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Abstract

Total Quality Management (TQM) has been explored in several areas in the past. However, the report on TQM in allied
health sciences is yet to come. The present report highlights the TQM approach adopted and the consequential benefits
derived by an allied health institution with focus on research productivity. The TQM approach was styled in terms of
the “four pillars of TQM” viz., synergistic relationships, commitment to continuous improvement, system approach and
commitment of top management. As part of the TQM approach, the institute strategized to implement ISO 9001:2008
alongside the Internal Quality Assurance Cell (IQAC). The dataset comprised of 436 scientific publications and 509
scientific presentations spanning a period of 6 years from 2010-11 to 2015-16. The results indicated an increase in people
involvement in terms of student participation, faculty participation, faculty-student collaboration and faculty collaboration
in respect of scientific publications and scientific presentations. The per-capita faculty productivity also increased by 24%
in scientific publications and 36% in respect of scientific presentations. The present study also brings into perspective, the
advantages of people involvement, people development and the importance of local collaboration in research.
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1. Introduction

Quality is the mantra of every enterprise which aspires to
be on the cutting edge. Organizations have taken up qual-
ity management systems world over to strengthen their
competitive advantage and in their march towards excel-
lence. Despite a tendency to associate quality systems to
manufacturing set-ups, the quality jargons have become
all pervasive and have transcended every sphere of activ-
ity.

The term “Total Quality Management” (TQM) is
understood and perceived in many ways and therefore,
a good number of definitions of TQM gets available in
the literature with different connotations®. Goetsch and
Davis” believed that “TQM consists of relentless improve-
ment activities, involving everybody in the business in a
totally integrated effort towards improving performance
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at every level. ”Schargel® opined that “TQM uses
employee capabilities in all activities and processes and
makes collaboration feasible and real” Gaither® held the
view that “TQM is the process of changing the basic cul-
ture of an organisation and redirecting it towards superior
product or service quality. "British Standard Institution
[BS 7850-1:1992] define TQM as “A management phi-
losophy and company practices that aim to harness the
human and material resources of an organization in the
most effective way to achieve the objectives of the orga-
nization™. Yusuf and Aspinwall state that “TQM helps
in creating a culture of trust, participation, team-work,
quality-mindedness, enthusiasm for continuous improve-
ment, constant learning and as a result, a working culture
that contributes towards a firm's success and existence’.
To suffice, TQM is a management approach, a philosophy,
an organizational ethos and culture that aims at establish-
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ing the right quality ecosystem through partnerships,
collaborative work and active participation of all inter-
ested parties, bringing within its scope, all activities of an
organisation, through a systematic process of continual
improvement. TQM is strategic, has a long-term perspec-
tiveand has people involvement and people development
at the heart of its approach. TQM also adopts a systems
approach, appreciates the interdependence of different
parts of an organisation and also its environment and is
holistic.

As Bonstingl?, put it, “TQM aims at bringing out
the best qualities in ourselves, in others and in the
work, we do together. It is, in many ways, a natural fit
with the hopes and aspirations of educational leaders
in their work to improve schools and communities.
Productivity goes up, as work processes are improved
continuously. Educational organizations are recreating
their work processes, interactions, mission statements
and long-term vision and strategies” There are sev-
eral quality management programs such as continuous
quality improvement; quality consistency; participa-
tion of academics, students and non-academic staff;
satisfaction of the clients; and the existence of man-
agement procedures that reinforce quality” that are
relevant in the context of higher education. Dobyns
and Crawford-Mason* held the view that whatever the
determining incentive, where quality management has
been implemented in education, it has made an enor-
mous difference as mentioned. Quality can create an
ambience where educationalists, parents, government
officials, community representatives and business lead-
ers work jointly to deliver students with the resources
they need to meet current and future academic, busi-
ness and societal needs'.

