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Education is a potent force which 

could be used for the solution of problems 
and the full realization of potentials and 
aspirations of a nation. According to 
Fafunwa (1987), education is the aggregate 
of all processes by which a child or young 
adult develops his abilities, attitudes and 
other forms of behaviour which are of 
positive value to the society in which he 
lives. It is a great force which can be used 
to achieve quick desirable changes or 
development of the nation’s economic, 
political, sociological and human 
resources. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The realization of this requires more 

than the literary education that is centered 
on cognitive development. It demands a 
more practically oriented form of 
education that is geared towards the 
development of appropriate knowledge, 
skills, attitude and understanding required 
to fit into any chosen occupations. This is 
Vocational or Technical Education which 
is provided in Polytechnics, Monotechnics 
and Technical Colleges.  

However, a cursory look at the 
Nigerian Polytechnic education system 
reveals that over the years, series of 
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policies and programmes have been 
introduced and adopted at one time or the 
other with a view to enhancing the quality 
of education given to Nigerians. These 
were aimed at uplifting the overall 
development of the citizens and to equip 
them for self-actualization of individual 
potentials as well as to adequately meet the 
challenges of the time. 

 
The degree of success of Nigerian 

Polytechnics and other educational 
institutions in meeting the above objectives 
depends on their effectiveness in achieving 
quality in people, processes and 
products/services. Consequently, achieving 
quality in people, processes and 
products/services is a function of the Total 
Quality Management (TQM) principles, 
practices and philosophies adopted. 
Therefore, embracing the total quality 
management in Polytechnics education is a 
call for aggregate educational excellence. 

         
According to Aluko, Odugbesan 

and Osuagwu (1998:89), the concept of 
total quality management (TQM) has 
received widely differing interpretations as 
a sort of catchall concept. This is probably 
because of the interwoven networks of 
disciplines that are trying to explain the 
concept. Nearly every organizations today 
claims to believe in quality. Many 
advertise it to their customers. But what is 
quality? What does service quality entail?  
Stahl (1995:85) saw quality as a concept of 
delivering value to the customer. It is a 
combination of tangible and intangible 
experiences that create a total customer’s 
perception of value received. The 

customer’s entire experience determines 
his or her perception of quality. Stahl 
(1995) further stated that understanding 
and managing that customer experience 
make the seamless and total satisfying one, 
the organization must be able to deliver a 
“total experience of value”.  
 

Quality according to Macdonald 
(1995), does not refer to luxury but 
conformance to Quality. He outlined three 
levels of quality which must be taken 
cognizance of; must-be-quality (quality 
that meets requirements), expected-quality 
(quality that meets expectations), and 
exciting-quality (quality that exceeds 
expectations). 

 
Lemo (2002:38) defined total 

quality management (TQM) as the control 
of all transformation processes of all 
organizations to better satisfy customer’s 
needs in the most economical way. He 
asserted that it is based on internal or self-
control which is embedded in each unit of 
the work system using technology and 
people.  

 
Total quality management 

philosophy is customer-oriented and 
stresses continuously improvement of 
product quality and service delivery. The 
success of quality improvement is based on 
the understanding of every member of the 
organization concerning the needs of their 
customers (internal and external). The 
maintenance of that understanding requires 
continuing dialogue and negotiation with 
the customer and measurement of one’s 
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products and services against the 
customer’s expectations.  

 
Total quality management (TQM) 

in whichever way it is viewed, aims at 
providing quality products and services 
that meet or exceed the needs of 
customers.  
 
History of Polytechnic Education in 
Nigeria 

Formal technology education 
which suffered from low prestige complex 
in Britain in the nineteenth century was 
transplanted with this complex to Nigeria 
in the early 20TH century. With the opening 
of Yaba Higher College in 1932, the 
colonial government policy encouraged 
schools to teach agriculture and crafts 
avocationally. This policy lacked popular 
support and had very limited outcomes. 
Nigerian nationalists argued that the policy 
generally and the non-university status of 
Yaba Higher College in particular, were 
part of an attempt to regulate the influx of 
Africans into key positions of leadership. 
 

