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Abstract

At attainment of independence in 1980 the Zimbabwe Government adopted an egalitarian
approach to the provision of education. Primary education was made compulsory and by
2008, the number of primary schools had increased by 136.98% and enrolments by
1980.38%. At the secondary school level the number of schools increased by 1132.77% with
enrolment galloping to a figure of 1155.74%. At pre-university level student enrolments shot
to 1125.86%. The ripple effect propagated right into higher education, putting constraints on
quality of academic staff, quality and supply of resources, and the content and processes of
management, leadership and instruction. A gradual reduction in State funding and its total
withdrawal for postgraduate level forced universities to device own self-funding strategies.
To meet the multiplicity of demands from multiple stakeholders the Chinhoyi University of
Technology Graduate Business School (CUTGBS) adopted a QFD approach.

The purpose of the case study was to assess and evaluate the response of a university
business school (CUTGBS) to a QFD-based model for assuring quality in a structured
master’s degree programme. A multi-method approach that included in-depth interviews,
focus groups, documents analyses and observations was used to assess and evaluate the
response of staff in the CUTGBS to the model and to the manner in which the model was
rolled out. Interviews involved academics, non-academic staff, students, alumni and senior
managers within the CUTGBS. Interviews were also held with staff in the Ministry of Higher
Education and Training, industry, and the Zimbabwe Council on Higher Education

(ZImCHE), the national quality assurance agency.

The purpose of the study was to contribute to our understanding of how staff in the
educational services sector respond to Business-based quality models by assessing and
evaluating the adoption of QFD in a university Business School. A better understanding of
quality management in terms of the tools and stages of the QFD model should create a new
dimension of quality management in higher education against the domains of context, inputs,

processes and market-orientation.
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The CUTGBS took a structured and deliberative approach in the adoption of QFD. A core-
team of permanently employed academics and non-pedagogic staff constituted the core QFD
team which had the key strategic role for the CUTGBS. There were evidences of team-work-
quality on the parameters proclaimed by Hoegl and Gemeunden (2001). The CUTGBS staff
participated in running ‘Voice of Customer’ based on a Six Sigma paradigm. There was
marginal use of Affinity Diagram, Tree Diagram and Kano’s model in the treatment of Voice
of Customer, a situation that has the danger of skewing decisions in favour of the
domineering members of the team. However in situations of ‘ideal speech situation’
(Harbermas, 1995) and deliberative democracy (Gutmann and Thompson, 2004) it has the
advantage of deep-going aspect-by-aspect deliberations. Much of the normative and
regulative requirements of the quality assurer were treated as ‘voice of market’ and thus

escalated to the CUTGBS policy regime.

Student Evaluation of Teaching Effectiveness (SETE) were used for Customer Satisfaction
Performance evaluations, Goal Setting, and for scoping Target Value within the QFD
paradigm. In essence QFD was adopted creatively and implemented on a selective

incremental approach.

Being a case study, the findings of this study have an indicative rather than a conclusive
value. However the validation study indicated the feasibility of using QFD as a quality
assurance model within the higher education system.

Key words

Quality, deployment, function, constraint, strategy, noise, categorisation, interface-mapping,

case-owner, target-value
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CHAPTER 1 - PROBLEM STATEMENT, RESEARCH RATIONALE AND RESEARCH
QUESTIONS

1.1 Introduction
This chapter introduces the research in terms of its context and outlines the structure of the
thesis document. The next section is a highlight of the post-independence expansion of the
education system, which resulted in institutional and programme massification towards the
end of the 1990s. A statement of the research problem is presented in terms of its four senses
— source, primary source, context and action senses. The aims, rationale, research objectives
and the research questions of the study are discussed. The chapter closes with a presentation

of the structure of the thesis document.

1.2 Expansion of Zimbabwe Education

Upon their attainment of independence in 1980, the Zimbabwean government adopted an
egalitarian approach to the provision of education. Primary education was made compulsory
and by 2008, the number of primary schools had increased by 136.98% and enrolment had
increased to 1 980.38% as compared to 1980 figures (International Conference on Education
(ICE, 2008). In its efforts to avail education as a basic human right to the young and the old,
access to secondary education was also made easier with the number of secondary schools
increasing to 1 132.77% and enrolments to 1 155.74% by 2008, as compared to 1980. Pre-
university or Advanced-level student enrolments increased by 1 125.86% (ICE, 2008:4). Of
the deserving 8 000 applicants who had applied for admission to the University of Zimbabwe
in 2000, only 3 242 (40%) were enrolled (Garwe, 2007:5). By 2006, the number of national
universities had grown from one (1) in 1980 to thirteen (13) in 2006, an increase of 1 200%
(ICE, 2008:4).

By 2013, there were 15 operational universities in Zimbabwe, nine of which were state
universities and the other six being private universities. The total number of state universities
was projected to go up to 12 by 2015, bringing the total number of universities to 18 for a
population slightly under 13 million. There were also three polytechnic colleges that were
teaching undergraduate courses under the mentorship of senior universities: National

1
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University of Science and Technology, University of Zimbabwe, and Midlands State
University. There are currently more than ten polytechnic and 30 normal colleges that are
affiliated to different universities, with their compound number of programmes running well

into thousands.

Internationally, the accelerated increase in undergraduate output has been reported as having
a ripple effect of creating an enormous demand for postgraduate education and triggering the
proliferation of demand-absorbing (Lin et al, 2005; Bing, 2009; Wu, 2009) diploma and
degree mills (Altbach et al., 2009:xii), garage universities (World Bank Report, 2000:32),
and pseudo universities (Altbach et al., 2001:8) offering low-quality programmes (Lomas,
2002:1; Gamage, et al., 2008; Altbach, et al., 2009; Gregorutti, 2011). The Organisation for
Economic Cooperation and Development (OECD) (2008) observed the doubling of higher
education student population from 68 million in 1991 to 132 million by 2004 and today
higher education qualifications are ubiquitous. In his prize-winning paper, Akerlof (1970)
described poor-quality goods as ‘lemons’ and warned that they have the danger of replacing
products and services of higher quality and of greater use to buyers and users. This amounts
to low-quality, less rigorous, less relevant and unfit-for-any-purpose programmes replacing
more rigorous, more relevant, value-adding and fit-for-purpose programmes. The long-
standing debate on the quality of education appears to have gone thicker, with more voices
and greater and more pronounced demands that HEIs must show what they are doing about
improving the quality of their institutions, curriculum, graduates and everything in between
(Shah and Nair, 2014:148; EI-Khawas, 2014:183). The responses have been multiple in form
and in content, with some HEIs adopting new structures, models, policies and strategies (El-
Khawas, 2014:184). The results range from disappointments to something to write home

about and to celebrate. Explanations about either success or failure are equally numerous.

1.3 The Statement of the research problem
The drivers and forces that have characterised the higher education landscape internationally
have not spared Zimbabwe. Some of the forces and drivers of change that are transforming
the higher education landscape include:
e massification (Brittingham, 2009:7; Stensaker and Harvey, 2011; Shah, 2013:359;
2
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Altbach and Salmi, 2011:12 and Altbach, 2012);

e marketisation (Considine and Painter, 1997:5-6; Marginson, 2000:23; Bolland and
Fowler, 2000; Szekeres, 2004; Dewi, 2011:209; Gopinathan and Lee, 2011:287);

e commoditisation as HEIs are selling education just like private enterprises sell a private
good (Deem, 2001; Dixon, 2006; Clark, 2011:1; Mok and Cheng 2011:231);

e globalisation (Altbach and Knight, 2007:291; Altbach et al., 2009, 2011);

o diversification of the higher education market (Coaldrake, 1998:1), and

e increasing stakeholder quality literacy and stakeholder activism in driving changes in
higher education (Organisation of Economic Cooperation and Development (OECD),
2008:3-4; Jones et al., 2012:68).

These forces are shaping higher education discourse and practice across the world (Krucken,
2011:1). In the fast transforming higher education landscape most business schools have
been pressured to adopt business strategies in the hope that they would be more competitive
by increasing stakeholder satisfaction (Crebert, 2000:74; Abdous, 2011; Zineldin and
Vasicheva, 2012:65; Caspersen et al., 2014:195). The number of higher education institutions
that have transcended from traditional bureaucratic management styles to adopt variants of
the New Public Management (NPM) and managerialism (Shore and Wright, 2000; Strathern,
2000; Morley, 2003; Blackmore, 2009) has been increasing over the years. In spite of this
increase, research publications have remained ambivalent on whether the relevance of
education has improved over the years as a result of the adoptions (Nusche, 2008; Remler
and Pema, 2009; Haggis, 2009; Coates, 2009 / 2010; and Trigwell, 2011). In actual fact, what
has attracted some inquiry is the compatibility of the industry-based model with the
education sector; whether management in higher education institutions would be willing and
able to contextualise the models; how to mediate the differences between the industry-based
nature of the models and the services sector-based environment; and dealing with project
change management that is called for by most adoptions (Kohn, 1993; Owlia and Aspinwall,
1997:279; 541; Franceschini, 2002:117; Pompili, 2010:239; and Narang, 2012:359).

In Africa, such models have been applied in Ethiopia, Nigeria and presumably other

countries (Mohamedbhai, 2008). While some researches assert that some of the successes of
3

© University of Pretoria



higher education institutions are anecdotal, many authors feel that management should
shoulder the blame for failure rather than the models they use (Keller, 1993; Ho and Wearn,
1995; Birnbaum and Deshotels, 1999; Crebert, 2000; Franceschini, 2002; Senge, et al., 2007;
Stensaker, 2008; Chan, 2009; Ficalora and Cohen, 2009; Mukaddes et al., 2010; Bolden, et
al., 2010).

QFD is not widely understood, let alone tested in higher education in its completeness.
Driving it to the central core of institutional mental model and the institution’s fabric of
behaviour is not supported by dedicated theory and we live by the assumptions that it should
call for sets of skills which need time to build and perfect. The adoption and roll-out of QFD
should be further complicated by its multiple-stage nature and how people come to share
visions around its governance, diffusion and strategic value in the contexts of previously
established models of management and services delivery. Many find QFD tools numerous,
too technical in their nature and unfamiliar to the discipline of education yet they find the

philosophy of QFD beguiling.

In 2005 the Graduate Business School (CUTGBS) of the Chinhoyi University of Technology
(Zimbabwe) adopted a QFD-based model as a strategic framework to guide its efforts of
developing a high quality M.Sc. Programme in Strategic Management. It is in this backdrop
that the research problem was to contribute to our appreciation of quality and quality
assurance and to the growing but still limited understanding of the adoption and
implementation of New Public Management (business) models by examining how the
CUTGBS adopted and diffused the various stages and tools of QFD and its implication on
the quality of the M.Sc. Programme. Plugging research findings with literature on QFD and
models traditionally applied in higher education, theories of organisation management,
education and institutionalisation should help us expand our understanding of the dynamics

of quality management particularly using business models.

1.4 Research aim
In the light of the research problem, this thesis seeks to systematically interweave the three
most common research dimensions: research and elaborate upon current knowledge on

4
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Figure 1.1: The three aims of the study as synthesised from the literature

adoption of QFD, its diffusion, institutionalisation and performativity as a Quality Assurance
model; densify our knowledge and understanding of QFD and its implementations by
assessing data and literature; and lastly to evaluate (by systematically examining data, theory
and how they plug into each other) the merits, spill-overs and externalities suffered or
enjoyed by the CUTGBS as it implemented QFD. The three aims of this study are intimately
interwoven to the extent that the best way to present the findings is by way of using a
‘threshold’ approach rather than a rigid code-by-code approach. Figure 1.1 shows the
interweaving relationship between the three and how each one acts as a gear to rotate the
others and move the study in ways that have meaning to policy, practice and knowledge
development (Levin, 2013:3 / 4). QFD is a very self-contained model. It is a measurement,
assessment and evaluation tool. The research also sought to discover to what depth CUTGBS
staff were using QFD tools to measure, assess and evaluate self-efficacy or internal
efficiency of the QFD model at doing the work for which it was adopted and therefore the

construction of meaning of the model.
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1.5 Research objectives

The study was driven by five main objectives:

e To explain the characteristics and nature of QFD

e To discover the motivation of the CUTGBS in choosing the QFD model

e To assess staff response to the QFD model and the way it was being institutionalised

e To evaluate the intensity of use of QFD tools and techniques and the implication on the
level of adoption of QFD

e Todiscuss staff perceptions on the implementation and institutionalisation of the QFD
model for purposes of quality assurance in the M.Sc. Programme.

e To evaluate the responses of management to results of application of the QFD model.

1.6 Rationale for conducting the research

A better understanding of programme quality management in terms of quality function
deployment and market orientation should create a new dimension of quality management in
higher education with respect to the dimensions of input, process, output and market needs. It
also gives a perspective of quality management in terms of strategy planning, making the
planned strategies work, strategy implementation through a project-and-change management
portfolio and the strategic management of the accompanying risk interdependency field. Prior
to this study, I had numerous conversations with staff in the Zimbabwe Ministry of Higher
Education, Zimbabwe Council on Higher Education and other universities who confirmed
that no prior research of this nature exists and that it would be most welcome to have such
research.

1.7 Research questions
The main question driving this research is:
How did the CUTGBS adopt and manage Quality Function Deployment in the M.Sc.
Programme?
The rest of the questions are structured around the strategy focus wheel and the 14
management best practice (also referred to as excellence) principles. The strategy focus
wheel and the 14 principles both epitomise the QFD approach.
e What is the nature of QFD?
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e What strategic planning issues motivated the choice and adoption of QFD in the
CUTGBS?

e How did staff respond to the QFD model and its institutionalisation in the CUTGBS?

e How effective was the implementation of the QFD tools in the M.Sc. Programme?

e What were the perceptions of staff to both internal and external quality assurance
interventions?

e How did management respond to the results of the implementation of QFD?

1.8 Structure of the thesis
The thesis consists of six chapters.
Chapter 1 has abstracted the research through an introductory exposition that covers the state
of higher education in Zimbabwe, the 'case’, quality assurance concerns and research
accoutrements and elements.
Throughout chapters 2 and 3 | have reviewed literature mainly on new public management
models, QFD, organisational management, organisational research and quality assurance. |
discuss, synthesise and critically evaluate theories, propositions, and arguments by the
authors. This way | have been able to position this study in respect to prior research, critique
research approaches used, outline gaps in past research and those that can be filled in by
future research. This process should help this study make a worthy contribution to knowledge
and practice.
In sections 2.4; 2.8; 2.9; 2.10; 3.2; 3.3; 3.4, and 3.17 | variably discuss the variants of QFD
and assess the pros and cons of each variant. In sections 2.3; 2.5; 2.6; 2.7; 2.11; 3.4 and 3.6 |
variably explore the various factors that attract organisations to adopting new modes of doing
their businesses. In sections 2.3; 3.1 and 3.18, taking a strong bias on the functional-goal
orientation-conflict perspective | critigue modes by which organisations respond to their
environments and the propositions emerging from their interactions. In sections 2.11; 2.12;
3.1 and 3.12 | discuss contexts in which new frameworks are created and operated and how
people transform their modes of evaluating what they do. In sections 2.7; 2.11; 3.5; 3.6; 3.9;
3.10; 3.11 and 3.16 | assess the literature on internal and external quality management
systems and their resultant impact on organisational dynamics. Lastly | have looked at how

management can respond to models and the results particulars from offshoot ventures in
7
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semi- or fully federated institutions-an emergent configuration in traditional universities.
Throughout the two chapters the analysis of literature has been hinged on the theoretical
perspective that risks are commonplace in organisational infrastructures but what is
especially uncommon is the ability to fully control your organisation’s risk interdependency
field collaboratively, cooperatively and communicatively. The conceptual framework created
a galaxy of lenses through which success or failure can be owned through a choice of doing
well or not the deployment of resources, rules, interfaces and everything that creates the
unique quality the customer expects.

Chapter 4 discusses the research methodology and makes a case for the choice of qualitative
research and the case study approach.

Chapter 5 presents the findings and their analysis based on the stages of the QFD’s House of
Quality. The interesting thing is to plug data and theory and evaluate whether QFD could
offer a new and more coherent epistemology of doing quality and assuring it within
education.

Chapter 6 discusses the research findings and suggested recommendations as well as
implications of the study. The important question is why has poor quality education dogged
us this long? Do we need to transform our epistemological positions to see the weakness in

our practice so that we may adopt new models for insuring quality in education?

1.9 Conclusion

Post-independence adoption of an egalitarian educational approach led to a massification of
higher education in the decades of the 90s upward. The case study examines how the
CUTGBS adopted a QFD model in its structured Master of Science degree Programme and
the response of staff thereto. Research objectives and questions have been explained. The
next chapter presents the theoretical perspective, conceptual framework and a description of
QFD.

© University of Pretoria



CHAPTER 2 - THEORETICAL FRAMEWORK, CONCEPTUAL FRAMEWORK AND
A DESCRIPTION OF QUALITY FUNCTION DEPLOYMENT

2.1 Introduction

This chapter discusses the theoretical and conceptual frameworks undergirding the study. It
also discusses the QFD model. In section 2.2 the theoretical perspective for this study is
explicated. The set of assumptions underlying the research is that the success or failure of an
organisation reflects the ability of those in it to manage the organisation’s risk
interdependency field. In section 2.3 the conceptual framework is discussed. A five-strand
Strategy Focus Wheel, with each strand supported by some management best practice
principle(s) is discussed. These best practice, also called excellence principles are the vehicle
and media of deployment of quality throughout the organisation’s structures, functions,

interfaces, processes and the mental models that design and put the principles to work.

In section 2.4 the three perspectives of QFD are presented and | argue that it matters a lot to
be unambiguous about ‘quality’, about how to pursue it and about the most favourable
organisational culture. From section 2.5 through 2.8 I discuss the use, growth and philosophy
of QFD. By means of a handful literature reviews (section 2.9) | show that the use of QFD in
education is no longer numinous. In section 2.9 the quality-innovation helix is presented. The
core of the helix is that in QFD quality is a practice that hinges on protracted improvements
and innovation and not on inspections and compliances designed by a few. This perspective
calls for a huge change in the ways the professoriate should carve their place and define their
roles within the totality of university actorhood. See next section for an explication on
actorhood. Section 2.10 presents QFD as a high-level strategy planning tool with 2.11
discussing how this role can be constrained by poor relationships, policy, resources and their
interfaces. This point is reiterated in the Theory of Constraint which is the theoretical

perspective underpinning this study.

2.2 The underlying theoretical perspective

QFD is a methodology which in itself embodies a number of powerful and popular
perspectives. The fundamental perspective informing this research is fundamentally the

9
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‘Theory of Constraint’ which assumes that until and unless an organisation identifies its risk
factors and key constraints it can never be able to optimise its performance on any of its
goals and objectives (Scheinkopf, 1995). The Theory of Constraint is a set of concepts and
methodology directed mainly at achieving the most effective and efficient flow of
organisational resources through continuous process improvement (Institute of Management
Accountants (IMA), 1999:3).

Achieving the most effective and efficient way of transforming resources into goals is also
the sublime aim of QFD. So why deploy the theory of constraint when you are already using
QFD? In the early stages of the adoption of QFD, it is important to have a thorough strategic
plan in place to identify risks / constraints and to detail and profile them. Such action helps us
to understand the organisation’s risk interdependence field and its mobility. QFD offers the
methodology of embedding the risk-response strategies into the processes of the organisation.
The basic assumptions of the Theory of Constraint also apply to QFD, Six Sigma and other
management models, and include the following:

e The view of an organisation as a mobile network of interdependent structures, functions
and processes (Moscovic, 1998; Elias, 2000; Flick and Foster, 2007; and Flick, 2007:19).
Elements of the phenomenological figuration perspective are adopted in this study.

e The view that there is an interdependence relationship between policy, structure-
structure; structure-function and function-function relations and their interfaces and that a
mosaic of cause-effect relations exist among these organisational factors (Pearce and
Robinson, 2009).

e The sublime aim of organisational management is to optimise organisational performance
and be out front (Bryson and Alston, 2005:47; Bevington and Samson, 2012:49). The
study assumes that the adoption of QFD in the CUTGBS was done with some conscious
goal relating to enhanced quality performance in the minds of management and staff.

e Each organisation has at least one major constraint and ignoring or disregarding the
distinction between constraint factors and non-constraint factors inevitably leads to
wrong decisions. When a model is adopted it is important to be sure that no constraints
are brought in with the model apart from the many others that may already exist or will

arise due to the numerous adoption activities (Oakland et al., 2002:1126).
10
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e High-performance organisations are fundamentally ‘systems’ genomes that leverage
performance on a 360-degree vision of everything and they consider everyone as equally
important (Dougherty, Barnard and Dunne, 2005:38; Bevington and Samson, 2012:172).

e Different organisations experience different risk interdependency fields characterised by
multiple and complex cause-effect relationships (Roberts et al., 2005:9).

e Humans think and act according to how they live and shaping relations and perceptions
and garnering stakeholder engagement is a critical success factor for any strategy and its
implementation (Jauch and Orwig, 1997:280; King, 2004:11; Temtime and Mmereki,
2010; Jones, 2014:13).

The view of the Theory of Constraint held in this study is that an organisation like the
CUTGBS is a purpose-oriented and ever-evolving organic entity constituted by a plethora of
factors that form a web of interdependent relationships in which a change with one factor
ripples some modification throughout the web of the relationships. This new view of the
higher education institution, like the CUTGBS as an actor (Steenkamp et al 2012:380)
alongside other actor-institutions in society pervades this study. This view fits in with the
three fundamental sociological perspectives: structural-functional, symbolic interactionism,
and social conflict. Conjointly they view an organisation as multiple complex structures, each
with sets of functions and the inequality among the structures and the diversity of functions
continually generating conflict and change. Any such change is likely to improve or constrain
performance of the organisation. In the ultimate instance success and failure of an
organisation can be explained in terms of the organisation’s ability to manage both positive
and negative constraints — the risk interdependency field. This is the idea embedded in the
discussions that follow through to chapter 6 of this thesis, the idea of organisational
actorhood.

