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INTRODUCING INNOVATIONS IN EDUCATIONAL 
INSTITUTIONS FOR QUALITATIVE IMPROVEMENT 

P. D. KULKARNI 

SYNOPSIS 
This article is intended to communicate to all educational policy-makers and administra­

tors that today scientific strategies are available for them for bringing about qualitative im­
provemellt in technical education. This is possible only when all participating in this venture 
acquire scientific knowledge and skills from the variety of educational sciences. 

1.0 INTRODUCTION 

This article is the result of my dia­
logue with the poBcy-makers and man­
agers of the technical education system 
at the state level and principals of the 
technical institutions which were as­
sis ted by me as process consultant. I was 
and still am involved in their quality 
improvement programmes : improving 
quaBty of curriculum development, in­
struction, instructional material prepara­
tion and students' learning. 

Industry and business enterprises 
are quite conversant with TQM move­
ment and its impact on their human re­
sOllrces development programmes. Edu­
cational system is not yet even aware of 
the necessity of such TQM efforts. There 
is a difference between TQM for indus­
try and TQM in education. 

TQM techniques for industry are 
derived from physical and management 
sci ences while TQM in education needs 

the foundation of educational sciences 
and management sciences. While prod­
uct and services are the outputs of the 
industry, student learning is the output 
of the ed ucational enterprise, which 
employs curriculum, instructional and 
students evaluation processes to make 
students learning effective. 

Acquiring knowledge and skills re­
lated to these educational sciences is es­
sential for the system's TQM program­
mes. 

This article is the generalized ver­
sion of a specific report which I had pre­
pared for the guidance of my client -
organization. Some of the ideas are 
implemented and some are not. Still the 
basic ideas are valid for all technical in­
stitutes who wish to improve quality of 
student-learning. 

This is a huge task and can be 
handled only by the people who are 
managing the system. I hope, the ideas 
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explained here will set the tone for fu- in systems terms for analysis, de-
ture debates through this Journal. sign, development and implemen­

tation of better educational and 
2.0 ADVANCES IN EDUCATIONAL management practices. 
AND MANAGEMENT SCIENCES 

6. Educational Research explains the 
ANDATEC) OL~CJ(T '1 J 1 ~ (I fiT ' differencebetwe.-enJonna[academic 

The tu,re ality man geIl\entt - !' ( research and t'on- esea ch and 
of education I prae ~ c s are teday better - '-how t~ sysfeIriatic~lly use knowl-
understood in view of the advances in edge and tools of research to transfer 
the following disciplines: ... " , generic knowledge to improve field 
A. EDUCATIONAL SCIENCES: practices through action research. 

1. Psychology of learning and devel- In short it is now\."possdible f?r teach
ci - - -op-menf which. r bines- behavio-- -- - ers. ~nd. he~ds of -t~-Ie e ucatlOn. an 

ural social and cognitive psychol.! ./ ( trammg Institutes to Improve quahty of 
\ , ogy' to explain how adoLesc.ents & studen~'s learning by enabUn.g t~a~hers 

adults Jearn in pchools as well as .1 I to deslgn. .. and develop sClentificaJly 
1\1 ' on-the-j~b', "\' "k ,\'. class-roo~ instruction~ which in turn is 

. ',;"'( ,embedded into the scientif~cally de-
2. Educahonal Teclinology explaInS . d . 1 hich ca be inte 

how a teacher can make use of sIgne ,cumcu urn, d~ ' - I n b-
" , I '_UI ' i:i " "r( tr grated Into any tra ItlOna ystem y 

",( I~a~nu;r C~eI,lces t,o, eS'lgn I 5} u,c- sci~ntific educational planning and 
~ ,.bonhicombmmhg·dcont~nthi' ,a~a ~dIS~ management for innovation 'by the top 
J , te c ng 'met 0 5, teac ng al ~ f If ( - t 
It i i 'and '/evaluation 'to 'nelp student ~c- manaS' gem I ten , ff ts f IJ are re 

