined in terms of the objectives set for a particular
programme or process in a specific location at a specific time (specific

standards definition)

Definition ™3: Quality is defined as ‘fitness for use’ as attested by end-users
on the basis of their direct experience (fitness for use or market driven

definition)

Davies and Ellison (1997: 128) offer the following key concepts that help to
make total quality distinctive, namely:

Fitness for purpose: this is a distinctive definition of quality, where the purpose
is that defined by the customer, and when fitness is the extent to which the

product or service meets the purpose.

Continuous improvement: this means that institutionalisation of permanent
commitment to find ways of enhancing every product or service, often through
reference to customer feedback but also by ‘delighting the customer’, in other

words, finding a new and better way of presenting a product or service.

Eliminate variation: this entails managing processes to ensure that outcomes
conform or exceed to agreed specifications; the guarantee that a customer

can have confidence in the consistency of what is offered.

Ruben (1995: 1' claims that the terminology of the core concepts of quality
varies somewhat from setting to setting, author to author and program to
program. He points out that the following are the six values that transcend the

various approaches:
Service orientation

A service orientation directs attention to the needs, expectations, and
satisfaction levels of the groups served by the organisation. Within the quality

framework these groups are variously tern 1 ‘customers’, ‘constituencies’,

21


















More over Deming believed that a manager's job is to seek out and correct
the causes of failure, rather than merely identifying failures after they occur.
The emphasis therefore moves to identifying and correcting errors at the
source where the work is performed. Thus building in quality from the start is
imperative (Stoner, Freeman and Gilbert, 1995: 216).

The bt "avior of managers and employees must change so that organisations
can become low cost, high quality, highly productive suppliers of goods and
services and places of work that honor and support the contributions of ali

organisational members.

According to Deming the view of an unwavering focus on an organisation’s
mission of continuously and forever improving the quality of goods and
services, combined with statistical quality control and achieving ‘joy of work’ is

necessary for competitive survival (Stoner, Freeman and  bert, 1995: 215).

Cosby (as in Oakland 1995: 443-444) suggests that quality has four absolutes

namely:

Definition — conformance to requirements.

System — prevention.

Performance Standard - Zero defects

Measurement — price of non conformance

Furthermore Crosby suggests the following 14 steps to quality improvement:
s Make it clear that management is committed to quality

e Form quality improvement teams with representatives from each

department
+ Determine where current and potential quality problems lie
¢ Evaluate the cost of quality and explain its use as a management tool

+ Raise the quality awareness and personal concern of all employees

27









The International Standards Organisation (ISO9000) defines quality as the
degree to which a set of inherent characteristics fulfill requirements. The
standard defines requirement as a need or expectation. The most progressive
view of quality is that it is defined entirely by the customer or end user and is

based upon the person's evaluation of his or her entire customer experience.

From the various definitions of quality that were discussed, it is apparent that
quality ensures zero defects, fitness for purpose, conformance to

requirements and is customer driven (Oakland, 1993; 9).

Schermerhorn (2005: 94) also acknowledges that the search for quality is
closely tied to the emphasis on continuous improvement — always looking for
new ways to improve current performance. lt follows the notion that one can
never be satisfied, something always can and should be improved on. He
asserts that continuous improvement must be a way of life. Clearly the precise
dimension of quality depends on the nature of the organisation within which it
operates. Industrial based products will contain substantial technological
characteristics, whereas service organisations such as educational

institutions, will focus more on user requirements and consumer support.
2.3 QUALITY EDUCATION
2.3.1 Introduction

Education must be viewed as an integrated system within a society rather
than as a separate organisation that is a supplier to society. To achieve a
quality educational environment, ail stakeholders of education must be
committed to the transformation process. Presently, society is demanding that

the quality of education is improved.
2.3.2 Definition

A conventional definition of quality in education would include everyday issues
such as literacy, numeracy, life skills as well as the curriculum and the
examination systems and school administration to name but a few. However,

Kgamphe (2003: 2) urges that a definition of quality in education should also
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- Quality institution

Ordinary Institution

Defines the quality ct ac r-istics of
all the areas of the organisation

[s vague about quality standards

Has a quality policy and plan

Has no quality policy and pian

Senior management leads the quality
process

The management role is seen as one
of control

The improvement process involves
everyone

Only the management team is

involved

A quality facilitator leads the

improvement process

There is no quality facilitator

People create quality - creativity is
encouraged

Procedures and rules are more

important

Focus on preventing problems

Focus mainly on detecting problems

Invests in people

s not systematic in its approach to
staff development

Is clear about rules and | Is  vague about rules  and

responsibilities responsibilities

Has clear evaluation strategies Has no systematic evaluation
strategies

Sees quality as a means to improve
customer satisfaction

Sees quality as a means to cut costs

Ptans long term

Plans short term

strategic imperative

Quality is seen as part of a culture Qualty is seen as another
troublesome initiative
Develops quality in line with its own | Examines quality to meet the

demands of external agencies

Has a distinctive mission

Has no distinctive mission

Treats colleagues as customers and
is people orientated

Has a hierarchical task orientated

culture
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* it starts with identifying a target outcome and then creating the means to

achieve it.
2.4.3.2 The organising proc s

The organising process entails allocating and arranging resources to
accomplish essential tasks. It involves both dividing the tasks to be performed

and co-ordinating results to achieve a common goal.
2.4.3.3 The leading process

The leading process entails guiding the efforts of human resources to ensure
high levels of task accomplishment. It is a process of arousing enthusiasm
and directing efforts towards organisational goals. Through leading, managers
build commitments, encourage activities that support goals and influence

others to do their best work on the organisation’s behalf.
2.4.3.4 The controiling rocess

The controlling process is about monitoring task accomplishment and taking
corrective action. It is through controlling managers maintain active contact
with people in the course of their work, gather and interpret reports on
performance and use this information to plan constructive action and change
(Schermerhorn, 2004:11-14). Crosby (in Schermerhorn, 2005:94) offers four

absolutes for total quality control, namely:

e quality means conformance to standards — workers must know what

performance standards they are expected to meet;

quality comes from defect prevention, not defect correction ~ leadership,

training, and discipline must prevent defects in the first place;

e quality as a performance standard must mean defect-free work — the only

acceptable quality standard is perfect work; and

quality saves mo. !y — doing things right the first time saves the cost ¢.

correcting poor work.
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2.4.4 Process improvement

Oakiand (1993:41) maintains that process improvement often requires a
mindset to breakdown existing barriers, advocating that the correct mindset
may be achieved by looking at the sort of barriers that exist in key areas, so

much so that staff will need to be trained on how to:

s reallocate their time and energy to be able to study their processes in

teams;
e search for problems and correcting the cause and not the symptoms; and
* promote the right first—time approach to work situations.

If things are done correctly the first time round, the usual problems that create
the need for inspection for failure will disappear. Thus, guality management is
a way of ridding people’s lives of wasted effort by bringing everyone into the
process of improvement, so that results can be achieved in less time
(Oakland, 1993: 23).

Davies and Ellison (1997: 127) advocate that there are two approaches fo
quality management, which ar  supportive of attempts to ensure consistency

namely;
¢ Investors in people (lIP) and

e BSEN ISO 9000.

