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Abstract 
The College of Agriculture (CA) of the University of the Philippines Los Baños 
(UPLB) has engaged in developing a Total Quality Management (TQM) pro-
gramme for instruction by forming an Ad Hoc Committee for TQM and holding 
regular seminars and training of the staff with a TQM expert. The main function 
of the programme is to improve students’ performance in class through enhance-
ment of teaching. A new Student Evaluation for Teachers (SET) has been devel-
oped based on the principles of TQM and pilot tested to a basic course in crop 
protection consisting of 125 undergraduate students. The SET was administered 
at mid- and post-semester. There was an increase in SET scores at the post-eval-
uation period. This mid-evaluation strategy would be useful in allowing time for 
the faculty to improve performance in teaching by addressing the students’ com-
ments at mid-evaluation. A TQM structural framework has been proposed for the 
College which will aid in the implementation by continually providing the faculty 
with the training and support they will need to implement the TQM principles 
in teaching successfully and eventually transform the CA as TQM model college 
for UPLB.

Introduction

Total quality management (TQM) is a management approach that centers on con-
tinuous process improvement through universal participation. It aims for long-
term success through customer satisfaction and benefits all members of the organ-
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isation and the society (Jacob, 2012). The concept of TQM means getting every per-
son in the academe to evaluate continually and aggressively how every job, every 
system, and every output/product can be improved. It is based on the participation 
of all members of an organisation in improving processes, outputs/products, ser-
vice and culture in which they work (Babbar, 2004). Chowdhury (2008) stated that 
a quality worker can produce quality product, a quality leader can see the invisible, 
and quality teamwork can achieve the impossible.

The University of the Philippines Los Baños College of Agriculture (UPLB-CA) 
faces a big challenge to generate more student enrolees for the College, improve 
faculty and students’ performance and motivate students to graduate on time. 
In the Philippines, there is a 36 % reduction in enrolment in agriculture within 
1998–2008 (De Vera et. al., 2011). Lalican (2011) reported that the graduates in 
1988–1996 were able to finish the BS Agriculture programme for an average of 
10.59 semesters or 5.2 years (Fig.  1). The new freshmen in 2010 for BS Agriculture 
were mostly from the waitlisted students unlike in 2000 and 2001 where most of 
the new students were from the list of qualifiers and non-qualifiers. 

One approach to address these challenges is by integrating TQM in the current 
teaching methods of the College of Agriculture (CA). It must proactively transform 
its organisational culture, policies and processes to a student-oriented service. This 
involves ascertaining their needs, developing processes that meet those needs, de-
fining realisable measurements of student’s satisfaction and empowering faculty 
and staff to create, maintain and strengthen those processes in pursuit of continu-
ous improvement.

CA recognises the need to implement TQM into its curriculum to make educa-
tional instruction more effective and meaningful and to improve students’ perfor-
mance in class through enhancement of teaching using the TQM-oriented instruc-
tional framework. Education plays a crucial role in an increasingly competitive 
global environment. Educating people about fundamental managerial concepts 
such as commitment, motivation, participation and leadership plays an important 
role in determining the effectiveness of processes used to shape and influence 
students. The proposed initiative to pioneer the implementation of TQM in the 
current CA Academic Program will pave the way for a possible transformation and 
further strengthening of the entire CA organizational culture.
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One strategy to implement TQM in teaching is to administer mid and post SET 
(Student Evaluation of Teachers) during the semester. The current practice at 
UPLB is to use SET only at the end of the semester. Administered by the Office of 
the Vice Chancellor for Instruction (OVCI) across nine colleges for many years, the 
SET evaluation does not seem to significantly address improvement in teaching 
of faculty. One drawback is that the faculty does not receive the results of his and 
her evaluation promptly, thus the process does not immediately address the con-
cerns for improvement as suggested by the students. Second, the practice is simply 
“going through the motions” as OVCI does not call the attention of faculty with low 
SET scores except in case of faculty with temporary appointment. Moreover, the 
current SET questionnaire does not capture some principles of TQM, thus requir-
ing revision or improvement. CA will come up with a revised SET questionnaire 
adhering to the principles of TQM and implement a two phase SET, mid and post 
semester evaluation.