In the 1950’s, after Yaba Higher 
College was converted and moved to 
Ibadan as the University College, Ibadan in 
1948, its vacated facilities were used to 
established Yaba Technical Institute. For 
the secondary level, the regional 
governments followed the lead and by 
1966 had established eleven (11) technical 
colleges. These were reputable institutions 
that were adequately funded and were 
popular with employers. Students were 
given free tool-boxes in addition to 
training stipends for their upkeep and other 

incentives to remain in training. However, 
in the 1970’s as tertiary education rapidly 
developed, they became caricatures of their 
former selves due to lack of adequate 
funding and management by government 
as well as reduced respect on the part of 
the public for technical skills. 

 
A conceptual achievement in the 

effort to modernize and revitalize 
technical/vocational education led to the 
publication of the first “National plan of 
Vocational Technical Education in the 
Republic of Nigeria” prepared by Dr. 
Adam Skapski. Skapski (1966) called for 
action by “a group of professionally 
competent educators” united by a sense of 
mission and awareness of relevant 
achievements in other countries to move 
the changed process forward. He also 
called for pilot projects and for “the 
foundation of an adequately structured 
general education”. Skapski’s master plan, 
since its publication in 1966, has been the 
spirit of innovation and change in the 
rating of Technical and Vocational 
Education in Nigeria. 

 
Most of the recommendations have 

been implemented in one form or the other 
including the 3 - 3 secondary education 
policy from 1982, the establishment of 
National Board for Technical Education 
(NBTE) in 1977, Industrial Training  Fund 
(ITF) in 1977 and uniform educational 
structure and content nation-wide from 
1977. However, some of the 
recommendations are yet to be 
implemented (Education Sector Status 
Report, 2003). 
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Studies and reports of Polytechnic 
Education and utilization of its products in 
Nigeria over the last two decades indicate 
that the sector has experienced a decline. 
The extent of decline and the need for 
renewal have been extensively researched 
and commented upon (Oriafo&Gbenedio, 
1993 and World Bank, 2001). 
 
Why Get Involved with Total Quality 
Management in Education? 

Total quality management is a 
philosophy and system for continuously 
improving the services and/or products 
offered to customers. Now that the 
technologies of transportation and 
communication have replaced national 
economic systems with a global economy, 
nations and businesses that do not practice 
total quality management can become 
globally non-competitive. This march 
towards non competitiveness can be 
avoided if citizens are helped to become 
total quality management practitioner.  

According to Fitzgerald (2009:1), 
the potential benefits of total quality 
management in educational institutions are 
very clear. They according to him include 
the following: 
(a) Total quality management can help 

educational institutions provide better 
service to its primary customers – 
students and employers.  

(b) The continuous improvement focus of 
total quality management is a 
fundamental way of fulfilling the 
accountability requirements common 
to educational reform.  

(c) Operating a no-fear total quality 
management system with a focus on 

continuous growth and improvement 
offers more excitement and challenge 
to students and lecturers than a 
“good-enough” learning environment 
can provide. Therefore, the climate 
for learning is improved.     
  

Essential Elements of TQM in 
Education  

In a total quality management 
institution, improvement teams and 
individuals are constantly working on 
improving service to customers. The 
concept of a service being “good enough” 
is considered inadequate. The thorough 
understanding of the differences between 
traditional and total quality management 
institutions is best developed in dynamic 
seminars, and not in a simple written 
guide. The following elements are very 
important for full realization of the 
potentials of total quality management in 
education: 
(a) Awareness and Commitment by 

Everyone 
The linguistic, kinesthetic, visual, 
and/or mathematical talents of a 
student will not be developed to their 
fullest potential unless every member 
of a teaching-learning partnership 
promotes the highest possible quality 
at each step in the development 
process. A transformation from “good-
enough” or traditional education 
(where marks or grades of “AA”, “A”, 
“AB”, and “B” are good enough even 
if they do not represent best work) 
should begin with everyone being 
made aware of the potential and the 
elements of total quality management. 
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An excellent way to begin is having a 
staff meeting with parents/guardians 
and with academic board members 
participating. The meeting can 
provide: 

i A dynamic overview of total quality 
management elements and potential 
by one or more presenters who have 
experienced both. 

ii A clear commitment from the 
Academic Board and Rectors that 
they will fully support total quality 
management efforts and that they do 
not expect instant pudding results. 
  