. - , , ' Imu aneous e or 0 a -
f I I quire necessaty competenCIes In an " d f h ' l ' t- ' 0 me t 
~ r 'd' 'd I ' , \." . t ) I qUIre or suc a qua I y Impr ve n In IVI ua sULl-lee. ' , 
, A· q-! , ' ' )y-" enterpnse, 
3. I Curriculum DeSIgn And uevelop'- ' 

ment which explains how teaI'ri ~f B. MANAGING SCIENCES: 

"1 t~a'chers cp-9peratively tan design 1. ' Principles and Practices of Man-
"art develop 'the entire turriculum agement : This discipHne describes ' r , l I i I ( . I 

to enable a student to acquIre cur- roles' and functions of a manger in 
ric~ll{l!')??jectives " ' any organization and explains how 

4. Educ:;at~Qna,l Pl~nning And I Man- a manager while planning, organiz-
) ' a.geroent which explains .how an}' ing, decision-making, co-ordinating 
, ~cmill'anaper of any educational en- and evaluating should view his or-

jdt tE1rp~ise can design projects to take ganization as on open social system 
f : the exillting institutional traditiqnal and integrate people's contribution 

If educationaJ practices to the higher with the organizational goals, 
level of scientific management 2. Organizational Psychology: This is 

'Id ,t,h.!ough TQM strategies, the field intimately tied to the recog-
5 , Systems thinking which explains nition that the organization are 

, h0w any teacher,. head of the dept. complex social systems and helps 
or principal can view the practice~ managemen~ to understand how the 
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3. 

4. 

) I 

personal growth of individuals in 
an organization be related to rapidly 
changing technologies, how organi -
zation be designed to foster optimal 
relationship between various social 
groups within it. 

Organizational . Development : 
This discipline describes hoW' top 

I management supported , long-range 
effort to improve on organization, 
problem solving and renewed pro­
cesses, particuIarly through a more 
effective and collaborative diagno­
sis, and management of organiz­
ational culture - with pecifie" em­
phasis on formal work'teams, tem­
porary teams and inter group cul­
ture - with the assistance of a ton­
sultant facilitator I and the use of 
theory and technology of applied 
behaviour seiences including action 
resource. ~ 11 

I " 
Humarl Resources Management : 
This discipUne ' helps human' re­
sources professionals to understand 
how ther can becOme strategic 
partners 111 systems analysis and 
improvement that will empower , 
employees to control' their oWl} 
work across traditional, organiz': .. 
ati6h~1 barri~rs in order ' to acliieve 

i I J ... I I ~ r • i - '1 I" 

wdrl<;l class performa~ce. . 

5. 
• I • , . J 

Man~$il1g Inform~tion Systems ; 
This discipline describes how the 
~~formation is g~nerat~d, pt:o.c~ssed 
and u tiliied in the society as "Yell as 

' ~n 9rg,aniza,ti?ns. r,~ I all orgimiza­
tions as well as societies, it is the 
co~m~nic~tiqI1 sys~ems that bind 
.the people, groups ~nd depa~t­
ments together and help the ~ystef!.\ 
to mainta~n steftd Yr ,State. 

6. Action Science : This is a newly 
emerging sdence which ' seeks 
knowledge that will serve ,action. 
The action spentist is an inte.r:ven­
tionist who seeks both.. to promote 
learning in the clieQ.t, system and to 
contl'ibute to general kn9wledge. 
This IS done by creating conditions 

.f.or valid inqu~ry in the context of 
practical deliberations by members 
of client systems. (," 

The knowleqge g~nerated through 
acti9n research must be <;lesigned 
with the hu.JJ:\an mind in view; tak­
ing a~count of its limLted ililiorma­
tion see}<.ing and processing capa­
bilities in the actioll-context. 

I 

.J 

The, knowledge should be relevant 
to the forming of purpose!! as well i 

as to the achieving of ,those pur­
pos~s already formed. 

The knowledge must >take account 
'of the normative dimensions i.e. 

