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Abstract

This study seeks to identify the issues that neellessing in the Ministry of Education in
Oman as it seeks to expand and improve its educagistem. The aims of this are (1) to
highlight the issues that need addressing in theid#ty of Education, (2) to present a
background survey on different approaches of magaginange (3) to survey the literature
about TQM in order to discover the underlying pbdphy of TQM, its gurus, its
development and its tools and techniques, (4) toewe the experience of TQM in
education, its success in this field and to alsmiidy limitations of TQM, (5) to examine
the feasibility of applying TQM in the MOE and (&) design a model for implementing
TQM in MOE .

Firstly, an overview of the context of the studypresented. The major internal and
external challenges that face the Ministry of Ediwcaand call for change are highlighted.
This is followed by a description of the SultanatéOman, its location, climate, economy,
employment, population and how all these affectcatian and calls for change. After that,
education in Oman, its development and structunes examined. To ascertain an
understanding of the key issues in relation towibeking of the MOE a preliminary study

was carried with four focus groups of MOE’s centheladquarter directors, regional
directors, head teachers and teachers. The sampsists of 40 persons, 10 from each
group. From this study the following issues wereniified; centralization, weak

communication, insufficient management support, kviemwork motivation and faulty

planning.

Secondly, seven different approaches for managhemge are discussed; the problem-
solving approach, the learning organization, theegkstep model, the action research
model, the reengineering, Fullan’s theories of ngama change, and Total Quality
Management. It is argued that six of these appemahere highlighted as effective
approaches in dealing with change but do not faitch the development needs of the
Ministry of Education in Oman. However, TQM seermmtovide a possible approach for
developing the Ministry of Education Central Heaalders in Oman to be able to deal with
the internal and external challenges, to solveetkisting issues highlighted by the pilot
study and fulfil the aspiration of the country at&l demands. Drawing on the data from
both the pilot study and the literature on TQM,rafdof TQM Model for the MOE was
generated. The proposed TQM Tree Model consistewén TQM principles that suit the

MOE; commitment toward TQM, focus on stakehold@rsplvement and empowerment,
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continuous improvement, training and education|st@md techniques, and rewards. The
views of different groups -top management, interrsdkeholders and external
stakeholders- on the proposed model of TQOM and wiewn issues related to

implementation -were also- gathered.

The third part of the thesis reports on the methuglg the data collection and analysis;
and the conclusions and recommendations. This sthtjee research used a combination
of quantitative and qualitative methods. It usedosed item questionnaire to gain a broad
feel for the acceptability of the TQM ideas ancestablish a broad baselinén addition,
open-ended questions in the questionnaire and seenatured interviews were used for the
same purpose and to provide additional informategparding the TQM implementation;
the possible obstacles and facilitating factorse @halysis showed that TQM Tree Model
was seen to be a possible approach by top managemeérstakeholders to develop the
Ministry of Education in Oman. The final stage bétstudy was to gather the views of
those in executive positions in the MOE regarding proposed model of TQM and to
identify issues to be considered in an implememtaframework. Thus semi-structured
interviews were conducted with six of the key pars in the MOE. Some issues arising
from the analysis of all the data collected inchgdiinal set of the interviews with the
executives led to the modification of the propo3€aM Tree Model. Three supportive
factors were added as roots for the model; teamwmriget and communication. In the
light of the results from this study, the TQM piiples and implementation in education,
an implementation framework for the TQM Tree Mouohkethe MOE in Oman is proposed.
This implementation framework consists of five stsigthe decision, the preparation, the
implementation, the evaluation and rewards, ancctimtinuous improvement. Finally the
thesis concludes with some recommendations for attuc development in the light of
TQM, some recommendations for the MOE regarding thM and some

recommendations for further studies.



Dedication
This thesis is dedicated to the soul of my fatheowncouraged me to be the best | can be,

to have high expectations and to fight hard for twWheelieve. He always provided me with

best opportunities in life. | feel he is alwayshwvhe supporting and guiding.

My Mother was a great tower of strength during tiore in the United Kingdom as she
has ever been. Her practical and prayerful suppertconfidence in me, taking care of the
kids, keeping the house together, comforting meraast important loving me enabled me
to cope with the changes and stresses that acconfifmand study in another country. |
could not have done it without her. She sharesyrsutcess and | will be forever grateful

for her loving support. This thesis is as much lasranine.

My mother-in-law has always believed and contineelselieve in me. Her encouragement

is always uplifting and her faith in me never fails

My husband, Yousuf, his love, understanding anderagement have helped me struggle
through the most difficult times. His presence amudvavering support have been a
continuous source of motivation and inspiratiotiyghout the study.

My son Basil, the sun of my life, who kept asking/lien are you going to be done,
Mum?”. He was a constant source of inspiration ayadivation. | see my future through

his loving eyes.

My first daughter Reem, the moon of my life, isauike of joy to me. She has been so
patient and so loving throughout the journey; itldobe just kill me when | would have to

say, “Sorry, | can not play now sweetie, | havevtok on my thesis.”

My second daughter Rahaf, the star of my life, wtas born in the middle of the critical
writing stage. Her cute smile, loving eyes and d¢esldwere a constant source of

encouragement and support.

My brothers and sisters, who are my heroes. They ladways been an inspiration and

“the wind beneath my wings”.

To my aunties, uncles, my brothers and sisteraws] my cousins, nephews, nieces and
the rest of my family and all who have helped nanglthe way, and all who would like to

get a glimpse inside the “black box” | dedicates tthesis.



Acknowledgement

The completion of this thesis has been part of omroitment to life long learning and the journey
of attending this Ph.D programme was a bit challemdout the rewards are immeasurable. | have
gained a great deal which will help me both perBgramd professionally for the rest of my life.
First and foremost, my deepest thanks and gratigied®o God for providing me with the means
and perseverance to complete this journey. Withtstwill and generosity, none of this or any

other accomplishment would have been possible.

I would like to express my gratitude to Prof. Fordieo has always made time regardless of her
busy workload. | would like to thank her for pusiime to the limits on this thesis, for spending

hours on my drafts and for ceaselessly providinguitie feedback and discussion.

| would like also to thank Dr. Patrick, who has maibstantive recommendation in my research

and sharing her wealth of knowledge and experience.
| want to acknowledge Dr Besley for her support guidlance in the early stages of the thesis.
| would like also to thank Prof. Gronn and Profiggs for their valuable comments and advice.

My sincere gratitude to the father and builder lef modern Omani renaissance, His Majesty,

Sultan Qaboos, who provides chances and inspir€svanis for education and learning.

My sincerest appreciation goes to His Excellencghi& AlSuleimi who provided me with the

opportunity to join this Ph.D program.

Special appreciation is extended to all who havpdieme along the way | can not mention them
by name, but they know who they are. In particlilaant to thank His Excellency Mr Saud Al
Balushi, Her Excellency Dr Muna Al Jaradani, DridSal kitani Dr Sana Al Balushi, Dr. Amal Al
Busaidi, Mr. Abdullah Al Fori and Dr Abdullah Al $ahi.

My sincerest appreciation goes to auntie Thuria bhed family for their endless support and

encouragement.

My friends did not see much of me especially dutimg last stages of writing, but their support

was heartfull and meant a great deal to me.
My deepest thanks go to all of the MOE staff whtuateered to participate in this study.

| extend my sincerest gratitude to the Glasgow Bty staff and colleagues. Thank you all.



Table of Contents

QLI LS 01> T =PRI i
Y 013 1 = Lo PP PPPPPPPP ii
D=0 [To%= 14 0] o KU PO UUUPPPPPPRRPRPPRT Y
o L0111 U= (o =T o g T= o | v
Table Of CONENL.... ..ot Vi
LISt Of TADIES ... e e e e Vi
LISE OF FIQUIES ... ettt e e e e e e e e e eeees Xii
Part ONe- The CONEXL......ceeiiiiiiiiiiie e e e e e e e e e e e e e e e et b e nnnaeeeseesnan s 1
(@Y 41 PO PPPPPPP 2
RESEAICH QUESTIONS ... e et s 3
The Aims and Objectives Of the StUAY............uuuuiiiiiiiiiiiee e 3
The Present Study’s Contribution to Knowledge.............ooooiiiiiiiiiiiinieeeeeeeeeeeeeee 3
B L= =31 e To (o] oo V2SS 3
The Outling Of the TRESIS ..o 4
Chapter ONne — INrOAUCTION. .....ccoi it 6
0 R £ {0 To [ [ i [o] [ OP OO PP PP PPPPPPRR 6
1.2 EXxternal Challenges........cccoooi oo et 6
1.3 Internal ChallENgES........uuuuuiiii e e e e e e e e e e e e e e e neeeeeeeeaeennnes 11
1.4 The Importance of Management of Change in Béuca..............cooovveiviiviinnnnnnnn. 14
1.5 CONCIUSION . ...ttt ettt ettt e e e e e e e e e e e e e sanr e e e e e e e e e aaeeeeas 16
Chapter Two-The Sultanate of OmMaN.............uiccciiiiiiiiiir e 17
P20 R [ (0 To [ Tod 1 o] o NPT 17
2.2 LOCALION .ttt ——————— it a e e e e e e e 17
2.3 CHMALE ...t ettt e e e e e e e e e aaaaaaaeaaeaaaeeeeeeeeeene 18
P oo ] (0] 1 1 2 OO PTPPIN 18
2.5 ECONOMIC Planning ......cooeiiiiiiiiiiiiir e 20
2.6 Employment and the Distribution of Wealth .............cccccooiiiiiiiiis 22
P A o 011 | = Ui (o o R USRRPPPPP 24
2.8 Language and RelQiON....... ...t cocmc et s e e e e e e e e e e e e eeeeeeeeeneeeeeeennnn 26
S B 153 (0] PP 27
2.10 International RelAtioNS .........cccuiiiiiiiiiiiii e 27
2.11 Key ISSUES fOr EQUCALION.... ... ettt 27
2.12 Historical Background of education........ccccccceeeiiiiiieieeeeecceeeeeciv e 28
P2 G 3 @ [ 111 (o o RSOSSN 34
Chapter Three- EAucation in OM@aN ..........oouiiiceeiiiiiiiiiaaaae e e e e eeeeeeeeeeeeensnees 36
1 0 A 11 0o [ U [o{ 1 [ o I PP PTTPPPPPP 36
3.2 The Structure of the Educational SYStem w..oooeeeeeeiiiiiiiiiiiiiiiiiceeen . 36
3.3 General EQUCALION .......uuiiiiiiiiiiie e ettt e e e e st ee e e e e e s s s e 39
I A S - 1S3 (ol Lo (B o= 1 (o] o ISR 39
3.5 Private EQUCALION .........uuiiiiiiiiiiiiiieieeeiiiiiiiiie ettt e e e e e e e e e e e s ssmneeeeeeaeaeeaens 41
I GRS o =Tt F= LI =X (8 [o=1 1o ] o S 41

3.7 llliteracy Eradication and Adult Education S/Bt..........cccceeeiiiiiiiieeeiieeeeeeeeeiiead 41



Maryam ALNabhani, 2007 vii

3.8 Pre-school EAUCAtION...........ooiiiiiiiceeemee e 41
RS I o 1o =T g o 11 o= [ o PSSR 41
3.10 Colleges Of EAUCALION .........ccoeiiiiiicemmmmeeae et 42
3.11 Existing Issues in the MOE: the Results ofRiet Study................ccoeeviiiviinnnnnns 42
0 2 @ [ 111 [ o RS UURRPPPPP 49
Part TWo-The Literature REVIEW ........ccooiiiiiiieeiii e 50
Chapter Four- Change Management .........coooo oo e eeeeee 51
vt R [ 011 oo (U Tod 1 o] o T TPPPPPP 51
4.2 Concept and Requirements of Change Management.............ccceeeeveeveveiiinnnnnns 51
4.3 Importance of Change Management ...........couuuviiiiiiiiie e eeeeeeeeeeeee e 54
4.4 Change Management in Educational Administration.............cccevvvvvviiiiinnnnnennn. 54
4.5 Change Management TREOMES..........u i rreeeeiiiiiiee e e e e 55
4.6 CONCIUSION. ...t ceeeee et e e e e e e e e e 73
Chapter Five- Total Quality Management ...........cccuuuurveuiiiiiiiieeeeeeeeeeeeeeeeeeeaeeanans 75
S0 R [ £0To [ Tod 1 o] o PP 75
5.2 The Concept of QUAlILY .........coviiiiiiiccceee e e e e e e eeeeeeeeeneens 75
5.3 The Development of TQM .....cooooiiiiiiiii e e 79
5.4 Total Quality Management (TQM) ..........icommmmeerurmiiiaieeeeeeeeeereeeeeeeerneneennaes 82
5.5 TOM DefiNItION....cccoiiiiiiii e et e e 83
5.6 The GUIUS Of TQM.....ciiiiiiiiii et e e e et e e e e e e b sree e e e e s eesaaaans 84
5.7 TQM PrINCIPIES ..ottt e e e e e e e e e e e e et eeneeeeeeeeesennnne 94
5.8 TQM T0O0IS and TECNNIQUES...........uuurtmmmmmmmeeeeeeeeeeeeeiiiirns e e e e e e e e aeeeaeaeeeeaees 95
5.9 Quality Management Systems and Improvement Asvar................c.cccceeeeeeeeeens 98
5.10 CONCIUSION....tttiiiiiiieeie et eeeee ettt e e e e e s beenees 101

chapter Six- Total Quality Management in

Education. .. ... viviiriinvnnnnssnnsnnnnsnnnnnns 103
00 R [ 01 o To [ ox 1 o o I USSP 103
6.2 TOM in EAUCAtiON CONIEXL.......ciiiieiiitcmmmmm et e e et e et e e e ea b snee e e 103
6.3 Benefits of TQM for EAUCAtION ...........iceeeeiiiieieiiie e e eeeees 105
6.4 Concerns about TQM in EAUCAtiON.........cceeeiiiiiiiiieeeeeie e 106
6.5 Case Studies of TQM Implementation in Educali@rganizations................... 108
6.6 Lessons from Case StUAIES.........covvveeeeuciii e 115
6.7 Proposed TQM Tree Model for MOE in OMan .o ooeeeeeeeiieeeeeiiiiiiiiiiinnnenn. 117
LS T 0] o od U] o] o 123

Part Three-The Methodology, the Data Analysis andite Recommendations........... 125

Chapter Seven- MethodolOgYy ..........iiiiiii i i e e e e e e e e e e eeenneeeaeeees 126
4% R 1 11 o To [ ox 1 o o I OSSPSR 126
7.2 The Literature REVIEW..........uuuuuuiiieeeeeeeiieiiiiisasseeeeeeeeeaeeeeseessssssssnnnnnssssnnnnns 127
7.3 The POt STUAY ...coeeiieiiiiiiee et ere e e e e e e e e e e e e eees 130
7.4 The MaiN STUAY ...uueeeiiiiie e e e s e e e e e e e e e e e e e e e eee e s rennnneeesssnnnnnns 132
7.5 The QUESHIONNAIIE ........ceeiiiiiiieiee ettt e e s e e e e e e e e e e e e eeeeeeesbnnnnneeesnennnnnns 132
7.6 THE INTEIVIEW ... ettt e e e e e e e e naaeneaaeaeaaaeeeees 136
7.7 Validity and Reliability ..........oooiiiiii 140

7.8 StatisStiCal ANAIYSIS .......oooiiiiiiiiiit e e et 140



Maryam ALNabhani, 2007 viii

7.9 Key Personnel INTEIVIEWS. ........uuuuuui ettt nn e e 141
7. 00 CONCIUSION. ..ttt ettt e e e e e s beenees 141
Chapter Eight- Quantitative Data..............uuvueiiiiiiiiiiieeeeeeeeeeeeeeeeen e 143
S 700 R [ 1 (0o [ o1 1 o] o N 143
8.2 The QUESLIONNAIIE .....ccuvuiieeeeeetee s s oo et e e e e e e eaaeeeeeeeassaeeeeeeeernsssanneaeeas 143
8.3 Full Sample: combined resultS ... 145
8.4 TOP MANAGEIMENT ...ttt et e e e e e rna e e eean s 152
8.5 Internal StakehOolders...........oooiiiii et 158
8.6 External Stakeholders............uuiiiiiceeeeee e 163
8.7 Differences between the Three GroUpPS: ...ccooeeeieiiiiiiiiei e 168
8.8 Summary of data analysis of the questionnaire..............ccccvvvvvviciiieennnnn. 171
SRS B 0] g o3 [U ] o] o F S 175
Chapter Nine- Qualitative Data ANAlYSIS ........cocciiiiiiiiiiiiiiii e 176
S A 11 0T [ U [o{ 1 [ o I PP 176
9.2 Stages of Qualitative Data ANalYSIS.....cccceeeiiiiieeieiiiiiiiieeeiii e 177
9.3 The Open-ended QUESLIONS .......uuuuuiiieieieeee it e e e e e e e e e e e e e eeeeeeneees 178
9.4 TRE INTEIVIEBW ...ttt e e e e a e e e a e e e e e e e e aeeees 186
9.5 Issues arising from qualitative data.....cccceeeveveeeeviiiiiiiiiiiiiee e 196
S B I 0] g o3 [U ] o] o T 197
Chapter Ten- The Key Personnel INterview........ccc..uuuveeiiiiiniiiieeeeeeeeeeeeiiiee 199
(020 [ oo 18 ox 1 o] o NPT 199
10.2 The Interviewees’ View toward the TQM Tree Mbd............ccccoeevieiiiiiiiineeennnn, 200
10.3 TQM Suitability for Application in the MOE @Man .........cccceeeeeeeeieevveeeeniiinnnnnns 201
10.4 The Facilitating Factors that Might Help ie lmplementation of TQM Tree
1Y [ o [ PP 202
10.5 The Obstacles that Might Face the Implemenntaif the TQM Tree Model....... 203
10.6 Further Comments and Future Trends ....cccccccooooiiiiiiiiiiiiiiiiieeeeeee e 204
10.7 Summary of the quantitative, qualitative amelkey personnel interviews
FESUITS .. .. ettt ettt e+ttt e e e e e e e e e e e ern bbb n e e 205
0RO o] o [ox 11153 o] o T 207
Chapter Eleven- TQM Tree Model, its ImplementationFramework and
RECOMMENUALIONS ...t e e e 209
00 1 0T 3o 1) o I 209
11.2 TQM Tree MOUEI .....ccvviiiiiiiiiii e e e e e e e e e e e et rree e e e e e e earaans 210
11.3 TQM Tree Model Implementation Framework ..................oooovviiiiiiiiiiiiiinnneeenn. 213
11.4 RECOMMENALIONS ...ttt e e e e e e e e e e e e e e e e e e e e s sesae e e e e eees 225
RS 0o Tox 11153 o] I 227
REIEIEINCES ..ottt e e ea e e e e e e e e e e e e e e e e eeeaaanree 229
LISt Of REFEIENCES ...ttt e e e e e 230
Y o] o L= T [ To = 239
Appendix I-The Pilot Study Letter (ENgliSN) ........coooiiiiiiiiiiiiii e 240
Appendix 1l-The Pilot Study Letter (ArabiC)..........ccovvvvviiiiiiiiiiiiiiiee e eeeeeeeeeeeeieeees 241
Appendix 11I-The pilot Study Interview (English)... ......ooouiiiiiiiiiiieeiie 242
Appendix IV-The Pilot Study Interview (ArabiC)............ccovvvviviiiiiiiiiiiiie e 243
Appendix V-The Main Study Letter (English)..........oooviiiiiiiiiiiiieeeiiie 244

Appendix VI-The Main Study Letter (ArabiC) .........cccooviiiiiiiiicieee e 245



Maryam ALNabhani, 2007 iX

Appendix VII -The Main Study Questionnaire (ENglish) ..........ceuvvviiiiiiiinnninnninn. 246
Appendix VIII-The Main Study Questionnaire (ArabiC) ...........ooevvviiiiiiiiiiiiieee e, 250
Appendix IX-The Main Study Interview (ENgliSh) ... L5
Appendix X-The Main study Interview (ArabiC).......ccccceeiiiiieeeieiiiiiiieecee 255
Appendix XI-The Mean Rank Table...............uimieeiiii e 256
Appendix XII-The Key Personnel Interview (English) .......ccccoooieeeiiiiiiiiiieeen, 260

Appendix XIlI-The Key Personnel Interview (ArabiC). .......ccccooeviiiiiiiiiiiiiiiiiiccen, 262



List of Tables

Table2.1 Main Indication of the National Economy’s Rerance During the First Long

Term Development Strategy (1970-1995) .....cccceeeeeii i ere e 23
Table2.2 Percentage Distribution of the Sultanate's Rdijpm by Region ....................... 24
Table2.3 Percentage Distribution of Population by Ageup and Sex ..........ccccceeeeennn.. 26
Table2.4 the Development of the Numbers of Schools, Aieacand Students in the
SURANALE OF OIMAN.....uuiiiiiiiiiiiiiiii e ettt et e e e e e e e e e e e e e s s e s rrreee e e e e e e e e e e e e s aaaaans 30
Table3.1 The Interviewees ASPIratiONS............ccceeemvrrrrnniiieeeeeeeeeeerrreeeeeeersnnnnnnn—————.. 43
Table3.2 Achieving the ASPIratioNS.............oo e e ee e e e e 44
Table3.3 Barriers t0 ChaNQEe ..............uuuuuem o eeeeeeeeannnssasseeeeeeeeaeeeeeseesseennneeeeesnnnes 46
Table3.4 Major Problems inthe MOE ..o e, 47
Table5.1 Deming’s 14 POINTS ....cceuuuuuiiiiiaees e e ettt e e e e e e e e e e eeaeaaeaeas 86
Table5.2 Deming’s ACtION Plan........cooiiiiiii i e e eenaaeennee 88
Table5.3 Juran’s THOIOQY ......uuuuueiiii e s 89
Table5.4 Juran’s MEthOO ..........uuiiiiiiiiiiiie et nnnne e e e 90
Table5.5 Crosby’'s Method. ... 93
Table7.1 The Population and Sample of the Questionnaire.............ccccceeeveeeveiinennnn. 135
Table8.1 Commitment toward TQM..........ccooiiiiiimm e 145
Table8.2 FOCUS ON StaKeNOIUEIS ..........eviiiiii ettt 146
Table8.3 ContinUOUS IMPrOVEMENT.............uuuutimmmmee s esae e e e e e e e e e eeeeeeeeeesenennne e 147
Table8.4 Involvement and EMPOWEIMENT..........cooeeeeeeiee e 149
Table8.5 Training and EAUCAtiON.............cooiiieeceeii e eeeeeeaans 150
Table8.6 Tools and TEChNIQUES ..........uueeiiiiieiiee e e 151
TaDIE8.7 REWAITS. ...ttt e e e 152
Table8.8 Top Management (Commitment toward TOM) ..ccceeeeevvviiiiiiiiiiiiieiieeeeeeee, 153
Table8.9 Top management (Focus On Stakeholders)......ccccooeveviviiiiiiiiiiiiiiiiiee e, 154
Table8.10 Top Management (ContinUOUS IMProVeMENt ) ..vvveevveeiiiiiiieeeeeeeeeeee, 154
Table8.11 Top Management (Involvement and Empowerment)..............c.cccceeeeeeeeens 155
Table8.12 Top Management (Training and EAUCALION) cammeeeeieeeeeeeeiiiiieeeeieee, 156
Table8.13 Top Management (Tools and TeChNIQUES) ...ccceeeeveivviiiiiiiiiiiiiiieeeceei, 157
Table8.14 Top Management (REWArd) .............uuumeemmmmrrrrrinmiiiiiaeeeeeeeeeeeeeeeeeennnnnnne. 158
Table8.15 Internal Stakeholders (Commitment toward TQM)..........ccoeeeiiiiiiiiiiiiinnnns 159
Table8.16 Internal Stakeholders (Focus on Stakeholders)........cccevvveeeeeeeiiieiieeeeiiiinns 160
Table8.17 Internal Stakeholders (Continuous Improvement)..........cccceeeeeveeeeeeeeeeeeeee. 160
Table8.18 Internal Stakeholders (Involvement and Empavestt) .................ccoeevvvnneeee 161
Table8.19 Internal Stakeholders (Training and Education).............ccccoeveeeeeeeeeieneeeee. 162
Table8.20 Internal Stakeholders (Tools and TechniqUES.).......cccceevviiiieeeieiiiiieeeiiiiiens 162
Table8.21 Internal Stakeholders (Rewards)........cccceeoeiiiiiiieeeeeieieeeeeeeeie e 163
Table8.22 External Stakeholders (Commitment toward TQM)..........ccccceeeiieiieeeeennnn. 164
Table8.23 External Stakeholders (Focus on Stakeholders).........ccccceevviiiiiiiiiininnnee. 164
Table8.24 External Stakeholders (Continuous IMmprovement)..........ccccceeeveeeeeeeeeeeennn. 165
Table8.25 External Stakeholders (Involvement and Empowet) ............cccceeeeeeeeeenne. 166
Table8.26 External Stakeholders (Training and Educatian)............cccccevvvvvvvvvcinnnnnn. 167
Table8.27 External Stakeholders (Tools and Techniques).............coovvevvveiiiiiicinnnnnn. 167

Table8.28 External Stakeholders (REWArdS).... ... eeeereeniiinneeeeeeeeeeeeeeeeeiiiinnees 168



Maryam ALNabhani, 2007 Xi

Table8.29 Differences Regarding Commitment toward TOQM............cccoevieiviiiiinnnnn. 169
Table8.30 Differences Regard Focus on StakeholdersS . ..veveeeiiiieiiieeeeiieiieeeeeiiias 169
Table8.31 Differences Regard Continuous IMpProvement . ...........ecceeeeeneeeeeeeeeneeeene. 169
Table8.32 Differences regard Involvement and Empowerment..........ccccceeeevveeeeeeenn. 170
Table8.33 Differences regard Training and Education................ccooovvvviiiiiieiiiiinnneennn. 170
Table8.34 Differences Regard Tools and TeChNIQUES ............evciiiiiieiiiieeeeieeeeeeeeiiians 170
Table8.35 Differences regard REWaArdS............oocooiveeiiiiiiiiiiiiiie e e 171
Table9.1 Commitment toward TQM.........ccoooiiiiiimmee e 179
Table9.2 FOCUS 0N StaKeOIAErS .............ueiit e ee e e e e 181
Table9.3 Involvement and EMPOWEIMENT .........coi i 182
Table9.4 ContinUOUS IMPIrOVEMENL................us s ssseeeeeeeeeeeeeeseeennsnnsnnnnn e 183
Table9.5 Training and EAUCAtiON.............ooiiiieceeii e e e eeeeaans 184
Table9.6 Tools and TECANIQUES ..........uuveeiiiieiiee e ee e 185
TaDIEO.7 REWANTS. ...t ee e e e e e e e e 185
Table9.8 INterview ANAIYSIS ........uuuuiiiiiii e e e e e e e e e aeereneeeeenes 187
Table9.9 Overcome ODSLACIES .........oouiiiiiiiii e 191
Table9.10 Facilitating FaCtOrS...........ccoiiiiitcceeeeeeeeie e e e e e e e e e e e e e enenneeeeeeees 193
TabIEO. 11 ASPIrALIONS .....ciieiei ettt ettt s e e e e e e e e e e e e e eeeeeesbeeenneeeesennnnns 195

Table1l1.1 MOE QUAlitY POIICY ....ooiiiiiieiieeeee e 215



Maryam ALNabhani, 2007 Xii

List of Figures

Figurel.1l The relationship between education developmedtpopulation growth

1A= U T U PPPTPPUPPPRN 12
Figure2.1 Average per Capita GDP(1970-1995) ... 4.2
Figure2.2 Percentage distribution of the sultanate's jadipm by region ......................... 25
Figure2.3 Percentage Distribution of Population by Agewprand SeX...............cceeee.. 26
Figure3.1 The MOE FrameWOrK..........ccooiiiiiiiiiiiiiiiiiiiiiieeas e e eeeeeeveaeevmnnnnees 38
Figure4.1 The 4-step Problem Solving Model........coeeeeeeiiiiiiiiiiiiiciiiiee e 58
Figure5.1 Advantages Of QUAIILY ..........oeuuuiiiiiieeeeeeeiiiiiee et eeennneeeees 77
Figure5.2 The Development Stages of TOM........oovvveiiiiiiiiiiiiiie e 80
Figure6.1 The Proposed TQM Tree MOdel ..........ooieeemmeeiiiiiiiiieee e 23
Figure7.1 The Research Process Stages... USRS 2
Figure9.1 Steps of Analysing the Qualltatlve Data ...................................................... 177
Figurel10.1 Influence on TQM Tree Model ........cooiieemieiiiieeeeeeeeeee 207
Figurell.1 TOM Tree MOEL.......ccoooiiiiiiiiiiiii et e e e e e eeeeb b ennaeees 213
Figurell.2 The Proposed TQM DIreCtorate ............ueeeeeeeeeeeeeerieeeeeeiiiiieiiinneeeens 218

Figurell1l.3 TQM Tree Model Implementation FrameworkK .ccccce....ccoooeeieeieeiiiiiiieiiiiinns 224



Part One
The Context
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Overview
Although this thesis analyses and reflects on thopland practice in the field of change

management, it is in a sense, as much about ghifty own thinking about the concept of
Change Management and the Organizational Developgererally and the concept of
Total Quality Management (TQM) and its implemeratin the Ministry of Education
Central Headquarters in the Sultanate of Oman Bgaty. This thesis generally arose
from a sense of dissatisfaction with current tremdpractice and a desire to change ‘the
good to the great'. It began with a sense of uneasethe Ministry of Education Central
Headquarters which has been struggling to keepitiptive pace of external and internal
changes and challenges. The journey of developméanth began with the focus on
guantitative issues to expand rapidly and dramiatipaiblic education but the focus now
has moved towards qualitative issues in which #hefkcus is on achieving and sustaining
high quality education. However, an alterationhimking does not solely occur through a
sense of dissatisfaction or unease with a particodeatext or change in a theoretical
approach. It also requires a survey of the custate of problems facing the MOE Central
Headquarters, a review of change management tseané an exploration of the TQM

implementation feasibility in the MOE Central Headcers.

The structure of the educational decision-making administrative hierarchy of The

Ministry of Education (MOE) in Oman is composedlufee authority levels. The first one
is located in the Ministry Central Headquartershie capital city, Muscat, and it forms the
top level of the hierarchical administration and gecond is the mid-level administrative
structure represented by the eleven Educationakciiirates General in the nine
educational regions. Finally, the executive adntiats/e units are represented by the

schools.

Education in Oman in general and the MOE in paldicis facing dramatic changes as it
struggles to meet the requirements of the currentucy. These circumstances compel the
MOE to adopt a new management approach that valblent to deal with these challenges
and pressures. Accordingly the overall aim of thisearch is to explore the use of TQM as
the means of developing the MOE. This overall asrachieved through answering the

following questions:
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Research questions
1. What are the areas of work in the Ministry of Edigain the Sultanate of
Oman that need to be developed?

2. How do stakeholders view the principles of Totab{ity Management as a tool
for ongoing development?

3. What model of Total Quality Management could beligppto the Ministry of
Education in the Sultanate of Oman?

The Aims and Objectives of the study

The general purpose of this study is to examineeittent to which the TQM is applicable
to the MOE in Oman. This overall aim is brought ftdfilment by several separate

objectives:

1. To highlight the issues that need addressing irMiméstry of Education.
2. To present a background survey on different appremof managing change.

3. To survey the literature about TQM in order to diser the underlying
philosophy of TQM, its gurus, its development atsdools and techniques.

4. To review the experience of TQM in education, iiscess in this field and to
also identify limitations of TQM.

5. To examine the feasibility of applying TQM in theO¥.
6. To design a model for implementing TQM in the MOE.

The Present Study’s Contribution to Knowledge

The present study contributes to existing knowledyge testing the possibility of
implementing TQM in Omani education in general amdMOE Central Headquarters in
particular. To the writer's best knowledge, thees been no previous effort made in the
MOE. Thus the study will be a useful body of knosdge for educators in Oman and
should lay a foundation for further research. Moo it presents a proposed model for

implementing TQM in MOE with an explanation of itlsplementation framework.

The Methodology

The present study used various methods to achis\ams. It used both quantitative and
qualitative approaches. Firstly, semi-structurage@riiews were used in the pilot study to
collect data regarding the issues that need addgess the Ministry of Education

(discussed in chapter three). Then to examine vimwthe proposed model of TQM and
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the feasibility of implementing this in the MOE aegtionnaire with closed items and
open-ended questions; and semi structured intesvieare used. From these data the
obstacles that might face the implementation aeddhilitating factors that might help in
supporting the implementation were identified. Hinakey personnel interviews were
conducted to gather the views of the decision nwkerto the possibilities of the TQM

Tree Model and gain some more information for thplementation framework.

The Outline of the Thesis

This thesis consists of three parts; the contéxtiterature review, and the methodology,
data analysis and conclusions. These three pattglim eleven chapters, in addition to this

overview.

Part one, the context, aims to provide a backgrairttle thesis and its environment. The
context section consists of the overview, chaptex, @hapter two and chapter three. The
overview is a preface to the whole thesis. It pdegiinformation about the problem of the
thesis, the research questions, the aims and ogecthe contribution of this thesis to
knowledge, the methodology and the outline of ttesis. Chapter one, ‘The Introduction’
deals with the external and internal challengesftiee the MOE which are creating a need
for the MOE to change. Chapter two, ‘The Sultar@t®©man’ is about the Sultanate of
Oman, its location, climate, economy, populaticemguage and religion, history and
international relations. This chapter concludeswaitdiscussion of some issues that arose
from the chapter that concern education. ChapterefHEducation in Oman’ investigates
the historical background and the development afcation in Oman. It draws out the
structure of the educational system. It also disesismprovements in the educational
system and the transition from General EducatioBasic Education. It concludes with a
discussion of the results from the pilot study vkhtdghlight the existing issues in the

Ministry of Education that need to be improved.

The second part, the literature review, is divided three chapters: chapter four; ‘Change
Management’, chapter five; ‘TQM’ and chapter sixQW in Education’. Chapter four
analyses a range of change management theorigisclisses some change management
approaches such as the learning organization, garoBblving, reengineering approaches,
Fullan’s theory of Change and Total Quality Managam It concludes with a brief
discussion exploring the suitability of TQM for thMOE development. Chapter five is
about Total Quality Management. It discusses tmeept of ‘quality’ and the development

of TQM. It analyses the philosophy of three of th®M gurus and their associated
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methods. It also points out the tools and techrigqefeTQM planning and improvement.
Chapter six discusses TQM in an education contekighlights the benefits and concerns
of TQM in education. It also discusses the impletatton of TQOM in six educational
organizations and the lessons learned from thera.cCHapter concludes with a proposed
model of TQM for the MOE which is based on the hssaf the pilot study and the review
of literature.

The third part is the methodology, the data analgsid the recommendations. This third
part consists of chapter seven; the methodologddition to chapter eight, nine, ten and
eleven. Chapter seven sketches the methodolotpedhesis. It describes the stages of the
thesis. It describes the pilot study and the maimys and considers the validity and
reliability of the tools; the questionnaire and timerview. It describes the statistical
analysis process used. It concludes with a degmmiptf the key personnel interviews. The
data analysis and discussions are presented i thapters: chapter eight, the quantitative
data; chapter nine, the qualitative data; and @napine, the key personnel interviews.
Chapter eight discusses the results of the quainéitdata collected by the closed items of
the questionnaire. The data are displayed in taldaien presenting the views of different
groups; the top management, the internal staketwldled the external stakeholders, in
relation to the different principles of TQM Tree M proposed in chapter six;
commitment to TQM, focus on stakeholders, involvetrend empowerment, continuous
improvement, training and education, tools and negkes, and rewards. Chapter nine
discusses the qualitative data collected from fheneended questions of the questionnaire
and the interviews. It presents the significantntee emerging from this data and is
illustrated by extracts from the interview notescdncludes with discussing some issues
that arose from the qualitative data. Chapter isoudses the results of the key personnel
interviews. As it is the last chapter of the distos of field work, it concludes with a
summary of the key issues that arose from the gatwé data, qualitative data and the
key personnel interviews. The last chapter in fgast is chapter eleven, the TQM Tree
Model, its implementation framework and the recomdaions. Chapter eleven is the
concluding chapter in which the TQM Tree Model niigdiion is pointed out. It draws
together the issues highlighted by the literatereaw and the results of the field work and
brings them together to present the TQM Tree Mauwel its proposed framework. It
concludes with some recommendations for develogithigcation in the lights of TQM
principles, some recommendations for the MOE raggrdiQM implementation and some

recommendations for further research and studigdssrarea of education.



Chapter One — Introduction

1.1 Introduction

The education system in Oman has witnessed drardatrelopment in the last few
decades with the accession to power of His Majgstyan Qaboos bin Said on the®28f
July, 1970. One of the most prominent tasks heeaelti was the establishment of a
modern government that included the first MinistfyEducation in Oman (Ministry of
National Economy, 2001, p.4). The quality and gitatf education has increased rapidly
since then; the school buildings became more modedfully equipped with advanced
technology and instructional media, the framewofktlee education management has
become more organized; and the establishment oEmagthools accelerated from three
before 1970 to more than 1056 in 2006 (Ministry Exfucation, 2006). In 1995, the
Ministry of Education (MOE) started focussing ore tllevelopment and change of
education in order to be able to deal with theamati improvement requirements and to
face the external challenges of globalization amel advancement of knowledge and
technology and the internal challenges of socislles and aspirations for development.
These significant developments and trends arenmpig@sues about the direction and
functioning of the education system in Oman. Iis tthapter some of the trends and issues
that are creating the need for change includingalleation and the social trends in Oman

will be outlined.

1.2 External Challenges

The challenge of globalization with its connecté@racteristics of expanding economic,
cultural and political networks of affiliation armgsociation across national borders around
the world is now fully articulated to education t®ym in Oman. Moreover, the
advancement of knowledge and technology introdaoesher challenge in thinking about
the consequences of technology uses and the maswlekiye for the learning
opportunities and outcomes of students and the feeedeveloping the education system
in Oman to be able to deal with these externallehgés.

1.2.1 Globalization
One of the significant areas of concern in the Qredacation is the issue of globalization.
Rapid globalization is one of the most salient dserof the new millennium. It is a

multidimensional, multilevel phenomenon and is a bvoad and ambiguous term to be
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defined easily. There are a large number of studiessing on globalization; they differ in
their concentration on a particular set of consages or in their consideration of
globalization in distinct ways. Many studies empbasits treatment as economic
globalization (Panic, 2003) or as technologicabgl@ation (Schultz and Kitchen, 2000).
Moreover, some of the studies look at the antededad concurrent political forces
shaping the processes of globalization (Stromd@@62, Daun 2002). In addition, a few of
the studies focus on the socio-political impactgtdbalization primarily on developing
countries (Mittelman, 2000). There is also an ermrsnnumber of studies that discuss the
impact of globalization on education (Stromquis02; Carney, 2003 and Dale&
Robertson, 2002).

Although each of these studies deals with globatimafrom a certain point of view, most
of the studies share something in common. Thesediestupresent globalization as a
multidimensional process that involves multinatioor@anizations. There is another aspect
of globalization beyond the existence of organaaithat sit across national boundaries.
Globalization is operating at a political and ctdiulevel with areas of concern such as
climate change, depletion of resources as weligficant exchanges of ideas, beliefs, art
and cuisine with the possible emergence of a ‘dlaodture’. These trends signal an
increase in interconnection and argue that thera ggowing interdependency between
nations, companies, organisations, individuals andon. Tabb’s definition (1999) is
particularly useful in this context. He defines lggtizationas “a process of reducing
barriers between countries and encouraging closeonemic, political, and social
interaction”(p.1). A more expansive, but basically similar fatation is put forward by
Torres (2002):“globalization not only blurs the national boundas but also shifts

solidarities within and outside the national staig’.363).

Cox (1996) goes even further into the impact ofbglzation on social structures. He
argues that globalisation has significant socialseguences and can cause social division
and creates contradictions of a three part hieyamctsocial structure: (1) a top layer of
people who are integrated into global economy;a2)ategory of people serving those
directly involved in global affairs and (3) thoséavare excluded from the global economy
(Daun, 2002, p.5). According to Cox’s taxonomy, bgllisation is highly favourable to
industrial countries but for the developing couwsgri there is a real danger that

globalisation will mean economic stagnation andgimelization.
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According to some researchers (for example, P&d@3 and Carney, 2003) globalization
has various positive impacts. It is creating enarsnopportunities for sharing social values
and behavioural norms and promoting developmewambus levels including individuals,
organizations, societies across different countwd®ether industrialised or developing.
Another constructive impact of globalization is tmeitual support and benefit to produce
synergy for numerous developments of countries,nsonities and individuals (Cheng,
2002, p.7). Prasad et.al (2003, p.8), in their re@mbout the effects of financial
globalization on developing countries to the In&ional Monetary Fund (IMF), claim that
globalization could help to raise the growth ratedeveloping countries through some
direct channels such as: augmentation of domestiags, reduction in the cost of capital,
transfer of technology from advanced to developtogntries and the development of
domestic financial sectors. Globalization couldoal®lp developing countries through
indirect channels, which in some cases, could lenewore important than the direct
channels, such as, the increased production sgatiah in both macroeconomic policies
and institutions induced by competitive pressures tloe “discipline effect” of
globalization. Prasad et.al (2003, p.8) also retteat the average income for the group of
more financially open (developing) economies doesvgat a more favourable rate than
that of a group of less financially open economiemwever, at the same time,
globalization could potentially have a serious negampact on indigenous development
particularly for developing countries. Furthermorgjobalization can exacerbate
inequalities so as to render groups within develgmountries, and groups of countries
themselves, both poorer economically and not abléentiuence their roles politically
(Woods, 2000, p.9). In other words, globalizatismontinuing the dominance of advanced
countries over developing countries and indeecesming the gaps between rich and poor
areas in all over the world. Thus Chan (2001) nttas “the less developed countries and
communities remain stagnant economically, socialyd even politically” (p.168).
Globalization then has two facets, positive andatigg, and it is important to consider
both of these while dealing with globalization inetcontext of the Arab world and

specifically Oman.

Turning to the impact of globalization on the Aralrld, the situation is significant
particularly in terms of economic development itighly competitive global economy.
Camdessus (1996), the Managing Director of the IMBn address at the annual meeting

of the Union of Arab Banks argued that
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Arab countries as a group have attracted veryditif the private capital that
has surged into developing countries in recent yeaor has their export
growth, which has averaged only 1.5 percent per ykaing the last five
years, come anywhere close to the nearly 10 peraestage annual export
growth achieved by developing trade (p.2).

The situation in the Gulf Co-operation CountriesC@ is no better. They have always
been affected by oil prices because they are dememh oil resources. The statistics from
the Ministry of National Economy in Oman (2006, )Jpshow how Oman’s oil revenues
witnessed dramatic changes between 1997 and 2000re@nues in 1997 were
0.R.1,805.5 million (E1=R.O 0.7), in 2000 they werdy O.R. 777.7 millionThe gross
domestic product (GDP) of Oman was estimated td1h855.6 million Omani rials in
2005; out of 11,287.6 million rials representing tbtal government revenue, 78.8% came
from the gas and oil sector. There is no doubt thatdramatic fall in oil revenue has
adversely affected the Omani economy and its iflgtabffects the educational planning.
As Batah and Issan (1998) note that while the deimian higher education is great, the
financial resources are limited and the price dfi®iunstable. Clearly, therefore, the
situation of Oman in the globalised world is thezestd and requires a range of strategies to
address these pressures.

With the advent of globalization, educational inggs must begin to transform themselves
in order to meet the recent demands. The chalteafjglobalization permeate and shape
the education system so the latter can help to stipmaintain and reproduce the
development in other fields. The importance placadglobalization in education is not
accidental. First, economic globalization placeseaiphasis on the creation of a skilled
labour force and educational policy makers mustesponsive to business needs through
the educational system. In Oman, therefore, edutdtas become a core element in its
economic development. The employment of Omanisvedespecial attention in the sixth
five-year development plan (2001-2005), intendedhtwvease in the contribution of the
Omani labour force to the labour market (MinistfyNational Economy, 2001, p.20). The
labour and Omanization sector objectives were ftated regarding the challenges that
face the sector and the demand for improvementshén national economy and in
accordance with education and training (Ministry Nditional Economy, 2001, p.20).
Second, as the public school system has been tounel deficient in meeting the needs of
globalization, so the educational system has bgwmex to market forces and thus the
market-preferred system, which is privatizationrg8tquist, 2002, p.39). Worldwide,

some corporations have become so powerful that ¢hegte their own postsecondary and
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vocational education programmes. For example, Bukgeg has opened “Academies in
Fourteen U.S. cities and IBM and Apple contempléie idea of opening schools for
profit” (Burbles and Torres, 2000, p.1). In Omahe tprivate sector was reluctant to
participate in the educational field. However, tlode of private sector has started to
assume more importance during recent years withniln@ber of general education
students in private sector schools increasing ft@7 thousands students in 1995 to 16.5
thousands in 2000. Nevertheless, looking at theaghpf globalization on education, it

makes sense to look for greater public investm@support indigenous education.

Worldwide, the effects of globalization vary acressl within countries and institutions so
that the responses to it also fluctuate. In thditogial essay ‘What Does Globalization
mean for Educational Change? A Comparative Approdcarnoy and Rhoten, (2003)
stress that in assessing the impact of globalizatio educational change, it is imperative
to “know how globalization and its ideological packagiaffect the overall delivery of
schooling, from transnational paradigms to natiopalicies to local practices(p.2). The
current phenomenon of globalization provides a eegbirical challenge as much as it does
a theoretical frame for reforming education. In aasion, the educators must
acknowledge these forces and consider their coesegs to reshape and reform the
educational system. Therefore, one of the issuas leeds to be considered in the
development of the Omani system is globalisation.tdking forward in this study
consideration will be given to the development ah&hi education in this globalised

context.

1.2.2 Advancement of Knowledge and Technology

Nowadays a rapid growth of knowledge and technpledeing witnessed. This dramatic
advancement of knowledge is the result of researcthe different areas of science,
economics, education, social studies, medicine smdon. This also could be as a
consequence of using the mass media and the grqwapglarity of the Internet. Annan
(2000, p.32) points out that the popularity of iNerld Wide Web is growing extremely
fast, from fifty pages in 1993 to fifty million iB000. Moreover, Boutel.com estimates that
there were 29.7 billion pages on the World Wide Véslof February 2007.

Technological advance (in communication, transpiaraand production) is giving people
greater access to information and places. Theafosrious forms of transport, telephone

calls and computers has plummeted. For exampleprice of a three-minute call from
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New York to London dropped from $244.65 in 1930$81.58 in 1970, and to $3.32 in
1990 (IMF, 1997, p.45). Similarly, in 1980, thereer& only two million computers
throughout the world, all of them mainframes, batvnthere are more than 150 million
computers in use, 90% being personal computerseit.ogt.al, 1995, p.35). Stromquist
(2002, p.5) points out thdpreviously remote and exotic areas of the world/é@decome
easily accessible through more rapid and cheapems$oof transportatioh He also
emphasizes the impact of the advancement of tecgpan production by indicating that
many goods have attained a level of production $ipgimachines and equipment that
make it possible to segment production and stitl lggh precision and quality of final
outcomes. It becomes easier to cross the bordéwgede countries and to get the best
guality of products immediately. This easier ecormeaxchange is interacting with greater

consumerism which in turn is linked with speciffestyles and identities.

Dearing (2001, p.29-30) in a paper presented toe“Umiversity of the 2% Century”
conference in Muscat states tli#ttis already widely accepted that the rapid paoé
advance in knowledge, and pace of economic chawgkrequire us to update our
knowledge and skills”This is could be considered as advice to edusatofacing the
challenge of knowledge and technology revolutiomisTcan only be achieved by
developing every level of education: primary, setay and higher education in terms of

both academic and administration issues.

1.3 Internal Challenges

Although it is true that external challenges aremfthe cause or at least the impetus for
most educational development, the internal chadlenglay a great role in forcing the
improvement. In the Arab world in general, and he Sultanate of Oman in particular,
there are many internal challenges that requiredineelopment of education. Some of
these internal challenges are related to sociabfasuch as the population growth and
others are related to the educational organisatimh as the aspiration for development of

the education system to support a changing society.

1.3.1 Population Growth and Structure

The relation of education to population growth Isdike a circle as illustrated in figure

(1.1). Education and population growth are relatedugh the impact of improved health
(McMahon, 2002, p.81). The impact of education ealth is seen from two sides, the first
one is the reduction of the mortality rates andsbeond one is the increase in longevity.
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The more educated the parents, particularly thénempthe lower is maternal mortality and
the healthier is the child. Parental educationigniBcantly associated with the health
status of the children (World Bank, 1995, p.28).vE&epment of education and
improvement of health lead to population growthrtker, there is consistent evidence in
world-wide literature (for example, Simmons, 198Uprld Bank, 1996 and McMahon,
2002) that population growth impacts on the develept of education. More children
mean more schools, more teachers and more a coregdlgation system which needs
more advanced management. Therefore, a signifieapect in the development of
education is to create and enhance the systemanaga, develop and improve education
for an increased population. This forms a challeiogehe Ministry of Education as new
schools makes an increase in the Ministry’s budgatial. This leads to the next challenge

which is finance.

Population
Growth
I_Educatlon more
IMProves education
health

Education >/
development

Figure 1.1 The relationship between education development and population growth Finance
1.3.2 Finance

Providing education for a growing and structuralbung population presents a financial
challenge for two reasons. The first involves thsts related to building modern equipped

schools. A school building costs about 430 thousantani rials (E1=.7 rials) for Basic
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Education cycle one and 460 thousands Omani malsyfcle two. Secondly, the increase

in the number of schools has resulted in the neethbre teachers and other support staff.

Moreover, the reform of the educational system (Basic Education) has produced
another financial challenge to the Ministry of Edtion. This is as a result of developing
new curriculum and improving the existing one, pdavy resources and essential training
for all staff (MOE, 2004, p.30-31).

1.3.3 Remote Areas

Oman, as will be explained in the next chapterthes third largest country in Arabia.

Oman’s geography is varied and the needs of itplpeire also varied from one area to
another. Consequently, providing education to dbweed it is really challenging. For
example, the Bedouin population live in the deseid mountains and tends to move in
small groups from a place to another. Nevertheldss,Ministry takes every effort to

ensure that the services available in the remaa achools are within the Ministry’s

accepted standards (MOE, 2004, p.30-31).

1.3.4 The Aspiration for Development

The demand for the development of education is etsdlenged by the desire to repair a
widening divide in the social fabric in Omani sdgieand the aspiration for quality.
Surmounting the challenges mentioned above, ttetbea urgent need for education to
help in treating some social problems such as pywend to provide equality in the
workforce. Gregory (2001, p.404) states that a dogsial of educational planners in
developing countries has always been increasingjtiaatity of the enrolments, but in
these days increasing the level of educationalityuss also become the goal. The pursuit

of this goal has become a key aim in the stratéglyeoSultanate of Oman

In 1995, a conference considering the future dmeadf the country’s economic and social
development, titled “Oman 2020, The Vision Confeefior Oman’s Economy” reported
that the country should achieve the following by ylear 2020:

An efficient and competitive private sector.
A diversified dynamic globalised economy.
Well developed human resources.

w0 DdPE

Sustainable development within a stable macro-enanframework.
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The conference report was endorsed by the govertnamehits findings form a part of the
legal framework that the Ministry of Education hadvork towards ( MOE, 2004, p.8)

1.4 The Importance of Management of Change in
Education

As a consequence of the previously mentioned aigdie the traditional and familiar
ways of doing things are changing and there israathel for more qualified, skilful and
knowledgeable workers. There is also a need foisiarv for teaching and learning that

equips students to be able to deal with the cuardtfuture challenges.

