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Abstract

The major responsibility of educational administrators is the delivery of
quality. The need to find a better way of providing quality business education
and possibly banish wastage, which is plaguing the country’s educational
system, is the subject of this paper. Quality control measures such as
inspection, monitoring and examination are considered mere post-mortem
examination after the damage has been done. A holistic, wastage- preventive
school-based approach in form of Quality Assurance or Total Quality is
suggested as a better alternative for quality delivery in schools.
Decentralization of school management, demand for direct accountability
from teachers and setting of standards are recommended for quality
assurance.

Introduction

The worth of any educational system as an investment lies in its capability to continuously serve
its customers (students, parents, employers of labour, the society) better and remain relevant. To achieve
these objectives, today’s business education curriculum must satisfy a number of pressing demands.
Among these demands are the charges to provide basic skills education; the management related
curriculum; the necessity to incorporate technological advancements into the curriculum through new
courses and modification of existing courses; the desire to provide retraining, as well as initial training, to
adults in the job market and to those struggling to find entry-level jobs; and the need to introduce all
students to practical economics and basic principles of free enterprise and entrepreneurship. Business
education planners are therefore faced with two main challenges providing for quantity and for quality.

Quantity is concerned with numbers, that is getting as many citizens as possible to school within
the shorter time allowed while quality is about how good or bad the products are and answers the
guestion: what manner of education? Of the two, quantity is easier to deliver than quality.

School enrolment is guaranteed to increase through universal free education to equalize access
and sensitizing parents on the value of business education backed with adequate resources (teachers and
facilities). How to ensure quality business education is the aspect that presents educational managers the
most challenging task. It is in the aspect of quantitative growth that business education planners in
Nigeria can lay claim to some success though a lot is still required to be achieved, hi the process
however, quality seemed to have suffered with all the attendant consequences. Yet without quality
business education becomes a wastage and even poses danger to the individual beneficiary and the
society rather than being an asset.

The quality of business education being provided for Nigerian children had been a source of
grave concern right from the colonial period. Critics believed it was too bookish and irrelevant to our
needs. It led to the 1969 curriculum conference and culminated in the National Policy on Education and
the 6-3-3-4 system of education. The school curriculum becomes increasingly diversified backed by
increasing budgetary allocation and more resources at all levels. Yet, complaints about low quality
education never stop. For instance, Jacob (2001) traced the declining level of literacy in Igala land to
employment of unqualified teachers and admission of some unqualified candidates.

Olayeni (2001) also observed that the depreciation that has endangered schools is undoubtedly
the major cause that led to the emergence of private schools. He however noted that private schools need
to be closely monitored to stem the abuse which is now common among them. Apart from the comments
above, other indicators or symptoms of declining quality and wastage in the education system in general,
and business education in particular, include high drop-out and fail —out rate rampant examination
malpractice, sale of handouts, poor reading and writing skills among students at all levels, cultism, abuse
of office, sexual harassment, gross indiscipline and so on.
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Evidence of wastage abounds among the teeming population of students who repeat General
Certificate Examination/Senior Secondary Certificate Examination (GCE/SSCE) and Joint Admission
Matriculation Board (JAMB) Examination every year. There is also evidence of customer reaction as
many parents take their children to private schools in the country and others who can afford it take
theirs abroad in search of quality education, despite the huge cost.

The trend in the world, in resent years, is towards a restructuring of school management along
the line of decentralization of wastage rather than rectification. West-Bumham (1994) summed up this
situation as quality control being exchanged for quality assurance. It is to this end that this paper seeks
to address.

The focus of this paper, therefore, is on how qualitative business education can be guaranteed
in Nigerian schools. It will therefore examine the concepts of quality and control, concept of business
education, highlight quality control practices and factors that stifle quality in Nigerian schools, and
suggest the adoption of “total quality” in the educational system. The paper also makes
recommendations for effective practice of Total Quality Management.

Concepts of Quality and Quality Control

The concept of quality is very difficult to pin down. This is because different people perceive
it from their own expectations. While, for instance, an accountant will see the quality of a product
from its cost-effectiveness, a customer is likely to judge it on the basis of its reliability. However, Cole
(1996) in his own view, sees quality as something every one considers good and want to have. This is
to say that quality has to do with whether something is good or bad. It is about the standard of
something when compared with others. It is therefore pre-supposed that there is a standard set.
Standard or quality of products, in manufacturing industries, can be assessed against customers’
specifications.

Quality control, therefore, is directed at determining the extent to which a product meets set
standard. Cole (1996) defines quality control as basically a system for setting standards and taking
appropriate action to deal with deviations outside permitted tolerances. Quality control is a retroactive
action used to determine the quality of a product or system after processing and during which
wastages would have occurred and what is left is to repeat and/or battle with rectification. It is
however, better, more rewarding and less costly to take steps to prevent failure and wastage before
they happen. Hence the need for quality assurance, which is preventive rather than quality control.