, ) 'I value questions implicit in the in­
junction to attend to the forming of 
purposes. 

Action scientist is ·a practitioner an 
I interventionis~, I seeking to help cli­

ent system .to create conditions in 
J~he practical world, that are condu­
cive to inqu4ry, and learning, to 
change themselves so that thpse in-

• ," f I t f i 1 • 
teraction? wj1l cr~ate tpose C9l',.di-

- , tions for inquiry and learning. 
J 1 • ~ 

3.0 WHAT IS 'QUALITY' IN EDUCA­
, TION AND TRAINING . f\ , 
, ! j.: ! l) 

A. Def~nition : f , 

Education and " training alZtivities 
are said to be ( qualitatively J effective 
when its product i.e. Trained student is 
acceptable to the .-employing industry 
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who is engaged in qualitative improve­
ment of its own product or services. 

Such a student must possess fol­
lowing core competencies : 
i) Professional Core Competencies to 

enable him to understand, adopt or 
adapt himself to techniques of the 
industry and carry out effectively 
and efficiently the tasks assigned to 
him (Earning for living Domain) 

ii) Social Core Competencies to en­
able him to effectively work in 
teams in industry, as well as a 
member of a family, community 
and as citizen of his country (social 
Development Domain) 

iii) Personal Development Competen­
cies to enable him to maintain his 
health and aesthetic, moral and in­
tellectual sense so that he can main­
tain his self-efficiency and through 
self regulation can independently 
face any situation on his own com­
petencies (Personal Development 
Domain) 

iv) Continued Learning Competency 
to enable him to improve his per­
formance continuously in his indi­
vidual tasks, group tasks and orga­
nizational task even in continu­
ously changing situations. 

B. Why Innovative Activities are Nec­
essary to Improve Quality in Educa­
tional Practice 

"Quality improvement in education 
and training" is a new concept especially 
in secondary and higher education, es­
pecially in developing countries. 

In developed countries too, there is 
a lot of scientific literature available, but 
educational practices in higher educa-

4 

tion have not changed much. There is no 
TQM movement in Educational insti­
tutes in the way it is being preached and 
practiced in industry. 

In India in general and IGTRs in 
particular, all educational practices are 
based on tradition and improvements 
are done on the basis of trial and error. 
Past experience is carried forward to 
guide current practice. In case of diffi­
cult situation, educational leaders turn 
to consultants or wise men in the field 
for their intuitive knowledge. 

However, during last two decades, 
tremendous advances made by educa­
tional researchers have placed at the dis­
posal of practitioners of education a 
valid knowledge base. 

With the acquisition of scientific 
concepts and principles, teachers, stu­
dents, curriculum designers, educational 
planners can describe their system, un­
derstand and explain teaching and 
learning activities; predict consequences 
of choosing one method in preference to 
others, and design and implement better 
instructional systems for efficient and 
effective students learning. 

However, transferring scientific 
knowledge to practice is not an auto­
matic process. This knowledge needs to 
be first transformed to suit field condi­
tions in which social factors play critical 
role in the situation simultaneously for 
example: 

Students characteristics, and his 
learning process; nature of knowledge, 
the purpose for which it is used; the 
nature of knowing processes i.e. meth­
ods used, media employed; and finally 
the learning context in which the learner 
is placed. 

It is the learning context in these 
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factors which determines which scien­
tific concepts and principles operate in a 
given context. 

The teacher has to first tentatively 
design instruction and learning situa­
tion, test it first on individ ual, small 
groups and then full scale field testing 
for efficiency and effectiveness. 

These are the beginning of innova­
tive experiments in instructional design. 
Such innovative experimentation can 
expand its scope to more than one sub­
jects which are related and gradually to 
entire curriculum. 

For such innovations to take place, 
the institute has to identify 'entrepreneur 
teachers' and students ready to deviate 
from the tradition and participate in such 
experimentation which is generally a 
teamwork . In order to maintain their 
morale, the top management has to pub­
licly support these innovations through 
policy-statement, provision of more time 
,md resources and institute a reward sys­
tem for the recognition. 