Change then is endemic within society, certainlghimi education. In fact, it can be argued
that change is a much more ‘natural’ situation tbae of stability. Change, as Whitaker
(1993, p.49) defines it, involves moving from agqm@et state to a different future one. It
requires new knowledge and skills to enable orgditms to adapt successfully to new
requirements. As far as educational change is coadethe meaning will not always be
clear. This is probably due to the complex naturesducation systems. The view of
change in education, according to Oliver's opinit®96, p.6), must involve the
establishment of new targets and strategies. Howeliange is not just about the creation
of new policies and procedures, but it is importiéwatt change agents, students, teachers,
administrators, parents and employers, are involvieds is because they know the
different facets of the education system and antbage stakeholders there are some who
seek change and who will take change forward. Aigharocess has to take into account
the different dimensions of the system. Peeke (1§926) emphasises this aspect of a

system:

A specific characteristic of the systems view is @mphasis on the
interrelatedness of the various parts of the syst&hange in one part of the
system necessitates change in all other parts also.

Moreover, feelings and emotions are of primary i$icgmce in change. The functional
structures by which change is created are extremmdgrtant in developing an atmosphere

in which people can feel part of the change pro(@siser, 1996, p.5).

In terms of the importance of change managemeatlircation, it could be considered as
a defensive response to the perceived threatsmpetitors. Hannan (2001, p.1) stresses

that“If we don’t change and change rapidly, others wiirive at our expense”Change
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also appears to be a means to solve urgent problesnscularly those associated with
social and economic pressures. Furthermore, F(lI883, p.4) argues that the promise of
educational change has a moral purpose, which make a difference in the lives of
students regardless of their backgrounds and hrelgupe citizens who can live and work

productively in increasingly dynamically complexcaaies.

The MOE in Oman has considered the importance ahgd and started educational
development programmes since 1994 focusing on atlapt within the national
educational systems and the development requirenisi@E, 2002b, P.146). This change
has to be managed to maintain a sense of purpasdieattion. There will be competing
demands from different groups and change needs tadnaged to balance the demands.
However, as organisations are constantly changmdyifithis process is not managed

within an organisation, the direction of the chamgiébe unproductive and destructive.

As a result of global, social and economic tretidkste is no other choice but to prepare for
the new age in which the key to success is devadpoand changing education, and using
approaches and targets which take into consider#tie culture, beliefs and principles of

the society, the current social and economic cistances and the current approaches

towards change and development.

There are a number of different theoretical perspes on change and the management of
change. In chapter four, different perspectivesravégewed and discussed to search for a
suitable change management approach that helgvimgdhe MOE issues arose from the

pilot study and to enable the MOE to face the maeand external challenges discussed in

this chapter.

A survey of TQM literature reveals that, a numbéreducational institutions over the
world have successfully adopted TQM and gained ldpweent advantages. For instance,
Lewis and Smith (1994, p.259) describe how TQM wascessful in academic
organization such as the Oregon State Universityil&ly, Freed and Klugman (1997,
p.231) state that TQM was successful in the apgpbicato business and administrative

processes in Michigan University.

As mentioned previously in this chapter, educationOman in general and MOE in
particular is facing dramatic changes as it streggb meet the requirements of the current
century. These circumstances compel MOE to takptamloew management approach that
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will enable it to deal with these challenges anelspures. Accordingly the overall aim of
this research is to explore the use of TQM as tkans of developing the MOE through

answering the research questions presented invérgiew.

1.5 Conclusion

Oman has embarked during the last three decade® @n a courageous educational
development. In a globalizing world, the most intpat aim for the MOE is not only to do
its routine role of serving education, but alsoféace external challenges such as the
globalization and the advancement of knowledge tactinology which are discussed in
this chapter. This is in addition to be able tola@th the internal challenges of population
growth, remote areas, finance and the aspirationldgelopment. This requires new ways
of thinking and managing, but before discussing difeerent approaches of managing
change, it is important to have a general visiorthef Sultanate of Oman, its geography,
history economy and education. The next two chaptat highlight the contextual factors

about Oman, its education and the existing issagad the MOE.
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Chapter Two-The Sultanate of Oman

2.1 Introduction

This chapter is intended to provide a clear pictofeéOman. This is achieved through
describing its geography, people, history and esgndlhe challenges which have been
undertaken in each of the phases in Oman are déhlt both before and since the new
era, which dates from the 1970 when his MajestyaBuQaboos came to power, until the
present time. This chapter also considers how sufohmation is essential for clarifying

facts that affect the education system in Omans €hapter concludes with a discussion of
the educational development in Oman and its movéeifem caring about quantity, to the

focusing on quality and planning and looking to filieire.

2.2 Location

The Sultanate of Oman is the second largest coumtsize and population in the Arabian
Peninsula, with about 309,000 square kilometers,D square miles), which is equal to
the size of the United Kingdom and Ireland and aliba size of Kansas State in USA
(MOI, 2002, P.7). It lies in the Northern Hemisphewithin the tropical area between
latitudes 16 degree and 26 degree North and Lahgifl degree and 59 degree West. It is
bounded on the west by Saudi Arabia and to thetSalgist by Yemen and to the North by
United Arab Emirates (UAE). In the West, Oman shdtee extraordinary Rub AlKhali
desert, Empty Quarter, with Saudia Arabia and tA& Ut has a 3,165 kilometers (1000
miles) coastline extending from the Strait of Humnthat separates Arabia from Iran, in
the North to the Southern border with Republic @mén. It extends to the Arabian Sea,
the Gulf of Oman and the Arabian Gulf. Oman alse daumber of scattered islands near
its shores. The most important of these are Masitae Arabian Sea and the Islands of
Kuria Moria (ALHalaniat), off the southern coast@man (NSA, 2005).

Most of the country is either desert or barren lavith mountains. Sand and gravel
comprise at least 80% of the country. There isci@ral massif of the Hajar Mountains
comprising 18,000 square miles, in which the J&dékhdar has the most impressive

cliffs and the highest summit in Oman called J&igms, 3075 meters (10,000 feet) high.
The Hajar Mountains curve inland away from the téesving AlBattinah Plain, the most

fertile land in Oman, 3,600 square miles. The @mdf Oman between the Hajar

Mountains and the southern hills of Dhofar is de@dOl, 2006).
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The Sultanate of Oman consists of three govermreidiescat, Dhofar and Musandam and
five regions AlBatinah, AlIDhahirah, AlDakhliya, AlMéta and AlShargia. Each region is
further divided into districts (Wilayats) headed dyistrict governor (Wali) (MOI, 2006,

p.7).

2.3 Climate

In general Oman is a hot and dry region. HoweJeg, ¢limate varies from region to
region. In the coastal areas it is hot and humidummer with a temperature rising to
47degrees. In the interior it is hot and dry exeegome higher locations, such as Aljebal
ALAkhdar, where the climate is moderate all yeanrmd. Although rainfall is generally
light and irregular, the Southern Dhofar provincetsgthe Indian Ocean monsoon
(Khareef) rains, which fall between May and Septemfhis heavy rainfall turns Dhofar
into a lush green paradise that draws thousandsatif tourists to Oman every year (MOI,
2002, p.7)

2.4 Economy

The geography of Oman and its climate have affeitsetistory and its people, both of
which have developed separately from the remaiafittte peninsula. Oman has enjoyed a
long history of trade with the ancient civilizatioh Egypt, Persia, India, Greece and China
benefiting from its geographical location. The matufeatures range between coastal
plains, interior hills, wadis and mountains affecthe social and economic life (MOI,
2006). These affected the diversification of thersenic activities such as agriculture,
livestock keeping, mining and other traditional anddern industries dependent on the

raw materials available in the environment.

The Omanis have for many centuries gained a lifiom the land and the sea. The large
percentage of fertile land is to be found in theernior, especially in the Jebel AlAkhdar,
ALBattinah region and in the Southern province dolar, which was and still famous for
growing frankincense. The summer fog and rainifalthe southern coastal plains of
Dhofar region directed people's occupation in agfuece, livestock and tourism. This also
formed a special source of income for the coun#®(, 2002, p.11). In some other areas
where bushes and pastures grow, people keep aatiggls, sheep and goats. However,
people in these areas are nomads who are notdsetttene place. They move in the desert

searching for pastures for their animals. Thus tioiadic way of life impacts negatively
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on provision of education and forms a challengettier Ministry as discussed in chapter

one.

Nowadays more than 100,000 Omanis are employedncudture and fisheries. Omani

farming, livestock, agriculture and fisheries hawade great strides since 1970 (MOI,
2002, p.87). Oman’s livestock sector has also grsignificantly and reached 1.8 millions

head of livestock. Moreover, agriculture developtmeentres train stock breeders in the
latest practices to help them improve their perfmmoe (MOI, 2003, p.96).

In addition, the long coast line has affected t@nemic situation of the country, for many
of the dwellers of these coasts worked in the segadors, fishermen, and in navigation.
Some others worked in shipbuilding and trading s®iuation has affected the social life.
AlGhafri (2002, p.10) states that this situatiors lgaeatly affected social services and thus
had its impact on education as children were greattracted by work in the sea. The
government provides technical and financial supdort Omani fishermen and has
introduced laws to protect and sustain fish stodkewadays, the fisheries’ quality control
centres have helped to train the fishing companiggiality control. Now more than thirty
Omani companies export fish from the SultanateWocBuntries and many other countries
(MO, 2003, p.98).

However, currently Oman’s economy is mainly basad income, but the Sultanate’s
policies have consistently given attention to arepappropriate conditions for investment,
providing infrastructure and developing the natlomanpower to help the growth of the
economy. These achievements create diversificatidhe sources of income and focus on
the productive sectors such as gas-based indysitnfesmation technology, mining and
tourism (MOI, 2003, p.84). In this connection thenhtry of Commerce and Industry’s
sixth five-year plan (2001-2005) focused on a raofj@conomic strategies designed to
diversify the sources of national income througlvellgping various sectors such as
mining, tourism and commerce and provide them withport and incentives (MOI, 2003,
p.84-85). As a result, the Ministry of Educatiorstiae challenge to meet these needs and

produce more qualified graduates for these sectors.

Consequently, tourism became an area of high priorithe Oman economy. Attention is
now focused on eco-tourism, adventure tourism,ucelltand heritage attraction, water
sports, coastal and leisure retreat resorts (M@O32 p.86-87). Moreover, copper

production and its export to neighbouring countméthin Arabia and outside played a
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prominent role in the economy of Oman during theiemt time. However minerals still
play a great role in the economy of Oman, the 8alt& signed ten contracts for new
mineral licenses and thirty eight contracts foetise renewal in 2001. In addition, Oman
building materials earned more than 406 milliorasriand marble earned 106.5 millions
(MO, 2002, p.86-87).

Thus it can be said that Oman is characterizedsbggricultural, livestock, fish wealth and
mining which are considered as potential sourcesaaime other than oil, which forms the
main source of national income. Such diversityha hational income has had its impact

on the education system in Oman as well as wildmn later in the next chapter.

2.5 Economic Planning

Oman’s economic policy making draws on a serids/efyear plans that set the objectives
for all government sectors. Economic planning egslirom a consultation process with
government and non-government bodies' input anadl e Ministry of National Economy

produce the five- year development plans (MOI, 2@0B04).

The First Five-Year Development Plan (1976-1980aded with the oil boom. The Plan
focused on benefiting from the oil resources to plete the infrastructure, increase the
economic capacity of the national economy and ptentbe private sector. The most
prominent achievement in this Plan is the creatibrihe State Generate Reserve Fund
(SGRF) in 1980 as per the Royal Decree No. (1/80¢hvaimed at ensuring the economic
stability and sustainable development (MONE, 2Gq042).

The Second Five-Year Development Plan (1981 — 188&gd at raising the investment
rates so as to strengthen production capacitigsupuhe completion of the infrastructure,
support the private sector and strive to ensurediatribution of the fruits of development

among the different regions. It also called formaging the SGRF-.

The beginning of the Third Five — Year developnlain (1986- 1990) coincided with the
considerable drop in oil prices. It sought, as masipossible, to maintain adequate levels
of economic activity, together with the attentiaaegn by the Plan to regional development
processes. The plan was the maintenance of ecoradidiscal balance of the country,

and continued providing the basic services suchdagation, health and social supports.
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The government adopted strategies for reducing ratidnalizing expenditure without

jeopardizing the attainment made, particularlyha social aspects.

The Fourth Five —Year Development Plan (1991-19@58)jch was the last one within the

construction of the first development strategy, aamrated on directing the investment
towards productive projects to diversify the pratlut base and encourage the private
sector. This plan was also distinguished from thevipus plans by its focus on the

forming of policies and detailed plans as effextiwethods for achieving its objectives.

During the first long term development strategy7@9995) the Sultanate has been able —
as mentioned previously — to accomplish significachievements in all areas and
dimensions of the comprehensive development. ThaarOstarted looking to the future
with the plan of more ambitious actions.

In 1995, His Majesty the Sultan directed that afemnce should be set up to consider the
future direction of the country’s economic and abdievelopment. This conference
“Oman 2020, The Vision Conference for Oman’s Ecoyibmas convened in July 1995.
The conference report recognized that the worldareeliving in is changing very fast and
the acquisition of global knowledge, informatiordaechnology and the development of

advanced human skills are essential tools for esxyr

The Sultanate adopted on the First of January li@9&ccordance with the Royal Decree
No (1/96), the long term development strategy Far period (1996-2020) represented in
the vision for Oman’s Economy: Oman 2020. The ltergn development strategy for the
period (1996-2020), aims first at maintaining tlee papita income at its present level, as a
minimum, and strives to double it in real valuea®20. It also aims to achieve economic
stability and fiscal balance, provide favourablendiions for economic development
through utilization of oil and gas returns to brirgpout sustainable economic
diversification, together with provision and advament of basic health and education
services. The strategy’s objectives also incluagetthining of Omani citizens, promotion
of their skills, as well as adoption of policiesnang for the promotion of each citizen’s
living standard (MONE, 2004, p.25).

In general, it can be said that the strategy aonac¢hieving sustainability of development

during the period (1996-2020) through seeking talize economic stability and fiscal
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balance, and introducing substantial changes inndtenal economy’s framework to

diversify the production base and develop the huraaaurces.

From 1999, Oman’s emerging private and governmeatoss were involved in drafting
the plan. The main aims of the sixth five-year f2001-2005) are (MOI, 2003, p.105):

=

Guarantee stable personal income.

no

Increase the number of secondary school studerfiieg in higher
education and technical colleges.

Create more jobs for Omanis.
Adopt sustainable financial policies.
Promote economic diversification.

S LI

Develop the private sector.

The Plan sets out general aims and a basic finanamework and estimated revenues and
expenditure needed to achieve these aims betwdHnaz@ 2005 (MOI, 2003, p.105).

2.6 Employment and the Distribution of Wealth

Since people are the most important tool for dgualent, the improvement of the quality
of the life of Omanis was the ultimate objective fiee development strategy, as discussed
above. In other words, development aims to giveplgebetter lives and this can not be
achieved except through a well-trained populatiims strategy paid special attention to
human resources development in order to broaderctinaces for general, higher and
technical education and training (MONE, 2004, p.11)

We firmly believe that the development of humaowees is the cornerstone
of the development process in any society, becthesdauman being is the
ultimate goal and aim of development as well andpats means and its
product (HM Sultan Qaboos bin Said, 2005).

Skilled and educated Omanis were almost lackinghm Sultanate before 1970, but
following the accession of His Majesty to the power1970, the situation changed
dramatically. Educated Omanis living abroad retdrirelarge numbers replying to a call
from His Majesty the Sultan to help in the develemmof Oman. In the early years of the
development, Oman was dependent on expatriate dgidd@Il, 1994, p.25). Nowadays,

Omanisation, the employment of Omanis, is takiregelin all fields at a rapid pace. For
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example, in the education sector the number, of ienencreased from 17,743 in the
academic year 2001/2002 to 30,668 in the acadeeaic3005/2006 (MOE, 2006).

The first long term development strategy soughtaise the national economy’s growth
rates and its sustainability so as to increaseQimanis’ per Capita income and promote

the quality of life.

During the period (1970-1995) the national econoray-shown in Table (2.1) and Figure
(2.1) (MONE, 2004, p.15) has increased rapidlythate have been fluctuations.

Table 2.1

Main Indicators of the National kconomy's Performance
During the First Long Term Development Strategy (1970 - 1995)

(O.R. Million)
Growth Rate:
Detail 1970 | 1975 1980 1985| 1990| 1995( 1970 to 1995
(Percernt per year)
Gross Domestic Product 104.7 | 724.2|2185.0|3590.6 |4493.0 [5307.2 17.0
Final Consumption 32.3| 344.111235.7|2252.1 |3056.1 |4062.2 21.3
Capital Formation 14.7 | 258.0| 444.2| 900.4| 554.8| 795.0 17.3
Merchandise Exports 88% | 489.2|1294.5]|1778.1|2116.4 [2345.9 14.7
Merchandise Imports 40% | 348.4| 678.0]1161.9|1075.9 [1683.6 16.9
Trade Balance (Surplus+/Deficit-) 48%* | 140.8| 616.5| 616.2 |1040.5| 662.3
Current Account Balance (Surplus+/Deficit-) _ -13 293 11 475 -249
Government Revenue 50.1* | 387.7| 923.7|1572.9|1876.3 |1851.6 16.2
Government Expenditure 46* | 509.5| 949.8]1928.4 |1887.4 [2331.0 17.8
(Surplus+/Deficit-) of Government Account | 4.1* | -121.8] -26.1|-355.5| -11.1|-479.4
Per Capita Gross Domestic Product (O.R.) 158.0 | 878.9|2061.3|2535.7 |2764.9 [2490.5 11.7
Muscat General Consumer Price Index
(1995=100) _ _ _ _| 95.3| 100.0

(MONE, 2004, p.15)
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2000 |

O.R.

Figure 2.1 Average per Capita GDP(1970-1995)
The Ministry of National Economy (MONE, 2004, P.1Balizes significant achievements,
where: “

» The Gross Domestic Product GDP, at current priceseased from about O.R. 105
(O.R. .7= £1) million in 1970 to about O.R.5307 lrait in 1995 achieving an average
annual growth rate of 17%.

» The Per Capita GDP increased from O.R. 158 iD187about O.R. 2491 in 1995 i.e. an
average annual growth rate of 11.7%”

2.7 Population

According to the Ministry of National Economy ceas®Wman has a population of about
2,331,391, growing at a rate of about 3.3% annudlgble (2.2) and figure (2.2) show

population density percentage distribution of OrsgBpulation per region.

Table 2.2 Percentage Distribution of the Sultanate's Popu  lation by Region

Governorate/region Percentages of total population
Muscat 27.1
AL Batinah 28.0

Musandam 1.2




Maryam AlNabhani, 2007 Chapter 2, 25

AL Dhahira 8.8
AL Dakhlia 11.3
AL Shargiyah 13.4
AL Wusta 1.0

Dhofar 9.2
Total 100.0

@ Percentages of total
population

Figure 2.2 Percentage distribution of the sultanate's popu lation by region
Table (2.2) and figure (2.2) show that the mostségnpopulated regions are Muscat and
ALBattinah, and this means they need more eduddtidecilities and the access to
education is easier. On the other hand there ane segions that have some remote places
in the desert with much less people such as AL Wwtere people are leading a nomadic
life which make education services very difficudt dccess. This forms one of the major

challenges for education in Oman.

Table (2.3) and figure (2.3) show the age compmsitf total population. It is noticeable
that more than 50% of the population are in the giyeip between 0-15 years of age.
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Therefore, this impact on access to educationaicesy in the country forms a prominent

challenge for the Ministry of Education.

Table 2.3 Percentage Distribution of Population by Age G roup and Sex

Age group Male Female
0-14 51.6% 51.6%
15-64 45.4% 45.4%
64+ 3.0% 2.9%
60.00%
50.00% -
40.00%
o Male
30.00% -
m Female
20.00% -
10.00%
0.00% [
0-14 15-64 64+

Figure 2.3 Percentage Distribution of Population by Age Gr  oup and Sex

2.8 Language and Religion

The main language is Arabic and Islam is the retigdf the country. The Omanis were
among the first to embrace Islam in 630AD whenphgphet Mohammed sent his envoy,
Amr ibn AlAs, to meet the ruler of Oman to inviteem to embrace the faith. Oman
became a stronghold of Islam, helping to spreadditie to south-east Asia and to eastern
and central Africa since then (MOI, 2003, p.20).
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2.9 History

Oman’s civilization dates back at least 5,000 yearsen it was inhabited by fishing
communities and hunters. It was mentioned in then&ian tables by the name Majan
referring to Oman’s ancient copper mines. The n@m&n is said to originate from Arab
tribes who migrated from the Uman region of Yeme®(, 2003, p.20).

By the Middle Ages, Oman was a flourishing seatanation, sending dhows to trade with
Africa, India and the Far East. By the™&entury Oman expanded its territory across the
Arabian Gulf and into East Africa where it conteall the island of Zanzibar. Oman has
also established political links with other greawers of the time, including Britain,
France and the United States (MOI, 2003, p.20-23).

This period was associated with the migration ofa@ntitizens to other Gulf countries

(Kuwait, Bahrain, Saudi Arabia, Qatar and the Whifgab Emirates) seeking a means of
livelihood in different occupations. When His MdjesSultan Qaboos came to power in
1970, he encouraged these Omanis to return hommelpcdto turn Oman into a modern and
influential country (MOI, 2003, p.23). Before Hisdsty's reign, the country was poor
and backward, lacking education and medical caieM4ajesty’s challenge was to turn the
Sultanate into a modern and influential state. &iten Oman has witnessed significant

development in many different areas of life.

2.10 International Relations

There has been a period of stable foreign policygood foreign relations. This has given
Oman security and chances in developing the saanlices, as well as education. In
addition, it also gives a chance for Omanis to wtuddifferent countries and to have
various experiences. In year 2002 there were o0dd0P Omani students, of whom just

over half were women, studying at universitiesartyi-five different countries.

2.11 Key Issues for Education

It is clear from this chapter that there are sdvssales that affect education in Oman and

call for a fundamental change:

There is a very rapid expansion in all aspectsfefih Oman and in education as well.

These expansions form a challenge for educatioa mumber of different areas. The
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economic expansion and diversification require nguralified human resources. This is in
addition to the movement from a religious centredmvder curricula focusing more on

science and technology.

The geographic dispersal and remote areas presdrallange for education. Moreover, it
is not always easy to provide suitable educatianttie various traditional cultures and

ways of life such as the Bedouins.

The percentage of population in school age is gl and this put more demand on the

Ministry of Education for providing more educatibfecilities.

2.12 Historical Background of education

Education in Oman before 1970 took the form of wisaknown as "Kuttab" which is
basically a group of boys and girls taught to eetite Holy Quran, some Arabic language
skills and some mathematical skills and knowledgelsingle teacher. This required no
organized place, it took place in mosques, housdsgen under the shades of trees. Birks
and Sinclair, as cited in AlIHamami (1999, p.95ted that the curricula were produced by
the teacher. What was taught in these schools veasiyrreligious in content, consisting

mostly of the Quran, Sunna, the Prophet's wordge@anchings.

In this framework many schools were establishedh siscMazin bin Ghadooba school and
AlLJulanda bin Masoud, who assigned a teacher feryeten students. The study in these
non-organized schools took place every day excépirsday and Friday. Every study
session was from morning till afternoon with tw@&ks within. There were about twenty
to fifty students in every session. Their age rabgeveen 6 and 14. There were not clear
criteria for assessing the education except thditguaf memorizing the Holy Quran
(MOE, 2002, p.16-17).

By the end of the T century a form of more organized schools werebéisteed. The
most famous of these schools were AlKhoor Schodtfa®awi School and AlWakeel
School. Various subjects were taught in these dshwoainly the Holy Quran and Arabic

skills (reading, writing and grammar).

The transition from traditional schools to modeoh®ls started in 1970 when a few

schools were established under the supervisiorptmhing of the government. The most
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famous of these schools were Alsultania Alawla (TFiest Royal) and AlSultania

AlThania ( the Second Royal) and AlSaiediah Schodluscat, Mutrah and Salalah. This
Is in addition to some private schools. The cufddn these schools were specific and
taught by Omani and non-Omani teachers employethéygovernment. Some of these
schools had two levels, introductory level whictiastwo years and the primary level for
six years. Some of the text books were brought fEgypt, Palestine and Lebanon (MOE,
2002Db, p.23-37). Although those schools are see¢heastarting point of modern education
in Oman, there were limited numbers of studentsual®00 students and the curricula

were not comprehensive and unsatisfactory.

July 1970 marked a significant transitional pomthe history of the Sultanate of Oman in
general and in the Educational sector specificallyis is because the first Ministry of

Education was established that year. The year 1@filessed the start of the Omani
renaissance and the beginning of the educationlamvent. His Majesty Sultan Qaboos
appreciated the relationship between educationdandlopment, so he made it very clear
in his first speech that he would give educatiogeat and special attention. In his first

speech His Majesty said:

| promise you to proceed forthwith in the procedscreating a modern
government. | will proceed as quickly as possibléransform your life into a
prosperous one with a bright future. Every one ofi ynust play his role
towards this goal (MOI, 1996, p.11).

The early years of the renaissance was one ofviife spread of formal education. Many

people came forward claiming education. The tablew (3.1) shows the dramatic change
in the number of schools, teachers and studerddimited period. The number of formal

schools increased from 16 in 1970 to 1046 in thar Y005, the number of teachers
increased from 196 in 1970 to 3596 in 2005 andrilmaber of students increased from
6941 in 1970 to568074 in 2005. As a result of #useleration in the quantity, there was a
decrease in the quality. This, obviously, causedain challenge to the education system

as will be seen later in this chapter.
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Table 2.4 the Development of the Numbers of Schools, Teac  hers and Students in the
Sultanate of Oman

ear| 1970 [ 1975 | 1980 | 1985 | 1990 | 1995 | 2000 | 2005
item

Number | 16 207 373 588 779 953 993 1046

of
schools

Number | 196 1980 5150 9793 15121 22292 26416 32345

of
teachers

Number | 6941 55752 106032| 218914 355986 488797 554845 36807

of
students

Faced with a lack of school buildings, textbooksichers and other equipment needed for
schools, the MOE found it necessary to use othiestgutes. Hence, hired buildings, tents
and even shades of trees were used as schooldod&stwere imported from friendly
countries. Moreover, teachers were recruited fraffierent countries. In addition, school
buildings were used for two shifts, one during therning and the other in the afternoon
(MOE, 2002, p.43). This period has also includeel skart of special education and the
adult-education, for those who missed the chanocedatation when they were young or

who did not finish their general education.

The academic year 1976/77 was the start for thenbmg of quality planning and
development as it was the beginning of the FiverYBavelopment Plans. After the
establishment of a framework for the different etiom levels, more concern was paid to
vocational education. Accordingly, two preparatencational schools were established
one for girls and the other for boys. In additi@gme specialized institutes were
established, for example, Nizwa Agricultural Schoteacher institutes, secondary
commercial schools and secondary Islamic Instiflites is in addition to the focus on the
quality of the school buildings and the other dteat services and equipment such as
laboratories, libraries, workshops and other piovisieeded for increasing the standard of
the educational services. Moreover, a special dchoo pupils with hearing and
communication difficulties was established (MOEQ2B, p.44-45). One can say that the
period between 1976 and 1980 was characterizethdoyliversification of education, the
encouragement of teaching girls, spreading fornmal adult education and taking into

account quality plus the quantity of education.
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During the period of the second national develognman, 1981-1985, the plan was
greatly occupied with maintaining the balance benwvéhe processes of spreading and
diversifying education. This as in addition to imping the access to education and
spreading formal and adult education throughoutéigéons of the country. In response to
quality development of education, the teacher imnginnstitutes were up-graded to the
standard of intermediate teacher training collegé®se colleges offer two-year training
for the secondary school graduates. Attemptingfter dhe education for all citizens, in
1984, a school for the mentally disadvantaged oérldvas opened and guides were given

to parents to help their children.

In the third development plan, 1986-1990, efforesravexerted in the diversification of
education together with enhancement of the eduwticervices. The status of the
educational institutions had become more stablesthecational planning focused on the
balance between quality and quantity. In 1986, déiséablishment of Sultan Qaboos
University was the completion of the educationatsgn in Oman. During this period, the
main objectives of the development plan were devid:

Liaison between the educational system and thaulainarket.

Spread educational services in remote places wheyedid not reach yet.
Completion of the provision of educational buildsng

Use of permanent school buildings.

o bk b PE

Spread of Intermediate Teacher Training Collegesoider to achieve
Omanisation in the teaching posts.

During the fourth National Development Plan, 19984, many changes in the

educational institutions were undertaken, the mmopbrtant of them are:

1. A Ministry of Higher Education was established; ape from the Ministry
of Education.

2. Teacher Training Colleges were set up in most regmf the Sultanate and
an Institute for qualifying University graduates b@come teachers was
established in Muscat.

3. The Teacher Training Colleges were up-graded tovéseity level and they
were placed under the authority of the Ministnhafher education.

4. Private colleges and institutes were started irpthate sector.
The reform of education was a great concern fqgarsible people in the Sultanate. H.M.
the Sultan gave directives for developing educatitaking into consideration the

development of education in the developed countri&snsequently, a conference on
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Omani economic development up to the year 2020 hedd in Muscat in 1995. The
conference made a number of recommendations alemeiapment of education which
has formed the core of the present reforms.

The Ministry of Education reviewed its system amfgrmance and identified the most

important challenges for the third millennium. Taegere as follows:

Provision of sufficient number of Omani qualifieshthers.

Lack of educational research.

Difficulty in funding educational development projs.

The private sector's reluctance to participaté@education sector.

o bk w0 DbdPE

Low enrolment rates in adult education system.

In identifying these challenges, the Ministry of uédtion has started its educational
reform. Although this reform was trying to face thballenges, still there are some
challenges and issues that need to be solved Ilng @simodern approach of managing
change. This is what we are going to elaboratatan In this thesis.

During the fifth National Development Plan, 199800 the educational system was
undergoing many further significant changes andebiggment processes. A complete
revision of the educational system and performaoo& place. This took the form of
reviewing educational aims and objectives and ifigngj new ones, starting an innovative
development of curricula so as to cope with theenirscientific and technological trends,
up-grading the teacher training and introducingaaid education system, which will be

discussed later in this chapter.

The sixth Five-Year Development Plan (2001-200presents the second phase within
the framework of the long term development strataggroved for the period 1996-2020.
Such a strategy is manifested in the Vision for @aEconomy: Oman 2020 (a
conference on Omani economic development up to/délae 2020 was held in Muscat in
1995). It is, therefore, closely linked with theepious plan and the plans that will follow.
This Plan is aimed at the development and prosgpefrithe Omani citizens and broadening
the scope of their options. As a result of the wadpansion in general education services,
secondary education output has increased rapidtgodingly the demand for higher
education services increased extremely quickhetels that exceed the existing capacity.

In order to bridge this gap and meet the necessfi@ knowledge based economy, as well
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as enabling the Omani youth to fill the new emplepinopportunities, including the
substitution of expatriate labour during the cutrplan and subsequent plans, the first
priority has been identified as raising the admis®f the general secondary outputs in the
higher education institutions (MONE, 2003, p.68). dealing with the effects of the
massive expansion of education throughout the cpunta limited time and trying to
improve the quality of education, the plan aimsupigrading and spreading basic
education. This shall be achieved through by irgtreathe number of entrants into the
first grade of primary school and improving the lgyaof education through establishing
modern school buildings during the plan period wiith aim of abolishing evening classes;
and increasing the number of first grade schoolsasic education and reducing the rates
of school drop out and repetition (MONE, 2003, .69

This concise narration of the history of educatiothe Sultanate of Oman is aimed to give
a clear background for the rapid development ofcation in Oman. Thus the history of

education in Oman can be divided into four maigesa

1. The pre-renaissance staget is the period before 1970. There were only
three formal schools and some Quranic schools.

2. The quantitative stage:it is the period between 1970 and 1980. The
focus in education was on the rapid quantitativeettigment of education.

3. The qualitative stage it is the period between 1981 and 1995. Thisestag
emphasized the improvement of the quality of edanatand the
diversification of education.

4. The future stage: it is the period started after the “Oman 2020, The
Vision Conference for Oman’s Economy”, many edwsal reforms such
as the Basic Education started to address the tolu@harequirements of
the future.

In chapter one and the end of chapter two, thezesame internal challenges produced
from the geographical or social aspects. Moreowethe rapid expansion of a national
mass educational system, the issue of quality,exgtioned earlier in this chapter, was not
always at the forefront, as other more pressingessuch as expanding the number of
teachers, school buildings and establishing cuaipurogrammes took precedent. In facing
these challenges, the Ministry of Education hadeslats educational reform in the year
1995. Though these reforms are ongoing there remaamber of significant challenges
coming from within the Ministry of Education. IngHollowing paragraphs some of these

issues will be explored.
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AlHammami (1999, p.4) argues that although the Osa&ducation system has gone
through many changes and innovations, its undeylgihilosophy and general aims and
objectives have remained largely unaltered. Swrtn change without altering and
clarifying the aims of it is an issue highlighteg Bullan (1992, p.vii) as he claims that
many educational reforms fail because of a laoKarity about purpose when the intention
behind the change has not been stated clearly &ndims lack of understanding of the

purpose of development can cause major problems:

One of the most fundamental problems in educatday is that people do not
have a clear coherent sense of meaning about whatational change is for,

what it is, and how it proceeds. Thus there is miaddism, superficiality,

confusion, failure of change programs, unwarrantethd misdirected

resistance and misunderstood reform. What we reeadnore coherent picture
that people who are involved in or effected by atlonal change can use to
make sense of what they and others are doing (Full@91, p.4).

Since the clarity and constancy of the purposengfdevelopment or change is required to
be successful, the educational reform in Omandsfpa challenge in defining the reform

purpose and its clear objectives.

AlHammami also states that there is a deficiencthen“General Education” system, pre-
university education (gradel-12). He adds thatethgra discrepancy between the inputs
and the intended outcomes of the system. PresBoraghe stakeholders whether parents,
educators, labour market or the force of worldwadeancement have created a mismatch
between labour requirements and the outcomes of ethgcation system; and the
development of the education in Oman. Similarly A#Bi (2002, p.134-135) in exploring
the challenges facing the education system in Ostates that the number of graduates
who join the labour market is meagre. This problesmconnected with the weak
relationship between the labour market and the adhrc system with graduates not having

the required skills to meet the demands of thedabmarket and economy.

The previously mentioned challenges and some otlrergjoing to be discussed in more
details later in this thesis. The other significaégue is the structure of the educational

system in Oman.

2.13 Conclusion

In summary, the diversification of geographicaltteas, climate, sources of income and

population along with the good international relas have had their impact on the
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development of Oman and hence on education, asagdnds the means to make the
Omanis adaptable to modern and sudden changesroléhef education is to provide

Omani citizens with the ability to face the extdrohallenges of globalization and the
advancement of knowledge and technology. Educatiem helps Omanis to deal with the
internal challenges of population growth, financemote areas and the aspiration for

development.

The educational history of the Sultanate of Omasuradergone rapid development. It has
developed significantly in terms of quantitativeuss; the number of schools increased
from 3 before 1970 to 1046 in 2006. The qualityoalscreased from religious focused
schools to a much wider curriculum using advanaechriology in teaching. Now a
significant issue facing the Omani education sysieto identify the future development
and emerging issues and to plan to address thddwugh there has been significant
development, there are some factors that need tocdmesidered to continue the
development in the current time such as the inteand external challenges reviewed in

chapter one, the nature of the Sultanate of Omdntammpact on education

It is clear from this chapter that there are sdvissues that affect education and call for
change. Before discussing the possibilities for agamy change, the next chapter explores

the education system in Oman, its structure aneéxisting issues regarding its roles.
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Chapter Three- Education in Oman

3.1 Introduction

The demand for educational development in the Baleaof Oman has been so urgent that
the past 36 years have witnessed many attemptsfainr looking at both expanding
provision -the quantitative aspects- and improuing provision -the qualitative aspects.
This chapter explores these issues and also higklithe structure of the educational
system in Oman; the educational legislation andetthecational structure. This chapter
concludes with the discussion of the pilot studyichhrevealed the aspirations that the
participants had for the development of the edooasiystem in Oman. This data included
a consideration of ways to achieve these aspimtiand the barriers to change.
Additionally, the pilot study highlighted the exigg issues in relation to the role of the
Ministry of Education in Omani Education.

3.2 The Structure of the Educational System

3.2.1 Educational legislation

Educational policies in the Sultanate of Oman defiem the directives of His Majesty the

Sultan and from governmental decisions which fdmnkasis of the Ministry's educational

policies and plans (MOE, 2001, p.3). This structfrthe educational decision-making and
administrative hierarchy as shown in figure (3slfomposed of three authority levels. The
first one is located in the Ministry Central Headgers in Muscat and it forms the

centralized top level of the hierarchical admiragon and the second is the mid-level
administrative structure represented by the el&auncational Directorates General in the
nine educational regions. Finally, schools opesatexecutive administrative units (MOE,

2001, p.3).

The Ministry's responsibilities include formulatingducational policies, establishing
educational objectives and planning projects. Thaidity has the role of supervisor
including monitoring tasks so as to ensure impleatén of planned educational policies.
Educational legislation is developed through cortee& and boards, such as the Education
Council headed by H.E. the Minister and includes tindersecretaries and the Directors
General as members. Some other high level commifiedicipate in proposing policies
and legislation and monitoring their implementat{MOE, 2001, p.3).
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The Ministry of Education encourages decentralaeahinistration and decision making at
the local level to improve the performance of ameémnsure an immediate response rather
than waiting for central directives. Within the apgach of decentralization, the Ministry
mandated the Regional Directorates to manage thkementation of the education system

according to the Ministry's organization, structarel administration system (MOE, 2001,
p.4).

The Ministry of Education plans and organizesatsks within the context of the National
Development Plan. The five-year educational pladdress the objectives and projects
targeted within the period of five years. Each placludes timeframes for the
implementation process, with the aim of ensurirexiBility in responding to changing
conditions. The responsibilities and accountabsitassigned to each department at all
levels and the tasks for each department have pemmisely specified. The Ministry of
Education has delegated responsibility for schoahagement to the local educational
administrative bodies and school staff (MOE, 2(084).
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Figure 3.1 The MOE Framework

3.2.2 Education System

There are two educational systems currently inMI@E in Oman: the General Education
and the Basic Education. In 1997, the Ministry lmegaplacing the three level General
Education system (primary, preparatory and secondeth the Basic Education system.
This reform aims to create a unified education esysicovering the first ten years of
schooling. The Basic Education is organized in tyoles followed by a two-year post-
Basic Education School System. The old system ofe@e# Education (Grades 1-12) is
still functioning side by side with the new BasidUu€ation one. The Ministry of Education

Is planning to phase the basic education systeomnGeiheral Education Schools.

(MOE, 2004, p.14)
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3.3 General Education

General education means pre-university educatitighwis offered free to all citizens who
are interested. It comprises three levels: primprgparatory and secondary (MOE, 2004,
p.14)

3.3.1 Primary Education (Elementary)

Children aged not less than six and not more tiigiit are accepted irf'lelementary. The
duration of this level is normally six years, aé thnd of which successful pupils progress
to the next level known as preparatory level. Tisnary level aims to assist children
developing healthy and integrative manners andctpiee basic skills and knowledge to
enable them understand the social, environmentdl emonomic relations within their

community. It also prepares pupils for the conttiaraof their education in the next level.

3.3.2 Preparatory level

Students who successfully complete their elemergducation, are admitted to this three-
year level. This level forms the intermediate lelbetween primary and secondary levels.
This level aims at addressing the students’ s@aidl psychological needs relevant to their
early adolescence. It also aims at enhancing tdests' interests and abilities. It gives
them appropriate skills and knowledge and assis&sntto progress to secondary
education.

3.3.3 Secondary Education

Students who successfully complete their prepayaducation, are admitted to this three-
year secondary level. This level aims at consahdathe students' spiritual, mental and
social development and prepares them for highecatdn, employment and participative

citizenship.

3.4 Basic Education

A key strategy in developing the education syster®man has been the replacing of the
“General Education” structures and programmes \whth programme known as “Basic
Education”. The Basic Education is gradually replgcthe General Education. Basic

Education is defined as:

a unified 10-year education, provided by the goment in the Sultanate of
Oman for all children of school age. It meets thedrsic education needs in
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terms of knowledge and skills, enabling them tdinae their education and
training according to their interests and disposits. It also prepares them to
face the challenges of present circumstances andefudevelopment in the
context of comprehensive social development (MO&L,2p.1).

The Basic Education is intended to provide (MOE)Z, p.1):

1. Integration between theory and practice, thoughtwaark, education and
life.

2. Comprehensiveness in developing the aspects obmegity.
3. The acquisition of self-learning skills in the cexit of lifelong education.

4. The inclusion of the values and practices necesgarymastery and
excellence in learning and teaching.

5. The means to meet the needs of human developmehieirontext of
comprehensive social development.

Basic Education covers a span of ten years andvided into two cycles based on the
pupils' age in each cycle and the characteristidsgapowth needs.

3.4.1 The First Cycle

The First Cycle lasts for four years and consist&@ade 1-4. Pupils’ age in this cycle
ranges between 5 and 10. This Cycle is concerndal pvbviding the pupils with the
knowledge and skills necessary for their age grang developing their attitudes and
values to continue learning in the following levelhe Ministry has given particular
attention to the first cycle because of its greapartance as a foundation stage (MOE,
1998).

3.4.2 The Second Cycle
This cycle lasts for 6 years and consists of gragd&6. Pupils’ age in this cycle ranges
between 11 and 15. It aims to teach communicati@hle@arning skills, critical thinking,

science and modern technology.

3.4.3 Secondary education

This level covers a span of two years (Grades 1d H2). It is composed of both
compulsory and elective subjects. It leads to tkadsal Certificate in General Education
and to the General Education Diploma in Post-BRsigcation (MOE, 2001).

In addition to the General Education system wh&maow being replaced by the Basic

Education system, there are a number of other &sp®at are part of education in Oman.
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Included here are Pre-Five Education, Special Boutand Adult Education-both first
level education to tackle adult illiteracy as waslhigher education (MOE, 2001).

3.5 Private Education

The private sector plays a supportive role in thavigion of education. Its main role is in
the kindergarten and nurseries. However, the mieducation sector contributes as well in

providing access to primary, preparatory and seagneducation.

3.6 Special Education

The Ministry of Education has established speaihbsls for hearing and communication
impairment, for the complex learning impairment andpecial institute for the students
with visual impairment. Students with visual impaént are allowed to join ordinary
schools, which are provided with the educationaligment and learning facilities they

require to access learning.

3.7 llliteracy Eradication and Adult Education syst em

llliteracy eradication and adult education is a keprity alongside formal education. This
kind of informal education is designed to give gpartunity to those who missed the
chance of education when they were in school agaedi@ates who successfully overcome

their illiteracy can continue their general edumatand progress to higher education too.

In addition to the ministry responsibilities towagdneral education it also supervises pre-

school education, which is established largelyheyprivate business sector.

3.8 Pre-school Education

This is provided by some government institutionsl &y private sector schools, in the

forms of kindergarten and nurseries for childreloweschool age.

3.9 Higher Education

Higher education is the responsibility of the Minysof Higher Education. Higher
Education includes Sultan Qaboos University, thdleQes of Education, Technical
Colleges and Institutes and private universitied @vlleges. These institutions offer higher

education for students who successfully pass secgrsghool.
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Sultan Qaboos University was established in 1986vds opened with five colleges:
Medicine, Engineering, Agriculture, Science and &adion. In 1987, a College of Arts
was added and in 1993 another College of CommardeEzonomics was established.

Moreover, the University has also set up programimestudy to higher degrees.

The Sultan Qaboos University admits students whoessfully complete their secondary
certificate. However, entry is highly competitivedabased on examination scores because
the capacity of intake of the University is quiteited. This is part of the reason why

private Universities and colleges have opened.

3.10 Colleges of Education

As mentioned previously in this chapter, the Caleg@f Education were established first
as secondary level institutes and then intermedigming Colleges and finally University
Teacher Education Colleges. These Colleges arer uhdesupervision of the Ministry of
Higher Education. They provide courses for secondathools graduates to become
teachers for all levels of general education. Ag pé the continuous development of
higher education in the Sultanate of Oman and vietlg the success of Omanisation
policy in the public education system, five outtleé six colleges have been converted to
specialist colleges with effect from the acadenmeary2005/2006. This step was taken to
enable the colleges to increase their student énitmkhe range of disciplines required for
the nation’s development. The College of EducatioRustaq is continuing in its original

role of running training courses for teachers (MZHQ6, p.100)

3.11 Existing Issues in the MOE: the Results of the Pilot
Study

After reviewing the development of the EducatiorOman in chapter two, it is clear that
there have been substantial changes in the expansieducation but there is a need to
consider issues of quality. The previous partsha thapter discussed the structure of the
Ministry of Education in Oman, its legislation, riénsize and educational system. As a
preliminary to investigate the issues concerning ritle of the MOE, a pilot study was
conducted. The main purpose of the pilot studygasained in detail in chapter seven, is
to discover the existing issues in the MOE in relato their role in leading and managing
the development of the Omani education system aetlp in selecting a suitable method

for the main study. The pilot study used four safmrsemi-structured focused group
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interviews; the first group consists of Directorsthe MOE Central Headquarters, the
second group consists of Directors in the Regi@nadctorates, the third group consist of
the head teachers and the fourth group consisteofeachers. The researcher is a member
of the MOE staff but as she needed to collect madron from others, she selected the
pilot study sample to be as representative as lpessihis is especially important as the
MOE's stakeholders are diverse and scattered witenMOE hierarchical system. The
Directors in the MOE Central Headquarters play pnemt roles in the process of decision
making and formulation of the policies. Similartite Directors in the regions have major
roles in the connection between the field; schoatg] the policy makers. Moreover, they
are an important part of the decision makers inregggonal levels. Head teachers and
teachers are the implementers of any developmettienschool level and usually their
contact with the MOE Central Headquarters is thhotlge Regional Directorates. There

were four main questions as follows:

What are your aspirations for education in Oman?
What do you think you/we should do to achieve treesg@rations?
What do you see as the barriers to change?

hr wbdPRE

What would you identify as major problems in redatito the role of
MOE?

The following tables show the results from analgsthe interviews presented in four

themes according to the answers of the four questio

3.11.1 The Interviewees’ Aspirations

Table 3.1 The Interviewees Aspirations

The theme The results
The Interviewees * Meet the world wide needs.
Aspiration e Curricula focus more on science.

¢ Curricula focus on life skills.
+ Education focus on market needs.
* Plan according to the field (schools) needs.

« Open communication between planners
and implementers.

» Cooperation between different directorates
and within each directorate.

* Less centralization.
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The four groups’ responses were similar to eaclerotffheir aspirations range from
general such as meeting world wide needs to spesiich as open communication

between MOE Central Headquarters and the schoaks.obthe interviewees stated;

We wish there will be open communication between MOE Central
Headquarters and the schools. Sometimes, very nsgsaes take a long time
to be solved because of the weak or let us say abowmunication. This is in
addition to the various channels they need to gough (Group three).

The open communication is also related to anoth@ntpwhich is centralization in
planning and decision making. Many of the interveew aspire for less centralization. One

of the interviewees stated;

The MOE will be more developed and most of thetiegiproblems will be
solved if it moves seriously towards decentral@atiRegional Directorates
are qualified enough to deal with many of the isstat are still centralized
(Group one).

Many other aspirations, as shown in the previodslefaare focused on planning.
Participants stated that they aspire for plannmd@otus more on schools’ needs and the
needs of market forces. They also stated thatuhecalum should focus on life skills and

more on science as requirements for the economg.oDtine interviewees stated that;

Planning in the MOE is central and theoreticaljdtborn in offices. We want
the MOE to have more practical planning based onosts’ needs and we
wish to see the decision making less centralizeslgthree)

3.11.2 Achieving the Aspirations

Table 3.2 Achieving the Aspirations

The Theme The Results
Ways to Achieve * Understanding change process.
aspiration » Cooperation and teamwork.

* Inspired and informed Management.

* Participation of all staff in change and
development projects.

« Organizational structure development.
» Creation of shared vision

e Change and development should focus on the
MOE obijectives.
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In their views regarding achieving their aspiratitine four groups of the interviewees

focused on three main ideas: management, pariieipanhd planning.

The interviewees stated that in order to achiee& t@spiration, there must be an informed
and inspired management or in other words, supgonianagers. One of the interviewees
stated that;

To achieve our aspiration we need an inspired aridrmed management who
believe in change and who can support the stafh wybod ideas and
suggestions instead of depressing them (group two).

Another interviewee stated/lanagers should also be leaders in a cooperativg wa
(group two).

The interviewees stated that more participatiostaff would be useful in achieving the
aspirations and developments. They also mentiomgtrbunderstanding of the change
process, cooperation and team work as means foevaat) their aspiration. Moreover,
they highlighted the importance of a shared vidietween managers and staff. One of the

interviewee said;

In order to achieve these aspirations, | think, MIDE’s staff and managers
should participate in the development from A td Fhean, they should have
better understanding of the change process anddaagons behind it and also
get informed about the feedback. We always pastieijn change but then we
hear nothing about the results till we start a nevange project (group three)

The third idea in the theme of achieving the paréints’ aspirations is planning. The
participants suggested that development in the MgbBuld focus on achieving the
Ministry’s objectives. Moreover, they said that thrganizational structure should develop
to support the changes in the Ministry and to ssleme of the issues such as the weak
coordination between directorates. One of the wearee stated that;

| think MOE’s organizational structure needs to developed in a way that
makes the different directorates more cooperatimd aommunicative. This
might be achieved through adding some departmentsdicectorates

responsible for change and coordination betweerieint levels in the
ministry (group one).

Another interviewee suggested

If we are about to develop and or implement a cleamngthe Ministry, there is
a need for the development to be based on theirexiMOE objectives,
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otherwise, it will lead us to a different way framihere we would like to go

(group four).
3.11.3 Barriers to change
Table 3.3 Barriers to change
The Theme The results
Barriers to change e Unmotivated workers.

* Lack of communication.

* Weak team work motivation.

* Insufficient management support.

» Various contradictory change projects.
* Unqualified staff.

* Lack of realistic databases.

» Sustaining change projects

The interviewees highlighted various barriers targfe. Most of which are related to the
role of the managers in development, the staff'sivation and qualification, the planning

of and communication between the development pisjec

The interviewees stated that the role of the mansage supporting the change is very

important. One of the interviewees said;

The support of managers toward change is esseiiti.problem we face here
Is that managers support any new change proje¢hatbeginning and then
switch to a new change project (group four).

This limited focus on sustaining change projectsaaly set up is an issue. Another barrier
to change they highlighted is the staff's motivatto participate in change projects. They
also highlighted an important issue regarding ta#’s qualification and their background

education and training which is sometimes not bietéor the roles in the change. One of

the interviewees stated that;

Sometimes the staff who are responsible to implecteange are not well-
trained or qualified for change projects which afféhe projects negatively
and this also might prohibit the change comple{ghpup three).

Another important barrier that was highlighted hg interviewees is the planning of the

change project. One of the interviewees stated that



Maryam AlNabhani, 2007 Chapter 3, 47

The various change projects that are implementdtienfield at the same time
form a barrier to change. Different projects fronfferent directorates are
dealing with the same issue and are implementdideasame time (group two).

Besides the unsuccessful planning, this barrier laighlights the issue of coordination and

communication between different directorates.

3.114 Major Problems in the MOE

Table 3.4 Major Problems in the MOE

The Theme The results

Major  problems in * Unqualified staff.

relations to the role of « Centralization in planning.

MOE * Unmotivated change implementers.

» Lack of communication.
» Unsatisfactory school graduates.

* Repetition of process because of faulty
planning.

* Ineffective delegation of authority.
» Subjective staff evaluation.

* Negative interaction between the roles of
different directorates.

 Lack of constancy of purposes between
different directorates.

« Weak coordination between different
projects.

» Unfair human resource development plans.
» Unsuccessful meeting arrangements.