Thomas (2007), Whitley (2008) and Macfarlane (2012) think the professoriate ought to be
more involved in strategy formulation at both the national and institutional levels. This is the
quintessence of actorhood: participation, inclusion and social responsibility. Actorhood in
QFD is about doing these with the goal of improving the organisation’s customer satisfaction

performance. The ideas of participation (and more so presencing), inclusion and social
11
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responsibility (feeling beholden to fulfil the Voice of the Customer and the mission of the
organisation) pervades all future arguments on customer satisfaction performance and the
value of QFD. Crotty (1998:3) conceptualises a theoretical perspective as the philosophical
position or stance that informs the methodology and thus provides a context for the research
process. Broido and Manning (2002:434) and Meloy (2008:141) reinforce Crotty by arguing
that the method cannot be disengaged from theory and other accoutrements of pre-
understanding which in their core influence the hermeneutics of interpretation and
representation of what is studied. Figure 2.1 below captures these positions and will create a
basis for future understanding of how QFD can work as a method for programme quality
assurance (PQA). Most models for quality assurance are input-based and focus on the
presence of sets of inputs without interest on assessing and evaluating how the inputs are
actually transformed to meet the needs and wants of the various customers. QFD
conceptualises quality in terms of those inputs, their interfaces, as well as in terms of how
they get transformed and delivered. This characteristic of QFD should give it an edge over
the other quality models. But how well it will do it depends on the perceptions and
competences of those adopting and working the QFD model.

The successes of the Theory of Constraint and QFD within public, private, manufacturing
and service sectors including education are widely ventilated in literature (Nutt, 2002; Vora,
2002 and Bernasconi, 2011). My discussion of figure 2.1 below should help to show the
incremental adoption of the Theory of Constraint and elements of QFD in education. With
this we should be able to assess and evaluate how HEIs ought to manage constraints to
quality and the QFD model. The Theory of Constraint and QFD cover similar areas of
management: operations-production management; strategy and tactics; distribution and
supply chain management; finance and measurement management; sales and marketing
management; project management and people management (Srinivasan et al., 2005). An
overemphasis of one aspect or sticking with archaic assessment tools can become a hindrance
to quality improvement within higher education institutions. Figure 2.1 show the evolution
of the focus of quality assurance models. In its infancy (per Figure 2.1) the control for quality

was centred on the process of doing the job and this was the prerogative of the craftsman.

12
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Figure 2.1: Evolution of the idea of quality assurance (Dale., 1999 and Sallis. 2012)
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After the 1890’s the assumption was that quality should be controlled from outside by the
foreman. There were no modifications that could be featured on products and services
without prior approval by the foreman. As from the 1920s quality began to be inspected by
teams and the inspection would be based on some pre-determined criteria. Workers would
receive training and apprenticeship and would be trusted to produce goods and products that
would meet the wants and needs of the customers. Products with minor defects (rejects)
would be sold at give-away prices. The worst ones would be reworked or salvaged and
destroyed. As industrial production increased and science and technology advanced bringing
new and innovative ways on the market there arose mathematical and statistical ways of
controlling for quality. By the 1960s quality departments began to emerge in companies with
the roles that included studying competition and their products’ sales points with the idea of
building a body of knowledge that would be used to improve and innovate on own supply

and production chains. Up to this point quality assurance had a front-end character.

It was with TQM that quality began to be pushed upstream and focus on both the quality of
inputs as of the throughput processes. A factor that continued to be overlooked was the
philosophy of quality. The value of the non-technical, the human dispositions and mental
modelling were apparently neglected. QFD began to gain prominence with its advocacy for
Voice of the Customer. But still many did not understand what Voice of the Customer was
supposed to mean and today it still remains for most organisations an end in itself to gather

Voice of the Customer.

In thick QFD, Voice of the Customer is but a means, a point of departure and a premise for
escalating the expectations of the various customers into the organisation’s management and
production strategies. In more innovative QFD cultures Voice of the Customer is a means to
understanding the market, not an end in itself or a show of blind compliance. Voice of the
Customer should be translated into Six Sigma roadmaps and escalated to Product Planning
Matrix. Doing this aligns the creation of products and services to the needs of those who will
use the products and services. In deed the strategic value of Six Sigma within QFD is to
enhance the market-orientation of products and services. Having discussed the elements of
the Theory of Constraint the next section looks at the conceptual framework that facilitates

14
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the organisation of the assumptions and ideas so that the research objectives are

accomplished.

2.3 Conceptual framework underpinning the study

2.3.1 Introduction

QFD is a broad and quite inclusive model. Some of the elements of QFD can be used within
other methodologies and in such case QFD or more precisely the particular constituent
element will be referred to as a tool. When QFD uses constituent elements of other models
then those elements are referred to as tools or techniques within the QFD methodology. QFD
is generally used as a measurement, assessment and evaluation tool. It is also a generic
strategic planning framework and for these reasons a conceptual framework that scopes QFD
in its wholeness should be broad and inclusive of all structure-structure, structure-function
and function-function relationships that manifest in organisations. | have just mentioned that
the thesis embodies a structure-function-conflict triad perspective to organisational research.
This understanding justifies this thesis’s inclusion of an in-depth discussion of QFD, its links
with the 14 management Best Practice Principles and programme quality assurance (PQA).
The 14 Excellence Principles are also referred to as Best Practice Principles (see Sahle et al.,
2004b; Bevington and Samson, 2012). QFD has been variably used in education but mainly
as its stages or tools. This is a first research (to the best of my knowledge) to focus on an

organisation that has tried to use QFD in its totality on an educational programme.

2.3.2 Strategy focusing through the 14 Best Practice Principles

To implement change that transforms an institution, the workforce must have a forensic
knowledge of the landscape of the institution: its task, market and broader macro-
environment (Bertolin and Leite, 2008 and Bevington and Samson, 2012). In a QFD context,
a Six Sigma approach can be used to gather this information through:

¢ Voice of Customer (VoC);

e Voice of Employee (VOE);

e Voice of Market (VoM), and

e Voice of Business (VoB) and the organisation’s other knowledge generation processes

and intelligence processing systems.
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Without this knowledge, the workforce will not know where they are, why they must change,
how they should do ‘the change’ and where ‘the change’ will take them. Fourteen major
management principles have been seen to facilitate the implementation of change initiatives
in organisations (Bevington and Samson, 2012:30). The 14 principles, shown in Table 2.1
except ‘profiling positive and negative’ can be distributed into a model of the ‘Strategy Focus
Wheel’ developed by academics at the Edinburgh Business School and it has been validated
over the years as a consultancy model (Roberts and MacLennan, 2006:10). The modified
model is shown in Figure 2.2 below. The original model has the following four strands:

e Strategic Planning;

e Making Strategies Work;

e Change-Project Management; and

e Strategic Risk Management.

The four strands together complete the picture of an organisation that is primed for success in
its markets. However in this research it is critical that the strand ‘continuous improvement’
be added because the idea of being out front, and never-endingly work to continuously
improve products and services is not as common in former public services institutions even

so with most HEIs that have long been stand-alones.

A mental model that believes in never-ending improvements must be anchored in a broad
forensic understanding of the gaps among the organisation’s structure-structure, structure-
function and function-function relationships. People will commit to organisational goals and
sector objectives to a measure commensurate with their own understanding of what needs to
be done better, how and why that is a necessity (Roux, 2011). Figure 2.2 below shows the
structural and operational relationship among the five strands. The inter- and cross
connectivity among elements of the inner and outer rings makes the Strategy Focus Wheel a
powerful model in explaining organisational dynamics. Organisations cannot be fully
represented by simple, straight forward cause-effect models. This is consistent with the
organisational theories that portray organisations as complex, mobile, unequal co-adaptive
organic entities. Case study organisational research would do a disservice by trying to

repudiate the complexity of organisations. Equally complex is the effort to link quality
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excellence principles with management excellence principles. | now turn to describing the

key aspects of Fiugre 2.2 below.

Setting an atlas of
organisational

change
Resourcing Having the
for the — —» desire to
medium Strategy be out
term Focus front
\ Wheel
\
\
\_\
proje
Driving the Focusing
change-project |« on strategic
through intent

Figure 2.2: Modified Strategy Focus Wheel (Roberts and MacLennan, 2006:11)

A mentality for continuous improvement leads to mapping an organisational atlas for goal-
based change which feed the organisation’s desire to be out front (the best or leader in the
business). A desire for continuous improvement creates the impetus for a new mode of
strategic planning aimed at market excellence. But market excellence is a function of the
organisation’s excellence in leadership. Consequently market, leadership and production
excellence must be cast within the organisation’s actorhood. This implies framing these
within the organisation’s strategy and every strategic planning activity. The change-project
management infrastructure should roll-out the organisation’s focus on its strategic intent,
show which strategies have priority and how the projects that bring about the desired changes

should be driven through.
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Making the desired improvement-focused strategies work while focusing on driving the
desired change creates an infrastructure of resources for the near and far future. However the
futuristic nature of part of this effort calls for a robust approach to strategically manage
strategic level, management level, operational level and unforeseeable risks (contraints).
Strategically managing the organisation’s risk interdependency field should help the
organisation set favourable conditions for future improvements and current performativity.
This makes visible the positive and negative constraints within the organisation’s landscape
allowing thus a more richly informed atlas of organisational change. I discuss each strand of

the Strategic Focus Wheel to much greater profundity below.

2.3.3 Continuous improvement

In any educational institution programmes, curricular, structures, processes and behaviours
need to be continuously improved in ways that enhance relevance of the institution to its
stakeholders. The mentality that precedes the strategy planning process will have a huge
impact on the rendition of the adopted strategy. A mental framework for kaizen, never-
ending improvements, instils learning in the routine and regular processes of the
organisation. Organisation-wide continuous improvement effort must be based on sets of
developmental vectors. These vectors of development must be premised on a balanced
scorecard of all strategic issues in all functional areas of the organisation. This process of
organisational analysis must precisely say what needs be improved and the amount and

direction of the improvement, why it should be improved and how it will be improved.

In continuous improvement every action / strategy must be premised in organisational
analysis, justified for improvement and the improvement effort measured, reported on and
documented. This whole process of mapping the field of continuous improvement is like
setting an atlas of organisational change. The proposition represented in Figure 2.2 is that the
organisation departs from a desire to continuously improve the way it plans, designs,
manages and delivers value in its products and services. This mental model sets the premise
for organisation-wide improvements on any organisational aspects that have a bearing on
Customer Satisfaction Performance. One example is the relevance of a curricular and the
amount of educative interaction among students and among students and teachers. According
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to Senge et al (2007:48 / 2010a) the quintessence of a mentality for continuous improvement

is the realisations that change initiatives that deliver to the marrow should be focalised on

learning about learning in settings that matter and:

e are intricately connected with real work goals and processes;

e are connected with improving performance rather than process or institutional visibility;

e selectively involve people who have the clout to take action regarding the particular
goals;

e seek to balance action and reflection, connecting inquiry and experimentation in reflexive
and proactive ways;

o afford people an increased amount of white space and opportunities to think and reflect
without pressure to make decisions or of being beholden to some alien demands; and

e are intended to increase the organisation’s portfolio of strategic capabilities at individual,
team, sector and organisational levels.

Doing the above would help the organisation develop the collective knowledge, skills,

understanding and behaviours that are critical for on-going instructional improvement and

the curriculum’s Customer Satisfaction Performance.

Continuous improvement sits at the heart of successful innovation and improvement (Al-
Kassem et al., 2013) as it can build a firm foundation on which to edify an innovative
organisation (McAdam et al. 1998). One of the problematic issues with continuous
improvement is that most management think they can demand continuous improvement from
their workforce and that they can tie it in with employee employment contracts. True
continuous improvements must focus on the improvement of each worker, of all processes,
structures and their interfaces. Ignoring workforces’ personal mastery skills, their
understanding of their individual capacity to produce results and mastering the principles
undergirding the way one produces results is a fatal mistake in leadership seeking innovative
change. Management must focus on enhancing a desire for presencing, and a feeling for

effortless and joyousness in every assignment undertaken (Senge et al., 2005; 2010b).

An important aspect of qualitative case study research is the emergency of a theoretical

perspective that reflects on all the nuances of the case issues and be able to blend with a
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corpus of articulated theories and concepts that saturates the study with insightful analyses.
In this understanding the thesis finds such a link between the Strategy Focus Wheel and the
14 Best Practice Principles of Bevington and Samson (2012). Table 2.1 show the relationship
among the elements of the theoretical perspective and the conceptual framework. Every
principle in the framework relates with every other strand of the Strategy Focus Wheel.
However the strength of the relationship may vary. | have therefore arbitrarily, based on
literature reviews, assigned each management best practice principle to a particular strand. |
further discuss how each management best practice principle facilitates the purpose of the

particular strand of the Strategy Focus Wheel.

Each principle is effectively the vehicle, the rule and resource that deploys quality within the
strand it belong. For instance strategic planning is deployed throughout the organisation by a
workforce that is pushed by their intrinsic penchant desire to see their organisation emerging
as a reckoned quality performer and an innovative organisation. The basic unit of structure
and functionality of organisational / university actorhood is the staff. It cannot be denied that
staff and academics in well reckoned HEIs equally gain in terms of social status when their
organisation takes on the public limelight. Cognisant of this spill-over gain, staff and
academics can purse strategies that will balance innovation, improvement and quality. This is
the essence of the Strategic Balance Theory (SBT). They too will seek to create
organisational elements that will distinguish it and them from others. This is the essence of
the Optimal Distinctiveness Theory (ODT) (Galvin, 2009). Strategy balancing and optimal
distinctiveness tendencies are not at variance with QFD. | hope we appreciate how staff can

be incentivised to improve the lot of themselves and their institutions by the SBT and ODT.

In figure 2.1 above | said that change-project management help the organisation focus on its
strategic intent or what it needs and wants achieved. In table 2.1 | show that this effort is
deployed throughout the organisation through the management / excellence principles of:
integration of effort; being disciplined; creating customer value; being time-based and
creating strategic capabilities. From figure 2.1 we observe that making strategies work is a
special endeavour directed at getting the proposed change-projects work. This process is
resourced and catalysed by a set of rules or principles that guarantee structure-structure,

20

© University of Pretoria



(02%&

structure-function and function-function alignment; embracement of change; establishment
of a learning culture; relating the micro to the macro; measuring and reporting; supporting
distributed leadership and being up front (honest, trustworthy, moral and ethical). Strategic
risk management is about creating the resources that will support the organisation’s
prosperity. This is about watering, fertilising and ensuring the desirable characteristics grow
and spread whilst weeds are removed. Resourcing for the medium term is one vehicle that

deploys this quality.

Table 2.1 expands on Figure 2.1 by embracing the principles or rules by which each of the
Strategy Focus Wheel’s strands and each of the segments by Bevington and Samson (2012)
is deployed across the organisation. Notice how the brief descriptions relate vertically and
horizontally. | explain each level below, however using only strands of the Strategy Focus
Wheel.

2.3.4 Strategic planning

Strategic planning concerns the identification of all strategic issues, the options available to
the organisation and selecting the most befitting alternative. Strategic planning is crucial in
aligning programmes and curricular to the expectations of the markets. Crebert (2000)
however reported that strategy development and planning were little appreciated by the
professoriate in higher education. Yet around the same time Alexander (2000) had observed
that strategic planning was key to student satisfaction, with Stella and Bhusan (2011)
pointing out that failed strategies penalise students and stakeholders. It must be realised that
a strategy is an ongoing endeavour that builds the organisation’s capability for high-quality

conversations for action (Conti, 2002 and Senge et al., 2007:515).

Of the 14 management Best Practice Principles the one that best plugs in with the ‘Strategic
Planning’ strand of the Strategy Focus Wheel is ‘‘Having the desire to be out front’> and
being the best in the park (see Table below). A desire to be out front with every strategic
element of higher education like staff quality, programme relevance, delivery modes and
rigour of content creates a set of strategic capabilities that matter the most in market-oriented
education.
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Table 2.1: Relation between Strategic focusing and the Best Practice principles as synthesised from literature

Strand of the Strategy Focus Wheel
{Roberts, 2008}

Segments of the Best Practice Principles
(Bevington and Samson, 2012

Principles / Rules and Resources
(Dougherty et al, 2005; Bevington
and Samson, 2012)

Strategic planning

Having the desire to be out front

Enabling principle f rule

Managers engage across the
organisation to fully identify strategic
issues, options available to the
organisation and to find the most
appropriate options.

Managers will want their institution,
programmes and graduates to be the best
on the market. They strive to eliminate
interfacing activity noise and invest in
productive Customer Satisfaction
Performance work

1_Hawving the desire to be out front
and best in the pack

Change-Project management

Focusing on the strategic intent

Enabling principle f rule

Managers seek to establish an
infrastructure of completensss and
control owver the physical realisation of its
strategy. They ensure that tools,
technigues and resources are availed so
that change can be effectively and
efficienthy pursued.

hanagers establish a clear definition of all
key activities and how and who needs to
do them and how they should be aligned
to the medium and long-term as well as
the institutional goal infrastructure.

1_Ensuring integration of effort
2 _Being disciplined

3_Creating customer value

4 _Being time-based

5.Creating strategic capabilities

IMaking strategies work

Driving the change-projects through

Enabling principle f rule

hManagers seek best ways of aligning,
integrating and linking the micro to the
macro 50 that the the multifaceted day-
to-day activities calcify in the delivery of
the organisation’s high-level strategy

Managers create the enabling
environment to foster and drive change
that fits into the organisation’s atlas of
development. They emphasise the nesd
for continual alignment and integration.

1.Gaining alignment

2_Embracing change

3.Establishing a learning culture

4 _Relating the micro to the macro
5_Measuring and reporting
6_Supporting distributed leadership
7_Being up front

Strategic risk management

Resourcing

Enabling principle f rule

Managers seek to ensure that
organisational risks are identified,
monitored and the organisation’s risk
envelope is in control

MManagers take a longer-term view of
resources, behaviours and the
organisation’s risk interdependence field
by influencing behaviour of constraints.

1.Resourcing for the medium term
2_Profiling positive and negative
risks
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Strategic planning is about having a penchant desire to achieve something, it is about having
an aspiration and an ambition and the glue to draw into the mainstream the men and women
who traditional bureaucracies would keep in the peripheries of decision-shaping
(Dervitsiotis, 2002:1087). Wei et al. (2015) observed that strategic planning with a desire to

be out front is crucial for ongoing instructional improvement.

2.3.4.1 Having the desire to be out front

The QFD-based organisation needs a view of what they desire to be through the use of QFD.
The implication is that management must be willing to change their way of thinking and
behaving if they want QFD to take them out front. Bevington and Samson (2012:175) are of
the opinion that ‘... business strategy is as much about managing the detail of the
deployment of strategically planned change to the organisation’s business processes as it is
about positioning the business in its market place.”” Similarly managers of higher education
institutions face the challenge of deploying management best practices and quality excellent
principles in ways that would deliver exceptional high quality to the student, industry and
society. The conceptual framework to this thesis offers the context for engaging quality and
management best practices and a roadmap for their deployment across the organisation. QFD
is a rather complex model that embodies very technical aspects, philosophical aspects, human
relations aspects and processual aspects of the organisation. There is no better way of
deploying strategic planning in QFD contexts than through enacting the management best
practice principle of being out front. In the next section | discuss other management best

practice principles that act as vehicles for and media of change-project management.

2.3.5 Change-Project management

Change-project management is a tool for ensuring the completeness and the control over the
physical realisation of the chosen strategy. The implication of this perspective is that most
work is project-based including running higher education institutions, doing quality
assurance and the instructional process itself is a project. Without organisation-wide
integration of efforts, discipline, considering time as a resource and creating organisation-

wide strategic capabilities that focus on enhancing customer value, change and projects are
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not likely to mature. Five of the 14 management best practise principles that relate most to
change-project management are:

e Ensuring integration of effort

e Being disciplined

e Creating customer value

e Being time-based

e Creating strategic capabilities
Ensuring that the organisation has the ability to manage change guarantees the organisation’s
ability to co-adapt with the changing internal and external environments particularly within

the supply chain and in the customer base.

2.3.5.1 Ensuring integration of effort

Ensuring integration of efforts across the institution matters greatly because most HEIs are
made up of numerous structures, processes and functions that different people work on at
differing speeds, and sometimes, at cross purpose. The QFD’s assumption of at least a central
QFD team is based on the understanding that organisations perform better when efforts of
individuals, sectors and teams are integrated and subordinated to organisational goals.
Integration of effort is crucial within teams, across them and across sectors including with

external stakeholders.

Wider discussions and alignment of business processes could help to displace turf warring
and fragmentations between higher education institutions and their quality assurance
agencies. Senge et al. (2007 / 2012) and Bevington and Samson (2012:177) observed that turf
warring, fragmentation, reactivity and competitive behaviour lead to organisational
dysfunction. A turf war is generally a struggle for power, control, and other social goods such
as recognition among an organisation’s stakeholders. Disconnects among students,
academics, management, quality assurance agencies and society are widely blamed for poor
quality performance of higher education institutions. They are potential causes of turf-
warring. In chapter 3 four Six Sigma roadmaps are discussed and their importance in helping
to close these disconnects in favour of integration and alignment for quality is underscored.