Concept of Business Education

Business education can mean many things to many people. To some, it refers to those business
subjects taught at the secondary school level - accounting, typewriting, shorthand, commerce and
similar subjects. To others, business education is synonymous with any education for entrance into the
business world given at any educational level. And to still others, preparation or in-service education of
secondary school business teacher.

Osuala (1989), however, defines business education as the preparation for an occupation one
has chosen. To him, the training an individual received to be able to earn a living is a business. But
Anao (1986) viewed it as the sum total of the knowledge, skills and attitudes that are required for
successfully promoting and administering a business enterprise. He indicated that the goal of business
education is the production of manpower who possess the requisite knowledge, skill and attitude for
harnessing other resources and bringing them into a cooperative relationship yielding the goods and
services demanded by society for the satisfaction of their wants and needs.

From the above definitions, one can conclude that business education is that part of total
education aimed at developing competences needed to function effectively in an occupation or in a
particular business, advance in the occupation or in a particular business, and prepare the individual to
handle his/her business affairs and functions intelligently as a manufacturer and/or consumer and
citizen in a business economy or world. In education for business, it is general education for all
students.

Today, there is an emergent shift in emphasis and orientation towards a more functional
approach to quality business education, which better fulfils the socio-economic needs of the nation.
The National Policy on Education (1981 revised) is a resultant effect of inadequacies of the old
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system (6-5-4). The new system of education gave prominent emphasis on Business Education. Some

reasons behind this recognition include the facts that Business Education can:

[ Help to diversify the curriculum to cater for difference in talents, opportunities and roles open
to students;

[ Equip students to live effectively in our modem age of science and technology;

[ Produce a person who is occupationally competent;

[ Provide learning experiences that will develop individual skills and ability to make sound
reasoning;

| Minimize the rate of drop-ins and drop-outs due to narrow programme offering or irrelevant
curriculum in the old system;

[ Reduce the rate of unemployment among school leavers;

[ Provide for economic knowledge; and

[ Inspire its students with a desire for achievement and self-improvement both at school and
later in life.

With inflation and stressful economy predicted to continue for many years, increasing concern
is being expressed that schools should do more to provide students with a basic foundation in personal
money management and consumer business skills. With these kinds of data available, it would seem
that the future of business education in our institutions of learning is assured. Certainly, the need for
business education will exist in both education FOR business and education ABOUT business. But the
profession has a tremendous selling job to do if we are to present business education as a viable option
for all levels of students. The potential for coherent, timely business education programmes would
appear to be excellent. And this means that skillful, dedicated, well prepared business education
planners and administrators are needed to formulate and implement policies on how qualitative business
education can be guaranteed in Nigerian schools.

Quality Assurance (Q.A) Rather Than Quality Control (Q.C)

Quality Control practices in Nigeria education has been over-reliance on school inspection,
monitoring and control. While such measures are appropriate for implementation and for strategic
planning, and aid public accountability, they are of little value when it comes to managing the
classroom learning process (West-Bumham 1994). Also, while the provision and rehabilitation of
school facilities will assist in the delivery of quality, some intervention is needed to plan and utilize
them effectively in the teaching and learning process.

School inspection has been criticized for its inadequacy to assist classroom teachers to improve
their performance. West-Bumham (1994) sees inspection as external imposition whose ideas or
correction are open to rejection by teachers. This is more so when inspectors behave like tin-gods
(ljaiya, 1991). School inspection is a post-mortem examination of school activities directed at finding
out what has gone wrong in the school rather than preventing the wrong from happening, it searches for
lapses and wastage rather than preventing them and then seeks rectification which is often more costly
(West-Bumham, 1994) in terms of time, money and energy to the students, government, teachers and
parents. Neither the parents nor the students expect failure, as every failure is wastage. Most children
come to school with hope and enthusiasm to leam but somewhere along the process, many failed even
though teachers are teaching. Failure, therefore, suggest that there is a dissonance between what the
teachers teach and the needs of the learners. Inspectors on flying visits to the school may not be able to
handle this problem successfully without the schools’ input. Schools are therefore in the best position to
attack such a problem being in constant touch with their own students. How schools can best do this is
the main focus of this paper.

The worth of any management is based on its ability to produce quality products and satisfy its
customers and stake holders. Its task, therefore include identifying and solving any problem that
militate against quality delivery. Such problem solving approach will be directed at taking preventive
measures against wastage before they happen. Prevention is therefore the basis of Quality Assurance
Management or Total Quality (West-Bumham, 1994).