* Ineffective time management.

In discussing the problems that are related toMR¥E, the interviewees stated that there
are various problems mostly concerned with managgnstaff, and planning. Various
problems mentioned are related to the managemeai€s in the MOE. Interviewees said
that planning in the MOE is mostly in the admirasire level in the MOE Central
Headquarters and both the Regional Directoratesrandchools are implementers. In their
view, this forms a problem as planners are notliresbdirectly with the issues in the field,

so they plan change theoretically. One of the uitevees stated;
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Managers in the MOE Central Headquarters sit inittegfices and plan for a
change project. Theoretically, it is perfect buagtically it is not working for
us (group three).

The interviewees also highlighted some other issakded to management such as the
qualification of managers. They stated that somaagers are not well-qualified to
accomplish their roles. Moreover, intervieweesestahat one of the prominent issues in
the MOE is the delegation of authority. They pothtait that the managers keep most of
the responsibilities to themselves and they deéegatithority unsuccessfully. In

highlighting this point one of the intervieweeststh

Managers try to be responsible for most of the damkd when they delegate,
they delegate unsuccessfully by assigning the wpamgon or the wrong task
(group two)

Other problems highlighted by the interviewees wetated to staff. They pointed out that
the lack of motivation of those to implement chamgan issue to be concerned. They also
stated that there is unfair staff evaluation ansl ihdue to the unclear evaluation criteria.
Moreover, the human resource development is uafadrit is mostly centred in the MOE
Central Headquarters and opportunities are notablaito others. One of the interviewees

pointed out:

The training and postgraduate studies are not fairall. Most of the chances
are for the MOE Central Headquarters’ staff. In tRegional Directorates,
staff get very limited chances” (group two).

Most of the problems highlighted by the interview&eere related to planning. They raised
the issues of unsuccessful meeting management. \Wesa is a meeting in the MOE
Central Headquarters, there is no understandingtadiaff from other regions and their
personal circumstances and the distance betweerCémeral Headquarters and their
regions. Another problem that was highlighted metimanagement. When some tasks are
assigned to the staff, either the time is too larghem to be accomplished or too short.
This is in addition to the ineffective planning sbme projects that causes a lot of

repetition and waste of time.

There are some other problems such as weak comatiomccoordination and interaction

between different directorates and within eachatliim@te. One of the interviewees stated;
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There is no complete coordination between diffedintctorates regarding
development projects which causes confusion irfigthét and negative effects
in the implementation of the projects and in thecteng and learning (group
four).

There are some other problems which are discussémtebin this section such as the
unsatisfactory school graduates. This problem istiyoelated to the planning of curricula
and education system. It was highlighted that th@rpng is not concerned fully with the
needs of the economy and market forces and so isfasabry school graduates are

produced.

In summary, aspirations and ways to achieve thend #e barriers to change and
problems related to the MOE roles highlighted satieer major issues. Most of the issues
pointed out the roles of the MOE Central Headqusiite achieving the aspirations and in
being responsible for the existing problems. Thss because the MOE Central
Headquarters is considered as the top level ofMhmestry of Education’s hierarchical
administration and it is responsible for centralizelecision making, planning,
management, communication and human resource ¢mweld. Consequently, the
development of the MOE Central Headquarters migip im solving the existing issues
and help the MOE to deal with the internal and mydkchallenges and fulfil the Oman’s

aims and aspirations.

3.12 Conclusion

The educational history of the Sultanate of Omasuradergone rapid development. It has
developed significantly in terms of quantitativeuss; the number of schools increased
from 3 before 1970 to 1046 in 2006. The qualityoalscreased from religious focused
schools to a much wider curriculum using advanaechriology in teaching. Now a
significant issue facing the Omani education sysieto identify the future development
and emerging issues and to plan to address thébeugh this is significant development,
there are some factors that need to be considerembritinue the development in the
current time such as the internal and externallehgés reviewed in chapter one, the
nature of the Sultanate of Oman and its impactducation, and the existing issues and
problems facing the Ministry of Education. Thus tiext chapter discusses various change
management theories to find a suitable approadhctrahelp the MOE to overcome the

existing challenges and issues.
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Chapter Four- Change Management

4.1 Introduction

This chapter aims to identify the different apptmex of managing change and
improvement to critically appraise the various tietical models in order to find the best
suitable approach to develop the Ministry of Ediocain Oman. This will be achieved
through defining the meaning and nature of edunatichange. Change is a significant
issue within the management and administration difcational systems and so it is
important to examine this concept in some depths Thapter will also highlight the
importance of the management of educational chage factors affecting initiation,
implementation, sustaining change and ensuring thainges become embedded into
accepted practice. Moreover, the issues of changeeducational administrative
organizations are explored drawing from discuss@ms research in this area. This is in
addition to mapping out change management theatthes; advantages and limitations
with regard to the context of the Ministry of Edtioa Central Headquarters. This chapter
concludes with the proposal that Total Quality Mggraent might be a suitable approach
for developing the Ministry of Education in Oman.

4.2 Concept and Requirements of Change Management

The management of change has become a topic ohrpatanterest in the last three
decades as a result of the enormous and apparangehn every aspect of human
endeavour and initiative. It is argued that chasgan integral feature of organizational life
and of education in particular. As a result, leagnhow to deal with and manage change
has become almost a prerequisite to maintain dpeedat and improvement within
educational systems. Therefore a key concept oprtheess of educational development is
that of ‘change’ with the management of change gomicus of both research and
practice. The meaning of educational change idyratear and this lack of clarity often
leads to organizations being reticent to changevaver, any change cannot be successful
unless it has a clear meaning. Thus Marris (197521 argues that,ahy innovation
cannot be assimilated unless the meaning is shaledhe following sections a discussion

of the meaning of educational change and some geiteral dimensions will be presented.

The meaning of change as stated in the Oxford @iatly is ‘making or becoming

different. It entails action in a situation to transform abject from one condition to
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another (Calabrese and Shoho, 2000, p.210). Reviesome of the literature related to
the meaning of educational change, it is found d@nge is multidimensional and can
vary accordingly within the same person as welldkin the same organization. Morrison
in his bookManagement Theories for Educational Char(@®98, p.13) gives a good

description of the fundamental meaning of the etioigal change:

a dynamic and continuous process of developmengemdth that involves a
reorganization in response to felt needs. It isracpss of transformation, a
flow from one state to another, either initiated ibternal factors or external
forces, involving individuals, groups of institut®) leading to realignment of
existing values, practices and outcomes

In his definition Morrison refers to educationaladge as a continuous process of
evolution, whereby transition is a normal partloé sequence of events and the education
system is perceived as being in a state of natlual Fullan (1991, p.37) adds that the
educational change is not a single entity; it idtmiunensional where there are at least
three dimensions: the possible use of new matetiadspossible use of new methods and
the possible alteration of beliefs. Such a viewunexp a development of people strategies
to cope with organizational change. This is the tnaafficult part given the centrality of
people and social relationships within the educadioprocess. Oliver (1996, p.4)

underscores these characteristics:

Education is an area of work which demands a highell of personal
commitment. It is difficult in many ways, to imagisomeone working in
education without giving an enormous amount ofrfteelves’ to the job.

Therefore, change has a personnel dimension teapeébple who need to be the change
agents should have positive attitudes to change@uodntribute to the process of change

effectively. So a sense of empathy for those gpgtmg in change is a prerequisite.

Participation or more specifically positive pampiation is an essential requirement, if
educators, whether teachers or administrators, thedl they are part of the process of
decision making about change and not merely imphens, the atmosphere of change
will be more participative and have a more positbtgcome in initiating and ensuring

effective change. As Oliver (1996, p.6) explains:

It is important for the viability of the transitiathat change agents are involved
who are familiar with the different facets of theganization and the
implications of the proposed change.
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In short, change agents need to be self-conscibostahe nature of the educational
organization and appreciative of the change pro@ess its unpredictable character.
Change agents then ought to cope with difficulieaspof change and influence its desired

outcomes.

An important facet of change is the starting pahtchange which is highlighted by
Morrison in his previously mentioned definition.idtthe needs assessment. Analyzing the
needs or identifying the reasons behind change isng@ortant feature in the planning of
change. Handy and Aitken (1990, p.102) sum this up:

People will push for change because they are d&fsad; events will push
those who want to hold on to what they have goalrse they are satisfied.
The only certainty about the future is its uncertgj that there will be
changed.

Change, however, is not always a result of indialdor groups within an organization
being dissatisfied. In education, change may eitmg@osed or voluntarily participated in.
The factors affecting change initiation in the M@EOman were discussed in detail in
chapter one and chapter three. Nevertheless, whttbhechange is internally driven or
externally imposed, the process of managing chanmijebe complex. It represents
“passing through the zones of uncertainty...the 8tinaof being at sea, of being lost, of
confronting more information than you can handfe¢lfon, 1971, p.12). Given that change
is full of uncertainty, the following points shoulze highlighted which emphasize the
personal dimension in the process of change andatseagement. First, it is very much the
case of practising new ways towards the aimed dpwent. Second, these practices need
cooperation and good relationships between chategegs and implementers. Third, in
such a dynamic situation people must become, aslébidd and Holly (1989, p.165)
emphasise, more experimental, tolerant of failarabitious, self-confident, resourceful,
flexible, creative, cooperative, supportive and unally reinforcing; and encouraging of

each other.

Real change, then, whether desired or not, indiéte internal or external forces engages
significant individual and organizational experien@and is characterized by uncertainty
and ambivalence. Furthermore, when the change voarkand causes a positive alignment
to existing values and practices, it can resulh isense of accomplishment, be rewarding

and provide professional development. The anxietiesuncertainty and the joys of
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accomplishments and the sense of professional @@went are central characteristics of

the meaning of educational change.

4.3 Importance of Change Management

Change is an ever-present feature of educatiorgdn@ations, though as chapter one
shows the pace and magnitude of educational chizangeincreased significantly in recent
years. Whitaker (1993, p.1) notes that there has Imeore educational legislation in the
UK, since 1980, for example, than in the whole pres history of education. The increase
in legislation in relation to education is a lodicasult of the challenges to educational
systems posed by a rapidly changing world: glolbdilin, pressing needs for skilled labour
and technological advances that are having an itgadife as well as education. These
changes require constant adjustment to educatagahization. Bennett et.al (1992, p.1)
state that since the early 1980s school and cohegrgagement throughout the world has
had to deal with a set of expectations and respoitigis which has been changing rapidly.
They add that many of the changes are radical amd hnclear consequences. It is clear
that the way such changes are managed, and thepaigpeness of the approach adopted,
have essential implications for the way people @rpee change and their perceptions of
the outcome (Burnes, 2000, p.251-2). Burnes (2q0DR52) also claims that many
managers have doubts about both the approachesl tnuécomes of change. He adds that,
according to some surveys, organizations can andexgerience severe problems in
managing change effectively. Undoubtedly, managimgnge is an essential activity at all
levels within educational organizations in ordeettectively integrate that change within

daily practices, and to get the most out of theefiemand outcomes.

4.4 Change Management in Educational Administration

Managing educational change is one of the most ftapb and complex tasks of
educational administration. As Fullan (1995) atitecs point out, education leaders need
to understand the change process in order to leddhranage change and development
efforts effectively. Educational administrators miearn how to cope with the natural
complexity that exists during change and how torcwme the change obstacles. Such
inspired and informed educational administration cistical to the success of the
educational development. Burnes (2000, p.505) poiotit the importance of the

administration and the roles of managers in devetq:



Maryam AlNabhani, 2007 Chapter 4, 55

Managers can identify opportunities for progresspdacan ensure the
organization and its environment remains in harmohiey can create the
conditions for growth and prosperity. Effective ragers are, therefore, for
very positive reasons, important to an organization

In a changing educational organization, administeamust change to survive and prosper.
As discussed in previous parts of this chapterpunagpriate organizational change will not
enable people to work effectively unless they gg@apriately managed. There is no doubt
that changes in education are causing profoundsshif the roles of the educational
administrators. New methods with old thoughts arahagement cannot work effectively.
So a change process needs to be accompanied bgeclmnadministration as well.
Morrison (1998, p.207) summarized the importanterof administration in change
management in two points. First, educational adstriaiors must exercise leadership for
change and direction of the organization, i.e. gamamust set the direction of changes
and developments. Second, educational administraimst support changes that have
been initiated in other parts of the organizationbalance the change initiation. Morrison
sees the educational administration in changeaete director and supporter of change.

Managers plan, direct and supervise the changegkhss support it.

4.5 Change Management Theories

Change management theories are linked to idengfgimd managing processes planned to
make organizations more successful. The next feagpaphs will focus on approaches to
planning and implementing the changes required dioieaing, or shaping, strategic

objectives in organizations.

4.5.1 Problem- solving approach

Problem solving is one of the most common appraaahéealing with change because of
its daily use in life. Dealing with a flat tyre,nfling good material for your thesis and
searching for good computer programs for your ciiidare all typical problems in our
lives and illustrate how problem-solving is a pafrhuman activity. Before looking at the
terminology of problem-solving, though, startinglwa definition of a problem is useful.

Harris (1998) argues that a problem has more than roeaning. In keeping with this
insight, he offers different explanations in anodffto clarify its meaning as fully as

possible. He points out the various meanings gfablem’ as follows:
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A problem is an opportunity for improvement: it is a chance to make the organization

or some of the situation better.

A problem is the difference between your current $uation and your goal state:

knowing the gap between the existing situationtiedone aimed at is a problem.

A problem results from the recognition of an imperect present and belief in the
possibility of a better future: hopes for treating the imperfection of the orgatian and

aims toward a better future cause a challengelaaréfbre a problem.

A problem is also simply defined by Johnstone (199Ras a ‘situation where at present

you do not know the answer’

Looking at the definitions put forward by Harrisdahy Johnstone one can notice that a
problem exists whenever one has a goal and anstktal and these have not been attained.
Moreover, aspiration for a better future can formrablem. A problem also exists when
the present and the intended situations are idetht#nd the solver is not immediately able

to achieve the goal.

Furthermore, Shibata (2004) assures the previoaimg of a problem and argues that a
problem is decided by purposes. He adds if a perpodifferent between managers, they
look at the identical situation in different wajierefore, in order to manage change using
a problem-solving approach, the change agents, ascbrganization managers, should
start from the definition and clarification of poges and problems.

From the previous definitions, it can be conclutleat problem solving is a change process
where the problem solvers use previous knowledgmadge from one point to another

without initially knowing how to move. Problem solg is also when one invents a new
rule or combines some of previously learned rutessdlve a problem. One can use

different strategies to reach a solution, as it el described in the following paragraphs.

Much of the literature in this area consists ofiatawns on the problem solving approach
and its applicable models. Bank(1992, p.174) idiestia six stage model of problem

solving:
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» Stage One: Identifying the exact problem (the mowgtortant problem if
there are more than one)

e Stage Two: ldentifying the causes of the problem.
» Stage Three: Generating and prioritizing possiblatens to the problem.

e Stage Four: Choosing the most suitable solutionteartslating it into action
plans.

 Stage Five: Implementing the preferred solution,sueimg that the
commitment is high and the application is well cohéd.

» Stage six: Evaluating the outcomes to find out ledfective the solution has
been.

In Bank’s model, enough time must be given to thityestages in order to ensure that the
problem is correctly perceived and the appropristdution is selected. Moreover,
implementing the solution and planning for contimgjes are essential for the success of

the model.

Fisher (2004) suggests a 4-step model which isyessplicable:

e Stage One: Identify the problem. Problems are mehg complex and inter-
related. The most important is to find the printipeoblem that, if solved,
will help in solving other problems.

» Stage Two: Generating alternatives. During thisgestalternatives are
suggested as tentative or possible solutions.

 Stage Three: Evaluating alternatives. In this stadje alternatives are
considered and evaluated to make judgements.

» Stage Four: Choosing a solution and developingaa fiir implementation.
This is the decision making stage. After choosimng s$uitable solution, an
implementation plan is required.

It is noticeable that Fisher's model is much simitaBank’s but it is more concise. When
using Fisher's model in change management, chaggeta must share in identifying the
problems and in selecting the alternatives as niages the degree of commitment in

implementation much higher.
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Identify Generate Evaluate Choose a
problem |\ alternative —\ alternatives :> solution and
— — develop a plan
for
implementation

Backtracking Backtracking

Figure 4.1 The 4-step Problem Solving Model

In conclusion, the problem-solving approach centmeghinking about goals and ideals.
When a goal is met, the problem should be conclubtethis approach, the awareness of
problems or weaknesses will increase the chanceasmbvement, so change agents will
be problem seekers rather than problem avoidersa Assult, most problems of the

organization will be solved and change will be agbd. Problem-solving approaches
provide the basic framework and processes undergnschool development planning

widely used in many educational systems such abithand Australia.

However, although a problem-solving approach isfulstor change management, an
important limitation of its application in the MOEentral Headquarters is the context
effects. MOE Central headquarters operates witah time rather than a timeless theory
that presents a way of moving through stages sontfwwing through problem solving
towards the aimed goal, the problems change raglieald consequently goals must go
through adjustments and refinements. Problem-sphapproaches lay out a sense of
logical steps which you move through progressivétpwever change is a far more
complex process. It is difficult to keep the go&tEused on current and emerging
problems. In other words, there are some caustriam the environment which are not
part of the problem but still influence the problepiving process. For example, there
might be problems in perception, or inability todenstand other’'s views. Emotional
problems such as the fear of risk-taking or in&pito accept criticism could form an
obstacle in implementing a problem-solving approddtere are some other obstacles that

can be caused by the lack of support from the tapagement or usage of incorrect data.

4.5.2 Learning organization
Argyris and Schon in their bod®rganizational Learning: Theory, Method and Praetic

(1996), discuss the idea of organization learning bhow to use it as an approach for
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change management. They define an organizationeasihg in the sense that all
organizations learn whether productive or not, agizations will acquire information
(knowledge, understanding, know-how, techniquespiactices) of any kind and by
whatever means. However, Argyris and Schon desctibe productive learning
organization in terms of the value the organizatitinbutes to an increase in effectiveness

and efficiency.

It is important to point out the complex interaagothat occur between individual and
organization learning. These are discussed by Agggnd Schon (1996, p.4-6): the
learning of individuals who interact with one armthis essential to organizational
learning, which feeds back to influence learninghat individual level. The focus is on

how the organization can encourage individualshires their knowledge and thus enrich
the knowledge of the organization. It is likely thhe flow of knowledge through the

organization can be suspended by the organizatearbhy or by boundaries between the

individuals, as often is the case within education.

One of the basic theories of organization learmnifpe Organization Inquiry. Organization
Inquiry is always based on a problematic situatilue to the mismatch between the
expected and the actual outcome. Argyris and S¢h686, p.11) claim that an inquiry

becomes an organizational inquiry when undertakenniividuals as agents for the
organization according to the prevailing roles ankgs. For example, in an educational
organization the ongoing process of obtaining quadi usually individual but if this issue

is discussed on the shared agenda of all concestagidand it is decided that it is to be

investigated involving different perspectives tlitewill become an organization inquiry.

Argyris and Schon (1996, p.20-21) define two typekarning in an organization; single-
loop learning and double-loop learning. The sirlgg is instrumental learning that
changes strategies of actions or assumptions delatestrategies in ways that do not
change the values of a theory of action. In otherds, organizations learn in order to
adjust to a changing context and to introduce cadagkeep performance within the range
specified by existing values. On the other handibtEzloop learning means learning that
results in change in the values of theory-in-usewall as its assumptions and strategies.
The double-loop refers to the two feedback loopd ttonnect the observed effects of
action with strategies and their values. This meéhasorganizations learn about their own
learning process. Argyris and Schon (1996, p.21plasise that through double-loop
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learning only the individuals or organizations ealuress the desirability of the values that

rule their theories-in-use and seek alternativieatrer outcomes.

In order to create an organization environment achde to strategic learning, Argyris

and Schon (1996, p.259) suggest that the membetiseobrganization must be able to
learn strategically. Therefore, managers shouldnleto create an organizational
environment in which designers are encouraged teertteeir ideas explicit, implementers
are helped to surface their questions and worfesitadesigns and the implementation,
and both designers and implementers are helpedelotlie importance of their roles in

organization learning.

Argyris and Schon (1996, p.282-284) describe aaliged progress toward double-loop

learning in organizations in order to restructund &x the organization. First the defensive
patterns that prohibit the learning are descriddwen, participants with managers design
ways to stop self-reinforcing processes that infarrthe double-loop learning. Next,

managers help participants to assess the degreleidh their action strategies are likely to

limit the implementation of the solutions they halesigned. After that, managers help
participants to realize the failure of their stgaés and involve them in some sessions to
develop some of the skills and concepts they n&bdn, managers reduce the use of
defensive reasoning, and increase the use of piiwdueason. Finally, managers reduce
secondary inhibitory loops, especially organizaiotefensive routines, and replace them

with high quality inquiry, good dialectic and doadbop learning.

By using organization learning as a change managerapproach the organization
progresses in a spiral of continuous learning ammbvation instead of simply repeating
cycles (The Auditor General of Canada, 1992, p.15Qwever organization learning
might not be suitable in an educational organiratike the MOE Central Headquarters
because it is couched in the language of ‘humanisission’ while paying almost no
attention to some managerial aspects such as tiemagement and funding which are
some of the main issues that arose from the ptldysas discussed in chapter three.
Moreover, the MOE is not a discrete organizatioat ils not self- standing but is more
complex with these necessary relationships andsidecmaking processes over distance

and different institutions.
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4.5.3 The Three —step model

One of the early fundamental approaches of changeagement was derived from the
seminal work of Kurt Lewin. He conceived of charage a modification of those forces

keeping a system’s behaviour stable (Cummings aodeyy, 1993, p.53)
In developing this approach, Lewin (1958, quoteBumnes, 2000, p.270) notes that:

A change toward a higher level of group performaiscgequently short lived,;
after a ‘shot in the arm’, group life soon returts the previous level. This
indicates that it does not suffice to define thezclove of the planned change in
group performance as the reaching of a differemelePermanency at the new
level, or permanency for a desired period, showddrizluded in the objective.
A successful change includes therefore three aspewfreezing( if necessary)
the present level..., moving to the new level...anér¢ezing group life on the
new level. Since any level is determined by a féiedd, permanency implies
that the new force field is made relatively seagainst change.

In Lewin’s view, the level of behaviour at any tinsethe result of two sets of forces: those
striving to maintain the status quo and those mgsfor change. When these two forces
are equal, the levels of behaviour are maintaimedhat Lewin called duasi-stationary
equilibrium”. In order to change that stat®ne can increase the forces pushing for
change, decrease those forces maintaining for cirstate or apply a combination of
both” (Cummings and Worley, 1993, p.53). Lewin viewsstlithange approach as
consisting of three steps (Morrison, 1998, p.28&nes, 2000, p.270-271 and Cummings
and Worley, 1993, p.53):

Step One: Unfreezing the present levelThis step involves reducing those forces that
maintain the organization’s behaviour at its prédemel. Unfreezing usually requires
recognition that the existing practices are no &ngffective. Unfreezing is sometimes
accomplished through some form of confrontationrex@education for participants and
organizations. It can also be achieved through teaiding or some other forms of
change development. The essence of these actiwstiés enable the change agents to
become more convinced of the need for change.

Step Two: Moving to the new level.This step shifts the behaviour of the changing
organization to a new level. It involves takingiacs to move to a more desirable state
after having identified the need to move from thespnt state. Alternatives are identified
and the most appropriate selected. It also involleaeloping new behaviours, values and

attitudes through changes in organizational strestand processes. A key task in this step
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is to ensure that it is done in such a way thatttenge agents do not revert back to the old

ways of doing things.

Step Three: Refreezing the new leveln this stagehe organization is stabilized in the
new state in order to ensure that the new ways afkiwg are relatively safe from
regression. This can be achieved through carefi@nidn to support strategies and
mechanisms that positively reinforce the new waysarking; these include rewards and
the development of the organizational culture, rrpolicies and structure.

In the three-step approach, before a new changergcthe old behaviour has to be
discarded. Only then can the new practices be setephe three-step approach stresses
the importance of felt-need and the role of chaagents is clear, both in unfreezing and
moving to the new. The three-step approach providegeneral framework for
understanding of change management. What is uabfult this approach is that it gives
rise to thinking about creating a staged frameworkhanging the organization. Studying
the situation before moving is usually good practidowever, this approach is relatively
broad and not easily applicable in educational mimgdions in general and the MOE
Central Headquarters particularly. This model ocarale is a start-stop process with the
refreezing process stabilising new practices big thodel does not take into account
change as a continual process especially wherertiphasis is on ongoing improvement
such as is the case with the role of MOE. Furtitedpes not allow for change efforts
within the organizations that start with instalilitn other words, the beginning and the
ending point of this approach is stability, whicbr fmost educational organizations
especially MOE Central Headquarters, is impossasl& is changing rapidly, as discussed
in chapter three.

4.5.4 Action Research Model

The action research model focuses on planned cremgecyclical process in which initial
research about the state of the organization pesvidformation to guide later actions to
change. Then, the results of the actions are etlu® offer additional information to
direct further actions and so on (Cummings and @orll993, p.55). French and Bell

(1984, p.98-9) summarise the definition of actiesearch as follows:

Action research is research on action with the gafainaking that action more
effective. Action refers to programs and intervemsi designed to solve a
problem or improve a condition ...action research tlee process of
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systematically collecting research data about amang system relative to
some objective, goal, or need of that system; fgetliese data back into the
system; taking action by altering selected variabgthin the system based
both on the data and on hypotheses; and evaludtiegresults of actions by
collecting more data.

It is clear from the above definition that actioesearch involves considerable
collaboration between organizational members arahg@h agents. There also has to be
felt-need for the necessity of change. In addititns approach requires a lot of data
gathering and analysis before action planning anglementation, as well as careful

assessment of results after application.

There are eight main steps of action researchgoutaird by Cummings and Worley, 1993,
p.56-8):

Problem identification. This stage usually starts when there is a felt-rfee¢hange. It
might begin when someone with power in the orgditnasenses that the organization has
one or more problems that might be alleviated wite help of change management

practitioners.

Consultation with a behavioural science expert.During the initial contact, the
consultants or the change agents and the orgamahtinembers assist each other. As the
change agents have their own normative, develo@mhthgory or frame of reference, they
must share them with the organizational members fitte beginning to establish an open

and collaborative atmosphere.

Data gathering and preliminary diagnosis.Change agents usually complete this stage,
often in conjunction with organizational memberfeTour major methods of gathering
data are: interviews, process of observation, gquestires and organizational performance
data. One approach to diagnosis begins with obsernvaproceeds to semi structured
interview and concludes with a questionnaire to sueathe problems identified by the

earlier steps precisely.

Feedback to key client or group.As action research is a collaborative processdtia

are fed back to the client, usually in a work-te@aeeting. This step gives the organization
members the opportunity to identify the strengthd weaknesses of the organization or
the department under change. The change agentsi@rine organizational members with

all relevant and useful data.
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Joint diagnosis of problem. At this stage, the group discusses the feedbadktee focus
returns to research. A close interrelationship texésnong data gathering, feedback and
diagnosis because the basic data from the orgamzatembers have been summarised by

the change agents and presented to group for tialdand further diagnosis.

Joint action planning. In this step, the change agents and the managde@mtagree on
further actions to be taken. The actions agreeadiltadepend on the culture, technology,
and environment of the organization; the diagnagighe problem; and the time and

expenses of the intervention.

Action. This stage involves the practical change from stage to another. It may include
installing new methods and procedures, reorganigtigctures and reinforcing new
practices. These actions cannot be implemented dhatedy but require enough time for

the organization to transform from the presenhtodesired state.

Data gathering after action.Since action research is a cyclical process, mhaist also be
gathered after the action has been taken in oodergasure and determine the effects of
the action and to feedback the results to the aegton. This, in turn, may lead to

rediagnosis and new action.

Action research is a successful model to help argéions to implement change and gain
general knowledge that can be applied to otheingsttHowever, to implement it, there is
a need to gain the commitment of organization meml§aften action-research focused on
a specific practice or set of practices conductedalgroup where there is an issue or
problem. Its strength is direct involvement of piteaners. However, its focus is in relation
to their practice rather than the workings of tmgamization as whole. This is extremely
difficult especially when dealing with large or cplex organizations such as educational
organizations. This approach might not be suitémehe MOE Central Headquarters as
an Action Research approach involves participatiball staff in formulation of existing
research problems and the actions to solve theslglgons. This is because the MOE
Central Headquarters needs an approach not onlingesith existing problems but also

looking at future and anticipating expected proldémavoid them.

4.5.5 Reengineering

Reengineering is one of the change managementékdbat concentrate on the processes

by which educational organizations get things ddres view of change has come from
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development in business in the 1990s; two sigmtidaooks influenced much of the
thinking during the 1990s. Osborne and Gaebler 2198 their book Reinventing
Governmentrethought the role of government in society in USAparallel book in the
business sector iReengineering the Corporation: a Manifesto for Besis Revolution
(1993) by Michael Hammer and James Champy. Thegeptea new vision about how
companies and universities should operate and edacethe changing world. Hammer
and Champy argued this approach relates to AdarthSmnodel and industrial revolution
style. In 1995, Hammer with Steven Stanton pubdtisiae sequel,The Reengineering
Revolution: A Handbogkby that time the concept of ‘reengineering’ wasrenpopular,

having been brought into common usage.

The concept of ‘reengineering’ has been examinetthénlast two decades by evaluating
patterns of actions of companies and universitieeg had dramatic success in bringing
about effective change compared to those thatdfafleachieve a new way of operating. If
one looks back to all the innovations, visions, slsdand theories which affected life,
work, and operation, one can call all of those &véine reengineering of their times and
places. Adam Smith's revolutionary model of bussn®¥gealth of Nation (1776) was
reengineering two hundred years abiis model examined in detail the consequences of
economic freedom. It covered such concepts asdleeaf self-interest, the division of
labor, the function of markets, and the internaloimplications of a laissez-faire
economy John Stevens, father of railroad development, wasgineering in 1825 and

Henry Ford's vision in the automobile industry wesngineering in 1903.

By ‘reengineering’, Hammer and Stanton (1995, p.3rBean: “The fundamental
rethinking and radical redesign of business praesso bring about dramatic
improvements in performance”. In their definiticimere are four key aspects: radical,
redesign, process and dramatic. ‘Radical’ meansggi the root of things. Reengineering
Is not about improving what already exists; ratltes about throwing it away and starting
over and reinventing how you do your work. The seckey word is ‘redesign’.
Reengineering is about the design of how work isedoThe design of processes in
organizations is of essential importance. Smagabke and well-trained employees cannot
work properly in poorly designed organizations. Thed key word in the definition is
‘process’ which means a group of related tasks tibgetther create value for a customer.

The last key word in the definition is ‘dramatiReengineering is not about making things
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five or ten percent better but it is about makingmfum leaps in performance, achieving

breakthrough.

Many authors believe that reengineering is a usgfahge management theory to redesign
current processes in education. Naseh in his afelengineering in Higher Education

(2004, p.2 presents the benefits an organization can gam &pplying reengineering:

When a process is reengineered, jobs evolve froimghbearrow and task-
oriented to broad and multidimensional work; peopleo once did as they
were instructed now make choices and decision$i@in dwn; managers stop
acting like supervisors and start behaving more ldoaches; and employees
focus more on clients' needs and less on manageesls. Practically every
aspect of an organization is transformed, oftenobey recognition. This
certainly has many points of strength such as whntiensional employees,
manager as coach, and clients' needs.

Practically, reengineering work can be expressddunsteps (Hammer and Stanton 1995,
p.56-7):

1. Understanding the old process and stakeholder negents; so as to
identify the weaknesses of the existing process eswbgnize the
performance demand of the new one.

2. Inventing a new process design that destroys latg-&issumptions.

3. Constructing the new process, including filling abé full details of its
operation, developing its implications for all asfzeof the organization,
training people, establishing essential informasgstems and so on.

4. Selling the new way of working and living to the ol organization.
To succeed in the implementation of reengineermggsses, fundamentally it needs to be
driven from the topmost levels of an organizatids. Hammer and Stanton (1995, p.56)
state, leadership is the key ingredient for reesgimg success. However, although
leadership is very important to reengineering, waking team is essential as well.
Hammer and Stanton (1995, p.58) also suggest sbmnaits that characterize the kind of
person who is most likely to make a good reenging@eocess-oriented, creativity,

enthusiasm, optimism, team player, and communicatialls.

Reengineering then has the advantage of beingiaecldien there is not enough time to
accomplish organization process redesign. It is alssimple and quick method for an
organization that needs a quick response or imrteedizange. In this sense, it could be
suitable to say that sometimes directive strategresmore effective than organizational
participation. Reengineering also has the advantgkealing with major issues up-front
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rather than avoiding them. Another chief advantaipout reengineering is that it
demonstrates that management is serious aboutygaalit has a clear specification. On
the other hand, reengineering does not offer tine or the chance for the much needed
adaptation of an organization to changing cond#tidhimposes opportunities swiftly by
fiat, usually from an external group of experts eekko make long overdue changes.
Moreover, it does not consider employees’ moraligudes. The last might be the major
cause of not being suitable for implementationhe MOE Central Headquarters as the
ignoring of employees’ feelings toward change midining out negative reactions
including denial, anxiety and withdrawal. This s addition to the withdrawal of old
process which will not suit the MOE at the presexito, the MOE working with the
Regional Directorates and the schools imposestandis that would make rapid change

directed from the top a difficult process.

4.5.6 Fullan’s theories of managing change

Michael Fullan, one of the experts in the fieldediucational change, in his bodkhange
Forces(1993), discusses some of the basics of educdttbaage. In this text he examines
a number of issues. He defines the meaning of éidneh change and why it is important.
He also identifies the role of the moral purposel @hange agency of education. In
addition, he delves into the complexity of eduaatamd focuses on the school as a learning

organization and its relationship to its environinen

First, Fullan discusses the meaning and the paferiteducational change. He argues that
changing education does not mean introducing intr@vs or reforms into the educational
system but it is also an introduction of a new msgtdabout educational change. In other
words what we need for change is a change of mWithout a change in thinking the
insoluble basic problem is the combination of atewous change theme with a
continuous conservative system. He adds that the pnablem in changing education is to
transform the educational system as a learningnargiion. This needs the educators,
administrators and teachers alike to be experthendynamics of change and become

skilled change agents.

Second, Fullan explains why it is important thaueation develops such a change
capacity. It is not only because change is all mdous but also for the moral purpose of
education. He mentions four moral imperatives sidgiut by Goodlad (1990), which are

facilitating critical enculturation, providing ac® to knowledge, building an effective
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teacher- student connection and practicing goodastiship. He defines change agency as
“being self conscious about the nature of changethe change process” (P.12). He also
mentions four core capacities required as a gewer&undation for building greater

change capacities: personal vision, inquiry, mgséed collaboration. He argues that the
relationship between moral and change agency esigtrThey are natural companions in

postmodern society.

Third, he delves into the complexity of the chapgecess. He identifies eight lessons for

understanding change in new ways. They are:

e You can not mandate what matters (the more contpkexhange the less you
can force it).

e Change is a journey not a blueprint (change is Immar, loaded with
uncertainty and excitement and sometimes perverse).

* Problems are our friends (problems are inevitalsld gou can not learn
without them).

* Vision and strategic planning come later (prematuston and planning
causes problems)

* Individualism and collectivism must have equal pomoth individual and
groupthink are important).

* Neither centralization nor decentralization workstti top-down and bottom-
up strategies are necessary).

* Connection with the wider environment is criticalr fsuccess(the best
organizations learn externally as well as integ)all

« Every person is a change agent (change is too tanaio leave to experts,
personal mind set and mastery is the ultimate ptiote).

It is easy to believe that Fullan’s change proeesxciting in the way in which seemingly
incompatible pairs like failure and success, pesbonastery and collective action and
pressure and support must go together in a suctessénge process. However, this
process is exceedingly complex as one must beutaref to over control nor to leave it to
disorder. Moreover, what makes Fullan’'s change gsedifferent and not easy is the

combination of individuals and societal agencies.

Fourth he focuses on the idea of the school asraifeg organization. He assumes that
currently the school is not a learning organizatiom the future school will look different.
He believes that the vast majority of change eff@te misconceived because of their

failure to understand the concept of the learnirganization and therefore, the combined
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forces of moral purpose and skilled change agehtsy.also shows how educational
organizations of the future will function and higjhits the importance of the co-existence
of individualism and collaboration. Moreover, hemtfies the reason for reform failing.
He argues that the vision and strategic planning ldind spots and the educators must

work in new ways.

Fifth, he discusses the relationship between educand its environment. He says that a
learning organization will not find the solutionsrfits existing needs by searching the
environment (although it is helpful), but needddok holistically at the complex view of

its own existence. This means that the learningumgtion must use its own innovative
capacities and connect with the wider environmEantlan’s key message at this point is
that the learning organization is part of a grealistic system that requires a holistic
interactive view to improve and develop. Regarddwgan, the five-year plans consider
this issue and there is always a holistic view. atidition, as mentioned previously,
globalization and its impact on education makes paint is inevitable. The question is

though, whether this holistic view shapes praaticechools.

Sixth, he argues that the best solution and thestwiypblem in education today is teacher
education. There is no belief that the investmerieacher education will yield results. He
says that the teacher education is a tool for ingmreent so that the problem of productive
change cannot be addressed unless continuous teadueation - pre-service and in-
service - is treated as the major vehicle for poiay teachers as moral change agents.
Issan (2003, p.58) points out the importance offteaeducation in Oman and stated that
physical facilities alone, even if adequate andfigeht, will not ensure educational
efficiency but it is necessary to have an adequoataber of well trained teachers and to
assure a high standard of professional trainind-Tobi (2003, p.59) adds that teacher

training programmes must accompany school refor@nran.

Finally, Fullan discusses the individual and chaimggocietal context. He says that people
change systems but not by themselves. The roladividual is to shape and check the
organizations they work in. Although focusing ore timdividual is not a substitute for

system change, it is the most effective strategwéoomplishing it.

Although Fullan’s theories of change managementgalite advantageous in schools as
educational organizations, they might not be ascessgful in the MOE Central
Headquarters. This is because the MOE Central Hesatthys is the centralized top level of
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a hierarchical administration where decisions amdenand plans are formed. MOE
performs bureaucratic rather than educational éiesvper se. Its task is to administer the
national education system of Oman in which theeecamplex institutional relationships
between the MOE Central Headquarters, the RegiDiractorates and the Schools. The
emphases that Fullan places on building partiaypais important but with a hierarchical

institution that is geographically dispersed hisgesses are not directly applicable.

4.5.7 Total Quality Management

Total Quality Management (TQM) is one of the mostcessful change management
approaches that came into existence out of a cisisthe end of World War I, the
Japanese economy was destroyed, and so when Deiffengd them TQM, it was their
best choice. After the success of TQM in Japaha# generated a great deal of research
and some media attention. Then, it spread to masinbss and education organizations in
USA, the West and all over the world; and in m@seas dramatic results have been found.
Though some research has been directed to thecappfi of TQM principles in
educational organizations, most of it has focusedoperational and administrative
problems. Nowadays, the implementation of TQM had h broad application by the
management of many educational establishments rgeeti implement the change
required to meet the needs of the present timamiite limit of funding.

Total Quality Management can be defined regardisgliements as follows (Macdonald,
1998, p.6):

» Total means that everyone in the organizationuslired in the final product
or service to the stakeholder and that every worBcgss or activity
contributes to the success of the whole.

e Quality means conformance to requirements. Thaiwall for measuring
quality.

e Management means that TQM will not happen by actidgQM is a
managed process which involves people, systemssapgorting tools and
techniques.

The TQM gurus, such as Deming, Juran and Crosbistdiffering in emphasis, all tend
to agree on the main drivers within TQM models. $@xramples of these drivers are the
management or leadership commitment, the focusustomers and employees and the
continuous improvement (Deming, 1992; Juran, 19@rosby, 1984)
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The leadership commitment is the basis of TQM am&limpossible to implement TQM in
educational institutions without it. Stanley Spamdra(Sallis, 2002) describes the meaning
and requirements of leadership commitment in theeld@ing quality of education as

follows:

Commitment means much more than giving an annuekcsp on how

important quality is to our school. It requires umkng enthusiasm and
devotion to quality improvement. It calls for amalst fantastic promotion of
and attention to new ways to do things. It requizesstant review of each and
every action (p.65).

A management or leadership commitment is a difficagk to achieve in such a complex
organization like the educational one. However,déga who hold positions of

responsibility in educational organizations needémonstrate their commitment to TQM
and the implications of TQM continuously in all thieir actions. Murgatroyd and Morgan
(1993, p.93) argued that when the staff of a schald ownership and command of the
tools of a vision and related strategy, nothing &tibp them from making their vision a
reality. The role of leadership is to own the wisemd make it live through daily action, in

other words, commitment.

The heart of the TQM philosophy is the recognitminthe extreme importance of the
stakeholder. Education has a variety of customars ifiis important to define them,
identify their attitudes towards the current edimatsystem and to satisfy their
expectations (Murgatroyd and Morgan, 1993, p.6)MI@so requires a great deal of
attention to the employees which means effectivenroanication with employees
throughout the organization and a management @gtitiat recognizes the significance of

the employee contribution in ideas and actual caenze.

Most of the change management approaches aim tovwaguality, but what makes TQM
different is its focus on long-term quality improwent. Sallis (2002, p.24) stresses that
TQM is a systematic approach to achieving approprievels of quality in a consistent
fashion that meet or exceed the needs and exmewabf the customer. Constant
innovation, improvement and change are emphassetithose organisations that practise
it are locked into a cycle of continuous improvemen

As TQM is characterised by empowerment, teamwodkgen communication, it tends to

challenge a traditional hierarchical structure &meaks down barriers in the managerial
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system. Many educational managers may find thishvatebf dealing with change difficult
and uncomfortable especially because some of TQMtabulary is industrial-like and
relates to costs and profit. Moreover, it might fa@écause of the lack of commitment,
resources and real desire of changing the cultdosvever, this might face any other
method of change management, but the benefits apeocation, communication and
continuous improvement in TQM can potentially releaa tremendous reservoir of

discretionary effort within an organization.

As mentioned previously, education in Oman in geahand in the Ministry of Education
in particular is facing dramatic changes as itgiles to meet the requirements of the
recent time. This compels the Ministry of Educattoradopt a new management system
that will enable it to deal with these challengasd the quality should be the key and the
critical factor to the development and succesg.dfar this purpose, in the researcher’s
view there are possibilities in using Total QuaMgnagement (TQM) in the MOE Central
Headquarters. Any purposed use of TQM as an apprimecdeveloping the MOE should
be justified by its advantages. Total Quality Magragnt is a management approach that

involves everyone in the organisation from chied@xive to the lowest worker.

It can help make the relationship between the d@duxand the stakeholders stronger.
Murgatroyd and Morgan (1996, p.60) emphasise thdahe TQM "the customer-supplier
relationships within the school and between theoskland its consumer and provider
stakeholders are the basis for all activities”. dtorer, TQM offers a systematic approach
to practice continuous development (Peak, 19954)p.This means that TQM helps
educators need to work together with the stakehslideimprove the system continuously.
This suits the current rhythm of rapid change.ddigaon, TQM provides a set of tools for
uncovering the causes of low performance (Peak5,1994). Dealing with the causes of
the problems itself rather than trying to fix tlesults should enhance the improvement and
lessen the problems. The most important advan@ag&@®M in educational development
iIs helping educators to plan for the future andnggynot only to think about the
circumstances of today's world but also foresedivegfuture and being prepared for it.
Murgatroyd and Morgan (1996, p.60) state th&QM leadership is about imagination”. It
Is about dealing with the facts and the expectation

A survey of TQM literature reveals that a numbeedficational institutions over the world

have successfully adopted TQM and gained developawrantages. For instance, Lewis
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and Smith (1994, p.259) describe how TQM was ssfokem academic organization such
as the Oregon State University. Similarly, Freed &tugman (1997, p.231) state that
TOQM was successful in its application to businessl @dministrative processes in

Michigan University.

This evidence is in addition to the pilot studyules presented in chapter three, which
reveal that TQM might possibly be a suitable appioor solving the existing issues in
the MOE and consequently develop the Ministry.

4.6 Conclusion

This chapter points out the concept and requiresniemtchange management. It discusses
seven different approaches for managing change;pti®lem-solving approach, the
learning organization, the three-step model, th®maaesearch model, reengineering, the
Fullan’s theories of managing change, and the TQtadlity Management. Six of these
approaches are highlighted as effective approachdsaling with change but do not fully
match the specific issues that need to be addrésdbd Ministry of Education in Oman.
However, there are some common concepts from tlaageh management approaches
which need to be considered when approaching aanggh including the adoption of
TQM. These issues are related to culture changetlamdneed to have a supportive
leadership. Other key concepts and strategies tinisrdiscussion which are relevant to the
issues facing the MOE include the issues of edwmigatiraining, evaluation and the
provision of feedback. Moreover, teamwork and theivement of the change agents was
always an issue to be considered from change maragepproaches. This is in addition
to the importance of the planning and the dataectin. These concepts are also of
importance in the TQM approach and will be partciyl central in the final stages of the
study when there is an examination of the issuanpiementing change. For example,
most of the change management theories requirareuthange. In learning organization
model, there is a need to change the values obtyanization in order to achieve the
change. Moreover, Fullan says that change reqairasge in mind in addition to changing
the methods and skills. Leadership was anothereighat is emphasised by change
management theories and at the same time centf&M implementation. Reengineering
emphasises the importance of management in malaagidn and support change. In
addition, Fullan highlights that management suppod cooperation with the rest of the
staff is essential in change management. Furthesmamtion research model, problem-

solving approach and Fullan state that trainingsisential in acquiring the needed skills for
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carrying out the change appropriately. Teamworla isentral issue when dealing with
change. Fullan sees that a mixture of both indaiidn and collectivism is essential for
managing change. Action research model, the thtee sodel and problem solving

approach require cooperation and teamwork to aehiee aimed change.

Nevertheless, it is argued that TQM provides a iptsspproach for three main reasons.
Firstly, it is suitable for the development of th@OE Central Headquarters as the
centralized top level of the hierarchical admim@stn in the Omani education system.
Secondly, it might be a suitable means for solthmgissues highlighted by the pilot study
results. Thirdly, after reviewing the six other ngas management approaches, it seems a
possible one for the MOE Central Headquarters adférs possibilities of systematic
involvement across the organization. Thus the mert chapters will explore in greater

details TQM in general and within the educatioraitext.
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Chapter Five- Total Quality Management

5.1 Introduction

The 1980s have witnessed a remarkable expansidheoflotal Quality Management
(TQM) concept. TQM has been taken up across mafigreint types of organisations
including business, commerce and more recently ipud®rvices including education.
Advocates of TQM argue for its stakeholder orientatAmong the claims made for TQM
are that all members of TQM organizations striventanage the improvement of the
organization through the ongoing participation tfeanployees in problem solving and
decision making efforts across different hierarahtwoundaries. However, it is important
we look in detail at TQM both conceptually and ptsctical application. As the starting
point, this chapter looks at the idea of ‘qualityn. order to understand Total Quality
Management fully, the development of TQM from indpen, to quality control, then
guality assurance and finally Total Quality Manageins explored. This is followed by a
discussion of three of the TQM gurus’ philosophy amethods. This chapter also includes
a description of some of the TQM tools and techesgurinally, this chapter concludes

with a brief description of the Quality Managem8&ystems and Improvement Awards.

5.2 The Concept of Quality

Quality has emerged as and remains a dominant tiremanagement literature since the
1980s. Despite its popularity, the term has a taré contradictory meanings. This is
partly because the term implies different meantogsifferent people in different contexts.
This confusion can also be due to the ambiguitythef term itself as it is a context
dependent construct. As Pfeffer and Coote (1993])pstate “quality has a slippery
meaning”. In order to gain an understanding ofdbecept of ‘quality’, various definitions

will now be discussed.

Thus if we draw from various dictionary definition$ the word ‘quality’, the following

aspects are highlightéd

» The standard of something as measured againsttbihgs of a similar kind.

* A degree of excellence or worth.

! Oxford English Dictionarf1999, p.1170)The word Net Dictionary anflhe Webster’'s 1913 Dictionary.
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* The condition of being of such and such a sortistsnduished from others,
nature or character relatively considered, as ofigpcharacter; sort; rank.

Definitions that have been put forward by differeinttionaries tend to focus on various
different facets of the term. These facets typycgth around the idea of the nature of the
product or service, the excellence, the comparewh competition of the same kind of
things. All of the previous definitions are mereggneral meanings of quality. When

applied in this way almost none of them are satisfy to TQM.

In reviewing the literature on management, it isesded that there are also various
definitions of quality. These definitions are reldtto a body of knowledge about product,
service and customer and client satisfaction. Dgnfirosby and Juran are the key writers
whose individual ideas continue to dominate thdityjumovement. According to Deming
(1986, p.5) “quality should be aimed at the neddfi® consumer, present and future”. In
his definition of quality, he emphasises that ttakeholder is the most important group in
measuring quality, and their needs and expectasbiosild be surveyed, anticipated and
satisfied. Deming has mapped out the important @dges of quality, which are shown in
figure (5.1).
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Provide jobs and
more jobs

A 4

Improve quality

A 4

Costs decrease because of less rework, fewer mistak
fewer delays, snags; better use of machine-time and
material

A4

Productivity
improves

A 4

Capture the market with better quality and lower
price

A 4
Stay in Business

Figure 5.1 Advantages of Quality
Deming (1986, p.3)

However, Juran (1992, p.9) suggests that “Quaditthe fitness for use”. In his definition,
he looks at quality practically because the useagfroduct or a service is the most
important aspect. Bank (1992, p.71) suggests tdangerous product could conform to all

specifications but still be unfit for use.
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Crosby in his bookQuality is Free (1979, p.9)defines quality as “Conformance to
requirements; it is precisely measurable; errarasrequired to fulfil the laws of nature;
and people work just as hard now as they ever di’his definition, he places an
emphasis on the requirements of the stakeholdechwhust be measured and met by the
defined and adopted standards. Crosby also makasicaal link between quality and
leadership and management. He highlights the ploattpeople perform to the standards of
their leaders. He explainsif ‘management thinks people do not care, then geapl not
care”. A notable side of Crosby’s definition is that maeagnt is able to immediately

quantify and measure it.

In the field of education, the literature reviewosls several attempts at defining quality in
education. For instance Hoy et.al (2000, p. 10néejuality in education as follows:

Quality in education is an evaluation of the pracesf educating which
enhances the need to achieve and develop the sabérihe customers of the
process, and at the same time meets the accouttastindards set by the
clients who pay for the process or the outputs ftieenprocess of educating.

Thus, they consider quality as a tool for evalugatihe educational process to meet the
standards that are set by clients. At the same, tilmey consider the students to be
customers and the parents as clients. Hoy et altlzaldboth customers and clients are
interested in the quality of the education prowision the same way that local education

authorities are also concerned about quality.

Murgatrroyd and Morgan(1993, p.45-50) state tha&réhare three basic definitions of

guality in education: quality assurance, contractfarmance and customer-driven. Quality
assurance refers to the determination of standappropriate methods and quality

requirements by an expert body, accompanied bygection process that examines the
extent to which practices meet the standards. kample, where a panel of experts on
teaching might develop evaluation instruments ek to itemize the characteristics of
effective teachers. Contract conformance is whenmes quality standards have been
specified during the negotiation of forming a cantr For example, the duties and tasks
assigned for teachers by schools. However, it isareimple task to specify the process of
teaching in terms that allow for easy definitiomrther such attempts would be reductive,
limiting opportunities for learning. The customeiven quality refers to meeting and

exceeding the needs and expectations of custo®trdents, for instance, can have some

needs which must be taken into the schools’ accioulpé satisfied.
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From the review of the different definitions of djtig it is notable that quality is defined

according to the authors’ background and professidihmile there is no universally

agreement on a definition for quality, there is gyah accord regarding the concept of
quality and how stakeholder satisfaction and thistemce of quality in all processes are
important to retain customer loyalty, to reduce tost of the products or services and
prevent reworking of the processes. Despite thestexce and use of this range of
conceptualisation, it is possible to identify twanpary themes applicable and useful to the

Ministry of Education in Oman:

* Meeting stakeholder requirements and measuring aipsgecifications:
stakeholders’ needs and expectations are identifredthe form of
specification and the services must be meeting eth@se-defined
specifications.

e The freedom of deficiencies: quality should be tuil the Ministry not
simply inspected.