Organisational discipline is one omnipotent tool for establishing alignment and integration.
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2.3.5.2 Being disciplined

Policies and organisational structures that are blindly adopted from other organisations would
rarely be as effective in the adopting organisation. Interface mapping based on the voices of
those who do the work should help to shape policies that people can relate to, thereby
appreciating how these policies influence their working environment. Staff generally resist
policies that they find oppressive and alien to their culture. Strategic categorisation would
help organisational management to identify the kind of work and activities that do not add
value to the organisation and harm or are indifferent to customer satisfaction. Strategic
categorisation also helps the organisation to understand and monitor the core activities that
are value adding (Bevington and Samson, 2012:179). Oakland et al., (2002:1132) explain the
importance of a disciplined approach to establishing links between organisational
philosophy, mission, values and the core processes at the ground level. Being disciplined

helps in focusing the organisational infrastructure on creating customer value.

2.3.5.3 Creating customer value

Increasing rigour and relevance of education to the student, industry and society is a way of
creating customer value in higher education. QFD practitioners would argue that the idea
invested in QFD is that all work must be understood and done in the spirit of creating
customer value. The implication is that the organisation must, as much as possible, have
ways of intimating the workforce with: Voice of Customer; Voice of Market; Voice of
Employees; Voice of Business and the Six Sigma roadmaps that derive from the integration

of these voices.

To successfully implement the principle of creating customer value it requires that the
organisation should have performed well with the generation and institutionalisation of a
relevant and enabling policy regime (being disciplined). Furthermore, institutionalisation of
an enabling policy regime that aligns structure-structure, structure-function and function-
function relationships (integration of effort) in the organisation creates a strong strategic
capability in the organisation. Enhancing the organisation’s capability of creating customer
value involves interface mapping which is a strategy by which integration and alignment can
be achieved (Bevington and Samson, 2012:180). Only time-based organisations would
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realise the value of interface mapping, which actually helps in removing any time-wasting
activities of no value to the products and services. In fact, redefining time as a critical
resource enhances organisational efficiency and optimises the creation of customer value.

This is the essence of being time-based.

2.3.5.4 Being time-based

Bevington and Samson (2012:180) are of the opinion that *“. . . implementing the principle of
being time-based calls for the removal of the main drivers of interfacing activity noise from the
business.”> This means trimming away all activities that have little value to the organisation so
that staff work only on value-adding activities that align to Customer Satisfaction
Performance. Doing the trimming actually allows the value-laden activities to interlock and
interface intimately and align more strongly. Intimate integration and strong alignments
allow for the workforce to spend less time in completing their role assignments. In one of
their studies, Bevington and Samson (2012:180) observed that ‘‘An analysis of activity in a
large health policy unit revealed noise levels absorbing over 60 per cent of the total effort.”” This is
not uncommon in bureaucratic and public services institutions. From examples given by Newton
(2000), Anderson (2006) and Ramirez (2013) noise levels are equally high in higher education across
the globe.

Literature has many similar examples of organisational responses to the realisation of the
value of time and trimming organisational activities to only those that are critical to
customers. These realisations have fathered principles such as ‘just-in-time’ delivery;
management-by-objective; performance management and many more. Successful
applications of these principles should proffer organisations the benefits of structural agility,
cultural agility, process agility and change agility. In chapter 2 we learnt that these are
reasons why most organisations, then and now, adopt QFD. QFD caters for all these elements
of organisational performativity. Mukherjee and Wong (2011:138) are of the opinion that “an
approach with a delay built into the process has the disadvantage of impairing both efficiency
and institutional agility to respond swiftly to change”. In higher education delay on delivery
of customer value may be caused by time and efforts spend on waiting for management

approvals, lots of paperwork and sustaining bureaucracy. Bernasconi (2011:243) lambasts
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public administration rules for inhibiting HEIs from responding with agility to external
opportunities. Cruickshank (2003) laments that even after many years of adopting business
quality models, HEIs continue to be sluggish because, among other factors, there is lack of
vision of the institution as a system of interrelated parts that should otherwise be attentive to
incidents through coordinated responses (Gallifa and Batalle, 2010:162). Mukherjee and
Wong (2011:140) tend to suggest that autonomy helps to bring agility to strong world-class
universities. But the truth is that autonomy is not antithetic to sluggishness. Agility should be
felt as a means to creating the competitive responsiveness that characterise success in
competitive markets. Autonomous Faculties in HEIs may still inherit the sluggishness of the
mother University, for example, unless they are consciously set to be agile. QFD would
improve on time usage because of its emphasis on integration, alignment, leadership

distribution and creating strategic capabilities for improved customer values.

2.3.5.5 Creating strategic capability

The process of creating strategic capabilities stands on the shoulders of ensuring integration
of effort, being disciplined, creating customer value and being time-based. Organisations
wishing to build their strategic capabilities do so by proactively managing interfaces in ways
that complement their positional strategy. Three activities drive the creation of strategic
capabilities. One of the three is the alignment of processes through interface mapping and
identifying noise and gaps. The second is developing solutions to noise and the identified
gaps and the third is efficiently deploying change targets and their catalysts (Bevington and
Samson, 2012).

Most assumed change, a lot that would benefit educational quality never set off because
organisations continue to indulge in the past and that there is no mechanism of setting on the
change process and catalyse it. In QFD the underlying assumption is that systems are
improved by the men and women at the systems’ coalface. This implies that more open-door
and democratic management in HEIs that value the voices of their professoriate and students,
of their external stakeholders by genuinely incorporating them in their strategies reward the
institution with a repertoire of robust strategic capabilities and the power to make their
strategies work.
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2.3.6 Making strategies work
Making strategies work is an ongoing process for connecting the high-level strategic plan
(macro) to the day-to-day (micro) activities that are critical to the delivery of the strategy.
These activities include all secondary changes necessitated by changes in the initial premises
of the strategies. Of the 14 management best practice principles that make strategies work are
the following seven:

e Gaining alignment

e Embracing change

e Establishing a learning culture

e Relating the micro to the macro

e Measuring and reporting

e Supporting distributed leadership

e Being up front
Deploying the above principles throughout the activities of HEIs helps to create conditions
for a strategically bundling management, the professoriate, students, instruction, curricular

and the mission and vision.

2.3.6.1 Gaining alignment

In QFD contexts, the goal of ‘seeking alignment’ is to achieve a seamless end-to-end
business process by concentrating on the interfaces between personnel as well as doing the
functional activities called for in the strategy. This implies careful management of person-to-
person, person-to-system and system-to-system processes (Chang, 2006:158). Efficient
process management helps the workforce to build shared common values and enhances their
strategic bundling. HEIs are process-laden, multi-structural entities with high potential to
fragment therefore need more than most organisations management skills for alignment. Use
of communication approaches, vision workshops, and management development
programmes are commonplace strategies when seeking alignment. Interface mapping further
increases the chances for gaining alignment in that all unnecessary activities that stand in
between value-adding activities are identified and removed. Scott (2008:99) observed that

.. a company which has efficient communication systems, good labour relations and a

contented workforce is in a strong position to succeed in the competitive marketplace’’. The
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more QFD institutionalises, the more and stronger the alignment between organisational
vision (an image of the desired future), values (route and journey to the desired future)
mission (what the organisation is here for) and goals (milestones the organisation expects to
reach before too long) should be. Living by the management best practice principle of ‘being
disciplined’ creates the context for gaining alignment and being able to embrace required

change as an organisation.

2.3.6.2 Embracing change

It is important that organisations seeking change and transformation must focus on creating
the strategic capabilities for implementing the desired change. Rowley and Sherman (2002)
opine that change in universities has become a new coefficient for their relevance. Where the
magnitude of desired change is sizeable it is important to have a framework of deployment of
activities that would bring about the net desired change: what will be done; why it will be
done, and how it should be done. Postma (2013:3) affirms that these questions reflect on
education quality as transformation. It is important also to align the prospected changes with
a remuneration policy that attract and retain high quality staff. Traditional bureaucracy
coerce for change. QFD believes people will effect change efficiently when they drive it

because it makes sense to them.

The communicative, collaborative, and participatory nature of QFD creates conditions for
shared visions. In drawing an atlas for change it is best to start by asking staff to document
fully what they do and their assessment of its implications on value creation, value
management and value delivery. This process creates the first instance the staff comes head-
on with focused self / role evaluation. It should then be easier to move with the staff to the
next level of evaluating what needs be changed by removal, modification or addition. This is
the first instance of interface mapping, a process that feeds into the principles of time-based,
alignment, creation of customer value, integration and of linking the micro to the macro.
Used well, QFD should help with problem identification and design of appropriate change
and solutions. Throughout the text the thesis discuss QFD as a mental tool that facilitate the
understanding of data generated from within as from outside the organisation. It is indeed a
potent tool for organisational learning and the subsequent mapping of an atlas for change.

29

© University of Pretoria



(02%&

2.3.6.3 Establishing a learning culture

Interface mapping, strategic categorisation and the use of genomic frameworks set the
foundation for a focused mechanism for promoting and targeting learning. Establishing a
learning culture under the auspices of QFD creates what Pearce and Robinson (2009:364)
define as an:

(X3

.. organisation structured around the idea that it should be set up to enable

learning, to share knowledge, to seek knowledge, and to create opportunities to

create new knowledge’’
Ficalora and Cohen (2009:4) say ‘‘QFD is a method that flags gaps in knowledge, capability
and understanding as the design team works through the various QFD elements’’. Better
aligned and lean team-based organisations learn better and faster than expansive
organisations (Bevington and Samson, 2012:183). By pinpointing the organisation’s
shortcomings and proffering strategies for their correction, QFD becomes a more
comprehensive knowledge and quality management tool. Knowledge takes numerous forms
which include operating know-how, knowledge of customer networks or relationships with
customer networks. It can also mean technical knowledge upon which processes are or will
be based and the technical knowledge upon which products and services are or will be based.
It can be about relationships with key people or an individual that can get things done more
effectively, efficiently and speedily (Pearce and Robinson, 2000). All these forms of

knowledge help in creating improved educational institutions and programmes.

In learning institutions everybody becomes somewhat like a ‘node’ or distributor through
which intricate networks of personal relationships are continually coordinated to bring
together relevant know-how and successful action (Pearce and Robinson, 2009). However,
Pearce and Robinson (2009:366) observed that certain organisational structures are
inhospitable to the institutionalisation of a learning culture. In QFD, a learning culture should
be about a model of thinking and practice that focus on renewal and updating of the set of
organisational values, processes, conventions and practices that encourage individuals and
the whole organisation to increase knowledge, competences and performance. Evaluation,
monitoring and the development of processes take centre stage in learning cultures. But what

and how we evaluate, monitor and develop should be determined by the business strategy.
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At Section 3.5.3 the thesis discusses four strategies of aligning organisational culture to
business strategy. Benchmarking and networking that are designed to leverage and enhance
knowledge should flourish the more the learning culture calcifies (Harvey and Williams,
2010b:81). Temponi (2005), Trivellas and Dargenidou (2009) are also of the opinion that
business schools should be shining examples of learning organisations where continuous
improvement, customer satisfaction, and service quality are unquestionably paramount.
Yorke (2000) had earlier highlighted that effective learning organisations depend on the
recognition of good ideas and expertise for what they are and not for where they are from or
who in the organisation backs them. Yorke further argues that open support for capacity
building in ambiences of trust, honesty and respect enhance effective organisational learning.
From an organisational management perspective in higher education, one would quickly
assume that business schools should take the lead in exemplifying learning institutions. They
would be characterised by continuous improvement, service quality and customer satisfaction
(Trivellas and Dargenidou, 2009; Temponi, 2005). In chapter 3 I discuss how organisational
and strategic structures that marginalise one or so stakeholders limit the number and value of
options at their disposal.

2.3.6.4 Relating the micro (individual) to the macro (companywide)

In relating the micro to the macro, the workforce links its short-term and day-to-day activities
to the organisation’s strategic goals. For instance linking what happens in the lectureroom
with the programme goals, the institution’s mission, vision and the needs of the market of
stakeholders. This further implies a link between institutional goals and those of society and
industry. This link is fine-tuned when staff consciously appreciate how their efforts impact

on others and how they escalate into the organisation’s bigger picture.

Literature is awash with tools that help in linking the micro to the macro. These include
employee empowerment; team-based working; Voice of Customer; Management by
Objectives; the Balanced Score Card; customer surveys and benchmarking for management.
These tools, at least on a theoretical level, raise the workforce’s awareness of the strategic
goals. A more efficacious and precise mechanism of linking the micro to the macro, the short

term to the long term and the ‘smaller activity’ to the global, is through interface mapping,
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strategic categorisation and the use of the ‘genomic’ framework. The implication of interface
mapping is that all routine and seasonal activities are documented and areas of ritualism,
duplications and noise are pinpointed (Anderson, 2006; Bevington and Samson, 2012:182).
This is an important element of QFD implementation particularly in HEIs that are laden with

valueless workloads.

2.3.6.5 Measuring and reporting

Bevington and Samson (2012:186) say that ‘... best practice organisations measure a range
of financial and non-financial parameters with the aim that employees would see and know
what is needed to drive improvement’’. Key Performance Indicators (KPIs) are set in some
organisations and organisational performance is measured against them. Researching,
measuring and reporting on key performance indicators (KPIs) should help the organisation
to establish behaviour change indicators (BCIs) that are necessary in preventing resource
wastages. In this way the behaviour change indicators (BCls) link to key performance
indicators (KPIs) and consequently link the micro (individual / team / short term) to the
macro (team / organisational / long term). This is one of the areas of alignment that should

optimise institutional performance be it in terms of facilities or human skills.

BCls can be set at the person, team, sector or organisational level and may cover particular
set of knowledge, attitudes, skills, understanding and beliefs. Bevington and Samson
(2012:187) say that ‘... when all the BCIs are adhered to, the strategic outcomes will be
delivered’’. This point is reiterated by Dahlgaard and Dahlgaard (2002:1071) who exhort the
need for linking KPIs to training provisions. Traditional quality assurance schemes have the
weakness of collecting hard-and-dry data without tracing backward as to causes or drivers of
the data and weaknesses. In QFD contexts, data is collected with the idea of building
effective action. This means BCIs are subordinated to the organisation’s key performance
goals and indicators, thus reinforcing cross-sectional integration and both vertical and
horizontal alignment. Measuring and reporting is a powerful QFD tool for building a shared
organisation-wide understanding of where the organisation stands, its fitness for the next
challenges and its risk envelope. The shared understanding is critical for creating incentives
for distributed leadership.
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2.3.6.6 Supporting distributed leadership

Further to empowering the workforce, the practice of distributed leadership engages staff in
analysing the business with an eye to enact necessary changes and in relating their daily
activities to the medium- and long-term goals of the organisation. Distributing leadership
goes beyond assigning job descriptions. It is about understanding why one has to do certain
things and accepting responsibility for improving one’s performance, such as making
operational decisions pertaining to one’s roles in the team and the organisation. Genuine

leadership distribution involves being up front.

In QFD contexts distributed leadership should aim at developing a robust infrastructure for
leadership substitution. By leadership substitution is meant a context in which subordinate
professional orientation is so honed that they need no coercion to do their roles. It further
means an exceptional amount of competence that supervision become minimal. Jones et al.
(2012:67) observed that leadership that befits ... the higher education sector ...”” is one that
““... requires a less hierarchical approach that takes account of its specialised and
professional context’’. Pierce and Newstrom (2000:254) view employees with a professional

orientation as being able to:

‘“... cultivate horizontal rather than vertical relationships, give greater credence to peer
review processes, however informal, than to hierarchical evaluations, and tend to develop
important references external to the employing organisation.”’

Literature is indicative of a relationship between organisational structures and the amount of
space the workforce find for experimentation, for linking amongst them, and bringing in
external peers. QFD works well in ambidextrous organisations, which Pearce and Robinson
(2009:366) define as ‘‘organisational structure most notable for its lack of structure wherein
knowledge and getting it to the right place quickly are the key reasons for organisation’’.
Forward thinkers perceive QFD organisations as ones that generate knowledge and innately
share it to enable deeper understanding of business and the customer base throughout the
organisation. These organisations use internal and external architectures and networks to
foster opportunities for being out front with customer satisfaction. Honesty, trust and being
up front are critical success factors for distributed leadership.
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2.3.6.7 Being up front

This principle gives a special value to relationships. The idea is to be honest, trustworthy and
‘vulnerable’ in the sense that one values the supremacy of other people’s knowledge where it
is. Being up front creates the resource of not glossing over problems and not passing them to
other persons. Bevington and Samson (2012:185) say ‘... a mechanism for opening up a
previously closed culture to admit to problems, mistakes and inconsistencies’ iS a
fundamental strategic capability. Sciarelli (2002:1141) stressing the socio-cultural dimension
of quality expressed that there is a strong relationship between business ethics and business
quality mainly because each organisation shares a porous boundary with its environment.

The other dimension to ‘being up front’ refers to issues of corporate governance.

Corruption and favouritism constitutes a negative risk that exists if management control over
processes is not sufficiently vigilant (Fill and Jameison, 2006:38). In HEIls, the most
ventilated incidents of unethical and immoral behaviours include misuse of institutional
property, sexual exploitation, research plagiarism, bribing of teachers, cheating by students,
and irregularities in the admission and examination processes (UNESCO, 2007:15;
Heyneman, 2011:8). Corruption tumbles the reputation of HEIs known for perpetrating it and
reduces the competitiveness of their graduates on the labour market. The Transparency
International (T1) calculates a Corruption Perception Index (CPI) that reflects on the levels of
corruption, opacity and lack of meritocracy in a society (Jabnoun, 2009:421). Cognisant of
the negative impact corruption in HEIs will have on future employability prospects, youth
organisations in South East Europe founded the Anti-corruption Student Network in 2003.
Their objective was to coordinate the exposure of immoral and unethical practices in higher
education. This effort is being replicated in many HEIs. The Higher Education Corruption
Monitor proffers information from news articles, bibliographies, and links to other agencies.
There are other strategies at play to curb corruption and lower the perception that a HEI
could be corrupt. Heynenman (2011:9) lists some of the strategies:

e annual reports to the public on year-by-year changes in corruption incidents

e code of conduct for administrators and staff

e code of conduct for faculty

e code of conduct for students,
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e exposure of perpetrators

e institutional courts to hear cases of misconduct

e staff surveys on corruption

e statements of honesty on public websites

e student surveys on corruption.
Academic corruption becomes all the more difficult to deal with because immoral, unethical
activities carry cultural, legal and social connotations. And the chances of corrupt behaviour
increase in high-power distance communities where checks and balances are difficult to
implement effectively (Kimbro, 2002; Sanyal and Subarna, 2004; Dirienzo et al., 2007).

2.3.7 Strategic risk management

Strategic management of strategic level, systems level, operational level and unforeseeable
risk profiles ensures that strategic objectives will be pursued in conditions where the actors
are aware of the accompanying constraints and the organisation’s risk envelope. Abiding by
all 14 best practice principles is a robust risk management process in itself. Because of their
multifaceted nature, HEIs are prone to conflicts and fragmentations which may remain latent
and invisible for long but not without reducing organisational performativity even in small
units such as curriculum design, implementation or resourcing of critical elements of

instruction.

2.3.7.1 Resourcing for the medium term

QFD tools can be used to help the organisation balance short-term operational and medium-
term development and growth requirements and aspirations (Bevington and Samson,
2012:187). Bevington and Samson (2012:175) say that one of management’s risks is that
decision makers interpret organisational problems through the lens of their own experience.
However, experiences become less valid and less reliable as the organisational contexts
change. The assumption in QFD is that no one can know what the customer requirements
would be unless he has run the Voice of the Customer and processed it appropriately. Both
the theoretical perspective and the conceptual framework validate the importance of having a
pragmatic understanding of QFD, of how this phenomenon can be understood in the context

of the service sector and the opacity of education delivery.
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Using the ‘figuration’ perspective (Elias, 2000:482), the CUTGBS could be viewed as a case
of networked individuals, teams, processes, rules, policies, regulations and influences. This
position is packaged in the intimate relationships between the Strategy Focus Wheel and the
14 ‘best practice principles’ as shown in Figure 2.2 and Table 2.1. Looking at the
compounded framework of the Strategy Focus Wheel and the 14 management best practice
principles within the lenses of the Rule-Resource model of Dougherty and associates we can
as well safely assume that each of the principle acts as a rule. And the opportunities created
by their enactment create one or so resources / benefits. Dougherty, Barnard and Dunne
(2005:38) found that the best-practices principles per se are insufficient in creating high-
quality products and services. Through their protracted international research they drew a
distinction between innovative and non-innovative organisations. In innovative organisations
they observed an enduring presence of three sets of rules and their corresponding resources.
They further argue the presence of an intimate causal relationship of rule and resource. The
link is basically that, in a pre-meditated manner, management and staff may enact a rule and
be conscious of the resulting resource(s). On the other hand the same management and staff
may not be aware of both the fact of the rule they are enacting and the resultant resource(s)
the rule is generating. One of the rule-resource relationships is whereby aggressive, out front
and entrepreneurial organisations seek new opportunities and using new mental models
create numerous viable options (resource) for themselves. They realise that teamwork quality
(TWQ) creates the opportunities for more ideas and does multiply the power to act on those

ideas.

The second rule-resource relationship is when these same prospector organisations valuing
knowledge (strategic capabilities) for its own sake (rule) create power to define problems
(resource). They view every team member as a knowledge-node, a leader and a distributer of
knowledge. Organisations that live by the rule of sharing responsibility and integration for

the entire project, proffer themselves with the resource of time and attention.

