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IN ELECTRONIC EDUCATION, DOESTOTAL QUALITY
EXIST IN THE EXPERIENCES OF THE CUSTOMER RATHER
THAN THE ASPIRATIONS OF THE SUPPLIER?
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ABSTRACT

Tota Quality Management (TQM) is a systems approach to management that aims to continuowsly increase
value to customers by designing and constantly improving organizaiona processs and systems. However,
TQM has been so slow to migrate from industry to the campus mainly becaise many acalemics gill seeTQM as
afad or buzzword. This paper looks at whether total quality existsin the experiences of the austomer rather than
the aspirations of the supdier and how far thisis true in eledronic education. E-educaion is a generic concept
embradng e-leaning, e-management and e-administration. It is in this halistic context that institutions soud
addressthe isaues if thereisto be acoherent transition from traditional pradiceto ore that exploits the potential
of e-business It is therefore imperative that the alture of most universities and techndogicd universiti es will
have to be transformed if quality improvement efforts are to be successul. Following will be adiscusson d the
role of TQM in education, the identification d customers and suppiers in e-education, and whether culture
might pose aproblemto TQM in e-leaning.
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INTRODUCTION

Total Quality Management (TQM) is a systems approach to management that aims to
continuowsly incresse value to customers by designing and continuowsly improving
organizational processes and systems. Total Quality involves al employees and extends
badkwards and forwards to include the suppy chain and the austomer chain. Management is
the readion and continuows improvement of organizational systems that, when used by
organizational members, leads to increased value for the austomers of its products or
services. Continuows improvement is required in an internationally competitive world
charaaerized by rapidly changing techndogy and customer demands for higher levels of
value. As a business srategy, TQM focuses first and foremost on consistently satisfying
customers and their needs. The primary focus is the austomer and nd the competitor, asin
competiti ve strategy (Stahl, 1995.

This paper looks at whether total quality existsin the experiences of the austomer rather
than the aspirations of the supdier and haw far thisistruein eledronic education. Thiswill
be dore through a discusson d the role of TQM in education, the identificaion d
customers and supgiers in e-educéion, and whether culture might pase aproblem to TQM
in e-leaning.
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THE TOM GURUS

TQM is a system that seeks to redign the misgon, culture and working pradices of an
organization by pursuing continued quality improvement. This process which isfounded on
individual attitude and effort in quelity improvement, emphasizes a commitment to satisfy
the neads of the austomer bath inside and ouside an arganization. It does nat set out to med
a pre-defined quality goal but rather seeks continually to improve quality by a process of
reseach, evaluation and feedbadk.

Banks (2000 highlights several gurus of the field. First, W. Edwards Deming was the
first American quelity expert to tead Japanese managers methodcdly abou quality.
Deming’s theory of management is based ona humanistic phil osophy, with the belief that
al people ae aucable, that they want to doa goodjob and that they deserve resped. The
phil osophy values the self-esteem of those who lean and thase who tead. The core values
of Deming's theory of profound knowledge ae an appreaation for a system, some
knowledge of the theory of variation, a theory of knowledge, and some knowledge of
psychdogy. He states the purpose of abusinessin his Four Cornerstones principle, whichis
to stay in businessand to crede jobs, to expand the market, to continually improve, and to
grow intelli gently.

Deming's famous fourteen-paint principle for TQM in businessis to establi sh constancy
of purpose, adopt the new philosophy, ceae dependence on mass inspedion, end the
pradice of awarding businesson pricetag alone, constantly improve every system, institute
training, institute leadership, dive out fea, bresk down barriers between staff aress,
abandon slogans, eliminate numerica quaas, remove barriers to pride of workmanship,
promote education and self-improvement, and take adionto acampli sh the transformation.

In addition to Deming, there ae other significant contributors to the field of TQM.
Joseph M. Juran bult on Deming's work. Unlike Deming who gdacel importance on
management’s role of leadership through service and the recognition d the human spirit,
Juran’s main message to the Japanese managers was that quality control is an integral part
of management at all levels, na just the work of spedalistsin quality-control departments.
Juran defines quality as “fitnessfor use or purpose” and argues for that definitioninstead of
conformance to spedficaion. He developed his TOM trilogy process around Quality
Planning which is the processfor preparing to med quality goals, Quality Control or the
processfor meding quality goals during operations, and Quality Improvement which is the
processfor bregking through to unprecedented levels of performance In education this can
be the planning, control and improvement of new tedhndogies. From Juran’s concept of
quality as utility, we have on the flipside Kaoru Ishikawa. He is known as the “Father of
Quality Circles’ for his role in launching Japan’s quality movement in the 196Gs.
Interestingly, he agued that the American management style whereby “management
manage and people do’ could na be grafted orto Japanese work pradices. He suggested a
blend d the best of the American and Japanese pradices be fused with traditional European
craftsmanship—bringing craftsmanship badk to groups rather than individuals. This can be
espedally important in the neutral platform that e-educaion dfers, where power becomes
increasingly decentrali zed.