The applicability of TQM in Higher Education
Institutions (HEIs) is articulated to be relevant, appro-
priate and compatible and is a way of achieving and
maintaining excellence in higher education®**'*'* and
“HEIs are inclined to espouse TQM into their process
in order to enjoy its benefits"> TQMs, in the past, have
been explored in several areas. However, the report on
TQM in allied health sciences is yet to come. The cur-
rent case report presents the Total Quality Management
and research productivity in an allied health science
institution, which has four verticals - academic, research,
clinical services and public education in the field of com-
munication disorders.

- 66 | Vol 11 (2) | December 2017 | http://www.informaticsjournals.com/index.php/nmr/index

2. Case Report

The All India Institute of Speech and Hearing (AIISH) was
established in the year 1966, fully funded by the Ministry
of Health and Family Welfare, Government of India and is
a premier institute offering academic programmes related
to communication disorders. The major objectives of the
institute are man power generation, conducting research,
rendering clinical services and educating the public on
issues related to communication disorders. The range of
academic programmes offered by AIISH vary between
diplomas to post-doctoral fellowship. Situated in a lush
green campus of 30 acres adjacent to the University of
Mysore in Manasagangothri, Mysuru, Karnataka, it is a
unique institute in the Asian sub-continent.

The institute was awarded the highest grade of A
by the National Assessment and Accreditation Council
(NAAC) with a CGPA of 3.35. The NAAC Peer Team
had made a specific observation during the exit meet-
ing that the institute had great research potential and
that its current research accomplishments, despite being
the best among the institutions in the field of speech and
hearing in the country, does not commensurate with the
intellectual capital available in the institute. Triggered by
this observation and to ensure that research productiv-
ity happens not by default, but by design via plans and
by harnessing partnerships, the institute embarked on
a TQM approach and strategized to implement ISO
9001:2008 QMS alongside the Internal Quality Assurance
Cell (IQAC) of NAAC as part of a TQM approach.

The institute established an ISO implementation cell,
which developed the documentation relating to the qual-
ity manuals, quality system procedures and departmental
manuals in consultation with the user departments and
sections. The Heads of the departments and sections were
associated in the coining of the Vision and Mission state-
ments, the institutional and departmental objectives. The
ISO implementation Cell also organised orientation and
awareness programmes on ISO 9001:2008 to ensure organ-
isation-wide involvement. Training programmes were also
conducted to educate internal auditors for effective suste-
nance of the implementation of ISO in the organization.
Measures of performances were clearly defined in terms of
quantifiable deliverables, which were constantly monitored
and reviewed. The present report highlights the TQM
approach adopted by the institute and the consequential
benefits derived with focus on research productivity.
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3. Method

The TQM approach was styled in terms of the “Four
pillars of TQM” as outlined by John Jay Bonstingl
(1992) with focus on (1) Synergistic relationships, (2)
Commitment to Continuous Improvement, (3) Systems
approach and (4) Commitment of Top Management. Gap
analyses were done with a view to address and strengthen
thefour pillars of TQM. Individual strategies covering the
four pillars were drawn. The individual strategies also had
a spill-over effect, positively influencing the other pillars
and contributed to the overall research productivity of the
organization both in terms of quality and quantity. The
strategies adopted under each of the focus areas are dis-
cussed briefly in the paragraphs that follow:

3.1 Synergistic Relationships

One of the cornerstones of TQM is “People Involvement”
and the two main players in knowledge generation in
a HEI are the faculty and the students. As such, there
were activities like the scientific journal clubs and clini-
cal conferences guided by faculty. The strategy included
harnessing of partnerships between the faculty and stu-
dent as well as inter-faculty partnerships in the realm
of scientific presentations and scientific publications.
Faculty partnered with the students and guided them
in scientific presentations and scientific publications.
Inter disciplinary collaborations were given thrust and
annual targets were set for individual faculty in respect
of scientific publications and scientific presentations.
Partnerships between faculty and clinical staff were also
encouraged.