It is important to note that quality can be saicekist when products or services meet the
pre-defined specifications. “Quality is not the endtself, but a means by which the end
product is judged to be up to standard” (Sallis93,9p.23). This study emphasises
developing the performance of a service organinatibich is the Ministry of Education in
Oman through implementing TQM. Hence, quality mhbst the primary goal of any

organization wishing to develop in a changing world

5.3 The Development of TQM

Reviewing literature related to TQM, one could bBasiotice that this management
approach was not invented suddenly or came out afiséss in a short period. On the
contrary, it took long time to develop and takepitesent shape moving through a sense of
steps. There are four steps: inspection, qualibtrog quality assurance and TQM on the

top: this is illustrated by the following figurez.
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Total Quality
Management

Quality Assurance

Quality Control

Inspection

Figure 5.2 The Development Stages of TQM
5.3.1 Inspection
In order to sketch out the historical backgroundha quality concept, we need to look
through the period of industrial revolution whigidicates that the pursuit of quality is not
new. There has always been a need to ensure thiey qpiahe products but this has not
organized. Fredrick Taylor is credited being onetlé first to attempt to use new
approaches to improve the unskilled workers in gtdal organizations. Taylor developed
a series of concepts that laid a base for todayems of ‘quality’. In his bookThe
Principles of Scientific Manageme(it998), Taylor sets out some of his management
principles such as the assignment of particuldstas workers, paying significant rewards
for success and applying knowledge to work. HowgeVarylor separated planning from
work improvement and thereby created a separaterhepnt of inspectors to monitor the
quality of output. Herein, the origins of TQM caa found in inspection. Seymour (1992,
p.9) points out that inspection, as a processekiated in industry in the 1930s, was used
to guarantee production uniformity. Aguayo (1990,36) states that when inspection is
done properly, it can detect the defects and ptetream from reaching the customer.
However, he adds that inspection is a very limitedl, grossly overused and often
misused. It does not guarantee quality and it tsabout improvement.

Inspection is then restricted and is a limited nggmaent method, and so it might be
argued that inspection has become an inappropapproach for managing complex

organizations. This indeed was the starting pdimfuality control.



Maryam AlNabhani, 2007 Chapter 5, 81

5.3.2 Quality Control (QC)
In 1931, Shewhart'sEconomic Control of Quality of Manufactured Prads book"was

instrumental in progressing Taylor’s scientific rmgement. It is considered as a landmark
contribution to the effort to improve the quality manufactured products. Shewart
developed techniques to bring industrial processieswhat he called statistical control.
There are a series of techniques for removing theces of variability from industrial
processes, in order to enable them to be made medictable and controllable. In
particular, eliminating waste and delay are theome (Sallis, 1993, p.15). Juran (1989,
p.145) suggests that quality control is a manabpracess during which one can:

e evaluate actual quality performance,

» compare actual performance to quality goals and

» take action on the differences.
According to Sallis (1993, p.26) quality controlvatves detection and elimination of
components and final products which are not uptdadard. Sallis also adds that quality
control is usually carried out by quality professts called quality controllers. Therefore,
quality control is operational techniques and aiitis that depend on comparing the actual
performance to a predefined quality performancethed taking action on the differences.
It is more advanced than inspection as the queabtyrollers use statistical techniques to
achieve quality products and services. Nonethélese are limitations.

5.3.3 Quality Assurance (QA)

Quality assurance is considered the third stepenetvolution toward TQM. It is different

from quality control. Quality assurance is evid&efore and during the event process
(Sallis, 1993, p.26). Seymour (1992, p.8) pointsthat QA was applied to manufacturing
between 1950s and 1980s. QA concentrated on tive enbduction process as well as the

contribution of all functional groups in order teepent quality failure.

Sallis (1993, p.26) states that the concern of QAbiout preventing faults occurring in the
first place. Quality is designed into the processnsure that the products are produced to
a predetermined specification. Sallis argues that duality of the good or service is
assured by there being a system in place, knovencaglity assurance system, which lays
down exactly how production should take place amdvhat standards. QA, then, is a
managerial process that can be applied to all naatwing processes and aims to achieve

quality through preventing faults. However, quakiysurance too has its limitations as it
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specifies how things should be done in the curcemtext but is limited in the scope to

improve or enhance.

The focus on quality has continued across busiaess commerce as well as public

services such as education and health. There hais ®edevelopment from a narrow

construction as quality control to a more developederstanding of the process of change
and improvement. In order to survive in an incneglsi global marketplace, the issue of

customer satisfaction as part of quality was regiiConsequently, TQM was born.

5.4 Total Quality Management (TQM)

After entering World War 1l in December 1941, thaitdd States government ratified
legislation to help gear the national economy tbtany production. At that time, military
contracts were awarded to manufacturers who sutmnithe lowest competitive bid.
Products were inspected to meet requirements uptvedy (ASQ, 2004). During this
period, quality was defined in terms of safety. Humed forces inspected virtually every
unit of product to ensure its safety for operati®his practices required huge inspection
forces and caused problems in recruiting competespection personnel. To ease
problems without compromising product safety, thaexd forces began to utilize sampling
inspection with the aid of industry consultantstigatarly the Bell Laboratories. They
adapted sampling tables and published them inanjlistandards. In addition to creating
military standards, the armed forces helped thgdpber to improve their quality through
sponsoring training courses in Shewart’s statibtmpaality control(SQC). While the
training courses led to quality improvement in sanganizations, most organizations had
little motivation to truly integrate the techniqugsSQ, 2004).

W. Edward Deming, a statistician and a studentha&v&rt, helped engineers and operators
in the war years to accomplish tasks such as ttietlproduction. Unfortunately, his
efforts were not appreciated in his home countrg, WSA, but his ideas were embraced in
Japan as part of the massive post war constru¢tiston, 1999, p. 8). After the war,
major Japanese manufacturers converted from pnoegunilitary goods to civilian goods
for trade. Because at that point Japan’s reputaionproducts was shoddy, Japanese
organizations explored new ways of thinking aboudliy. They welcomed input from
foreign companies and lecturers, including Amerigamlity experts Deming and Juran,
and adopted unprecedented strategies for creatquplity revolution. Japan’s strategies

represented the new “Total Quality” approach. Ratian relying mainly on product
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inspection, TQM focused on improving all organieatl processes. As a result, Japan was

able to produce higher-quality exports at a lowarep(ASQ, 2004)

By the end of 1970s, the American quality crisisragted attention from national
legislators, administrators and the media. Cons#tyyethe chief executive officers of
major American corporations came forward to provyigesonal leadership in the quality

movement and have led to the expansion of TQM (AZID4)

TQM has become the subject of various debates eedssions in various places around
the world since thel980s. Managers of organizatizenge explored TQM in order to

provide quality products and services in a competiera. Consequently, TQM has
become a popular approach in the business and awuathg field and was in the 1990s
adapted for use in the field of education. (Thil lae covered in detail in chapter six).

In summary, the history of TQM may be viewed a®atiouing refinement and extension
of concepts and practices aimed at developing tyudts roots can be traced back to
simple inspection procedures, then to developinguality control and quality assurance.
From this development TQM has developed as morarashd as quality management

principles are applied in all levels of an orgatiaa

5.5 TOM Definition

What is TQM? Total Quality Management (TQM) is ancept that is difficult to define.
While TQM is widely practised, there is little agreent on what it actually means. Many
academic texts detail the ‘history’ of TQM, frometlpost - war quality gurus such as
Deming, Juran and Crosby, the Japanese adoptiomxedsion of quality control (QC)
principles, to current models such as the MalcolaldBge National Quality Award
(MBNQA) and the European Quality Award (EQA) withaver addressing the definition
of TQM.

This confusion and ambiguity of defining TQM arides a number of reasons. Firstly,
TQM is an evolving concept that is changing as m#®as and methods are developed.
Secondly, different organisations are in differsteiges of developing to TQM. Thirdly,
different organisations may require different forrm& TQM (AlSabahi, 1999, p.18).
Fourthly, there are variety of names and terms tseefer to TQM . It has been known as
total quality(TQ), total quality control(TQC), quigl improvement(QI) and many more
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other names (Seymour, 1992)here have been attempts to define TQM. For example
Oakland and Porter (1994, X) state that “TQM iomprehensive approach to improving
competitiveness, effectiveness and flexibility thgh planning each individual at each
level”. Another definition provided by Ghobadiab al (1998. p.10) defines TQM as a
structured attempt to re-focus the organizatioelsadvior, planning and practices towards a
customer oriented, problem solving and fear frekupel In other definitions, TQM is
described as a set of the creation of an organizaticulture committed to the continuous
improvements of skills, processes and service tyuéireitner, 1995, p.110). Oakland
(2000, p.18-19), describes TQM as an approach firawe competitiveness, efficiency

and flexibility for a whole organization. He conis, declaring that:

For an organization to be truly effective, each tpaf it must work properly
together towards the same goals, recognizing theatheperson and each
activity affects and in turns is affected by eadheo...the methods and
techniques used in TQM can be applied throughoytaganization.

We can conclude that TQM is a well structured apphofor meeting and exceeding
customer needs and expectations by creating anniaed@n-wide participation and

commitment in the planning and implementation oftoaious improvement.

The definition of TQM is one aspect, but anyone wiiends to understand TQM fully
must understand its principles, tools and techragwédich is the contribution of quality
gurus such as Deming, Juran and Crosby. The fatipwections show the TQM gurus’

philosophies and methods. Then a review of TQMqipies and tools follows.

5.6 The Gurus of TQM

TQM gurus have emphasized the importance of theryhé&o effective management.
Theory makes it possible to anticipate; and managéns anticipation. Thus without
understanding the theory, there will not be anyedife management. In order to
understand the theory of TQM, an understandinghefltackground of its founders, their
philosophies and methods is required. Deming, Groabd Juran are considered the most
famous gurus of TQM because of their contributiorkmowledge and to building TQM

principles and methods.



Maryam AlNabhani, 2007 Chapter 5, 85

5.6.1 Edward Deming
W. Edward Deming is considered the founding fatifahe TQM and is perhaps the most

famous of quality gurus because of his contributiorihe creation of quality principles.

Deming held a doctorate in physics from Yale and w&een statistician. He worked for
the US government in the department of Agricultame the Bureau of Census (Gitlow and
Gitlow, 1987, p.7). In the 1950s, the Union of Jase Scientists and Engineers invited
Deming to conduct a course on quality control. Tlapanese embraced the notion of

quality under Deming’s inspiration (Bergman andfijie, 1994, p.55).
5.6.1.1 Deming’s Philosophy

Deming’s philosophy is based on his background stagstician. Drawing on the work of
his tutor the statistician Walter Shewhart, Demimged a management focus on causes of
variability in manufacturing processes (Beckfor@02, p.66). Deming’s philosophy can

be summarized in four main points:

The first point is the extended process. Demingelses that the organization’s process
expands to include suppliers, customers, invesams the community (Gitlow and Gitlow,
1987, p.7-8). This point is related to the ideaimtrnal and external customers or
stakeholder satisfaction. In order for the orgamira educational organization as an
example, to offer quality services, the stakehadand their needs must be clearly
identified. The needs of the students, their patetite market and the educational

organization’s members must be addressed if npassed.

Deming’s second strand is continuous improvememming believes that the quality

philosophy is achieved through the never-endingrawgment of the extended process
(Gitlow and Gitlow, 1987, p.8). As well as in edtioa, every day there are new methods,
new technology, then there must be a continuousawgment to keep up with the change

and achieve quality.

The third point is the common and special variatiBeming suggests that there are
common and special causes of quality problems. Camwvariations are those which arise
from the operation of the system itself and are ointhe responsibilities of management.
Special variations are those relating to particdperators or machines and requiring
attention to individual causes (Gitlow and Gitldl®87, p.9).
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The fourth philosophical strand of Deming is theanagement and worker’s
responsibilities. Deming’s philosophy necessitatesfundamental change in how
organizations are viewed by the people who managma tand by those who work in them
(Gitlow and Gitlow, 1987, p.9-10). Managers musipsblaming each other, the workers,
the suppliers and the customers. Both managemehtvarkers must emerge with total

commitment to the change and a renewed sense pbgeir

In summary, Deming believes in continuous improveinéde also believes that the
consumer is the most important part of a productina. Meeting and exceeding the
customers’ requirements is the task that everyoithirwthe organization needs to
accomplish with total commitment. Furthermore, Degnbelieves in the use of statistical
process control (SPC) charts as major method femgpproblems.

5.6.1.2 Deming’s method

Deming’s methods incorporate the use of statistmalls and a fundamental change in the
corporate culture. Both are important to the susfcésmplementation of his philosophy.
Deming outlines his method in his 14 points for agament (table 5.1) Deming (1986)

Table 5.1 Deming’s 14 points

The Points The Assumptions

Point one Create constancy of purpose to improedynts and services

Point two Adopt a new philosophy for the new ecommage, with management
learning what their responsibilities are and assgnieadership for
change

Point three Cease dependence on mass inspectiachieve quality, by building

guality into the product

Point four End the awarding of business on prieerd business on total cost and
move towards single suppliers

Point five Improve constantly and forever the systd production and service

Point six Institute training on the job

Point seven Institute leadership with the aim giesuising people to help them to
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do a better job

Point eight Drive out fear so that everyone cankweifectively together for th
organization

1%

Point nine Break down barriers between departméirtsourage research, design,
sales and production to work together to foreséculities belong to
the whole system

Point ten Eliminate slogans, exhortations and nigaktargets for the workforce
since they are divisive, given that difficultiesldogy to the whole
system

Point eleven Eliminate quotas or work standards matagement by objectives |or

numerical goals; leadership should be substitutsttad

Point twelve Remove barriers that rob people of thght to pride in their work

Point thirteen Encourage education and self-improu for everyone

Point fourteen Take action to accomplish the tramsétion

Deming’s fourteen points or principles are essénptiatraightforvard and rely on
combination of statistical and human, or cultursppects. The first three principles clearly
focus on the cultural aspects of the organizafidre first principle is aimed at creating a
cooperative team where all are working towards mroon goal. The second principle is
about embracing leadership and developing managea®ra management style and
commitment toward change. The third principle reggiia dramatic change in the culture
by building quality into the product instead ofngimass inspection.

The fourth principle focuses on the customer refehip and on the idea that price has no
meaning without a measure of the quality of whditdsg purchased. It also highlights the

advantage of a long-term relationship between &i@lkder and supplier.

The fifth principle is aimed for continuous impeswuent. In this step there is movement

toward more practical achievement orientation.

The sixth, seventh and eighth principles are rdlate human relationships and
management style in the organization. The sixthggple, on the job training, emphasizes
the need to improve competencies and skills in ghectical context. The seventh

principle, leadership, and eighth, drive out feme requirements for moving towards a
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more collaborative management style. No one canirputis best performance unless
he/she feels secure. This collaborative managewigmtthe support of statistical process
control (SPC) will focus attention on how to impeothe special and common variation

and consequently solve problems and improve.

The ninth principle can be seen as linked to fpircone, as the constancy of purpose will

be a way for breaking down barriers.

The tenth principle, eliminate slogans, exhortatesmd numerical quotas, is linked with
culture and mainly with principle two. Because ngara will adopt the new philosophy
and will learn their responsibilities, there is meed for these features. Deming sees that

these features can vex the staff rather than eagmg them.

In the eleventh principle, Deming sees that théngebf targets and quotas is potentially
meaningless and divisive unless accompanied byeaifgp action plan to improve the

process.

In the twelfth principle, Deming suggests giving tivork force a chance to work with
pride.

The idea of principle thirteen is related to humesource development. He suggests that if

an organization is to continuously improve, thes people must continuously improve.

The final principle is to put everyone to work tthaeve the transformation. This is linked
with the first principle. It suggests that the wdprogramme cannot be successful unless a
total approach is taken. To enable this principldoé¢ implemented, Deming proposed a

seven-step action plan (Table 5.2) Deming (1986).

Table 5.2 Deming’s Action Plan

The Steps The Action plan statements

Step one Management must agree on the meaning giidity programme, its
implications and the direction to take

Step two Top management must accept and adopeth@hilosophy

Step three Top management must communicate theapththe necessity of it to the
people in the organization

Step four Every activity must be recognized asp 8t a process and the customers
of that process identified; the customers are mesipte for the next stage
of the process.

Step five Each stage must adopt the ‘Deming’ oet@drt’ cycle -Plan, Do, Check,
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Action- as the basis of quality improvement

Step six Team working must be engendered and eagedrto improve inputs and
outputs, everyone must be enabled to contributieisqorocess
Step seven An organization for quality must be trocged with the support of

knowledgeable statisticians

This action plan is about what to do rather thaw tmdo it. The first three steps are about
top management’s attitude and communication. Seep Suggests dividing the work

process into stages. Then customers’ needs aréfielérand satisfied. Step five is about
constructing continual improvement using Shewacygle, (discussed later). Step six
encourages the team work which improves the inpdtthe output of any stage. In the last
step, Deming suggests the help of statisticiansoyanization might go beyond that and
be supported with a multidisciplinary quality team.

In step five, Deming mentioned Schewart cycle @nFDo-Check-Act (PDCA). Deming,
subsequently, replaced “Check” by “Study” as thatdvreflects the actual meaning more
accurately. Therefore an alternative abbreviatmmOeming’s cycle is PDSA cycle. The
Deming cycle is considered a tool for continuouprnovement quality as will be seen later
in this chapter.

5.6.2 Joseph M. Juran

Joseph Juran commenced his initial career as anesrgn 1924, and then he worked as
an executive, civil servant, academic, arbitratlirector and management consultant. His
strong professional background supported his firstk in the quality field, theQuality
Control Handbookwhich led to his international pre-eminence in fredd of quality
(Beckford, 2002, p.105). Like Deming, Juran worleadiensively with the Japanese in the
1950s.

5.6.2.1 Juran’s Philosophy
Juran’s philosophy is perhaps best summed up ifghaity trilogy’ of quality planning,

quality control and quality improvement (Juran, 299%.14-15). This trilogy (table5.3)

encapsulates the demand for substantial actiomenh& Juran’s work.

Table 5.3 Juran’s Triology

Quiality trilogy Definition
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Quality planning

The activity of developing the gutts and processes required
meet customers’ needs.

to

Quality control

This process deals with execuitdrplans, conducting operatiof
to meet the goals

Quality
improvement

This process is the means of raising quality peréorce to
unprecedented level.

Juran’s emphasis in this respect is in three measa changing management behaviour

through adopting quality, training and then spglidown new attitudes to supporting

management.

5.6.2.2 Juran’s method

Since Juran’s trilogy of planning, control and imypement offers the guideline to his

philosophy, his overarching methodology for achmewiuality are the steps to accomplish

each point of the trilogy. This can be clearly disex in table (5.4).

Table 5.4 Juran’s method

Quality planning

1.

2.

3.

Quality control Quality improventen
Establish quality 1. Evaluate actual 1. Prove the need
goals performance 2. Establish the
Identify who are the 2. Compare actual infrastructure
customers performance to 3. ldentify the
Determine the needs quality goals improvement
of the customers 3. Act on the difference projects
Develop product 4. Establish project
features which teams
respond to 5. Provide the teams
customers’ needs with resources,
Develop processes training and
able to produce the motivation to
product features diagnose the cause
Establish process and stimulate
controls; transfer the remedies
plans to the 6. Establish controls to
operating forces hold the gains.

Juran’s quality trilogy and the process of impletaéion established a new understanding

of customers (the internal and external), but Itk it recognize the importance of the

interaction between people within organization. IBea (2002, p.114) argues that Juran
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seems to be making the assumption that improvemehé separate parts will improve the

whole organization.

Juran’s philosophy as shown above is carried aqoosstice through three main stages.
The first is to establish a quality culture in theganization. The second is to establish

goals for quality improvement. Finally, implemehetquality in the organization.

Agreeing with Deming, Juran sees management asnsipe for quality, having control
of 80 per cent of the problems.

To summarize Juran’s quality approach there aeeKey elements :

* Athree- step process of planning, control andbads needed.
* Plans and objectives must be measurable.

* Management is responsible for quality.

» Training and education are essential.

* Rewards encouraging quality.

5.6.3 Philip B. Crosby

Philip Crosby is a graduate of the Western Resémwersity and has a professional
background in quality. After military service, heemt into quality control in
manufacturing, where he worked his way from linepector to quality director and
corporate vice-president of ITT. Based on many yedr practical experience, his first
book became a best-seller and led him to estalfishconsulting organization Philip
Crosby Associates Incorporated and the Qualityegellbased in Florida (Beckford, 2002,
p.53)

5.6.3.1 Croshy’s philosophy

Crosby’s philosophy is seen to be encapsulatednmesquality management assumptions.

Each of these assumptions will be examined to densis meaning.

The first assumption is Crosby’s definition of gtallt suggests that requirements must be
clearly stated so that they cannot be misunderstdedsurement is then taken continually
to determine conformance to requirements (Cros®y9.1p.17). This assumption could be
considered as the first fundamental quality belaf€roby. Then, quality is measurable

and it is to be achieved when requirements or égfieas are met.
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The second assumption is that quality is measuyetthdo cost of quality. Crosby clearly
believes that the cost of quality is measurable &nd equal to the expense of non-
conformance- the cost of doing things wrong (Crodi®/9, p.18). This might generally be
considered as a useful practical measurement ditygudeasurement is very important.

Crosby justifies this as people liking to see resul

The third main assumption in Crosby’s quality psdphy is that there is an economics of
quality. It is always cheaper to do it right fitshe (Crosby, 1979, p.18-19). It is possible
to suggest that an educational organization focasethspection may succeed somehow
but the probability of failure is always there. Hower, if quality is built in an educational

organization, for example, in its administrationogesses, evaluation etc with no

expectation of failure or error, the preventioreafr will lead to success.

The fourth assumption is that there is no suchgtlais a quality problem. Crosby implies
that poor management creates the quality proble@nesbpy, 1979, p.19-20). In other
words, the products are the result of managemeweps, and when that process has built—
in quality, t a quality product will then emergecbuld be assumed that management leads
workers to a quality outcome. For example, in ancation system, the policies, rules and
processes are formed at the administrative levdl taeir staffs simply apply these. If
quality is inherent in the administrative levele thssumption is that the outcome will be as
planned.

Finally, the only performance standard is ‘Zeroed&s’ (Crosby, 1979, p20). Crosby
believes in prevention rather than cure. Perfeci®rnhe standard to aim for through

planning, process and continuous improvement.

It is notable that Crosby’s perspective on quastguantitative; this is clear from the first
and last assumptions (conformance to requirememds Zero defects). This is maybe
because of his professional background. He beli¢las quality is to be an inherent
characteristic of the product not an added exteacéhsiders that management process is
the key driver of quality and he suggests that nebshe quality problems are within the
control of management. Although he emphasizes nemeagt responsibility, he balances
the contribution of both management and employeegpplying TQM. Crosby teaches us
that if work is done correctly the first time, tleest of products and services will be
reduced. Crosby offers a somewhat different TQMhmetfrom that of Deming and Juran,

he moves towards a more holistic view.
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5.6.3.2 Crosby’s method

Crosby’s principal method is his fourteen-step paog for quality (table5.5). It relies on a

combination of both qualitative and quantitativpexgs (Crosby, 1979, p.132-9).

Table 5.5 Crosby’s Method

The Steps

The Assumptions

Step one

Establish management commitment. Ita that the whole
management team participate in the programme.

Step two

Form quality improvement team. The emphlasie is on
multidisciplinary team effort. An initiative fronhé quality department
will not be successful. It is essential to buildrteworking across
arbitrary; and often artificial, organizational lmalaries.

Step three

Establish quality measurements. Theséapply to every activity
throughout the company. A way must found to capawery aspect,
design, manufacturing, delivery, and so on. Thesasurements provide
a platform for the next step.

Step four

Evaluate the cost of quality. This evAtramust highlight, using the
measures established in the previous step, whalgygummprovement
will be profitable.

Step five

Raise quality awareness. This is normatigertaken through the training
of managers and supervisors, through communicasiodis as videos and
books, and by displays and posters.

Step six

Take action to correct problems. Thi®ines encouraging staff to
identify and rectify defects, or pass them on tghbr supervisory levels
where they can be addressed.

Step seven

Undertake zero defects planning. Thisrig by establishing a
committee or working group to develop ways to aigiand implement a
zero defects programme.

Step eight

Train supervisors and managers. Thisist®cused on achieving
understanding by all managers and supervisorseadtdps in the quality
improvement programme in order that they can erglase in turn.

Step nine

Hold a ‘Zero Defects’ day to establighdktitude and expectation withi
the company. This can be achieved in a celebratonpsphere.

=)

Step ten

Encourage the setting of goals for imprerm@. Goals are of course of
no value unless they are related to an approgragscale for their
achievement.

Step eleven

Encourage obstacle reporting, whenelpyoyees advise management |of
the factors which prevent them achieving error-freek.

Step Twelve

Provide recognition for contributors.

Step thirteen

Establish quality councils. Theseeasentially forums composed of
quality professionals and team leaders allowingitb@ communicate and
determine action plans for further quality improwern

Step fourteen

Do it all over again. Achievement of quality is @mgoing process. Ther
is always further to go.

D

Crosby’s implementation steps are based on tregestages:
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1. Decision to start quality: management support.
2. Preparation: education for management and staff.

3. Implementation: quality is creating as an orgammetl environment
where quality is inherent and rewarded.

The “big three” of the quality label; Deming, Jurand Crosby seem to have more in
common than differences. The differences seenetmlthe use of concept and the forms
of implementation. For example, while Deming bediswn the need for continuous quality
improvement action, Crosby suggests a discretefsattivities. Concerning the quality
responsibility, Deming agrees with Juran that manaant is responsible for quality. On
the other hand Crosby’s work might be interpretedsaggesting that the bulk of the
guality responsibility lies with the staff. Howeyeaill of them believe in the quality culture
and its importance for improvement. They also ssgdeaining as a preparation for
shifting. Cooperation was another critical poirgyttagreed on. Moreover, they encourage

rewards for motivating staff.

5.7 TQM principles

In view of the evidence that professional and acade disagree about the principles of
TQM, it is very tempting to do a ‘survey’ and simpitilise the most commonly cited
elements of TQM as those which define it. Howelaking at the work of the three most
famous gurus of TQM Deming, Juran and Crosby citiedve, it will be clear that TQM

principles involve:

1. Customer focus, with emphasis on the customer-grppélationship,
internally and externally

2. The involvement and commitment of everyone to duainprovement,
especially managers

The vital importance of training and education.
The use of teams and teamwork
The use of appropriate tools and techniques.

o o bk W

Goal-setting, measurement, feedback and rewardallfprocesses within
organization.

7. Continuous improvement as a philosophy.
8. A change in the culture of the organization.
9. The insertion of quality principles into producideservice design



Maryam AlNabhani, 2007 Chapter 5, 95

5.8 TQM Tools and Techniques

As part of the development of TQM, and the ‘TQM Maowent’, various tools and
techniques have been generated that have beenbysedality practitioners to aid the
guality planning and improvement processes. Thesks tan be broadly categorized into
two groups: tools for planning and tools for impeawvent. Planning tools include Quality
Function Deployment (QFD), the “new seven” managa&mand planning tools and
concurrent engineering. Tools for quality improveri@clude the Deming cycle, tools for

data analysis and benchmarking.

5.8.1 Tools for Quality Planning

Customers’ needs and expectations drive the plgnofirihe products or services and the
systems by which they are produced. Once the cesgdrmaxpectations are identified, they
are translated into product and service speciboati In order to meet the specifications,

organizations use several tools to help them focusxternal and internal customers.
5.8.1.1 Quality Function Deployment (QFD) (Dean and  Evans, 1994, p.768-71)

It is the most famous quality planning tool. It used to ensure that the customers’
requirements are met. Quality function deploymesgsua set of matrices to relate the
customers’ expectations to planning. The basicrmtendocument is called thustomer
requirement planning matrixBecause of its structure, it is always referredddheHouse

of Quality Building the house of quality requires six basapst

Identify customer attributes.

Identify technical features.

Relate the customer attributes to the technicalifea.
Conduct an evaluation of competing products.

o bk w0 DbdPE

Evaluate technical features and develop targets.
6. Determine which technical features to deploy ingheduction process.
5.8.1.2 Concurrent reengineering

This is the concept that all major functions thatcibute to getting a product or service to
market have continuing product-development andaesipility from beginning to end
(Dean and Evans, 1994, p.74)
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5.8.1.3 The New Seven Management and Planning Tools

These tools had their roots in post-World War le@ions research development in the
U.S., but refined by several Japanese companiesy ¢&n be used to address problems
faced by managers in making strategic plans ananizgng and controlling large complex

projects (Dean and Evans, 1994, p.76). These &els

Affinity Diagram.

Relations Diagram.

Tree Diagram.

Matrix Data Analysis.

Matrix Diagram.

Process Decision Programme Chart.
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Arrow Diagram.

5.8.2 Tools for quality improvement

Implementation of process improvements is esdeiMianagers need systematic tools to
drive quality continuous improvement. These toolslude the Deming cycle, tools for
data analysis and benchmarking.

5.8.2.1 The Deming Cycle (Gitlow and Gitlow, 1987, p. 79-80)

Step 1- Plan (P):in this step data is collected to construct a gtanwhat needs to be

accomplished in a given time frame. Then actiongfplying the plan are determined.
Step 2- Do (D):actions are taken.

Step 3- Study(S)results of the actions are studied by collectiatado make sure the plan

is achieved.

Step 4- Act (A): changes are made to the plan that is needed ter laethieve customer

satisfaction and to continue the successful actions
5.8.2.2 Tools for data collection and analysis

There are seven tools used extensively to gathalyze and interpret data to facilitate the

solution of quality problems for continuous imprawent. These tools are:
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1. Flow charts: A flowchart is a picture of a proc#isat shows the sequence
of steps performed. It is useful in visualizing gi®Ns and in aiding in
planning and coordinating responsibilities of diffiet areas.

2. Check sheets: A check sheet is a form used toatalbta about problems,
completed tasks, job assignments, etc. It is uskiulrecording direct
observations and helping to gather in facts.

3. Histograms: A histogram is a graphical represemtatif the variation in a
set of data. It is useful in providing valuableamhation concerning the
variability in a process.

4. Pareto analysis: It is a method of separating thestmmportant
characteristics of an event from the least impaortdraracteristics of an
event. It is always used to analyze the attribwdta acollected in check
sheets. It is useful to identify the most promisiagportunities for
improvement.

5. Fishbone (Cause-and-effect) Diagram: It is a gregdhiepresentation of
an outline that presents a chain of causes andteffé is useful in
identifying causes of problems through brainstogmin

6. Scatter Diagrams: Scatter diagrams show the rakttip between any two
characteristics.

7. Control Charts: Control Charts are used to studjatian in a process to
differentiate between common and special sourcagétion.

5.8.2.3 Benchmarking

Benchmarking is a critical facet in TQM. GodfreydaGodfrey (1999, p.40) define
benchmarking as a tool or technique for finding anglementing best practices. Liston
(1999, p.98) agrees with Godfrey and Godfrey arghlights a main objective behind
benchmarking which is customer satisfaction. Hengsfbenchmarking as:

A tool used to improve products, services or mareyg processes by
analyzing the best practices of other companiesnstitutions to determine
standards or performance, and how to achieve thenntrease customer
satisfaction.

In summary, benchmarking is the search for besttiges by comparing activities of an
organization with those of other excellent orgatizes to develop and achieve the
superior performance. The main aim of benchmarisnip gain a competitive advantage
through searching for best practices and adoptiegt It is helpful to start from where
other organizations end. Benchmarking also helpsotiganization to identify the quality
gap between itself and other organizations. Bendkin creates realistic improvement
objectives as it gives a chance to the organizatiobetter understand its processes and
customers’ needs. Moreover, it encourages employeeSe continuously innovative

because it is a process of continuous learning fstimars.
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The benchmarking process has been described by augingrs in five steps. They can be
summarized as follows:

Determine which functions to benchmark.

Identify key performance indicators to measure.

Identify the best-in-class organizations.

A

Measure the performance of the best-in-class ozgdons and compare it
to the results of the desired organization perforcea

5. Implement change to meet or exceed the performainites best.
(Dean and Evans, 1994, p.93) ( Beckforde, 2002%2213)

Benchmarking focuses on the best results whichlvevenderstanding how this best result
might have been achieved. Changes are implememtedeobasis on this understanding,
the results continued to be monitored to checkintifgovement. This process becomes a
consistent feature of the organization since TQMiases that improvement will always be

possible.

Benchmarking, as has been shown, is not a diffipudicess. Each of the five steps is
relatively straightforward. The risk with benchmiaik is that every organization has its
own culture, its own values and what might workfeetty in one organization might fail

with another. Consequently, when applying benchingrkan organization has to be
careful about the adaptation of the best pracimet®ad of straight copying from another

institution.

5.9 Quality Management Systems and Improvement
Awards

Quality management systems comprise formal recafd®rganizations’ methods of
managing the quality of products and services.edystenable the organizations to reveal
to themselves, their customers and more importantlindependent certification bodies
that they have established effective systems faragiag the quality of their products and
services (Beckford, 2002, p.221).

5.9.1 ISO9000

ISO9000 is one of a series of quality managemestesy standards developed over a long

period of time beginning in the defence industrgr Example, in the late 1940s, NATO



Maryam AlNabhani, 2007 Chapter 5, 99

began developing quality standards to build harzetion between co-operating military
forces. Then, these standards were revised andolatetgtng in Defence Standards
between 1951 and 1973 (Beckford, 2002, p.221).

ISO9000 originally published in 1987 by the Intdromal Organization for
Standardization (ISO), a specialized internatiag#ncy for standardization composed of
the national standards bodies of 90 countries0BD2ISO9000 underwent major revision.
Now, these series includes ISO 9000:2000 (defmsjiplSO9001:2000 (requirements) and
ISO9004:2000 (continuous improvement) (ASQ, 2004).

The revised 1S0O9000:2000 series of standards isedbas eight quality management

principles that top management can implement fgawizational improvement:

Customer focus

Leadership

Involvement of people

Process approach

System approach to management
Continual improvement

Factual approach to decision-making
Mutually beneficial supplier relationships

NGO RAWNE

5.9.2 BS5750

BS5750 is the British Standards version of thermagonal equivalent 1ISO9000. BS5750

was first published in 1979 under the title “Qualtystems”. Similar to ISO9000, it has its

origins in the Ministry of Defence and NATO systerticonsists of four parts. Part one is
applicable to organizations for whom the design @evkelopment of products or processes
Is important for their business. Part two appliesntost organizations as it considers
production or installation. Part three is for orgations involved in inspecting or testing

products. The last part, part four is a guide lier dther three parts (Sallis, 1993, p.60)

ISO9000 and BS5750 provide a quality certificatimcus on the consistency of the
production rather than the nature of quality whgkriven from stakeholders’ satisfaction.
Moreover, they focus on measuring the organizatipregress in improving continuously

the organization.

Although the Quality Management Systems provideigdismie and external assessment
which lead to a third party accreditation and aligpanark, TQM is a larger enterprise
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than establishing a quality system and does noessecily require the application of
external standards (Sallis, 1993, p.65).

5.9.3 Deming Prize

Unlike to the Quality Management Systems, the Imenoent Awards such as Deming
Prize, the Malcolm Baldridge National Award and TBRaropean Quality Award are
competitions not standards. They aim to encouragesimulation of excellence exhibited

by the award winners.

The oldest Prestigious Award is the Deming Appiaraprize (Deming Prize) of the union
of Japanese Scientists and Engineers (JUSE). tedtin 1951 and named after W.
Edwards Deming, the Deming Prize has long beergrezed as an indicator of excellence
in business (Izadi et al, 1996, p.61). The DemimgePis not available in the United
Kingdom as it is the Japanese national prize falityu It is applied annually to find the
foremost quality company in Japan. The checklistlie Deming Prize covers many areas
such as the organization’s policy and objectives,organizational structure, the use of
information and education (Sallis, 1993, p.72).

5.9.4 The Malcolm Baldridge National Award

The Malcolm Baldridge National Award is the Amencaquivalent of the prestigious
Japanese Deming Prize. The Malcolm Baldridge Natiohward recognizes quality
improvement among manufacturing, service and basinghe main goal of the Malcolm
Baldridge National Award is customer satisfactibhe award criteria reflect the following
seven categories: leadership, information analysigtegic quality planning, human
resource development and management, managemeptooéss quality, quality and

operational results, and customer focus and setisfa(lzadi et al, 1996, p.63).

5.9.5 The European Quality Award

The European Quality Award was launched during #®91 European Quality
Management Forum’s meeting in Paris. The Award dimezcognize organizations that
are paying exceptional attention to total qualdagpd to encourage others to follow their

example. The organization which seeks the Awardssessed on the following four
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criteria: customer satisfaction, employee satigfact business performance, and the

organization’s impact on society (Sallis, 1993 4p7b).

The Quality Management Systems and Improvement dsvaare developed in the

commercial environment where the market place ens&s determining standards and
value for money. In education, the case is a fieint as introducing a quality system is
an expensive and time consuming affair, and maypdyond the budget of educational
organizations (Sallis, 1993, p.66). Moreover, gagna quality mark or standard does not
guarantee quality. For the purpose of this stutlg, quality Management Systems and
Improvement Awards are beyond its aims as theysSaooere on accreditation while it

focuses on development and managing change.

5.10 Conclusion

This chapter focused on the various definitiongudlity and TQM. The main objective of
this chapter is not only to provide an overviewtltése concepts but also to examine the
diverse issues involved. The literature reviewedhis chapter has demonstrated that the
TQM concept has developed the methods of managemoentinspection through quality
control and quality assurance to TQM. The literatteview also showed that there is no
universally agreed definition of TQM. Each expedfides it according to the quality
concept involved in his field. In this study, TQMI defined according to its principles as
will be seen in the proposed model in the next tdragnd according to its implementation

framework presented in the final chapter.

With regard to the implementation of TQM in the imgss sectors, it has become accepted
as a management approach that helps organizatisiogenent. The literature review of
TQM implementation has shown that there are mamga&ttbnal organizations throughout
the world that have benefited from TQM and have rompd significantly. A critical
feature to emerge is the flexible nature of TQMtasan be adapted to specific contexts
and cultures and this will be critical in this sfuoh Omani education and working of the
MOE. This is in addition to the holistic nature DM which consider the management
dimension, the human dimension and the technicaledsion of the organization.
However, when looking at TQM in the context of charmanagement approaches, it is
clear as shown in the previous chapter that TQMiacples and requirement share

common concepts with the change management ap@®&cm changing the culture and



Maryam AlNabhani, 2007 Chapter 5, 102

the supportive leadership to training and evaluatio is also clear that TQM requires
identifications of problems as in problem-solvingpeoach. TQM also highlights the
importance of continuous learning for all involvedt further a change in values and
understanding to develop the idea and practicegectlto a learning organization. TQM
shares the unfreezing of the problematic assumpthsnn the three-step model. This is as
it requires culture change. It also requires cotidgcsurveys to identify the needs for
development as in the action research model. T mcludes redesign of some of the
processes as in reengineering. Similar to Full&MTbelieves in the importance of both
individualism and collectivism in changing the angation. This is in addition to some
other shared concepts such as requires data tblédcatake more realistic decision and

form planning.

Taken together, each organization is offered amastber of possibilities of implementing
TQM in a way that may best cater to its own needbsraquirements. Because of this, each
organization may develop its own model of TQM. Tiext chapter is going to deal with
TQM in education and propose a draft model thathmige used with Ministry of
Education Central Headquarters to meet Oman’s naedsequirements. This model will

then form the basis of the main study.
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Chapter Six- Total Quality Management in
Education

6.1 Introduction

The preceding chapter consisted of a literaturaevevabout TQM, the management
approach that started in manufacturing and busiaadsthen extended over the service
sector and particularly education. Research shbatskty adapting aspects of the TQM to
fit their own needs, education organizations exeed a better ability to manage the
process of quality, and maintain and enhance dpwedot. Vazzana.et al (2000 p.74), in
their study about TQM in business colleges fourat thost institutions benefit from their

attempt at using TQM to improve the quality of thestitutions. Similarly, Weller (2000,

p.39) in his study of using the TQM tools to idéntioot causes of school attendance
problems concluded that the application of TQM’sl$oand techniques to solve non-

academic problems is as highly promising as miadademic areas.

The purpose of chapter five was to give a genenalerstanding of the subject. The
present chapter is about how TQM has, and candneeptualized in an education system,
what benefits education can get from implementi@MI concerns about implementing
TQM in education, and case studies of some eduwtiorganizations which have
implemented TQM and what problems and benefits thaen encountered in this context.
The chapter concludes with a proposed model for T@Mhe Ministry of Education
Central Headquarters in the Sultanate of Oman.

6.2 TOM in Education Context

Increasingly, the implementation of TQM has extehdeer industrial organizations and
has turned failing companies into world leadersthdligh the origins of TQM are
grounded in statistical analysis of performancehvsitatistical quality control being the
principal tool for verifying the success of TQM rsaees, TQM lays importance on the
human element of an organization (Deming, 1986GrJut988). This makes TQM suitable

for service sectors in general and particularlycadgion.

Although educational organizations have been sldwesee the value of TQM, many of
them are now using TQM to improve their administraiand to face internal and external

challenges. As Mangan (1992, p.A25) notes:
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Faced with soaring operating costs and persistenblip demands for
accountability, a growing number of colleges andvarsities are turning to
TQM and its principles of customer satisfactionantevork, and employee
empowerment as a tool to improve how institutioresraanaged..

The literature contains innumerable cases of TQaklity Management principles
incorporation in education. The application randesn school settings (Weller and
Hartley, 1994 and Schmoker and Wilson, 1993) thdigeducation settings (Sahney et.al,
2004 and Wiklund et.al, 2003).

Some studies focus on the feasibility of implemanptiTQM in educational settings.
ALNabhani (2001) investigated in her study how tvelop the postgraduate studies
administration (PSA) in Sultan Qaboos UniversityQ(H in Oman using TQM.The

research has developed a proposed vision for thil B{stem for PSA at SQU. The
system consists of three elements: the objectithes, administrative systems and the
academic and research programmes. The researdeerdefined 5 stages for system
application techniques. They are the preparatiagestthe planning stage, the formative

evaluation stage, the implementation stage anfirthkevaluation stage.

Similarly, Ngware et.al (2006) investigated theesttto which secondary schools in
Kenya practised aspects of Total Quality ManagemBmey found that most schools are
not committed to strategy quality planning, thoutjey do promote human resource

development initiatives.

Some other studies present the result of TQM imptgation in educational organizations.
Anderson (1995) reported the results of a caseystoicevaluate the effectiveness of a
TQM programme at the University of Houston, CollegeBusiness Administration. She
found that the implementation of TQM had some pasitesults such as increasing the

student perceptions of service quality.

Moreover, some studies show that TQM is also usesblve some specific issues. Weller
(2000) reported that TQM principles can be useddenmtify root problem causes for
absenteeism. It also can help in identifying réalisolutions which yield positive results
in academic and non-academic areas (Further caldsewpresented in details later in this

chapter).
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6.3 Benefits of TQM for Education

As mentioned previously, TQM came into existenceabse of crises after World War II.
As the world is currently undergoing a dramaticraf@ and education is considered the
dominant competitive change tool, so TQM as coreduch chapter two and explained in
chapter five could be a reasonable approach foeldping education. The question to be
asked here is what are the benefits of TQM for atias? The literature review of TQM in
education shows that many writers have encourdgedise of TQM in education. Sallis
(1993, p.119-120) argues that an educational ozgton could benefit from applying the
TQM approach both in human and financial termslisSpbints out that some concepts of
TQM like ‘right first time’ cannot be directly impmented in educational organizations but
educational organizations can still benefit fronthswa notion. He indicates that if an
education organization applied TQM, mistakes wdl mainimized with clear systems and
procedures, and good team work through carefuklamaghtful planning. In this point, one
can notice that although TQM originally started nranufacturing and it has somehow

acquired business language, but it is still flexibhough to be adapted by education.

Murgatroyd and Morgan (1993, p.155) highlight thenéfit of holistic organization in
applying TQM. They mention that TQM is not concefn@st with the outcome of

schooling, but with the whole nature of schoolisgagorocess for all stakeholders.

Howard (1996, p.18-24) states the following waysvimch higher education can benefit

from implementing TQM:

Stakeholder value through customer focus.
Employee commitment and development through invoksmat.
Goal achievement through strategic planning.
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Services improvement through continuous processawgment.

5. Cost reduction through elimination of unnecessasks.
The areas Howard mentions highlight the benefitsTQM for education from three
different dimensions: human dimension, financiaheinsion and planning dimension. In
the human dimension, the stakeholders are satiafiddemployees are committed; in the
financial dimension, money and other resourcessaved; and in the planning dimension

strategic planning leads to goal achievement.
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To summarize therefore, the literature on TQM asguleat implementing TQM in
education would save time, money and efforts thinodiging things right first time. TQM
will also help education to show greater valuedtbrstakeholders, provide better quality

provision and communication and continue seekingwation and improvement.

6.4 Concerns about TQM in Education

Implementing TQM in education is not easy and treecgss for achieving success is long
and faces some obstacles and problems in preparatid through implementation. To
avoid these obstacles or try to minimize them,dhsra need to review them. One of the
problems associated with the implementation of T@Meducation is the commercial
undertone of the language, or jargon which is addi Kohn (1993, cited in Drennan,
2000, p.179) has suggested that this jargon cam thiaturbing pedagogical implications. It
may invoke fears of increasing managerialism andimlag academic autonomy within
education. These issues centre around the conckfite customer, accountability, value

of money, fitness for purpose, and ‘right first &m

As far as application of TQM in education is comeezt, the identification and satisfaction
of customers appears to be a critical problem.aatikan (2001, p.551) states that in
education customers can variously be students,@misd or government. He adds that this
creates a considerable lack of focus for the graoysved with the processes. In an effort
to identify their customers, the quality council af university generated a long list
including students, parents, alumni, employersetgcfaculty, local community, academic
disciplines, and staff (Sirvanci, 2004, p.383).haligh it seems a long list, some seem to
be secondary or indirect customers or in a moréalske term in education contexts,
stakeholders. However, West-Burnham and Davies41990-11) find that the undertone
of the language of customers and accountabilityseawo problem because in education,
efforts are placed to help students to find meaimingd purpose in their educational lives.
This is a way to satisfy customers which Lomax|€tl896, p.4) called the self-driven

quality of the educational managers.

In addition, the main tenet of effective communmatrequired for TQM implementation
in educational organizations is rarely reached ké#ithan, 2001, p.551). However,
communication is not only required for TQM implentetion but it is essential for the

success of any management approach of any orgamizat
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The fact that some of the literature is critical T@]M does not preclude a TQM-based
approach from having a valuable role to play intienagement of quality in educational
settings. As the literature review of TQM in ediima reveals that much of the negative
perception of TQM may be based either on a miswtadeding of its core principles or
lack of application requirements. Howard (1996, 7p.ktates that the staff of an
organization may resist change through TQM foraugireasons. They might be afraid of
the unknown or they might lack time and resouréesording to Coate (1993, p.314-318),
these were some of the problems that faced theemmaitation of TQM in Oregon State

University.

Similarly, Schmoker and Wilson (1993, p.390) initheook “Total Quality Education:
Profiles of Schools that Demonstrate the Power@&hihg's Management Principles” note

the reason behind the failure of TQM in educatiettisgs:

If TQM seems to be failing in some settings, thler&acan be attributed to
what employees in private industry not infrequetgly us: management has
adopted the trapping of Deming’s work without beimidjing to redistribute
power and place unprecedented levels of trust ipleyees.

Freed and Klugman (1997, p. 126) point out thaddition to lack of time and resources,
lack of understanding TQM can be another obstaat@n§ TQM implementation in

education or a main cause for its failure.

Murgatroyed and Morgan (1993, p.190-6) investigatesl reasons for TQM's failure in

education and classified them into two groups: |@mwmis related with initiation and

problems related with the post-launch. The problesteted to the initiation or the start-up
of TQM are: the lack of leader commitment, poomgléor TQM deployment, lack of an

adequate database on which to develop the TQMiivié and lack of appropriate skills
within the organization. On the other hand, thebjams that arose after implementation
were: problems of team formulation and purposebpleras of paucity of process and
performance data, problems of scope of TQM stratéging problems without fixing

processes and losing momentum.

According to the previous review of the major obka of TQM in education, one can
identify some pre-requisites of TQM implementatiom education. First, TQM in
education, as elsewhere has to be managementtlsgnior managers of educational

organizations do not commit to the TQM implemematicommitment of other staff will



Maryam AlNabhani, 2007 Chapter 6, 108

not be expected. In other words, senior managemest be able to believe in the TQM
benefit to the organization and effectively conibig to their staff. Moreover, to avoid

failure, there must be group work commitment. TQNplementation does not involve
only senior management but the total workforcehef organization. In order to achieve
this commitment, cultural change is a pre-requigitelr QM implementation in educational

organizations. This will not only change beliefsTiQM benefits, but it should also create
the momentum for continuous improvement. It may alsquire a change in the way
service provision is perceived. In other words, nghiag the view to stakeholders and
planning to satisfy them will bring other changégat TQM brings is the idea that a clear
purpose of organizational development must be iflethtand a clear plan is consequently
drawn. In addition, data gathering and analysismgortant to avoid TQM failure.

Educational organizations must use process anadrpehce data effectively to measure
their quality and to plan clearly where and howgtoin the future. However, data should
not be used to fix problems but to fix processesother pre-requisite for TQM

implementation is training and education. As margm above, a cause of the failure of
TQM is a lack of understanding about TQM and a laic&ppropriate skills. TQM training

is required for everyone in the organization whetlieey are managers or staff.

Understanding TQM helps to develop commitmentd@pplication.

6.5 Case Studies of TQM Implementation in Education  al
Organizations

The purpose of this section is to review the exgmeres of some educational organizations
with TQM in order to gain appreciation from thexperiences in proposing the TQM
model for the MOE in Oman and in developing the lengentation framework. As with
benchmarking, it is better to learn from the exgeces of others than starting from
scratch. While the literature covers many educatioganizations which have adopted
TQM, most of these are in higher education, for pinesent study’s purpose six case

studies will be examined.

6.5.1 The Oregon State University (USA)

Oregon State University (OSU) is one of the firstiversities to endorse TQM as a
management approach. OSU adopted TQM to improvepisations and services while
downsizing. OSU’s top management committed to TQdliaation and decided to show
success on the administrative side before startiragply it to the academic side. This was

achieved through the help of excellent companidb WiQM programmes such as Ford
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Motor Company, Xerox and Motorola. It has developgulan that spans three main stages
which consist of planning, implementation and afgala Coate (1993, p.306) states that
the application of this plan took five years to dshieved. However, after three years of
starting the plan, OSU’s implementation of TQM sBowositive improvement in

operations and services within the university.

6.5.1.1 Planning For TQM

After deciding to implement TQM, OSU followed th@lbwing steps as a planning stage:

» Exploring Total Quality Management through visiticgmpanies with TQM
programs, inviting Deming to visit and explain TQMading key resources
and attending TQM classes.

* Forming a pilot study team which was seen as ailegqrexperience for the
OSUr's staff and a model for future teams. It caesiof 10 managers and
front-line workers, a team leader, and a trainiffiger/ facilitator.

« After the first pilot team experience, they begamplementing TQM by
focusing top management on strategic planning,udiog the following
steps: defining the mission, understanding custemeentifying the critical
processes of the president, developing the visiod adentifying
breakthrough items.