Yet ancther TQM guru with a twist in principle is Philip B. Crosby. Thouwgh
adknowledging Deming's emphasis on statistics and Juran’s engineaing methods, he
diff erentiates himself from the other two citing his zero-defeds goal as smething pradicd,
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reasonable and achievable. He stresses that quality is conformance to requirements. It is
adhieved by prevention and canna be measured by indexes. In e-educaion, this can be
simple preventive measures as a suitable virus protedion programme. The final noteworthy
TQM proporent is John S. Oakland. His recent contribution to the quality field is to further
integrate TQM into a company’s grategy. His model can be summarized in five paints, i.e.
identifying customer—supgdier relationships, setting up a system to manage processes,
changing the cmpany culture from what it was to a TQM culture, improving
communications company-wide, and dcemonstrate aommitment to quality (Bank, 2000.

Additionaly, Storey (1994 reminds us of Deming’'s gresson the human spirit through
his concept of profoundknowledge is powerful in the field of educdion. Education,is after
all, abou the growth o theindividual to be apasitive mntributionto society. The agument
presented by the author is that top managers need to recognize this importance and cannat
delegate the role of leading the TQM initiative to subadinates. Withou their adive
leadership, the dforts to introduce aprogramme may succee for a while but will nat last.
With referenceto basic literature on TQM and, in particular, TQM successfadorsaswell as
the aiteria proposed by the Malcolm Baldrige National Quality Award, Owlia and
Aspinwall (1997 list ten fadors that were foundto be aiticd in TQM implementation.
There must be top management commitment and strategic planning. An organization for
quality neals to be the objedive in addition to employee involvement and team working.
Next, training for quality, design management and process management are important.
There must aso be supdier quality management, information together with analysis, and
customer focus and satisfadion.

THE ROLE OF TQM IN EDUCATION

However, what does a schod have in common with a fadory or an insurance brokerage?
The answer is that they are dl organizations, and all exhibit the same basic charaderistics,
whatever their objedives (Greenwood and Gaunt, 1994. The particular charaderistics of a
schod may be summarized thus: a schod is not a fadory, educaion is the “product” but
canna be see, and the austomers are pugls, parents, employers, and society. TQM’ s entry
into higher educdion has followed four main routes, i.e. through the membership of
university governing bodes by businesgpeople or people who have themselves experienced
the benefits of TQM; via business and engineaing departments which have been teading
TQM; following presaure from the government which has encouraged higher educdion
ingtitutions to serve more students withou the correspondng increases in resources; and
through the rapid dversificaion d functions of many universities, including competitive
contrad teading and reseach (Owlia and Aspinwall, 1997.

More and more mmpanies are sending business ghodsthe message that MBAswho are
not trained in TQM may be passed over for reauitment. However, TQM has been so slow to
migrate from the manufaduring industry to the camnpus mainly becaise many acalemics
still seeTQM asafad or buzzword. Since quality is not usually considered areseach topic,
few incentives exist for staff to pusueit asadiscipline. TQM’s crossfunctional nature dso
works against its acceptance, since the university environment encourages individual rather
than group performance (Jorgensen, 1993.
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The implementation o total quality will cdl for amajor transformation d organizational
values, nams, structures and processs. Some fadors may make it even more difficult to
succesdully cary out these efforts at universities. One fador is the dual organizational
structure of tertiary institutions, i.e. the division ketween administrative and acalemic
functions. Ancther is the intensive divisionali zation among faaulties where loyalty to the
discipline or department usually takes precadence over loyalty to the faaulty, na to mention
the etire university. Finaly, often there is a division d resporsibility, with top
management focusing on externa iswues and abdicaing a leadership role within the
institution. Without adive suppat from top management, it is difficult to initiate and
succesdully implement an institution-wide total quality programme (Vermeulen, 1997.
Further, barriers to applying TQM in higher education are related to the highly generic and
idedistic misson d the ingtitutions, the ladk of agreement on the meaning or implicaions
of quality, and the acaemic freedom and tenure, which have resulted in an administration
having relatively limited control over key personrel.