Non-innovative organisations on the other hand have sets of desanguiniating rules and
resources that haemorrhage workers’ creativity and innovative ideas. Whichever model gets
adopted in such organisations, there will be minimal success. Non-innovative organisations
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are characterised by the pervasive presence of the following rule-resource relationships. A
non-innovative organisation is overwhelmed by its own focus on results thus generates the
resource of control at the expense of expertise. Power, in them, is more important and is only
with relation to getting a fixed list of results. This is characteristic of many a quality
assurance agency and the result has been ‘comply, comply, comply’ when they come to
evaluation of institutions. This maybe is one of the reasons institutions have remained stuck
with externally defined metrics and standards that are at variance with the needs and wants of
the end users of their products and services. In non-innovative organisations the rule of
eliminating problems quickly generates the resource of limiting discussions and thus limiting
others’ actions. This is in stun contrast to QFD and the desirable way of running educational
projects in competitive environments. In trying to keep high results or to exonerate self from
poor performance by saying ‘‘we don’t know how it went wrong but we followed the rules’’.

Non-innovative organisations discard any suggestions to see or do anything differently.

The rule of separating responsibility generates the resource of control over one’s own
domain. This rule eliminates the possibility of cross pollination of ideas and has no value in
teamwork quality. Where people work in numbers it is about the physical gains that result in
net ability to lift the load or to reduce completion time not about adding value and

satisfaction.

QFD is characterised by the first three sets of rule-resource relationships. The second set
tends to characterise the very traditional HEIs and quality assurance agencies. The reason for
adopting a hybrid model of Strategy Focus Wheel, the 14 Best Practice Principles and the
Rule-Resource model is that neither, standing alone, would give a fuller explanation of why
humans would behave the way they do in the face of a change-project model like QFD. And
by using all three perspectives the thesis maintains the complexity of institutions and the
complexity of their management. The 14 best practice principles expand the concept of
‘Strategy Focus’ and are the vehicle that deliver excellence in service and product delivery.
The Rule-Resource model explains what distinguishes winners from losers, even with the
same model. The elements of the proposed model are thus interwoven, as shown below. As
each plugs into the other it is difficult to present a model of a conceptual framework that
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exhibits mobile relationships pictorially. As chapter 2 continue to unfold, the key point is
imagining how the management excellence principles could intervene to deploy quality
throughout the organisation’s structures, processes and functions. But we need to discuss the
perspectives of QFD in order to build a corpus of concepts for analysis of why the model

would be an urgent adoption.

2.4 QFD: The three perspectives
There are three perspectives to the term ‘quality function deployment’: the quality, the

function and the deployment perspectives. Each of these will now be discussed.

2.4.1 The quality perspective is defined in terms of the qualities, attributes or features
making the expectations of the customer. Literature generally highlights some ten
determinants of service quality which (Franceschini, 2002:48 / 147-’8) use to link perceived
quality and expected quality of a service. These determinants are: access, communication,
competence, courtesy, credibility, reliability, responsiveness, security, tangibles and
customer knowledge. The quality perceived by a customer is a function of the complex
relationship among the quality factors themselves, word-of-mouth communications, personal
needs and past experience. Figure 2.3 below shows how the ten determinants of service
quality (Franceschini, 2002) relate to perceived service and expected service in building a
perception of service quality. Whilst we can list the determinants of quality discretely our
mental models of quality don’t isolate them but pass a complex picture of what they
represent as quality to us. However each of the determinants percolates into our mental
models individually or maybe in permutation with other determinants based on our
exigencies, past experiences and / or internal and external communications. Three levels of
satisfaction would arise independently of one another but expressive of the balance between

expected and perceived quality.
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Ten determinants of Expected service based on:
quality : 1. Customer exigencies
1. Acess o 2. External Perceived service
2. Communication ) communication quality:
3. Competence 3. Internal 1 1. Unsatisfied customer
4. Courtesy communication Qexpected > Qperceived
ibili 4. Past experiences
> Cre_dlb_ll_ltv P 2. Satisfied customer
6. Re“ablllty Qexpected = Qpercel’ved
7. Responsiveness
8. Security 3. Delighted customer
9. Tangibles Perceived quality based on: Qexpected < Qperceived
1. A global analysis and —
10. Customer = & . Y
2. Evaluation process
knowledge

Figure 2.3: The relationship between ten determinants of quality, perceived and expected

quality of a service (Fransceschini, 2002).

Perceived quality has a mobility characteristic just as each of the ten factors is mobile and is
historically conditioned in space and in time. That means ‘relational, organisational and
temporal variables of a service’ must be defined and evaluated. This point is of fundamental
value particularly in curriculum design and the ensuing teaching-learning interactions
Franceschini (2002:139).

Babakus and Mangold (1992), Chua (2004), Tan and Kek (2004), Mahapatra and Khan
(2007), Narang (2012) confirm the use of SERVQUAL in measuring quality in HEIs. The
SERVPEREF has also been used in education with some claimed success. However, these
models have their shortcomings which propagate into many other models derived from them.
Narang (2012:361) proposes the use of a model, EAuQUAL which is expressed
mathematically as:

EduQUALi = %, (Pij — Eij)

where: EQUQUAL = perceived education quality of student ‘i’

k = number of education attributes / items

P = perception of student ‘i’ with respect to performance of an attribute ‘j’ of

institution

E = education quality expectations of student ‘1’ for an attribute ‘j’.
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A positive rating would indicate that expectations have been exceeded, while a negative

rating is indicative of expectations that are not fulfilled (Narang, 2012:361). How one

conceives quality has an implication on how one will strive to get it. The definitional

inconsistency of the term ‘quality’ has however led others to assume that conditions or

resources for quality are in themselves quality. For instance, Singh et al. (2008:165-166) and

Materu (2007:3) seem to be suggesting that leadership, state of facilities, quality of faculty

are in themselves quality. Quality, meaningful quality, in the context of higher education,

resides where teaching and learning are, in their locus. Salmi (2009, 2011:6) writes of nine

errors in creating world-class universities and explains that:

e magnificent buildings are a desirable but not the world-class quality itself;

e curricular copied from world-class universities does not necessarily produce world-class
graduates when embryonically transplanted into other universities;

e running curricular in pre-existing infrastructures militates against world-class delivery
and world-class learning;

e internationalisation is what it is and not quality in itself and that it is not superior to local
resources and local branding (Agnew, 2012);

e slow is fast because quick fixes and fast-tracking issues skips over important details to
which the organisation will need to return to later;

e small is beautiful as doing things in small, manageable bits allows for complete
understanding thereof;

e institutions need the present to be coherently linked to the future by able leadership and
robust structures;

e corporate isomorphism has problems of strategy-culture fit; and

e strategic capabilities cannot be built in the short term without a futuristic perspective.

Other authorities have looked at quality variably. Harvey and Knight (1996) talk of quality as
perfection / excellence, a construct that relates to the principle of being right the first time.
However, there are difficulties in defining what is excellent. Attaining excellence in every
facet of a product or service may not be possible when looking at the situations regarding

context and resources in which most organisations operate.
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Quality as consistency to some specifications may be proper in manufacturing, but a rather
naive pursuit in the education delivery system. With reference to the services sector Oakland
et al. (2002:1126) refer to consistency of material, skills, facilities etc. Consistency may be
better looked at as the alignment among inputs, processes and outcomes (Stufflebeam and
Shinkfield, 2007) . This is shown in Figure 2.4 below. The basis of the model is that the
context defines quality and the inputs and throughputs conform to the conception of quality
held. In this way quality offered approximates quite closely to quality planned. Elements of
the model still persist in novel models for quality assurance, including QFD. This context,
input, process, product model assumes that both the intra- and extra- institutional
environments (context) partake in determining inputs, throughputs and standards for
measuring outcomes as satisfactory or not. Since contexts differ in space and in time, it
means that the nature of inputs, throughputs and standards would differ too in space and in
time. However in QFD the basic inputs are the voices of the diverse customers. The main
goal for outputs is their fitness for purpose as measured by Customer Satisfaction

Performance metrics. Figure 2.4 below summarises these points.
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quality as defined by
VoM, VoB, VoE, VoC
and transduced into
DFSS, MFSS, SSPD and
TFSS

%alitb

Assurer

Throughput

quality as
transformation
through validation of
Product Planning
Matrix and strong
focus on KASUBB

Outcomes

quality as
competence in
entrepreneurship,
research, social
utileness

Peer
organisations

Figure 2.4: A QFD-based model for insuring deployment of quality throughout inputs, processes their interfaces and outcomes
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A model must recognise the context in which an assessment or evaluation is being sought
and done. The aim in good education is not to “drill students’, but to work with them within
their academic, social and spiritual diversity. Not even is the aim of education to produce
‘cloned’, like-minded graduates. With education we may look at consistency with ‘Voice of
Customer’, with the university mission and the university’s vision; with the skill sets
necessary for a prosperous life; and which are consistent with democratic, peace-loving
societies. Unlike in goods production where consistence is about exactly similar goods, in
services consistence is in respect of Voice of the Customer, the mission and vision of the

organisation.

For Macfarlane and Lomas (1999:70) quality as value for money means that graduates
should be able to return on the investment through development and innovation. To Lemaitre
(2009:3, 2012) it means technical efficiency, while for Hertzman and Ackerman (2010:211),
Law (2010a:66), and CHE (2011:13) it means accountability, effectiveness and efficiency.
These positions co-relate with the Six Sigma notions of designing organisational structures
and processes that reduce failure modes. Ewell (2007) looks at quality as value for money in
terms of rigour of study programmes and employability of graduates. However
Meirovich and Romar (2006:328) warned that ‘value for money’ should be cushioned from
students’ pressures for passable examination and inflated grading. Lamentably, some quality
assurance instruments place an emphasis on retention and graduation rates, for instance the
ZImCHE. These measures can be easily manipulated and are unrelated to quality as

transformative and as fitness for purpose.

Quality as transformation has been discussed by Harvey and Green (1993), Harvey and
Knight (1996, ch. 1 & 2), Richardson (2000), Tam (2001), Harvey (2002), Law and Meyer
(2010), who concur that this refers to value addition on student knowledge base, attitudes,
skill set, understanding, behaviour and belief (KASUBB) system. The implication here is that
quality should be defined fundamentally as what happens in the teaching-learning
interactions. It therefore collates well with educational evaluation models that focus on
inputs, processes and outputs. I consider ‘quality as transformation’ a super-model that builds
on yet other models: Engagement model of Program Quality; University of Learning model,;
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model for a Responsive University. In proposing the engagement theory, Haworth and
Conrad (1997) argue that an institution of learning would do more and better at improving
future value of their graduates if they invest in: programmes dependent on ‘Voice of
Customer’; diverse and engaged stakeholder groups; participatory cultures; interactive
instruction, and adequate resources. The university of learning model (Bowden and Marton,
1998) defines functionality of the university in terms of the same characteristics that Hoegl
and Gemuenden (2001, 435) would use to define ‘teamwork quality’: communication,
balance of member contributions, mutual support, effort and cohesion. The responsive
university model (Tierney, 1998) presumes that the university should be responsive to
‘voices of customer’ and be service-oriented, and emphasises the same facets of ‘teamwork

quality’. The three models reinforce the concept of university actorhood referred to earlier.

According to Campbell and Rozsnyai (2002:132), ‘quality as fitness for purpose’ presumes
that the education processes are subordinated to a datum of university vision, mission,
customer and other evidenced requirements, and that the graduate will give evidence of the
fulfilment of purposes of higher education in its broader sense as in the narrowcast sense
implied by the programme’s curriculum. The transformation done by the teaching-learning
process must improve students’ knowledge, attitudes, skillset, understanding, belief system
and behaviour (KASUBB) so that they: become research professionals, employers,
competent employees and creators of goods and services that improve society’s wellbeing.
An argument is made here that the concepts of quality as ‘consistency’, ‘value for money’,
and ‘excellence’, hard as they are to measure, form the foundation for the construct of
‘quality as transformation’, which in itself leads to ‘quality as fitness for purpose’. Looking
at the concept of quality in this integrative manner helps to define and orient the argument for

outcome-based curricular and objective-based education.

2.4.2 The function perspective refers to everything that has an influence on the ultimate
quality of products and services provided by the institution. This includes students,
stakeholders, staff, management, processes, resources, physical infrastructure, teaching and
learning material, the appropriateness of the interfaces between the institution’s structure-
structure, structure-function and function-function relationships, etc. It also refers to the
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principles, values and tools that the organisation deploys in its multiple activities. It further
refers to the management of networks and external strategic architectures, among other
things. This perspective stretches the traditional collegiality concept of the ‘teamwork
quality’ concept, which is the hallmark of QFD. Most quality assurance schemes tend to put
lots of focus on issues that fall within the function perspective of QFD such as scores of entry
students, academics’ credentials, infrastructures, etc. This action is incomplete in the sense
that real quality arises from the correct deployment of the functions and their strategy-

operational alignment.

2.4.3 The deployment perspective defines how the flow of development efforts will be
developed, deployed, diffused, and managed to ascertain that they are aligned or market-
oriented to the needs, requirements and expectations of students, society and industry. It
refers to how the ‘needs analysis’ is translated into the skills and processes of the institution
so that the programme achieves market orientation (Ficalora and Cohen, 2009:176). This link
finishes one of the most important matrix in QFD — the whats-how (objective-means) matrix.
The overarching statement on deployment is how tasks, resources, efforts, time, recognition,
power and responsibilities are allocated or deployed among structures, processes and persons
within the institution. Relationship matrices, open and sincere communication become of
such great importance that alignments are achieved and that performers are clear as to why
particular decisions are enacted. In QFD quality is deployed through management of the 14
best practice principles across every function and interface in the organisation. Building on
the arguments under each perspective, the thesis assumes QFD as the translation of Voice of
the Customer into quality objectives that are then deployed to appropriate structures and

functions of the organisation.

2.5 Early uses of QFD
Understanding the uses of any model, particularly in its maiden forms should help us
appreciate its relevancy and how well be model has survived its brush with the roughness of
operational reality over the years. We are then able to discuss whether the model may work
well in a particular context. In 1975, the Japanese Society for Quality Control (JSQC)
appointed the Computer Research Committee (CRC) to do research of QFD methodology
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and in 1987 the Computer Research Committee published a final survey report on the status
of QFD application among 80 Japanese companies. The companies surveyed listed the
following as the purpose of using QFD: analysing and accumulating market quality
information (Voice of Customer), benchmarking competitive products (Customer
Satisfaction Performance), communicating quality-related information to later processes
(Goal Setting and Improvement Ratio), cutting development time (Product Planning Matrix),
deploying design intent into manufacturing (Correlation Matrix), expanding market share
(Goal Setting and Improvement Ratio), identifying control points for the gemba-exact place
where it happens (Product Planning Matrix), new product development that sets the company
apart from competitors (Product Planning Matrix; Goal Setting and Improvement Ratio),
reducing design changes (Product Planning Matrix), reducing development costs (Product
Planning Matrix; Goal Setting and Improvement Ratio), reducing initial quality problems
(Customer Satisfaction Performance; Product Planning Matrix; Goal Setting and
Improvement Ratio) and setting design quality and planned quality (Product Planning
Matrix; Goal Setting and Improvement Ratio) (Akao et al., 1987; Vonderembse and
Raghunathan, 1997).

2.6 What QFD is being used for today

Organisations make choices of strategies through three main routes: (a) following others; (b)
own initiative; or (c) modifying some known model. Choices are normally based on what is
felt to be gained through the use of a model based on the experiences of some organisational
members, word of mouth or scholarship. QFD is variably being viewed as a system, a
philosophy, a methodology, a technique or a tool. QFD can also be used in juxtaposition with
other models and strategies such as TQM, Business Process Re-engineering, Six Sigma or
others, but it can also be used as a tool when these are being used as methodologies. For
instance, when a project is based largely on Six Sigma principles, but some tool in QFD is
called in for some specific dedicated effect, Six Sigma will be referred to as the methodology
and QFD its tool, and vice versa. Ficalora and Cohen (2009:13) make the following
distinction between a methodology and a tool. ‘A methodology comprises several steps to
achieve an aim or purpose, using multiple tools’> whereas ‘‘a tool comprises a single function, or
multiple functions that may be applied in several ways.”’
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Organisations are using QFD to enhance their ability to drive the requirements of each
stakeholder group into the organisation’s development and design activities. Successfully
done, this deployment activity would benefit the organisation by: increasing its revenue base;
maintaining its competitiveness; decreasing costs; adjusting to market shifts; reducing
products and services creation time, among other benefits. Thus QFD can help organisations

to solve many of their problems.

QFD is a problem-solving tool. Franceschini (2002:13) and Ficalora and Cohen (2009:xviii)

are of the opinion that QFD proffers a formal linkage between each stakeholder requirement

or need and the organisation’s responses to each of these needs. This linkage is achieved and
communicated through processing Voice of Customer and constructing the relevant matrices.

Elevating ‘Voice of Customer’ to Six Sigma roadmaps as shown in Figure 3.10 helps

organisations to solve issues relating to demand-resources-competitive performance. For

instance:

e Design for Six Sigma (DFSS) focalises on overall organisational response to customer
requirements. The idea being to adopt an organisational structure, behaviour and
mentality that focus on market excellence through effectiveness and efficiency.

e Six Sigma Process Design (SSPD) focalises on (re)designing person-to-person, person-
to-system and system-to-system processes with the aim of making the organisation lean,
effective, efficient and agile by removing time, people, and resource wastages.

e Technology for Six Sigma (TFSS) focalises on the adoption of appropriate technologies
for more effective customer-driven performance, whilst

e Marketing for Six Sigma (MFSS) focalises on up front communications with the market
with the aim of customers and stakeholders sharing the vision and mission of the
organisation.

Matrices are used all over QFD to help the stages link goals to means. This is where and

when those who are unsettled by matrices claim that QFD does not work. Ficalora and Cohen

(2009:xviii) affirm that QFD offers a roadmap for assessing and evaluating the best strategic

options for meeting customer needs with resources at hand, irrespective of the technology

underlying the products and services.
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QFD has been described as the visible memory of the organisation and as a method that
provides a convenient repository of the organisation’s information right from Voice of
Customer to management-related documents. This information can always be retrieved,
reprocessed and re-membered with other data for new decision-making processes. Matrices
however constitute a high-level summary of key product planning data in the repository
(Ficalora and Cohen, 2009:9). By determining the data and its deployment in Product
Planning Matrix and strategic planning and detailing all future amendments thereto QFD
writes a concise history of the organisation.

In conjunction with this function, QFD proffers a systematic method of comparing and
setting project priorities at different levels of the organisation with respect to the products
and services development processes. One of the greatest problems in QFD implementation is
when management fails to realise the supremacy of Voice of Customer over their intuitions.
Ficalora and Cohen (2009:4) are of the opinion that ‘‘QFD enables management to evaluate
whether the product plans are worth the investment’ as well as take appropriate budgetary
decisions, including allocations of other resources to activities. Every too often literature
blames HEIs for lack of rigour and relevance in their programmes. An equal amount of
research blames the Quality Assurance agencies for failure. HEIs respond by instituting
changes that sooner or later become an attraction to yet another barrage of criticism. Where is
the problem?

Ficalora and Cohen (2009:9) believe that in the hands of the organisation, the team or the
individual, QFD informs the development or deployment of means based on objectives at
every altitude of the organisation. QFD assumes that task deployment as well as skill /
response deployment should be in pursuance of maximising on each objective, which in itself
should arise from the overarching organisational aim. A problem, particularly with novice
management, is role-induced biases in decision making rather than objective, fact-dependent

decisions.
QFD is basically a strategy design tool that helps greatly in aligning goals, means, and

resources. QFD is used as an organisational alignment tool. Ficalora and Cohen (2009:4) say
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of QFD that it ‘‘keeps track of how key product and process design decisions relate to
customer needs’’. As QFD is taken through its stages, it flags gaps in knowledge, capability
and understanding. By taking track and highlighting constraints, QFD helps the
accomplishment of intra-project alignment as well as the much-needed alignment between
management desires and project rendition. It also influences decisions on the amount of
support required. Ficalora and Cohen (2009:4) argue that ‘‘QFD is fundamentally a quality
planning and management process to drive the best possible products and services

solutions”’.

Akao (1990), and Franceschini (2002:22) consider QFD to be a ‘mind enhancer’, ‘... an
evident and powerful tool for prioritising and assigning’ or deploying resources and
responsibilities throughout the organisation. QFD is widely used to link customer
requirements to skills development programmes, to work breakdown structures (WBS) and
organisation breakdown structures (OBS). This implies that quality assurance functions need
to be in place well before the products and services creation processes begin. This shift of
quality assurance functions, from output stages back to the pre-production stages, is one huge
contribution of QFD practitioners of the 1960s. Salmi (2011b:6), writing on universities
seeking world-class status, reiterates the value in having leadership, the board and a robust

strategic framework well before programmes and projects begin.

Franceschini (2002:39) says QFD is being used to prevent interface drawbacks and improve
the organisation’s horizontal integration and leveraging. Akao (1990), Oakland (2000:39),
Almannai et al., (2008:4) and Ficalora and Cohen, (2009:262;) view QFD as a methodology,
whilst Zheng and Pulli (2007:370) refer to QFD as a philosophy. Sallis (2002:3) however
considers QFD to be both a philosophy and a methodology.

““QFD is what QFD practitioners do,”” say Ficalora and Cohen (2009:8) and as a versatile
tool / methodology the profundity of application of each of the QFD techniques and tools
depends on the benefits the organisation or team needs or is willing to work for. Thus QFD
should remain open to be implemented at a level of detail commensurate to the task at hand.
With this said, this thesis assumes three levels of adoption of QFD:
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Dogmatic adoption that is blindly adopting the model without contextualising it, thus
forcing the QFD model onto the organisation. This approach is normally coercive, taking
the logic of instrumentality and consequences. A dogmatic approach will need to be
supported by a barrage of regulative antecedents: policies; rules; regulations; deadlines;

and swamps of sanctions. Here the engine works, but the vehicle doesn’t go anywhere.