3.2 Commitment to Continuous
Improvement

The strategy towards continuous improvement had its
focus on “People Development” which is another sig-
nificant hallmark of TQM. The strategy focussed on
enhancing the capabilities of the students and faculty in
research activities and covered aspects relating to cur-
ricular design, research training and mentoring, besides
increasing awareness and conducting of training on best
practices. Workshops on academic writing, on application
of statistical software for data analysis were conducted
and invited talks on research design were organised. The
curriculum design and evaluation methods were revised
s0 as to include student presentations and assignments
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that aimed at developing original thinking among the
students. Videos on team work, time management, lead-
ership and productivity were played during departmental
peer evaluation meetings.

3.3 Systems Approach

People and Process integration was the core of the
strategy in establishing the systems approach. Quality
initiatives permeated and touched all processes including
the support processes. The library and information centre
expanded its range of services to include digital reposi-
tory, making available remote access to the electronic
and online information resources, enhanced subscription
to e-journals and e-books, besides extending additional
services like end-notes, anti-plagiarism services such as
turn-it-in software. To promote timeliness and trans-
parency in the procurement process, ‘e-procurement”
methods were adopted by the institute. Improvement in
support services to extra mural grants was another step
in this direction.

3.4 Commitment of Top Management

The commitment of top management was reflected by
the leadership through initiation of a slew of quality
initiatives, formulation of the quality policy, vision and
mission statements and through active participation in
the management review meetings. Annual quality plans
were drawn, monitored and reviewed. Monthly review
meetings at the director level and weekly meetings at
the departmental level helped to review the attainments
of goals under the different verticals. Departmental
Peer Evaluation meetings were introduced with faculty
attendance made compulsory to these meetings. These
meetings provided a glimpse of each of the individual
department’s activities under all its verticals, serving as a
platform for inter-disciplinary initiatives, besides stifling
healthy competition. In so far as the quality initiatives
involving research activities, the Director brought out
a compendium of research containing articles from the
various research projects granted by the AIISH Research
Fund. Awareness sessions on Intellectual Property Rights
were organised and emphasis was given to product devel-
opment. Training was also organised on patent filing. The
students were sensitized on the importance of ethics in
research and anti-plagiarism reports were insisted upon
in student submissions which involved original and cre-
ative thinking.
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3.5 Metrics

With a view to assess the effect of TQM on the research
productivity, the quality metrics included the following:

3.5.1 People Involvement Metrics

People involvement metrics was reckoned in terms of 1.
Number of student participations, 2. Number of faculty
participations, 3. Number of faculty-student collabora-
tions, 4. Number of faculty-faculty collaborations and
5. Department wise consistency (no. of productive years
during the 3 years period) were incorporated.

3.5.2 Productivity Metrics

Per-capita faculty productivity, Cumulative productivity
(in terms of total numbers) and Cumulative productivity
(in terms of score) were included under this. A score of
5 was given for international publications/international
conferences and score of 3 was given for national publica-
tions/national conferences.

3.6 Data Set

The information on national and international publications
and on national and international conferences as contained
in the annual reports of the All India Institute of Speech
and Hearing, Mysore, for the period 2010-11 to 2015-16
formed the basic data for this study. The dataset comprised
of 436 scientific publications and 509 scientific presenta-

tions spanning a period of 6 years from 2010-11 to 2015-16.
As the IQAC and ISO initiatives started in the year 2013-14,
the period of three years from 2010-11 to 2012-13 and the
period of three years from 2013-14 to 2015-16 were taken
to represent the pre- and post-TQM implementation years.