The institute should also initiate 
broad curriculum reform to provide 
framework for innovations at the subject 
level , so that subject-level reforms are 

I aimed at achieving curriculum objec­
I tives desired by the industry. 

4.0 NEED FOR SYSTEMWIDE 
STRATEGY FOR EDUCATIONAL 
INNOVATIONS 

Thus improving quality of students 
learning at the end of the course re­
quires teacher and student entrepreneur 
who are prepared to engage in innova­
tive activities in variety of subjects; 
Heads of the Dept. entrepreneurs' ready 
to promote curriculum reforms by inte­
grating individual innovations into the 

whole curriculum and managers entre­
preneurs' ready to install project man­
agement for sustaining such innovative 
activities for continuous improvement. 

This needs systemwide strategy for 
restructuring the organization, redefin­
ing roles of various departments and the 
key personnel at top management, 
middle management and operational 
level. This will also need redefining 
HRD department's role, that it will align 
themselves with the top-management 
strategy for TQ. 

5.0 IMPORTANT FEATURES OF 
SYSTEMWIDE INNOV A TION 
STRATEGIES 

Following are the main steps of the 
system wide innovative strategies: 

1. Acceptance by the top manage­
ment that it is possible to use sci­
ence for improving practice 
through a policy-statement. 

2. Setting for the institute the institu­
tional goal of improving quality of 
student's learning in their long term 
courses. 

3. a) Strategy Planning and Manage­
ment for achieving insti tu tional 
goal stated above, the components 
of which are as follows: 

i) Survey of industry and society. 

ii) Survey of the institute itself - its 
structure, culture, resources (pre­
project status). 

iii) Prepare policy statement explain­
ing to all the staff institutional vi­
sion for achieving the institutional 
goal (post-projects status). 

iv) Conduct gap analysis i.e. difference 
between post-project 'status and 
prepare project status. 

5 
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v) Prep~re a mission statement da.·rify­
" ing how to dose this gap. Mission 

! "!. statement clarifies long term goals. 

vi) <!:onvert mission statement into li st 
I' of short-range objectives (medium 

. and sh0rt term) ' 

vii) pian' strategies at macro-level to 
\" achieve long term, Medium term 
." objective; and at micro.!l'eV~1 (opera­
-,j '- "tional level), short 'term obj~ctives. 
. ' , 
~ \' b) M~nage planned' s'trategi~s for 

implementation througp : '.)'_,. 

i Process int!,!gr<!tion for ensuring 
(J iden tification, meas\Jreth'ent and 

N ·1 s ystematic' developmen~ 0'Q 19w ~9f 
core sets of linked a tiviti S irt ot­

, ' der to improve or-ganizatipnal per-
formancel in edu€ation. /,',' 

in Uro.ject invQlv~meJ;\~ fpr fprmatioJ;t 
, of innovative teams fQI' assessment 

and resoh,ltiox;t oj single, non-I'ecur­
ring problems.tht~ugh rthe develop­
ment of e~l~ye~ . irvolvement. 

iii) PerformilnCe integration for daily 
implementation of continuous im­
provement in personal task and re­
lational activlties within an 
e!l'ployee's own 'S~Op~'j'of r.el~ponsi-
bility. ; ~ " I :' " 

iv) Plan and ,manage c0fr,esp0~ding 
HR strategy, to fit into ~he above 
it:stitutional strategy;' 

I I,~ ,,' '1 j r 

4. ; , a)" jro~es~ Planning ~I\Q.. )~anage-
ment to ensure 0fg~~i 2jat~oI} wide 

,continuous improvement on daily 
" f" hasis within 'l he bfoad frame~ork 
co, u ( J. }~II' rr j"J" . f· 