THE “CUSTOMERS’ AND “SUPPLIERS’ IN E-EDUCATION

E-educaionis a generic concept embradng e-leaning, e-management and e-administration.
It isin this hdlistic context that institutions $oud address the issues if there isto be a
coherent transition from traditional pradiceto ore that exploits the potential of e-business
(Wilson, 200). In applying TQM to Northwest University and dscussng the principles of
parsimony, key trends were identified. First, the eanerging goba ecnamy will giveriseto a
global community charaderized by increased communicaions aaoss national borders, na
only in buwsiness bu also in educaion, entertainment, science and the ats. Sewnd,
techndogy will penetrate even deegper in our daily lives. Third, informationincreasingly will
bewmme the capital, or raw material, of econamic adivity. The aility to recave, analyze and
transmit information in oral, written and numeric form will be aucia. The nedal for
spedalists will increase since nealy every succesul enterprise operates within a rather
narrow market niche. Finally, the rate of changein al aress will accéerate. Those who have
leaned how to learn will be best equipped to capitalize in such an environment (Hublberd,
1994.

E-leaning refers to the use of Internet techndogies to deliver a broad array of solutions
that enhance knowledge and performance It is based onthreefundamental criteria. First, e-
leaning is networked, which makes it cagpable of instant updating, storage/retrieval,
distribution and sharing of instruction a information. Second, it is delivered to the end-user
via a omputer using standard Internet tedindogy. Third, it focuses on the broadest view of
leaning—Ileaning solutions that go beyondthe traditional paradigms of training, i.e. it goes
beyond Computer-Based Training (CBT) to include the delivery of information and todsto
improve performance (Rosenberg, 200)).

Eacdh company is a aistomer to its supdier and asupdier to its customers, so it does not
make sense to think of a cmpany as only one or the other (Evans and Dean, 2000.
Supiers are those companies that provide the organization with goods and services that
help them satisfy the needs of their own customers. Supgiers play a vital role throughout
the product development process from design through dstribution. Supgdiers can provide
techndogy naot internally avail able, ealy design advice and increased capadty, which can
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result in lower costs, faster time-to-market, and improved quality for their customers. In turn
they are asaured o stable and long-term business Three governing principles describe
customer—supdier relationships uncer total quality: recognition d the strategic importance
of customers and supdiers, development of win-win relationships between customers and
suppiers, and establi shing relationships based ontrust.

There ae several types of customers and supgiers. External customers purchase the
product, financially suppating the organization. Internal customers are enployees to whom
other employees pass on their work. Externa suppiers are the people outside the
organization who sell the material, information a services to the organization. Interna
supdiers are anployees who passon the work to ather employees. The goal in identifying
external-customers' needs soud be to exceal customer expedations. Identifying internal -
customers nedls is a matter of ensuring that employees who depend on or ancther as
individuals, as well as departments that depend onead aher as units, communicae their
neals to ore ancther continually. Customers define value through product/service quality,
service provided by the organization, the organization' s personnrel, the organization' simage,
selling price of the product/service, and overal cost of the product/service. A customer-
driven organization can be recgnized by its reliability, asaurance, tangibles, empathy and
resporsiveness(Goetsch and Davis, 2000.

THE PROBLEM OF “CUSTOMER” IN HIGHER EDUCATION

Higher educaion has a number of complementary and contradictory customers. Four parties
of potential customers are the government, administrators, acalemics and the adual
consumers (the leaners, their famili es, employers and society as a whaole). The neals and
desires of these various higher educaion customers may, in some drcumstances, conflict
with ead ather and this could be problematic for institutions which attempt to produce
strategies that satisfy these nedls effedively and efficiently. Further, students can be
considered either as customers (with courses as the higher educaion products) or as
products, with the amployers being the austomers (Conway et a., 1999. Whichever is
chosen will have important implicaions for the @rred identificaion d institutions
customers, i.e. students or patential employers, and, thus, for the strategic planning process

While TQM as a succesful managerial strategy is generaly acceted in commercial
organizations, its role in higher educationis dill controversial. From a theoreticd point of
view, customer orientation is a more problematic principle of TQM when applied to
universities. This is becaise of the spedal nature of many acalemics whose motivation for
work is often independent of market issues. Althouwgh this sirit shoud be regarded as
having some value in scientific environments, it may also be detrimental. Disregarding the
market has the danger of ignoring the red needs of consumers (Owlia and Aspinwall, 1997%.
Students are primary internal customers. External customers are a varied as the endeavours
undertaken by individuals or society, i.e. the educdiona process affeds every type of
service and manufaduring industry, every level of governmental service, every institute of
higher learning, and every community (Rhinehart, 1993.