(b) Clear Mission 
Managing continuous movement 
towards progressively higher quality 
standards depends on defining those 
standards. If a total quality 
management steering committee is 
formed in an institution, it should 
determine the answer to this question – 
does the institution have a clear, 
customer – focused mission statement 
and a functioning process for schools 
and/or departments translating this 
statement into outcomes for graduates? 
If the answer is “No”, that problem 
must be addressed with local, state, 
national, and employer standards. 
These standards should emphasize 
developing students’ abilities to solve 
real-life problems rather than just 
memorizing subject matter. The latter 
does not represent quality for either 
students or employers.  

 
 
 

(c) Systems Planning Approach 
Traditional education has become 
excessively compartmentalized. 
Lecturer X provides use of English 
course, Science lecturer Y might focus 
heavily on a student’s knowledge of 
scientific principles without paying 
much attention to developing that 
student’s ability to use English 
principles in writing a technical report. 
Subconsciously, the student begins to 
view English as a “course” instead of 
as skills to be used. If higher levels of 
student competence are to be 
developed, there must be higher levels 
of system-wide and cross-department 
planning for instructional improvement 
in educational institutions. Lack of 
system planning is a serious 
obstruction to higher quality in student 
learning. Of course, such a system 
approach to learning improvement 
normally happens only if inter-
department planning arranges it.  

   
(d) Teaming Replacing Hierarchy 

The hierarchical organizations of 
yesterday are still dormant in too many 
businesses and educational institutions. 
Such organizations tend to promote 
individual effort “good enough” to 
satisfy a supervisor who sometimes, 
knows less about how to achieve 
quality than those he/she supervises. 
Cross-department teams can aid do 
promote stronger improvement if they 
are: 
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i Given a clear mission and 
strong authority. 

ii Supported rather than 
hampered by supervisors.  
 

Support is a major element in the 
success or failure of total quality 
management. If administrators, 
supervisors, and department chairpersons 
support task improvement teams, those 
teams can generate more motivation and 
improvement than can otherwise be 
achieved. If not, total quality management 
cannot achieve its potential. In a properly 
operated total quality programmes, 
administrators and supervisors work 
diligently at: 

(i) Insisting on clear visions and 
missions. 

(ii) Coordinating among task or 
improvement teams.  

(iii) Supporting the efforts and 
authority of improvement teams to 
the highest possible degree. 

 
These are very critical support 

actions. Unless administrators and 
supervisors fulfill them properly, task 
improvement teams can fail because of this 
system weakness.  
 
(e) Enablement and Empowerment 

Replacing Fear 
A traditional do-it-to-them evaluation 
system generates fear and lack of 
initiative. Staff members focus on 
doing whatever is enough to keep the 
boss happy. However, if volunteer 
members of empowered improvement 

teams are given opportunities to 
become experts and/or to use experts, 
then that enablement given them will 
generate excitement and dedication. 
Educational institution managers 
should support member of quality 
improvement teams with funding and 
time for conferences, seminars, visits 
to other institutions, use of consultants, 
planning and sharing with others, etc. 
Teams function best if the team 
members are given the background and 
authority to make informed decisions. 
Each school and department should 
define and implement objectives for a 
strong focus on being a learning 
organization, an organization in which 
everyone is a learner on paths to 
quality improvement.  

 
   (f) Focus on Mastery Learning 
 In traditional lecture rooms, lecturers 

often follow this sequence: 
1. Plan ………………..> 2 Teach 
………………………> 3 Test 
 

The normal curve that usually 
results stands as testimony to the fact that 
many students fail to learn at the highest 
possible level in this system. The total 
quality management alternative is: 
 1. Plan...…> 2 Teach (Do) ….> 3 
Check …..>Revise Teaching (ACT)…> 5 
Test  
 

In the “check” step, formative (not-
for-grade) testing is used to determine 
which learning some students have missed. 
The non-mastered material is retaught in 
some different way or style. If advisable, 
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the checking and revised teaching can be 
repeated more than once. Meanwhile, 
students who have mastered the material 
move to enrichment learning or assist with 
instruction of those who have not achieved 
mastery. This system of mastery learning 
can result in much more complete learning 
for most students, in effect, a positive 
movement of the “normal” curve. This 
improvement in learning is a basic purpose 
of total quality management in the lecture 
room. 
 
(g) Development of Student TQM Skills. 