* Developing a preliminary five-year plan based upoiority breakthrough
items and the Malcolm Baldrige National Quality Ada&riteria.

» Developing a training program, a quality manual amdcognition system.
» Establishing daily management system.
» Establishing standing cross-functional teams.

6.5.1.2 Implementing TQM

According to Coate (1993, p.306) the first stagevioaced the management that teams are
essential to the TQM implementation. They alsoizedl that TQM should not be applied
without a period of research, adaptation, trairand pilot testing in the actual setting. This

stage consists of the following steps:

* Forming finance and administration daily managentesuns.

e Improving TQM training.

* Involving new administrative area.

» Developing cross-functional management.

* Recognizing the efforts of TQM teams and celebgativeir accomplishment.

* Implementing TQM strategic planning in academid.uni
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6.5.1.3 Appraising TQM

Answering the question “Will TQM work in higher echtion?”, Coate(1993, p.312)
answered: “yes.” OSU has seen results after theaesyof application, processes have been
improved, and there has been saving in terms of,timaterial and money. TQM also

empowered people at all levels and improved morale.

There are six key points to the success of thécgbion in OSU:

Support from the top.

Just do it!

The teams are everything.
You need a champion.

o bk W DbdRE

Breakthrough planning helps.

6. Try service first.
Although TQM succeeded at OSU, there were a numbdrarriers to implementation
(Coate, 1993, p.314-318). The language of TQM coimes industry not education and it
is unfamiliar to most middle managers. This is @diéion to the time, scepticism and

attitudes about any fundamental change process.

6.5.2 University of Bradford Management Centre (UK)

Bradford’'s Management Centre is one of the mosfsrbusiness schools in Europe. In
1987 the centre established the European CentreT@v (ECTQM). It is actively
involved in research, teaching, and advisory warkall areas of quality management.
During 1990s the centre decided to adopt TQM ireotd face the strong challenges of
competitiveness (Oakland and Porter, 1995, p.339-3Bfter holding two strategic
planning workshops to examine the feasibility dfoducing TQM into the Management
Centre, ECTQM developed a TQM model to improve ¢hstomer-supplier relationship
and the processes that link them as a core valueQdfl (Oakland and Porter, 1995,
p.337). In implementing the strategy of TQM, it wasognized that TQM implementation
requires considerable time and commitment to then@iof continuous improvement. It
was also essential that TQM initiatives be fullyegrated with the Management Centre’s
philosophy and system. Hence, the application ¥l certain steps (Oakland and Porter,
1995, p.337-345):
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« The establishment of a quality council (QC), catmsgsof the director of the
centre, two professors, two programme chairs, ardeg a secretary and a
computer officer (technician). The council respbiigies included: updating
the mission statement, identifying the critical segs factors, providing
overall strategic direction on TQM for ECTQM, edtslng plans for TQM
implementation, setting up process quality teamsjewing progress and
revising development plans.

* Involvement of teamwork for quality improvementvatvement in quality
flowed down through the organization using a streed team method
involving Process Quality Teams (PQTs) and Qudittion Teams (QATS).
PQTs are responsible for breaking down and desgritiitical processes and
prioritising and selecting processes for improvem@&@ATs are responsible
for defining and improving particular processesigis=d by QATS. In
addition, they are responsible for identifying €flaglders, measuring and
comparing results with requirements and improvirge tprocess and
documenting it.

» For the purpose of fostering the understandinghef grocess involved in
implementing TQM in the Centre, training for alatwas held in the form
of a workshop for the Executive Committee and tredgssoriate. Tools such
as the Myres-Briggs Type Indicators (MBTI) were dise help members to
understand themselves and their colleagues and roongte effective
teamwork. The action plan for implementation of T@¥Mthe Management
Centre was also reviewed. Moreover, all staff halcem part in a one day
workshop that was led by the professor of TQM aadlitated by members
of his department. The outcome of these workshops that all staff were
encouraged to participate in the TQM process aviddal and team level.
Further training on process improvement methods wawided to the
various teams on an ‘as-needed’ basis. It was ¢ggdbat academic staff
should be familiar with techniques such as flowrtihg, brainstorming,
cause-and-effect analysis, and the use of datemtason methods.

TQM was successful because of the people’s willesgnand the ability to work together
effectively. Nevertheless, many areas in teamwookymunication and measurement were
highlighted for improvement. As Oakland and Po(tE®95, p.346) emphasizes, sharing
the values of the programme is also important tuea® the shared goals critical to the

future of the Centre.

6.5.3 Aston University (UK)

Aston University applied TQM as a means of ensumogtinuous improvement and

progress towards Aston’s mission to be a leadiogrtelogical university and as a means
of addressing severe funding reductions. Its gragglan for improvement hinged on five

key elements: academic structure, corporate idenphysical restructuring, advanced
academic support services and focus on customey @ad ability to attract and retain high
calibre staff and students ( Clayton, 1993, p.363).
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Total Quality Management has been drip-fed to Adfioiversity over a fairly long period
of time. It required the formulation of a missiondaan understanding of the processes
which interlink to allow the achievement of thatssion. The strategic plan for the
implementation was rooted with the concepts of lifigng the customers, understanding
their needs and serving them well. The plan focusethe following steps (Clayton, 1993,
p.365- 371):

e The establishment of a quality council comprisimg tuniversity’s most
senior academic and non-academic managers. Thegand the council is
to review the university’s processes and critiaatcess factors in order to
identify key issues for improvement.

« Raising quality awareness through a series of aveasse courses. These
courses provide early education and training fauacand potential council
members. In addition to the awareness courses fhespecific training in
quality management tools and techniques.

e Using quality function deployment to ensure thetaoner satisfaction. This
method was applied in the Department of Vision S&a#s. There were eight
essential areas to consider: students’ wants aedsneskills necessary to
meet the wants and needs, programme and coursentomideliver the skills,
organization and assessment of the programme, reesgumplementation of
the programme, monitoring discrepancies betweefsgoal outcomes, and
control of the system in changing circumstancesvéler, the experience of
guality function deployment showed it to be a cosmpbol.

Aston University did not use a particular TQM modbeit instead only used the TQM
principles, tools and techniques whenever approgpr@énd possible. As Clayton (1993,
p.371) states, because of Aston’s quality ‘drip-fgaproach, it was difficult to provide an
objective assessment to its success or of itsamast the years. He also adds that Aston

would only succeed if everyone has enough commitneeaddress external challenges.

6.5.4 Griffith University (Australia)

Griffith University was established within a periofirapid expansion of higher education.
Its aim was to respond vigorously to the imperaig€external accountability while at the
same time introducing quality development systehrsughout the university (Meade,
1995, cited in Tang and Zairi).

The key principles of Griffith University for qu&yi management are expressed in quality-
oriented processes and attitudes across the wtaniger of activities. The quality
management plan can be summarized as follows (@addairi, 1998, p.545-547):
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« The vice-chancellor and senior executive take dinesponsibility for
leadership of the university’s quality plan.

* Quality commitment to all university elements.

« Continuous improvement is everyone’s responsibility

« Deployment of resources to support quality managgeme

* Quality management responsibility is best handedg®rational levels.

* Encouragement of the diversification of quality ragement forms.

e Development of staff.
From the quality principles and mission statementical factors of strategic importance
are identified: teaching and learning, researchmroanity service, institutional
management, priority resource allocation, enhantgwipnical and information support,
and quality advancement procedures. These faatorsefl a framework for further actions

in the quality plan.

In implementing TQM, each faculty formed its ownatity committee to provide

leadership and to increase quality improvemenaatlfy level. Responsible officers (e.g.
deans) are charged with ensuring that performargets are achieved within the specified
time. As a part of staff development, brainstormisagused to identify strengths and

weaknesses.

Griffith University learned that the commitment thie staff to the quality initiatives and
staff development, in addition to the stakeholdens'olvement and empowerment are

essential to the strengthening of a quality culture

6.5.5 Red River Community College (Canada)

Red River Community College (RRCC) decided to embrine concept of Total Quality
Management to provide an operational philosophyaane programme curricula and
establish business opportunities in order to faeechange that resulted from moving from

being a provincial government department to beirggoavn corporation (Knowles, 1994,
p.3).

RRCC adapted W. Edward Deming’s philosophy to eréstown TQM approach which
focused on (Knowles, 1994, p.4-5):

« The establishment of a clear statement of organizatmission.

* Active commitment of the chief executive officer.
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* Employee involvement in planning and implementation
» Definition and development of the processes to eodgood employee job.
» Identifications of customers and their needs.

* Movement of responsibility and accountability asdawn as possible in the
organization.

* Ateamwork approach that involves the workers iwiag problems.

e The use of data and graphical tools in decisioningak

» Establishing permanent change through continuopsawement.
The Implementation of TQM at RRCC began with théalsshment of 16-member
implementation team which acted as a steering cti@enfor the entire institution. An
external consultant was used for the first two rherds a facilitator and a team builder to
work through the initial stages of gaining commaerstanding. TQM was used to solve
common problems such as the difficulties associaiéid students having multiple student
numbers. Other TQM projects focused on Market Drivigaining Centre processes,
ergonomics in the work environment, production oimenunication and promotional

materials and a divisional approach to managemerg wsed.

According to Knowles (1994, p.9) a full implemeiat of TQM results in a cultural

change for the entire organization, a process wéihduld be viewed in terms of years. He
adds that the introduction of TQM is most difficfdr management; particularly those at
the more senior level. He concludes that TQM at RRftade satisfactory progress and

started to reap benefits.

6.5.6 Pinellas County School District (USA)

Pinellas County School District is the seventh éatgschool district in Florida. Its schools
serve communities across a full spectrum of londl@ban environments, socio-economic
groups and ethnic groups. It adopted TQM as ateéuhe challenge set by the president
of At&T Paradyneto Pinellas management to embrax#irtuous improvement and the

new accountability legislation enacted by the stdt€lorida (Hutton, 2000, p.1)
The implementation of TQM followed the followingegis (Hutton, 2000, p.1-2):

» Senior management began to learn about quality gesment.

» Developing internal expertise that was requireeathan obtain some ready
improvement methodology and rely on outsiders twigle the expertise.
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* Pinellas Country School District applied for thedia Governor’'s Sterling
Award. This award was based on the Baldridge Award.

 The management of the transformation became atifiodl- enterprise for
those school district employees who were involved.

e Pinellas Country School District has its own intrnBaldrige-based
assessment and award system. The SuperintendengdityQ Challenge
(SQC). This system provided a means for the ditsrgchools to understand
quality management and assess their own managesystems and create
improvement plans.

* The introduction of leadership training and devetept for principals-to-be.
This was to provide this critical group with contous improvement skills
needed in the schools.

* A decision making process at the school level wasduced.

* Classroom Learning System was introduced based emirigy’'s problem
solving Plan-Do-Study-Act cycle.

TQM succeeded at Pinellas Country School Distilibie most significant indicator is that
this district was identified as the top school mitstin the state of Florida in terms of
overall student achievement (Hutton, 2000, p.3).

6.6 Lessons from Case Studies

Learning from other experiences is as old as his#®s mentioned previously, the purpose
of presenting case studies is to learn how thejieppQM and propose a model that suits
the Ministry of Education in Oman. The following regraphs summarize the lessons

learned from the analysis of the six case studestioned in this chapter.

All of the six educational organizations began pplg TQM as a means to respond to the
great demand for change and improvement. Some T&M to face the reduction of
funding or the challenge of competitiveness. Thisthe case in the MOE; it faces

challenges and needs to encourage improvemenis@ssed in chapter three.

In Implementing TQM, educational organizations foomadapt different TQM models
according to their needs. Later in this chaptef@TImodel which has been generated will
be presented. The investigation will examine howehsa model should be developed for

the MOE in Oman and will identify issues in the lempentation process.

TQM requires creativity, responsibility and panpiation from managers and staffing in an
environment of collaboration and open communicatibrequires commitment at the top

level. It needs strong visionary leadership thdt facilitate the cultural change toward
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continuous development. TQM also demands the estabént of an environment of
teamwork. A structure like the quality council galay a key role in the success of TQM
implementation. In the case of the MOE, it can takerm of a directorate attached to the

Minister’s office.

Another important lesson about implementing TQMhigt stakeholders play a major role
in planning the organization’s processes. The M@Rraeducational organization should
aim at satisfying stakeholders’ needs.

Nevertheless, TQM demands time, effort and a vghiess to change. It creates a learning
organization where education, training and re-etioicaare essential for TQM success.
TQM requires staff at all levels to be motivateddtw not only what is better but what is
best by the involvement and empowerment of alf.st&@M is about believing that there is
always a better way of doing the services of thgawization. So, involvement and
empowerment, training and education, and continwoysovement are characters of the

TQM organization.

The implementation of TQM seems to be more effectivt is gradual and well-planned.
It also needs appraisal using quality tools anfirieues. This is a very difficult task but
not impossible. It just needs time and patienceaawmi@w point that says “If they can do it,

why can’'t we”

From the previously discussed case studies, it sebat TQM approach succeeded in

educational settings and this success can bedtadshto the following results:

* Saving time.

» Saving effort in the long term.

e Saving money and resources.

« Establishing a quality culture.

» Identification of strong and weak points.

» Stakeholder empowerment and involvement.

« Communication empowerment.

» Better understanding of stakeholders and their sieed
e Building a positive teamwork environment.

» Raising authority delegation.
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A TQM approach is one which human-centred and wtakks as its core tenet the notion
of continuous quality improvement. It is managenmathe sense that it must be supported
and encouraged by senior management. It is instea@ akin to the approach of the
Ministry of Education in Oman in which each memlodérstaff is valued, both as an
individual and as member of the Ministry team. Tlmelistic approach to quality
management seeks to involve everyone in the aamieneof successful outcomes for the
organization as a whole. The emphasis is on inmmvand development which are the
central aim of the Ministry at the present time. MQtresses reflection and review-
qualities which are essential in an environmenhsagthe environment of the Ministry of

Education Central Headquarters in Oman.

6.7 Proposed TQM Tree Model for MOE in Oman

From the review of the context of the SultanateQwhan (chapter 2), describing the
education system there (chapter 3) and discuskmgesults of the pilot study (chapter 3),
it could be said that there are prominent effortsdeveloping the education system in
Oman generally and the Ministry of Education patady. It seems that all the
requirements for development are available. Howebere are some issues related to the
MOE. These issues might be solved in the conteXi@¥1. Hence, TQM for the MOE is
not intended to bring in an alien system but ratbagive form and clarity to principles that
are already a part of the organizational cultur@MTin the MOE is understood as
application of management techniques for continuoysovement with appropriate tools
for meeting and exceeding the stakeholders’ need€apectations. The TQM emphasises
that the MOE should have a vision of what it watatde and clearly define its mission

compatible with its vision, and then translate thts attainable, specific meaningful goals.

In the light of TQM principles, the successful ilempentation of TQM in education and
the issues arose from the pilot study discussetiapter three, this study proposes a model
of TQM for the Ministry of Education in the Sultdraof Oman. This model consists of
seven elements: commitment toward TQM, focus orkestalders, involvement and
empowerment, continuous improvement, training ahetation, tools and techniques, and
rewards. In this model, TQM is considered as a tmgd seven branches (the TQM
principles). The model will be described later istchapter and will also at a later stage
after the analysis and discussion of the field woekreviewed for its feasibility in the

MOE in Oman. The field work is intended to gathbe tviews about the principles
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underpinning this proposed TQM Tree Model (FigurE) @nd the structures and practices
associated with this model. The views of staff atatkeholders have been sought.

6.7.1 Commitment toward TQM

Amongst experts on TQM, there is widespread acoeptathat senior managers must
demonstrate serious commitment to the implememtaifor QM. Moreover, most models
of successful TQM implementation emphasize the majud substantive role of the
commitment of top management. Thus, the top masdgeeducation organizations must
play the role of the model to whom others lookdo duidance and help. Murgatroyd and
Morgan (1993, p.196) state that it is critical ttieg top management understand what it is
they are getting into, recognize the work they steeting and must commit to achieving
their vision through TQM.

Similarly, Seymour(1992, p.15) states that theqduphy of strategic quality management
means that the leadership of an organization owstey the message that the continuous
improvement satisfies stakeholders and becomesniksion of every member of the
organization. It is necessary for senior managenreithe MOE to clearly demonstrate

their commitment to change through TQM by leadititees in its implementation.

While Oakland and Porter (1995, p.X) argue that T@Mst start at the top level with a

serious commitment to quality, they highlight tlaetfthat the middle management has a
key role to play in communicating the message.iS@1993, p.126) agree with them and

emphasizes that middle managers alone cannot erssww@ess. This points out the

importance of cooperation between middle managemedt the top management by

stressing the essential role of top managemeniosupp

For MOE, this principle is of a great importance smsne of the issues highlighted in
chapter three will be solved through this principlé@is is in addition to the role that top
management plays in legislation and decision makihigh makes any change impossible
without its support.

6.7.2 Focus on stakeholders
There is no doubt that satisfying stakeholders esoa critical criterion in business

competition. Education is no exception when it certethis criterion. This is clear from
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the definition of quality and TQM presented in ctemdive. Stakeholders’ satisfaction is

one of the most important features of TQM.

In achieving this element Sallis (1993, p.126) |sg that there must be a striving to meet
internal and external customers’ needs and expecstatHe adds that it is important to
involve the customers in the process becausetliteis views that count, not those of the

organization’s management.

In valuing this element Bergman and Klefsjo (199423) justify that it is more expensive
to gain new customers than to keep ones who afiedf or even more easily, ones who
are delighted with a product. In education, focasstakeholders deals with the issue of
identifying the different stakeholders and theipeatations. The stakeholders are internal
as well as external. Dahlgaard et al (1995, p.4#ie that the external stakeholders are the
students, the different organizations where grauabntinue their careers and the wider

society. The internal stakeholders are the studerdghe employees.

Thus, the MOE has to seriously consider how to taairtheir stakeholders’ satisfaction.
This requires the development of long-term plannamgl of a commitment to quality

services. This is in addition to the identificatioistakeholders and their needs.

6.7.3 Involvement and empowerment

TQM can only progress when it involves every empioyn the organization. With each

employee practising quality principles and valuesviork activities, quality services are

assured. Most TQM gurus agree that the organizastoould allow everyone in the

organization to share the process of improvemems participation gives the staff a deep
understanding of the quality improvement procedss Blso gives them the feeling that
they are a substantial part of the organizationrddeer, empowerment is necessary to
maintain speed in providing quality services. Marggd and Morgan (1993, p.121)

explain this in the context of schooling as follows

Empowerment is the ability of an individual or are within the school to
work in their own way within an agreed time andhwéigreed resources to
achieve a goal set by the leadership of the school.

However, empowerment does not mean that teamsthavieeedom to determine goals or

redirect the goals of the organization indepengerilurgatroyd and Morgan (1993,
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p.121) point out that empowerment begins when tkiervand the goals have already been

set by educational organization leader.

All staff involvement and empowerment are necessany organizations that have
transactions with a variety of stakeholders andydsiekeholder complaints, such as the
MOE. This is especially true as the pilot studgutes revealed that the MOE has some

problems with empowerment.

6.7.4 Continuous improvement

Continuous quality improvement is a process thatsato focus on solving problems
during processes and not waiting till the end & finocess. Deming (1986, p.49) in his
fifth point advises that the success of the orgation depends on improving constantly the
system of production and service. It is the tasknaihagement to ensure that there is a

continual process of improvement throughout theoization.

Continuous improvement is central to any TQM orgaton, educational organizations

are no exception. Sallis (1993, p. 36) explains tha

As an approach, TQM seeks a permanent shift imnatitution’s focus away
from short-term expediency to the long-term quaiityrovement. Constant
innovation, improvement and change are stressedl tlaose institutions which
practise it lock into a cycle of continuous improent.

For an organization such as the MOE which triegrtprove regularly and keeps a pace
with the demand of globalization, continuous imgaent will be an aid to achieve its

goals more easily and perhaps more quickly.

6.7.5 Training and Education

In order to achieve the previous elements and taalile to implement TQM in an
organization, managers and staff have to be traiodat able to deal with the changes in
the organization and not to fear from their invohent. As mentioned previously in this
chapter a major cause of the failure of TQM is Itk of training in TQM or the fear of
staff from being involved in something they do konbw about. Sallis (1993, p.128) states
that:

Staff development can be seen as an essentialaioblilding the awareness
and knowledge of quality. It can be the key striatethange agent for
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developing the quality culture...it is important ihet initial stages of
implementation that everybody is trained in theitmesf TQM.

Thus training and education are necessary to peovithnagers and staff with an
understanding of the aims of the development. Adgphis process in the MOE in Oman
will help in reducing the fear of implementing nemethods and will help in identifying

the roots of problems. Moreover, it will help thafsto perform their tasks correctly and

precisely from the outset.

6.7.6 Tools and Techniques

One of the core concepts of TQM is focusing ongfathis means that TQM involves the
belief that measurement is a very significant pssaa evaluating whether an organization
is functioning competently. TQM uses different ®ahd techniques, mentioned in chapter
five, to achieve its aims. These help the orgaiumato have feedback on the quality
achievement and at the same time planning for tigoiag improvement. According to
Murgatroyd and Morgan (1993, p.155), TQM uses taold techniques not for the purpose

of measurement as an end in itself but measuretnenéake informed decisions.

While the whole strategy is what makes the diflezeio performance, some
aspects of TQM do concern ‘hard’ data and informatibut these are often
misunderstood. The critical issue is: how can whkecb good information so
that we can make good decisions? The focus and asigpls upon making
decisions, not measurement.

As discussed in the pilot study results in chaftteee, MOE suffers from the unrealistic
decisions that are not easily applicable in schdolsmplementing this principle in the
MOE, decisions will be more realistic and appliebl

6.7.7 Rewards

The most important reason behind establishing am\system in an organization is to
encourage staff to work harder and more succegsfadllis (1993, p.37) believes that to
do a good job employees need encouragement angnigoa of their achievements and
successes. They need leaders who appreciate ttieevament and lead them to even

greater success.

Rewards have been found to contribute to the saatfethe implementation of TQM. This

principle is strongly advocated by TQM gurus andely adopted by TQM organizations.



Maryam AlNabhani, 2007 Chapter 6, 122

Juran (1989) believes that a reward system is aporitant issue in encouraging

organizational development. He argues for the bisneffthe reward system:

The reward system not only serves its basic purgdseewarding human
performance; it also serves to inform all concerraddthe upper managers’
priorities. If goals are revised but the reward &8 is not, the result as
viewed by subordinates is conflicting signals. Magbordinates resolve this
conflict by following the priorities indicated blye reward system (p.211).

While Crosby does not encourage monetary rewardsadivocates recognition as a

necessary component of TQM. He states that (1989) p

| do not encourage the carrot-and-stick approachlways thought that was a
dumb idea. People are thinking, caring beings, &m&y can tell whether you
respect them or not. They work for appreciation atite sense of
accomplishment they get from doing the job weleyTtho not work for money.
They need it, and it is important, but money isuwsl motivator.

Reward system approved its effectiveness in TQMesg in practice. For example, Ab
Rahman and Tannock (2005) in their study of TQM Ipesctices in Malysian companies
found that rewards and recognition systems are iderexi one of the TQM
implementation’s success factors. They state thatvedi-designed staff and team
recognition system is effective in reinforcing amacouraging the desired behaviour and
motivating staff involvement. Similarly, Wruck andensen (1998, p.414) note the

importance of reward system as follows:

For TQM to create lasting improvements in efficiend is desirable to
establish a system of rewards and punishment tbatptements the new
allocation of decision rights and the new perform@amrmeasurement system.
We define rewards broadly to encompass all typeewérds; both monetary
and non-monetary including the satisfaction gerestaby participation in
TQM activities...all these rewards are valued by @yges and so provide
motivations or incentives.

Theoretically and practically the importance offbatonetary and non-monetary rewards
was highlighted. In an organization such as MOBm@kination of both types of rewards
could be used to provide motivation for staff. Wistaff know that they will be rewarded
for their extra efforts they make for MOE developmehen, will there be the sense of
teamwork and continuous improvement that allows T@QNe implemented effectively in
the MOE. This is especially true as the pilot stuelsults revealed that the rewards in the
MOE are not systematic and not fairly distributetbag staff.
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Figure 6.1 The Proposed TQM Tree Model

6.8 Conclusion

The analysis of the literature related to TQM imgml and within the educational context
and the successful implementation of TQM in edoce organizations has raised some
important and interesting lessons such as desigoingdapting a TQM model that is
suitable for the organization’s needs. Anotherdasthat was pointed up is that TQM's
implementation requires management support, staffolvement, teamwork and
communication. The case studies also highlighted the TQM implementation demands
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time, effort, training and commitment. To proposE@M Model for the MOE, the lessons
learned from the case studies with the TQM prireg@nd the issues arising from the pilot
study were considered. The proposed TQM Tree Moalesists of seven TQM principles:
commitment toward TQM, focus on stakeholders, imgolent and empowerment,
continuous improvement, training and education|st@md techniques, and rewards. The
next chapter describes the methodology used instaidy followed by the data analysis

chapters.
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Part Three
The Methodology, the Data Analysis and the
Recommendations
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Chapter Seven- Methodology

7.1 Introduction

It was established in the overview that the key$oof this thesis is to explore the use of

TQM as the means of developing the MOE. Three mesparch questions were identified

and this chapter will detail the data source chdseprovide an evidence base to address
the research questions. Moreover, it is intendeprésent and explain the procedures and
methods used to conduct the data collection and aa&lysis of the study. This chapter

also deals with definitions of such terms as ‘rese& education’.

Stringer (2004, p.3) states that when we condustareh in relation to education, we
collect information about a particular subject. Hmer, Stringer also thinks that research
is a form of transformational learning that inciesmshe “stock of knowledge” that helps
people to deal with their lives more effectivelyaf8ey (1999, p.39) was far more specific

in defining research in education as:

Educational research is critical enquiry aimed atfarming educational
judgements and decisions in order to improve edogat action.

Additionally, Denscombe (2002, p.27) shows that ohehe purposes of research is to
develop good practice and enhance existing perfoceia

The aim of the research is to arrive at recommeiodatfor good practice that
will tackle a problem or enhance the performancethed organization and
individuals through changes to the rules and prared within which they
operate.

Thus research in education includes collecting rmftion critically in order to solve

existing problems and improve educational perforreann this particular study, research
is firstly collecting information about the situati in the MOE and the problems facing it.
Then, secondly collecting information critically ali the possible ways of changing,
improving or developing the current state of the BI@n this research the final stage is to
propose a model and draw a framework about hovexisting problems could be solved

and how to enhance the performance of the MOE.

According to Wiersma and Jurs (2005, p.4) the mead educational research could be
summarised in five main steps: identifying the peatn reviewing information, collecting
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data, analyzing data and drawing conclusion. Is #tudy, the stages in the research

process are described as in figure (7.1):

The thesis context

The pilot study

The Literature Review

Deciding the method

(& l J
| 1
[ Qualitative ] [ Quantitative ]
|_( Quantitative analysis result§J

. - - )
Qualitative analysis results

\\ J

N )
Key personnel Interviews

\\ J

( TOM Tree model Modificatio
. and Implementation Framew

Figure 7.1 The Research Process Stages

7.2 The Literature Review

As the first stage in the research process is ldeg adentification and formulation of the
‘problem’, a prior review of literature related tioe development of education system in
Oman and the challenges facing it and the impoetasfcmanagement of change was

undertaken. The research questions were then framed

1. What are the areas of work in the Ministry of Edigrain the Sultanate
of Oman that need to be developed?

2. How do stakeholders view the principles of Totak{ity Management as
a tool for ongoing development?

3. What model of Total Quality Management could be liggpto the
Ministry of Education in the Sultanate of Oman?
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The research questions form the basis of the refsead the core of what the research is
seeking to find. Moreover they help in finding thatable methodology or methodologies

to undertake the research.

In order to derive appropriate remedies for rede@roblems, researchers are expected to
employ suitable methodologies. Muijs(2004, p.3)estdhat while it is important to use the
right data analysis tools, it is even more impdrtaruse the right research design and data
collection tools. At the preliminary stage, befateciding on the methods and after the
identification of the problem, the aims and objeesi of the research had to be clearly
determined and the value of adopting one or moseareh methodologies had to be
assessed. The methodology selected for any respap@trt must be appropriate to the

goals of the research and for answering the questio

It is widely accepted that more than one methodny given study can be used (Cohen
et.al, 2000 and Yin, 1984). The reason for choosingse a number of methods in this
study was the distinctive contribution that eachrtipalar method could offer in
investigating the research questions identifiedtha overview and previously in this
chapter. As this thesis utilizes a number of défgrapproaches, the following sections of
this chapter discuss the different methods usddrm including the reasons behind using

each method in this research.

Research methodology can be broadly divided inemgtative and qualitative approaches.
In a quantitative approach, the researcher seelkanatyse data which is presented in
numerical form. In contrast, a qualitative appro&clone which describes data in words
(Krathwohl, 1993, p.740). Wiersma and Jurs (2008,3{14) go deeper than just
considering the way data are presented. They Stateuantitative approach is deductive,
reasoning from general to specific, theory-basediext-free, and it is done to determine
relationships, effects and causes. On the othet theay state that a qualitative approach is
more inductive, reasoning from specific to genedlaks not emphasize a theoretical base,
context specific, and it is done to understand adophenomena. They conclude the
comparison by highlighting that both approachesvataable and have relevance for the

educational improvement.

The qualitative versus quantitative idea is widdibated in the educational research

literature. Some researchers advocate only onbkesetapproaches but others support the
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idea of a combination or triangulation ( Muijs, 20@ohen et.al, 2000 and Yin, 1984).

However, these two approaches have different camgai¢ary strengths.

Generally, this study utilised the two approachpslitative and quantitative and uses
more than one method to collect data. Questionmaingl interviews were both used. The
combining of both approaches can be used to trlatyudata and overcome the
weaknesses, biases and limitations of using justanthem. In addition, using both of
them helps in the collection of more comprehensing robust data. Yin (1984, p.92) for

example states that:

...any finding or conclusion in a case study is likédb be much more
convincing and accurate if it is based on severdferbnt sources of
information...

Using more than one method of data collection exstudy or instrument or more than one
source of data to study the same subject is célledngulation”. It is a “multimethod”
approach to conducting research: if the outcomeswof or more different methods
produce consistent results, the researcher withbee confident that his findings are valid.
(Cohen & Manion, 1994, p. 233-234).

Triangulation is particularly suitable for this diu because of the nature of the
phenomenon under investigation. In this study, thews of different groups, top
management and both internal stakeholders in theEM@d external stakeholders in
schools and Regional Directorates are includedrefbee it is very useful to gather rich
data in order that the views of different groupsyni® compared and contrasted.
Moreover, triangulation may allow the researcheintprove the accuracy of conclusions.
Cohen & Manion (1994, p.239) think that trianguatiis suitable when a more holistic
view of educational outcomes is sought. The desfghe study is intended to provide this.
Thus to gain a broad feel for the acceptabilitytioéd TQM ideas in the MOE, the
questionnaire was used. Then in order to provideerspecific detailed information about
the problems that might face the application of T@QMthe MOE and to identify the
facilitating factors that might help the implemerdn, the interview was used. The results

from both sources together provide a more holisgav.
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7.3 The pilot Study

It is often very useful to conduct a pilot studyfdre beginning the research study. Pilot
study is a stage that enables the researcher torexp advance any issues that might be
problematic in the future. At the same time, itime$ practice for the research before its
final application. Teijilingen and Hundley (20041p emphasize the importance of pilot
study and claim that it both increases the likedthof success in the main study and gives
advanced warning about where the main researcleqiropay fail. The pilot study is
especially important in the present research becawsms to collect preliminary data and
will help in the refinement of research questiond eesearch plans. Before the researcher
made her choice of research methodology, it wasessezy to gain sufficient
understanding of the background and developmetiteoMOE and the existing problems,
in order to consider what methods might be useddaress the main focus of the study
that is, the issues that need to be addressee iNihistry of Education. Hence, this pilot
stage provided valuable experience and feedbathetwesearcher. In addition, this pilot
study answers the thesis’ first research questidhat are the areas of work in the
Ministry of Education in the Sultanate of Oman thaéd to be developed?). Moreover, the
results of this pilot study helped the researcleerconsider the suitable theories of
managing change and TQM. This is as the change gearent model should be able to
help in solving existing issues in the MOE and diepieg the MOE.

The present pilot study used the semi-structurediogroup interview because of its
suitability to the purpose of the study. There wkmer focus groups of MOE’s central
headquarter directors, regional directors, headhtra and teachers. The sample consists
of 40 persons, 10 from each group. Teijilingen &hwhdley (2004, p.2) point out that the
first phase of pilot might involve using focus gpounterviews to establish the issues to be
addressed in a large-scale questionnaire surveyla8ly, Henerson et.al (1987, p.26) say
that probing interviews conducted with a repredargesample can provide a sound basis
upon which to develop a questionnaire for widernritigtion. Moreover, focus group
interviews are simple and effective tools for cailieg data. Denscombe (1998, p.109)
states that the interview is an attractive waydaqproject researcher because it does not
involve much technical paraphernalia in order tbect data. He also adds that the most
common use of interviews for project researcheasia source of information and this is
exactly what this study needs. Furthermore, thegmepilot study used a semi-structured
interview format in a group context to let the miewees develop ideas and speak more
widely on the issues and problems in the MOE ($gemdix 11l for the English version of
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the pilot study interview and see appendix IV foe tArabic version of the pilot study

interview). There were four main questions as fefio

What are your aspirations for education in Oman?
What do you think you/we should do to achieve treesg@rations?
What do you see as the barriers to change?

A

What would you identify as major problems in redatito the role of
MOE?

Before conducting the pilot study, ethical approvak obtained from Glasgow University.
Then a letter outlined the researcher’s backgrotimal nature of her study and a copy of
the interview questions were sent to the MOE to getmission for the interview
implementation (see appendix | for the English iersand appendix Il for the Arabic

version).

All of the interviews took place in the Human Res@uManagement Department in the
MOE and they were conducted by the researcher Ihefde researcher had previous
contact with the Director of the Department ancaaged a contact with the staff who

would be willing to be involved and then agreedmupates and times with each group.

The researcher selected the pilot study sampleetasbrepresentative as possible. The
Directors in the MOE Central Headquarter play prognt roles in the process of decision
making and formulation of the policies. Similartite Directors in the regions have major
roles in the connection between the field; schoatg] the policy makers. Moreover, they
are an important part of the decision makers inregggonal levels. Head teachers and
teachers are the implementers of any developmetiteaschool level and usually their
contact with the MOE Central Headquarter is throtighRegional Directorates.

Every interview was about an hour. The researcBsurad the interviewees that their
involvement was voluntary and they were free tddiaw their consent at any time. She
also mentioned that the information and data okthimould be analysed by the researcher
solely for the purpose of this study and would aiéct any participants in any way. She
also assured patrticipants that the final writtegsih would ensure anonymity by not using
any actual names or identifying individual charastes of any participants. These
reassurances were particularly important in thughgias the researcher had previously been
a member of staff as were members from the grouptefnal stakeholders. However, the

researcher was also known in this research rolegareviously conducted a small scale
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study in the MOE. Care was taken to ensure thatoities was on the areas relevant to this

current research project.

Thus the pilot study results as presented in chaiptee showed that the respondents in the
group interviews perceived a number of problemd$ilie management processes in the
MOE Central Headquarters and further that they daéde possibilities in the TQM

approach as a means of resolving some of thesesissu

7.4 The Main Study

In order to answer question two of this study “Hdavstakeholders view the principles of
Total Quality Management as a tool for ongoing d@weent?” the following purposes

must be achievéd

1. To examine the attitudes of MOE top managementd#ferent groups of
stakeholders.

To identify barriers to the implementation to th@NI.

To identify facilitating factors to support implentation.

w N

For the aim of achieving these purposes, a questionto examine the feasibility of
applying TQM principles in the MOE from the pointwaew of MOE'’s top management
and stakeholders was developed. Moreover, facage-semi-structured interviews with

key groups in the MOE were conducted.

Issues of access and co-operation followed a reyimcess. After ethical approval from
the Glasgow University was obtained, an approach made to the MOE by a letter
outlining the researcher’s background, the natd@irthe® investigation and the areas which
would be covered in the questionnaires and intarwiésee appendix V for the English
version and appendix VI for the Arabic version)tekfgaining the permission from the
MOE, the researcher arranged for the implementaifahe study using the questionnaire

and the interviews. These are now discussed ifotlmaving sections.

7.5 The questionnaire

The present study aims to assess the potentiabil@égsof applying TQM principles and

practices in the leadership and management of t&& Mentral Headquarters from the
point of view of the top management in the MOE CanHeadquarters, the internal
stakeholders (staff in the MOE Central Headquartensd the external stakeholders
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(managers, staff and head teachers in the reggmemaral directorates). The questionnaire

is one of the tools used to achieve the aims sfghidy.

Henerson et.al (1987, p.27-29) argue that thetmunesire is one of the most appropriate
and useful data gathering instruments with whiclsuovey attitudes. They state that the
questionnaire is advantageous in many ways. lhamanous and therefore can encourage
greater honesty of response. Moreover, questicemaan be more economical in terms of
time and money and can be given to many peoplelsimaously. This is in addition to the

greater uniformity a questionnaire can provide athgring information. Every person

responds to exactly the same question. In genbldata the questionnaire provides can

be easily analyzed and interpreted.

Although the questionnaire has several advantagaso has some limitations. Henerson
et al. (1987, p.29) state that the questionnairetsflexible; it cannot explore further any
ideas or comments that a respondent makes. Henaasah (1987, p.29) also argue that
written responses may be limiting for some peoph® winight express themselves more
easily orally.

In this research, in order to benefit from the adages of the questionnaire and to avoid
its limitations, the researcher designed the qoestire in a way to achieve its aim which
was to gather the views from a large number ofaedpnts in three identifiable groupings.
To enhance the usefulness of the questionnaingstcombined with an interview.

The main purpose of the questionnaire of this stigdyo gain a broad feel for the
acceptability of the TQM ideas and to establishr@at baselineThe questionnaire was
designed in three sections (see appendix VIl ferEnhglish version of the questionnaire
and appendix Vllifor the Arabic version of the questionnaire). Thetfsection is about
personal information; occupation and place of wditke second section includes 39 items
related to the seven proposed principles of th@gsed TQM tree model in chapter six.

Groups of positive statements were prepared relatn each of the proposed model

principles:
1. Commitment toward TQM (5 statements)
2. Focus on stakeholders tadesnents)
3. Continuous Improvement (7 statatm)
4. Involvement and Empowerment (8 statements)
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5. Training and Education ( &tstnents)
6. Tools and Techniques {dbesnents)
7. Rewards. ( 4 statements)

Wiersma and Jurs(2005, p.169) argue that closddnségts in a questionnaire enhance
consistency of response across respondents; daiatian is generally straightforward
and less time consuming than open-ended questibims. questionnaire used closed
statements to limit respondents to selecting oa iamong five (strongly agree, agree,
uncertain, strongly disagree and disagrea3ed on the Likert scale. The Likert scale was
developed by the American educator and organizailtipsychologist Rensis Likert in 1932
to improve the level of measurement in social regedinfosurve, 2007). In research
conducted by Infosurve, the online survey profess® in 2006, they found that most
modern researchers agree that the 5-point scaleris common than the 6- point scale and
the neutral rating in a 5-point scale is needednanducting survey research. A Likert
Scale allows a participant to provide feedback that little more expansive than a simple
close-ended question, but at the same time it ishneasier to measure than a completely

open-ended response (Idea, 2007).

The questionnaire was first written in English, @nen translated into Arabic ensuring the
same sense as far as possible from English to @&r@ibe Arabic version was trialled using
other Arabic postgraduate students at Glasgow Wsityeto ensure the sense of the items
had not been lost in translation. Some items wese akear in Arabic and needed

modifications as seen below:

1. The word order of item 2. Instead of being “it igical for management to
understand the process of change” it became “Managt understanding of the
process of change is critical”

2. The word order in item 3. Instead of “ open comnsation between managers and
staff must be encouraged” it became “ there musinoeuragement of open
communication between managers and staff”

3. Sentence form of item 7 instead of “MOE developneentld be measured through
stakeholders’ satisfactions it became “MOE develepntould be measured
through knowing Stakeholders’ satisfaction.

4. Word order of item 36 instead of “using other sanibrganizations’ experiences
for planning MOE’s development is useful” it becatites useful to use similar
organizations to plan MOE’s development.

Though the closed items demanded a specific respoased on the Likert scale, there is
always the possibility that the individual respomtdebecome patterned or that they have

specific views not fully reflected in the respons€kerefore, the inclusion of open ended
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questions was essentiahlthough open-ended questions might require maree tthan
closed statements, they allow the individual maeedom of response because certain
feelings or information may be revealed that wontd be forthcoming with the closed
statements (Wiersma and Jurs, 2005, p.169) Thd gart of the questionnaire is four
open-ended questions related to the implementafitime TQM model in the MOE. These
guestions are intended to gather data on the rdeptsi views on the obstacles and the
solutions for these obstacles. This section thes winded to balance the earlier closed

questions by providing opportunities for responddatarticulate the particular views.

7.5.1 The Population and Samples for the Questionna ire

The population consists of three main groups:

1. Top or Senior Managers: the Directors General Aggstant Directors
General and consultants.

2. Internal stakeholders: Directors, Assistant Diregtoother staff in
MOE Central Headquarters.

3. External stakeholders: the Directors General, tissigkant Directors
General, Directors, Assistant Directors and headhers in Regional
Directorates.

Table 7.1 The Population and Sample of the Questionnaire

Categories | Total | Sample | Percentage Sample | Percentagq Discarded Sample

number| Number Returned| of the used
return

Top 26 20 77% 16 80% 0 16

management

Internal 789 150 19% 137 91.3% |3 134

stakeholders

External 799 150 18.8% 138 92% 2 136

stakeholders

In selecting the sample for the questionnaire #dsearcher firstly applied for an ethical
approval letter which then sent to the MOE in Omiaater the MOE sent letters to the
concerned directors to get volunteers. After tlthe questionnaires were randomly
distributed among the volunteers making sure thesee sent to all the regional

directorates in addition to the MOE Central Headtpra. This is to try to make the sample
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as representative as possible. The main reasondakking for volunteers is to get more
reliable data as the sample of participants arefoi@ed to respond. So, they should
provide more accurate answers. Moreover, this ieerathically accepted.

The percentage of the top management was highwimrmain reasons. Firstly, the top
management numerically is a much smaller group.s€guently, high percentage is
inevitable if a reasonable sized sample of thigeulp is to be used. Secondly, as senior
managers they would be key in any decisions reggrthe change and implementation
process. The internal and external stakeholderspgravere selected because of their
importance and their essential position in the tgpraent and TQM implementation as

explained in chapter six.

Wiersma and Jurs (2005, p.175) state that one hef persistent problems with
questionnaire studies is the possibility of a higte of non-response. To try to avoid this
common problem, the researcher distributed thetoumegires randomly herself except for
the far regions where they were sent by the Migistmail to ensure quick returns. As
shown in the table above the return of the sample vgh, which was good. Three of the
internal stakeholders’ questionnaires and 2 of dk&ernal stakeholders’ questionnaires
were discarded because they had either no resptmepen-ended questions or there were

double ticks or no ticks at all in some items & #®econd section.

The first and second sections were analysed ud®SS The third section was translated
back into English but rather than the word by warahslation, ‘the sense’ of these
responses was translated. This is because diegdiation would not make sense for some
of the sentences. Semiotic analysis was usedd#esiwere gathered, sorted into themes
and then related to the proposed TQM Tree Modehampter six. The preliminary analysis
of the questionnaire served to point further averfoe the interview. For example, during
the conduct of the interviews the researcher titethise some of the problems that were

highlighted in the open-ended questions of the tiprasaires for discussion.

7.6 The Interview

The principal purpose of the interview was to gathéormation on what the interviewees
know, think or like. The opportunity to go deepetoi responses is one of the main
advantages of the interviews. Further it allows ph&bing of specific issues or ideas that

arise. The interview is also flexible in a way thta¢ interviewer can clarify the questions
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and ensure that the interviewees understand themréldon et.al, 1987, p.25). In contrast
with the open-ended questions, the interview irs thiudy gives the chance to the
interviewer to ask for clarification for some pa@nand the reasons behind some other

points.

Having decided on the interview, as a method oh datllection, the next step to be
addressed related to the format of the intervieselfitin particular, and whether the
interview would be structured or unstructured. B=dw these two extremes lies the semi-
structured (Reid, 2006, p. 29). Drever (1995, mdints out that in the semi-structured
interview, the interviewer sets up a general stmgctoy deciding what ground is to be
covered and what main questions are to be askad.Wds the most convenient to the
present study as a balance between ensuring thtteainformation needed is collected
and still there is a chance to probe deeper idparedents’ answers and seek clarification

or justification.

The interviews in this study are semi-structure@miews with four individuals from the
top management and two focus groups from the iatestakeholders and two focus groups
from external stakeholders. Each group consisteivefpeople. The primary goal of the
interview was not so much to receive standard arssteeset questions, but rather to elicit
in-depth information about the opinions and viewnpo of the interviewees. Hence, what
was of greatest importance in the interviews, wagain an understanding of the obstacles
that might face the implementation of TQM in the EOrom the perspectives of the

interviewers, or in other words to enter their tasptive world”.

Individual interviews were thought to be more appiate for top management for two
reasons. Firstly, there are a smaller number saxghoup and secondly each member of top
management has a particular area of responsibilitg size of the groups of internal
stakeholders and external stakeholders are mughrland within these two groups there
are shared responsibilities and similar experiemceslation to the workings of the MOE
Central Headquarters. Therefore, focus interviewrevgeen as appropriate.

In designing a semi-structured interview, care nigstaken to phrase questions so as to
ensure that the respondents can say what they natirér than using leading questions
(Stringer, 2004, p.66). Three main questions wexeefally structured to achieve the
interview aims. (See appendix IX for the Englishsien of the interview and appendix X

for the Arabic version)In addition, there was a final “catch all” questithrat asked the
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respondents to highlight any other issues whicly ttumsidered significant in the context

of the research focus:

1. What is your initial response to TQM?
2. What are the barriers to implement TQM in the MOE?

3. What do you see as facilitating factors in the iempéntation of TQM
in the MOE?

4. Are there any other issues you would like to raise?

The individual interviews allowed individuals topess their own views of the issues. The
principal rationale of choosing a face to facemigw includes the size of the group of the
available interviewers, their in-depth knowledgenérviewing skills. Walford (1994, p.3)
agrees that one of the reasons behind the increaselder of policy studies which involve
elites is clearly linked with the increasing ladkconsensus and the rapid pace of change
in education. In this context, interviewing offer@shumber of advantages. Interviews with
individuals actively engaged in the policy procesften provide the only access to
information not otherwise available. The principalvantage of ‘Elite respondents’ in the
specific context of this research project lay ie fact that interviewees aided in the real
preferences and criteria related to decision makirigeir views are very important as
without their support, it would be difficult for ¢hproposed TQM tree model to take place.
As shown in chapter six the first principle of tpeoposed TQM Tree Model is the
commitment to TQM by top management (more detdisua Elite interviews are to be

found in chapter 10).

On the other hand the focus group interviews weoeenlikely to be ‘group think’ and
gathering collective ideas from the different grewgb the stakeholders. Someone suggests
an idea and this is a way of elaborated by othspaedents and so richer ideas are
generated. The format and approach chosen for théswiews was therefore aimed at
facilitating a dynamic dialogue with a group of fassionals, though they are not the
principal decision makers, nevertheless have a imem role of influence. Vaughn et.al

(1999, p.5) summarize the core elements of focosmimterviews as follows:

1. The group is an informal assembly of target persehsse points of
view are requested to deal with a selected subjedhe case of this
study the focus groups’ views about the impleméorianf TQM in the
MOE were sought.

2. The group is small and is relatively homogeneonghis study every
group consists of 5 members and each group was demoas; either
internal or external stakeholders.



Maryam AlNabhani, 2007 Chapter 7, 139

3. A trained moderator with prepared questions anthgssets the stage
and induces the participants’ responses. The r&ssraconducted the
interviews herself. She had the previously prepaogen-ended
questions with some probes from the preliminarylyai® of the
guestionnaire.

4. The goal is to elicit perceptions, feelings, attés, and ideas of
participants about selected topic. The interviewsthis study are
aimed to find the participants’ attitudes towardM@nd to elicit their
ideas regarding the facilitating factors and oletac to
implementation.

5. Focus groups do not generate quantitative infoonmathat can be
projected to a larger population. The aim in thisdyg is to generate
gualitative data.

While a semi-structured interview technique wasliadpopen-ended questions were used
to follow leads and introduce new questions. Opamited questions allow flexibility into
the interview situation: deeper probing of answelatification of misunderstandings and

testing of what the respondents truly believe.

One of the most appropriate steps in conductinghtemview is the method of recording
the responses. The choice lies between note tagitiggr during or after the interview, or
tape-recording and transcription (Reid, 2006, 83)-The researcher used note-taking in
order to give interviewees a sense of ease andusag® them to talk freely. This is
especially because of the previous experience efrédsearcher with interviews with
similar participants When note taking is used in the interview, inisre natural and flows
smoothly. However, when the interviews are recoridtetbecomes more formal and
participants think deeply before speaking and kdepr eyes attached with the tape-
recorder. Reid (2006, p.30) points out that itngportant to ensure that note taking is as
unobtrusive as possible and does not hinder the @b the interview. The researcher

allowed about 30 to 50 minutes after each interti@aomplete the notes.

The atmosphere in the interview was fairly relaxaad comfortable with minimal
distractions from phone calls or interruptions. IBug up a sense of trust and rapport
between the interviewer/researcher and the respbigl@ necessary part of the interview
process. Through good eye contact, nods of assshtnaurmurs of agreement, the
researcher encouraged the respondents to expresssdlves freely. Moreover, the
interviewer made sure that she controlled the wnd®r carefully and flexibly. In other

words, the researcher assured that the agendaowesed without duplication or omission

% The researcher conducted an earlier study in tB&Mhich involved interviews with staff from these
groupings.
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of main elements. The researcher had to keep aoreylee time and move naturally from
one question to the next, listening carefully te tAnswers, seeking explanation or

clarification when necessary.

The interviewees were cooperative with the researdbelieving that the findings would
provide valuable input into MOE'’s future developrherhey had a clear understanding of
the researcher’s task and were willing to give tand assistance. Most of the people who
were contacted agreed to participate in the stuay gave freely of their time. An
interview schedule was drawn up and slight chamgade according to the interviewees’

diaries. Then interviews were carried out durirgtgito each respondent.

Each interview lasted between30 to 50 minutes. tiven minutes were spent in outlining
the background of the study and discussing hovd#te would be used.

As the interviewer was herself a member of thernatestakeholders, she shares some
background with some participants. However, theassher was as fair as possible and
used her experience only in the planning for tha dallection. Moreover, it was clear in
the covering letter the aim of the study and hosvdhata will be used.

7.7 Validity and Reliability

Validity or the indication that the questionnaireahe interview are measuring what they
supposed to measure is face validity. This meaaisthie instruments were judged by those
interested in the subject as being valid. The contmef these judges were incorporated in
the improvement of the instruments. The reliabiliythe study was achieved through
using various methods in data collection. For eXame study used two main tools the
questionnaire and the interview. The questionnased both closed statements and open
ended questions to ensure more valid answers. Meredhere were three different
groups: top management, the internal stakeholdexs the external stakeholders.
Moreover, the reliability of the questionnaire dfist study used internal consistency
reliability using coefficient alpha. It was .8 whi could be considered as internally

consistent.

7.8 Statistical Analysis

For the questionnaire: the Statistical PackagetHerSocial Sciences (SPSS version 14)

was utilized to analyse the data. Frequencies antbptages were used.
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For the Interview: a content analysis was undertakotes of each interview for broad
trends and semiotically analysed for identifyiny kikemes and issues (Further details are
to be found in chapter 8 and 9).