A major barrier to adapting the quality approach to educaion, havever, is the neal for
faaulty to rethink the instructor—student relationship. In spite of the student/customer isale,
the literature provides considerable suppat for the use of TQM in teading (Barnard, 1999.
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TQM focuses on satisfying the austomer and seeking customer input abou processes. This
focus on customer satisfadion and perticipation in planning causes faallty to view the
quality philosophy with justifiable suspicion. The delivery of educdional services is
unguestionably different from the traditional transadions that take placewhen buwers are
asumed to have sufficient information abou the product to make fully informed dedsions.
Higher education is a trust market where the relationship between instructor and student is
more &in to a dient relationship in which trust must exist because of the disparity of
information between the parties. It is not educaion's purpose to pease the aistomer, bu to
provide a leaning environment that suppats a misson d excdlence in educdion.
However, today’ s business sudents are or soonwill bein aworkplacewhere enployees are
considered internal customers, and authoritarian management has been largely replaced by
open communicdion, participation in planning, and empowerment to make dedsions
(Barnard, 1999.

Anayzing TQM fedures in higher educaion case studies $ows that the type of
adivities carried ou in this environment is not so dfferent from those in manufaduring or
service sedors. The results are dso similar, as siccessul experiences have shown increased
customer satisfadion, Hgher productivity, and improved student and staff morale. Thisis
becaise the TQM implementation so far has mainly focused onadministrative sedions of
universities and colleges, and becauise functions like top management commitment,
organization for quality, strategic planning, and training are universal in nature, regardiess
of the type of organization concerned. However, the implementations of fedures like
suppier quality management, information and analysis (measurement), and design
management seem to be different when adapted to this environment; this is confirmed by
empiricd evidences howing less siccessin these aeas. While the @mncept of customer-
orientation has centered on students, their role, together with that of other customers in
acalemic processs, neadsto be darified (Owlia and Aspinwall, 1997.

Effedively, higher educaion is being transformed into a austomer-service industry
where the neals and expedations of the dient become the focd point of the provider.
Ironicdly, while the widespread deployment of e-techndogy has the potential to provide
global accessto information, in this new environment it is the student that redaims the focd
pont—accessng information remotely, uncertaking self-direded and self-monitored
leaning, and engaging with staff in a one-to-one relationship. The acaemic adopts therole
of the mentor and advisor avail able to the student in the mntext of both learning suppat and
as assesor of performance This requires a revised approach to pedagogy, pladng new
demands upon uinversity staff and recesstating revised service performance from a
university’s leaning suppat infrastructure. We ae sedéng anew channel of business where
the austomer accesses through a portal to products provided by universities. The porta is
intended to provide further quality assurance @mfort for the cnsumer, in addition to the
brand strength of the provider. It is not only the processes within the universities that are
being re-engineaed; it isthe higher education market itself. Whether it isthe re-invention d
an organization to address new markets or whether it is the adaptation d new techndogies
to address existing markets, the common fedure is that of change. The implementation d
such a student-centered system requires a transformation in arganizational culture (Wil son,
2002).

The aswrance of quality and standards is important. Higher educdion in a globali zed
eoonamy implies crossnational purchaser—provider relationships, and krings to the fore the
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foll owing purpases for extra-institutional quality assurance: the provision d information to
the pulic and aher interested parties abou quality and standards, the giving of credibility
to awards (and hence to award hdders), and the engendering of confidence in puchasers
that they will be making a worthwhil e investment when they enroll in a programme. Other
purposes include acourtability in resped of the investment of pubic money, clarity
regarding the purposes of programmes, and last, bu certainly not least, the enhancement of
guality and standards. Higher educaion reeds to review what it is ®eking to achieve, and
the means through which its aims will be &tained. The mix of methods of the past, though
succesdul in its day, is unlikely to be gpropriate for the future. As costs rise and
educational material becomes more reaily available, so the modalities of leaning and
teading in higher educaion will evolve. Institutions will have to find rew ways of
presenting their attradiveness in which their commitment to quality and standards will be a
significant comporent. The severe dhallenge for extra-institutional quality assuranceis how
to make itself an adivity, which demonstrably adds value to ingtitutional adivities (Y orke,
1999. With the avent of e-educaion, hgher educaion would be wise to redize that the
concept of “customer” is valid, and its neals are to be aldressed to ensure survival in this
highly competitive field.