Incremental-creative is an adoption where the organisation metabolises the QFD model
and selectively phases it into the organisation’s modus operandi. The process may soon
be supported by some antecedents as well, but more for the purpose of holding on to what
has already been achieved than to force (coerce for) compliance. In ideal scenarios, the
adoption is supported by lots of training, coaching, mentoring as strategies for building
strategic capabilities across the organisation. Things must be done because they are the
best things to do relate to the logic of appropriateness of organisational values and codes.
If the process is sustained, sooner or later there is a shared appreciation of the value of the

organisation and a culture of certain habits of work.

Selective adoption may be either dogmatic or incremental, but the organisation chooses
tools from the QFD model and then adsorbs them into the organisation’s modus operandi.
In selective dogmatic adoption, the organisation adopts selected parts of the model in a
dogmatic, non-contextualised fashion. In selective creative adoption, the organisation
adopts selected components or tools of the model in a creative way to fit in with the

contextual elements of the organisation.

In a summative manner, organisations are using QFD along its three vectors. Procedurally,

QFD uses a series of quality tables and matrices. Behaviourally, QFD assumes that everyone

contributes to quality by exhibiting cooperative, collaborative and communicative behaviour

at all times. Philosophically, QFD works optimally when underpinned by results-oriented

management like ‘management by objectives’ and ‘management by processes’. The

philosophical dimension focalises on both what needs to be done and how it is to be done
(Conti, 1989, Lomas and Nicholls, 2005).
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2.7 Customer: The focus of a QFD strategy
In Six Sigma and QFD lexicon, the term ‘customer’ encompasses a client, buyer, vendor,
purchaser, acquirer, receiver or giver as in organisational supply chains. It means therefore
that in an organisation everyone is a customer to someone. Lomas (2007) discusses whether
it would be appropriate to regard the student as customer to her host institution. In a
competitive market it benefits the organisation to focus on active customers, not-customers
and non-customers. This helps in structuring the organisation’s marketing and quality
strategy. Most research on institutions adopting ‘new public management’ (NPM)
approaches conceive the student as the primary customer. This research adopts a similar
position. It looks more reasonable under the lens of QFD to regard the student as the primary
customer because he is the main recipient of the educational products and services and also
the one who pays the consideration for the education provided. In her study, Ermer (1995)
considered students, academic staff and industry as customers and she analysed their
requirements separately. Samford University defines its customer as the student. Harvard
University seems to take a similar position defining customer as anyone to whom it provides
information or service, which is exactly what the student gets (Hubbard, 1994). While other
HEIs are not too explicit on taking their students as customers, the Oregon State University
says “our students are our purpose for existence” (Coate, 1990). Helms and Key (1994)
reported that students at the Wright University overwhelmingly and jealously didn’t want to
share the title of customer with any of the University's stakeholders. Similarly, Sharabi
(2010:323) agrees that the °‘defining’ of students as customers in HEIs has become
commonplace. The University of Pretoria refers to students as clients and many people use
the terms client and customer interchangeably. This study takes a customer as any party
receiving a benefit for a consideration, and this qualifies every stakeholder to HEIs as a

customer. It also accepts the discriminate ranking of customers.

2.8 The growth and philosophy of QFD
QFD was birthed in Japan in the late 1960s (Akao, 1997). Its conception was driven by the
desire to increase originality in the development of products and services. Throughout the
years, theoretical models and analyses of practices have added content and perspectives to
our present understanding of QFD. Juran in 1954 had emphasised the importance of a
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paradigm shift from inspection to making ‘quality control’ (QC) a part of business
management, and Dr Ishikawa had observed the importance of having every employee take
part in QC (Becker, 2005). This trend later moved into education around the 1990s. Newer
ideas on QFD then focused on the importance of the impersonal aspects of quality in QFD
and the idea of total quality management was beginning to settle in manufacturing and
service industry. For instance, Dr Ishikawa protagonised the Company Wide Quality Control
(CWQC) movement whose core facet was the wide involvement of everyone and everything
in the quality generation process (Akao, 1997). The idea behind the Company Wide Quality
Control paradigm is that leadership, followership, styles of management, management
processes, resources, facilities and their interfaces and intrinsic connections have a
cumulative yet complex influence on the quality of organisational performances (Jachson,
1995; Ip and Jacobs, 2006; Roberts and MacLennan, 2006; Vagneur, 2008:178; Aguinis,
2005:45).

There were two prominent drivers for QFD in the 1960s. Firstly, quality charts and models
were used in the manufacturing, but on the finished product rather than at every point prior to
churning out the final product (Ficalora and Cohen, 2009:20). It was like worrying about
closing the stable door when the horse has long bolted out. On the other end, measures of
quality in education have always been on the input side: the curriculum; the magnificence of
physical infrastructures; qualifications of the teachers; finances of the institution, etc. What
was wanted was a strategy of quality inputting, quality management and quality delivery and
not of inspecting for presence of quality in services already on the market. Secondly, people
had some idea of the value of design quality, but were unclear about how this could be

incorporated into the production process (Akao, 1997).

What actually happened was that production and quality assurance were disjointed processes.
Quality assurance would wait until production was through, then would come in on the
finished products and services and if anything was wrong research to establish the causes of
failure modes would then be instituted. This approach tends to violate the excellence
principles of ‘being time based’, of ‘integration’, of ‘alignment’ and linking the micro to the
macro. With regard to these drivers, Dr Akao had wondered why production management
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and doers could not note the critical points on the quality control process chart as
predetermined control or check points for production activity before production start-up
(Akao, 1997).

At the time, quality control charts had the deficiency of confirming quality only after product
or service generation had began (Ficalora and Cohen, 2009:20). In essence, QFD arose to
solve the problems created by quality control mentality and procedures that were skewed on
the output at the neglect of the input and the throughput. This is not uncommon even today.
Many quality assurance strategies are input based. The ZImCHE in its quest for quality

within HEIs proclaims that every university lecturer must be a PhD holder by 2015.

2.9 QFD and the quality-innovation helix
In mathematics a helix is a 3-dimensional structure that winds like a wire, just like the DNA
in genetics. In QFD lexicon the QFD-Innovation helix refers to the binomial Quality-
Innovation relationship that stretches over time and involves any factors that enhance the
products’ and services’ desirability and the modification of the market, however marginal
this may be. The helix has a dynamic nature because quality and innovation are themselves
dynamic entities. In QFD the main goal of innovation is to improve quality of products and
services thus linking quality to innovation through innovation’s engineering-organisational
character and the communicative-persuasive content. | look at how this dynamic relationship

has evolved over the years.

Throughout the years, Japanese quality protagonists continued to exchange details on tools,
templates and techniques of quality. In 1966, Kiyotaka Oshiumi, working at Bridgestone
Tyre Corporation, constructed a Process Assurance items Table (PAIT) (Oshium, 1966). The
PAIT highlighted the transition from true qualities to substitute quality characteristics to the
process factors. This is a crucial step in the QFD’s House of Quality (Ficalora and Cohen,
2009:113). A mentality of bringing in ‘Voice of Customer’ into every step of products and
services creation right up to creation was eventuating. Benchmarking on the PAIT, Akao
worked out a ‘design viewpoints’ field which he blended into the PAiT and made an effort to
have the enriched version of the PAIT utilised in production manufacturing. The new version
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of PAIT was first described as quality deployment (QD) in 1972. The inception of the PAIT
marked the marketing of a method to deploy, right at the product design stage, the critical
quality assurance (QA) points required to ensure and guarantee the design quality throughout
the production process (Akao, 1997; Ficalora and Cohen, 2009:20-21). At this point, tools
such as factor maps, tables and matrices drifted into the centre of QFD practices. Throughout
1973, Shigeru Mizuno and Yasushi Furukaya working at Kobe Shipyards — Mitsubishi
Heavy Industries mentored improvement of the extended or enriched PAIT so that it could
systematically reflect true customer quality needs in terms of functions, exhibiting the
relationship, the functions and the substitute quality characteristics (SQC) (Mizuno and
Akao, 1994; Singh et al., 2008:164). The integration of the ideas and models so far became
known as ‘quality deployment’ and defined as:

“...a methodology that converts user demands into substitute quality characteristics,
determines the design quality of the finished good, and systematically deploys this
guality into component quality, individual part quality and process elements and their
relationships’’ (Akao, 1990).

Katsuyoshi Ishihara made an invaluable input to QFD by applying concepts from Value
Engineering. Value Engineering had a model for defining functions of a product, and
business function deployment was articulated to the then narrowly defined QFD.

2.10 QFD as a high-level strategy planning model
In its incremental growth QFD has embraced new strategic tools and techniques that include:
benchmarking, critical success factors, Delphi method, dialectical inquiry, environmental
scanning and forecasting, trend analysis, experience curves, focus groups, future studies,
market opportunity analysis, metagame analysis, multiple scenarios, nominal group
techniques, sustainable growth model, strategic issue analysis, strategic gap analysis,
situational analysis, product life cycle analysis, and product impact market studies analysis,
among others. Those who say QFD does not work, or those who are still waiting many years
after adopting QFD, may be erring in the deployment of such tools. These strategic
techniques are now widely used in HEIs as tools for quality assurance. How well they are
being used is in most cases worrisome. It is critical to establish with what intensity an

adopting organisation uses the above tools as they are the mechanisms for deploying quality.
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2.11 Application of QFD in education
Okamoto and Rioboo (2002:1) observed that education systems have not exempted
themselves from:

13

.. implementing improvement strategies that can lead them to better quality, reduced
cost, reduced delivery time, as well as better design of services and products, supply
chain management, strategic planning and project management.”

In his editorial to the Journal Quality Assurance in Education, Dalrymple (2010) exhorted the
protracted innovative application of approaches and methods from other discipline areas to
the quest for measurement and improvement of quality in the education sphere. Among these
migrant approaches and methods are QFD, Total Quality Management (TQM), Failure Mode
Evaluation Analysis (FMEA) and others that have become common in educational
programme quality assurance (PQA). Ever since the prowess of QFD was experienced in the
industry, QFD has assumed an expansive content and context, developing into a philosophy
and methodology of doing work.

Krishman and Houshman (1993) found that QFD was an effective design tool when they
applied it in addressing customer requirements in the design of engineering curricular. The
main focus of the study was the ‘Voice of Customer’ and its subsequent translation into
Substitute Quality Characteristics (SQCs) or means by which the organisation would respond
to each of the “Voice of Customer’ requirements. This was one of the most explicit
demonstrations in linking WHATs to HOWSs and means to ends / objectives in education
using the QFD approach. Murgatroyd (1993) showed that QFD could also be applied in

Distance Education.

Grimes et al. (1994) considering students, academics and staff as customers used an
integrative Voice of the Customer to improve educational services. In this study, the student
is considered the primary customer and treating his voice together with those of the
academics (employees) constitutes the Six Sigma roadmap of DFSS (Ficalora and Cohen,
2009). Grimes’s approach was based on the Kano’s model, which helps in determining
priority areas for both customer and needs. Kano’s model (Kano et al., 1984) as in Figure 2.5

has been used over the years to classify customer needs into:

55

© University of Pretoria



Type B (basic) attributes, or must be or expected
Type O (one-dimensional) attributes

Type E (excitement) attributes

Type | (indifferent) attributes

Type R (reverse) attributes.

The Kano Model can also be used to leverage quality attributes into both the ServQual and
the EduQual frameworks both of which are widely used for curriculum development and

programme implementation.

Very Satisfied
Customers Latent
Meeds
Articulated
Meeads
A
Did not Fully
Address Supplied
Customer - Customer
Meed at all Meed
— ]
Basic

Expectations

Very Dissatisfiad
Customers

Figure 2.5: Kano’s model (Kano, 1984)

All Kano types of attributes are present in curricular design and implementation options and
management can, particularly under conditions of resources scarcity makes decisions of what
to emphasise and what to defer to future considerations. Based on market dynamics and
trending issues the Kano’s model can be a handy tool in determining organisational
actorhood.
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In the same year, Jaraiedi and Rits (1994) applied QFD to the process of advising and
teaching where students played the key customer role. At the higher education level, the
teacher-lecturer as argued by Macfarlane (2012:25) has duties of being: a mentor, a guardian
of standards, an enabler of networking and resource for others and an ambassador for the
institution or discipline. The implications of focusing on ‘Voice of Employees’ in Six Sigma
lexicon is that HEIs would understand better how academics define themselves relative to

their job, the HEI and students, which is the main reason for the HEI being there. QFD poses
a challenge in this regard as it pull the professoriate from their hiding in the shadows to the

frontline of strategy formulation and implementation.

Clayton (1995) used QFD to ensure that the value of degree programmes is guaranteed at the
design, management, and delivery stages. These were the early indications of the potential of
QFD to shift the locus of quality assurance from extra-institutional structures to the centre
and fabric of the institution’s internal infrastructure. This research showed the inherent value
of QFD as a measurement, an assessment and evaluation tool. This served as the first
comprehensive signal of the intimate relationship between QFD and the Context-Input-
Process-Product (CIPP) model.

Ermer (1995) evaluated a programme's performance using a QFD model that considered
students, staff, and industry as customers. Ermer transgressed one confinement that had so far
existed: that QFD was just a methodology of doing work, and that the assessment and
evaluative power of QFD had not been explored in education; from whence educational
institutions could begin looking for ways of using QFD as both a methodology and an

evaluation tool.

Hillman and Plonka (1995) used QFD for the design of a curriculum. QFD was reported as
effective and supportive in the design process. The study showed how curriculum resources,
processes and outputs could be related to key customer needs. While Hillman and Plonka
heavily emphasise Voice of Customer and the Product Planning Matrix (PPM), the process
they described reveals lots of goal analysis, Target Values (expected learner outcomes) and
benchmarking (Competitive Satisfaction Performance).
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Nilsson et al., (1995) successfully applied a QFD-based benchmark approach to evaluate a
Master of Business Administration (MBA) programme. In present day QFD, the process can
link Customer Satisfaction Performance and the sifting of Critical to Quality (CTQ) elements
of other programmes. The approach integrated QFD’s House of Quality matrices, which
made the effort all the more effective and efficient. In Taiwan in the same year, Chang and
Ku (1995) showed how QFD can be used to identify the improvement vectors in vocational
education. This is one further evidence of QFD’s use in Goal Setting and definition of
Improvement Ratio with the aim of aligning organisational processes to Customer

Satisfaction Performance.

Glen et al. (1998) studied the impact of QFD-based models and approaches in improving
educational processes and outcomes. QFD is used in process / business re-engineering, a
process that is helpful in realigning, and in modifying processes so that they become more
relevant. When well used, QFD should help in interface mapping and thus identification of
value-laden processes and those that are what Bevington and Samson (2012:208) define as
‘noise’; time and resources wasting and as work that adds no value to the organisation. Glen
et al., using QFD as a template, assessed and evaluated the value impact of context, inputs,
and throughputs to quality education (Stufflebeam and Shinkfield, 2007). This was yet

another attempt at using QFD as a programme evaluation model.

Eringa and Boer (1998) used a QFD-approach that hybrids Applied Service Blueprinting in
restructuring educational service processes that took students as primary customers. The key
exhibition of this work was demonstrating the versatility of QFD and its potential to work in
juxtaposition with other models. Ever then QFD has been used in the framework of Six

Sigma and Six Sigma has also been used inside QFD methodologies.

Franceschini and Terzago (1998) observed that QFD can be used in manufacturing and in
services industry, including education. QFD may have originated in the manufacturing
industry, but as a versatile tool it can still be applied in varied environments for service

creation. From then on, many researchers have begun drawing QFD lexicon into education,
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with many others finding equivalent processes and alternatives. Franceschini developed what

is today known as ‘qualitometrics’ or measures of service quality.

Koura (1998) used QFD to determine student demands and requirements on how lecturers
delivered the curricular. This research touches what should be the core of quality assurance
work. Teaching and learning are the central tenets of an educational offering and if
educational institutions must save those who receive the learning then it must put them at the
centre of their strategies.

Lam and Zhao (1998) observed that QFD and Analytic Hierarchy Process (AHP) can be used
to improve teaching. AHP is a structured technique for organising and analysing
sophisticated decisions that need to factor goals, resources and strategic capabilities of the
organisation. Today QFD has increased in prominence as a decision-making tool. Owlia and
Aspinwall (1998) used QFD in improving quality in an engineering department. Their study
did what QFD is really for: delighting the customer by increasing Customer Satisfaction

Performance.

Bouchereau and Rowlands (2000) linked QFD to Fuzzi logic, to artificial neutral networks
and the Taguchi method to improve metrics for measuring organisation performance. This
study reiterated the value of QFD as a measurement technique. Furthermore it showed how
QFD can be used interactively with other techniques. A year later, Hwarng and Teo (2001)
applied QFD to the first three steps of the QFD’s House of Quality in higher education

institutions.

Ficalora and Cohen (2009) have mentioned that users can determine how much of QFD they
want to use, but as highlighted in Chapter 6, readers need to be extra critical in reading
research that claims to use QFD, but is actually using a single tool within QFD.
Inconsistencies between concepts and practice tend to create undesirable arguments on what
should change and what tools should be used in bringing in the desired goals. This fragments
effort that is otherwise critical for programme implementation and change in higher
education for example. Using a part component of a model is far different from using the
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full-blown model and we are expected to be up front about that, lest they mislead the
readership. This concern is equally sounded by Al-Kassem (2013) who finds it misleading

about the main model or concept be it QFD or TQM.

Chang and Minj-Lu (2002) showed that QFD can be used in juxtaposition and interactively
with other models, techniques and tools. This point was made before and illustrates the
holistic nature of QFD. A point is reiterated that QFD is a third level-like ‘theory’ and its
analysis needs a pinch of systems thinking.

Sahney et al. (2003) studied the use of QFD in fostering productive relations between
industry and academia. QFD helps structure and manage collaborative relations by helping to
clarify intentions and expectations. Quality assurance work is being blamed for the lack of
integration between its otherwise important constituents. Salih et al., (2003) elaborate with
great success on how QFD was used in the design of a course on statistics. QFD is a ‘glue’
and communication tool that has great potential to bring people and their varied ideas
together. Yoshikawa et al. (2003) applied QFD to find strategies for easy learning and
mentoring in e-TQM projects. Using QFD’s roadmap Technology for Six Sigma (TFSS)
users are able to select appropriate technology and apply it to the creation, management and

delivery of value in their products and services.

Sahney et al. (2004a) used QFD and SERVQUAL in the gap analysis of quality education
and customer requirements in the education system. It was often observed that what higher
education institutions teach and what brought the student into higher education and the
particular institution are at variance. Chan et al. (2005) investigated the potential of QFD-
based curriculum design in the textile industry. The value of QFD in curriculum design
cannot be overemphasised. Aytac and Deniz (2005) used QFD in the revision of a

curriculum.

Bedi and Sharma (2006) investigated the use of QFD to develop case studies that focus on
curricular needs of MBA students. QFD was successful in processes (SQCs) regarding the
needs and expectations of students. Thakkar and Deshmukk (2006) examined the use of QFD
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in educational competitive environments and found that QFD can improve the competitive
position of an institution. Indeed the ultimate deliverable in implementation is enhanced
competitive advantage. In the following year, Zheng and Pulli (2007) applied QFD to

improve the design of mobile services.

Ikiz et al. (2010) applied QFD to align educational structures to the Bologna Process. QFD
helped in achieving fitness for purpose of higher education offerings. External alignment is a
critical facet of QFD and the fact that it has proved to be able to establish it gives us the hope
that QFD can effectively work as an evaluation tool. In the same year, Mautsch et al. (2010)
reported that by using QFD one is able to achieve ‘fitness for purpose' and enhance market-

orientation of academic programmes.

Thus QFD has been applied at the input, process and output levels of education, with
examples in staff and student recruitment, curriculum design, improving teaching and
assessment and evaluating post-qualification performance and satisfaction levels of alumni.
QFD has continued to be used in education to:

e help in translating voices of stakeholders into educational products and services;

e run Customer Satisfaction Performance with the idea of identifying performance gaps;

e plan to close quality performance gaps between different elements of higher education;

e link higher HEIs to their environments in search of external competences; and

e assess and evaluate educational processes including management processes.

It will be of value that institutions attempting to implement QFD consult the available
literature and contextualise the many recommendations. The use and application of QFD in

African universities is not widely documented.

2.12 Stumbling blocks for implementation of QFD
Literature has examples of organisations that have failed to implement QFD and many others
are still waiting for results many years after adopting what they thought is QFD.
Organisations fail to implant QFD because of a number of reasons. Firstly, adoption of QFD

needs lots of preparation at all altitudes of the organisation and across its structures. A strong
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mental and resources base is a necessity. However this does not mean the organisation must
wait until everything is optimal. Organisations that don’t prepare and those that wait too long

may never taste the benefits of QFD.

Secondly, the adopting organisation needs to run an objective, thorough-going self
assessment in conditions of deliberative democracy and ‘ideal speech situation’ — people
talking respectfully yet candidly and without being beholden against or to anything else apart

from the desire to see their organisation driving on a QFD strategy.

Thirdly, organisations need to realise that teamwork quality is the basis of QFD and thus
organisational politics that encourages workplace ‘gangsterism’ and yellow-banding is
counter-current to the spirit of QFD. Apart from teamwork quality issues, leadership need to
be at pulse with the happenings across the organisation, and leadership off the radar doesn’t
do well for QFD implementation (Hay and Fourie, 2002; Shar and Nair, 2014:147 / 152).

The fourth point is that the quintessence of QFD is gathering Voice of Customer, processing
it and satisfying customer requirements. Organisations that adopt QFD to deliver hay to the

horses will soon frustrate themselves when they turn to cost-benefit analysis.