In the attempt to provide quality business education, there are pertinent questions to be raised.
Such questions include who ensures quality? Who should be held accountable? And with what
consequences? What should be taught or how it should be taught? The issue of educational
accountability, which Nigeria, unlike developed countries like United States of America, has not
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begun to address, is relevant to quality delivery. On the issue of who should be held accountable, for
instance, in United States of America, principals have been “dismissed or reassigned due to low student
achievement” (Reeves, 2001). In Nigeria, such principals are retained on the job. Lack of public demand
for accountability from head teachers and teachers is another strong factor for declining quality in the
system. The question on what should be taught or how it should be taught is a problem saddled with those
institutions, given the responsibility of training business education teachers. Too much emphasis on how
to teach than what to teach is relevant to quality delivery. The argument here is that more emphasis
should be laid on skill and knowledge of subject matter acquisition than on how to teach. Professor Jelili
Omotola, the Vice Chancellor of University of Lagos, in Guardian of Monday 26, July 1999, was
reported to have scrapped under-graduate education courses because of the increasing trend in the Faculty
of Education placing too much emphasis on how rather than what to teach, with the result that education
graduates are becoming less competent even as teachers, compared with graduates of earlier years who
acquired their degrees in a discipline before acquiring a teaching certificate.

In business education, however, quality delivery begins from policy makers to policy
implementers, resources providers and students.

Concept of Quality Assurance or Total Quality

The need to enhance productivity and minimize wastage has led to a new but “broader,
organization-wide approach to quality” away from the traditional view of quality control to quality
assurance system (Cole, 1996). It promotes prevention of wastage rather than cure. This has been referred
to under different names - quality management, total quality, total quality management (West-Bumham
1992; Cole, 1996).

Total Quality (T.Q) as a system, according to West-Bumham (1994), works to ensure that every
aspect of the organization and every employee is focused all the time in meeting and then exceeding
customer requirements. Cole (1996) sees it as an approach based on a positive attitude to quality at every
level in the organization. The idea emanated from the work of Professor Ishikawa who developed the idea
of quality circles in 1940. While training supervisors on quality process, we came to the realization that
workers’ participation in quality process can ensure the achievement of quality standard, provide
feedback to supervisors and managers about quality problems and secure workers’ commitment to
guality. Such workers form part of the total quality control process which makes quality control a
participative or collaborative system.

Cole (1996) identified W. Edwards Deming and Joseph Juran as other people whose works also
had profound influence on Total Quality (T.Q). According to him, they both developed statistical process
control in post-war Japanese industries. Through their works, it was revealed that it was possible to attain
continuously high standard at affordable prices to the customers:

i) If attention is paid to continue improvement of the production process, and

i) By securing workers commitment’ to the idea of quality of every stage of production. Juran
(1980) cited by Cole (1996) showed that “85% of failure in production” can be traced to management
and this is because they have become complacent with failures, thinking all the time that present
performance cannot improve instead of him to improve it. This fits well into the situation in many
Nigerian schools and explains why quality eludes them. Juran’s position is that managers should be
forward looking and address underlying causes of problem rather than indulge in curing the symptoms.

Three important lessons from Total Quality (T.Q.) stands out as relevant to quality assurance

management in schools:

1) Emphasis is on prevention of wastage;

2) Involvement of everybody concerned in the quality process, in this case, students them
selves, teachers, inspectors, parents;

3) Securing their right attitude and commitment to quality. So it is not just the top management

that will worry about quality but all concerned.
Hatton (2001), in a small Australian study on school development planning (SDP) in a small
primary school, concludes that staff considered it a rewarding process and it had positive effects on
pupils even though its claims to enhance efficiency is questionable.
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The Process of Total Quality Management (TQM)
Total Quality Management (TQM) was described by Cole (1996) as a cyclical process that never
ends, involves taking the following steps:
- Identify needs and wants of customers (in this case the students and society).
- Translate such needs into specifications.
- Develop and test specifications.
- Set quality standard.
- Draw up resources andoperations plans.
- Implement plans.
- Assess and monitor every stage of the planning and production process for
improvement.
- Set up procedure for assessing customer satisfaction and re-plan.

Identify needs and wants

Set up procedure for of customers

assessing customer ?—‘ Translate them into

satisfaction specifications
Assess and monitor Develop and test
every stage for \J/ specifications
improvement implement
plans

Set quality standards
Draw up resources and 1 Y

operational plans

Figure 1: A cyclical process of Total Quality Management (Adapted from Cole, 1996).

Total Quality Management is an internal arrangement by each school to prevent wastage rather
than rectify it. It recognizes the autonomy of the school to handle its own affair. The main
features of Total Quality Management, which should guide performance standard according to
Cole (1996) include:

1. The aim of the system is prevention of errors, not their detection and correction.

2. Every person’s motto should be “Right first time”.

3. Management must be totally committed to the total quality policy.

4, The ultimate purpose of the system is to meet customer requirements - quality defined
by the customer.