REASONSWHY CULT URE CAN BE AN ISUE IN TQM AND E-EDUCATION

Although the development of the ideaof total quality began in the USA at the turn of the
twentieth century, it was not until the 1980s that TQM became highly regarded by all kinds
of organizations. With the forces of globalization, internationalization and competition,
there is a trend to adhieve world standards. This aspiration for world-class $andards is
casting new meaning towards the indigenization efforts. It is likely that such world
standards criteria will be tempered and coloured by unique national and cultura locd
nuances. This unfolding of evolving national and international redities could provide
interesting and exciting oppatunities for further in-depth reseach regarding educational
administration and management. With the dedine of Western hegemony and the pretension
to unversalism of the intelledual constructs that are part and parcd of it, and concomitantly
with the rise and rew assertivenessof various nonWestern and Third World areas, has also
come the demand for locd, indigenous models of development. That there is a need to
develop indigenous perspedives in understanding various sociocultural and psychologica
phenomena is obvious. There ae dso isues and prenomena, which are “relatively”
universal and essntially not problematic in any way. Such issues involve anstructs and
processes that are agreed as “international standards’ and “benchmarks” (Bajunid, 1996.
Davies and Finlay (2000, on analysing the gplicdion d IT to TQM processes in
administrative and business operations in four institutions of higher educaion, found that
the use of IT in a TQM environment required significant changes in arganizational culture
by a highly committed top management. IT has been identified as one of the aiticd success
fadors determining the impad of TQM on aganizational performance, athowgh how IT
could be used to enhance TQM was never addressed. Although scholars have agued that
management techniques are something that can be taught and learned acoss cultures, it is
argued that in order to sustain learned behaviour, leaning nealsto refled formative wntext.
The low success rate of TQM pradices in nonJapanese organizations ill ustrates that
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universal answers rarely med particular neads. The Japanese have been able to marry up
Western mathematicdly and statisticdly based technique with Buddhist and Confucian
philosophy. They have aeaed veritable leaning organizations, cgpable of adapting to
change with extraordinary rapidity (Leseem, 1994. In fad, there ae huge gaps between the
East and the West, with Japanese companies leading the Western companies in their use of
guality management pradices (Dahlgaad et al., 199§. Notwithstanding the many positive
aspeds of the gproadh, TQM provides no panacea a there is no ore way of doing
anything, let alone one method d managing. An examination d Japanese management
within locd and transplant settings duggests that eadr management perspedive has
legitimacgy and that ead refleds ocial diversity, as exemplified by the diff erences among
adors and the multiplicity of cultures within organizations. Differences in nationd
formative aontexts may often impad on the inter-relationship among business s$rategy,
environmental and control system attributes, and strategic management. Similarly, an
organization's formative antext history and circumstance determine organizational success
(KoracK akabadse and Kouzmin, 1999.

CONCLUSION

This paper has looked at the TQM gurus, the role of TQM in education, the “customers’ and
“supdiers’ in e-educdion, the problem of “customer” in higher education, and the reasons
why culture can be anisaiein TQM and e-learning. Where austomers are tied to a particular
service provider, it is likely that their perception o quality will be driven by deeoer
perceptions of the value of the serviceto them. Since, in a sense, they have to make the best
of it, they are more likely to be gpredative (or critica) of those aspeds of the service that
redly affed them. A customer who knows that the relationship with the service provider is
for alimited duationis rather lesslikely to give serious consideration to the degoer aspeds
of quality than a austomer who knows that the relationship is likely to be long-term; the
latter will tend to judge the service on more diredly accessble isaies. Only on the issue of
complexity is the possbility of a distinction lessobvious, but even here it could be agued
that the austomer of a complex service such as global e-leaning, is likely to be more
insightful and dscriminating (Galloway, 1998. Quality at the beginning of a relationship
will most probably be judged onsuperficial indicators but as the relationship devel ops, these
will diminish in importance & an awarenessof the degoer and more substantive aspeds of
the service develops. For the service provider seeking to aajuire long-term customers, every
asped of the service matters snce astomers always gart as potentially short-term.