In addition to using total quality 
management to improve learning in 
general, every educational institution 
should specifically equip its students to 
understand and use Total Quality 
Management (TQM). This is a basic 
part of institutions contributing to 
readiness for work in the global 
economy. Whether an institution staff 
decides to integrate learning total 
quality management into existing 
courses or to provide it as a separate 
course, it is important that students do 
and not just study about total quality 
management.  
 

An excellent way to have students 
live total quality management is to 
establish a system in which student 
assessment portfolios are dynamic records 
of constant improvement in which the 
students can take great pride. 

 
(h) Humanistic and a Brain Compatible 

Focus in the Learning Environment 
Glasser (1993) provided translations of 
total quality management principles 

into suggestions for a very productive 
learning environment. He outlined six 
conditions for quality educational 
institution work thus: 

(i) There must be a warm, supportive 
learning environment  

(ii) Students should be asked to do only 
useful work 

(iii) Students should be asked to do the best 
they can do. 

(iv) Students should be asked to evaluate 
their own work and improve it. 

(v) Quality work should always feel good. 
(vi) Quality work should never be 

destructive. 
 

It is important that educators 
consider Glasser’s work and suggestions 
carefully. Working with people is much 
more complex than manufacturing 
widgets. Glasser (1993) offered an 
excellent blueprint for total quality 
management in lecture rooms in the 
context of deep sensitivity to human 
relationships. One of the most productive 
areas in which an institution task 
improvement team can work is in helping 
all staff members use more brain 
compatible techniques in teaching.  
 
(i) Transformation Plan 
Awareness and Commitment for everyone 
is the first step in considering 
transformation from traditional to total 
quality management operation. Two other 
basic actions are: 

i Form a TQM steering committee that 
develops a plan for supporting the 
staff in total quality management 
implementation and builds a positive 
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connection between that committee 
and the traditional supervisors in the 
institution.      

ii Use advice from consultants and/or 
from institutions that have succeeded 
at total quality management 
transformation.  

 
The latter action is particularly 

important. People who have learned things 
the hard way can save others the much 
time and trouble with practical advice on 
such things as the importance of 
developing teaming skills, the value of 
limiting the number of major improvement 
task forces operating at one time, and the 
need to select improvement priorities 
carefully.  
 
Path to Total Quality in Polytechnic 
Education 

There is an effective process for 
pursuing quality or continuous 
improvement in any institution. Since, it is 
a process often not well taught in 
Lecturer/Administrator training 
programmes, a primary responsibility of 
each superintendent should be to ensure 
the use of that process in every institution 
that he or she supervises. The processes 
are:  
(a) Adopting Concept Models 

If an institution formally adopts 
researched concept models, 
especially those focused on 
students, continuous improvement 
is encouraged. The use of 
researched brain-friendly 
teaching/learning techniques 
improves learning and continuous 

improvement is facilitated by 
everyone in the institution using 
quality management process. These 
concepts should be expanded in a 
mission statement and formally 
adopted by the institution 
(polytechnic) committee. 
 

(b) Informing and Training 
Once a concept model is selected as 
so important that it is included in a 
formal mission statement, progress 
on continuous improvement in 
implementing the concept depends 
heavily on informing and training. 
The task here involves: 

(i)  Implementing training sessions for 
both brain-based learning and 
quality management as part of the 
annual requirement and optional 
professional development 
programmes including required 
sessions for new lecturers.  

 
(ii) Establishing lecturer task forces to 

direct annual evolution and 
improvement of both brain-based 
learning and the quality 
management process. 

 
(iii) Financing annual benchmarking 

activities for lecturers such as 
attendance at major conferences on 
brain-based learning and quality 
(Brain Expo, National Conference 
on quality in education, etc), visits 
to other institutions and access to 
internet resources. Annual 
benchmarking is important so that 
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projects evolve as new information 
becomes available. 

 
(iv) Constructing a strong 

parent/community information 
programme (literature, meeting 
presentation, website articles). 

 
(v) Providing freshman year training 

to all new students on brain-based 
learning including learning styles 
and different intelligences or talents 
and how to capitalize on same. 

 
(vi) establishing an integrated (part of 

existing course) curriculum to 
ensure that every student develops a 
full understanding and skills in total 
quality management as practiced in 
business and industry.  