[IP distils best practices into a series of principles to which organisations can
demonstrate their adherence and so receive external accreditation, notably
their involvement in organisational planning and training and development
necessary in order to allow them to contribute effectively to organisational
objectives. IP is seen as a major contributory factor in achieving
organisational objectives; so much so that all quality gurus agree that most
problems, inefficiencies and system weaknesses can be laid at the door of

management, according to Doherty (1994: 21) as much as 80%, since he
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Oakland (1993: 23) asserts that quality management is an approach o
improving the competitiveness, effectiveness and flexibility of a whole
organisation. He adds that quality management is essentially a way of
planning, organising, leading, controiling and understanding each activity at
each level. The impact of quality management on an organisation is to ensure
that management adopts a strategic overview of quality. The approach must
focus on developing a problem-prevention mentality. 1t often requires a

mindset change to break down existing barriers.

Thus Oakland’s (1993: 41) claim that the core of quality management is the
customer-supplier relationship where the process must be managed, overlaps
with the Deming philosophy, namely that the continuous improvement of all
processes. It is not important to identify at one moment the best process
someone else has developed; rather the organisation and its management

should learn to develop the habit of continuous improvement.

Certo (1994. 6) posits that in a quality management programme, managers
are responsible for combining and using organisational resources to ensure
that their organisations achieve their purpose. Essentially, then, the role of the

management is to guide the organisation towards goal accomplishment.

Arcaro (1995: 125) is of the opinion that quality management is founded upon
the principles of collecting and using data to define and analyse a problem.
Decisions are based on the data. This view supported by Doherty (1994: 89)

who asserts that quality management is more concerned about:
« fixing the system than fix the blame;

¢ defining achievement by reference to the purpose of education and not

standardised tests;
¢ improving processes instead of working on outputs;
« involving all role players in the improvement prc~~-= n~* just the faculty;

» making every person in the system understand how the system works,

what it is supposed to do and how weil it is doing; and
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associated with goal accomplishment (Schermerhorn, 2005 12-13). Stoner,
Freeman and Gilbert (1995: 9) posit that quality management is about:

« efficiency - doing things right; and
+ effectiveness - doing the right things.

Stoner, Freeman and Gilbert (1995: 10) also add that before management can
focus on doing things efficiently, management needs to be sure that they have

found the right things to do.

With companies focusing acutely on the principles of quality management as
an enabling factor in their organisation, the need for recognition resulted in the
emergence of the Malcolm Bridge National Quality Award. It is an annual
award recognising U.S. companies that excel in quality management and
quality achievement which have now expanded to include a category for

education,

According to Arcaro (1995: 15 - 20) the Malcolm Bridge National Quality

Award criteria are built on the following core values and concepts:

» Customer — driven quality

Customer driven quality is a strategic concept in education, based on the
belief that the quality of education will improve if students assume more
responsibility for the value of education. Customer driven quality is
directed towards student achievement. It demands constant sensitivity to
emerging student requirements and measurement of the factors that drive
student satisfaction. It also demands awareness of the latest
developments in education and a rapid response to student requirements.
In addition, the school or district's approach to recovering from poor
student performance is crucial to improving both the quality and the

relationship with students, parents and the community.
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objectives and activities of the educational organisation. Students must be
educated and trained in quality skilis related to performing their work and
understanding problem-solving tools and techniq :s.

e« Community responsibility

Quality objectives should reflect areas of community citizenship and
responsibility. These include ethics in education, support for public health
and safety, support for environmental safety and sharing quality related
information with business, schools, and government agencies, the state
and community. Educational quality plans should include responsiveness
to community needs and processes in order to develop and maintain

public trust.
¢ Fastresponse

Educational processes must be designed to meet both quality and
response goals. Major improvements in response time may require that
educational proces: ; and paths be simplified and shortened. This

juires that all designs, objectives and team activities include
measurement and responsiveness. Improvement in response time often

drives simultaneous improvements in quality and productivity.
¢ Design quality and prevention

Educational quality programs should place a strong emphasis on problem
prevention achieved through building quality into every educational
process. Excellent design quality will lead to reduction in down stream
waste, problems and associated costs. Design quality includes the
creation of fault — tolerant processes and procedures which take into
consideration the customers’ changing requirements. Consistent with the
theme of designing quality and prevention, continuous improvement and
corrective action need to emphasise interventions upstream at the earliest

st iinthe cyc (Arcaro, 1995; 15- _J).
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e Long range outlook

Achieving quality requires a future orientation and long-term commitment
to staff, students, citizens and suppliers. Strategies, plans, and resource
allocations need to reflect these commitments and address the training of
staff and student development, supplier development, technology
evolution and other factors that have a bearing on quality. A key aspect of
the long term commitment is regular review and assessment of progress

relative to long term plans.
¢ Management by fact

Meeting the quality and performance goals of the school and the district
requires that process management must be based upon reliable
information, data and analysis. The types of data needed for gquality

assessment and quality improvement include the following:
o Student performance

o Staff attitudes

o Educational programme performance

o Operations

o Benchmarking

o Supplier performance

o Cost and financial analysis

A major consideration relating to the use of data and analysis to improve
educational performance involves the use of performance indicators.
Performance indicators are measurable characteristics of educational
processes and procedures used to deliver services to students. These
indicators are also u=-~"tot :k performance to evaluate prc . ess in

achieving continuous improvement.
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emphasises that quality management is the r¢ Honsibility of all role players,
from the national and provincial levels through regional, sub regional local and
institutional management and governance. As such, quality management is
concerned with the attainment of appropriate resource mixes, curricular and
assessment practices, governance mechanisms and management, educator

and tearner performance (DoEk, 1996: 5).

Thus, under quality management there is much less of a focus on the
curriculum, rather the question is how change should be adapted to, and
possibly influence the future. The vision of the organisation should not only
anticipate the future but should also aim to meet the future in the best possible
way (Doherty, 1994:90). The keystone of quality management therefore is the
concept of customer and supplier working together for their mutual advantage.

Schermerhorn (2004: 126) points out that the concept of the ‘upside down
pyramid’ is an example of the new mindset in management. He states that by
placing customers on top (served by workers in the middle), who are in turn
supported by managers at the bottom, refocuses attention on the market

place and customer needs.

Among these trends is a common theme, namely making adjustments needed
to streamline for cost efficiency and to allow increased worker participation in
all aspects of operations. Thus everyone in the upside down pyramid
becomes a value added worker, someone who does things that create the

best eventual value for serving the customers.

Schermerhorn (2004: 130) outlines the following as the new developments in

organisations:

e New structures are more horizontal and less vertical in nature. These

structures are strong on employee involvement and flexibility.

e There is a growing use of team structures that create horizontal
orgari-at’ v "1g cr¢  -functional r. and < forces to imp ‘e

lateral relations and problem solving at all times
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» More organisations are adopting network structures that use information
technology to cluster systems of contradicted services and strategic

alliances around a ‘core’ business or organisational centre.

« Boundary less organisations, combine shifting arrangements of team and

network structures to eliminate internal and external boundaries.

* Advances in information technology are making it possible to operate in a

decentralised manner while still maintaining centralised control.

o Reduction in the size of staff is common in organisations seeking greater

efficiency and productivity.

« The emphasis of many organisations is on effective delegation and

empowerment.

s The implications of this new perspective are dramatic for day to day work

in all settings.

We are entering a time where managers are known more for ‘helping’ and
‘supporting’ than for ‘directing’ and ‘order giving’. Even in this age of high
technology people and their talents are critical building blocks of
organisational success. Jobs in the new workplace place more emphasis on
team work and people moving from project to project as their skills and
expertise are applicable. Increasingly even the title of ‘manager is often
replaced in organisational charts as ‘co-ordinator’, ‘coach’ or ‘team leader
(Schermerhorn, 2004: 130). Thus the pressure on all role players of an
organisation to continually improve and evaluate every process, to ‘continually
apply new knowledge to solve problems and to take on new opportunities’ on

the basis of the outcomes of evaluations, increases.