Fifthly, QFD is a communication tool that should help management to glue people, processes
and issues throughout the organisation. When communication fails, QFD gets constrained.
Sixthly, higher education is a regulated business with multiple stakeholders who sometimes
have opposing expectations. Institutions that fail to negotiate amicable relations with
regulatory agents may find themselves concentrating on bickering rather than finding
synergies among them. Lastly, QFD is directed at helping organisations understand their
scoring on Customer Satisfaction Performance. More often than not, management impose
what they think of satisfaction onto the supply chain. Customers know their needs, and an

organisation needs to understand them and work out how to meet those needs.
2.13 Conclusion

The Theory of Constraint forms the theoretical framework of this study and basically affirms
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that the success or failure of an enterprise is a complex function of the organisation’s ability
to manage both positive and negative constraints within both the formal and emergent
designs of the organisation. This understanding of the Theory of Constraint permeates all
discussions in chapters 2 to 6. Every often | highlight disconnects, hindrances and catalysers
of processes relating to quality assurance. The conceptual framework has been discussed
with the link between the five elements of the Strategy Focus Wheel and the 14 Best Practice
principles. QFD glues these aspects together and helps each of the strands and the principle
to optimise their performance. The three perspective of QFD are discussed and this
discussion challenges the appropriateness of the Harveyian definitions of quality in contexts
where QFD is followed. This new position challenges the traditional prerogative of HEIs
management to define quality disregarding the many disconnects their quality had with
student, Industry and society’s expectations. The Voice of the Customer becomes the new
central axis in defining quality because it is the epitome of what those who want the quality
say it should be. Discussing the growth and philosophy of QFD should help in understanding
how QFD has become increasingly relevant to the higher education sector over the years.
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CHAPTER 3 - PROGRAMME QUALITY ASSURANCE IN THE PERSPECTIVE OF
QUALITY FUNCTION DEPLOYMENT

3.1 Introduction
Chapter 3 examines the potential link between the ‘Quality Function Deployment’ (QFD)
model and programme quality assurance (PQA), affirming that the link is possible, complex
and dynamic. It proceeds to compare and contrast QFD with nine quality assurance models
with the idea of establishing why QFD could be a first choice with most business schools. In
section 3.5 | examine the process of institutionalisation because the scope of adoption and
institutionalisation impacts the rendition of models. In section 3.6 | discuss inconsistencies in
quality assurance relating these to the nine models and examining how QFD could sooth the
gaps. Dimensions of quality assurance are examined and an evaluation of how QFD could
shift the locus of control and the prerogative to define ‘quality’ is suggested. Sections 3.9 and
3.10 highlight the gaps between stakeholder expectations of quality and the purpose of HEISs,
their behaviours and actorhood. In sections 3.13 and 3.14 the role of external quality
assurance mechanisms is examined, showing current deficiencies and how QFD could absorb
these roles into management agendas of higher education institutions rather than wait to

‘suffer’ them after their strategies are done. .

3.2 Towards a conceptual model of the relationship between QFD and PQA
In its infancy, QFD has been confined mainly in the manufacturing sector. Over the years,
researchers and practitioners have begun to notice the presence and usability of some QFD
tools in the services sector. Research into the increasing use of QFD has shown that QFD is
being conceptualised quite variably within and across the disciplines (Franceschini, 2002,
Ficalora and Cohen, 2009). For instance, those in economics tend to view and use QFD
slightly differently from the way those in medicine, banking and hospitality use it. Thus QFD
has grown to be a versatile methodology. In fact, Ficalora and Cohen (2009:7) say of QFD
that prospective users can adapt the model to fit their contexts and can make own decisions
as to how much of QFD they want to use. An attempt to relate QFD to PQA should ideally
show the direction of such relationship as well as a blow-by-blow analysis of the structural
and processual links between or among aspects of QFD and PQA. QFD illuminates PQA in a
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number of ways, which can be summarised by arguing that QFD can serve as a strategy for
achieving PQA and ensuring sustainable superior quality performance. QFD offers a
systemic and systematic perspective to the conceptualisation, design and management of

quality and how the search for quality (‘qualitying’) should be done.

The endeavour of assuring quality is a ‘wicked’ and complex engagement where there are no
lineal cause-effect relationships. The absence of metrics whose validity and reliability is
unquestionable erodes stakeholder trust in claims of superior quality made by both Quality

Assurance agencies (QAAs) and HEIs (Harvey, 2006:187). Most reported successes are but

anecdotal. The other point is that some measures of quality are prone to distortion and / or

manipulation, as will be explained later under the Section on Measuring and Reporting. For
instance:

e Can we actually measure quality by retention rate when there is no evidence that
students respond to midstream realisation of poor quality instruction or programme by
abandoning the programme?

e Can we actually measure the quality of a programme by its popularity (enrolments)
when we have no evidence of the mediating effects of the market (for example market
signalling) or affordability (programme fees), or the amount and effect that market
signalling (marketing messages) impacted on the student and the sponsor?

e Can we actually measure quality of a programme by its output rate without firsthand
understanding of its rigour, the psycho-pedagogical level of its content, scope of the
programme and the teaching methodologies being applied?

e Can we actually measure the quality of a programme by an improvement in the
grades of the entrants without a critical analysis of changes in the grading regime of the
programmes or curriculum from which they are coming?

e Can we develop satisfaction in quality assurance by saying there has been some
significant improvement since the last audit / visit when we have no means of
excluding management’s developed skills of concealing their weaknesses, or increasing
visibility of the few things they have been good at, and of whitewashing reports because

they now know what matters to the auditor?
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These questions take us back to the need for a quality assurance system that is institution
based, and one that is within the genetic code of the institution. This is the case for a QFD
approach to programme quality assurance. QFD does not repudiate the need for external
quality management systems (EQMs). What it does is to take external quality management
mechanisms on board as inclusive of the organisation’s Strategic Quality Plan. Voices of the
external quality mechanisms are captured into the quality assurance process as Voice of
Business and Voice of Market. QFD blends Voice of Market and Voice of Business into a
Six Sigma roadmap — Marketing For Six Sigma (MFSS). Marketing for Six Sigma aims to
guarantee market orientation or fitness for purpose of the organisation’s products and
services. Blackmur (2010:67) and Singh (2010:193) say that for a long time, people have
been waiting for a model or family of models that can innovate and improve quality
assurance work. Some authors feel that quality assurance work is failing because of the
current structure between quality assurance agencies (QAAs) and those who do the bulk of
the work that is involved with quality, in the creation of value of education, its management
and delivery (Ramirez, 2013:126). Houston (2010) captures this disparity when he says that
academics and disciplines are largely excluded or exclude themselves from quality assurance
systems, and when they get involved it is superficial or they are involved in matters of
peripheral value. But still inclusion of people without inclusion of their points of view and
their experiences undermines their desires to contribute. Without genuine inclusion we lose
the opportunity for genuine commitment which would otherwise create a platform for what
Goleman and Senge (2014:12) called the ‘triple focus’. Triple focusing and what Senge et al
(2007 / 2012) call ‘presencing’ form the bedrock for a protracted and profound change.

QFD has a special emphasis on teamwork quality (TWQ), on cohesion, cooperation,
coordination, communication and everyone’s involvement. In doing so, QFD takes quality
assurance work to the basic units of ‘structure’ and ‘function’ in the university. It does the
same among higher education stakeholders. Lamentably, most quality assurance schemes are
‘forced onto’ academics and ‘deans’ and this has the result that quality assurance work is
suffered rather than enjoyed by those who otherwise should be key players (Brennan and
Shah, 2000; Macintyre, 2004; Houston, 2010). In this regard, Power (1997:138), O’Neill
(2002) and Harvey (2006:290) lament that HEIs lose lots of resources and time in the
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production and collation of documents, consequently reducing resources and time for teaching-
learning activities. In chapter 2 the thesis stress that interface mapping should be the first step in
reducing such wastage so that greater alignment and integration is attainable. Watty (2003:217),
Kleijnen et al. (2009:234) use the word ‘ritualism” in describing how academics perceived
the system of quality assurance, with Newton (2000) having already captured parts of this
dysfunction in his paper Feeding the beast or improving quality? | have emphasised the word
beast in bold.

The ideas of total inclusion have been within higher education debate for some time, as is
exemplified by Karmel (1990), Graham et al. (1995), and Jackson (1997), who advocated for
a shift in responsibility for quality assurance to the academics and the teaching-learning
processes. This shift is attainable in QFD since this model advocates for Voice of Employee
and the blending of policy, management and activities at the shopfloor level (Ficalora and
Cohen, 2009; Macfarlane, 2012). Such a shift would have an implication on the professional
identity of the lecturer, his curriculum orientation, and on the content and processes of
teaching and how the student learns. The speculative analysis is that the same course outline
in the hands of what Macfarlane (2012) classified as ‘academic citizens’ or ‘boundary
transgressors’ would be treated very differently and would presumably engage students along
very different vectors of intellectual growth. QFD does not only reiterate this mentality, but it
proffers the tools, methods and philosophy for deploying resources into the functions

(structures, processes, policy, etc.) that would create quality.

We can assume that the ideas have been taken and implemented by some, and these should
be shining examples of successful quality performance and quality assurance. Throughout
Chapter 2 | exhibited that thick quality is created by the disciplined deployment of the 14
management best practice principles across the organisation. Once the infrastructure of the
Strategy Focus Wheel and the 14 management best practice principles is in motion the
momentum for continuous improvement can be sustained. Continued failure of educational
programmes, projects and institutions implies that the discipline of strategic planning is not
completely mastered nor is the ability to create conditions for fructification of quality-based

models. QFD creates, in the long haul, a quality culture, which many feel is not present in
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institutions that are low on quality performance (Shah, 2013; El-Khawas, 2014). The
implication here is that HEIs still have much to do in terms of having their own mass of skills

and in influences conditions in their institutions.

3.3 Extending the theoretical examination

In both phrases ‘QFD’ and ‘PQA’ the word / construct ‘quality’ is present. Harvey and Green

(1993) discuss the construct of quality within 5 frameworks and each has an implication on

the orientation of quality assurance mechanisms. These are mentioned below.

e exceptional performance or excellence, which assumes that high standards are exceeded;

e perfection or consistency, which assumes that there are zero defects in both products and
services;

e value for money, which relates to performance standards, -effectiveness and
accountability;

e transformation, which implies a positive increment in knowledge, attitudes, skill set,
understanding and behaviour of the student: and

o fitness for purpose, which implies that the education should meet the needs of students,

industry and society.

At section 2.4 the thesis alludes at the difficulty of drawing up metrics for each of these
constructs of quality. Traditional Quality Assurance mechanisms that focus on quality as
excellence, consistency and as value for money find it difficult to measure and report on
criteria derived from these constructs. Consequently related quality assurance efforts are
difficult to pursue, enforce and control for in an educational programme particularly in the
sense they are portrayed by Harvey and Green (1993). For example at Section 2.4 the thesis
discuss the difficulty in defining quality as excellence, consistency and value for money. If
there is ambiguity at the definitional level we assume there would be fragmentation at the
execution level and thus much difficult to draw concerted metrics for measuring how well

quality assurance is fairing.

A hermeneutic analysis of ‘FD’ (function deployment) alludes to ensuring that every process,

structure and interface in the system attains the highest standards desirable. Alignment and
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integration are key to creation and delivery of high-quality products and services. This is in
consistency with the Theory of Constraint which considers incongruence between policy and
practice as a major threat to superior quality performance. Equally so, a hermeneutic analysis
of ‘PA’ (programme assurance) should imply that there are efforts to guarantee the presence

and functioning of structures, processes and interfaces with an eye to creating products and

services of high quality.

The quintessence of QFD in programme quality assurance lies in its potential to proffer tools
such as Correlation Matrices and Relationship Matrices. These tools facilitate in-depth
structure-function analysis, process analysis and interface mapping both of which are critical
in the identification of worthless activities that otherwise waste time and resources without a
commensurate addition on quality. Doing this is essentially assuring quality by deploying the
management best practice principles of alignment, being time-based and creating customer
value. Secondly, Correlation and Relationship matrices help in informing budget and
allocation decisions thereby improving the effectiveness and efficiency of the organisation.
These two characteristics give QFD an edge over other models: that of self reflexivity, of

being able to measure, assess and evaluate its own efficacy as a model. .

From these perspectives, achieving high quality can be seen as a result of improvements, of
change and innovation, all of which can be facilitated by QFD. Relating QFD and PQA poses
two challenges. The first relates to the theoretical compatibility of the QFD and PQA
constructs. To test for the possibility of linking QFD to programme quality assurance, it is

important to examine the following questions:

e What are the key issues at the strategic, systems and operational levels of (programme)
quality assurance?

e Does QFD inherently address all the key issues of (programme) quality assurance at the
strategic, systems and operational levels?

e What are the measures and standards against which QFD can the evaluated and with what

intensity do these resemble measures and standards of quality in PQA?
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At the strategic level, both QFD and programme quality assurance look at strategies,
resources, goal tailoring, and organisational structures that will best serve the requirements of
the stakeholder / customer. Quality assurance efforts that are not embedded upfront in the
strategic plans of the institution are likely to miscarry either because they don’t have case-

owners or resources or they are at variance with the programmes’s network of objectives.

While QFD defines the customer as the one who matters most for the survival, profitability
and market competitiveness of the enterprise this may not be the exact view in programme
quality assurance in its traditional sense. But with the advent and increasing prominence of
commaoditisation, and marketisation of higher education in a deregulated market, PQA should
begin to take greater cognisance of these new factors. Complaints about Quality Assurance
seem to be about the outdatedness of their standards and points of view (Ramirez, 2013:127)
and their repudiation of the emerging business concerns (VoB), particularly for self-funding

programmes. We can therefore say that traditional quality assurance is retrogressive.

At the operational level, we can argue that the same measures used for testing the
effectiveness of QFD apply for PQA. Literature blames poor quality performance on a
number of issues. Firstly is the cleft between external quality mechanisms and internal
quality mechanisms (Vagnuer, 2008; Ramirez, 2013). Both custodians of the internal as well
as of the external quality management machinery have differing perceptions of what quality
is and how it obtains. Most external quality management systems are focused on control
mechanisms. Practitioners apparently abhor control and instead require more resources and
favourable policy regimes. Secondly are the intra-institutional fragmentations due to the
functional nature of organisational structures, reactivity and dysfunctional cultures which are
equally blamed for poor quality assurance in higher education. The divide between
management and academics in terms of what is quality and how it should be achieved

fragments HEIs and degenerate them into competitive and dysfunctional ivory towers.

QFD offers the tools for integration of efforts for quality assurance and the activities for
education design and delivery. QFD’s focus on cross-functional teamworking, on horizontal
integration and vertical alignment help managers and practitioners (academics) jointly assess
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and evaluate their inputs in the perspective of Customer Satisfaction Performance.

Traditional quality assurance mechanisms look at products and services as having to meet

certain criteria. Normally these remain static over many years. This normally puts the Quality

Assurance agent at war with the more innovative HEIs. QFD instead looks at producing

products and services that chase the changing requirements and tastes of the stakeholder and

the customer. The QFD’s House of Quality Product Planning Matrix solves this tension.

Customer Satisfaction Performance and Competitive Satisfaction Performance are

predetermined by the provider and the traditional Quality Assurance agents. Normally these

are based on reactive and historic data, if not in the worst, embryonic transplants from other

contexts, mainly Western Europe or the USA. QFD uses both reactive and proactive data and

runs a blow-by-blow comparison of products and services with those on the market. More

examples could be given, but what matters now is to express the argument that at both the

strategic and operational levels QFD and programme quality assurance contain more than

meets the eye. The factors upon which the effectiveness of QFD can be measured are the

same factors that should define good quality:

e Basing decisions on the basis of the voices of business, market, employees and customer

e Collaborative working with openness of sharing perspectives and ideas

e Meeting requirements of the state and its regulatory framework

e Satisfying the needs of the industry, society and stakeholders

e Designing products and services in accordance with needs of stakeholders

e Correlating institutional goals and maintaining a healthy balance among them

e Running institutional assessments and pinpointing performance gaps and measuring
Improvement Ratios

e Defining absolute quality values and subordinating resourcing decisions to facts as

defined by objective targets.

HEIs can tout of adopting QFD, Business Process Reengineering, TQM, Six Sigma or any of
the 1SO series models. But what matters is the adopting organisation’s ability to work the
model in ways that improve Customer Satisfaction Performance of the products and services.
It is the effects of the QFD on the totality of education delivery that the student, industry, and

society use to evaluate its value and meaning to them. Literature generally defines and
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conceptualises this as perceived quality (Qp), which is a global evaluation of what the
customer feels he or she is getting from a product or service (Rust, et al., 1999; Franceschini,
2002).

The general outcry is that current quality assurance schemes are failing to find ways of
closing the gap / discrepancy between expected quality (Qa) and perceived quality (Qp)
(Franceschini, 2002). Expected quality is what the customer expects to get from a product or
service based on personal experiences, word of mouth and own imagination or expectations
(Rust, et al., 1999; Franceschini, 2002).

AQep) = Qa- Qp
Where: AQe-p) is the discrepancy between perceived quality and expected quality.
Qa is the expected quality.
Qp is the perceived quality.

The main reason for the existence of Quality Assurance agents is to close discrepancies
between expected and perceived qualities. This means working on the whole system of the
educational institution, from the mental framework of those at every level to the activities
that seek the smallest organisational goal. It means therefore that a change in our mode of
(re)thinking is far more important than any barrage of control measures. QFD powers what
Senge et al (2007) called the discipline of systems thinking which loops mental model with a
particular paradigm, set of means, objectives and outcomes. Figure 3.1 shows how QFD
provides this systems perspective. For instance a new paradigm (model or strategy) should
create a new set of means designed to accomplish a premeditated network of objectives (the
micro) that are derived from long-term goals (desired outcomes). Houston and Paewai
(2013:263) are of the opinion that ... attending to quality assurance from a critical systems
perspective provides a means of exploring its elements in a manner that does not ignore the
complex interactions that occur between them’’. Small-scale models that are particular on
isolated issues tend to ignore the environment from which the issues arise and its interactions
with other issues thus whatever solution is proposed it soon looks out of context and
proportion to the realities of the organisation. Let us plug Figure 3.1 into the discussion.

72

© University of Pretoria



Figure 3.1: Using QFD to meet PQA in terms of needs of the various customers as synthesised from literature
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Figure 3.1 indicates how the adoption of QFD will lead into the adoption of the means to
optimise processes and resources for the production of high-quality products and services
that meet all quality standards that are desired by stakeholders. It indicates the link between
the paradigm, the means, the objectives and the outcomes. Next | examine other quality
models. The focus is on comparing and contrasting the models so that we can identify gaps
and strengths from whence we can pronounce statements of assessment. Next we look at

some models that have populated the higher education landscape for some time now.

3.4 Traditional Quality Assurance and evaluation models akin to QFD

3.4.1 Introduction

A model is a real or perceived picture of a concept or relationship in terms of what is
currently known. Models are generally used to help to explain certain measurements and
observations that have different levels of complexity. Models have a dynamic character,
changing over years by negation of obsolete elements and incorporation of novel insights.
The presence of a large number of assessment and evaluation models is a good testimony that
each of the models is not sufficiently detailed or structured to adequately assist in improving
education. Each model tends to be restricted in its focus on educational delivery or is too
generic that people find it difficult to appreciate what it means in operational terms. For
instance the collaborative model does not mention the tools for instituting collaboration. One
or so models may not yield a full description or a complete view of the shortcomings and
benefits of the programme subject of an evaluation. QFD, used as a measurement, evaluation,

and management methodology subsumes all the models described below.

3.4.2 The behavioural objective model

This model focuses on how the teacher should structure the learning process so that he can
have an idea of how much the student is learning. The model expects the student to exhibit
certain observable behaviour like explanation, listing, working a tool, etc. This aligns with
QFD in that the outcome of education should be an agreed agenda on the amount of change
or transformation impacted on the students’ knowledge, attitude, understanding, belief
system and ultimately their behaviour. In terms of quality assurance the fundamental
question is whether the programme, intra-programme products and services and processes are
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achieving the intended results. This model and the 4-Level model (Kirkpatrick, 1994)
correspond to QFD’s Product Planning Matrix and Goal Setting and Improvement Ratio. In
terms of quality assurance they overlap in that they can be used to evaluate a programme’s

impact on participants in terms of reactions, learning, behaviour and institutional results.

3.4.3 Goal-free evaluation model

This model is akin to QFD’s stages of institutional assessment whereby the assessors can be
internal or external persons. It is also akin to QFD’s stage of ‘Regulatory Requirements’.
Such assessors are assumed not to be beholden to the organisation in ways that are significant
enough to bias their judgments. Newer approaches to evaluation emphasise the active
participation of internals so that they have a more detailed insight of institutional and
programme weaknesses and strengths (Salmi, 2011a). Biases can also be eliminated by the
use of more robust instruments that minimise or eliminated opportunities for distorting data
and findings. This model has much in common with other models like ‘expertise /

accreditation model’.

3.4.4 Success-case model

This is an evaluation method that is practical, fast, credible and valid and meant to discover
what is working and what is not or what is no longer working well. This model resembles
QFD in that it is fact-based and focuses on assessment, measurement and evaluation. These
three can be applied at the level of a subject, part-component of a programme or the whole
programme or a curriculum. The Success-case model resembles QFD in that it covers a huge
area and can be applied on each of QFD stages as it focuses on ‘what is really happening’.
This focus may be useful in discerning sloganeering from reality (Brinkerhoff, 2003). The
QFD model accommodates this approach. At every stage QFD talks of ‘results and analysis
thus far’. Like in the Success-case model this loop helps in addressing questions as to what is
real; what results the stage and the process is producing; the value the results are
apportioning to the stakeholders and how the initiative, stage and process could be improved.

