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Introduction 
Mr. William Edwards Deming was an American statistician who was responsible for the rise of Japans manufacturing country and with the invention of total quality management (TQM). He is considered to be the Father of modern Quality. He believed that one of the ways to achieve the highest level of performance needs more than just a good philosophy. And that an organization should change its patterns and behavior to adopt new ways of doing business. Deming’s philosophy, involves the following concepts which are: the PDCA cycle, the chain reaction, the concept for pride and joy and the 14 points which are responsible for managing the improvement of quality, productivity and competitive position for an organization or business. 

Figure 1: Image of William Edwards Deming 
http://www.bexcellence.org/deming-total-quality-management-philosophy.html 

Deming’s 14 points are going to be applied in an academic environment, like Universities, or colleges, whereby we look at the customers that are involved in the education system who are the students, parents, professional associations and the community. And how their needs and expectations are satisfied, through applying the Deming’s philosophy of Total Quality Management. 
Deming’s 14 Points Applied to an Academic Environment: 

1. Create Constancy of purpose 
An important aspect of educational institutions is developing a mission statement, which involves long term strategic plans and not just short terms plans. This helps educational institutions in having a clear vision of what to achieve in the future. 
In an academic environment, Universities should prepare defined objectives to implement and new strategies in attaining them. To meet these objectives the management, staff and the students must work together to determine goals for the universities. Deming stressed when formulating objectives emphasis should be on maintaining high quality and customer satisfaction. Developing a mission statement assists in the real understanding of why an organization exists. 

For example: Mission statement for Harvard University in USA is "Harvard strives to create knowledge, to open the minds of students to that knowledge and to enable students to take best advantage of their educational opportunities". 
http://www.harvard.edu/siteguide/faqs/faq110.php  

2. Adopt the new philosophy 
After new objectives are formed, universities must adopt to the new philosophy. Whereby the academic institutions insist on quality in everything they do in the education system like, in the classroom instruction, bookstore service, campus policing, and restroom cleaning, and running the administration. To achieve this quality, university management should reduce barriers in the paths of students and staff. By creating and encouraging cooperation for both staff and students to work together for excellent academic results. For example UCTI college ,most of the lecturers encourage a two way communication with students by allowing the students to see them in their free time, in staff rooms for any inquiries on their modules assignment or any other academic issue. 
Competition, among administrative personnel and students is not good and does not bring quality. University Management should ensure the process involved encourages cooperation at every level, to make the learning experience better. 

3. Cease dependence on inspection 
In an academic environment, universities main focus is on the learning process. And not on the product in the form of inspections, audits, and so on to build quality. Depending on inspection to achieve and maintain quality should be removed since it is unreliable, and it’s costly and ineffective. 
In educational institutions, College students should be encouraged to take responsibility in their school work by being independent and self assessing themselves. This makes students not to be over dependent on teachers for bringing an improvement in their performance. 
For example: Lecturers working in colleges such as Taylor’s college’s encourage peer assessing and self learning through encouraging students to do their own research work ,reading various books in their free time, arranging school trips relating to their modules or subjects to gain more knowledge. Instead of waiting for teachers to do inspection in form of tests. 
4. End the practice of awarding business solely on the basis of price tag 
This is eliminating, practice of doing business on the basis of price only, instead of depending on measures of quality along with price. In an academic environment main emphasis should not be on minimizing costs but on providing excellent quality in education, learning and other services to students. 
For instance universities should have a single supplier for materials, such as food stuff for school cafeteria, books for the library, the curriculum etc. Universities must ensure that the chosen supplier deliver’s best quality at a reasonable price. Having a single supplier helps colleges in reducing variation and maintains similar standard of quality. Also assists in creating long term relationship between the college and suppliers of trust. 
For example: A lot of Universities in Malaysia like Taylor’s College, UCTI they advertise their job vacancies in websites such as” job street.com” when looking for lecturers ,and they also handpick from a particular training institute that is known for producing high quality teachers of excellent recommendations for their colleges to offer good learning experiences to their students. 
5. Improve constantly and forever 
Educational institutes should have an attitude of constant improvement in their activities. For reduction of failures made by various departments in their institution. And to ensure continuous rise in productivity and a decrease in costs. Colleges can use suggestion boxes, surveys and system for regular performance review to help in looking at areas they need to improve on. Such areas include; teaching techniques to be updated, classroom arrangement to be looked etc. 
Also to ensure constant improvement Colleges, can learn from other successful colleges, on how they operate and how they keep their students and faculty’s happy .For example UCTI College can learn a lot from a successful college like Taylors College on how they do their operations and how they are able to offer excellent services to students. 