4, Results and Discussion

The results indicated an increase in people involvement
and productivity during the post-TQM implementation
in scientific publications and scientific presentations.
In terms of people involvement, the increase in stu-
dent participation, faculty participation, faculty-student
collaboration and faculty-faculty collaboration were
respectively 35%, 59%, 63% and 142% in respect of
scientific publications. Further, the increase in produc-
tivity metrics in terms of per-capita faculty productivity,
cumulative productivity (nos.) cumulative productivity
(score) were respectively 24%, 73% and 94% with respect
to scientific publications. Similar trend was observed in
scientific presentations, which registered an increase in
student participation, faculty participation, faculty-stu-
dent collaboration and faculty-faculty collaboration by
599%, 29%, 1%, 122% respectively. The increase in produc-
tivity metrics in terms of per-capita faculty productivity,
cumulative productivity (nos.) cumulative productivity
(score) were respectively 36%, 81% and 77% in respect
of scientific presentations. Table 1A and 1B summarises
the people involvement and productivity data, pre- and

Table 1A:  Summary of the people involvement and productivity data: Pre- and Post-TQM implementation with respect to

scientific publications

People Involvement Metrics Productivity Metrics
Quality 2010-1to ) 2013-14 to % increase | Quality Dimension 2010-1Lto f(? o % increase
Dimension 2012-13 | 2015-16 ’ ¥ 2012-13 ’

2015-16
No-of student 1,3 175 34.68 Per-capita faculty | g 9.90 23.90
participation productivity

. 160 276
N;tfcflfzct:‘;;y 68 108 58.82 ngii‘ze (nnos) |UZN* 6N+ 7250
particlp P ty(innos) 5y 111)
No. of Cumulative 542 1050
faculty-student 115 188 63.48 productivity (129*3+31 | (165*3+ [93.73
collaboration (in score) *5) 111%5)
No. of N .
faculty-faculty 50 121 142,00 N: Publ.lcat.lons in Natlona.l Journals
. 1: Publications in International Journals

collaboration
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Table 1B:  Summary of the people involvement and productivity data: Pre- and post-TQM implementation with respect to
scientific presentations

People Involvement Metrics Productivity Metrics
Quality 2010-11 to | 2013-14to | % Quality Dimension 2010-11 to 2013-14 to %
Dimension 2012-13 2015-16 increase ¥ 2012-13 2015-16 increase
No. of student | |-, 244 s94g | Cer-capita faculty 836 1137 36.00
participation productivity
No. of faculty Cumulative productivity | 181 328
participation | " 1 P fin nos) (123N+580)  |@36N+92n) |2
No. of
Cumulative productivity | 659 1168

faculty-student | 130 Bl 077 | (in score) (123*3+458%5) | (236*3+9275) | /24
collaboration
No. of L .
faculty-faculty | 46 102 12174 N: Presentat}ons .1n Natlona} conferences

; I : Presentations in International conferences
collaboration

post-TQM implementation with respect to scientific pub-
lications and scientific presentations.

In addition, the departments increased their consis-
tency in the post-TQM implementation with respect to
scientific publications and presentations which are pre-
sented in Tables 2A and 2B.

5. People-Involvement Metrics

5.1 Number of Participations

The increase in the number of student participation
was highest in scientific presentations (59%) compared
to scientific publications (35%). On the other hand,
the increase in the number of faculty participation was

highest in scientific publications (59%) compared to sci-
entific presentations (29%).

5.2 Number of Collaborations

The number of collaborations between faculty-student
as well as faculty-faculty also registered an increase post
implementation of TQM under both the forms of research
productivity, viz. scientific publications and scientific
presentations. The increase in the number of faculty-stu-
dent collaboration was highest in scientific publications
(63%) compared to scientific presentations (0.77%). The
increase in the number of faculty-faculty collaboration
was also highest in scientific publications (142%) com-
pared to scientific presentations (122%).