These are also the achievements of QFD when applied to education.
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3.4.5 Utilisation-focused evaluation model

This model departs from the same premise as QFD: that evaluations should be based on the
utility and actual use of that which is being evaluated. Literature portrays this model as
backward-looking. This is what distinguishes it from QFD which is both backward looking
and forward-looking. Voice of the Customer is a key tool in each success-focused evaluation
as in QFD. Both can be used to evaluate how utile a lesson, course, programme and
curriculum has been. QFD can be used to predict how utile these will be and what needs be
done to optimise potential weak points. For both, evaluation is about the information needs of

the different stakeholder groups and how the findings shall be used (Patton, 1997).

3.4.6 Empowerment evaluation model

This model covers QFD team responsibilities in QFD contexts. In non-QFD contexts the
model advocates for delegation of duties and some responsibilities. The value of
empowerment in QFD is about empowering every voice and every structure to make the
optimum contribution to products and services quality. The focus here is on empowering
more people in more areas so that there is full understanding of the organisation and the
many organisational objectives (Fetterman, 2001:3). Examined critically one should observe
that the corpus of the 14 management best practice principles gravitate on empowerment of

the workforce whatever their level and assignments.

3.4.7 The collaborative model

This model is subsumed in the teamwork and QFD quality cycles. The collaborative
approach or participatory approach is covered in QFD’s teamwork structure and orientation.
Both assume the presence of an infrastructure that encourages collaboration, and provides the
resources and tools for collaboration among higher education stakeholders. Using
collaborative group working sessions with membership from sections of the organisation and
from external stakeholders (e.g. Quality Assurance agents, professional associations, peer
review teams, external auditors, etc.) the organisation can make more effective and efficient
decisions. Because such decisions are constructed by a broad-based forum, chances of them
attracting superior support are high (Berry and Bunning, 2006). However, to come up with
the most appropriate solutions, the right problem should have been understood through the
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collaborative process (Gutmann and Thompson, 2004). Qualitative and quantitative analysis
and modelling can be used to show where exactly a problem resides within the organisational
structures, functions, culture or their interfaces. They too will indicate the magnitudes of the
problem factors. Whilst the understanding of problems should be objective, solutions and
decision making must be subordinated to the need to align and focus on benefits and
outcomes. QFD emphasises the value of team working, distributed leadership and the use of

technology to engage otherwise distant stakeholders.

3.4.8 The organisational learning model

Elements of this model are covered in the QFD process of institutional assessment, strategic
planning through to Goal Setting. In very rudimental terms organisational learning is about
understanding the organisation in terms of its mandates / market and developing individual,
team and organisation-wide competencies to perform on those mandates to the satisfaction of
the market of stakeholders. In contrast, a learning organisation should be one where the
acquisition of knowledge or skills is not necessarily driven by acknowledged customer or
market needs.

Learning and acquiring skills that impact the large-scale quality performance of the
institution is a real necessity in QFD, as in programme quality assurance. As part of the
organisation’s desire to be out front, the building of strategic capabilities including human
resources competences should be treated specially (Dowling and Henderson, 2009:11).
Dowling and Henderson (2009:12) identify five categories of generic meta-competencies that
include: ‘‘self-awareness and reflection; self-management; communication competences;
leadership and influencing; and managing the performance of others’’. Each of these
categories has been ventilated in literature as important in quality assurance and in positively
influencing staff performance at the individual, group and team level. What is apparently
lacking is a solid research-based recommendation as to how to work the discipline of
organisational learning, thus little wonder why most HEIs are perennial fragmented
underperformers. Otherwise most HEIs are unclear about the difference between
organisational learning and a learning organisation. The first —organisational learning — is a
conscious longevity process of creating knowledge that improves total performance on value
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creating and customer-satisfying goals; the latter is a nice-to-have-and-do thing not
necessarily connected to preconceived organisational goals. See Section 2.3 for a profound

discussion of the idea of organisational learning.

3.4.9 The consumer-oriented model

This model corresponds to the QFD stage of Voice of the Customer and Product Planning
Matrix. In Voice of the Customer the needs and wants of the customer or consumer (student,
employer, society) are captured with an idea of aligning products and services features to the
consumers’ voices. Many people consider customer orientation to be the collection of lots of
data from the customer / student. In the context of QFD, customer orientation relates to data
about the customer and means subordinating the design processes to the needs and wants
translated from the collected data — VVoice of the Customer. Furthermore, when data conveys

a need, the next decision should be about how the organisation should respond to that need.

3.4.10 The responsive evaluation model

A responsive evaluation model relies more on dry and unadulterated communication about
programme activities rather than its intent. It relies on giving the audiences the information
they require in order to make their own judgments rather than giving them only what the
organisation management want them to know about the programme. Furthermore, it requires
the reporting on programme successes and shortcomings to be up front on the various
standards of interest to different stakeholders. There is no conflict between this approach and
QFD. Both are customer focused and both appreciate the diversity of the customer. However,
QFD supersedes the responsive model by supplying the tools to be responsive at all stages of
products and services conceptualisation, management and delivery. Both are prone to raising
quite embarrassing questions that expose the market bluff and the incongruence of work in
relation to the needs of the stakeholder. Exposing the provider of higher education products
and services threatens the legitimacy of the particular provider, its competitiveness and its
reputation. In the context of QFD, this potential for damaging exposures is catered for by a
continual Voice of the Customer and validation approach that picks up dissatisfiers and get

them sorted in the ‘analysis of results thus far’ loop (Franceschini, 2002).
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Each of the above models may be effective as small-scale, short-term tools for fixing
problematic issues. A more embracive and global model is better at dealing with quality

assurance issues systematically and systematically.

3.5 Organisational culture and model institutionalisation

3.5.1 Introduction

The speed and intensity of the institutionalisation of a model is a psycho-socio management
phenomenon. The psychological makeup of the workforce, the nature of social relationships
among the workforce and the way the model and the processes intended for
institutionalisation are managed, all influence the responses of the organisation to both the
model and what it is meant to achieve. Salmi (2011b:336) identified a number of factors that
influence the performance of top research universities, but these factors operate the same at
any other universities. These are location; resources and incentives; quality assurance and
enhancement; governance and regulatory framework; vision, leadership, and reform capacity;
basic freedoms; political stability; economic stability; technological advance; information
system and talent of workforce. There should be some amount of ‘fit” between the strategy

model and organisational culture.

3.5.2 Level of institutionalisation

By ‘level of institutionalisation’ of a model is meant the intensity and depth to which
elements of the particular model are routinised or accepted as friendly and value-adding by
the party adopting the model. Ficalora and Cohen (2009:7) are of the opinion that the QFD
team can make a choice as to how much QFD they wish to use. There are basically three
levels of adoption that relate somewhat to the level of institutionalisation. A model may be
adopted in part or wholly, dogmatically or creatively and with permutations thereof. The
response to the model matters a lot in determining the success that the organisation will reap
from using the model. Building on discussions by Colyvas and Powell (2006), Scott (2008)
and Vukasovic (2014:47) institutionalisation is conceptualised

‘“... as a process through which new, initially ambiguous, unfamiliar and resisted ways
of doing things become structured, desirable, appropriate, comprehensible, commonplace
and routinised’’.
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Colyvas and Powell (2006:346) classify institutionalisation into low, medium and complete
or full institutionalisation, the latter of which is said to involve substantially full exercise of
regulative, normative, technical and cultural-cognitive elements of the institution (Vukasovic,
2014:47). In terms of its scope, programme quality assurance work can embrace normative,
technical, regulative and cultural-cognitive aspects. The idea of university actor-hood is used
here to claim that universities don’t do any work, but the people within them do. Thus
institutional work in HEIs can be compressed into normative, regulative and cultural-

cognitive work. Figure 3.2 indicates the incremental nature of institutionalisation of a model.

High level of
institutionalisation

Cultural-
cognitive

Q institutional
Normative work

institutional work

ORegulaﬁ're

institutional work

Figure 3.2: The looped incremental relationship between elements of institutional work as

synthesised from literature

These areas are covered extensively within the stages of a QFD model and there is an array
of tools within those stages that help to enhance exploitation of each work area. Institutional
work on the cultural-cognitive elements of quality assurance is about building capabilities for
sustaining continuous improvement. It is also about learning and converting learning into
competitive advantage. The idea is that good behaviour should be institutionalised, but the

process of internalising ‘reason’ requires some training or other stimulus or catalyser, which
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is where training, mentoring and coaching come in handy. In Chapter 2 both the theoretical
and conceptual framework highlighted the benefit in building strategic capabilities through
training, coaching, and mentoring as processes within the learning organisation and as part of
the behavioural objective approach; four-level model; the responsive evaluation model;
empowerment model and organisational learning models. These have been used over the

years in different contexts for quality assurance.

QFD’s House of Quality underscores the value of goal setting, of target values, and of
relating WHATSs to HOWSs through a number of matrices. Institutional work on cultural-
cognitive elements of quality assurance builds on institutional work on normative aspects of
quality assurance. Normative work normally involves the governance issues such as
democratisation of the decision-making processes, of institutional self-assessment, teamwork
quality, Customer Satisfaction Performance, and any work that smoothen institutional
management. Institutional work on the regulative aspects of quality assurance includes the
setup of a structure-structure, structure-function, and function-function relationship.
Alignment and integration of structures, functions and processes creates a strong base for
institutionalisation of a robust quality assurance infrastructure. Quality Assurance is more

meaningful when actors within quality assurance enjoy it rather than suffer it.

3.5.3 Managing the link between quality model (strategy) and organisational culture
The speed and depth of institutionalisation of a model should depend on the structure-
structure, structure-function and function-function relationships within the adopting
organisation. The interfaces among these and the content and processes of leadership also
influence the speed and depth of institutionalisation. It is critical therefore for management to
show sensitivity to the structure and mobility within the factor interdependency field,
including those that take place as the new model wedges into organisational life. Pearce and
Robinson (2009:397-401) discuss four ways or strategies of managing the strategy-culture
relationship. These include linking the strategy and culture to the organisation’s mission. The
second option is to maximise synergy between the strategy and the culture. The third bailout
kind of option is to manage around the culture of the organisation. Finally is the option of
reformulating either the strategy or the culture or both.
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It is possible that an organisation can be working on one, two, three or all of these strategies
on different aspects of the organisation simultaneously. It is widely ventilated in management
and strategy literature that culture can affect the success of an organisation. For instance,
some aspects of the internal culture of academia have been seen by Kezar and Eckels (2002)

and Veiga et al. (2011) to constrain quality improvement initiatives.

Reformulating the strategy is a drawn-out exercise that includes transforming the ‘customs
and practices’ of the organisation. Care needs to be taken in engraining changes, particularly
with customs and practices that have become deeply engrained in the organisation’s
architecture. All the same, they have to be uprooted. If the cost-benefit analysis favours the
reformulation of the strategy or model, the organisation’s first choice may be to phase in the
new strategy or model bit-by-bit while using the Theory of Constraint and strategic risk

management tools to manage the organisation’s risk envelope.

Managing around the culture is the method whereby management introduces major
unfamiliar organisational changes as it paves the way for the new strategy. The lookout
points are to catalyse and invigorate those desired changes while weakening all forms of
resistance and weeding away growth inhibitors. Pearce and Robinson (2009:399) list a
number of ways of managing around the undesirable culture: creating separate entities; using
task forces, teams, programme coordinators; bringing in an outsider; outsourcing the service
or selling away the entity. These strategies have been variably tried in quality assurance

work.

Linking to mission is a strategy of choice where a majority of proposed changes square in
with the culture of the organisation and these proposed changes are compatible with the
organisational culture. The strategy of linking to the mission is premised on three
assumptions. The first is that the mission in itself is meaningful and is worth of pursuing. In
QFD contexts the only worth of pursuing mission is one that is customer-oriented. The
second assumption is that there is currently a mismatch or broken link between the mission
and organisational culture. This can be the case when for example there are two dominant
perceptions of quality among organisational sectors for example one based on excellence and
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another on consistency. The third is that the proposed changes and the current culture weakly
share a vision but are at variance on a pragmatic level. This is, for example, where there is
shared vision of quality as fitness for purpose but constituents differ on how to do that
‘quality’. Critical factors of success in the strategy of linking to the mission will be making
the link between major changes and the culture visible. Other critical success factors include
retaining experienced staff and enlisting previous and current opponents of the change into

the change process.

Maximising synergy is a strategy that an organisation can adopt when it has to introduce
some desirable changes and is lucky to have the compatibility of the desired change and the
extant organisational culture. Organisational strategists and workforce will thus have the task
of synergising the desirable new and the existing desirables. The second task would be to
remove any roadblocks to the cementing of the link between the new and the existing.
Synergies can also be achieved between the organisation or parts thereof and externals, for
instance the quality assurance agencies. However, as reported in Harvey (2006:288), people
are more prone to react to suggested changes with hostility and disdain, particularly those

emanating from outside them.

3.6 Inconsistencies in quality assurance

3.6.1 Introduction
Various authors have used the term ‘disconnect’ in reference to the absence of some link
where they should naturally be present. And in most cases people have an idea that such
connectivity should be there but other compelling circumstance just get in the way, not
excluding unethical or those resulting from unethical tendencies. Many authors have used
‘disconnect’ which differs clearly from ‘disconnection’ in which the latter refer to a link that
was once present but has become lost. In the sections that follow the thesis discusses
inconsistencies in quality assurance and suggests that the stages and tools of QFD could be
used to close on the inconsistencies. The deployment of management best practice principles
of integration, alignment, creating customer value and linking the micro to the macro would

do a lot in removing any such inconsistencies.
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3.6.2 Disconnect between purpose and metrics
Bevington and Samson (2012:208) define noise as:

‘“... non-value-adding time, potentially distributed throughout the whole supply
chain, that is a direct consequence of not doing the strategically needed core
activity earlier in the process. Noise is the consequence of failure to do the job
once, right first time and therefore includes chasing, correcting and duplication.
Noise is always measured in resource hours’’.

Noise is measured in resource hours and another way of looking at it in monetory terms is to
total all hours lost by everyone who worked on the ‘noise-job’ plus the number of hours that
shall be lost in correcting the ‘noise-job’ by everyone involved plus the costs of ‘waiting’ for
the corrections. Rework (re)uses resources, time, and money gets wasted. From that we can
assume that noise in quality assurance work can come about when those who should
protagonise quality assurance fail to do one, two or so of the stages in QFD: institutional
analysis; strategy planning; engaging stakeholders; listening to regulatory requirements;
relating organisational competences to the needs of the stakeholders; seeking authentic
strategies of satisfying the stakeholder; learning effective and efficient ways from others;
setting goals and improvement ratios with the aim of continuously improving quality and its
accoutrements. There are numerous disconnects between processes, structures and mental
frames that should stand together in assuring quality in higher education. Stakeholders have
differing expectations of what universities should be teaching: should they focus on hard

content or on skills, and which content or skills to emphasise.

There is inordinate amount of disquiet on what should be the purpose of HEIs from whence
the purpose of quality assurance should be drawn (Altbach, 2012). There are also debates on
what quality is among quality assurers, as is the case among the actors (management and
academics and among academics themselves) in HEIs. Academics struggle with combining
rigour and relevance in the curriculum. Lodge and Bonsanguet (2014:3) highlight the
importance of addressing that link in research. What universities stand for is equally
equivocal among society. In this regard, Lodge and Bonsanguet (2014:3) are of the opinion
that ““learning is core business for universities, though at times it might not be obvious that
this is the case’’. No wonder the world over is grappling with the increasing numbers of

‘garage universities’ (The World Bank, 2000:32), ‘pseudo-university’ (Altbach, 2001:8),
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‘demand absorbing institutions’ (Altbach, 2009) and all sorts of ‘diploma and degree mills’
(Altbach et al., 2009) as well as ‘accreditation mills’ (Ezell, 2007; Altbach et al., 2009:60).
Even for the recognised institutions, judging by a selection of objective measures, there is
little to build confidence that HEIs are delivering robust, value-adding benefits for society,
industry and their students (Shermis, 2008; Arum and Roksa, 2011; Lodge and Bonsanguet,
2014:4). This suspicion comes from research and experiences that confirm such perennial ills
in the higher education sector, which Bamber and Anderson (2012) describe as the absence
of theory that guides the evaluation of the complex instructional process. The proliferation,
popularity and disdain after forced closer by quality assurance agencies of some of the so-

called informal providers should send us re-examining our metrics of quality.

The situation on the ground is one where standards and measures are doubted. In fact, the
section for quality assurance in the higher education landscape is littered with tools and
techniques that don’t measure what we think we are measuring. QFD may provide a new and

(X3

more relevant way of assessing the HEIs than the ‘‘... poorly defined and confused
performance indicators’’ currently in use (Lodge and Bonsanguet, 2014:4). With the
explosion of information technology, the number and nature of tools available to those at the
terminals of technology has exploded. Most HEIs have resorted to ‘cut and paste’, thus

multiplying the nature of generic tools and instruments for assessing quality learning.

As instruments are multiplying, apparently the cleft between instrument-to-purpose fit have
widened. Most collect data from students. This has little strategic value. What has strategic
value is data about the student so that action about the student is taken. Tracer studies have
shown the ubiquity and longevity of such deficiencies in the higher education sector (Bok,
2006; Borden and Young, 2008). One of the cumulative effects of such disconnects is the
strategic drift of the university from its supposedly core business of learning and the ways in
which they are evaluated and legitimised (Lodge and Bonsanguet, 2014:5). There is little
wonder why literature finds university rankings of no value to the core of teaching and
learning. If we should assume that the core of quality is learning, then equally learning
qualifies as the chief or key constraint in the instructional relationship. By this thread, and the
discussion in Chapter 2, everything else then would need to be subordinated to the learning
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deliverable(s). The most ventilated constraint is our way of thinking or responding to issues
around us and we referred to this in Chapter 2 as ‘mental models’. The thesis’s argument is
that the way we think and conceptualise quality and quality assurance, how they can be
gotten and how they matter to every one of us should determine our success in the pursuit of
quality and quality assurance. Coming back to the question of mental models and systems
thinking we observe that stakeholders are at variance about the conceptualisation of learning.
To exacerbate issues, most HEIs are reported to be using proxy measures of the learning
experienced by students, thus adding strength to the web of distrust about the actual value

that HEIs are adding to different stakeholder groups.

Measuring instruments are condemned for their lack of validity and reliability (Porter, 2011),
lack of usability (Harvey, 2003; Richardson, 2009) and a host of other nuances (Lodge and
Bonsanguet, 2014:7). Earlier, Astin (1991), Heywood (2000) and Race (2006) had pointed
out that most instruments don’t measure what we want measured or just don’t measure what
they should. Boud and Falchikov (1989), McCabe (2010) and Bowman (2011) found that
students are often at sixes and sevens about value added to their knowledge, attitude, skills
set, understanding, behaviour and belief system (KASUB) by their scholarship. To enhance
their accountability profile, HEIs are shifting toward the use of objective and comparable
measures of student learning outcomes (Marginson, 2009). With increased quality literacy
levels, more and more people are able to decipher inconsistencies between instruments and

what their users claim to be getting by using them.

3.6.3 Accountability as a mode of quality assurance

Educational institutions adopting one or the other model do so with a number of goals. If

seeking accountability is the goal, then management needs to manage it at three levels:
accountable to whom; accountable for what and how to account. There is an intimate
relationship among the three accountability elements, as shown in Figure 3.3 below. The way
staff perceive a model influences their response to it. It actually reflects how it views the
model against the purpose for which the model would have been adopted. Following the
‘theory’ of ‘university actor-hood’, we understand that institutional work is what the staff
within the HEIs do either to build or to destroy, for good or for bad. The QFD team in this
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context becomes the protagonists of the institutionalisation of programme quality assurance
through a QFD-based approach. In doing their quality-seeking work, actors within HEIs
should seek to account to the various institutional stakeholders. Figure 3.3 indicates to whom
and how the organisation would account for a variety of expectations. The accountability
should demonstrate conscious efforts to increase on a continuous basis institutional
effectiveness and efficiency. More often than once, management overwork the more visible
aspects of institutional work, sometimes neglecting the more important, strategic, yet less
visible aspects of institutional work. Accountability can be shown through a number of
strategies as long as they communicate to both the internal and external stakeholder groups.
Such communication often takes an air of marketing rather than of ‘fair commenting’ on

institutional progress.

Accountable to: | Accountable for: Accountable by:
Traditional Government Programme of study Making some data public
approaches and funders
QFD approach | The customer Alignment of actorhood | Measuring and reporting on
to Voice of the progress on all Voice of the
Customer Customer issues

Figure 3.3: Accountability for, to, and how as synthesised from literature

The question of accountability in QFD contexts takes very different dimensions to the ones
ventilated in literature and is exemplified in the diagram above. In QFD the target of
accountability is the customer. The purpose of the organisation in QFD is to meet the ever-
changing tastes and preferences of the customer. The customer is the key source of revenue
and deserves the greatest amount of accountability. By running Voice of the Customer the
organisation’s aim is not to hoodwink the customer into thinking that he is king. The idea in
Voice of the Customer is to see how the organisation can be made more customer-oriented
and by focusing more and more on continually improving his satisfaction the organisation is
paying back for the time and effort lost in responding to Voice of the Customer surveys.

Whilst accountability in traditional higher education is to the government and the local power
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structures, in QFD it is all about giving the customer the greatest in terms of products and
services that exceed his expectations. Up to this point we have loosely referred to various

dimensions of quality assurance.