6. Institute training 
Training is an important aspect that must be implemented for growth and their development of any institution. Universities should invest heavily on training for the staff and faculty since training has a long term payback. The money that is spent can be used for introducing modern methods of training. 

For example University of Cambridge has faculty development programs; they are trained on lecturer delivery and how to effectively communicate with students. To help teachers improve in their art of teaching. With training teachers are more productive which improves the results of students, this helps the college to be more productive. 

7. Institute leadership 
This is all about emphasizing leadership instead of management in an academic environment. In this aspect teachers should become leaders, they should act as role models towards their students. An academic environment, such as a university everyone has a leadership role to act on. 
To be an effective leader, is to try removing barriers when it comes to communication and productivity to ensure improvement of quality always. For example, when there is the problem with the lighting in the classrooms, and is affecting the students performance. A lecturer who is an effective leader will make sure that he reports the lighting issue to be fixed. 
8. Drive out fear 
In an academic setting, fear is a huge barrier that hinders improvement; it should be removed by encouraging an effective two way communication that will drive out all traces of fear between teachers and students in college. Fear could be fear of failure, fear of asking questions in class. All universities including our UCTI, students are known to have fear of doing exams for students. This fear when removed can lead to a large benefit to a student in their performance and attitude. They will be able to have a good approach of doing exams confidently. 
Fear can be removed by encouraging everyone to speak freely so that everyone can work for the college system. Unfortunately most academic institutions operate on fear. Fear can make students be obedient; but it does not motivate students to be excited about learning. Due to not being free to air out their complaints. For college staff fear, is seen when staff members are scared of trying new things in art of teaching due to the fear of failure and embarrassment. This is solved by teachers being given the freedom to come up with new things without fear. 



9. Break down barriers between staff 
A barrier between staff in a College creates divisions where each department in a college does what is best for itself .Instead of working and cooperating together to accomplish the best for the college. 
Different departments of a college have their own objectives and interests that differ from others. It’s the college management responsibility to ensure that departments work together as a team, so that they are able to deliver a wholesome education for students. A way to ensure this is by making sure that there is free flow of information and cooperation in various departments. 
For e.g. UCTI College have weekly staff meetings to break down barriers between different teaching departments. In these meetings important issues are addressed and, everyone involved is updated of the College’s current activities. 

10. Eliminate use of slogans 
Here College management should show continual dedication in the improvement of quality rather than obsessing over slogans. Whereby it is meaningless to tell a student to perform well while the means to achieve that goal are not provided. 
For example University of Cambridge UK, when stating progression from level two to three requires a college student to successfully complete a certain amount of credits at that level this will not by itself achieve that goal. Stating that goal and then providing extra help like excellent instructions, arranging group studies to students needed in level 2 will give the students a better chance for success. Therefore it is for the college management to improve the processes so that the goals can be achieved. 

11. Eliminate management by objectives 
The number one priority should be quality in an academic setting where students are marked on their improvement in their performance and the efforts made. Rather than, using standardized grading system such as test scores which should be removed from the classroom since they ignore important aspects of student knowledge. 
For example standardized grading system is used by our college UCTI; the college management should try and eliminate this system. Since it cannot test for problem solving and critical thinking skills. This does not bring any quality in the process of learning in terms of getting education for students. 

12. Remove barriers to pride 
In any situation pride is known to be the greatest influences and motivators. Academic setting such as in a university, students who performed well in their individual and group assignment should be praised and encouraged by lecturers on a job well done. 
This motivates them to work harder. Lecturers should avoid comparing work done by a student to another student, this will hurt his sentiments and pride which leads to a negative impact on performance or productivity. Another example is when student representatives are involved in important decision making for the College; this brings a sense of pride and self worth. 

13. Encourage education and self improvement 
In an academic environment, an educational institute needs people that are in constant improvement when it comes to the aspect of education. That is people interested in expanding their knowledge base constantly. Self education should also be encouraged for lecturers and students to enhance their performance. 
For example: In UCTI College’s curriculum and courses should constantly be updated regularly to keep up with the changes that take place, currently in a highly changing academic environment. Students and lectures should be encouraged to study and research courses that are related with their course work. 