7.9 Key Personnel Interviews

The main aim of the last part of the field work wa®xplore the views of some of the key
personnel in the MOE regarding a version of the TQ&e Model designed for the MOE
in the Sultanate of Oman (see appendix XII for Emglish version and appendix XllII for
the Arabic version). Six key personnel with knovgedof policy and practice in the
Central Headquarters were interviewed. These ircuwhe Under Secretary, one Director
General, two experts and two consultants. All af thterviews were conducted face to

face and notes taken. These lasted between 30rorkdes.

The purpose of these interviews was to establistddgree to which those who influence
policy share the same perceptions as other staletsohnd to make sure that the TQM
model is applicable to the MOE in Oman. It was &lsped that some informants would be
able to indicate their perceptions of the facilitgt factors that might help in the

implementation and any obstacles that might bedfab®reover, the interviews aimed to
find out the interviewees’ impressions of futurenas in MOE development, since the

majority has been involved to some degree in patieking at national level.

7.10 Conclusion

The key focus of this thesis is the developmenthef MOE using TQM. The literature
review of the Sultanate of Oman and its educatistesn, in addition to the pilot study
was essential to frame the research questions.pilbe study highlighted the existing
issues in the MOE. After reviewing the literatuedated to managing change, it was found
that Total Quality Management seems to be a p@ssipproach for managing change in
the MOE. Thus the literature related to the Totalal@y Management and its
implementation in the education context was review€onsequently, the researcher
proposed a TQM model for the MOE. A questionnaies wistributed and interviews were
conducted to consider the views of staff and staekiis on the extent to which the
proposed model, TQM Tree Model, is suitable to Mmistry of Education in the
Sultanate of Oman. The last step in the field wafrthis study was interviews with the key

personnel in the MOE to gather the views of thesiee makers as to the possibilities of
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the TQM Tree Model in the MOE and to gain more infation for the implementation
framework. Finally, the proposed TQM Tree Model waasdified according to the results
of the data analysis and from which also an implaateon framework was suggested.

As mentioned earlier in this chapter, it is widalycepted that more than one approach and
data collection method can be used. In fact, maisgudsions of research including
specifically in educational research (Cohen and iitam 1994 and Yin, 1984) support the
use of triangulation in research. The reason fooosing to use a number of
methodologies, pilot study interviews; a questiorenavith closed statements and open-
ended questions; individual interviews; focus—grouperviews; and key personnel
interviews, in this particular study was the distive contribution that each method could
make towards investigating the research questidestified in the overview and to

produce more comprehensive and complementary data.

The following three Chapters eight, nine and tegport the findings and subsequently
discuss the data that was collected through thentaim approaches, the quantitative and

gualitative.
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Chapter Eight- Quantitative Data

8.1 Introduction

The key focus of this chapter was established endberview as being concerned with
examining the feasibility of implementing TQM inettMOE in Oman in order to develop
the national education system. Consequently, variroathods were used to achieve this
aim. One of these was a questionnaire, which wadwied, as explained in detalil in the
previous chapter, to explore the views of the manmant and the stakeholders of the
Ministry of Education in Oman (MOE) and to get thepinions regarding the feasibility of
implementing the TQM Tree Model in the MOE. The sfiznnaire played a prominent
role in collecting data from 286 participants. Tgeantitative data analysis helped in
establishing a broad feel of the stakeholderstualtis. Moreover, this data analysis
established a baseline for the overall trends asehae of their general responses. The data
was also analysed to explore the differences amdasities between the three groups of
the participants. In addition, the results highiegh some issues for further investigation
and consideration such as issues related to tcpamd work overloaded. In order to gather
deeper information about the implementation, intawg with the top management,
internal stakeholders and external stakeholderse waso conducted. This chapter
concentrates on reporting the results of the gtaivie data, the closed statements of the
guestionnaire. The qualitative data, the open-empdtions of the questionnaire and the
interviews, will be discussed in the next chapter.

8.2 The Questionnaire

The general aim of the questionnaire was to gagereral view of the feasibility of
implementing TQM in the MOE from the point of vieaf the top management, the
internal stakeholders and the external stakehaoldéng® questionnaire given to the
participants in this study consisted of three pdagpendix VII). The first one was
demographic information, to find out the classifica of the participants into the three
groups. The second one contains 39 closed statenuaviered the following seven
domains, which form the main TQM principles in thwposed TQM Tree Model (see

chapter six):

1. Commitment Toward TQM (5 statements)
2. Focus on stakeholders s{adements)
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3. Continuous Improvement (7 staatm)

4. Involvement and Empowerment (8 statements)
5. Training and Education ( Bestaents)

6. Tools and Techniques (dAesnents)

7. Rewards. ( 4 statements)

The third part consisted of four open-ended quaasti

1. What do you see as some of the obstacles?

2. How might these be overcome?

3. What do you see as some of the facilitating faétors

4. How might these be enhanced?
The data collected from the first and second parthe questionnaire were analyzed using
SPSS. Based upon the ratings given by respondbetfrequency and percentage for each
statement was identified, the mean value for eaaterment was also determined, and a
rank order was assigned to each statement accowliig mean value. It should be noted
that a 5-point Likert-type scale, from "stronglyreg' to "strongly disagree", was used to
distinguish between the respondents. Statisticse weunded up, for the purpose of
analysing mean values, the means of the attitutidsedhree groups are represented using
the following scheme: from 0.00 to 1.00 = strondiyagree, from 1.01 to 2.00 = disagree,
from 2.01 to 3.00 = uncertain, from 3.01 to 4.0@gree and from 4.01 to 5.00 = strongly

agree.

This analysis was planned to be followed by ANO\gAttto determine where there were
statistically significant differences between thatuades of sample groups according to
their occupational levels. However, because thep&amof the first group “the top
management” was much smaller than the other twopgahe use of ANOVA would not
be appropriate, so the researcher decided to wsiskal-Wallis test. The Kruskal-
Wallis Test (sometimes referred to as the Kruskalld/ H test) is the non-parametric
alternative to ANOVA. It allows comparisons betweabnee or more groups. It does not
require the samples to be the same size as ANO\¢A (feallant, 2005, p.294).

The quantitative analysis was also used to firndfdhere are any differences between the
three groups. The probability level of 0.01 wassidered to be the minimum level of
significant differences between the means of grotips top management, the internal

stakeholders and the external stakeholders.
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The results are presented in tables containingrakestatements grouped together to test
respondents' attitude on one of the different sel@nains of the questionnaire in order.
These domains are based on the central principl€Qb! Tree Model proposed in chapter
six. Tables 8.1 to 8.7 show the statements of pacdlciple, the frequencies (Percentages)
for each statement. The tables 8.1 to 8.7 alsceptebe rank order according to mean
rating for the agreement with each statement imyepanciple. It is clear from the tables
that there is a common agreement on the importahdde principles of TQM; most
participants from the top management, the intersi@keholders and the external
stakeholders saw these principles on which to Ibeedership and management practice
desirable. This agreement could provide a basistlier implementation. Generally,
respondents deal with these questions in the bflthe current practices and experiences
which have been considered in chapters five and Isixconsidering the responses,

references will be made to this previous analysis.

8.3 Full Sample: combined results

8.3.1 Commitment toward TQM

Table 8.1 includes five statements that were grdupeexamine the attitudes of the three
groups of respondents regarding the first domaioni@itment Toward TQM”. The table
reports the frequencies, the percentage of theiémgjes, the means for the 5 statements
included and the rank, to show the strength oftjreement with each statement.

Table 8.1 Commitment toward TQM

NO. Statements Percent Mean | Rank
SA A ) D SD
Q1 Management must ensuré3s8 | 441 | 17 3 0 | 451 1

consistency between MOE missipn
and actual performance.

Q2 It is critical for management to47.9 | 423 | 9.8 0 0 | 438 3
understand the change process.
Qs Open communication betweeR3.1 | 353 | 11.5 | 0 0 | 442 2

managers and staff must pe
encouraged and rewarded.

Q4 Development needs support frorp0-3 | 28.0 | 21.3 | .3 0 | 428 4
management.

Q5 Management must act as a roR#3 | 36.7 | 283 | .7 0 | 405 S
model in the development.

It was clear that participants’ attitudes towatlds principles of TQM were generally
positive. Just under 1% (0.7% and 0.3%) disagraddseme statements: 1, 3 and 5 which

Is very minor. The participants agree mostly withtesment 1: “Management must ensure
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consistency between MOE mission and actual perfoceia On the other hand, the least
ranked statement was statement 5: “Management m@cistas a role model in the
development”. What is also interesting about tlastieanked statement is that it got a quite
high percentage of uncertainty “28.3%”, more thia@ quarter of participants. This might
be caused by the lack of clear responsibilities #mel ‘top-down approach’ of top
management. The clarity of the role and remit @f meanagement is then an issue to be
addressed in an implementation process. If thentapagement does not have specified
work responsibilities, they might not be sure wtredir exact role in development is nor
will other staff be clear what is expected. A papant from the top management in the
open-ended questions claimed that the lack of alesponsibilities formed a barrier to
implementing TQM. Another, in the interview with ppomanagement added that the
training should exactly match the staff's respafisés and roles in the development.
However, stakeholders who believe that some of tipe management use autocratic
approaches in management might be doubtful thvedst possible for them to play this role
in development. One of the internal stakeholdertheénopen-ended questions mentioned
that a considerable obstacle that might face TQNblementation is the use by top
management of their power in arbitrary way. Anotbee stated that top management uses

ineffective administrative processes.

8.3.2 Focus on Stakeholders

Table 8.2 includes four statements that were grdupeexamine the attitudes of the three
groups of respondents regarding “Focus on Stakelsild It reports the means of
respondents in the sample regarding this mattetl@cank order.

Table 8.2 Focus On Stakeholders

No. Statements Percent Mean | Rank
SA A U D SD

Q6 | Planning development requireg2:3 | 507 | 52 | 17 0 | 434 3
stakeholders’ opinions.

Q7 MOE deve|opment could be 52.1 | 395 7.7 7 0 4.43 2
measured through stakeholders
satisfactions.

Q8 It is important to survey 36.0 36.0 27.3 T 0 4.07 4
regularly stakeholders’ needs
and expectations.

Q9 | MOE plans should consideré33 | 269 | 9.8 0 0 | 453 1
internal and external
stakeholders’ attitude.
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As shown in table (8.2) dealing with the four staémts of the second principle “Focus on
Stakeholders, statement 9 “MOE plans should consmernal and external stakeholders’
attitude” was the highest rated statement. Thik legel of agreement was also obvious as
in the open-ended questions; the three groups igiget the issue of ignoring the
stakeholders' opinions as a major obstacle in imptging TQM. In contrast, they agreed
least with statement 8 “It is important to survesgularly stakeholders’ needs and
expectations”. Although 36% strongly agreed andlzro36% agreed with this statement,
it also had very minor disagreement “.7%” and ateqiiigh percentage of uncertainty,
“27.3%”". It is interesting to have this quite higlercentage of uncertainty because in
statement “9”, they agreed that the MOE should iciensoth the internal and the external
stakeholders’ needs but still some are not suriig should be carried out regularly.
Addressing this element of uncertainty will be erportant issue in developing strategies
for implementation with clear approaches developad agreed regarding consultation
with different stakeholders. This might be so beseasome of the participants, as observed
from the open-ended questions and the interviewd baen exposed to difficult
experiences related to regular development or aegslirveys. In an interview with a
focus-group of external stakeholders, they exptiitieat a cause of the failure of some
development programs is the starting of the progravithout the participation of the

implementers concerned.

8.3.3 Continuous Improvement
Table (8.3) includes seven statements that werepgh to examine the attitudes of the
three groups of respondents regarding “Continuaysrdvement”, and reports the means

of respondents in the sample regarding this mattdrthe rank order.

Table 8.3 Continuous Improvement

No. Statements Percent Mean | Rank
SA A ] D SD
Q10 Never ending process nfr3.1 | 26.2 7 0 0 4.72 1

improvement is critical to
MOE development.

Q11 P|anning in MOE should be in45-1 325 10.5 11.9 0 4,11 4

long term.

Q12 Plans in MOE must bge30.8 | 49.7 10.8 8.7 0 4.02 5
flexible.

Q13 | Plans in MOE should usually465 | 535 | 0 0 0 | 447 2

be renewed and updated.

Q14 Defect prevention should32.2 | 40.2 22.7 4.9 0 4.00 6
replace defect detection.
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Q15 It is important to solve day tp381 | 50.7 | 11.2 | 0 0 | 427 3
day problem immediately.

Q16 Elements of MOE should bel4.7 | 35.0 | 147 | 35.7 0 3.29 7
evaluated regularly.

It can be observed from table (8.3) that there eneral agreement for the principle
“Continuous Improvement”. Participants: top manageithe internal stakeholders and
the external stakeholders strongly agreed “73.186I' agreed “26.2%” with statement 10,
“Never ending process of improvement is criticaM®E development”. There was just
“0.7%” uncertainty and no disagreement. This migda result of their feeling of the need
for development, but at the same time their tiredn@ith new improvement projects

starting and then being discontinued. However,ithe&ssmall percentage.

On the other hand, participants least agreed wattement 16, “Elements of MOE should
be evaluated regularly”, with a mean of “3.29”. Whan also be noted here is that there is
a quite high percentage of disagreement “35.7%"thisdis almost equal to the percentage
of agreement, which is “35%”. Moreover, there iss@mewhat considerable level of
uncertainty “14.7%". In looking back at statemeni& find that there is some similarity
between these two statements with regard to thelaegvaluation and surveying. As a
result, the uncertainty and disagreement might hla@esame reason, which is some of the
participants may have had difficult experienceateal to regular evaluations. There may
be some concern about evaluation as a mean ohguttdividuals under close scrutiny
and further pressure and indeed this is an issuehwhs we will see later on, emerged
from the open-ended questions and the interviewsréfore, the issue of evaluation, its

focus and use would need to be considered in alemgntation process.

Another statement that had high agreement but smm&derable uncertainty, “22.7%", is
statement 14 “Defect prevention should replacedefetection”. A possible reason of this
is the lack of knowledge about TQM and how prevantiould replace detection and may
signal the need for development here. It shoulchted that this result highlights the

importance of training and the need for spreadiegguality culture within the ministry.

8.3.4 Involvement and Empowerment
Table (8.4) includes seven statements that werepgi to examine the attitudes of the
three groups of respondents regarding “Involvenam Empowerment”. It reports the

means of respondents in the sample regarding thitenand the rank order.
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Table 8.4 Involvement and Empowerment

No. Statements Percent Mean | Rank
SA A ] D SD
Q17 Development should be carried2.0 | 353 | 227 | 0 0 | 419 7

by all members of MOE.

Q18 MOE staff should share in5>2 | 36.0 | 8.7 0 0 4.47 5
decision making in the MOE.

Q19 External stakeholders shouldt6.2 | 46.2 | 7.7 0 0 | 438 6
share in decision making in the
MOE

Q20 Teamwork should be37.4 | 269 | 357 0 0 4.02 8
emphasized.

Q21 Responsibility, authority and64.3 | 26.9 | 8.7 0 0 | 456 2

accountability must be
delegated as closely as
possible to those performing

the work.

Q22 Feedback should he60.5 | 31.8 7.7 0 0 4,53 4
encouraged from the
stakeholders.

Q23 MOE'’s goals and policies mustt3.3 | 36.7 | 0 0 0 | 463 1
be communicated regularly to
staff.

Q24 Management must make every98 | 38.8 | 1.4 0 0 | 458 3

effort to any staff's ideas,
opinion, questions or concerns.

Table (8.4) illustrates a high percentage of agegnnfluencing responses in relation to
“Involvement and Empowerment”. It is noticeablecatbat there is no single response
towards disagreement or strong disagreement. State28 “MOE’s goals and policies
must be communicated regularly to staff” had argjhp agree percentage of “63.3%” and
an agreement percentage of “36.7%”. This could besalt of the failure in the past of
many projects because of either the lack of comoatiwin or the lack of information,
goals and policies and so the respondents nowttmbking about involved and being able
to take an active role. In the open-ended questigmsticipants stated that most
development projects being discontinued was a negédct in the actual development
process in the ministry. In an interview with orfelee top management, it was mentioned
that:

Lack of communication is a real barrier in the implentation of any
development program. If some of the staff of MOB wsiould be a part of
improvement program they don’t have enough infdienaabout it, how can
they work effectively to achieve its aims.

In contrast the statement 20 “Teamwork should behasized” received the least rank

with a mean of “4.02”. This could still be considdra statement that the respondents
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agreed with it highly. This slightly higher degreeuncertainty may again be the result of
the respondents’ previous experiences. The extanagement structures and approaches
tend to be ‘top-down’ and so respondents have inated direct experience of teamwork.

8.3.5 Training and Education
Table (8.5) includes six statements that were gedup examine the attitudes of the three
groups of respondents regarding “Training and Etloica It reports the means of

respondents in the sample regarding this mattetl@dank order.

Table 8.5 Training and Education

No. Statements Percent Mean | Rank
SA A ] D SD

Q25 Training is essential for 19.9 | 36.7 7.7 35.7 0 3.41 6
managers as well as staff.

Q26 | Training is a continual process30.1 | 465 | 21.7 | 1.7 0 | 405 4

for all staff.

Q27 Staff should understand the41 | 549 | 1.0 0 0 4.43 2
development process.

Q28 Staff must have their rolgs545 | 42.7 | 2.8 0 0 4.52 i
identified clearly.

Q29 Training must be pianned50.7 24.1 25.2 0 0 4.26 3

according to MOE’s mission.

Q30 Training must be provided 28.0 | 371 | 33.2 1.7 0 3.91 5
equally to all MOE staff.

As shown on table (8.5) there is a general agreemih the statements related to the
principle “Training and Education”. Statement 28&ff must have their roles identified
clearly”, had the highest level of agreement. Tifian issue, as we will see later, that also
emerges in the responses in the open-ended questiwhthe interviews where a lot of
problems and failures in the MOE were highlightediny of which were a result of the

unclear role identification.

Surprisingly, statement 25 has the highest pergenta terms of disagreement (35.7%).
This may be the result of previous experience whraiaing and development was largely
directed at top management and so staff were nolvied. It may be there is a need to
redress this but also to ensure all staff, inclgdimanagers, have access to the development

they need.
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8.3.6 Tools and Techniques
Table (8.6) includes five statements that were geduo examine the attitudes of the three
groups of respondents regarding tools and techeigod reports the means of respondents

in the sample regarding this matter and the radkror

Table 8.6 Tools and Techniques

No. Statements Percent Mean | Rank
SA A U D SD
Q31 Decisions in the MOE must he41.6 | 49.0 | 8.7 7 0 4.31 2

based on data.

Q32 Statistical tools must be used®25 | 605 | 7.0 0 0 4.26 3
to collect data about MOE
problems.

Q33 | Statistical tools must be used3.7 | 521 | 4.2 0 0 | 440 1
to collect data for planning
improvement.

Q34 | Different tools and techniques?6.2 | 22.0 | 22.4 | 294 | 0 | 345 | 5
must be used to measyre
development.

Q35 Using other similar 346 | 343 | 311 0 0 4.03 4
organizations experiences for
planning MOE’s plans is
useful.

Table (8.6) shows the results for principle “Toatsd Techniques”. Similar to the previous
principles there is a general agreement for thiscple. Statement 33 “Statistical tools
must be used to collect data for planning improuafnbkad the highest agreement with
this principle. This was not surprising because ynparticipants in the interviews and
open-ended questions mentioned the inappropriaterfesome of improvement projects of

the past because they were not based on accutate da

In contrast, statement 34, “Different tools andhteques must be used to measure
development”, was the least agreed with statemdinhad a mean of “3.45"and 22.4%

uncertainty and 29.4% disagreement. Although ppetids highly agreed that statistical

tools must be used, they are quite unsure of teetidifferent tools and techniques. There
may be concerns about the significant range oktaal projects to be applied in the field
which give extra work to staff. This is especiatigteworthy because they mentioned in
the open-ended questions that the overloaded eoyiaperwork was an obstacle for

implementing TQM. Also there may be concerns aldhdt these tools may entail.
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8.3.7 Rewards

Table (8.7) includes four statements that were gedito examine the attitudes of the three
groups of respondents regarding “Rewards”. It reptiie means of respondents in the

sample regarding this matter and the rank order.

Table 8.7 Rewards

No. Statements Percent Mean | Rank
SA A u D SD

Q36 There must be clear reward13 | 287 | 0 0 0 | 471 4
system in the MOE.

Q37 Rewards can encourage staff té¢2-4 | 27.6 | 0 0 0 | 472 3
work without fail.

Q38 Rewards should be establisheé®4 | 206 | 0 0 0 | 479 2
according to staff's needs.

Q39 | Rewards can  encourageé04 | 196 | 0 0 0 | 480 1
innovation.

Not surprisingly, principle 7 “Rewards” was the rmbgyhly agreed principle. There were
no uncertainty responses, or strongly disagreeésaigeee. This is possibly because of the
role rewards play in encouraging more developmadtjab satisfaction and that all staff
would have access to these where appropriate. lImnt@nview with one of the top
management, it was raised that there is a reldtiprimetween rewards and job satisfaction.

From table (8.1) to (8.7), it was observed thatéh&ere no responses in the strongly
disagree category in any of the statements. Thighitie due to a positive attitude toward
TQM. We also have to acknowledge the possibilityreépondents being reluctant to
respond negatively. It should be noted that theneothing in the MOE regulations or in

the culture prohibiting them from expressing ttamions freely.

In the next three sections the data for the queséime for each of the three groups, top
management, internal stakeholders, external stédtetso is presented. We begin with top

management.

8.4 Top management

Tables (8.8) to (8.14) show the statements of gaickciple, the frequencies (Percentages)
for each statement. The tables (8.7) to (8.14) plesents the rank order according to
mean rating for the agreement of the top manageméht each statement in every

principle.
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8.4.1 Commitment toward TQM:

Table (8.8) includes five statements that were geduto examine the attitudes of the top
management respondents regarding commitment tow&M, reports the means of

respondents in the sample regarding this mattetl@dcank order.

Table 8.8 Top Management (Commitment toward TQM)

No. Statements Percent Mean | Rank
SA A U D SD

Q1 Management must ensuréo0.0 | o0 0 0 0 | 500 1
consistency between MOE
mission and actual
performance.

Q2 It is critical for management to188 | 43.8 | 375 | O 0 3.81 2
understand change process.

Q3 Open communication between 0 | 81.3 | 188 | 0 0 | 381 3

managers and staff must pe
encouraged and rewarded.

Q4 Development needs supportO |563 | 375 | 6.3 0 | 350 4
from management.

Q5 Management must act as a role® | 500 | 375 | 125 | 0 | 3.38 5
model in the development.

Table (8.8) illustrates that the top managementeg®ly agreed with the principle
"commitment toward TQM" with a mean ranging betw&0 and 5.00. Not surprisingly,
the response rate to statement 1 was 100% straggée. In contrast, statement 5 was the
least agreed with statement with a mean of 3.38réddsetop management were clear about
the purpose in ensuring direction and performatieere seems to be some concern with
the specific role in bringing about change. Thigimidue to the top management’s role in
planning more than implementation. Although thearigj of top management agreed with
statements 2, 4, and 5, 37.5% of them were unoeffais quite high uncertainty can lead
to a dilemma in TQM implementation where it is matssible to start implementation

without top management support and belief in TQM.

8.4.2 Focus on Stakeholders
Table (8.9) includes four statements that were geduo examine the attitudes of the top
management respondents regarding “Focus on Stalexkbl It reports the means of

respondents in the sample regarding this mattetl@cank order.
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Table 8.9 Top management (Focus On Stakeholders)

No. Statements Percent Mean | Rank
SA A ] D SD

Q6 Planning development requireg88 | 188 | 31.3 | 31.3 | 0 | 3.25 4
stakeholders’ opinions.

Q7 MOE deve|0pment COUld be 0 75.0 12.5 12.5 0 3.63 3
measured through
stakeholders’ satisfactions.

Q8 It is important to surve) 188 | 56.3 | 12,5 | 125 0 3.81 2
regularly stakeholders’ needs
and expectations.

Q9 MOE plans should consider3i.3 | 500 | 188 | 0 0 | 413 1
internal and external
stakeholders’ attitudes.

From table (8.9), it appears that the top managemegreed with the need to take into
account stakeholders' attitudes with a mean ranggtgeen 3.25 and 4.13. However, this
principle had more uncertainty and disagreememgoreses than other principles. There is
an inconsistency here in some of the responsesteatidop management mostly agreed
with statement 9, “MOE plans should consider indérand external stakeholders’

attitudes,” they seem less certain in relation échpps actively involving stakeholders in
this development, as suggested by the level of rteiogy 31.3% and of the level of

disagreement, 31.3%. This might be because thentextenagement structures, as

indicated previously in this chapter, tend to g down with less focus on stakeholders.

8.4.3 Continuous Improvement
Table (8.10) includes seven statements that werepgd to examine the attitudes of the
top management respondents regarding “Continuogpsovement”. It reports the means

of respondents in the sample regarding this mattdrthe rank order.

Table 8.10 Top Management (Continuous Improvement)

No. Statements Percent Mean | Rank
SA | A 8] D SD
Q10 Never ending process of31.3 | 563 | 125 | 0 0 7
improvement is critical to 4.19
MOE development.
Q11 Planning in MOE should be in875 | 125 | 0 0 0 488 1
long term. '
Q12 Plans in MOE must bg500 | 50.0 | 0 0 0 5
. 4.50
flexible.
Q13 Plans in MOE should usually68.8 | 31.3 | 0 0 0 3
4.69
be renewed and updated.
Q14 Defect prevention should8l.3 | 188 | 0 0 0 2
: 4.81
replace defect detection.
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Q15 It is important to solve day tp®6-3 | 43.8 | 0 0 0 456 4
day problem immediately. '

Q16 Elements of MOE should be313 | 688 | 0 0 0 431 6
evaluated regularly. '

From table (8.10), it was clear that top managel®eattitude toward continuous
improvement was generally positive with a mean edogtween 4.31 and 4.88. Just 12.5%
of them stated their uncertainty statement 10. Apeom this, all of them agreed
completely with the rest of the statements in thigciple. They agreed most with the
long-term planning (statement 11) and least withdtticality of the never-ending process
of improvement in MOE (statement10). A possiblesogabehind this is that they had been
exposed to individual development projects whichremeot necessarily linked together.
There is considerable challenge for a managerandba of “Continuous Improvement”.
Again this emerges, as we will see, from the opated questions as well as from the

interviews.

8.4.4 Involvement and Empowerment

Table (8.11) includes seven statements that werepgd to examine the attitudes of the
top management respondents regarding “Involvemehttanpowerment” and reports the

means of respondents in the sample regarding thitemand the rank order.

Table 8.11 Top Management (Involvement and Empowerment)

No. Statements Percent Mean | Rank
SA A u D SD

Q17 Development  should be 0 |1000| O 0 0 6
carried by all members of 4.00
MOE.

Q18 MOE staff should share ins6.3 | 438 | 0 0 0 456 3
decision making in the MOE. '

Q19 External stakeholders should © | 875 | 125 | 0 0 7
share in decision making in the 3.88
MOE

Q20 | Teamwork should be 0 | 563|438 | 0 0 8

: 3.56
emphasized.

Q21 Responsibility, authority ang1000 | 0 0 0 0 1
accountability must be
delegated as closely as 5.00
possible to those performing
the work.

Q22 Feedback should i?31.3 50.0 18.8 0 0 5
encouraged from th 4.13
stakeholders.

Q23 MOE’'s goals and policies375 | 625 | 0 0 0 4
must be communicated 4.38
regularly to staff .
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Q24 Management must make everg’-5> | 125 | 0 0 0 2
effort to any staff's ideas, 4.88
opinion, questions or concerns.

From table (8.11), it appeared that the majoritytad management group agreed with
“Involvement and Empowerment” principle with a meange between 3.56 and 5.00. The
participants agreed mostly with statement 21 “raspgmwlity, authority and accountability
must be delegated as closely as possible to theréarming the work” with 100% strongly
agreeing. However, responsibility, authority andcamtability seem to be in relation to
individual staff rather than collectively as thevas less certainty about teamwork. On the
other hand, statement 20 ranked the least withequéncy percentage of 56.3% for
agreement and a frequency percentage of 43.8%nfmertainty and no strongly disagree
response. One of the reasons might be the preexpsrience of the participants as they
had limited direct experience of teamwork. Howeuer,the interview one of the top
management stated that teamwork is a possiblei@olidr some of TQM implementation
obstacles.

8.4.5 Training and Education
Table (8.12) includes six statements that were ggduo examine the attitudes of the top
management respondents regarding “Training and &dun¢ and reports the means of

respondents in the sample regarding this mattetl@dank order.

Table 8.12 Top Management (Training and Education)

No. Statements Percent Mean | Rank
SA A U D SD
Q25 Training is essential fgr125 | 87.5 0 0 0 413 5
managers as well as staff. '
Q26 Training is a continual process3’-5> | 250 | 375 0 0 4
4.00
for all staff.
Q27 Staff should understand the¥7.5 | 62.5 0 0 0 438 3
development process. '
Q28 Staff must have their rolgs68.8 | 31.3 0 0 0 4.69 2
identified clearly. '
Q29 | Training must be planned100 | © 0 0 0 1
) TN 5.00
according to MOE’s mission.
Q30 | Training must be provided125 | 375 | 188 | 313 | 0 6
3.31
equally to all MOE staff.

As shown in table (8.12), for the training and extiom principle, there was a common
agreement with this principle. It can be obsenfet the participants considered statement
29 as a central issue with a “100%” strongly agi¢ewever, how this training is to be
implemented appears to be an issue with more disgaesults. This is a critical issue in

the MOE as the results of the open-ended questirensaled that one of TQM
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implementation obstacles will arise if trainingnist fairly distributed across staff. This is
in addition to the results of the interview as ofi¢he top management mentioned that this

is central:

Training, training and training about how to thirdnd work in teams about
how to accept new ideas and accountability

Notably, although almost a quarter of the top managnt agreed with statement 26 and
37.5 % strongly agreed with the same statemelfit3gtb% were uncertain. This could be
related to the result of statement 30. Some oftdpemanagement disagreed and some
others were uncertain about providing trainingltdhe staff. Consequently, they must be
uncertain about the continuity of training to athfé An important point here to be

considered in TQM implementation is the provisidnraining to everyone.

8.4.6 Tools and Techniques

Table (8.13) includes five statements that wereiged to examine the attitudes of the top
management respondents regarding “Tools and Teeksiigand reports the means of
respondents in the sample regarding this mattetl@cank order.

Table 8.13 Top Management (Tools and Techniques)

No. Statements Percent Mean | Rank
SA A u D SD
Q31 Decisions in the MOE must he500 | 375 | 125 | 0 0 4
4.25
based on data.

Q32 Statistical tools must be use®l3 | 688 | 0 0 0 3
to collect data about MOE 4.31
problems.

Q33 Statistical tools must be used88 | 813 | 0 0 0 5
to collect data for planning 4.19
improvement.

Q34 Different tools and techniqueg0.0 | 0 0 0 0 1
must be used to measyre 5.00
development.

Q35 Using other similar 500 | 500 | O 0 0 2
organizations experiences fpr

) , . 4.50
planning MOE’s plans is
useful.

It is clear from table (8.13) that the participamgsnerally agreed with the tools and
techniques principle. It can be observed that #réigipants considered statement 34 as the
most agreed with 100% strongly agreeing. This tesulld be a consequence of the failure

of many development programs resulting from thek lat accurate measurement as
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reported in the interviews. On the other handestant 33 was considered as the least

agreed with. However, it is still ‘strongly agreedth and has a mean of 4.19.

8.4.7 Rewards

Table (8.14) includes four statements that wereged to examine the attitudes of the top
management respondents regarding “Rewards” andtsgib@ means of respondents in the

sample regarding this matter and the rank order.

Table 8.14 Top Management (Reward)

No. Statements Percent Mean | Rank
SA A u D SD
Q36 | There must be clear reward00.0 | 0 0 0 0 1
: 5.00
system in the MOE.
Q37 Rewards can encourage staff té88 | 31.3 | 0 0 0 4
: ) 4.69
work without fail.
Q38 Rewards should be establishe8!-3 | 188 | 0 0 0 81 3
according to staff’'s needs. '
Q39 Rewards can encouragéoo.0 | 0 0 0 0 500 2
innovation. '

As shown in table 8.14, there was strong agreemihtthis principle with a mean range
between 4.69 and 5.00.There is not any disagreemrenincertainty responses. They
strongly agreed with a mean of 5.00 with both stetets 36 and 39. This might due to the

prominent role rewards play in encouraging develepm

8.5 Internal Stakeholders

Tables (8.15) to (8.21) show the statements of @aicitiple and the frequencies for each
statement. The tables (8.15) to (8.21) also predentank order according to mean rating

for the agreement of internal stakeholders witthestatement in every principle.

8.5.1 Commitment toward TQM

Table (8.15) includes five statements that wereuged to examine the attitudes of the
internal stakeholders regarding “Commitment towd@M” and reports the means of
respondents in the sample regarding this mattetl@cank order.
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Table 8.15 Internal Stakeholders (Commitment toward TQM)

No. Statements Percent Mean | Rank
SA A U D SD

Q1 Management must ensuress.2 57.4 3.7 7 0 4.33 3
consistency between MOE

mission and actual
performance.

Q2 It is critical for management to5>1 | 449 | 0 0 0 | 455 1
understand change process.

Q3 Open communication betweerfl.8 | 235 | 147 | 0 0 | 447 2

managers and staff must pe
encouraged and rewarded.

Q4 Development needs supporg3.l |26.5 | 404 | O 0 | 393 5
from management.
Q5 Management must act as a rplé7.8 | 243 | 279 | 0 0 | 420 4

model in the development.

Table (8.15) shows that the internal stakeholdstgude toward "Commitment Toward
TQM" principle was positive with a mean rangingveeén 3.93 and 4.55. They agreed
mostly with statement 2 with a mean of 4.55. On dlieer hand, they agreed least with
statement 4 with a mean of 3.93. Although for steget 4 most either strongly agreed or
agreed with it, there was a considerable high peage of uncertainty (40.4%). There is a
concern that top management may be overly directiues limiting the role and
contribution of staff. This might be so becauseittternal stakeholders feel that they need
more participation in decision making and plannsmthey are uncertain about how much
support the top management should pay to developimerause of possible pressure.
Another statement that has quite high uncertamigtatement 5. This could be a result of,
as mentioned previously in this chapter, the dowbtstakeholders about the ability of
some of the top management to act as a role madather words, stakeholders who
believe that some of the top management use ‘teyndapproaches in management doubt
that acting as a role model in development wilblgood idea

8.5.2 Focus on Stakeholders
Table (8.16) includes four statements that weraiged to examine the attitudes of the
internal stakeholders of respondents regarding Usaan Stakeholders” and reports the

means of respondents in the sample regarding thitemand the rank order.
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Table 8.16 Internal Stakeholders (Focus on Stakeholders)

No. Statements Percent Mean | Rank
SA A u D SD
Q6 Planning development require$22 | 47.8 | 0 0 0 | 452 2

stakeholders’ opinions.

Q7 MOE development could be404 | 44.9 | 147 | 0 0 | 426 3
measured through
stakeholders’ satisfactions.

Q8 It is important to survey 50.0 | 16.9 | 33.1 0 0 4.17 4

regularly stakeholders’ needs
and expectations.

Q9 MOE plans should consider7i3 | 10.3 | 184 | 0 0 | 453 1
internal and external
stakeholders’ attitude.

As shown in table (8.16), it was clear that thesiinal stakeholders' attitude toward the
"Focus on Stakeholder" principle was generally {posiwith a mean ranging between 4.17
and 4.53. They agreed mostly with statement 9 withean of 4.53. On the other hand,
they agreed least with statement 8. Although ttatement has a high degree of agreement
across the strongly agree and agree categoriess ia quite high frequency of uncertainty,
33.1%. This might be because of the previous baetreence of stakeholders of getting

involved in regular projects or surveys.

8.5.3 Continuous Improvement

Table (8.17) includes seven statements that werepgd to examine the attitudes of the
internal stakeholder respondents regarding “Contisulmprovement” and reports the

means of respondents in the sample regarding thitemand the rank order.

Table 8.17 Internal Stakeholders (Continuous Improvement)

No. Statements Percent Mean | Rank
SA | A U D SD

Q10 Never ending process ¢©f91.2 | 88 0 0 0 | 491 1
improvement is critical to
MOE development.

Q11 Planning in MOE should be in684 | 16.9 | 147 | 0 0 | 439 2
long term.

Q12 Plans in MOE must bge426 | 39.0 18.4 0 0 4.06 7
flexible.

Q13 Plans in MOE should usually346 | 654 | 0 0 0 | 435 3
be renewed and updated.

Q14 Defect prevention should38.2 47.1 14.7 0 0 4.24 5
replace defect detection.

Q15 It is important to solve day tp434 | 40.4 | 162 | 0 0 | 427 4
day problem immediately.

Q16 Elements of MOE should he27.2 58.1 14.7 0 0 4.13 6
evaluated regularly.
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Table (8.17) illustrates a high mean of agreemédninternal stakeholders toward the

"Continuous Improvement" principle with a mean ramgtween 4.06 and 4.91. There was
highest agreement with statement 10. In contr&é®ly agreed least with statement 12
though the differences are not substantial. Theeainty being expressed though would

need to be addressed.

8.5.4 Involvement and Empowerment
Table (8.18) includes seven statements that werepgd to examine the attitudes of the
internal stakeholder respondents regarding “Invoket and Empowerment” and reports

the means of respondents in the sample regardimgidtter and the rank order.

Table 8.18 Internal Stakeholders (Involvement and Empower  ment)

No. Statements Percent Mean | Rank
SA A U D SD

Q17 Deve|0pment should be31.6 35.3 33.1 0 0 3.99 8
carried by all members of
MOE.

Q18 MOE staff should share in41.9 39.7 18.4 0 0 4.24 6
decision making in the MOE.

Q19 External stakeholders should*l2 | 441 | 147 | O 0 4.26 S
share in decision making in the
MOE

Q20 Teamwork should be 49.3 17.6 33.1 0 0 4.16 7
emphasized.

Q21 Responsibility, authority and®4.7 | 169 | 18.4 | 0 0 | 446 4

accountability must be
delegated as closely as
possible to those performing

the work.

Q22 Feedback should he68.4 31.6 0 0 0 4.68 1
encouraged from the
stakeholders.

Q23 MOE'’s goa|s and po”cies 64.0 36.0 0 0 0 4.64 2

must be communicated
regularly to staff.

Q24 Management must make everyl.0 | 39.0 | 0 0 0 | 461 3
effort to any staff's ideas,
opinion, questions or concerrys.

As shown in table (8.18), it was clear that thelinal stakeholders generally agreed with
the "Involvement and Empowerment"” principle witmaan range between 3.99 and 4.68.
They agreed mostly with statement 22. On the dthed, they agreed least with statement
17. 33.1% of the internal stakeholders were untedhout carrying the development by
all members of MOE. This might be due to the curpractices in the MOE which do not

involve completely all of the ministry staff member
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8.5.5 Training and Education
Table (8.19) includes six statements that were ggduto examine the attitudes of the
internal stakeholder respondents regarding “Trgimnd Education” and reports the means

of respondents in the sample regarding this mattdrthe rank order.

Table 8.19 Internal Stakeholders (Training and Education)

No. Statements Percent Mean | Rank
SA A u D SD

Q25 | Training is essential for404 | 596 | 0 0 0 | 440 3
managers as well as staff.

Q26 | Training is a continual process?8.7 | 71.3 | 0 0 0 | 429 4
for all staff.

Q27 Staff should understand the28 | 77.2 | 0 0 0 | 423 5
development process.

Q28 Staff must have their rolgs>9 | 43.4 | .7 0 0 | 455 2
identified clearly.

Q29 | Training must be plannedé54 | 346 | 0 0 0 | 465 1
according to MOE’s mission.

Q30 Training must be provided53.3 32.0 14.7 0 0 4.21 6
equally to all MOE staff.

Table (8.19) shows that the internal stakeholdérsngly agreed generally with the
“training and education” principle with a mean rangtween 4.21 and 4.65. They agreed
most with statement 29. In contrast, they agreadtleith statement 30. These responses
provide a positive starting point with internallstholders regarding training as important
and the level of agreement for statement 30 isw@rdsting contrast to the response of top

management.

8.5.6 Tools and Techniques
Table (8.20) includes five statements that werauged to examine the attitudes of the
three groups of respondents regarding “Tools anchiiigues”. It reports the means of

respondents in the sample regarding this mattetl@cank order.

Table 8.20 Internal Stakeholders (Tools and Techniques )

No. Statements Percent Mean | Rank
SA A U D SD

Q31 Decisions in the MOE must be26.5 | 551 | 184 | 0 0 4.08 5
based on data.

Q32 Statistical tools must be usedt2.6 | 57.4 | 0 0 0 4.43 1
to collect data about MOE
problems.

Q33 Statistical tools must be usedt9 | 8.1 | 0 0 0 4.42 2
to collect data for planning
improvement.
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Q34 Different tools and techniques#34 | 38.2 | 184 | 0 0 | 425 4
must be used to measure
development.

Q35 Using other similar 449 | 426 | 125 0 0 4.32 3
organizations experiences fpr
planning MOE'’s plans i$
useful.

As shown in table 8.20, the internal stakeholddrsngly agreed with "Tools and
Techniques” principle with a mean range betweeB 4iftid 4.43. They agreed most with
statement 32. In contrast they agreed least watteistent 31. There was some uncertainty
here perhaps reflecting concerns about how dathatrbgyused.

8.5.7 Rewards

Table (8.21) includes four statements that weraiged to examine the attitudes of the
internal stakeholder respondents regarding “Rewamnadd report the means of respondents

in the sample regarding this matter and the radkror

Table 8.21 Internal Stakeholders (Rewards)

No. Statements Percent Mean | Rank
SA A U D SD

Q36 | There must be clear reward’2l | 27.9 | 0 0 0 |472 3
system in the MOE.

Q37 Rewards can encourage staff té’2 | 228 | 0 0 0 | 47 2
work without fail.

Q38 Rewards should be establishef6-2 | 338 | 0 0 0 | 466 4
according to staff’'s needs.

Q39 Rewards can  encourages3l | 169 | 0 0 0 | 483 1
innovation.

Table (8.21) shows that there was a strong agreeofemternal stakeholders toward
“Reward” principle with a mean range between 4.68 4.83. They agreed mostly with
statement 39. On the other hand, they agreed \atststatement 38. However, there is

overwhelming support for this idea.

8.6 External Stakeholders

Tables (8.22) to (8.28) show the statements of gawhciple and the frequencies
(Percentages) for each statement. The tables (828.28) also present the rank order
according to mean rating for the agreement of eatestakeholders with each statement in

every principle.
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8.6.1 Commitment toward TQM

Table (8.22) includes five statements that wereuged to examine the attitudes of the
external stakeholder respondents regarding “Comemnitnbtoward TQM” and reports the

means of respondents in the sample regarding thitenmand the rank order.

Table 8.22 External Stakeholders (Commitment toward TQM)

No. Statements Percent Mean | Rank
SA A u D SD

Q1 Management must ensures42 | 358 | 0 0 0 | 464 2
consistency between MOE
mission and actual
performance.

Q2 It is critical for management to44.0 | 396 | 164 | O 0 | 428 4
understand change process.

Q3 Open communication betweerp0.7 | 41.8 | 7.5 0 0 | 443 3

managers and staff must pe
encouraged and rewarded.

Q4 Development needs suppori39 | 26.1 0 0 0 | 474 1
from management.
Q5 Management must act as a rpl@46 | 478 | 276 | 0 0 | 397 5

model in the development.

Table (8.22) shows that the external stakeholdgmsea with "Commitment toward TQM"
principle with a mean range between 3.97 and 4 lidy agreed most with statement 4. In
contrast, they agreed least with statement 5.Heeeetwas over a quarter expressing
uncertainty which will need to be considered iratieh to feasibility. Nevertheless, there
Is significant support.

8.6.2 Focus on Stakeholders

Table (8.23) includes four statements that weraiged to examine the attitudes of the
external stakeholder respondents regarding “FoouStakeholders” and reports the means

of respondents in the sample regarding this mattdrthe rank order.

Table 8.23 External Stakeholders (Focus on Stakeholders)

No. Statements Percent Mean | Rank
SA A ] D SD
Q6 Planning development require$>1 | 57.5 | 7.5 0 0 | 428 3

stakeholders’ opinions.

Q7 MOE development could be70-1 | 299 | 0 0 0 | 470 1
measured through
stakeholders’ satisfactions.

Q8 It is important to surve) 23.9 53.0 23.1 0 0 4.01 4

regularly stakeholders’ needs
and expectations.
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Q9 MOE plans should considers®.0 | 41.0 | 0 0 0 | 459 2
internal and external
stakeholders’ attitude.

As shown in table (8.23), external stakeholderongfly agreed with "Focus on

Stakeholders" principle. They agreed mostly witatesnent 7. On the other hand, they
agreed least with statement 8. Here again there avakegree of uncertainty being
expressed with surveys of needs which will needet@xplained in relation to the question

of feasibility and implementation.

8.6.3 Continuous Improvement

Table (8.24) includes seven statements that werepgd to examine the attitudes of the
external stakeholder respondents regarding “Coatiaulmprovement” and reports the

means of respondents in the sample regarding thitemand the rank order.

Table 8.24 External Stakeholders (Continuous Improvement)

No. Statements Percent Mean | Rank
SA A U D SD
Q10 Never ending process o©f59.7 | 403 | 0 0 0 | 460 1

improvement is critical to
MOE development.

Q11 P|anning in MOE should be in16.4 | 50.7 | 22.4 | 10.4 0 3.73 5

long term.

Q12 Plans in MOE must bp164 | 604 | 231 | 0 0 | 393 4
flexible.

Q13 Plans in MOE should usually56-0 | 440 | 0 0 0 | 456 2

be renewed and updated.

Q14 Defect prevention should20.1 | 35.8 | 33.6 | 10.4 0 3.66 6
replace defect detection.

Q15 It is important to solve day tp306 | 61.9 | 7.5 0 0 | 423 3
day problem immediately.

Q16 Elements of MOE should he20.1 | 31.3 | 157 | 32.8 0 2.31 7
evaluated regularly.

Table (8.24) illustrates that, apart from statem&®t the external stakeholders agreed
generally with "Continuous Improvement" principlehey agreed most with statement 10
about the criticality of the never-ending procesgmprovement in MOE development. In

contrast, they were uncertain (a mean of 2.31) abmtement 16. The reason behind this
might due to the overload for the external stakeéwd of the regular development

programs and evaluations and also possibly a peocepf additional pressure.
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8.6.4 Involvement and Empowerment

Table (8.25) includes seven statements that werepgd to examine the attitudes of the
external stakeholder respondents regarding “Invokm and Empowerment” and reports

the means of respondents in the sample regardimgidtter and the rank order.

Table 8.25 External Stakeholders (Involvement and Empower  ment)

No. Statements Percent Mean | Rank
SA A u D SD

Q17 Deve|0pment should be57.5 27.6 14.9 0 0 4.43 6
carried by all members of
MOE.

Q18 MOE staff should share ip6s8.7 | 313 | 0 0 0 | 469 4
decision making in the MOE.

Q19 External stakeholders shoulcp6-7 | 43.3 | 0 0 0 | 457 5
share in decision making in the
MOE

Q20 Teamwork should be 29.9 32.8 37.3 0 0 3.93 8
emphasized.

Q21 Responsibility, authority ands9.7 | 403 | 0 0 0 | 460 2

accountability must be
delegated as closely as
possible to those performing

the work.

Q22 Feedback should He56.0 | 299 [ 142 | © 0 4.42 7
encouraged from the
stakeholders.

Q23 MOE'’s goa|s and po|icie565.7 34.3 0 0 0 4.66 1

must be communicated
regularly to staff.

Q24 Management must make everys-2 | 418 | 3.0 0 0 | 452 3
effort to any staff's ideas,
opinion, questions or concerns.

Table (8.25) shows that the external stakeholdereiglly agreed with "Involvement and

empowerment” Principle with a mean range betwe®8 8nd 4.66. They agreed most with
statement 23. In contrast, they agreed least waterment 20. This might be because of
their limited experience with teamwork. Teamworkais area where uncertainty is being
expressed. This is an issue that is supporteceimtirviews which are explored in chapter

nine.

8.6.5 Training and Education

Table (8.26) includes six statements that were ggduto examine the attitudes of the
external stakeholder respondents regarding “Trgiramd Education” and reports the
means of respondents in the sample regarding thitenand the rank order.
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Table 8.26 External Stakeholders (Training and Education)

No. Statements Percent Mean | Rank
SA A u D SD

Q25 | Training is essential for © 75 | 164 | 761 | 0 | 231 6
managers as well as staff.

Q26 | Training is a continual process30-6 | 23.9 | 418 | 3.7 0 | 381 3
for all staff.

Q27 Staff should understand the64 | 31.3 | 2.2 0 0 | 464 1
development process.

Q28 Staff must have their rolgsd15 | 433 | 52 0 0 | 446 2
identified clearly.

Q29 Training must be p|anned29.9 16.4 | 53.7 0 0 3.76 4
according to MOE’s mission.

Q30 | Training must be provided224 | 239 | 537 | 0 0 | 369 |5
equally to all MOE staff.

Table (8.26) shows that with the exception of stetet 25, the external stakeholders
agreed with "Training and Education” principle. Yhegreed most with statement 27. In
contrast, they were uncertain about statement # avmean of 2.31 and a percentage of
disagreement of 76.1%. Once again, this might dygrévious experience where training
and development was largely directed at top managernd so staff were not involved
and there is less certainty about what that ent@igestions 29 and 30 raise issues about

the provision and allocation of training which wik examined further in chapter nine.

8.6.6 Tools and Techniques

Table (8.27) includes five statements that wereuged to examine the attitudes of the
external stakeholder respondents regarding “TowodsTeechniques” and reports the means

of respondents in the sample regarding this mattdrthe rank order.

Table 8.27 External Stakeholders (Tools and Techniques)

No. Statements Percent Mean | Rank
SA A u D SD

Q31 Decisions in the MOE must he56.0 | 440 | 0 0 0 | 456 1
based on data.

Q32 Statistical tools must be used24 | 62.7 | 149 | 0 0 | 407 3
to collect data about MOE
problems.

Q33 | Statistical tools must be used8> | 425 | 9.0 0 0 | 440 2
to collect data for planning
improvement.

Q34 Different tools and techniques 0 82 | 291 | 627 | 0 | 246 5
must be used to measure
development.
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Q35 Using other similar 22.4 | 23.9 53.7 0 0 3.69 4
organizations experiences fpr
planning MOE'’s plans i
useful.

\"ZJ

As shown in table (8.27), apart from statement tBé, external stakeholders generally
agreed with "Tools and Techniques" principle. Thgyeed mostly with statement 31 with
a mean of 4.56. On the other hand, they were waipesbout statement 34 with a mean of
2.46 and 62.7% of disagreement. Once again, thgbtrbie because of their concerns about
the significant range of tools and projects to ppliad in the field which give extra work
to staff and create unforeseen demands.

8.6.7 Rewards

Table (8.28) includes four statements that weraiged to examine the attitudes of the
external stakeholder respondents regarding “Rewamdsd reports the means of

respondents in the sample regarding this mattetl@dank order.

Table 8.28 External Stakeholders (Rewards)

No. Statements Percent Mean | Rank
SA A u D SD

Q36 | There must be clear reward’2 | 328 | 0 0 0 | 467 4
system in the MOE.

Q37 Rewards can encourage staff t679 | 321 | 0 0 0 | 468 3
work without fail.

Q38 Rewards should be establishe82.5 | 7.5 0 0 0 | 493 1
according to staff’'s needs.

Q39 Rewards can encourage>4 | 246 | 0 0 0 | 475 2
innovation.