Table2A: Department-wise consistency pattern: Pre- and post-TQM implementation with respect to scientific publications

Departments / Period | AUD SLP SLS DCS Sp.Ed. Cli. Psy ENT Electronics
2010-11 to 2012-13 3/3 3/3 3/3 3/3 2/3 3/3 1/3 1/3
2013-14 to 2015-16 3/3 3/3 3/3 3/3 3/3 3/3 3/3 3/3

Table2B: Department-wise consistency pattern: Pre- and post-TQM implementation with respect to scientific presentations

Departments / Period | AUD SLP SLS DCS Sp.Ed. Cli. Psy ENT Electronics
2010-11 to 2012-13 3/3 3/3 3/3 3/3 1/3 2/3 1/3 1/3
2013-14 to 2015-16 3/3 3/3 3/3 3/3 2/3 3/3 0/3 3/3

AUD: Audiology; SLP: Speech-Language Pathology; SLS: Speech-language Sciences; DCS: Department of Clinical Services;

Sp.Ed.: Special-Education; Cli.Psy.: Clinical Psychology
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5.3 Department-wise Consistency Pattern

The department-wise consistency pattern was calculated
in terms of the number of years the departments were
consistent during the period of three years. This pat-
tern also revealed interesting results.While four of the
departments maintained its consistency of 3/3 in both
pre- and post-TQM implementation period, four other
departments which had a lesser consistency during the
pre-TQM implementation, improved its consistency to
3/3 post-TQM implementation period in scientific publi-
cations. Similar trend was observed in respect of scientific
presentations. Four of the departments maintained its
consistency of 3/3 in both pre-and post-TQM imple-
mentation period. Three other departments which had a
lesser consistency during the pre-TQM implementation,
improved its consistency to 3/3 post-TQM implementa-
tion. No impact of TQM implementation was observed
in respect of one of the departments. Notwithstanding,
it could be observed that consistency by the departments
was sustained and increase in consistency was witnessed
post-implementation of TQM in scientific publications
and scientific presentations. The finding as above in terms
of increased participation and increased consistency,
in turn leading to increased collaborations affirms that
TQM is relevant to HEIs and uses capabilities of the team
members to make collaborations feasible and real result-
ing in a culture of team work.

6. Productivity Metrics

6.1 Per-Capita Faculty Productivity

The per-capita faculty productivity saw an enhancement
post implementation of TQM in scientific publications
and scientific presentations. The increase in the per-capita
faculty productivity was highest in scientific presenta-
tions (36%) compared to increase in the per-capita faculty
productivity in scientific publications (24%).

6.2 Cumulative Productivity

The increase in the cumulative productivity, quantita-
tively, in terms of the total numbers, post implementation
of TQM was highest in scientific presentations (81%)
compared to cumulative productivity in scientific pub-
lications (73%). In terms of the productivity score,
which is a qualitative measure with differential scores
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for publications/presentations in national/international
journals/conferences, the increase in the score post TQM
implementation was highest in scientific publications
(94%) compared to scientific presentations (77%).

One of the benefits of TQM includes enhanced pro-
ductivity and the remarkable enhancement in productivity
post implementation of TQM confirms that productivity
goes up with TQM? and that TQM “makes an enormous
difference™ and "improves performance at every level”,
“maintaining excellence in higher education™. Further,
as Gaither® held, TQM heralds a new culture and ethos
towards superior quality and performance.

7. Conclusions

A number of studies are available on the importance of
TQM and Higher Education Institutions. The present study
makes a modest attempt to understand the less explored
area of implications of TQM in enhancing research pro-
ductivity. Despite the enormous benefits that TQM can
bring in, the implementation of TQM also has serious chal-
lenges, especially while introducing a new set of practices to
a five decades old organisation. The implementation team
had to overcome the resistance to change and the notion
held by the faculty and staff that TQM is an additional
administrative burden requiring extensive documenta-
tion and paper-work, producing relentless meetings. It was
observed that the compliance and acceptance of quality
systems improved as the faculty and staff started realising
its benefits, both at the individual, departmental and the
institute level after going through a full cycle of 3 years of
ISO implementation. The present study also brings into
perspective, the advantages of people involvement, people
development, participative goal-setting and the importance
of local collaboration in research. A committed leadership
with active cooperation of all the faculty, staff, students and
organisation-wide involvement is sure to usher spectacular
results through adoption of TQM approach.
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