Murgatroyd (1992: 14) asserts that once a school has issued a service
guarantee to all its students (whether conditional or unconditional in nature)
then it has to assure them of service and quality at all times, not just
pericdically. He maintains that in terms of quality service, schools needs to

examine and assess the following:
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Their reliability — the extent to which they are consistent and dependable
in terms of performance and the extent to which it honors its service

guarantees

Their competence — the extent to which the school and its staff have
shown themselves o be strategically competent in terms of the required

knowledge and skills for the chosen strategy

Their responsiveness — the ability of the school and its staff to provide
services to students and other stake holders in a timely and appropriate

fashion and to do so with courtesy

Their accessibility — the extent to which school personnel is

approachable and the ease of contact

Their communicativeness - the extent to which students and other key
stake-holders are both kept informed and involved in the affairs of the

school

Their credibility — the extent to which the strategies and objectives
pursued by the school are believable and honesty is pursued by

trustworthy professionals

Their security — the extent to which the students and others with a stake
holding in a school are emotionally and physically free from danger or

unwanted risks

Their conformance — the extent to which the school conforms to required

national and local standards for education, health, safety and protection

Their performance — the extent to which the objectives of the school and

those of the students are met

Their durability — the extent to which performance, conformance and all

of the “her fi turesn tioned he _ _. 2 _ustained over time
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¢« Their perceived quality — the extent to which students and stakeholders

regard the school as having quality features

» Their value for money ~ the extent to which performance of the school is

achieved in a price-sensitive and cost-efficient way

These pre-requisites for quality management have added impetus to
educational organisations and have led to the requirement for the
development and implementation of a qua  management system which can
enable the objectives as set out in the quality policy, to be accomplished
(Oakland, 1993: 101).

2.5 QUALITY MANAGEMENT SYS . :MS (QMS)
~ 5.1 Introduction

Modern approaches to quality have moved away from external inspection
systems towards internal quality management systems that are developed

and owned by the supplier.

In the education and training sphere the move towards a quality management
system approach is being driven by customers demanding a higher level of
quality in education and training, particularly whei learners and ¢ .. loyees

have to invest in learning opportunities.

Externa! quality standards have an important role to play in helping
educational organisations to develop a total quality management (TQM)
culture. Whilst the implementation of such standards is not compulsory, they
are worth considering when developing a quality management system and are
very useful for self assessment and as a framework for auditing quality
processes (Sallis, 2002: 49).

2.5.2 Definition

QOakland (1993: 103) asserts that a quality mar ;| ment sys n may
defined as an assembly of components, such as the organisational structure,

responsibilities, procedures, processes and resources for implementing total
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and training. Thus, a well designed quality management system facilitates the
establishment of ‘a winning team of people’ committed to the achievement of

the organisations goals and objectives for quality.
2.5.4 The aim of a good quality management system

According to Oakland (1993: 103) the aim of a good quality management
system is to provide the ‘operator' of the process with consistency and
satisfaction in terms of methods, materials, equipment, etc. Doherty (1994:
88) makes an important point in stating that a theory of management for
education should also consider the system, the environment, style and
processes required to deliver the contents. He mentions that the theory varies
from school to school and from community to community, so much so that the
theory addresses how the contents are determined. A quality management
system for education should therefore take the following concerns and

considerations into account;

Concern to define achieverr 1t by reference to the purpose of education not

standardised tests
¢ Concern for process and not form following function

e Concern for improvement of processes instead of working only with

outputs

e Concern to involve all role- players in the improvement process, not just

the faculty

e Concern that every person in the system understands how the system
works, what the system is supposed to and how well it is doing

» Concern to optimise the performance of the system as contrasted to
optimising components of the system that are beyond rising scores in

specially identified subjects

Doherty (1994: 17) proposes the following for the development of a quality

system in education:
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s Team work
» Continuous quality improvement based on small scale incremental activity
o Total commitment from management

* long-term commitment — success is never complete, as the constantly
changing external environment requires constant re-adjustment of the

organisation.
» Organisational transformation to a ‘quality culture’
s Staff appraisal for development
o Staff participation and commitment
* Recognition of good performance
e Benchmarking and measurement of change

According to Doherty (1994:17) many techniques, concepts and quality
management systems have evolved to improve the quality of products and

services:

¢ Statistical process control (SPC)

s Zero defects

e Six Sigma

¢ Malcolm Bridge National Quality Award
o Quality circles

e ,utal Quality Management (TQM)

o Business Process Management (BPM)

o Capacity Maturity Model
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2.6.2 The philosophy of ISO9000
The philosophy behind the 1SO3000 series is that quality:

+ should be buiit into the systems and procedures of the organisation, where

the emphasis is on prevention rather than cure; and

¢ should be built at each stage, from the design through to the delivery,
assessment and evaluation, through a formal and rigorous management
system to ensure conformity of the product or service to its specifications.
The aim is to produce a consistent level of product or service that is fit for

purpose.

ISO9000 requires that all the activities necessary to produce the product or
service be documented if the quality system is to conform to the standard.
Thus 1SO9000 places a considerable discipline on those intending to use it.
To some teachers this system may be excessively bureaucratic while to
others the system can provide useful guidance and direction (Sallis, 2002:
50).

According to ISO 9001 a quality management system (QMS) is the aggregate
of the organisational activities, incentives, plans, policies, procedures,
processes, resources, responsibiliies and infrastructure required in
formulating a total quality management approach. It is a management system
that ensures consistency and improvement of working practices. Such a

quality management system enables management to:

improve internal efficiency;

¢ reduce chronic waste;

e boost customer confidence:

e increase staff morale and productivity;

e recognize new ways to solve problems understanding customer’s

requirements with a view to achieving customer satisfaction;
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resources fo do their job, and ensure that the needs of all role players are

identified and met.

involvement of people: organisations need their people to use their abilities
for the benefit of the organisation. Planning for the needs of staff and

ensuring that their talents are used to the full are key indicators of success.

Process approach: this is about the efficiency and effectiveness of the
organisation’s core activities and the importance of developing a
systematic approach to their management thereof, The establishment of
clear roles and responsibilities and the identification of activities are some
of the key issues that are important in a process approach. A systems
management of the teaching and learning process is what is required to

conform to the requirements of the process principle.

Systems approach: this is about recognising the interrelatedness of
processes and aligning them to achieve the best results. It is about
ensuring that there are clear systems in place and establishing clear
targets and goals. Having clear indicators of performance and ensuring
that there are management processes to meet those targets are key

aspects of educational management.

Continuous improvement: continuous improvement is the objective of all
quality systems. It is about ensuring that people have the training and skills
required to make improvements and ensuring that there is an organisation
- wide approach to improvement of performance. One of the key factors is
to ensure that staff is adequately trained and developed and that there is a
systematic approach and adequate investment in their training (Sallis,
2002: 51).

Factual approach: this requires that decisions are made on the basis of
information and data. It ensures that data is available and decisions are

informed by available information.

Mutually beneficial supplier relationships: this is about clear and open

communication, undertaking joint projects and pooling expertise.
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Cognisance must be taken of the fact that ISO 9000: 2000 only sets the
standard for the quality system and as such does not set the standards that
the organisation or its students should be achieving. It is the staff of the
organisation together with all role players who set the standards of teaching
and learning. What 1SO 9000:2000 does do is to assure that there are
systems in place to deliver those standards once they have been decided
upon (Sallis, 2002: 52).