'r~ ... :or 'i ~tr~t~gy pann,\hg out~ined in 
,., "para 3 above; the ' cbmpo'nen' ts of 

process plan'rii ng are' as jfoH<Y~s : 

i);r: R.'estructunng! the 6rganl1iation ' for 
., ,~. inftec\sing>1)rodJctlvity: )j N,,)(f ' 

• , j /3\,;l'j '-;\lCCfcI':1 

,,6 

Assessment of(i!xistingeQ\lQi-ooqal \i": 

work pro<l:esse~;with focus.on viJlu~ 
adding quality of the p,r~c~ss ,auQ 
flexibility eilllancemel'1t. , I 

iii) 

iv) 

Employee empower.ment. I;, :"")' I 
ContinuoUs;' improvement fbr sinli- ! 
pliiying! I~peela~( and incr~Nsin9 
servrce to lntemal' and external 'clls- I 

. , 

,!," ' tomers";,;:,:,:".). J, k,'lJ \ 
( t, I "' ( I ' '" t • I~I '.J ' i 

y) , Effe.c~lrg:r c~~t.U,ral ch,ance t,hr~ugl;l 
J ,J changing the ' mind;-.~rt of ~l]'plpy- : 
,.! v 1 ~~s; . A~aqe~s~p style, ~n? ~ork-d~.-

slgn. "'", ,_ ", : 
4. ,b) The proc;~sSI implementation I 

aims ,. at , act~(l!ly , bripgi!lg, ab9:mt 1 

"i changes in the lW~y ; educ;at~onal ! 
practi~e& o~<;l,te tOI ensUle ,: , (j.) I 

J minimizing (errors; (ii) delays; , ~iii) 
maximizing )l~ of as~tsi (iv) pro,- I 

. mote understanding; (v) simpl~y~ 

. ing the process; (yO makipg the 
: process adaptable to :changing 

, IT\eeds; (vii) ,making th,~J Process stu­
dent and industry fr~enclly; (vi ~i;) 

' \ prov.ide QrganizatioI) ,w~ ,th ~e com­
'L petit\v.e edg~; (i)i.~ , r~p\JGing excess 
, "I' head count·" ,f A')I, 

11 The)' proeess implem.entation I g~es i 

through five ;phasesJ': /',.., i 11' 

i) Organiiing for 'improving' the 'pro­
'~rll ,O!ss. r2 {~ ~}. (L!.l"/ '),¥ 

jj)' , Unclers'farimng Hi procesS' I/,i/ r2 
iii) Streamlining the process I ·/ov. '/1 

iv)' )l:Measurerri.ent. and Cl?ntrol of the I 
'1'1 progress ' in, 'mprovement goals or 

j ,,' objectivesrl ,I .)I/jj .:>'y,I')l 

v} .C(jntirlu'diis 'iinprbverrier{f JIG n,TI 

: ~/" ' In ~lJ'the~e lpnase{ the fohl~ is t)~ 
h 

01 ! !J'J,_I. ,Jr!' \' J 'j'lr't'r 1 
t e ~oI}tm~.~us ImI?,~~ve~rnt, ~f f~~~:Rr81 
cess., S\mt:!.nu<?us proce.~s .impr.overiient 
. rJ I t. 4I " L. ..!- ' L;;t,1 ,J!( :J. f J,", 
IS essen la, ~ause ever) process 
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reaches q'aa1ifying stage through six lev-
~l s o~ imt:>rovement i.e. ' 
levels : " S·tatus .... 

" 

1. 

2. 

3. 

4. 

5. 

, ' fl..,1 ~ ~1 
Uriknown status ,- . 
Understa'nd status 

Effe~tiveness ,status 

Efficiency status 

Error-free status (highly 
1 j effective and efficient) 

J ~ , 

6. . World class status 

c) ,Pla,n and implement corresponding 
I HR process to assist line managers 

; 

) , to plan and implement institutional 
)1 i innovative process. 

5. Project Planning and Management 
1""1 for speaking with facts. 

a. 

b. 

Project focuses on a single, non re­
curring events that implement or­
ganizational changes through struc­
tured phases and specified out­
comes. It requires team work for 
successful completion through 
finding facts about the project. 