Universities neal to adopt e-educaion a accet the mnsequences of the marketplace
(Wilson, 200). An important point which can be observed is the presence of a strong link
between quality and market isaues; higher quality can be gained through attrading more
cgpable students and Hring higher quality staff, as well as absorbing more industrial grants
which are dl market related. This proposes the possble adogion d commercially based
approadies 2uch as TQM in a pulic sedor like higher education (Owlia and Aspinwall,
1997). However, it takes at least four yeas for TQM to be fully embedded in the dtitudes
and working pradices of all staff. Few commercia organizations are willi ng to sustain such
along-term approach (Vowler, 1993.
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As TQM is hdistic in nature, sources of theoreticd insights will profit from including
systems thinking, areas of management theory including organizational change, dedsion
sciences and psychdogy (Holloway, 1994. TQM has receved much criticism for being so
readily embracal. Yet, it ispredsely this broad acceptability andladk of oppasitionto TQM
that can cause darm bells to ring. Any organization that does not adknowledge painful
choicemaking, which tends to disguise or deny oppatunity costs, and fail sto recognize the
lossof aternatives that flow from dedsions, isin the last analysis not quite a ‘red” system.
Nonetheless the perception that gains can be redized withou saaificeis at the very heat of
TQM. Participants consistently are led to believe that all they have to dois to do things
differently, that is, to reform their procedures and processs, and significant improvements
will follow. Thus, TQM threaens few in higher educdion and it shodd na astonish us that
it has proven to be popuar. The truth is that higher educdion institutions have excdled at
annourting TQM campaigns but typicdly have been incgpable of implementing them fully
or reging significant benefits (Koch and Fisher, 199§.

However, Yorke (1999 relates higher educdion to the labou market, naing that the
pace of change in netional and international econamies requires higher educaion to
encourage the development of people who can ad effedively in turbulent circumstances.
Further, quality and standards are open to interpretations that depend uponthe interpreter’s
perspedive. It is aso argued that the extra-institutional scrutiny of quality and standardsis
appropriate where higher educaion is expeded to respondto national needs, bu that the
method wsed needsto be adapted to institutional context.

The truly significant problems fadng higher educaion today are the nature of the
curriculum, uses of faaulty time, how to restrain cost increeases, cooperative relationships
with business governance and leadership arrangements, and most of all distance leaning
and the use of techndogy. TQM has predous littl e to say abou these things and even ereds
subtle roadblocks to change in these aeas because of its drong emphasis upon medings,
consensus and processover product. Further, Koch and Fisher (1998 suggest that it may
turn ou to be a ostly approach to dedsion making because it is ® time-intensive. Thus,
while TQM appeasto have been quite helpful to some businessfirms, it is only marginally
useful in the rapidly changing, indeed revolutionary, environment that universiti es inhabit
today. Redisticdly, TQM in higher education appeasto be aprocessfor doing what we do
better; but what we often need isto dosomething diff erent.

There is room for future reseach to adadressthe link between e-educdion and culture.
For TQM to be dfedive in e-education, its gandards and pocesses neal to include
educaion's techndogicd basis while working within ead institution's organizational
culture. The neutrality of techndogy cannd be separated from the aultural pradicdity of its
applicaion. Currently, many ideas are disseeminated by thinkers whose ideas are widely
receved aaoss national boundxries. To the extent that such ideas become international
currency, they are “universal” and nd culture or context spedfic (Bajunid, 1996. Such
ideas include the borderlessworld, the global vill age, information technd ogy, management
information system, total quality management, and the leaning organization. On a diff erent
level of conceptudization are the idess of restructuring, reorganizing, downsizing,
reinventing and re-engineaing. These ideas constitute the form of interventions or designs
for national, organizational or institutional development. There may be ailtural and context
spedfic differencesin the substantive or content changes brought about in the organizations.
Also, the processes of bringing abou any changes will entail context and culture spedfic
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leaning, usually enlightened and undrstood by managers espedally by case studies and
locd metaphars. The needs of people and countries vary widely and there is no ore method
or theory that will provide the answers to these varied neads.
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