2.7 TOTAL QUALITY MANAGEMENT (TQM)
2.7.1 Introduction

The achievement of quality objectives in all aspects of operations is a global
criterion of organisational performance in manufacturing and service
organisations. Total quality management describes the process of making
quality principles part of the organisation’s strategic objectives; applying them
to all aspects of operations, committing to continuous improvement and
striving to meet the customer's needs by doing things right the first time
(Schermerhorn, 2005: 93).

2.7.2 oefinition of TQM

The term total quality management (TQM) refers to organisation- wide
commitment to continuous improvement and meeting customer needs
completely. Quality commitment is a recognised hallmark of organisational

excellence (Schermerhorn, 2005: 5).

TQM is a practical but strategic approach to running an organisation that
focuses on the needs of its customers. It rejects any outcome other than
excellence. TQM is not a set of slogans, but a deliberate and systematic
approach to achieving appropriate levels of quality in a consistent fashion that
meet or exceed the need and wants of customers. It can be thought of as a
philosophy only achievable by and through people. As an approach. TQM
represents a perman--t shift in an institution’s focus aw . from short term
expediency to long term quality improvement. Constant innovation,

impror ment and change are st 3sed and organisations that practice TQM
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lock into a process of continuous improvement. They make a conscious effort
to analyse what they are doing and plan to improve it (Sallis, 2002: 24). TQM
requires that workers incorporate attention to quality at every step of the
process and that managers root out all causes of variations (Stoner, Freeman
and Gilbert, 1995 225),

2.7.3 Characteristics of TQM

According to Mathias and Jones (1989: 124) TQM has the following

characteristics:

» Problem Solving: the ability to break down complex series of issues in
order to set off manageable tasks requiring a solution, a decision, a plan or

an idea.

o Getting decisions right the first time: decision making requires a method of
organising information and evaluating the benefits and potential problems

of each alternative.

¢ Preventing problems: through a process of analysis, potential and actual
problems can be identified, assessed and eliminated or catered for by

contingency plans.

e Establishing an innovative attitude so that opportunities for making

improvements can be identified.

While Deming and Juran and others have specific detailed approaches to
TQM, the following five main ideas provide the context for these approaches
and seem to apply to any TQM method (Stoner, Freeman and Gilbert, 1995:
221-227):

e A systems approach in TQM depends on understanding organisations as

systems and as such managers are responsible for the following:

o The social or cuitural rstem whichis ¢ of beliefs and resulting

behaviours that are shared throughout the organisation.
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o The managerial system - defines the effectiveness of those
processes by which an organisation manages its human and physical
assets. The task of management involves having everyone focused
on the functions of the system.

o The technical system - is composed of factors such as the
technologies used and the physical structures needed to accomplish

the organisation’s mission.

The tools of TQM: Ishikawa (as in Stoner, Freeman and Gilbert, 1995: 221-
227) popularised a way of diagramming how various factors determine a good
or bad outcome, also referred to as the cause and effect diagram. it helps

show possible causes of a problem.

A focus on customers. customer's needs should be the starting point. By
focusing on real needs Juran (as in Stoner, Freeman and Gilbert, 1995: 226)
believes managers and employees can concentrate their efforts where it really
matters, for example producing products or services which customers want to

buy.

The role of management: it is every manager’s job to seek out and correct the
causes of failure rather than merely identifying fatlures after they occur and
affix blame to others. Probably the most famous of Deming’s sayings is that
eighty five percent of an organisation’s problems come from the system and

fifteen percent from the employees.

Employee participation: having the support and attention of senior
management remains a necessary condition for TQM to work in an
organisation. It means that employees should make decisions at all levels of
the organisation without the approval of management, the idea being that the
people who actually do the job are in the best position to learn how to do the
job the best possible way (Stoner, Freeman and Gilbert, 1995: 221-227).

As defined by the international organisation for standardisation (ISO9000)

TQM is a management approach centered on quality, based on the
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Step 4: Leaders must see to it that the institution has a strong market

research capacity.
Step 5: Action should be taken to ensure that the set goals are reached.

Step 6: An internal search must be launched that would entail setting a date
for a selection committee to convene the appointment of a team to lead the

transformation process.

Step 7: The institution should constantly strive to adapt to the changing
environment in ‘meaningful’ ways. This implies that those staff members who

are not prepared to adapt to the envisaged changes will fall by the way side.

The above seven steps make it clear that effective leadership must permeate
the whole institution and that quality leadership is not possible without
visionary, creative and proactive people guiding the process of chang  n line
with this, Oakland (1993: 18-19) makes a point that strategic management
and TQM go hand in hand as each takes a proactive stand. However, the
implication of the approach may be foreign to people and leaders who are

intent on detecting rather than preventing problems.

The only way to survive in today's challenging environment is through
creativity and imagination. it is ‘brain power that separates winners from
losers. Unleashing the power of the employees to make decisions and think
for themselves is a hallmark of TQM systems (Stoner, Freeman and Gilbert,
1995:229).

Dawson (2000: 276) summarises TQM as follows:
¢ Prevention is better than cure

o Ability to deliver

s Universal gain

o sitive .. adership

* Vigilance
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+ Watch costs

Prevention is better than cure — The assumption of this approach to quality
assurance is that avoiding poor quality is a much more effective strategy than
rectification of poor quality. This involves the adoption of a psychology
whereby the organisation assures good quality and does not want to receive
complaints: it assumes a proactive role in the determination and assurance of

quality.

Ability to deliver — This strategy recognises that for quality requirements to be
achieved, quality aspirations must be capable of being delivered. All staff must
be provided with the necessary skills to deliver what is expected of them. This
approach emphasises the role played by fraining and development in the
proper delivery of products/services. In the adoption of this approach

management would need to consider the techniques of employee motivation.

Universal gains — Essentially the emphasis is on quality as a team game
where everyone depends on each other. Such an approach to quality draws

on the benefits to be obtained from a team or group spirit.

Positive leadership — The essence of positive leadership is ‘learning when to

approach and when to withdraw’.

The importance of vigilance — Constant vigilance is needed to ensure that

there have been no changes in the customer expectations and requirements.

According to Horwitz (1990: 56) the question to be asked is ‘why shouid
education strive to become customer driven and use the TQM process when

the commercial motive is clearly missing?’ The answer is simply because:
¢ TQM enables organisations to become more effective and focused

e TQM promotes sound management practices which facilitates quality

services

e TQM creates an environment for continuous improvement
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o TQM embraces every function and every level in the organisation is

involved in the process

Horwitz (1990. 57) states that commercial organisations using the TQM
process find themselves constantly asking the following questions;

o What is the purpose of what | am doing?

What are the requirements of the customer (external or internal)?
¢ How can we meet these requirements?
¢ How can we improve next time?

Doherty (1994:17) asserts that the following crucial questions should be
answered before TQM can profitably commence namely:

o What is the nature of the business?
» What are the crucial success factors?
e What is the corporate mission?
How does quality fit into the corporate plan?
e What are the quality costs?
How can progress be measured?

Davies and Ellison (1997: 120) speil the implications of total quality for school

management out through ten questions namely:

e« How much profound learning is taking place in school and how do you

know?

e To what extent are the values of the sc ol (aims and mission) exemplified

in the daily experience of every learner and ev -y or?

o Does the school | 3:p its promises to the students, parents and staff all of

the time?
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Is leadership, as opposed to management and administration, manifested

through out the school?

Is there an emphasis on learning and development for all members of the

school community?

Is the organisational structure of the school appropriate for a learning

community?