5. Each employee is a customer to every other employee.

6. Quality implies continuous improvement.

7. Quality assurance must be installed to review and measure performance, include all the
Quality processes involved as well as the delivery of the final product or service.

8. Quality is everyone’s responsibility (including suppliers).

Relevance of Total Quality Management to Business Education.

School based total quality management should put in place preventive measures against failure
and wastage. Attempts would be made to identity learners’ and societal needs and plans for their
satisfaction. Problem would be identified and underlying course addressed. In the process, schools will
be compared with schools, one department against another, subject against each other, performance
against standard and so on. Areas of need would be identified and steps taken to procure or secure
them. Preventive measures will be implemented and reviewed for feedback purposes and then followed
by a re-plan. However, continuous improvement would be the watch word at every stage of the
process. Each teacher will ensure that he passes good quality students to the next teacher.
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Pay - offs of Total Quality Management in Schools
Although there is yet no systematic evidence that Total Quality Management works in the
education sector, (West-Burham, 1994), it looks promising with likely benefits to include:
Reduced wastage and less production cost.
Increased and improved products.
Increased productivity and job satisfaction among staff.
Improved work relationship and cooperation in the school due to team work.
Customer satisfaction (parents, pupils, employers of labour).
Enhanced morale of staff and students.
Improvement of management-teacher relationship. They are likely to work in harmony rather
than managing crises all the time.
Ultimately, achievement of educational objectives and societal development.
Everyone concerned, even pupils, would feel more accountable for quality.
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Recommendations
For total quality to be effectively practiced in Nigerian schools, the following
recommendations need to be considered:

1. School management to be re-structured towards autonomous status. A gradual decentralization is
necessary so that schools can use their initiatives and make decisions about their destiny and
problems without fear of sanctions. Such an autonomous status will also give school heads
more power over the control of their staff.

Autonomous schools however, need highly trained selected school managers both in the ministry
and at school level.

Adequate funding of business education in particular, and education in general.

Adequate reward for excellence.

Specification of standards, which will guide the school quality process.

Greater demand for accountability from teachers.

Emphasis of school management to shift to wastage prevention at every stage of curriculum
implementation while contingency plans would also be made for possible maintenance needs
of under-achieving (below standard) students.

8. Well-organized, standard, standardized testing programme for measuring quality against set

standards especially in reading, mathematics, accounting, typewriting and shorthand.

9. School heads and teachers should develop their own total quality programme and be held

accountable for quality with sanctions for poor pupil achievement.
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Conclusion

Those who daily interact with students know that the quality of student learning has declined
considerably in our schools. Bad products, whom evaluation results have shown to be “rejects’ are
pushed from one teacher to the other with little or no preventive measures taken to arrest the situation,
from year to year, and from level to level. School management cannot exonerate itself on the issue.
School inspection, not even the routine supervision, has been effective as a quality control measure due
to its many limitations. Most supervisor activities are treating symptoms rather than the cause. Teachers
are reduced to mere passive recipients of corrections, which they hardly digest. To stem the tide of decay
in the educational system, a new approach to quality control is urgently needed. Quality Assurance or
Total Quality holds that promise because it emphasizes prevention, not cure, of wastage. It is school
based, participative and collaborative rather than an imposition from outside the school.

References
Anao, R.A. (1986) The Role of Business Education in a Developing Economy. Business Education
Journal. No 1 Vol. 1. p.12

Cole, G.A (1996) Management, Theory and Practice. London: D.P. Publications

Federal Republic of Nigeria (1981) National Policy on Education. Lagos: Government press.



From Quality Control to Quality Assurance: A Panacea for Quality Business Education In Nigerian

Hatton, E (2001). School Development Planning in a Small Primary School. Addressing the
Challenges in Rural School Development Planning (SDP) Journal of Education Administration.
No 39 vol. 2.

ljaiya, N.Y.S. (1991). A Guide to Supervision of Institution, llorin; My Grace Graphics Repro. Co.
Jacob, S. (2001). Trend of Illiteracy in lgalaland. The Comet. Thursday, October pagel 1.

Olayemi, A. (2001) Closure of Private Schools. Nigerian Tribune. Thursday, October 11.

Osuala, E.C (1989). Principles and Practice of Business Education. Uruowulu-Obosi; Pacific
Publishers.

Reeves, D.B (2001) Crusade in the Classroom” New York: Simon and Schuster.

West-Bumham, J. (1994) Inspection, Evaluation and Quality Assurance. In Bush T. and West-
Bumham (eds). The Principles of Educational Management. Harlow: Longman.