14. Transformation is everyone’s job 
Management at every level in the academic environment should show pride in adopting the total quality management, (TQM) philosophy. Colleges such as UCTI should ensure that everyone is involved in the transformation. 
The change begins at the top level of management and should follow right through until to the bottom. For instance, lecturers should lead students in the drive of ever improving quality of all academic activities by providing them with the right encouragements, the time, and facilities. In the transformation process the College management must create time for analyzing the different processes involved related to the 14 points and how they can be implemented to ensure total quality in learning experience and other aspects. 












Conclusion: 
Williams Edwards Deming philosophy is an important framework for implementing quality, productivity improvements and reliability. As we have seen, his 14 points strongly emphasize that the way to total quality in an academic environment improves effectiveness and quality of programs offered in schools. Application of Deming’s philosophy in an academic environment results to satisfaction and achievement for students. For ensuring success, long term process requires several resources from academic departments, faculties, and support from staff and other resource centers to cooperate and work together for Deming’s philosophy to apply. 













References; 
Academic resources: 
LOGOTHETIS, N., 1992, Managing for Total Quality, From Deming to Taguchi and SPC. Campus 400, Maylands Avenue, United Kingdom, Prentice Hall International (UK) Ltd. 
MITRA, A., 1998, Fundamentals of Quality Control and Improvement. 2nd ed., Upper Saddle River, New Jersey, Prentice-Hall International. 

Online resources 
Articles 2010, (Online) on W, Edwards Deming, 14 points recommendations on total productive maintenance available at: 
http://www.tpmonline.com/articles_on_total_productive_maintenance/management/deming14steps.htm (Accessed 19th October 2010) 
Business Excellence 2010 (Online) Deming Total quality management philosophy available at: 
http://www.bexcellence.org/deming-total-quality-management-philosophy.html (Accessed 15th October 2010) 
Business Processes 2001 (Online) Deming’s 14 point’s Plan for TQM available at:http://www.1000advices.com/guru/quality_tqm_14points_deming.html 
Robert C. Winn, Robert S. Green 2010, (Online) Applying Total Quality Management to the educational process available at: 
http://www.ijee.dit.ie/articles/Vol14-1/ijee959.pdf Accessed 1st November 2010) 

SINGH, C. and SAREEN, K, 2001, Application of Deming’s Philosophy to Improve Quality of Technical Education [Online], Ludhiana, Guru Nanak Dev Engineering College, Available from 
http://homepages.ucalgary.ca/~csgrewal/full_paper/journal/application%20of%20deming%20IJTE.pdf, (Accessed on 24th October 2010) 
WILSON, D., 2009, Deming’s 14 point Plan for TQM [Online], Educe, Available from http://www.educesoft.com/quality/demming.htm, (Accessed 23rd October 2010) 
WINN, C, R. and GREEN, S, R, 1998, Applying Total Quality Management to the Education Process [Online], USA, TEMPUS Publications, Available from http://www.ijee.dit.ie/articles/Vol14-1/ijee959.pdf, (Accessed 24th October 2010) 
Phil Cohen 2010, (Online) Deming’s 14 points available at: 
http://www.hci.com.au/hcisite2/articles/deming.htm (Accessed 26th October 2010) 












Appendix 
DEMING’S PHILOSOPHY 
Deming‘s pdca cycle 



Figure 2: Image of Deming’s PDCA 
(www.balancescorecard.org/portals/0/images/pdca/gif) 


The Plan–Do–Check–Act cycle (Figure 2) is a four-step model for carrying out change. This was created by Deming; the PDCA cycle should be repeated again and again for continuous improvement. 
PLAN: Determine goals and methods of reaching goals. 
DO: Implement plan and measure its performance. 
CHECK: Assess the measurements. 
ACT: Take the appropriate action. 
This is an example of how Deming’s pdca cycle can be used for self improvement for a student preparing to do better in her final exam ,since she did not perform well in her mock exam. 




PLAN | DO | 
* Additional hours for revision to an already busy schedule at school library. * Socialize less & getting up early for more studying. * Getting an old exam for revision and to see your progress * Always attending lectures. | * Continuous self assessment & self learning by student. * Getting text books when not understanding notes. * When doing a mock test is, the student finds that she/he has done better, but she still needs room for improvement for her final exam. | 
CHECK | ACT | 
* Evaluating the study progress, whether the ability to concentrate during those additional hours has been low or high. * Whether staying at the school library reading is better than studying in a different environment like at home. | * Designing a more efficient way to study that will create time for revision and socializing. * Do well in the coming final exam. |