Do the school’s learning, pastoral and management processes operate
within an underpinning philosophy of prevention?

Is data used as the basis of improvement?

Does every aspect of the school's resources focus on the needs of

customers?

Is the school focused on meeting the needs of the individual?

It is quite evident from the above guestions that management of educational

institutions is no different than management of industrial organisations. Thus

educational institutions should also adopt a cultural change, a culture whereby

the whole organisation shares the same values based on a common purpose.

Horwi__ (1980: 56) summarises the principles of TQM as follows:

There is a common understanding of guality and the need to change.

Management develops operating principles and values which create an

environment for continuous improvement.

Management creates the organisation and provides the systems and

resources to support the process

Everyone is contributing to the service given to the user

It is imperative that management leads the process by achieving a definition

of the constant purpose of the organisation, the principles of improvement and

the values. Management also has th  responsibility to remove all barriers that
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prevent quality from being achieved and has to ensure that all their actions

demonstrate the integrity of the quality improvement process.

Since South African education authorities are bent on improving the quality of
the education system, a quality management system called the Integrated
Quality Management System (IQMS), has been adopted in the hope of
achieving its educational aims and objectives. The IQMS will now be

discussed.
2.8 INTEGRATED QUALITY MANAGEMENT SYSTEM (IQMS)
2.8.1 Definition

The Integrated Quality Management System, IQMS, is a policy initiative that is
aimed at enhancing and monitoring the delivery process of quality education
in South Africa.

2.8.2 Background

An agreement was reached in the ELRC (Resolution 8 OF 2003) to integrate
the existing programmes on quality management in education. The existing
programmes were the Development Appraisal System (DAS) that came into
being on 28 July 1998 (Resolution 4 of 1998); the Performance Measurement
System that was agreed upon on 10 Aprit 2003 (Resolution 1 of 2003); and
Whole School Evaluation (WSE). The IQMS is informed by Schedule 1 of the
Employment of ~ lucators Act, No. 76 Of 1998 whe »y the _inister is
required to determine performance standards for educators in terms of which

their performance is to be evaluated.

Since the purpose of this study focuses on the implementation of a quality
management system in FET Colleges, WSE will not be further discussed as it
does not play a role in the Integrated Quality Management System (IQMS) for
FET Colleges.
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2.8.3 Two programmes incorporated in IQMS

IQMS for FET Colleges consists of two systems aimed at enhancing and
monitoring the performance of the education system, namely Development

Appraisal (DA) and Performance Measurement (PM).

The purpose of Developmental Appraisal (DA) is to appraise individual
educators in a transparent manner with a view to determine areas of strength
and weakness and to draw up programmes for individual development (ELRC,
2005: 4). The purpose of Performance Measurement (PM) is to evaluate the
individual teachers for salary progression, grade progression, affirmation of

appointments and rewards and incentives (ELRC, 2t 5: 4).

These programmes are implemented in an integrated way in order to ensure

optimal effectiveness and co-ordination of the various programmes
The purpose of the Quality Management System (IQMS) is;

* to determine competence;

¢ to assess strengths and areas for development;

¢ to identify specific needs of educators, colleges and the FET Directorate

for support and development;
¢ to provide support for continued growth;
» to promote accountability;
¢ to monitor the institutions overall effectiveness; and
¢ to evaluate educators’ performance.

To enable the achievement of the above mentioned objectives, a set of

guiding principles was established.
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2.8.4 Guiding principles of the Integrated Quality Management System
(IQMS)

The guiding principles of the IQMS inciude the following:
e The recognition of the crucial role of the delivery of quality public education
s Al learners have equal access to quality education

s An integrated Quality Management System, which is understood, credible,

valued and used professionaily

o A focus on positive and constructive  observations even where

performance needs fo improve
¢ A process of self — evaluation and discussion of individual expectations

» Minimising subjectivity through transparency and open discussion and
quality controls to ensure validity, reliability and relevance, for example,
there can be no sanctions against individual educators before meaningful

development takes place
» Fairness by affirming the rights of the educator

¢ Promoting individual professional growth of educators and on going

support for educators and the college
o Clear protocol governing the interaction of the parties
¢ Encouraging diversity in teaching styles

* Professional standards for sound quality management, including property
(ethical and legal), utility (useable and effective), feasibility (practical,

efficient and cost effective) and accuracy
» Development takes place within a national human resource development

+ Strategy and skills development
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¢ Looking for ways to continually improve

2.8.5 Features of the Integrated Quality Management System for FET
Colleges

The following are features of Integrated Quality Management System for FET

Colleges:

¢ Developmental appraisal (DA) and performance measurement (PM), which
inform and strengthen one another without duplication of structures and

procedures

» Performance measurement and developmental appraisal which must be
linked to an annual cycle and which must be completed within a calendar
year (a period when the staff at the coilege is most likely to be more
stable)

The separate purposes of DA and PM thus remain intact.
The structures needed for the implementation of IQMS in the college are:
» The Senior Management Team (SMT)

¢ The college staff development team (ColSDT), which plans, over sees, co-

ordinates and monitors all quality management processes in the college

» The development support group (DSG) for each educator consists of an
immediate senior and an educator whose function is primarily mentoring

and support

+ Two developmental cycles are built into the programme during (a) April
and June and (b) July to September. Planning and baseline evaluations
are conducted during the period January to March. Summative evaluations
are conducted for the period between September and November. The

college however, may adapt the dates to suit its needs

The summative evaluation must be conducted and it is imperative that once

individual performance scores have been fallied after verification and
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+ Must engage in feedback and discussion
2.8.6.3 Senior Management Teams {SMT)
The Senior Management Teams (SMT):

» Must make arrangements for educators to attend in-service- training

(INSET) programmes
o Must assist with the broad planning and implementation of IQMS

¢ Must ensure that the college self-evaiuation is conducted in collaboration
with the SDT in terms of agreed policy

2.8.6.4 The College Staff Development Team {(ColSDT)

Each college must elect a college staff development team (CoLSDT)
consisting of the principal and democratically elected staff members. The
ColSDT must also include one democratically elected educator for each post
level at the college representing the campus. It is suggested the size of the
SDT could comprise of up to eight members depending on the size of the
college and it is proposed that the skills development facilitator should be part
of the Col SDT. The responsibilities of the CoLSDT include the following:

» Lliaise with educators and the department of education to co-ordinate the

provision of developmenta! programmes for educators

» Monitor the process the developmental appraisal of the educators and co-
ordinate the evaluation discussions and the appraisals for performance

measurements and keep records of these processes

¢ Develop, together with the SMT the college’s own College’s improvement
plan (CollP) and the personal growth plans (PGPs) of individual educators.
The CollP must also set targets and timeframes for improvement. The
ColiP should be revised periodically, setting new goals/priorities which will

reflect the progress already made
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Submit all plans to the department so as to enable the education
department to coordinate in-service fraining (INSET) and other
programmes that are aligned to the needs that have be identified by

colleges

2.8.6.5 The SMT and the SDT

The SMT and the SDT:

have the overall responsibility for the training of all educators; for co-

ordination of all activities pertaining to staff development:

prepare the management plan for the implementation of IQMS;
facilitate and gives guidance on how DSGs have to be established;
prepare a final schedule of DSG members;

liaise with the department, through the SMT in respect of high priority
needs such as INSET, short courses, skills programmes or learnerships;

monitors the effectiveness of the IQMS and reports to the relevant

persons;
ensure that all records and documents of the IQMS are maintained;
ensure mentoring and support of educators by the DSGs;

develop the CollP together with the SMT, based on the information
gathered during developmental appraisals of educators and CollPs

received from the ColSDTs;

co-ordinate ongoing support provided during the two developmental cycles

each year for educators;
complete the necessary documentation for performance measurement;

complete the necessary documentation for performance measurement (for

pay or grade progression for educators), signs these documents to ensure
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fairness and accuracy and thereafter submits these documents timeously

to the principat;

e receive the completed documents for performance measurement (for pay
progression) from the ColSDT, verifies and signs off these documents to
ensure fairness and accuracy and submits the necessary documentation in

good time to the principat;

¢ deal with differences between evaluees and their DSGs in order to resolve

differences; and

e provide all the necessary documentation to the principal for submission to

the departmental manager in good time.
2.8.6.6 Development Support Group (DSG)

DSGs need to be carefully selected in order to assist the educator to meet
histher needs. The DSG comprises of the educator's immedia’  senior and
one other educator (peer) who is selected on the basis of expertise that is
related to the prioritised needs of the educator. Only in extreme car-~ may

thet rbeselected _m another coilege.