. Project planning is devising a 
project pian to identify how and 
what facts are to be determined. 
This plan consists of cycles of 
SDCA and PDCA (SDCA : Stan­
dard, Do, Check and Act. PDCA : 
Plan, Do, Check and Act). 

c. Project management is intended to 
actually collect facts taking into 
consideration subcultures existing 
into the organization and providing 
corresponding leadership styles 
and with focus on internal and ex­
ternal customers and long term 
goals. 
While project management steps 

take into consideration following phases 

and stages in any project life cycle, 

i) Phases feasibility, formulation, 
implementation, l,instalJation anq 
sustaining. , 

J 

ii) , I Stages : Gestation, growth, inde-
pendence and decline and weal th, 

leaders must be capable of team 
development for successful project 
management. 

d. Plan corresponding HR strategies 
to help guiding teams, problem­
solving teams and self-managed 
teams, ' 

6. Individual Performance Pianning 
and Managemenf f 

a. Business Performance Planning 
addresses both inch vidual 'perfor­
mance and system performance. 
But here the focus is on building 
individual performance so that he 
can contribute_ to, the TQ in th~ 
whole organization. 
Individual performance planni ng 
aims at helping individual to as­
sume responsibility for his own 
learning and work contribution. 

This is called empowerment. The 
empowerment begins with clarify­
ing and aligning persona] / organi­
zational vision/mission, entrusting 
individual a task to implement, 
providing support and training to 
enhance individual skills and help­
ing him to solve problems for con­
tinuous improvement. 

b. Business Performance Manage­
ment is intended to help individual 
to personalize quality practice in 
daily work through the use of 

i) Organizational Integration Chart 

7 
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ii) Leader Performance Matrix 

iii) Personal Process Chart 

iv) Quality Journal 
c. Plan and Manage HR Practices us­

ing model of motivation and per­
formance, establishing psychologi­
cal contact, helping individual learn 
systematically, develop ethical 
work culture prilcticing crea ti vi ty 
and always assessing personal 
stage of readiness to absorb and 
sustaining work changes. 

7. Top Management Role in Devel­
oping, Integrating Total Quality 
Implementation Plan 

Top Management must develop total 
implementation plan integrating 
following steps: 

i) Coal Setting Implementation 

ii) Assessment Implementation 

iii) Strategy Implementation 

iv) Process Implementation 

v) Project Implementation 

vi) Individual Performance Implemen­
tCltion 

vii) Evaluation and Control Implemen­
tation. 
Thus, innovation should be initi­

ated both at the macro-level as well as 
micro-level sim ultaneousl y. 

The Manager has to look at the two 
aspects of management simul taneousl y. 
i) First, to ensure tha t the current 

educational activities are not un­
duly disrupted due to experimenta­
tion and innovation activities. 

ii) Second, to install project manage­
ment to encourage entrepreneur 
teachers and managers to under-

8 

take and sustain innovative activi­
ties till improvements are validated 
and then systematically integrated 
into the whole system. 
The management has to adopt a 

system-wide strategy for innovation in 
Education and training practices. 

6.0 CONCLUSION: 

Supplying quality manpower (pro­
fessional, middle level and skilled 
worker) to the industry to help them 
upgrade themselves to be able to absorb 
advanced technology requires long 
range organizational TQ strategies to 
improve its student-learning acceptable 
to industry. 

For this to happen the educational 
institutions should first accept that it is 
possible to use scientific knowledge 
available in Educational and Manage­
ment sciences and system sciences for 
systematic planning and implementa­
tion of organizational strategies, process 
and individual performance improve­
ment, strategies at the operational level 
for continuous improvement and at­
tending to individual and project teams 
need to learn and contribute. 

The initiative for the total organiza­
tional quality improvement must come 
from the top management. The Minis­
tries, the Directorates, the State Boards 
and Principals. This initiative should be 
reflected in policy papers, operational 
plans and control plans. 
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