Table (8.28) illustrates the strong agreement @& #xternal stakeholders with the
"Rewards" principle. They agreed mostly with sta@éam38 with a mean of 4.93. On the
other hand, they agreed least with statement 36 avitnean of 4.67. Here unlike other
domains there is no uncertainty which emphasizesview that “rewards” is a critical

aspect.

8.7 Differences between the Three Groups:

In order to determine whether there were any difiees between the attitudes of the full
sample of top management, internal and externdtebtdders regarding the TQM
principles to develop MOE, the Kruskal-Wallis tests conducted on the 39 statements of

the seven proposed TQM Tree Model principles.
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8.7.1 Commitment toward TQM

Table 8.29 Differences Regarding Commitment toward TQM

Statement Chi-Square df Asymp. Sig.
Q1 34.260 2 .000
Q2 18.901 2 .000
Q3 17.010 2 .000
Q4 80.655 2 .000
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Table (8.29) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant
level of (p< .01) in all of the statements related to principlee “Commitment toward
TQM”.

8.7.2 Focus on Stakeholders

Table 8.30 Differences Regard Focus on Stakeholders

Statement Chi-Square df Asymp. Sig.
Q5 15.768 2 .000
Q6 29.604 2 .000
Q7 49.905 2 .000
Q8 4.663 2 .097
Q9 7.771 2 .021

Table (8.30) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant
level of (< .01) in most of the statements related to prirciplo “Focus on Stakeholders”

8.7.3 Continuous Improvement

Table 8.31 Differences Regard Continuous Improvement

Statement Chi-Square df Asymp. Sig.
Q10 50.430 2 .000
Q11 63.447 2 .000
Q12 14.930 2 .001
Q13 15.754 2 .000
Q14 43.648 2 .000
Q15 4.189 2 123
Q16 197.064 2 .000

Table (8.31) shows that there is a difference ie #greement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant
level of (p< .01) in most of the statements related to primcighree “Continuous

Improvement”.
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8.7.4 Involvement and Empowerment

Table 8.32 Differences regard Involvement and Empowerment

Statement Chi-Square df Asymp. Sig.
Q17 23.738 2 .000
Q18 27.560 2 .000
Q19 25.344 2 .000
Q20 10.106 2 .006
Q21 9.144 2 .010
Q22 14.551 2 .001
Q23 4.917 2 .086
Q24 6.742 2 .034

Table (8.32) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant
level of (< .01) in most of the statements related to primcifgur “Involvement and
Empowerment.

8.7.5 Training and Education

Table 8.33 Differences regard Training and Education

Statement Chi-Square df Asymp. Sig.
Q25 216.974 2 .000
Q26 21.763 2 .000
Q27 47.559 2 .000
Q28 2.572 2 .276
Q29 82.475 2 .000
Q30 34.520 2 .000

Table (8.33) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant
level of (g .01) in most of the statements related to primcifive “Training and
Education”.

8.7.6 Tools and Techniques

Table 8.34 Differences Regard Tools and Techniques

Statement Chi-Square df Asymp. Sig.

Q31 34.835 2 .000
Q32 22.761 2 .000
Q33 3.078 2 215
Q34 189.047 2 .000
Q35 46.370 2 .000

Table (8.34) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant

level of (p< .01) in most of the statements related to prircgix “Tools and Techniques”
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8.7.7 Rewards

Table 8.35 Differences regard Rewards

Statement Chi-Square df Asymp. Sig.
Q36 7.577 2 .023
Q37 3.018 2 221
Q38 28.582 2 .000
Q39 6.655 2 .036

Table (8.35) shows that there is a difference ie tigreement level toward the
implementation of TQM in the MOE in Oman betweea three groups at the significant

level of (p< .01) in most of the statements related to prircgadven “Reward”.

In order to find to which group the significant féifence is favouring, the mean rank is
used as shown in appendix (XI). It is importanptont out that the differences between
the three groups are mostly in the emphasis rath@m in the agreement level. The
significant preferences are discussed in relabainé summary of data analysis as follows.
In addition some more differences will be highligihtfrom the qualitative data analysis in

chapter nine.

8.8 Summary of data analysis of the questionnaire

In this chapter we have explored the attitudeshef staff members of MOE: the top
management, the internal stakeholders and the nattestakeholders regarding the
implementation of TQM. The survey devised for thisrpose included 39 statements.
These statements were grouped into 7 categoriesrfgrprinciples of TQM, as stated at
the beginning of this chapter and presented inildeta chapter six. Most participants
expressed positive attitudes toward TQM impleméortat However, some of them,
especially the internal and external stakeholdemm&d to be uncertain about some
statements. There was limited disagreement, thex® mo strong disagreement and no
statements were rejected completely. From the resgsoof the three groups: the top
management, the internal stakeholders and thenattstakeholders to the 39 statements

we can draw the following conclusions.

8.8.1 Commitment toward TQM

The results revealed that the three groups ofdah®pte agreed that the commitment toward
TQM would help MOE to improve and reduce the erptproblems. Data also showed
that although the three groups agree that managemest ensure consistency between

MOE’s mission and its actual performance, the t@gmagement and internal stakeholders
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seemed uncertain about the role of management pposting a development or

developments in education.

For the five statements in this principle “Committhéoward TQM”, there were some
significant differences between the three groufmme of the prominent issue arose is
regarding Q4 which is about the need for managensamport in development.
Surprisingly, while the top management ranked ithesfifth most agreed with item, the
internal stakeholders ranked it the fourth andetkiernal stakeholders ranked it as the first.
This might be expected as each group plays a diftenle, has a different level of power
and responsibilities in MOE as an organization. @Asonsequence, they have different
attitudes and opinions about TQM implementation #r@damount of management support
needed.

The results regarding the focus on stakeholdelisatet that there was general agreement
about the importance of listening to stakeholde @nsidering their attitudes. However,
a quite high percentage of top management (31.3%&@gckes with the need to relate
development planning to stakeholders’ opinions. Same percentage (31.3%) of the top
management was also uncertain about this staterremiddition, both the internal and
external stakeholders were uncertain about the ntapce of surveying stakeholders’

needs and expectations regularly.

In the comparison between the three groups, respotts half of the statements in this
principle were significantly different (two statents) and the other two were not
significant. It is noticeable that the significastatements were “Planning development
requires stakeholders’ opinions” and “MOE developteould be measured through
stakeholders’ satisfactions” which focus deeply e role of stakeholders in the
development. On the other hand, the other two retés “It is important to survey

regularly stakeholders’ needs and expectations™®@E plans should consider internal
and external stakeholders’ attitude” are relateddnsidering stakeholders’ attitudes and
expectations but the work is done mostly by manageni his is highlighting the issue of
the usage of power and the top-down managementl®@ng the more connected and
open approach suggested by these statements dgdg @mchange in the existing
hierarchical approaches which are based on top-geamaent having the power to direct

planning without necessarily taking into accouret views of stakeholders.
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8.8.2 Continuous Improvement

The data related to the continuous improvementaledethat there was general agreement
about the need for constant improvement in ordefetcelop the MOE. However, the top
management respondents had some uncertainty (12esfa)ding the criticality of never-
ending process of improvement to the MOE develogmen

Both internal and external stakeholders were uamerabout five of the statements.
Moreover, the external stakeholders had a minoagleement with three statements.
These three statements covered long term planmdefgect prevention and regular

evaluation.

In the comparison of the three groups, resultssferout of the seven statements were
significantly different. It seemed that the top ragement were more in agreement with the
statements than the other two groups; the inteta&leholders expressed more uncertainty
on that than the external stakeholders and therraltestakeholders expressed more
disagreement and uncertainty than the two otheapgoThis might be because of the

different responsibility level and the load of wdhis might create for the different groups.

8.8.3 Involvement and Empowerment

The data regarding this principle revealed thatetlveas general agreement that the MOE
should enable its staff members to participate morerder to achieve the intended
development. In this principle, there were someeuiamties about some statements. The
three groups were uncertain about statement 20nihweak should be emphasized”. This
might be due to, as mentioned early in this chapier respondents’ previous experiences
and the extant management structures and approatiestend to be ‘top-down’, so that

respondents have had limited direct experienceahtvork.

In the comparison of the three groups regardingftleth principle “Involvement and
Empowerment”, there are significant differencesaimost half of the statements which
consider the participation of the stakeholders i@Bdecision making, development and
giving feedback. These differences are in the gtreof the agreement level rather than
disagreement. From the mean rank table (append)x iXlis clear that the external
stakeholders have more agreement than the intesteleholders. Both internal

stakeholders and external stakeholders have moeeragnt than the top management.
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8.8.4 Training and Education

The response data from the three groups indicdiadthe sample as a whole generally
agreed that the training and education principleessential for MOE development.

However, they disagreed with “Training is essenttal managers as well as staff” and
were uncertain about the following statements Zb,a@d 30: “Training is a continual

process for all staff.”, “Training must be plannadcording to MOE’s mission” and

“Training must be provided equally to all MOE staffVhile the three groups showed

uncertainty about statements 26 and 30, 76.1%eoéxtbernal stakeholders disagreed with
statement 25 in which training for managers as agBtaff is essential.

In the comparison between the three groups, state@& “Staff must have their roles
identified clearly” was the only non-significantasgment. This illustrates the need for

identification and clarification of responsibilise

8.8.5 Tools and Techniques

The findings on using quality tools and techniqgbswed that the three group sample
generally agreed that using quality statisticalga@nd techniques is essential for MOE’s
planning and measuring development. While top mamegt and the internal stakeholders
expressed some uncertainty to statement 31 “Dessio the MOE must be based on
data”, the internal stakeholders disagree witrestant 34 “Different tools and techniques
must be used to measure development”. Both inteimélexternal stakeholders expressed
uncertainty in relation to statements 34 and 35fdpent tools and techniques must be
used to measure development” and “Using other aimualganizations’ experiences for
planning MOE'’s plans is useful.” The fact that tio@® management showed uncertainty
about one statement, the internal stakeholders esthmmcertainty about three statements
and the external stakeholders showed uncertainbptafour statements highlights an
important point relating to those in the more pdwgpositions seeming to express greater
confidence in relation to the use of tools. Top agement and the internal stakeholders
were uncertain about decision making based on whiah may be because decision-
making tends to be centralized. They might be corezkabout lessening their power. On
the other hand, the internal and external stakensidere more uncertain about statements

that might have implications for their workloadsnmplementing the change.

In the comparison of the three groups, there wigmrgfecant differences between the three
groups in all of the statements except statemeiistaBistical tools must be used to collect
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data for planning improvement). The entire samgee@d that statistical tools must be

used to collect data for planning improvement.

8.8.6 Rewards

This finding indicated that the sample as a whagleead that reward is important in MOE
development. They agreed that reward system mustelae and established according to
the staff's needs. They also agreed that rewamds lprominent role in encouraging staff

to work and in encouraging innovation.

In the comparison of the three groups, there weresignificant differences except in

statement 38 “Rewards should be established acapridi staff's needs”. This small

difference in the strength of agreement again migghtlue to the different positions and
roles each group plays currently. From the meak table (appendix Xl), it is clear that

the external stakeholders have a higher agreereeel than the other two groups. This is
again a very slight difference.

8.9 Conclusion

The data analysed in this chapter was gathered ttoee groups, top management,
internal stakeholders and external stakeholders.gliestionnaire asked each participant to
agree/ disagree on 1-5 scale with 39 closed itesfaged to the seven principles of the
proposed TQM Tree Model; commitment to TQM, focusstakeholders, involvement and
empowerment, continuous improvement, training ahetation, tools and techniques, and
rewards. The data were analysed and presented@ntages in frequency tables. It was
clear from the discussion of the quantitative datt there a general agreement between
the three groups; top management, internal stallel®land external stakeholders
regarding the TQM Tree Model principles. Althougjlerte are some significant differences
between the three groups regarding some issues asidhaining, the role of the top
management and regular evaluation and continuopsowement, these are in relation to
the strength of the agreement level. These regivésa broad view about the feasibility of
implementing TQM in the MOE. The next chapter dgsms the results of the qualitative
data collected by the questionnaire’s open-endedtopns and the main interviews to gain

further information about the implementation of gfreposed model of TQM in the MOE.
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Chapter Nine- Qualitative Data Analysis

9.1 Introduction

Although from the quantitative data the majority tbe participants appeared to have
positives attitude toward the implementation of T@Mhe MOE, this result just gave a
broad feeling for the acceptability of the TQM Tré&todel and established a broad

baseline as appeared in chapter eight.

In order to gather further information on what therticipants of the three groups, top
management, internal stakeholders and externaélstddiers, see as the way forward in
taking TQM principles as the basis for developihg MOE, two qualitative studies were
carried out: the open-ended questions as a péneajuestionnaire and the semi-structured
interviews. The following discussion of the majbemes draws together this data. The

major themes reflect the seven principles of thé/TT)ee Model:

Commitment Toward TQM
Focus on Stakeholders
Continuous Improvement
Involvement and Empowerment
Training and Education

o ok~ wbdpE

Tools and Techniques
7. Rewards

The main aim of this chapter is to present the y@mmaland the interpretations of the
qualitative data collected. Ary et al. (2006, p.X8®%ate that, the challenge facing the
researcher at this stage is to make sense of cepamuounts of data and to construct a
framework for communicating the essence of whatddwa reveal”. As explained in
chapter seven, the methodology, a semiotic analy&s used to analyse both the open-
ended questions and the interviews. The followingghm summarises the method

followed in analysing the qualitative data.
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Familiarization and Organization

v
Translation

A\ 4

Coding and Recoding

A\ 4

Summarizing and Interpreting

Figure 9.1 Steps of Analysing the Qualitative Data

9.2 Stages of Qualitative Data Analysis

Data analysis in the qualitative research involtlege main stages: familiarization and
organization, coding and recoding and summarizing eterpreting (Ary et al, 2006,

p.490). However in this particular research in &ddi to the three main steps, the
researcher added one more step which is translafioa following paragraphs discuss

briefly how the four stages of qualitative data &vachieved.

9.2.1 Stage One: Familiarization and Organization

Familiarization and organization was the first stag qualitative data analysis. In this
stage, the researcher read and reread notes intordecome familiar with the data. Then,
the researcher put the open-ended questions intrganized form and completed the
notes of the interviews. Next, the researcher @t reread again and took notes while

reading.

9.2.2 Stage Two: Translation
This stage was an important stage as the resedrgdteher best to translate the data from

Arabic into English without changing the meanings¢dssed in detail in chapter seven).

9.2.3 Stage Three: Coding and Recoding
In this stage, the researcher identified the maitegories and themes. As she became

familiar with the data and the issues arose from ¢tipen-ended questions and the
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interviews, she found that the obstacles and ttiétéding factors could be themed into the
seven main principles of the TQM Tree Model. Momowvhile reading and rereading,
translating, coding and recoding, the researchsaraéed the responses of the three groups
the top management, the internal stakeholderstanéxternal stakeholders. However, the
researcher discovered that there are no signifiddierences between the three groups in
the open-ended questions, so she decided to prdsemt together as a whole. In the
interviews, there were slight differences, so theypresented separately.

9.2.4 Stage Four: Summarizing and Interpreting Data

The last but most important of all stages was sunzmng and interpreting data. In this

stage, the researcher had to present the massounaot data in a well-organized, easy to
read and understandable way. Thus, a table tdhpuigdmmary of the key issues according
to the seven themes of the TQM Tree Model was wrle@s will be seen later in this

chapter. Later, the researcher reflected on tha gatsented in the table trying to

understand and interpret it.

9.3 The Open-ended Questions

The third part of the questionnaire consisted afr fopen-ended questions regarding the
obstacles that might face the implementation of T@Mthe MOE in Oman and the

solutions to them:
If we are to implement TQM in the MOE:
What do you see as some of the obstacles?

How might these be overcome?
What do you see as some of the facilitating fators

A

How might these be enhanced?

The answers to these questions were analysed, ocsid) and summarised in the
following tables. From the tables below, it was iolng that most participants surveyed
tended to see some obstacles in implementing TQtarMinistry of Education in Oman.
These obstacles can be categorized according tseen principles of the TQM Tree
Model presented in chapter six. In addition, thetip@ants surveyed suggested some
solutions to help in overcoming these obstaclefpimig in implementing TQM in the
Ministry of Education Central Headquarters and eclhray the facilitating factors.
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9.3.1 Commitment toward TQM

Table 9.1 Commitment toward TQM

The TQM The Obstacles The Solutions

proposed

model

principle
Commitment | « No accurate time¢ ¢ Adopt TQM completely.
toward TQM management. « Care for content more than

» Different directorates ar appearance.
responsible for one single « Justice.

D

project which causes « Support development
contradiction and failure. administratively.

« Caring for appearange « Equality between all staff.
more than the content. * Support development financially.

« The use by top . Opencommunication and the use
management of thefr  of internet as a communicatiye
power in an unjust way. tool.

* The lack of knowledge¢ « There must be consistency

\1%4

about TQM. between aims of the MOE,
* The disbelief in TQM. development projects and the
* Lack of top management actual performance.

support. * Time management.
 Slow and ineffective « Managers should use their

communication authorities to support not to
e Using traditional threaten.

ineffective administrative

processes.

* Inconsistency  between
MOE aims and field

needs.

* Overloaded routine paper
work.

* Autocracy.

e Budget.

* Lack of tools and media
needed

Most of participants believed that management cbeldn obstacle in implementing TQM
in the sense of management behaviour such as wathigonal administrative processes or
using power in a top-down approach. Some parti¢gparpressed their concerns about the
autocratic management which might form an obstaxclenplementing TQM in the MOE.
One of them statedtlte use of power by top management in an unjust \@ayne of the
obstaclesanother participant saftlising traditional ineffective administrative presses”

as another obstacle and a third one highlighted ‘taavtocracy plays a prominent role in

prohibiting the development of the ministry”.
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The present practices of management were also omegcti as another management
obstacle with paperwork creating overload, the latkaving a responsible body to deal
with development programs and the inconsistencwdet MOE aims and field needs.

One of the participants commented that:

The overloaded routine paperwork which is unneagsskes all the time and
discourages the staff from trying to improve thdueseor their work

Another participant commented that:

The gap between the Ministry Central Headquartersl gahe Regional
Directorates causes inconsistency between the Wytssdevelopmental aims
and the actual field needs

A participant stated that:

The different bodies responsible for a single dgwalent programme cause
contradiction and failure in the development pragraes as there is no
responsible body to coordinate between the difterefforts of those
implementing

The above comments highlight the reality of whatipgants believe in the management
behaviours and practices that can prohibit TQM en@ntation. Moreover, participants
also believe that those management processes wiigit be facilitators would, in the
current setting, act as obstacles in the implentientaof TQM. One of the participants
highlighted weak communication as a main obstagldinit improvements fiot only
between directorates but also within a single diveate, a department and a section”.
Along with the weak and slow communication anotbaticipant reported that one of the

obstacles istfudget, whether there are not enough budgets grdahe not well-planned”.

The participants in this study also suggested #uipting TQM with its knowledge,

beliefs and support could overcome the obstacles.@the participants suggested;

Adopting TQM completely, spreading its culture aler the Ministry, would
support and simplify the implementation process

Other suggestions related to management behawichras management practice based on

justice and equality between staff were also rai€et of the participants stated that:
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Management should use the authority to supporthesip staff to do their work
and improve it, not to use their power to threates staff

The participants also proposed some facilitatortofdc which would support the
implementation of TQM such as open communicatiamet management and the
availability of a suitable budget. One of the papants commented,

Open communication within and between differenéadorates and use of the
internet as a quick communicative tool might heipthe success of TQM
implementation

These comments and suggestions highlight that tlaeee some obstacles regarding
management in relation to TQM implementation in BW@E and there are some solutions

that can be considered to tackle the problems ahdree the implementation process.

9.3.2 Focus on Stakeholders

Table 9.2 Focus on Stakeholders

The TQM The Obstacles The Solutions
proposed
model
principle
Focus on « The centralization in » Consider stakeholders'
Stakeholders decision making. needs.
* Ignorance of stakeholders' » Consider stakeholders'
opinions. aspirations.
» Consider stakeholders'
abilities.

Nearly all of the participants from the three greupade comments that referred to a focus
on stakeholders regarding the importance of thginions and needs. They considered
centralization in decision making as an obstacle ifaplementing TQM. One of the
participants stated that one of the obstacles is:

The great level of centralization especially in ideam-making and keeping
most of the authority in the hands of the Centrehiquarters staff

In addition to the obstacle mentioned above, tlier@nother main obstacle which is the
ignorance of stakeholders’ opinions. This obstagla consequence of the first one; as
there is a high level of centralization in decismoaking through the Central Headquarters,
the logical result there is ignorance of stakeh@dapinions. One of the participants said:
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The decision makers in the MOE ignore the fieldgdmns which broadens

the gap between the MOE Central Headquarters ardrttplementers of their
decisions

In trying to anticipate solutions for the problentise participants suggested, the
management should consider the stakeholders’ nasfdsations and abilities. One of the

participants suggested;

The management should give a chance to the diffstaff in the Ministry to
discover their unused abilities

Another participant said;

In starting a development programme in the Ministhe stakeholders’ needs
should be considered.

9.3.3 Involvement and Empowerment

Table 9.3 Involvement and Empowerment

The TQM The Obstacles The Solutions
proposed
model

principle
Involvement * No shared vision. » Distribute responsibilities
and e Shared responsibilities fairly.
Empowerment with weak * Give more responsibilities

communication. to regions.
* Middle management  All staff must share in

refuses to listen to the

=

TQM development.

staff or share their ¢ Team work.
decisions with them. o All staff share in decision
* Delegation of authority. making.

Many respondents noted that the delegation of aityhand the techniques of sharing
vision, responsibilities and opinions may form aries to TQM implementation. Although
managers might share some responsibilities witin gtaff, they do not share a vision; they

work with separate aims. One of the participanid Seat;

There is a gap between managers and staffs in thestx§, managers rarely
delegate authority

Another participant stated;

Some managers refuse to listen to their staff dratestheir decisions with
them
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sharing in decision making and delegating authaftgctively.

9.3.4 Continuous improvement

Table 9.4 Continuous Improvement

The TQM The Obstacles The Solutions
proposed
model
principle
Continuous * No feedback about the Plan carefully for the
improvement improvement programs. spread of quality culture.

Most development
projects discontinue.
Quick implementation
without enough accurate

Flexible plans.
Preparation for TQM
application.
Frequent feedback.

planning.
» Geographical distribution.
» Lack of enough staff.
* No clear plans.
* No clear responsibilities.
» Lack of preparation.

Some of the participants stated that there wouldiffeculties in implementing TQM

because of certain repeated aspects related toatypevelopment programmes such as
planning, resources and evaluation. Most of theslbg@ment programmes discontinue or
fail because of the rush into the implementatiothaut accurate planning, training and

preparation. One of the participants stated that;

Development programmes start quickly without enouglanning or
preparation for staff and resources needed.

Another obstacle regarding continuous improvememntthe lack of evaluation of
development programmes and feedback after impleatient This is because continuous
evaluation and continuous feedback leads to cootisuimprovement. One of the
participants commented about the failure behindebiggment programmesthere is no

feedback about development programmes”

The participants suggested some facilitating facteuch as flexible planning, proper
preparation, spreading the quality culture andiooous feedback. One of the participants

suggested,;
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Plans must be flexible to be updated and adaptedordmng to the
implementers’ abilities and available resources.

Well planned programmes with continuous feedbac#t #exibility for updating and

adapting to changing circumstances might help atesssful implementation.

9.3.5 Training and Education

Table 9.5 Training and Education

The TQM The Obstacles The Solutions
proposed
model
principle
Training and e Lack of TQM » Train all staff fairly.
Education background. e Qualify managers for thejr
* Lack of qualified staff specific jobs.
and supervisors. e Lectures and seminals
» Unqualified management. about TQM.
 Shortage of training » Specific courses on TQM.
centres. * Continuous training.
e Shortage of training
programs.
e Training is not fair for
everyone.

With regard to training and education, some proBlerare stated by participants. Some of
them are clear from the table where two main issuegeferred to: the content of training
and the resources available for training. Regardivey content of training, one of the
participants stated;there are not enough qualified staff and superwSso This
participant indicated that the content of trainthgt staff and supervisors receive does not
match the requirements of their responsibilitiesother participant saidithere is a
shortage in training centres and training progranghe In summary, the problems that
might face TQM implementation in the MOE are coneer with providing enough
suitable fair training to the implementers.

The participants noted that offering fair trainipéanning the content carefully and making
all the needed resources available are facilitaf@atprs to current obstacles in relation to

training and education. One of the participantlggpted;

Training must be continuous through seminars, lestwand workshops to all
TQM implementers
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9.3.6 Tools and Techniques

Table 9.6 Tools and Techniques

The TQM The Obstacles The Solutions
proposed
model
principle
Tools and * No clear criterion for » Create data base.
Techniques evaluation. e Use statistical tools tp
* No specified ways fof collect data for frequent
collecting data for evaluation and measuring
improvement. development.
* No accurate data base. » Specify evaluation criterion
 The lack of clea
development techniques

Most of the participants indicated that the obstsah implementing TQM related to tools
and techniques. One of these obstacles was thefak evaluation criterion. Many of the
participants stated thdthere are no specified ways for collecting data improvement”.

They also mentioned the lack of accurate databases the unclear development

techniques could be considerable obstacles.

However, they suggested some solutions such adingeaffective databases, the
specification of evaluation criteria and the usatatistical tools to collect data. One of the
participants suggested th&JSe of specified statistical tools to collect déta frequent

evaluation and measuring development”.

9.3.7 Rewards

Table 9.7 Rewards

The TQM The Obstacles The Solutions
proposed
model
principle
Rewards * Rewards depend an * Give more rewards.
personal relationships. * Promotions must depend
e Lack of rewards and on clear standards.
promotions. e Fair rewards to all.

« Rewards are not given
according to the amount
of work

* No objective evaluation.

» Unfair rewards




Maryam AlNabhani, 2007 Chapter 9, 186

Finally, many respondents made reference to thielihrewards available and the unfair
way these could be distributed as obstacles. Orieeoparticipants highlighted the point
about unfair rewards between different directoratethe ministry “No justice between
Central Headquarters rewards and regional rewardsAnother participant added;
rewards are often not appropriate to the work, espley for hard workers”. This
participant stated the problem that the rewardsatgiven as a bonus for hard work. This
leads to another important issue which is cleaea for a reward system.

The participants pointed out some facilitating éastsuch as giving rewards more fairly
and establishing clear standards for a reward sysDme of the participants highlighted an
important issue;“promotion must depend on clear standard®romotion could be
considered one of the most important forms of reiwaas it could be considered both a
financial and prestigious reward. Thus having clstandards for promotion might

encourage more performance improvement and sucatd$3M implementation.

9.4 The Interview

The interviews in this study consisted of four indual interviews with members from top
management and two focus groups of five people &actirstly the internal stakeholders
and then the external stakeholders. The purposheske interviews was to collect the
views of the three groups regarding the implemeartadf TQM. To achieve this goathe

researcher carried out eight face to face semctstred interviews as explained in detail in
chapter seven. The interview consisted mainly efftlowing four questions:

1. What is your initial response to TQM?
2. What are the barriers to implementing TQM in the BfO

3. What do you see as facilitator factors in the impatation of
TQM in the MOE?

4. Are there any other issues you would like to raise?
In light of the interview, the opinions of the thrgroups could be summarized as in the
following tables.
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Table 9.8 Interview Analysis
Theme Top Internal External
Management Stakeholder Stakeholder
General view | Generally agree withEfficient ~way  for| Good approach tp
improvement managing change enhance the MOE’s

efforts in improvement.

Possibilities | Can be used to develogCan be used to solyeCan be used to achie
in Oman education existing problems the ministry’s aims
» Centralization in e Support from * Management
Obstacles decision making top management support ang
and planning - Centralization belief.
e Lack of funds » Cooperation e Lack of
* Lack of time from Regional communication
* Weak Directorates. within and
communication « Lack of funding between  the
between the « Lack of training directorates.
Ministry Central » Beliefs in TQM » Cooperation
Headquarters and culture between
and directorates change directorates.
e Culture of e Lack of clear * Ignoring
resisting change improvement stakeholders’
+ Lack of patience plans and needs.
e Lack of training standards « Participation in
e Lack of clear « Lack of decision making
responsibilities preparation * Rewards
e Lack of clear * Weak * Funding
standards communication * Lack of trained
and  qualified
staff.

Lack of clear
development
plans

Lack of time for
application.

The above table illustrates that the three grouppasticipants had generally positive

attitudes toward the implementation of TQM withive tMinistry of Education in Oman.

They generally believe in TQM as an important mamagnt approach in developing

education generally and MOE in Oman specifically.

However, there are some subtle differences in gaobp’s approach which seem to be

different according to each group’s position andant of power they have. While the top

management look at TQM as a solution to developca&iin in general, the internal
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stakeholders see it as a solution for existing lerab and the external stakeholders look at

it as a means to achieve the Ministry’s aims. Oitb@interviewees commented,;

| think it is a good approach and widely used nosed in developing
education institutions all over the world (Interwiee one).

Although most of the interviewees had a positivéuate toward the importance of TQM
implementation in the MOE, a few of them raised l@isuabout its suitability as it comes

from the business sector. As one of the intervievsaed;

| think TQM will not work very efficiently in the ®E because it came from
factories (group interview one- external stakehadjle

However, another interviewee added;

The idea is good but the implementation is alwdys problem (group
interview one- external stakeholders)

Another interviewee agreed with this idea;

So, TQM might be a solution if it is as it seemspther words, if it is applied
correctly (group interview one- internal stakehate)e

To summarize these ideas, TQM might be suitableléoeloping the MOE in Oman if it is
implemented properly. This might be achieved thtougmoving the obstacles the
interviewees suggested and consolidating the faiifig factors. The implementation
process is discussed in chapter eleven.

Regarding obstacles, the three groups pointed bubsh the same obstacles. They
highlighted obstacles that are related to plannsugh as the preparation for development
programmes, unclear responsibilities and uncleandstrds. One of the interviewees
pointed out;"the lack of clear improvement plans and standar@@oup interview one-
internal stakeholdersas an obstacle that might confront TQM implemeatatiAnother
interviewee stated;The quick implementation without enough prepavati (group
interview two- internal stakeholdershnother interviewee commented about the speed of
the implementation without enough planning and arafon;

They start the program and suddenly stop becausg dlo not have enough
knowledge about it and after the implementationy tHescover that it is not
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suitable, waste of time, money and efforts (groog@rview one- external
stakeholders)

Time management was another obstacle that is ctthewith the planning and
preparation point. It also forms a real developntantier in many facets concerning the
time needed for planning or for implementation @vdluation. One of the interviewees
stated that;

Time can play an important role in the implememtatiof any changing
approach, no doubt in TQM too. This means that temel patience are
required to the success of TQM (interviewee one).

The three groups agreed that centralization mightmf an obstacle for TQM

implementation. One of the interviewee stated,;

... centralization in decision making sometimes cawsastage of time, effort
and money. This is because some of the decisiensoarsuitable for us (group
interview two- external stakeholders).

However, they still believe that centralizationngportant in a flexible way that supports
change but provides opportunities for sharing iciglen making. One of the interviewees

stated;

Although centralization might form a type of impéation barrier,
commitment of the management and their supportémelopment facilitates
change (interviewee four).

They also agreed that communication can be an dbstdat might face TQM

implementation in the MOE in Oman. Weak and slovmgwnication might cause a
misunderstanding in the messages flowing from tbet@l Headquarters to the Regional
Directorates or vice versa. Moreover, weak commatioa might cause a problem not
only between directorates but also inside one sidglectorate. One of the interviewees

highlighted how weak communication affects the @ffeness of the work;

Communication is a real barrier in the implementatiof any development
program. If some of the staff of MOE should be & paimprovement program
and they don’t have enough information about itvfo@an they work effectively
to achieve its aims (interviewee two).
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Training was one of the most highlighted obstaclesaining can be a problem in many
ways; whether the training is not enough or itas matching the required skills. One of

the interviewees said;

Lack of training of both people in the Central Hgadrters and in the
Regional Directorates (group interview one- interatakeholders)

The lack of cooperation and the teamwork is anotistacle. As one of the interviewees
highlighted:;

Cooperation is another barrier. We cannot impleme&@M in an atmosphere
full of competition rather than cooperation. Manyredtorates within the
Central Headquarters and in the regions are tryitigeir best to improve
guality but separately. They do not cooperate tprovie the MOE as a whole.
This sometimes causes contradictions between thoie Directorates and
schools; which program to follow and what are thréecia for assessment
(group interview one- external stakeholders).

Although the three groups agreed upon many obstaebch group highlighted obstacles
created in the view of other groups. For exampp,management mentioned the culture
of resisting change and the lack of patience réla® both internal and external

stakeholders’ roles and attitudes. One of the tapagement interviewees said;

...culture is a main obstacle and it needs patiennd takes ages to be
changed. The culture of resisting new ideas andswaydoing things is the
most difficult to change (interviewee three).

On the other hand, the internal and external stakehs cited obstacles that are related to

top management’s roles. One of the external stdéel®stated,;

It is not as everybody in the Central Headquarts@ys that Regional
Directorates feel afraid of modern approaches agyttare too traditional to
change but it is the mass of development programas start without the
participation of those who would implement thisof{gp interview one- external
stakeholders).

Moreover, one of the internal stakeholders blantedexternal stakeholders for resisting

change;

The first barrier will be the cooperation from tRegional Directorates. Most
of the Regional Directorates refuse change esplgcalthe beginning (group
interview one- external stakeholders).
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This connects the problem of culture change rasistavith another obstacle which is the
stakeholders’ empowerment. This point also draws amticipation of TQM
implementation success in the MOE. This is because of TQM Tree Model's main
principles is stakeholder empowerment. This willabgignificant area to be developed and

will demand changes in attitude and practice bynaiblved.

However, top management was more confident to statge obstacles that are related to
their own roles such as funding and centralisafidns is may be because they feel more

secure as they have more power. One of the top geament interviewees stated;

Lack of funds stands on the top of not only detpyoat stopping ambitious
programs (interviewee two).

Although funds and most budget related issues teetdp management responsibilities,
they are still confident enough to say it. Thisaipositive point which highlights their

willingness to improve.

Table 9.9 Overcome Obstacles

Theme Top Internal External
Management Stakeholder Stakeholder
* Widespread Spread the quality Stakeholders’
awareness of culture participation
development e Train all and
» Training participants empowerment.
0O « Participation in » Activate the e Clear and
vercome effective communication Precise training
Obstacles decision between the to all
making Central participants
* More efficient Headquartersand ¢ Planning for
by more the Regional implementation,
authority and Directorates. collecting data
less * Use modern and evaluation
centralization. techniques in e continuous
* Giving planning and evaluation
responsibility evaluation » Continuous
and trusting. * Funding improvement
» Spread quality * Decentralization
culture and
TQM.
* Team work.
and
accountability
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In suggesting ways to overcome obstacles, top nemnegt seems more concerned not
only about solving existing problems but also abth#&nging the causes of such obstacles.
Internal stakeholders suggested different solufigosne that are somewhat general like
continuous improvement and some others which aree meecise solutions to existing

obstacles. External stakeholders suggested mofispeolutions to the obstacles. This

exactly matches with the three groups’ actual r@sesthe top management deals with
general issues, the internal stakeholders deal lvath general and specific issues and the

external stakeholders deal with more specific issue

However, the three groups suggested related sokitovercome the obstacles that might
face the TQM implementation in the MOE in Oman. Yiseiggested solutions that are
related to preparation, planning, top managememnatment and culture change such as
spreading the quality culture, stakeholders’ empaveat in decision making and

collecting data for implementation. One of the matewees suggested,;

First of all, the top management’s belief in TQMdJdts complete support for
its implementation. Moreover, giving all staff aadlce to share in planning
and decision making is also an important facilgtifactor (interviewee three)

Another interviewee suggested;

Decision making must depend on data collected ftwrfield using statistical
modern tools. This is in addition to the establishinof accurate data bases
that can help in the development (group interview-tinternal stakeholders).

Another suggested solution to overcome obstaclesdeaentralization. As pointed earlier
in this chapter the type of decentralization neewedot absolute decentralization but
rather flexible centralization that gives the stakeers the opportunity to participate in
decision making and implement the development phamte the main themes and support
comes from the Central Headquarters. An interviestated;

Both internal and external stakeholders’ particijpat is essential (group
interview one- external stakeholders).

Another interviewee added:;

| think the MOE already asks internal stakehold&rgarticipate but not yet
the external stakeholders. For the field of edwatthere are a lot of external
stakeholders and their opinions are important (graaterview one- external
stakeholders).
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Training was highlighted as essential and shoulthatehed with needed skills. One of the
interviewees pointed outtrain all participants in the ideas of TQM, its kdits and how

it can be implemented in the MOE”". (group intervieme- external stakeholdergynother
related issue is the training of all the particiigsawhether top managers, internal or
external stakeholders. Training should also beigoaus. This suggestion is well-related
to continuous improvement as one of the TQM Treedéloprinciples. One of the
interviewees justified the reason behind the cartiyrof training as follows;

Continuous training, even after the beginning oplementation, is essential.
This is because new employees join the ministrystaifi movement between
departments is active all over the year (group mniew one- internal
stakeholders).

Table 9.10 Facilitating Factors

Theme Top Internal External
Management Stakeholder Stakeholder
« Time * Encouragement » Connection
+ Patience support and between
« Communication rewards for TQM'’s plan
Facilitating e Clear and internal and and MOE'’s
precise external mission.
factors standards stakeholders. « Rewards
« funds * Use other « Long -term
« Continuous successful flexible plans
evaluation organization as « Budget
. Top a model
management’s  Budget
belief and

support: funds,
reinforcement
and rewards.

e Staff share in
decision making
and planning.

* Flexibility in
organizational
structures

Regarding facilitating factors the three groupsgasged some facilitating factors that
consider existing problems in the MOE or probletreg imight face implementation in the
MOE. The three groups suggested rewards as atddici§j factor which would encourage

improvement and raise job satisfaction. One ofrui¢svees stated;
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Rewards are essential for the success of all ptejeRewards help in
encouraging staff to work harder and feel moresfed (group interview two-
internal stakeholders).

Moreover, they highlighted the issue of the conieectbetween planning and

implementation. One of the interviewee commented;

| want to stress the point that there must be angirconnection between the
TQM plan and the MOE mission. Then, there musttlmnger connection
between the TQM plan and the actions followed (groterview one- external
stakeholders).

Another facilitating factor is funding or havingsaitable budget for TQM implementation.

One of the interviewee highlighted this issue;

Within my directorate | feel that there is contimgdmprovement as a result of
the MOE’s improvement plan. However, some of thaditgurequirements are
delayed because of the lack of funds (intervieweg.o

Another interviewee suggested;

Support the improvement with enough funding. Plaga suitable budget for
TQM is essential before the start of the implemtgnta(group interview one-
internal stakeholders).

In addition to the facilitating factors that areoab solving the expected obstacles such as
the time, patience, rewards and communication, suggested much deeper and general
suggestions that might work as a framework forlitating the implementation. For

example, top management suggested flexibility gaaizational structures;

...a very supportive factor is the flexibility in tleeganizational framework
(interviewee three).

While the external stakeholders suggested long-tlexible plans;

There must be a long-term flexible plan. It coudddaljusted according to any
sudden events rather than stopping and failing ygranterview one- external
stakeholders).

The internal stakeholders suggested looking tdhemarganizational pattern as a model.

This is very similar to the idea of benchmarkingue®f the interviewee suggested;
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Using an other successful organization as a madet. copying but use their
successful strategies and processes and adapt tteenour ministry’s
environment (group interview two- internal staketesk).

Table 9.11 Aspirations

Theme Top Internal External
Management Stakeholder Stakeholder
« Sufficient e Internal e Continuous
funding stakeholders training
* Rewards already « Considering
« Continuous participate and differences in
. . improvement similarly personal
Asplratlons e Training external abilities and
¢ Culture and stakeholders financial
attitude must participate resources
« Internal and * Open between
external communication directorates
stakeholders between « Geographical
involvement managers in differences
e Tools for data Central must be
collection Headquarters considered
« Decisions must and Regional « Rewards are
based on facts Directorates. essential

MOE needs
organized
responsible
body for
development.

Regional
Directorate
must participate
in planning and
decision
making about
the
development
programs.
Consistency
between time
available and
actions of the
plan

Feedback from
all participants

Finally, the attitude of the three groups in stfminciples whether current or aspirational

tended to be optimistic and practical as they seesummarize the previously mentioned

suggestions and add some issues that support theim@lementation. For example, top

management stated the necessity for a specific tiodgganize the development process;

...regarding the organization of the developmentreffd think there must be a
certain body in the ministry to be responsible &tir development programs
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whether in the Central Headquarters or in the Raglo Directorates
(interviewee two)

Moreover, the tone of the three groups tends teiden the improvement of others. The
internal stakeholders suggested consideration efcdmmunication between the Central
Headquarters and the Regional Directorates andahsistency between the time available

and the action plan. One of the interviewee stated;

Open communication between managers in the MirsstrZentral
Headquarters and staff in Regional Directoratesngportant. Messages lose
their actual meaning from moving through too mahgrmels (group interview
one- external stakeholders).

The external stakeholders highlighted the needcémsidering geographical differences.

One of the interviewee said;

The geographical differences should also be comsitleas these cause
problems for many remote areas (group interview-t@xternal stakeholders)

9.5 Issues arising from qualitative data

Although the results from the open-ended questmkinterviews appeared to support the
idea of a TQM Tree Model, some of the issues thatrged that warrant further

consideration. They are presented as follows:

9.5.1 The clarity and demands of roles

The roles and remits of top management need tedmnsidered and clarified especially in
the sense of as a role model in the developmenteder, the roles of the internal and
external stakeholders need to be considered irticeldo their participation in the

development as a whole and in decision-making Spalty.

9.5.2 Training

Training was highlighted as an important issuealbstaff. Some related issues were also
mentioned such as the fairness of supplying trgintime quality and suitability of training.
Moreover, special training for TQM is required.

9.5.3 Evaluation and Tools

The purpose and means of evaluation need to befisgeand clarified. There must be

clear criterion for evaluation. The ways of collagt data including statistical data for
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frequent evaluation and measuring development brispecified as well as the evaluation

techniques.

9.5.4 Resources
Resources are an issue to consider while dealitigtive MOE development. The budget
could be a critical factor in the success or failof the development program. In starting

TQM implementation, a suitable budget should bemta and available for development.

9.5.5 Communication
The weak communication between the Central Heatlepsaand the Regional Directorates
or the communication within the directorates cobodda critical issue to consider for the

failure or the unsuccessful development programme.

9.5.6 Teamwork

The building of teamwork is an issue to considerilevidealing with the MOE
development. The issue of weak cooperation and baghpetition that arose from the
results of the data analysis should be facilitaldds is because teamwork is critical in the

success of TQM implementation.

These issues and the results from the analysistbfduantitative and qualitative data lead
to important questions to be answered through t@MTTree Model and the

implementation process:

1. How will the MOE, in practice, create and sustd&ie TQM culture
within the Ministry?

2. How will the data about the implementation of TQMlected, how
often and by whom?

3. How will staff’s training be actually carried out?

4. What the mechanisms the MOE will use to evaluat TQM
implementation?

9.6 Conclusion

The data analysed in this chapter were gatheren tloee groups, top management,
internal stakeholders and external stakeholdersmMoymeans; the questionnaire’s open-
ended questions and semi-structured interviewserAigic analysis was used to analyse
the data collected. The analysis followed four matages: familiarization and

organization; translation; coding and recoding; @&wdnmarizing and interpreting. The
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summary of the data analysis of the open-endedtiqneswas displayed in tables
according to the principles of the proposed TQMeTkodel; commitment to TQM, focus
on stakeholders, involvement and empowerment, ootis improvement, training and
education, tools and techniques, and rewards. whs followed by a discussion of the
analysis supported by some quotations from the -epeled questions to illustrate key
findings. The summary of the interviews was dispthyn tables according to the three
groups’ general views, the possibilities of impletieg TQM in the MOE, the obstacles
that might face the implementation, how to overcdire obstacles, the implementation,
facilitating factors, and the participants’ aspgoas. This was again followed by more

detailed discussion supported by some quotatiams the interviews.

The qualitative data results appeared to supperidia of the proposed TQM Tree Model,
some issues emerged that need further considersticim as the clarity and demands of

roles, training, evaluation and tools, resourced, @mmunication.

In conclusion, in drawing up the implementation qass for the TQM Tree Model, the
researcher should take into consideration the ssthus arose from both the quantitative
data and qualitative data. Countering different cpptions regarding the existing
management system and TQM implementation is an fi@pb issue. Moreover,

reconstructing roles, perceptions and expectatiais top management, internal
stakeholders and external stakeholders is essentiaddition, clarity in ideas such as
teamwork, training and continuous improvement nmhesthighlighted. Furthermore, the

role that rewards play in motivation and developt#tiould be practically considered.

In order to gather the views of the decision makerhe MOE as the possibilities of the
TQM Tree Model and to get more information regagdthe TQM Implementation, key
personnel interviews were conducted. The next emaphapter ten, will discuss the key

personnel interview analysis.
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Chapter Ten- The Key Personnel Interview

10.1 Introduction

The main aim of the last part of the field worktbfs study was to explore the views of
some key personnel in the MOE regarding the TQMe TMi®del designed for the MOE in
the Sultanate of Oman. Six key personnel with keolge of policy and practice in the
Central Headquarters were interviewed. These irdumhe Under Secretary, one Director
General, two experts and two consultants. All af thterviews were conducted face to
face and notes were taken of the responses. Thesmwieéws lasted between 30 to 50

minutes.

In chapter eight, it was stated that stakeholdeternal and external, were consistent in
some respects regarding their views on the priasiphderpinning the TQM Tree Model

with minor variations in the emphasis. In chapt@enit was also revealed that there were
likely to be some variations in stakeholders' pgtioas of the principles related to their

positions. However, top management and decisionersakave been considered by
stakeholders as the most important group in suppthe implementation process of the
TOM Tree Model.

Key personnel, key informant or elite interviewiisgas Holloway (1997, p.53) defines it:”
an interview with particularly powerful, wealthy brgh status people’Generally the key
personnel interviews are very important as the runt@vees are guides to insider
understanding within an organization (Holloway, 79p.97). In this particular study, the
purpose of these final interviews was to estalilighdegree to which those who influence
policy and decisions in the Ministry of Education®@man share the same perceptions as
other stakeholders and to make sure that the TQ¢ Wrodel is applicable to the MOE in
Oman. It was also hoped that the key personneldvioellable to indicate their perceptions
of the facilitating factors that might help in timplementation and highlight any of the
obstacles that might arise. Moreover, the intergi@med to find out the interviewees’
impressions of future trends in MOE developmemi¢eithe majority has been involved to

some degree in policy making at national level.

The interviewer started the interview with briekdeption of the TQM Tree Model and its
principles (see appendix XlI for the English versiand appendix XlllI for the Arabic

version). Then the researcher asked the followiagmuestions:
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1. What do you think of the model?
2. lIs it suitable for implementation in the MOE in Onffa

3. What are the facilitating factors that might help ithe
implementation?

4. What are the obstacles it might face?
5. Do you have any further comments?

10.2 The Interviewees’ View toward the TQM Tree Mod el

When asked about their opinions regarding the TQbkTModel, key personnel offered a
mixture of responses supporting the model and &ishig their agreement with it. All of

the key personnel interviewed, perhaps with theeption of one, were well informed

about TQM. They considered the model as a veryénilial one. They pointed out that
there is a great need in the Ministry of EducationrOman to focus on quality as an
integrated part of all of the processes. One ofritexviewee stated that:

It is very important that we focus on quality i tMOE but it is very difficult.
We will never achieve our aim without organizing guality efforts into a
well-planned approach such as the TQM Tree Modgé(liewee two).

Another interviewee, who indicated a strong ap@atean of the TQM Tree Model,
criticized the nature of the process of dealindwwiality in the MOE.

There are prominent efforts trying to improve qualn the MOE, most of
which are regarded as unhelpful and unsatisfactoegause of the way in
which quality is treated as separate system irMirestry (Interviewee one).

This comment also addresses to some extent, thaiguef whether new thinking and

perspectives on quality have made little impactobelythe theoretical plans. From the
point of view of the interviewees, it was clearttha both policy and practice, MOE is not
a long way from quality. The idea is there as is Will and even considerable effort to
achieve it, but there is a need for a well-orgashiaad planned quality model. In general,
however, key personnel responses also revealedtltbae are fairly significant high

expectations of and confidence in the TQM Tree Mode
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10.3 TQM Suitability for Application in the MOE in Oman

Regarding the suitability of the seven principlal,of the interviewees considered them
important and essential for the development andrargment of the MOE. One of the

interviewees agreed with these ideas and addedaa cmemment:

It is hard to separate these principles out. | ththey may all merge into one
another to help the development. However, the ctmment should not be only
from the top management but from all of the pgrtiaits (Interviewee one).

This is exactly what the TQM Tree Model is trying achieve. However, in order to
implement TQM in the MOE the belief, the suppord grarticularly the commitment of

top management is essential. No doubt that the domant of all of the stakeholders is
essential but this can be achieved through theiticgzation. When stakeholders

participate in decision making, planning and impemation, they feel that this is their
own work, their own production not something impbsa them from above, so they make
a commitment. That is why the second principle led TQM Tree Model is Focus on

Stakeholders.

According to the interviewees, caring about stak#drs and trying to satisfy them is one
of the MOE’s priorities, there is also continuingceuragement of those who offer
suggestions that help in development or decisiokimga Moreover, as the interviewees
clarified, there are serious efforts from the togpnagement to enable everybody concerned
in participating in the suggestion of ideas andsies making, whether at regional level or
in the Ministry. Sometimes special committees amenkd each specializing in certain
matters to help in making everybody participatee ©hthe interviewees commented:

The MOE tries to allow everybody to participatedecision-making when the
decision concerns everybody. However, when thesidecirelates to a
particular work, only those members concerned widt work will participate
in the decision-making (interview four).

Although the MOE usually continues to review itdiges and plans, there is still a need to
make it a continuous process for all the work i@ MOE and this is what most of the
interviewees referred to. This reflects the ideatld importance and suitability of

implementing the principle of continuous improvernienthe MOE.
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Therefore, comments of the interviewees indicatkdt tthis model is suitable for
implementation in the MOE in Oman and it will edisifb an environment in which

improvement and change are encouraged and nurtured.

10.4 The Facilitating Factors that Might Helpinth e
Implementation of TQM Tree Model

Key personnel see that as top management havedseimfiuence on policy and practice,
their commitment is essential. This is in additionthe field acceptance which is a key

issue in the success of any development. One ohtbeviewees pointed out:

The will is at the top of the facilitating factorghis will have to stem from the
decision makers, since, if the implementation d®eisoriginates with
stakeholders, the implementation will not take reod will certainly be
discontinued. The idea of adopting TQM is grealoag as it is understood by
all participants (Interviewee six).

A parallel idea with this and connected with thextnarea is the desire for learning and
training. After having the commitment to adopt th@M TreeModel, participants must
have the desire to have training, and then traimmgst be offered for all of the

participants. One of the participants commentet] tha

It is not enough only to have the will to adopt TQM what is more important
is to have the will to be trained on what TQM isdamow to implement it.
Moreover, TQM training must be for all of the paitiants whether decision
makers or stakeholders (Interviewee five).

There was a general agreement that training isideresl an important facilitating factor.
One of the key personnel contended tha@QM Tree Model will be very difficult to be

implemented without formal training for all of tparticipants.” (Interviewee three)

In addition to training, the interviewees statedttit is also important to spread the TQM
culture and its main ideas and philosophy suchcasumtability, clarity of vision and
mission and to learn from the previous experiemeesavoid mistakes.

Similar to what top management and stakeholdergioresd in the interviews discussed in
chapter nine, key personnel think that time managgms a supportive factor for
implementing TQM and they found that many projectay fail because of poor time

management.
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Communication between different departments orcthrates and within the department
or the directorate is also an important facilitgtiactor. It makes the information flow
smoothly and the work isachieved accurately andiwithe specified time.