The educator may select two peers if there is no immediate senior in the
specified field of work. Each educator may have a different DSG, while some
individuals, for example HoDs, will be involved in several DSGs (for different

educators).

Once educators have determined who their DSGs are, this information must
be factored into the broad planning of the SDT to ensure that there are no
‘clashes’ with HoDs having to evaluate different educators at the same time
and to ensure a reasonable spread and pace of work for evaluators towards

the end of the year.

The main purpose of the DSG is to:
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provide mentoring and support. If the immediate senior is the HoD in the
college then mentoring and support fall within the job description of such
an HoD;

assist the educator in the development and refinement of his/her Personal
Growth Plan (PGP) and to work with the SDT to incorporate plans for
development of an educator into the College Improvement Plan
(CollP);

be responsible for the baseline evaluation of the educator (for
development purposes) as well as the summative evaluation at the end of

the year for performance measurement (PM); and

verify that the information provided for PM is accurate.

2.8.6.7 Provincia!l Office

The Provincial Office has the overall responsibility of advocacy, training and

proper implementation of IQMS. It also has the responsibility to:

develop and arrange of professional development programmes in
accordance with identified needs of educators and its own improvement

plan;
moderate evaluation results of Colleges to ensure consistency;

refer the results back to the college for reconsideration in cases where the
evaluation results of a college are not consistent with the Coliege’s general
level of performance or where the FET manager has reason to believe that

the evaluation at a particular college was too strict or too lenient;

ensure that the evaluation results of colleges are captured and processed
in time to ensure successful implementation of salary and grade

progression; and

“isure that t+  implementation | ocess in collk _2s is monitored on an

ongoing basis.
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2.8.6.8 A Grievance committee

in the case of an educator being aggrieved with regard to his/her evaluation; a

grievance committee must be established. Such a committee consists of:

a peer selected by an educator;
a neutral person appointed by the department; and

a union representative.

2.8.6.9 Training Structures

The training structures have the following responsibilities:

The National Training Team (NTT) must clarify all relevant issues and
questions regarding training. They must develop the necessary _ Jidelines
for training and must train Provincial Training Teams (PTTs). The NTT
consists of officials from the National Department of Education and officials
from the trade unions, as represented in the Education Labour Relations

Council.

Provincial Training Teams (PTTs) consist of all relevant Provincial officials
including officials from the educator unions, as represented in the
Provincial ELRC. The PTT is responsible for training of nominated
educators from each of the colleges /campuses or clusters of
colleges/campuses. There after these educators are responsible to train

their colleagues at the college and campuses.

Training in colleges/campuses should be led by the educators who were

trained by the Pi.s. Since advocacy and training must precede

implementation in the college, the SDTs will not have yet been identified. After

they have been selected they will ensure that every educator understands the

IQMS procedures and processes.
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2.8.7 The implementation of IQMS

The management plan for the implementation of IQMS is illustrated in Figure

2.2.

Figure 2.2: The management plan for the implementation of IQMS

MONTH ACTION RESPONSIBILITY
1.Advocacy, providing educators with
training manual, training, discussion and o
clarification of issues. 1. Principal/SDT
January — - -
2. Facilitate establishment of SDT. 2. Principal
3. Roles and responsibilities of structures
- discussed. 3. Principal
1. Planning for implementation 1. Principal/SDT
2. Inclusion of IQMS implementation plan
in broad management plan 2. Principal/SDT
3. Educator self - evaluation 3. Appraisee
February 4. Educators choose their DSGs 4. Appraisee/SDT
5. Preparation of final schedule of DSG
members 5 8SDT
8. Provide educators with time - table for
classroom observation 6. SDT
1. Pre - evaluation discussion 1. DSG & appraisee
2. Baseline evaluation 2. DSG
3. Feedback and discussion 3. DSG
March 4. Resolution of differences 4. DSG/SDT
5. Development of PGP 5. Appraisee/DSG
6. Development of SIP and provide SiP to
District 6. SDT
7. First development cycle commences 7. Apprais /college
1. Development, support, mentoring 1. SMT/SDT/DSG
Aol 2. Monitoring 2.8DT
ri
P 3. Self evaluation against PGP 3.Appraisee

4. Self evaluation against SIP

4. College-SMT/IC™T
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MOI H ACTION RESPONSIBILITY
1. Development, support, mentoring 1. SMT/SDT/DSG
2. Monitoring 2.5DT
May : ,
3. Self evaluation against PGP 3.Appraisee
4. Self evaluation against SIP 4. College - SMT/SDT
1. Development, support, mentoring 1. SMT/SDT/DSG
2. Monitorina 2. 5DT
June
3. Self evaluation against PGP 3.Appraisee
4. Self evaluation against SIP 4. College - SMT/SDT
1. Second development cycle commences | 1. Appraisee/college
Jul 2. Development, support, mentoring 2.. SMT/SDT/DSG
u
¢ 3. Self evaluation against PGP 3.Appraisee
4. Self evaluation against SIP 4. College-SMT/SDT
1. Development, support, ..entoring 1. SMT/SDT/DSG
2. Monitoring 2.SDT
August , ) : )
3. Self evaluation against PGP - revise 3.Appraisee
4. Self evaluation against SIP - revise 4. College-SMT/SDT
1. Development, support, mentoring 1. SMT/SDT/DSG
2. Monitoring 2.5DT
September 3. Self evaluation against PGP - revise
Y PGP 3.Appraisee
4. Self evaluation against SIP - revise SIP | 4. College-SMT/SDT
5. Second development cycle ends 5.. Appraisee/college
1. Pre - evaluation discussion for
summative evaluation | 1. Appraisee/DSG
October 2. Observation of educators 12.DsG
3. Feedback and discussion 3. DSG
4. Resolution of differences 4. DSG/SDT
1. Pre - evaluation discussion - for
summative evaluation 1.. Appraisee/DSG
November | 2. Observation of educators 2. DSG
3. Feedback and discussion 3.DSG
4. Resolttion of differe: 4, __..S5DT
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MONTH ACTION RESPONSIBILITY
1. Complete documentation for PM 1. SDT
2. Ensure fairness and accuracy 2. SDT/Principal
December | 3 gSubmit documentation to FET
Directorate 3.8DT
4. Planning for next year 4. SDT/SMT

Educators, principals and the management teams of colleges should receive

training immediately after advocacy.

Advocacy must address the issues relating to the purposes of the IQMS, the
objectives and outcomes for developmental appraisal and performance
measurement. The focus should be on quality education for all, transformation

and the advantage for educators, colleges and the system as a whole.