 
(c) Institutionalizing Use of Concept 

Models 
Given lecturer and 

administrator turnover, even annual 
and evolving training in the use of a 
concept will not ensure continuous 
improvement growth in effective 
use of a powerful concept. Certain 
additional actions are needed to 
institutionalize or to make use of a 
concept model a relatively 
permanent part of an institution’s 
culture. Some actions which can be 
taken to institutionalize the use of 
the concepts are: 

(i) Lecturer task forces should be 
formed to help everyone grow in 
use of the concepts. The task force 
should design and conduct or 

arrange related annual training for 
new lecturers.  

(ii) Constantly improving learning 
results should be documented, 
published and praised. 

(iii) Relevant contract clauses should be 
negotiated in partnership 
discussions between lecturers and 
administrators.  

 
(d) Using Measurement 

If a new major concept is 
adopted and details are 
implemented by Lecturers and 
students, the final step needs to be 
taken – measuring progress to see 
whether improvement has taken 
place. Lecturers and students should 
be trained in the use of assessment 
techniques and comparisons. 
Annual results should be presented 
to the institution committee by the 
different schools or departments as 
the committee monitors progress 
based on the criteria it had adopted.                    

 
Conclusion 

The general realization that 
education is an indispensable medium of 
bringing about sustainable national 
development is no longer in doubt. Nigeria 
as a growing economy needs high-level 
technology to break into the world 
economy, feed her citizens and develop her 
economy. This is only possible through 
functional and qualitative polytechnic 
education. 
However, the degree of success of the 
polytechnics education in meeting the 
above objectives rest squarely on the 
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management and staff commitment, 
performance, values, communication, 
culture change, teamwork and of course, 
leadership.  Total quality management 
environment requires a committed and 
well-trained workforce that participates 
fully in quality improvement activities. 
Such participation is reinforced by reward 
and recognition systems.  

Conclusively, there is need 
therefore, to bear in mind that, it is 
virtually impossible for any single function 
in any institution to reap the numerous 
benefits of total quality management, 
except the entire institution of which it 
forms a part embraces the basic tenets of 
total quality management and are 
committed to making it work. 

 
 

References 
Aluko, M., Odugbesan, O., Gbadamosi, G. 

&Osuagwu, L. (1998) Business 
policy and strategy.Lagos, Rumark 
Nig. ltd., Educational Publishers. 

 
Fafunwa, A.B. (1987) History of education 

in Nigeria. London, George Allen 
andUnwin. 

 
Fitzgerald, R. (2009) Total quality 

management in education. Retrieved 
May 4, 2012 from http://www. 
Success in teaching.info html 

 
Gajic, P. (2005) Management accounting 

in function of realization of 
competitive advantage of a 
company. Finance, Accounting, 
Revision,  20 (5) 

Glasser, M.D.W. (1993) The quality school 
teacher. New York, Harper-Collins 
Publisher, Inc.  

 
Lemo, T. (2002) Managing banks.  

Business Times, August 19 -25, No. 
102. 

 
Macdonald, J. (1995) Understanding total 

quality management. Lagos, Mac-
Digiton Publication. 

 
Maja, A. (2009) Total quality accounting. 

Belgrade, Megatrend University 
Press. 

 
Oriafo, S.O. &Gbenedio, U.B. (1993) 

Towards education in Nigeria for th   
21st century: Curriculum 
development and related issues for 
educationalrenewal in Nigeria. 
Benin City, University of Benin 
Press.  

 
Osisioma, B. E. & Enahoro, J. A. (2006) 

Creative accounting and option of 
total quality accounting in Nigeria. 
Journal of Global Accounting, 
September, 2 (1) 

 
Skapski, A. (1966) Report of the 

comparative technical education 
seminar abroad and 
recommendation for a national plan 
of vocational and 
technicaleducation in Republic of 
Nigeria. Lagos, FME. 

 
Stahl, M. J.  (1995)  Management: Total 

quality in a global 

Journal of Teacher Perspective 



 

11

environment.USA, Blackwell 
Publishers Ltd. 

 
World Bank (2001) Secondary education 

in Africa: Contemporary challenges 
and future demand.  Washington, 
World Bank. 

 
Zimmerman, J. L. (2000) Accounting for 

decision making and control. 
Boston, Irwin,  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

Achieving Total Quality Management…. 