10.5 The Obstacles that Might Face the Implementati  on of
the TQM Tree Model

Some of the interviewees think that the distindure of the management system in the
Central Headquarters in relation to the centrabmaassociated with weak communication
had caused some confusion for the Regional Diratder As one of the interviewee

pointed out:

| think probably because of the centralization d¢fe tMOE’s Central
Headquarters and the fact thatost of the resources are focused in the Central
Headquarters rather than distributed among the Begi Directorates
(Interviewee three).

This view was also supported by another participeimd stated that although there is a
high amount of authority delegated to the regidhs,centralization of many areas is still

causing a main barrier to development and change.

Associated with the obstacles of centralization aeék communication, the problem of
mistranslating policy and guidelines into practiseanother obstacle. An interviewee

explained the failure of some of the developmeanjquts said that:

One reason why this may have occurred is that deoto set targets within a
development project, staff responsible need to bk @0 monitor and
implement the short and long term targets of thgqmt where there are large
numbers of targets related to the region. Many oesjible people in regions
may have found it easier ignore the targets ofptgect and focus on the day
to day needs to maximize support to their regioth imerease the chance of its
development. (Interviewee two)

The identified responsibilities were also thoughtoe vague and complex by one of the
interviewees who felt that these responsibilitiesedh to be clearly identified. This

interviewee pointed out:

Unclear responsibilities identification cause mapyoblems and form a
barrier at the beginning of a development. For egamthe Director General
and the deputy can have the same responsibilideth can attend the same
meeting but nevertheless miss another becausewsth busy doing the same
job at the same time (Interviewee four).
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The key personnel as a whole agreed that finanghtniorm a barrier in front of the

development. One of them felt that part of the lmidgoblem arose from contradictions
between how funding is allocated for developmewjgmts and how it is actually spent.
She also added her concerns that many projects lagkimg in planning or had no clear

budget vision.

Every improvement faces obstacles, which may heuseor easy to be solved.
However, at MOE one of the main obstacles that fmree ambitious projects
is the lack of funds. Sometimes these projectsbeairmplemented within a
limited budget if those behind them have high atjgns and patience.
(Interviewee one).

Key personnel criticized highly complex issues @velopment implementation. This was
mainly the result of poor training, lack of sta#w&lopment and awareness rising. If the
people responsible for implementation are not §edlior well-trained, surely they will
not be able to implement the TQM successfully.

10.6 Further Comments and Future Trends

It can be noticed that all of the interviewee’ r@sges reflect their positive attitude towards
the TQM Tree Model and its suitability for implenmation in the MOE Central
Headquarters in Oman. Their comments on faciligafacctors and obstacles will help in
the implementation process. Thus in order to do emowestigation about their
understanding of quality and what are their futwemds, the participants were asked the

last question simply “do you have any further coents?”.

The responses to this question formed a summawhat was discussed in the previous
four questions where the participants tried to samge their opinions. In general the
model is not only acceptable but the key persofewdlthat there is a need for it. This is
partly because of a willingness to pursue thisfhrther, the experience of non-planned
efforts to try and achieve quality which have nat lthe desired outcomes had led to the
view that alternatives are needed. There is a denfie in and expectations of TQM Tree

Model. One of the interviewee commented;

Using TQM in the Ministry of Education will give éhance to unify the
scattered efforts of improvement in the differeméalorates in the Central
Headquarters and the Regional Directorates. It migdso create an
environment for creativity and continuous improvame think the Ministry
should start quickly adopting this model (Intervematwo).
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10.7 Summary of the quantitative, qualitative andt  he key
personnel interviews results

The prominent issues arising from this researchbeasummed up as follows:

10.7.1 Commitment toward TQM

The quantitative results revealed that the threeugs of the sample agreed that
commitment toward TQM would help MOE to improve anreduce the problems.
Although there were some significant differencesvieen the three groups regarding this
principle, this might due to the different rolegyhplay and the different levels of power
and responsibilities they have of the MOE. A caliquestion then will be the building of
commitment toward TQM across all groups.

10.7.2 Focus on Stakeholders

The quantitative results regarding the focus okestalders indicated that there was a
general agreement about the importance of conagldhe needs and attitudes of the
stakeholders. The results also showed significdfférences between the three groups
regarding the items that related to the role dfettalders in the development. This reflects
the hesitation in the MOE in taking this major charmf practices. Consequently, there is a
serious need to now consider and plan for an iser@a focusing on stakeholders in the

development.

10.7.3 Continuous improvement

The quantitative data regarding the matter of cmmtiis improvement revealed that there
is a general agreement about the MOE’s need fdimeayus improvement. Although there
are some significant differences in detail betwdwnthree groups, the need for continuous
improvement as a principle was agreed though tipsmhianagement is stronger in their
support than internal stakeholders. Part of thie vél be to develop an understanding of
what continuous improvement means to all involved e implications for their practice

and how they can support this.

10.7.4 Involvement and Empowerment

The quantitative data revealed that there is argéagreement that the MOE has to enable
its staff members to participate more actively amiaving development aims. There are
some other issues arising from the analysis suclthashigh degree of uncertainty

expressed about the emphasis on teamwork. This$ gloduld be put into consideration in
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planning the implementation steps to support teaveldpment. The importance of the
participation of all stakeholders will be somethitigat will need to be constantly
highlighted.

10.7.5 Training and Education

The quantitative responses to this principle in@idaa general agreement about the
importance of training. However, there is some glisament with regard to equality of

access to training for all of the staff. There isoasome uncertainty about some other
statements which indicate the confusion about ssetated to training and education.

Consequently, attention should be paid to trainieglucation and responsibilities

identification for all staff.

10.7.6 Tools and Techniques

The quantitative findings regarding the use of fyabols and techniques showed that all
of the participants agree that using quality taslgessential for the MOE’s planning and
measuring development. There is also some uncertairich may be due to the confusion
in using quality tools recently. This must be cdesed in planning the use of quality tools

and techniques in MOE development.

10.7.7 Rewards

This principle has complete agreement from the etsaimple. They agree that a reward
system is important in the MOE development. Thesp adgree about the clarity of the
reward system and its relationship to the staféeds. Therefore, a strategy related to
rewards will need to be developed as part of thg@lementation process. However, what

these rewards are to be will still need to be atersid.

The following chart shows the quantitative and gafve data results and their importance

in designing the TQM Tree Model and its implementasteps.
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Results of the quantitative data:

General Agreement

\4

Results of the Qualitative Data:
*Problem Identification
eSuggested Solutions
*Facilitating Factors

l

Issues arising from the analysis helped in:
*Amending TQM Tree Model
Clarifying and detailing the implementation

steps

Interviews with key Personnel helped in:
*Ensuring the feasibility of implementing
TQM tree Model

*Highlighting the need for and the
Importance of the TQM Tree Model
*Detailing more implementation steps

Figure 10.1 Influence on TQM Tree Model

10.8 Conclusion

This chapter discussed the analysis of the intervievith six key personnel with
knowledge of policy and practice in the Central ¢tpaarters in the MOE regarding the
TQM Tree Model. These included one Under Secretang, Director General, two experts
and two consultants. Their responses were predortynpositive. Their attitude towards
the proposed TQM Tree Model implementation refléctieeir sense of needing such a
model to develop the MOE Central Headquarters anceorganize its scattered quality
efforts. They highlighted some issues such as ngeda systematic approach,
communication, involvement in decision making, nlag, funds and clarification of

responsibilities.
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The quantitative and qualitative data along with kiey personnel interviews points to the
feasibility of implementing the TQM Tree Model ihet MOE in Oman. Moreover, these
respondents provide some information that will helpnodify the TQM Tree Model and

its implementation framework. For example, the imig@ace of budget as a critical issue in
developing the Ministry was emphasized. In additittre teamwork and communication
were highlighted as essential for supporting theéTi@plementation. Thus using this last
set of data the final chapter discusses the fil@MTTree Model and its implementation
framework. In addition, chapter eleven includes soracommendations for education

development, for implementing TQM in the MOE andfiarther research and studies.
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Chapter Eleven- TQM Tree Model, its
Implementation Framework and Recommendations

11.1 Introduction

As has been emphasised throughout this thesis dive concern has been with developing
the Ministry of Education in Oman through implemegt Total Quality Management.
Chapter one pointed out the internal and exterhallenges that face the Ministry of
Education. Chapter two gave a clear view of thag®ate of Oman’s location, climate
economy, economic planning, employment, populatiamguage and religion, and
international relationships, and how these affelttcation and point to the need to bring
about fundamental change. The third chapter destribe educational system in the
Sultanate of Oman with a discussion of the educatia@evelopment. Chapter three
concluded with a discussion of the pilot study, efhinighlighted the existing issues in the
MOE. Then, chapter four reviewed the change managethterature to find out a possible
change management approach to develop the Mire$tBducation to be able to face the
internal and external challenges; to play its r@esperly and to solve the existing issues.
TQM, it was argued, provided a possible approachhi® MOE Central Headquarters.

After reviewing the TQM literature in chapter fieed TQM in education in chapter six,
the researcher proposed a TQM model that mightuiialde for the MOE structure and
might solve the existing issues that arose frompitat study. Then, the feasibility of
implementing TQM in the MOE was examined throughuastionnaire with both closed
and open-ended questions. This was followed byviges with different levels of staff in
the Ministry of Education; top management, interrgthkeholders and external
stakeholders. The main aim of the interviews wagdm more information about the
obstacles and the facilitating factors that migidgef TQM implementation. Chapter seven
is a description of the thesis’ methodology. Thargitative data was discussed in chapter
eight and the qualitative data was discussed imptehanine. After that, key personnel
interviews were carried out to explore the viewssome decision makers in the MOE
regarding the TQM Tree Model designed for the MOENnttal Headquarters in the
Sultanate of Oman. Moreover, the key personnehirges were conducted to gather the
views of the decision makers as to the possisliiethe TQM model and gain some more

information for the implementation framework.
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Before discussing the implementation framework QM Tree Model, this chapter begins
with a brief discussion of the most prominent isstigat have emerged from the data
analysis and how they have helped in amending @& Trree Model. Then a detailed

framework for the implementation of the TQM Tree déb is discussed. This will be

followed by some discussion of the limitations biststudy. The chapter concludes with
some broad recommendations for developing educati@man, recommendations for the
Ministry of Education in Oman and finally recommatidns for further research and

studies.

11.2 TQM Tree Model

Why should the TQM Tree Model be adopted in the MOé&ntral Headquarters? The
answer is because the MOE believes in quality aretls such a model to reorganize its
quality efforts. The results of this study revealedt there are aspirations in the MOE for
guality and one of the key personnel states:

“It is very important that we focus on quality the MOE but it is very
difficult. We will never achieve our aim withouganizing our quality efforts
into a well-planned approach such as the TQM eelel”.

Moreover, TQM Tree Model is an important meansatkke the existing issues such as the
lack of training, weak communication and the laé¢kconstancy of purpose. In addition,
the TQM Tree Model in the MOE Central Headquartera means of addressing the
internal and external challenges discussed in ehapte; globalization, advancement of
knowledge, population growth, finance and remoteasr Additionally, the TQM Tree
Model in the MOE Central Headquarters is importanplant the culture for development.
The TQM Tree Model generated from this researan ég@mprehensive model to improve
the effectiveness and the flexibility of the MOEn@ral Headquarters through planning,
reorganizing and understanding its processes amdiving all staff in all levels. The TQM
Tree Model and its implementation framework wouhdwe that top management adopts
the model, focuses on prevention rather than deteaif the problems and making

decisions that are based on facts.

Furthermore, the issues and the results from thelysis of both quantitative and
gualitative data lead to important questions, asmshin chapter nine, to be answered
through the TQM Tree Model and its implementati@nfework. These questions are:
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1. How will the MOE, in practice, create and sustéi@ TQM culture within the
Ministry?

2. How will the data about the implementation of TQMIlected, how often and
by whom?

3. How will the staff’s training be actually carried?

4. What the mechanisms will the MOE will use to evéduhe TQM
implementation?

Reviewing the results of the quantitative and dqatlie data, and the key personnel
interviews shows that there is a general agreenfremh the three groups; the top
management, the internal stakeholders and the rnattestakeholders regarding the
implementation of the TQM Tree Model in the MOEgtth are also though some concerns
that should be taking into consideration. Fromr#search it is argued that these concerns
can be solved through the TQM Tree Model which been developed specifically for the
context of the MOE by including three facilitatifertors. These facilitating factors should
be added to the TQM Tree Model as roots to botlpeu@nd feed the seven branches and
principles. The three roots are; teamwork, budgdt@mmunication.

11.2.1 Teamwork

Murgatroyd and Morgan (1993, p.142) claim that ¢hare three main reasons for seeking
the development of teamwork for implementing TQMameducational organization. They
state that teams are more powerful learning estitian individuals seeking to learn on
their own. Moreover, teams are self managing; #reyable to determine their own goals
and ways of working. Teams also can examine cnasstibnal issues more effectively
than individuals acting on their own initiative. &halso highlight a prominent benefit
behind using teamwork in a TQM educational orgaiopa the TQM process does not
belong to any particular individual: it has to bejoto the whole organization and to
groups within it as it is based on involvement lbstakeholders. Sallis (1993, p.91) argues
for the importance of teamwork in providing educaél institutions with a strong platform
from which to build a TQM culture. Furthermore, avfethe reasons behind the success of
the TQM implementation in the Bradford Managemergéntte was the people’s
willingness and the ability to work together effeety. The use of teamwork during the
implementation of TQM in the Ministry of Educatian Oman is therefore of major

importance.

Teamwork among the staff of the MOE is a unifyimgce in ensuring the success of the

TOM Tree Model. Teamwork is present when there asalt cooperation, total
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empowerment and total commitment and from the rebehis has emerged as a key issue
in the MOE Central Headquarters. The results ofdat analysis in this study revealed
that there is weak cooperation and an atmosphdir@ffcompetition and low sense of
teamwork. Thus, teamwork will tackle more easilyd affectively the problems which
cross directorate and departmental boundaries ghrexchanging ideas and information.
It will also enhance the level of job satisfactimmd morale of staff as they are given the
chance to solve problems together. Moreover, teakwaill likely improve the

communication within directorates and between ihectbrates

11.2.2 Budget
Although the TQM gurus do not use the word budgetaamain issue in TQM

implementation they do state the importance ofgbality cost and the provision of the

needed resources. In the data analysis of thisy dfiuel financial supplement and the
provision of needed resources for change implemientavere highlighted. Moreover, the

data analysis revealed that planning a suitablgdiufdr TQM implementation is essential.

Stakeholders highlighted issues about some ambifwajects that in the past had been
delayed or stopped because of the lack of fundsis Thaving an adequate budget for
supporting TQM implementation and to cover the esges of the training, materials

preparation, site visits and hiring TQM expertessential.

11.2.3 Communication

Most of the TQM literature stresses the importarafe communication in TQM
implementation. In addition, the data from thisdstuevealed that there are various
problems in the MOE due to the lack of communicatuarticularly given the complex
nature of its task in administering education nalty. Oakland (1995, p.29) points out
that communication is a necessary means to elimibatriers around departments in an
organisation. Improving communication in the MOEn€al Headquarters will probably
help in tackling the issues that arose from weaknroonication such as the
misunderstanding of some projects’ objectives dayden the flow of information within
and between directorates. Moreover, effective comaoation will help in implementing
the TQM Tree Model in the MOE Central Headquarters.

After discussing the importance of adding the threets; teamwork, budget and
communication to the TQM Tree Model, the TQM Treeddl will be in its final version

as shown in figure (11.1)
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Figure 11.1 TQM Tree Model

11.3 TQM Tree Model Implementation Framework

Most TQM research agrees that the most difficulhghabout applying TQM is the
implementation process because of the need fastalleholders to be actively involved.
Therefore, all MOE staff, starting with the top ragement, needs to accept a fundamental
change and commit to it. The survey of TQM literafuchapter five, revealed that the
TQM gurus provided only guidelines and did not off@ specific framework for
implementing the TQM principles. Moreover, the fitire review of TQM in education,

chapter six, showed that there is no one modebeciic framework for implementing
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TQM in educational organizations. Thus the TQM TrbWdel's implementation
framework generated in this research aims at matiegTQM Tree Model meaningful
within the MOE Central Headquarters context andhdi@ing the model into working
actions. Moreover, the framework means to incorgoraany initiatives that address the
TQM Tree Model principles in a way that helps tatate a willingness to develop and
create positive attitudes. This is to with the hefpcombining some ideas of change
management theories and the TQM literature revievaddition, the framework tries to
tackle the issues that arose from the quantitandequalitative data and the key personnel
interviews. Moreover, the framework considers thggested solutions and facilitating

factors from the participants.

When considering the stages of implementing the TQBEe Model in the MOE Central

Headquarters, five stages could be suggested fijLi2) as follows:

11.3.1 Stage One: The Decision

In this stage the top management has to decidetibaOE Central Headquarters will
implement TQM. Then it has to commit to the implenadion. All successful TQM
implementations revealed from the case studieshe literature review (chapter six)
require substantive top management commitment. Mhiapagement must commit to the
implementation, not only be ready to implement angport the change but also be ready
to implement changes proposed by their staff asd be willing to delegate authority to
improve quality and stakeholders satisfaction. Ttés be achieved through a deep
understanding of all key ideas contained in the TQMe Model. This emerged as
important in the final element of the research viftb executive decision-makers. As one

of the key personnel stated

The TQM Implementation will have to stem from teeiglon makers, since, if
the implementation decision originates  with  staltéérs, the
implementation will not take root and will certyindiscontinued. The
idea of adopting TQM is great as long as it is ersood by all
participants.

The Implementation of TQM as Fullan (1993) arguseabout introducing a new mindset
about educational change rather than introducingvation. External consultants can be
used to train and raise the top management’'s e@agmsfor TQM. In addition, the top

management can perform benchmarking. This shoukl ttze form of reading, discussion
and site visits to similar organizations that hadopted TQM. This stage could be
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considered like the unfreezing level in the threg snodel. It focuses on highlighting the
iIssue that the existing practices are no longezcéffe and stressing the importance of
TQM. This might help in widening the top manageneewuision about TQM — the current
position of the MOE Central Headquarters and witesbould be. Moreover, it could help
in developing the mission quality. Throughout tinepiementation, His Excellency the
Minister and the Undersecretaries should give emsipta quality in official speeches and
meetings. In the interviews, one of the partictpgnoups points out that an existing issue
in the Ministry of Education is that the top managat support the change projects only at

the beginning and then switch to another changggqtro

After that, the vision which reflects the desiredts that the MOE Central Headquarters
seek is determined. Moreover, the mission whichesgnts the discrete objectives allied to
vision is also determined. At this stage, the tgnagement has to make concrete actions
such as formulating a quality policy. The qualitglipy which includes the vision and
mission is the statement on the directions andjtiadity aims to be achieved by the MOE
Central Headquarters. The quality policy also catsi¢he MOE’s existing vision and
mission with the Total Quality Management Tree Mo@miality was a central issue from

the research.

It was revealed from the data analysis that somenjment quality efforts failed because
they were treated as a separate system in the thjinighe results also revealed that many
problems related to the ambiguity of the developmpurpose. The quality policy
functions as a main guide as well as a generatamée for the MOE. Thus the quality
policy should be clearly defined and be easily ust®d so as not to cause any confusion
among implementers. To avoid some of the problemmealed from the data analysis; such
as misunderstanding of the change purpose, théypalicy has to be communicated as
widely as possible throughout the whole ministrigeTquality policy should focus on three
main big issues: the aims, the requirements andwidngs to attain them. It could be
something like the one in the table below.

Table 11.1 MOE Quality Policy

The Aims The Requirements The ways of Achievement
« The MOE « Top * Continuous
Central management improvement.
Headquarters commitment. -
* Training and
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Implement Total education.
TQM Tree involvement of Teamwork.
Model. all employees.
, Effective

The MOE Using  TQM communication
Central tools and
Headquarters techniques to Clear and
focus on both collect data. systematic
internal and Establishment planning.
external .
stakeholders’ of reward EECISC:OhSd
needs and system. ased on data
expectations. Provision  of
The MOE suitable
Central budget.
Headquarters Accurate time
solve the management.
existing .
problems. * Patience.

 The MOE
Central
Headquarters
replacing
problem
detection by
problem
prevention
strategy.

Furthermore, to implement a change management msdeh as the TQM Tree Model,
the MOE requires some organizational change. leram@ have continual improvement in
the MOE Central Headquarters in the Sultanate ofa@nthere must be a quality
management structure. This study revealed thag kero responsible body in the Ministry
to coordinate the various quality efforts. Moregwaegain the research revealed that some
projects are supervised by various directorateshvbause contradictions and confusion to
the implementers. From the conclusions of this aese it is proposed that a TQM
Directorate attached to His Excellency the Ministeoffice to be responsible for
implementing the TQM Tree Model through a well defi framework. The TQM
Directorate would work as a quality council angvduld aim to facilitate the development
and institutionalization of the MOE’s Total Qualityanagement process infrastructure. Its
main aim is to ensure that the quality policy islerstood and implemented. One of the
issues from the research was a need for co-ordmand so the TQM Directorate is
responsible for establishing a system of stakehsldéeedback and involvement,
coordinating the benchmark process, soliciting [@mis for study and improvement,

establishing quality improvement teams and cootdigathe inclusion of quality
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improvement goals into development plans. At théges, the TQM Directorate must be
established with clearly defined roles and respwoliges. The TQM Directorate ensures
the reconciling of line management at an adequatgeg of flexibility and more local

decision making.

From the outcomes of this study it is recommendied the quality directorate takes the

form shown in figure (11. 3). The quality directta@onsists of:

1. Planning committee This committee is responsible for planning quyalit
improvement efforts for the whole MOE Central Heaagers. Its main role
is to drive and support the TQM plans. It creates ileas and initiates the
plans. It must have representatives from the topagement to provide more
support.

2. Evaluation committee This committee is responsible for determining the
strategy and techniques of implementing and evialgidhe quality plans.

3. Continuous Improvement Committee which works with the quality teams
through a facilitator. This committee focuses one tlstakeholders’
satisfactions and following up the quality pracsick also provides feedback
to the quality teams through the facilitator. Moren this committee ensures
that the plans are continuously updated and eweduly the planning and
evaluation committees. It is also responsible teoadinating and monitoring
the quality implementation plans and assigningatiequate budget.

4. Quality Teams. There should be a quality team in every Central
Headquarters directorate and regional directordibe heads of the
departments should be members in the quality te@hmes Directors Generals
should be the heads of the teams for additionap@ipQuality teams are
selected groups of internal and external stakeh®ldého are concerned
about the implementation plans. The formulatiorqoélity teams should be
flexible. This means that when TQM plans changegliu teams might
change according to the responsibilities and thaiftgations necessary to
achieve the plans. This is as the data from thidystevealed, there is a need
to a flexible organizational structure. These teaet®ive intensive training
on TQM. These teams are responsible for monitatiegprogress of quality
plans implementation. They also should be resptmddy solving existing
and emerging issues. This is in addition to thermmole which is providing
training and guidance to the rest of the qualitgngl implementers. These
teams should solve the problems that arose fronaaitee analysis which are
related to communication.

5. Quality facilitator . The Quality facilitator should be an experienctuh
manager and risk-taker. In addition, the faciitashould also be the
chairman of the continuous improvement committege Tacilitator should
be responsible for coordinating the quality plamplemented by the quality
teams. The facilitator also must assist, lead anulegquality teams in
discovering new ways to solve issues.
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TQM Directorate

Planning Evaluation Continuous
Committee Committee improvement
Committee

faC|I|Iator

Quality Teams

Figure 11.2 The Proposed TQM Directorate

11.3.2 Stage Two: Preparation

A key issue emerging from the research was thatairiing and development. The data
indicated that training provision was not cohemntelated specifically to the work of the
MOE. At this stage, education and training is pded for all TQM Directorate members
and special intensive training for the quality tsaby experts in TQM. Education and
training is one of the main principles of TQM Trbkdel. It is a prerequisite towards
achieving the success of the TQM implementationis Tls because the TQM

implementation requires the support of the skilladd well-trained implementers.

Moreover, an understanding of the TQM will increatee commitment of the

implementers and reduce opposition to the changesgght about by the implementation.

At this stage, the TQM Directorate should idenafyd collect information about the main
areas where improvement will have most impact on BEMQGentral Headquarters’
performance. The data from this study revealed tthexie is a gap between planning and
the improvement needs. Thus, the plans should §edban the surveys of existing issues.
The planning committee prepares the basic plartHerimprovement of all the Central
Headquarters’ directorates. At this stage, stakiel needs and expectations must be
identified (internal and external) by conductingtakeholder survey. Again this was an

issue that came out in the research where it wasrted that this was not conducted
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consistently. This should be carried out by thetiomous improvement committee. This
should make the decisions more realistic and basedata collected from the field. In
addition, specifying the objectives and goals seasial in this point. This is an integration
of stakeholders’ expectations with the translatdrthe quality policy formulated in the
first stage. Then the evaluation committee showdd the information provided by the
planning committee to develop a more detailed agblan with a description of the needed
tools and techniques. The aim of collecting th&ettalders’ survey at this stage is to make
sure that the plans are going to meet their nerdssalve the existing issues rather than
having some plans that are not suitable for the MCdatral Headquarters. This should
help in solving the problem of unrealistic decigs@nd plans which was revealed from the
data analysis.

Finally and before moving towards implementatiomloeumented implementation plan is
designed. At this stage, the total involvementlbM®OE staff at all level is essential. This
iIs because TQM can only progress when it involwesyeemployee in the MOE Central
Headquarters. Some of the data indicated that thdeekolders this was not always the
case. With every employee sharing in designing @exlding about the implementation
plan, their attitude will be more positive towalgtplan and its implementation. This is in
addition to ensuring the cooperation and empowetrokall levels as a team. This would
possibly lead to inspiring confidence among interaad external stakeholders toward
TQM and increase their commitment. This stage oMTi@iplementation is similar to the
double-loop learning of Argyris and Schon (1996)includes change in values besides

change in strategies.

In order to design the implementation plan, it $tidue integrated into the strategy of the
MOE. One of the TQM Directorate’s responsibilitissto ensure the consistency of the
TQM plan with the MOE objectives and strategy. Agtile data analysis revealed that one
of the reasons behind the failure of quality eBart the MOE is due to treating it as a
separate system. In planning, integrating the TQM the strategy of the MOE Central

Headquarters ensures its consistency with the M@&r&l Headquarters’ objectives, the
and Ministry will avoid the problem that makes sth&lders unsure about the new
approach which they consider as extra work, whigdrewkey findings from the data

analysis in this research. In the documented plere must be a comprehensive training
plan which makes the roles for employees involvedhie TQM implementation clear.

Moreover, it includes concrete actions to overcaheebarriers to quality improvements.
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The data analysis of this study revealed that itvginn the MOE is unsystematic and
sometimes does not meet the trainees’ needs apdn@bilities. Thus, the training plan
must be systematic and in line with the qualityigollt should follow the following steps:

1. Outline training objectives. All implementers ndetbwledge of some basic
tools including teamwork, evaluation methods, peaiisolving, collecting
data and decision making techniques. These areectethto the content of
the training and will be used to evaluate the trajn

2. Formulate and organize the training program. Thaufd include the content
of the training. For example, it includes the kdgneents of TQM Tree
Model, the need for its implication, the areas ifaprovement, the quality
tools and techniques and the roles of the impleensrgnd the need for their
commitment. It should also identify the timing ahe place of training.

3. Assign specific training roles to specific membefrghe quality teams.
4. Organize materials within the suitable availabledmt.

5. Evaluate the effectiveness of training by checkiimg achievements of the
objectives and the opinions of the trainees.

As the TQM Tree Model includes continuous improvatngs a main principle, training
must be an on-going process to ensure that theemmaiters are well-qualified to carry on

the change.

As the implementation of TQM in the MOE Central Egaarters will result in changes in

the existing work processes, some conflicts, terssmr confusion might happen. In order
to overcome this, the plan must be flexible enotmldapt to any emerging issues. The
plan should be comprehensive in nature. In the mhected plan, quality standards against
the identified objectives are set and measuressare compliance with the objectives are

established. Moreover, the training program ancenas are specified.

Involvement of stakeholders and the linking of eliéint aspects of the organisation were
key issues from the research where there was ezpbit some a feeling of not being fully
involved. Every quality team should formulate algyavision for their Directorate within
the wider vision of the MOE Central HeadquartensisTis to ensure less centralization in
the implementation and an increase of the involvemand empowerment of the
stakeholders as suggested in the data analysssedisential in this stage to point out that
staff empowerment begins when the vision and thelsgbave already been set by top
management (Murgatroyd and Morgan, 1993, p.121f dimectorate’s vision should

reflect the aspirations and the general directibat twill ensure the success of the
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directorate and the MOE central Headquarters aadmtole ministry. Every member of
the directorate should share in the formulationhef vision. According to the vision they
start to formulate objectives and action plans. yTlehould also establish a daily
management system. They should make use of the {bQM such as the Quality Function
Deployment, the Deming Cycle, the check sheet,figte bone or the Pareto analysis.

Training on these should be included in the trajrptan.

11.3.3 Stage Three: Implementation

This could be considered the critical stage of iimplementation framework. Again
drawing from the research it is proposed that tlewing steps must be followed:

« The data analysis revealed that the existing tigims not systematic and
it is not fair for all staff. Thus, after educatirapd training the top
management and the TQM Directorate members, eduncatd training
of all implementers is necessary. The training &hdae carried by the
quality teams who should encourage the implementers start
implementing TQM and design their own plans in tlwevn directorates
with the help of the quality teams and the otherMI@irectorate
members as needed. Without providing adequateiritaito all levels,
implementers will not be empowered to implementTgV Tree Model
and the implementation might fail as some programnag revealed from
the data analysis. As TQM can only progress whemvoblves every
employee in the ministry, the top management muaspire quality
confidence among employees and assign clear rotesegponsibilities to
them. To inspire all levels to implement TQM, thewust have clear
understanding of what TQM is. As revealed fromdha& analysis in this
study, many change project in the MOE failed beeatlsere were
misunderstandings or were not about clear purpégbeochange. The
clarification of the TQM Tree Model implementatishould always be
considered throughout the implementation by revigwhe quality policy
and the implementation objectives. This can beeadd through having
sufficient training and an emphasis on quality’spartance in official
speeches, meetings and workshops. In assigningr dlel@as and
responsibilities, implementers should be informedu the limits of their
responsibilities so that there is no confusion dherissue of who should
do what. As revealed from the data analysis ofghusly, there is existing
overlapping of responsibilities in the MOE Centridadquarters. Making
all responsibilities clear should likely solve thisoblem and the related
ones.

« Communication emerged as an important issue fram#ta gathered. In
implementing TQM, it is imperative that there iswade sharing of
information and knowledge among all of the impleteen Effective
communication plays an essential role in the swcced the
implementation. This can be done through newsketteports and regular
meetings. The types of information that need to doenmunicated
effectively include: the roles and activities oktQuality Directorate’s
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committees, the Quality Teams’ roles and effortd ahe regular
achievements reports.

* One of the issues that emerged was the view thala@ments were
begun but not planned or completed. Therefore iec®@mmended that a
detailed schedule be drawn up for all the actisitand their related
actions, including what exactly will be done, byomi and what and the
methodology to be used (tools and techniques).

* Again related to previous developments, one ofiskees to emerge was
the lack of focus on quality. Therefore it would ingportant to establish
measurements, criteria and quality indicators;ughowhich errors made
by employees can be eliminated.

11.3.4 Stage Four: Evaluation and Rewards

In this stage the implementation plans are evatlibtethe evaluation committee through
accurate tools according to the quality standamid the responsibilities assigned to
different quality teams. This step focuses on datitection and the achievement of the
guality policy objectives in general and plan ohlijexs in specific. At this stage, it is
important to obtain information about successesvaeaknesses. This will help to review
the achievements and obtain better understandirmutathe requirements for the
continuous improvement. The problems and obstauiesdentified. After that, problems
are reviewed to be solved and success is rewakedhe TQM gurus point out, both
monetary and non-monetary rewards are importanhédping staff to improve the work
because they know it will directly affect them. $hs also was revealed from the data

analysis.

The MOE Central Headquarters should establish aproppate reward system in
accordance with its needs. Although all of the ipgrants agreed that rewards are very
important in job satisfaction, none of them definetlat rewards mean to them. As
revealed from the data analysis the existing reypaodedure is not clear to everyone and
it is thought to be not fair. There must be cle#eda for rewards and these criteria should
be known to all staff members. Rewards should bergin various forms, monetary or
non-monetary. They can take a form of a letter mbraciation, additional leave, and
opportunity to attend training course, some mongWts, prizes or whatever the

implementers will appreciate.

The summary of the achievement and the celebratifotihe success can be held in a
specific day at the end of the first year of impération and can be held annually

afterwards. It can be called the quality day. Os thay, it is important that everyone gets
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feedback on success and prominent quality effdrtailsl be rewarded. This quality day
could also be an opportunity to strengthen theiguahlues in the ministry. It could also
be a good chance to exchange ideas between datxtars each directorate can present
their experiences with TQM and its journey’s obkscand successes. Successfully

motivated implementers will encourage others tspearthe same route.

11.3.5 Stage Five: Continuous Improvement

The data from the study suggested that change aroges were neither coherent nor
sustained over a period of time. Participants iaidid that projects were not completed. At
this stage the successful processes are repealetth@mbstacles are avoided. The whole
programme is assessed and evaluated. The schetoatofuous planning and evaluation
is a very important aspect at this stage. Thisaalthe continuous improvement to become
a basic operating concept of the MOE Central Headqrs. This un-ending process of
improvement will help in narrowing the gap betwélea current situation and the proposed
one. Moreover, the TQM directorate should be refoty and reinvigorating the quality
principles actions. The data analysis showed thatynof the improvement programmes

did not provide regular feed back or regular eviauneso it failed and stopped.

These five stages of the TQM Tree Model impleméonatramework place emphasis on
the seven principles of the TQM Tree Model: comneitin toward TQM, focus on
stakeholders, continuous improvement, involvememti @mpowerment, training and
education, tools and techniques, and rewards. Téresi addition to the three facilitating

roots: teamwork, budget and communication.
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Repeat success

A \ 4

Stage Five Continuous Assess the program
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Figure 11.3 TQM Tree Model Implementation Framework

11.3.6 Limitations of the study

This was a ground-breaking study into the develogroéeducation system in Oman. It is
not only investigated the feasibility of implemengi a change management approach
which is Total Quality Management but also howrtgpiement it according to the TQM
literature review with the respect of the existisgues that arose from the pilot study, the
data analysis of the main study and the suggestibtige participants. There are of course,

some limitations.

One major limitation to this study is that it waaeed out only in the Sultanate of Oman,
though this is in some ways a strength as it hiasvat the development of a model of
TQM to meet the needs of the MOE in Oman. Nevee®lit would be interesting to
know whether the findings from this study woulddimilar if conducted in other countries
such as United Kingdom and other countries in thddM East facing similar issues to

Oman.
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Another limitation regarding this study is thatwias only applied in the Ministry of
Education. It would be interesting to find out what the results would be similar in other

educational organizations in Oman such as the Myneg Higher Education.

As the pilot study showed that most of the isshes arose were connected with the MOE
Central Headquarters’ roles, the proposed model seaserned with the MOE Central
Headquarters. Thus, a longitudinal study on theidttiy of Education as a whole might

provide useful information about the developmentefwhole ministry.

11.4 Recommendations

The present study aimed to examine the extent tohathe Total Quality Management is
applicable to the Ministry of Education in Oman ahén to propose a TQM model to
develop the Ministry of Education. The findings this study showed that the Total
Quality Management is a suitable Model for solvihg existing issues that arose from the
pilot study. The participants in the study; the tapnagement, the internal stakeholders,
the external stakeholders and the key personnekdghat the specific TQM Tree Model
is suitable for developing the Ministry of EducatioThe participants also highlighted
some obstacles that might face the implementatnmhsaggested some facilitating factors
for the TQM implementation in the Ministry of Eduicen such as having careful planning
before starting implementation; provide stakehadewith feedback, stakeholder
involvement and empowerment; provide suitable btdgethe implementation; and
provide training to all. Based on the conclusioeached, the following recommendations

are brought to the reader’s attention.

11.4.1 General Recommendations
One of the points that were highlighted in thidstis that the development of education is
increasing rapidly in Oman and all over the woilltlis study recommends the following

improvements with the respect of TQM.

1. Before introducing any change into an educationg&mization, management
has to first obtain an agreement of those affelojetthe change.

2. This thesis proposes a TQM Model for the MOE Cériti@adquarters, but
every educational organization can design its owdehaccording to its own
circumstances. It is important to ensure that amydeh used is realistic,
workable and affordable.
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3. The involvement and empowerment of all staff ineleping the educational
organizations can increase their level of suppadt@mmitment.

4. The implementation of any development needs ting @neparation to be
introduced to an educational organization, as asglan change may end in
failure as a result of strong opposition.

5. A flexible management planning is essential in ngama change and
development.

6. All implementers should have the necessary trainiigs is to enable them
to acquire the new knowledge and implement the ldpueent effectively.

11.4.2 Recommendation to the MOE

If the Ministry of Education Central Headquartetans to implement the proposed TQM
Tree Model, the following suggestions should besobered:

1. TOM is a long-term commitment not an instant atyiviThe process of
implementation can take three to five years to W& fimplemented and
culturally accepted as shown in similar educatior@ganizations’
implementation. Thus the allocation of time andgrate is necessary.

2. The implementation of TQM need careful and fullnpleng to do the things
right first time.

3. Successful implementation of TQM requires a qualdylture to be
implemented in the MOE Central Headquarters throedhcation, training
and support from the top.

4. TQM needs continuous training to have knowledgeatlplementers and
supporters.

5. Implementation of TQM needs provision of sufficieasources with suitable
budget. So, it can be implemented fully and prgperl

6. Regular feedback is essential to both correct utedamesults and to
encourage successful implementation.

7. Plans for TQM should be simple to avoid over loagagderwork and should
concentrate more on content rather than appearances

8. The MOE Central Headquarters decisions shouldasedon data. Thus the
creation of regularly updated data bases is recaordete

9. Activation of fast and effective communication chals such as internet
networks all over the MOE Central Headquartere@®mmended.

10. After the implementation of TQM in the MOE Centkadquarters has been
successfully completed, the implementation can Xgamded through the
whole ministry and the schools.
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11.4.3 Recommendation for further research and stud ies

There are many areas that could be derived frosnstiady, in which further work might be
carried out. In addition, the present study is jhstbeginning and should be considered as
an invitation to other researchers to join in tmeestigation in the field of change
management and Total Quality Management. The saofdepotential for future research
are great, and necessary to improve education reareg and development. Some future

studies that could be considered include:

1. Rewards, their concepts and benefits in educagweldpment in general and
in the Ministry of Education in specific.

2. The role of communication in making the work enmiment in the Ministry
of Education more effective.

3. Aninvestigation into the feasibility of implemengj Total Quality
Management in Omani schools.

4. An investigation into the training needs of the M&MEployees.

5. Authority delegation in the Ministry of Educationcahow to make it more
effective.

6. The importance of time management in change managfgonograms.

11.5 Conclusion

The analysis of the questionnaire and the intersiek the main study and the key
personnel interviews revealed that there is a @géramgreement from the participants
toward implementing the TQM Tree Model. The dasogirovided some information for
implementation, and highlighted some key issues niead to be considered through the
implementation. This chapter presented a modifi@dMTTree Model based on the results
of the research. The modification included addihgee roots: teamwork, budget and
communication to support the implementation ofrtke@n seven principles of the proposed
TOQM Tree Model. The study has also provided datashape the implementation
framework for the TQM Tree Model. The proposed feawvork included five stages; the
decision, the preparation, the implementation,eb@uation and rewards, and continuous
improvement. The chapter concludes with some recemdation for education
development in general in lights of TQM principlespme recommendations to the
Ministry of Education regarding TQM implementatiand finally recommendations for

further research and studies.
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Hopefully, this suggested work can be carried erikar future not only in the Ministry of
Education in Oman but also in other educationaboizations. This is in order to make
guality a cultural value in education systems.
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Appendix |
The Pilot Study Letter (English)

UNIVERSITY
of

ﬁgﬁ;ﬂ 2 GLASGOW

03/03/2004
To whom it may concern,

| am Maryam AlNabhani, a Ph.D student, in the Depant of Educational Studies,
Faculty of Education, University of Glasgow andnh @oing a pilot study assessing the
problems and issues in the Ministry of Educatiothim Sultanate of Oman (MOE).

As part of the process, the views of the MOE argloreal directors, head teachers and
teachers will be sought in separate small focusginterviews. Involvement is voluntary
and participants are free to withdraw their consantany time. Information and data
obtained will be analysed by Maryam ALNabhani sofelr the purpose of this study and
will not affect any participants anyhow. The fivalitten thesis will ensure anonymity by
not using any actual names or identifying charaties of any participants. This letter
seeks your permission to be involved in the pilotdPresearch. Please indicate this in the

section at the end of this letter.

If you have any concerns about the conduct of pilst study, please contact Professor
Rex Whitehead, Ethics Officer, Faculty of Educatidmiversity of Glasgow, 11 Eldon
Street, Glasgow, G3 6NH or phone him on 0141-338665

Yours sincerely

Maryam ALNabhani

Ph.D student

Ph: 0141-330-3475

Email: belarab2000@hotmail.com

Please indicate approval for your participatiothi@ study by deleting as applicable.
| wish/ | do not wish to participate in the studied: Assessing problems and issues in the
MOE in the Sultanate of Oman.

SIgNAIUrE === === mm e m oo e
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Appendix Il
The Pilot Study Letter (Arabic)

UNIVERSITY
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Appendix Il
The pilot Study Interview (English)

Interviewee:

Position:

Date:

Length of the Interview:

Question One:
What are your aspirations for education in Oman?

Question Two:
What do you think you/we should do to achieve treeg@rations?

Question Three:
What do you see as the barriers to change?

Question Four:
What would you identify as major problems in redas to the role of MOE?
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Appendix IV
The Pilot Study Interview (Arabic)
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Appendix V
The Main Study Letter (English)

UNIVERSITY
of
GLASGOW
To whom it may concern,
Project Title: Assessing the problems and issues in thasiynof Education in the

Sultanate of Oman.

Investigator: Maryam ALNabhani
Ph D student
Department of Educational Studies
Faculty of Education
University of Glasgow

Outline of Project: the present study aims to measure the feasibiligpplying Total
Quality Management (TQM) in the Ministry of Eduaati(MOE) Central Headquarter in
Oman. TQM is an approach to organization and manageof institutions. This study

will gather views from senior management in the MOé&ntral Headquarter, the internal
stakeholders (staff in the MOE central headquaded) the external stakeholders
(managers, staff and head teachers in the Redgi@eradral Directorates). The outcome of
the study will be to identify factors in the prosexd change within the organization and to
develop a model of TQM that fits the needs of theB/

Confidentiality: all data collected will be handled confidentiallydsany reference to it
will be made anonymously. A copy of the final tlsawill be provided to the MOE. In
circumstances where data is requested for legabnsa

Any gueries relating to this research should beesiskd to:

Professor Rex Whitehead

Faculty of Education Ethics Officer

Centre for Science Education

St Andrew’s Building

11 Eldon Street

Glasgow, G3 6NH

Tel: 0141-330-6565
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Appendix VI
The Main Study Letter (Arabic)
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Appendix VII
The Main Study Questionnaire (English)

To managers and staff in the Ministry of EducationCentral Headquarters and
the Regional General Directorates:

After Regards,

| am a PhD candidate student at the University la@ow. | am currently working on my
thesis which a part of its requirement is the esmtbquestionnaire.

The Ministry of Education (MOE) is facing dramatibhanges and development as it
struggles to meet the requirements of the currentury. These circumstances compel
MOE to take adopt a new management approach suchot@ Quality Management
(TQM) that will enable it to deal with these challees and pressures. The aim of the
enclosed questionnaire is to collect data regarthegattitude of senior management, staff
in the central headquarters and the managers, ataffhead teachers in the regional
general directorates toward the suitability of iexpenting TQM principles in the MOE.

Please note that for the purpose of this resedi@M is an approach that is characterized
by the following:

1-
2-

Commitment and support from the top management.

Focus on internal stakeholders (staff in the cérteadquarters) and external
stakeholders (managers, staff and head teacherghen regional general
directorates).

Involvement and empowerment of all MOE members Ine tdevelopment
implementation and in decision making.

Continuous improvement.

Training and education to everybody in the MOE.

Tools and techniques are used to collect data éorstbn making, planning and
improvement.

Reward system is essential to encourage improvement

Your help would be greatly appreciated in completig this questionnaire and
returning it as soon as you can. Estimate time toelad and answer the questions of
this questionnaire will be 20 minutes.

Yours Sincerely
Maryam Bint Belarab Bin Mohammed ALNabhani
PhD Candidate



Maryam ALNabhani, 2007

Section One: Personal Information:
Please put(X) next to the appropriate response:

1. Occupation: General Directﬂ General D'meaeputyD Consultant D

DirectorD Director DepuD Head teacDrOtherD

Please specify

2. Place of work: Central HeadquarterD giBeal Directorate

Appendices, 247

]

Section Two: Identifying the Attitudes toward TQM implementation
To what extent do you agree with the following sta¢nts?

Please put (X) in the appropriate box.

No.

The Item

Strongly
agree

agree

Uncertain

disagree

Strongly
disagree

Commitment toward
TQM

Management must ensure
consistency between MOE

mission and actudl
performance.

It is critical for management to

understand change process.

Open communication between
managers and staff must pe

encouraged and rewarded.

Development needs support

from management.

Management must act as a r¢
model in the development.

=
(¢

Focus on stakeholders

Planning development requires

stakeholders’ opinions.

MOE development could be
measured through

stakeholders’ satisfactions.

It is important to surve)

regularly stakeholders’ needs

and expectations.

MOE plans should consider

internal and external
stakeholders’ attitude.

.10

Continuous
Improvement

Never ending process of

improvement is critical to
MOE development.

A1

Planning in MOE should be in
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long term.

A2

Plans in MOE must be flexible.

14

13

Plans in MOE should usual
be renewed and updated.

Yy

.14

Defect prevention shoul
replace defect detection.

15

It is important to solve day t
day problem immediately.

.16

Elements of MOE should b
evaluated regularly.

e

A7

Involvement and

empowerment
Development should be carrig
by all members of MOE.

A4
o

A8

MOE staff should share i
decision making in the MOE.

19

External stakeholders shou
share in decision making in t
MOE

Id
e

.20

Teamwork should b
emphasized.

11%

21

Responsibility, authority an
accountability must be
delegated as closely as possi
to those performing the work.

oA’ ANON

22

Feedback should b
encouraged from th
stakeholders.

()

23

MOE’s goals and policies mu
be communicated regularly 1t
staff .

o

24

Management must make eve
effort to any staffs ideas

opinion, guestions or concerns.

Y

25

Training and education:

Training is essential for

managers as well as staff.

.26

Training is a continual proces
for all staff.

5S

27

Staff should understand tf
development process.

ne

28

Staff must have their rolg
identified clearly.

29

Training must be planne
according to MOE’s mission.

.30

Training must be provide
equally to all MOE staff.

31

Tools and Techniques:
Decisions in the MOE must b
based on data.

e

32

Statistical tools must be used
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collect data about MOI
problems.

33 | Statistical tools must be used|to
collect data for planning
improvement.

34 | Different tools and techniques
must be used to measure
development.

35 | Using other similar
organizations experiences for
planning MOE’s plans is
useful.

36 | Rewards
There must be clear reward
system in the MOE.

37 | Rewards can encourage staff to
work without fail.

38 | Rewards should be established
according to staff's needs.

39 | Rewards can encoura

innovation.

je

If we are to implement TQM in the MOE:
1- what do you see as some of the obstacles?
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Appendix VIII
The Main Study Questionnaire (Arabic)
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Appendix I1X
The Main Study Interview (English)

Interviewee:

Position:

Number of interviewee:
Location of the interview:
Date:

Length of the interview:

Question One:
What is your initial response to TQM?

Question Two:
What are the barriers to implement TQM in the MOE?

Question Three:
What do you see as facilitator factors to the impgatation of TQM in the MOE?

Question Four:
Are there any other issues you would like to raise?
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Appendix X
The Main study Interview (Arabic)
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Appendix XI
The Mean Rank Table

| occupation N Mean Rank

Q1 top management 16 209.50
internal stakeholder 136 120.12
external stakeholder 134 159.35

Total 286
Q2 top management 16 85.25
internal stakeholder 136 160.14
external stakeholder 134 133.57

Total 286
Q3 top management 16 71.44
internal stakeholder 136 152.28
external stakeholder 134 143.19

Total 286
Q4 top management 16 69.72
internal stakeholder 136 111.05
external stakeholder 134 185.25

Total 286
Q5 top management 16 84.31
internal stakeholder 136 158.53
external stakeholder 134 135.32

Total 286
Q6 top management 16 64.81
internal stakeholder 136 162.43
external stakeholder 134 133.68

Total 286
Q7 top management 16 62.63
internal stakeholder 136 124.05
external stakeholder 134 172.90

Total 286
Q8 top management 16 123.69
internal stakeholder 136 153.56
external stakeholder 134 135.66

Total 286
Q9 top management 16 97.47
internal stakeholder 136 149.36
external stakeholder 134 143.05

Total 286
Q10 top management 16 79.56
internal stakeholder 136 169.47
external stakeholder 134 124.78

Total 286
Q11 top management 16 208.13
internal stakeholder 136 173.15
external stakeholder 134 105.69

Total 286
Q12 top management 16 185.00
internal stakeholder 136 155.50
external stakeholder 134 126.37
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Q13

Q14

Q15

Q16

Q17

Q18

Q19

Q20

Q21

Q22

Q23

Q24

Q25

Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total

286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286
16
136
134
286

175.31
126.42
157.04

221.09
163.34
114.10

176.44
145.78
137.25

216.69
203.38
73.99

116.00
123.47
167.11

150.41
119.93
166.60

78.88
131.53
163.37

101.84
156.71
135.07

194.50
139.07
141.91

98.66
158.26
133.87

106.63
144.48
146.91

183.38
146.05
136.15

187.13
209.76
71.04
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Q26

Q27

Q28

Q29

Q30

Q31

Q32

Q33

Q34

Q35

Q36

Q37

Q38

Q39

top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management
internal stakeholder
external stakeholder
Total
top management

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16
136
134
286

16

138.50
165.40
121.87

135.06
114.25
174.19

165.06
146.70
137.68

214.00
177.02
101.06

99.25
171.54
120.32

150.25
116.61
169.98

148.56
163.72
122.37

112.69
144.42
146.25

249.00
198.26
75.32

187.75
170.99
110.31

184.50
144.54
137.54

138.31
150.40
137.11

146.19
124.63
162.33

171.50
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internal stakeholder 136 147.32
external stakeholder 134 136.28
Total 286
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Appendix XI|
The Key Personnel Interview (English)

Interviewee:

Position of the Interviewee:
Location of the Interview:
Date of the Interview:
Length of the interview:

1. Show a diagram of the TQM Tree Model and explain biefly the idea of the
model and its principles.
The Philosophy of TQM is based on a number of gpies, the most prominent of which

are commitment and support from the top managenieaiis on internal stakeholders
(staff in the central headquarters) and exterrakestolders (managers, staff and head
teachers in the regional general directoratesplu@ment and empowerment of all MOE
members in the development implementation and inisolen making, continuous
improvement, training and education for everybadyhe MOE, tools and techniques are
used to collect data for decision making, planrang improvement and reward system is

essential to encourage improvement.

2. Ask the following questions:

e What do you think of the model?

* s it suitable for implementation in the MOE in Omf?a

* What are the facilitator factors that might helghe implementation?
« What are the obstacles it might face?

e Do you have any further comments?
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Appendix XIlI

The Key Personnel Interview (Arabic)
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