Training should focus on implementation in the college, for example on self
evaluation, planning for the whole year and the roles and responsibilities of
the structure(s) involved in planning, coordinating, monitoring, reporting and
keeping the appropriate records. Training needs to ensure that everyone
(evaluees /appraises and appraisers/evaluators) is familiar with- and
understand the single instrument that will be used.

At a full staff meeting the principal/SMT must explain the following to the staff:
¢ What the IQMS is?

e What the benefits will be for educators, learners, the college, and the

s System?

o Why this system is adopted?

Al officials and educators must have a thorough understanding of the
purposes, principles, processes, and procedures of the IQMS and training
must enable officials to plan and administer the IQMS in a u..form and
consistent manner. IQMS planning by the SDT must incorporate all the

processes together with the time frame in which they must be completed, as
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well as all individuals involved together with each one’s responsibility. it must

take the coliege’s year plan into account (drawn up by the SMT).

Colleges must factor the following into their broad pianning cycles of

evaluation and development:

e Baseline evaluation: Jan. to Mar.
« Summative evaluation: Sept. to Nov.
» First Developmental Cycle and reflection: Apr to end of Jun

o Second Developmental Cycle and reflection;  Jul. To Sept.
2.8.7.1 Time Frames

By the end of February educators must be provided with a time table

indicating when they will be evaluated.
2.8.7.2 Self evaluation by the educator

Immediately after the initial advocacy and training, each educator should
evaluate him/herself using the same instrument that will be used both for
developmental appraisal (DA) and performance measurement (PM). The
educator should reflect critically on his/her own performance and set his/her
own targets and time frames for improvement and monitor own progress. The
performance measurement is then used for grade and or pay progression and
must be done within the calendar year aithough the award will only be made

in the following year.

After having completed a first self-evaluation and having reflected on
strengths as well as areas in need of development, each educator needs to
identify his/her own support group (DSG) within the college. Each DSG must

have a pre-evaluation with the educator concerned.

The pre-evaluation discussion must £ conducted by the DSG after the
educator has conducted a self-evaluation where by strengths and areas in

need of development would have been identified.
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The evaluation of the educator is then conducted by both members of the
DSG.

2.8.7.3 The purpose of the evaluation by the DSG
The purpose of the evaluation by the DSG is:

to confirm (or otherwise) the educator's perception of his/her own
e performance as arrived at through the process of self evaluation;

» to enable discussion around strengths and areas in need of development
and to reach consensus on the scores for individual criteria under each of
the performance standards to resolve any differences of opinion that may

exist;

» to provide the opportunity for constructive engagement around what the
educator needs to do for himselfiherself, what the college has to do in
terms of mentoring and support (especially by the DSG) and what INSET
and other programmes need to be provided, for example by the

Department;

¢ to enable the educator and the DSG to develop a personal growth plan

(PGP), and set targets and time frames for improvement; and

o to provide a basis for comparison with the evaluation for PM purposes.
Since it includes data gathered during the pre-evaluation discussion it
should result in the development of a PGP, this information can be used in
instances where there is little or no improvement, to adjust the ratings
upwards (for the purposes of awarding pay or grade progression) where
the DSG, college, or department has not provided the necessary support

or appropriate opportunities for development.

It must be noted that it was only in the first year that of implementation (2005)
that the evaluation /observation of an educator we_. carried out for all
educators. In subsequent years (2006, etc) the summative evaluation

becomes the baseline evaluation for the following year (2007, etc). This
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means that after 2006 all educators (except new educators entering the

system for the first time) will only be evaluated once per annum.

2.8.7. Evaluation in respect of other performance standar ; (outside

t classroom)

An educator’s evaluation in respect of performance standards is based on-
going observation, discussion, and feedback y the DSG, submission of
documentary evidence, proof of participation in workshops, seminars and

other information provided by the edu  tor.

The DSG must discuss the evaluation with the educator and must provide
feedback. Differe es, if any, must be resolved. Feedback on observation

should focus on the following:

performance and not personality
» observations and not assun _ ions
o objectivity and not subjectivity
the specific an concrete and not the general and the abstract
¢ sharing information and not giving instruction
« alternatives and not ‘what you should do is...’
» 2 individuals need
requests from the individual.

Most differences of opinion between an educator and the DSG should be
resolved at that level. Where an agreement cannot be reached, the matter
must _e referred to the SDT within a week. If there is still no resolution within
five working days, either party may request a formal review by the grievance
committee. The grievance committee must then make recomm: {ations to

the head of the provincial department. The head of the rovincial department
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then evaluates the recommendations and motivations submitted by the
grievance committee before taking a decision. This has to be in five days time.

2.8.7.5 Monitoring and moderation

The monitoring process is an ongoing activity, which is conducted by
deparimental officials, SMTs, SDTs DSGs. External moderation is conducted
by departmental officials to ensure consistency among colleges. Internal
moderation is conducted at college level by the principal and the SMT. Only
new educators, entering the system for the first time will need to be evaluated

at the beginning of the year.

2.8.7.6 Records and documentation that need to be developed and

maintained

The appraiser is required to record observations as clearly as possible in the
appropriate rows in the instrument. These observations include strengths,
recommendations for development and contextual factors. The completed
instrument serves as a report and is used for all official purposes. The records
and documentation that need to be developed and maintained it be discussed

in the following paragraphs.
2.8.7.6.1 A personal growth plan

A personal growth plan must be developed by the educator in consultation
with the members of the DSG. It must be used to inform the college/campus
improvement plan, which in turn, must be submitted to the FET directorate
(department) to inform their planning and deployment of support staff. Along
with self-evaluation, the baseline evaluation and the performance
measurement (at the end of each calendar year) the PGP forms an important
record of the needs and progress of individual educators. The PGP must be
developed soon after the observation of the educator in practice and the

evaluation on which the consensus was reached.

The educator's PGP (along with copies of the completed instruments) needs

to be sent to the staff development team (S0 T) of the college. This process
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needs to be completed by the end of March each year. The PGP should
address growth at four levels namely:

» Those areas in need of improvement

e Those areas for which the DSG (immediate senior and/or mentor) or

someone else in the coliege is able to provide guidance

o Those areas for which the department should provide INSET or other
programmes

e Those areas where the educator is un~ or under-qualified or needs re-
skilling in order to teach a new subject/learning area. The information
needs to feature in the work place skills plan (WSP) of the department.
Funding needs to be accessed from the ETDP SETA in order to provide
the educator with the opportunity to embark on an NPDE or appropriate

short courses or skills programmes
2.8.7.6.2 The college improvement plan

The college improvement plan is blue print of the actions and processes
needed to produce improvement at the institution. it is a plan document, which
enables the college to measure its own progress through a process of
ongoing self- evaluation. The college improvement plan is developed by the
SDT and is then submitted to the department. It enables the SDT to monitor
progress and improvement and is informed, amongst others, by the PGPs of

individual educators.

College improvement involves a systematic, sustained effort aimed at change
in learning conditions and other related internal conditions. It has the ultimate
aim of accomplishing educational goals more effectively. College
improvement is therefore about developing strategies for educational change
that can strengthen the organisation, as well as the implementation of

curriculum reforms.

The approach to college improvements rests on a number of assumptions:
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¢ The drive towards institutionalisation. Change is only successful when it
has become part of the natural behaviour of all those in the institution.

Implemented by itself, it is not enough.