3.7 Dimensions of quality assurance
One of the strategic challenges facing HEIs today is the question of how to align and
mutually integrate three key vectors: the curriculum vector, the quality assurance vector and
the institution’s strategy vector. In the context of physics, a vector is a quantity that has a
magnitude and a direction. The magnitude in a curriculum is the content and volume of what
a subject or programme covers, and the amount of time that the teaching-learning process
occurs. Consequently the direction of a curriculum can be measured in terms of what the

curriculum seeks to achieve, the value-addition factor, and its objectives.

A magnitude in quality assurance can be the number and diversity of the criteria that are used
by internal and external quality assurance agencies. Quality assurance schemes may range
from cosmetic, compliance-focused to improvement-oriented ones. The direction of quality
assurance may as well be externally motivated or endogenous. The direction can be positive
and that is when the idea behind the effort is to increase or enhance what is already present.
The vector of quality assurance may be considered negative when it is about reducing and
doing less of something. In QFD’s Kano model this corresponds to Type R (reverse)
attributes. In one of the stages of QFD, goal setting and improvement ratios are discussed and
it is not uncommon to find management opting to ignore certain issues of value so that
resources are freed so that they can be used for doing more of another type of attributes. In
non-innovative visibility-seeking organisations emphasis on Type E (excitement) attributes is
common. It is not unimportant to ‘excite’ one’s customers by adding a number of ‘wow’
effects in the programme. The question is about the morality dimension of quality when it
comes to having high quality facilities and cars when the core of teaching and learning is
suffering without resources. At the international level, quality assurance is about finding
common understanding of factors for qualification recognition. It is also about learning from
one another. At the national level, the focus of quality assurance is the national development
priorities. At the discipline level quality assurance covers parity of standards based on
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qualification descriptors and a system of subject reviews. At the institutional level, quality
assurance is about the presence of a risk management infrastructure that encourages quality

enhancers whilst weeding away threats to quality.

At the programme level, quality assurance’s focus is on how the individual subjects deal with
the development of knowledge, attitudes, skills set, understanding and behaviour of
graduates. At the subject level, quality assurance is about the rigour, relevance and fitness for
purpose of the instructional relationship. At the lecturer level, quality assurance is about the
lecturer’s credentials, psycho-pedagogical adaptability and content mastery. At the process
level, quality assurance is focused on a processual relationship in which the student learns
unlimitedly. Whatever its scope, quality assurance should seek to integrate improvement

work and an orientation for innovation in a never-ending manner. Figure 3.4 exhibite this

desirable.
- Doing the same but better | Innovate and Improve
Z
: r
= | Cl
"hange:
=~ g
E Current situation —  NEW ISsues.
= new approaches
INNOVATION

Figure 3.4: Two dimensions to quality assurance (Yorke, 1994)

Whilst QFD has clear cognisance of the two orientations, traditional Quality Assurance
models tend to encourage only the improvement aspect of quality assurance. Aytac and
Deniz (2005:512) conceive that methodologies like QFD can be used as a guiding tool for
improving educational activities at every level of curricular activity and by any player with a
stake in educational quality. National quality agencies have also sought knowledge,
competences and advices on how to improve and innovate from across their country

boundaries. This is exemplified below.
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3.8 Global and international efforts at quality assurance
The value of cross-border collaboration in quality assurance (QA) is increasingly being
recognised globally and in Africa (Materu, 2007:37) with more and more quality assurance
agencies increasing their operations across the borders of their national origins. Specialised
programme accrediting bodies that are now international players include the US-based
Association to Advance Collegiate Schools of Business (AACSB) and the Accreditation
Board for Engineering and Technology (ABET). The European Quality Improvement System
(EQUIS) (OECD, 2004) and the International Network for QAA in HE (INQAAHE), which
was established in 1991 to collect and disseminate information on current theory and
developing practice in the assessment, improvement and maintenance of quality in HE

(Materu, 2007:37) has become international players as well.

European Union nations, in 1999, launched the Bologna Process, and invested in it in the
hope that it would strengthen European cooperation in QA. The Asia-Pacific region launched
the Asia-Pacific Quality Network (APQN) with a mandate to cohere quality assurance efforts
in the region. The Latin American region launched the RIACES to spearhead quality
assurance initiatives across the region. Within Africa, rather fragmented efforts have been
shown, yet with a common interest in assuring the superior quality of higher education. The

only body that has a continental focus is the Association of African Universities.

The other institutions are fundamentally regional: Southern African Regional Universities
Association (SARUA) and the Higher Education Quality Initiative (HEQMISA) for SADC
countries; Inter-University Council of East Africa (IUC-EA) for East African nations;
Counseil Africain et Malgache pour I’Ensignement Superior (CAMES) for francophone
African nations; North Africa and the Middle East-Arab Quality Assurance Network for
Higher Education (ANQAHE) for Arab-African nations and Arabic nations of the Middle
East. If all these organisations have a shared vision, about a similar customer, and similar
goals then teamworking and the application of QFD to their work should be feasible and very
rewarding. Why these organisations continue to fail to find synergies and collaboration

among them is arresting. It is interesting that they continue to be protagonised by academics,
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serving as employees. Thus however discussions may happen, it remains doubtful how they

represent positions of other absent stakeholders to higher education.

3.9 Stakeholders views of the purpose of higher education
What does the world gain from higher education that it would not have without it? What
would higher education be without the quality assurer? Would any type of higher education
be fit for our purpose? In this section I discuss some of the proclaimed benefits of higher
education. The main purpose of higher education institutions is to create intellectual, social
and economic capital and transform society into a learning society (Milisiunaite et al.,
2009:6). File et al. (2009) suggest that three key functions of HEIs are firstly, to create
conditions for an attitude for lifelong learning by developing and exploiting the potentialities
of individuals, by preparing students for the labour market and providing for their
employability. HEIs would achieve this by developing new knowledge in all disciplines and
preparing cadres for civic society based on principles of democracy. Secondly, HEIs must
create and reinforce conditions for the development of innovation, research-and-development
in ways that encourage their use and to apply research-and-development as a springboard for
innovation. Higher education must therefore promote learning through teaching, research and

community outreach projects (Houston, 2010:178).

Harvey (2002) however laments that quality assurance processes pay little attention to
educational theory, educational processes, or student learning and are not aligned to what is
generally accepted as purposes for higher education. The United Kingdom’s quality
assurance agency sees master’s degrees as “designed to fulfil a range of purposes” reflecting
“both the desires and ambitions of students and the traditions and needs of particular
disciplines and professions” (QAA, 2010:4) and “prepare students for the next stage in their
career” (p. 13) and “to contribute toward research in the discipline” (p.11). Jabnoun
(2009:416) proclaims that HEIs are a source of national pride and ‘‘play a pivotal role in

economic competitiveness and the sustainability of economic growth’’.
A World Bank Report claims that with good higher education systems nations are better able

to deal with health, development, engineering, and socio-political issues. The document
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further states that higher education plays a catch-up role particularly in creating the critical
mass of skills in the manufacturing and services sectors (The World Bank Report, 2000:17).
Bloom et al (2005) and Hayward (2006:6) report that higher education may help Africa
broaden its manufacturing base, promote further technological catch-up and improve its
nations’ abilities to maximise economic output. Houston (2010:178) and Williams (2011:1)
argue that the purpose of higher education is to promote learning through core functions of
teaching and research. They further assert that quality initiatives should therefore result in the
improvement of teaching and research. However other literature show that little has changed
since Harvey (2002) decried that quality assurance processes apparently paid little attention
to educational processes, educational theory or student learning. Houston (2010:179) says
that higher education should actually empower and encourage lifelong learning in ways that
benefit society.

Most literature concur on the purpose of higher education. Based on a wide ranging study the

QAA (2010) discovered that master’s degrees may be designed with more than one purpose

in mind, among these being to enable master’s graduates to:

e focus on a particular aspect of a broader subject area in which they have prior knowledge
or experience through previous study or employment;

e focus on a particular subject area or field of study in greater depth than they encountered
during the course of previous study and experience;

e learn how to conduct research often linked to a particular discipline or field of study and
thus contribute to the discipline;

e understand a research project on a topic within the area of interest that makes up the
majority of the overall assessment;

e specialise or become more highly specialised in an area of employment or practice
related to a particular profession; and

e prepare themselves for the next stage in their careers, whether pursuing further research

or entering employment of different kinds.

What then should be the attributes that we would expect to see in a master’s degree graduate

if we consider the perspective of the ideal purpose of higher education and the ideal second
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cycle curriculum? To what extent is the curriculum fit for purpose? It can be concluded that it
is important for both arms of quality assurance to focus on the design and delivery of
curricular that will ensure quality higher education. A lot of research has focused on the
development of modes of focusing on some of these purposes.

3.10 Philosophy and methodology for curriculum development, quality assurance and the

idea of ideal master’s graduate

Graduates of master’s degree programmes are expected to have a certain level of skill that
should help them to be employable, to be employers and protagonists of many socially
responsive initiatives. The methodology of instruction must therefore align with the
expectations of the ideal master’s graduate. The philosophy of education as well as of quality
assurance must then ensure the presence of an appropriate methodology of quality assurance
as well as of teaching and learning. Figure 3.5 show the proposed relationship. This kind of
link is apparently lacking in national and institutional quality assurance structures despite
being widely present in most literature (Bowden and Marton, 1998, Coates, 2010). This
shows the difficulty of making the proposition work which may be because the proposition is

excessively abstract.

Tools for value
Methodology for creation, Attributes of ideal
quality assurance management and master's gradute
delivery

Philosophy and
epistemology of
quality and quality
assurance

Figure 3.5: The traditional epistemology of quality education as synthesised from

literature

The traditional approach to the relationship between ideal graduate and philosophy of
education is that the philosophy precedes and determines the quality of the programme
graduate. What if the philosophy is erroneously premised? A philosophy may become
dominant because it is protagonised by a group that has absolute power within a discipline or
society. Philosophies should be as good as they are collaboratively built by those affected by

them. This is the basis of Voice of the Customer in QFD.
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Graduates of master’s degrees are expected to have a bundle of subject-specific attributes as
well as generic attributes. In a general sense, master’s graduates would be considered to have
the abilities to take responsibility and use initiative, and to offer creative and innovative
solutions to all sorts of problems. They should be able to initiate and take decisions in
challenging situations and develop themselves into meta-cognitive learners. Master’s
graduates should be able to communicate effectively and adapt strategically with efficiency
and in ways that are effective. Further to the repertoire of generic skills, master’s degree
graduates are looked upon to exhibit subject-specific attributes that include profound
knowledge and understanding of the discipline. Such profound mastery of the discipline
should be rooted in lifelong learning, awareness of the currency, evolutionary trends in the

discipline and other developments around the knowledge areas.

Students graduating with a master’s degree should be able to complete a research project by
way of critical literature review or by empirical methodology. This requirement calls for
proactive behaviour, analytic abilities, synthetic abilities, teaming abilities, communication
abilities and abilities to solve problems. Sahlberg (2006) strongly advise on the need to
abandon the old fact-based curricular and adopt curricular that place focus on developing
thinking skills, interpersonal skills and creativity. Other models challenge higher education

programmes to develop strategic skills (Scott, 2008).

Alex Scott (2008:38) postulates that ‘strategic thinking’ arises from an in-depth command of
various academic subjects that cover management, financial, economic and analytical issues.
From such a foundation of knowledge, the graduate should be able to identify models that
suit his circumstances as well as use prescribed models to navigate through workplace and
life issues. Sahlberg further affirms that one can actually be considered a strategic thinker
when one’s synthesis and evaluation skills are sharply developed. Other skills identified as
critical for life and employability include emotional intelligence and social intelligence. In
fact, Lowden et al. (2011, p.4) talk of literature that has developed taxonomy of skills. These
skills are classified as: “‘core skills; key skills; common skills; transferable skills; essential
skills; functional skills; skills for life; generic skills and enterprise skills’’. To what extent is
the work of the various quality assurers guided by these taxonomies of employability skills?
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Owlia and Aspinwall (1998) rank-ordered factors they felt are determinants of the overall
quality of graduates. These are the quality of delivery and management of programmes of
study; recruitment, appraisal and development of the staff; rigour with which study
programmes are designed; guidance, counselling and support given to students; quality of
admission criteria; service support of study programmes and assessment of students. Apart
from this identification there have not been robust ways of improving the focus on these
aspects with regard to the higher education strategic planning and Quality Assurance agents’
formal designs. An analysis of literature show that we are awash with ideas about quality

assurance but not as much with the strategies of how the ideas can be made to work.

3.11 Improving the quality of quality assurance work in HEIs

Quality assurance (QA) is a planned and systematic process of reviewing a programme of
study or an institution with an eye to determine whether or not acceptable standards of
education, scholarship, and infrastructure are being met, maintained and enhanced (Materu,
2007:3). This definition of quality assurance contains a number of aspects that characterise
programme evaluation. Wall (n.d.:1) conceptualises programme evaluation as:

“‘a purposeful, systematic, and careful collection and analysis of information used for the

purpose of documenting the effectiveness and impact of programs, establishing

accountability and identifying areas needing change and improvement’’.
One of the generic purposes of quality assurance mechanisms is to inform the public on how
well higher education institutions (HEIs) are meeting public expectations and what they
declare either in good faith or as marketing gimmicks. Because of the heterogeneity of
international economics, politics, markets, cultures, etc the term quality has become more
and more contextual and stakeholder dependent. In 2006, the Vice President of the European
Association for QA in Higher Education said that because of the elasticity of the term
‘quality’ Quality Assurance mechanisms must be equally flexible and follow the trend if they

are to be relevant and of service at both the national and international level.

To improve their relevance, Quality Assurance systems must measure both the fitness of
purpose (focus on process) and the outcomes of higher education (focus on the graduate).

Nunan and Calvert (1992) argue that where measurement of quality focuses on the student as
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a product of education, quality is seen as value added by the process of education. They
further argue that when the emphasis is on management of quality, the focus shifts to
strategies for achieving and improving quality (Nunan and Calvert, 1992). Both
transformation of the student and the institutionalisation of quality improvement strategies
must be seen as interweaving facets that have a mutual enhancement effect. A quality
assurance perspective that encourages and values diversity above certain thresholds proffers
incentives to institutions seeking to brand themselves with new products, services and
processes. While there is abundant agreement that the process level of educational activity
defines the core of quality, the reality is that there is also the level of education that is most
difficult to measure and to monitor. Teaching and learning happen far from the control and
monitoring activities of management and of the quality assurer. Poole (2010:6) feels that the
narrowness of certain definitions of quality may misinform quality assurance work. Further
to this observation, Rowley (1997:9) thinks that the definitional ambiguity on ‘quality’ would

potentially confuse any efforts to quality assurance.

3.12 Features of an effective quality assurance system
3.12.1 Impersonal attributes
Effective quality assurance systems are characterised by a number of attributes, as pointed
out by Massaro (2010:23-24). The system must be crafted and owned by the institution and
accepted by those on which it will be used (the institution) and for those it is meant to serve
(students, industry, society). The hallmark of a QFD approach is to make the provider
organisation take responsibility for the process of creating, managing and delivering high-
quality products and services. The quality assurance system must serve the purpose of higher
education and of the institution in particular.

The public must be able to see evidence of quality in the service. An effective quality
assurance system would need to be a detailed and thorough cyclical process rather than a
seriatim of brief and superficial runs of checklists. Due to the increasing diversity of the
student market and delivery systems in higher education, the quality assurance measures

need to be sufficiently flexible and diverse. Indeed, quality assurance systems must promote
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diversity. Quality assurances are both inward and outward looking and their deliverables

must be disseminated in terms that are understood by a lay audience.

To be of both corrective and developmental value, quality assurance systems must address
the issue of standards and be conducted at both the programme and subject level. In this
epoch of globalisation, quality assurance mechanisms should contain international
comparative measures and should be conducted by both national and international peers. A
huge concern in higher education today is how to translate employability skills and industry
requirements into the curriculum. Further, the credentials of those in quality assurance must

be of high probity.

3.12.2 Human competences
The argument presented here is that the quality assurer should be characterised by systems
thinking, having a shared vision with stakeholders, excellent team learning skills, possess a
mental model of the complexity of quality assurance and be self-governing (Senge et al.
2012). The second argument endorses a systems thinking approach that argues that the
quality assurer must be able to draw a vivid picture of the vertical and horizontal integration
of the quality assurance work. The third calls for a new epistemology of quality, a new
mental model that looks at everyone as a quality assurer at whatever level and role in the
higher education landscape. This includes the student, academic, staff, team, Department,
Faculty, institution, quality assurance agency and the whole nation and supranational

agencies.

Quality assurance systems in Africa are still in their embryonic stages of development and
are experiencing numerous constraints that include the human capacity in terms of expertise
and availability for quality assurance projects and jobs (Materu, 2007). It goes without doubt
that the credentials of the assurer of quality in higher education is as important as should be
the quality assurance infrastructure itself. There is lack of competence and capacity
development for those in quality assurance assignments at the accrediting agencies, at
institutions and within peer review teams (Materu, 2007; Massaro, 2010). Furthermore, there
are massive problems at the accrediting agencies and at HEIs to collect and process the data,
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information and self-analysis needed for effective self-studies (Materu, 2007:49). The quality
of those at the forefront of assurance mechanisms has an effect on the quality of response
their organisations receive from those for which and upon whom quality assurance is done.
Materu (2007:65) alludes that the integrity, credibility and legitimacy of the work done by
quality assurance agencies depend on the credentials of the professional staff leading the

quality assurance process.

Professionals at the national quality assurance level need skills for system conceptualisation,
the development of methodologies and for rolling out of quality assurance systems.
Effectively, professionals in quality assurance are boundary spanners, connecting with an
unlimited galaxy of constituents. They need strong negotiation skills. Quality assurance
strategists need adequate management capacity; such that midstream changes of directions,
scope and measures are avoided as much as possible. Continuous capacity building is
necessary as a way of ensuring that the quality assurance system is oiled and smooth flowing.
In fact, the quintessence of quality is in the processes that are designed to bring about and to

sustain it, and these evolve over time.

3.13 External Quality Assurance mechanisms

3.13.1 Introduction

External quality mechanisms include structures, agencies and policies that are not integral
parts of the institution and have a concern in the quality of the institution itself as well as its
offerings and have the motivation and space to do something about that quality (French et al.,
2014). Dill (2007:4) argues that the infrastructure of external quality management has three
prongs: market regulation, professional (self) regulation, and state (direct) regulation. Market
regulation encompasses commercial information provision, institutional or programme
performance data, assessments and rankings. Professional (self) regulation includes
accreditations by professional bodies, professional licensure, voluntary institutional
accreditation and external examining. State (direct) regulation encompasses the national
qualifications framework, subject assessments, state-conducted accreditation, licensure,
academic audits, performance-based funding or contracting, national examinations and
national surveys. Government’s concerns about quality may be superficial and institutions
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are left with so much autonomy that they can run their own quality strategies with minimal or
virtually non-state interference. On the other extreme, the government’s concerns about
quality may be visible and explicit. The institutions operating in strict quality environments
may be required to report to Parliament or some statutory organ on quality issues, and

funding may be based on these reports in one sense or the other.

3.13.2 Licensing

It is not uncommon with some institutions of higher learning to take advantage of most
stakeholders’ confusion regarding licensing, accreditation and quality assurance. Licensing
can be a once-off or phased process that culminates in an institution being granted authority
to launch products and / or services within some given framework (Materu, 2007:4).
Licenses are normally granted by ministers of higher education and the requirements for

quality that normally go with licensing are not stringent enough.

The involvement of a minister of higher education in the accreditation decision has an ‘eye
washing’ effect, making things look good and of higher standards. While ministers may
represent society, responsibly in other cases, it is difficult to do so with a process as complex
as quality assurance, taking into account that ministers have other roles. Further to that,
ministerial positions are political in nature and often subject to high turnover (Materu,
2007:22). These factors debilitate the credibility and trust that the system of assuring quality
could court from the public. An infrastructure for external quality management consists of

processes such as accreditation, licensing, site visits, inspections, etc.

3.13.3 Accreditation
3.13.3.1 Introduction
Accreditation is a process of validating the infrastructure, processes, products and services of
an educational institution for being above a set threshold. In most cases the standards of
accreditation are set by some expert group. The important thing in accreditation is pitching a
link between accreditation standards, stakeholder concept of quality and the accredited

institution’s buy-in to the process and its deliverables. Accreditation should be a more
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disciplined and rigorous process directed at ensuring conditions for effecting quality

assurance.

3.13.3.2 Expectations on accrediting agent’s credentials

Accreditation is a process of self-study and external quality review designed to guide
institutions, stakeholders and the accrediting authority in assessing to what extent published
metrics of quality have been met. It is one of the several quality assurance measures aimed at
safeguarding and improving quality at the institutional, programme and course levels
(Vlasceanu and Barrows, 2004). Regardless of whether an accrediting body is supranational,
national or institutional the accrediting activities need to focus on a number of areas. The key
is to assess how well the institution, programme, or course is meeting the quality standards
set for it. Secondly, the team members must have the conceptual, managerial, and
behavioural competences to undertake a quality assessment without undue prejudice. Thirdly,
the accreditation decision should be based on objective evidence about the baseline
standards. Fourthly, the accreditation is founded on a ‘yes’, ‘no’ or other compromising
decision that must be understood by all parties concerned. Fifthly, accreditation decisions and

judgments have a time frame upon which they are deemed to expire.

Accreditation pursues some definite objectives with these guiding principles. On passing the
judgment to accredit an institution or programme, the most common practice is to seek
evidence of successful practice in a number of operations / criteria. What is likely to be
overlooked is how deeply the various criteria are interweaving and how the programme or
institution subordinates the rest of the criteria to teaching-and-learning. It is the teaching-and-
learning that transforms the students and makes them fit for a purpose. The picture that

should guide quality assurance is one that revolves around teaching-and-learning.

3.13.3.3 Objectives of accreditation
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