The SDT has to keep all records and compile a report on progress that has
been made in the institution during the year. The SDT and the principal should
complete the necessary documentation for submission to the provincial
department (those educators who meet requirements for pay progression).
This data must be submitted before institutions close in December. Reports
reflecting the progress made in the institutions must also be submitted to the
department before the institution close. These reports should include
recommendations in respect of how the department can improve on the
delivery of developmental INSET and other programmes. The FET directorate
in the department should also evaluate their own performance against the
FET directorate improvement plan in order to improve on this performance in

the next year.
2.8.7.6.3 The FET directorate improvement pian (FDIP)

Once the FET directorate has received a college improvement plan from each
institution (in which each institution highlights its special developmental
needs) by the end of March each year, the FET Directorate must develop its
own improvement plan. In this plan, institutions that have identified similar
plans and/or similar aspects in need of development can be clustered together

for the purpose of providing INSET and other programmes.

The FET directorate improvement plan enables the directorate officials to
plan, co-ordinate and monitor the delivery of support and development
opportunities in the institutions in their care. The effectiveness of the FET
directorate can be measured against its ability to deliver in terms of its own

Education and Development Improvement Plan (FDIP).

Co-ordination of different programmes, which can run concurrently in different
areas and the optimal deployment of officials, should be included in the

improvement plans.
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centre. A well resourced student center plays a crucial role in improving the
quality of education. This was also exemplified in this study, whereby the key
focus for change was said to be that the ‘internal conditions’ of the institution
include not only the teaching-learning activities used in the college, but all the
institution's procedures, role allocation and resource utilisation that support

the teaching-learning process.
Item B28: An effective system for student assessment

The frequency counts reveal that an overwhelming 80.8% of the respondents
agreed and strongly agreed with the statement that there should be an
effective system for student assessment whilst 19.3% of the respondents (25)
disagreed and strongly disagreed with the statement. Although only twenty
five of the respondents disagreed, it is still course for concern. The researcher
is of the opinion that for the purpose of fairness and consistency there has to
be a valid assessment system in place with criteria and tools to assess
students’ work. This conception of the assessment process playing a crucial
role in assessing the student | is illustrated in (cf 2.4.3.1) whereby it is
maintained an effective system for student assessment establishes the
foundation for control. In specifying what is to be accomplished, it suggests

standards for measuring progress.

Thus, since the primary aim of an educational organisation is to provide
quality education ( by way of training) and it is of utmost importance that
managers disseminate the information contained in its quality management

system to all lecturers.
item B29: An effective system for record keeping

For item B29, 112 respondents (86.2%) agreed and strongly agreed with the
statement that there should be effective system for record keeping while 18
respondents (13.9%) disagreed and strongly disagreed with this statement.

Literature tior supporttt :claim{cf.2.4.3 )tt tt controlling prot
is about monitc 1g task accomplishments and taking corrective action.

Through controlling, managers maintain active contact with people in the
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course of their work, gather and interpret reports on performance and use this

information to plan constructive action and change (Schermerhorn, 2004:11).
Item B30: An effective system for reporting

From the empirical findings 86.2% of the respondents (112) strongly agreed
and agreed that the college should have an effective system for reporting
while 13.8% of the respondents (18) strongly disagreed and disagreed with
this statement. Literature assertions (cf. 2.4.4) indicate that a major
consideration relating to the use of data and analysis to improve educational
performance involves the use of performance indicators. Performance
indicators are measurable characteristics of educational processes and
procedu 3 used to deliver services to students. These indicators are also
used to track performance and to evaluate progress in achieving continuous
improvement. It is therefore positive to note that the majority of respondents

are in support of the college adopting an effective system for reporting.
Item B31: A climate conducive to learning

e data reveals that 105  ;pondents (80.8%) agreed and strongly agreed
with the statement that one of the operational principles of quality
management is to provide a climate that is conducive to learning while 25 of
the respondents (19.3%) disagreed and strongly disagreed with this

statement.

The researcher is of the belief that those respondents who disagreed with the
statement had either not understood the question or they had not given

serious thought to this statement before recording their response.

e importance of a conducive learning environment cannot be
overestimated. This view is also supported by Arcaro's (1995: 1) assertions
that the quality of education will improve when administrators, educators, staff
and school board members develop new attitudes that focus on leadership,
tez... we..., co-operation, accountability and recognit'~1. He also *ates that
quality is based on the concept that every process can be improved, that no

process is perfect and that the criteria for a total quality school are labeled the
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ignorant of the operational principles of a quality management system and
once again management is urged to offer training to the respondents in this

regard.

Item B34: Sufficient resources to support processes at all levels of the

system

For item B34 the respondents were supposed to indicate their responses to
the statement that the operating principles of quality management ensure that

there are sufficient resources to support processes at all levels of the system.

The empirical research highlights that 85.4% of the respondents agreed with
the statement. This conception that quality management plays a crucial role in
delivering quality education, was also illustrated in the literature study (cf.
2.6.3) which highlighted that leaders inspire others, provide them with the
resources to do their jobs and ensure that the needs of all role players are
identified and met (ISOS000: 2000).

Although 19 respondents disagreed with this statement it could be argued that
the college, to a larger extent, does ensure that there is sufficient resources

to support processes at all levels of the system.

Item B35: A tactical plan that guides the different departments on
what must be done, how it must be done and who will be

responsible for each activity

The frequency count in this section indicates that 89.2% of the respondents
agreed and strongly agreed with the statement that operational principles of
quality management include the principle that a tactical plan that guides the
different departments on what must be done, how it must be done and who
will be responsible for each activity should be in place.14 of the respondents
(10.8%) disagreed and strongly disagreed with this statement. |t is clear from
the data that a considerable number of respondents (116) agreed with the

statement.
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The discussion on ISO9000 focused on its philosophy (cf. 2.6.2) and its
application to educational organisations (cf. 2.6.3).

Chapter 3 outlined the empirical research regarding educator perceptions of
the implementation of (1~ VIS) in further education and training {f . ) Colleges
in the Gauteng region. The research instrument's design, the administration

as well as the method of research were outlined.

Chapter 4 focused on the data analysis and interpretation by means of tables

which tabulated the frequency counts and the rankings.

The preceding section presents the findings from the literature review and the

empirical research.
5.2 FINDINGS FROM THE RESEARCH

5.21 .....ngs" the literature study regarding tt implementation of
IQMS in FET Colleges

Finding 1

Although many authors agreed that the concept ‘quality’ is perplexing to
define and often difficult to measure, what emerges amidst the many
definitions offered by the different authors on quality is that ‘quality is

customer driven and market focused’.
Finding 2

Quality is at the top of the agendas of most organisations and improving

quality is probably the most important task facing many organisations today.
Finding 3

The consciousness regarding quality has reached education and educational
organisations are required to develop new approaches to quality and to
~3monstra publicly that they can ¢~'iver consistent quality services.
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Finding 24

45 lecturers feel that guality ol does not 1 ire Jequate ‘iysical

resources to support teaching and learning.
Finding 25

35 lecturers do not agreed that quality control will ensure that their skills are

matched to their work.
Finding 26

29.3% of the lecturers believe that quality control does not ensure

commitment to change.
Finding 27

99 lecturers are of the view that quality control embeds value and that

effective communication leads to maintaining standards of quality.
Finding 28

105 lecturers are of the opinion that the operational principles of quality

management ensure that a strategy for continual improvements exists.
Finding 29

85.4% of the lecturers firmly believe that the operating principles of quality
management ensure that there are sufficient resources to support processes

at all levels of the system.
Finding 30

99 lecturers feel that the operating principles of quality management are

concerned to fix the system rather than fix the blame.
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