 

Figure 1: Performance of students admitted in CA 2000–2007 (after Lalican, 2011). 
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Objectives of the Study: 
As part of the requirement to complete the International Deans’ Course Southeast 
Asia 2012–13, a joint DAAD-HRK-DIES programme series, the first author has 
chosen TQM implementation at CA, UPLB as the main objective of his Project 
Action Plan (PAP). Specifically, this PAP aims to: 

1. Implement a TQM strategy of a two-phase SET (Student Evaluation of 
Teachers)

2. Evaluate the effectiveness of TQM in educational instruction program of the 
College.

Methodology
We have endeavoured to engage in the following activities: 

1. Create an Ad Hoc Committee on TQM
The committee was formed by the Associate Dean with two members from 
each of the five clusters of the College namely: Agricultural Systems Clus-
ter, Animal and Dairy Sciences Cluster, Crop Sciences Cluster, Crop Pro-
tection Cluster and Food Sciences Cluster. The committee was originally 
tasked to come up with a proposal on CA’s implementation of the program 
for Commission on Higher Education (CHED) funding. 

2. Hold seminar/training on the TQM principles of the staff with a TQM expert
We have invited Engr. Delfin R. Jacob, a TQM expert and the current Direc-
tor of the Center for Continuing Professional Education & Development of 
the University of Santo Tomas Graduate School. Engr. Jacob presented an 
introduction to the philosophy of TQM and its applications in the academe 
March 12, 2012. The number of attendees of the meeting was rather small; 
even some members of the ad hoc committee were not present. Nonethe-
less, our consultant was able put the message across of the need to change 
our paradigm in the way we do things in the College. Engr. Jacob proposed 
a framework for implementation of TQM in the College (Fig. 2). 

3. Develop a new SET questionnaire which adheres to the principles of TQM.
We have adapted SET questions from the article of Babbar (1995) because 
the current SET we used in the university does not address some principles 
of TQM (Table 1)

4. Pilot test new SET questionnaire to representative courses
5. We have piloted the new SET questionnaire to 12 basic courses with large 

class size. For ease of presentation, we selected a Crop Protection course in 
this paper. Table 1 shows the score students provided for both mid-post pe-
riod evaluations. 
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Educational Survey Item Mid-Evaluation 
Score 

Post-Evaluation
Score

1.  Enthusiasm, energy and interest in the subject 1.67 1.39

2.  Practice of mutual respect 1.71 1.42

3.  Interaction with students 1.84 1.50

4.  Class participation 2.12 1.73

5.  Knowledge of the subject 1.38 1.40

6.  Willingness to learn himself 1.76 1.54

7.  His effort in attempting to teach effectively 1.51 1.40

8.  Creativity, proactive thinking and conceptual horizons 1.96 1.62

9.  Quality of work (syllabus, test, assignments) 1.75 1.49

10.  Paying attention to detail 1.75 1.52

11.  Involvement with students 1.80 1.56

12.  Willingness to help students 1.80 1.63

13.  Really caring that students actually learn 1.82 1.62

14.  Being frank, open, and up front about things 1.88 1.60

15.  Enhancing competitiveness 1.81 1.57

16.  Fairness in treatment of students 1.59 1.46

17.  Fairness in evaluating performance 1.71 1.48

18.  Feedback provided 1.85 1.62

19.  Encouragement and support 1.78 1.57

20.  The values he communicated and displayed 1.64 1.51

21.  Ethical values and practice of such values 1.69 1.51

22.  Commitment to the teaching profession 1.51 1.45

23.  Commitment to shaping students into better professionals 1.63 1.49

24.  Practicing what he preaches 1.64 1.47

25.  Teaching the subject best for students 1.66 1.42

26.  Challenging the students to be creative 1.91 1.67

27.  Promoting a “can do” attitude 1.77 1.54

Interpretation of Score: 
1 – Excellent
2 – Good
3 – Satisfactory 
4 – Conditional 
5 – Needs Improvement

Table 1:  Mean scores at mid- and post- evaluation provided by 125 undergraduate students  
in crop protection course during the first semester 2011. 
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Figure 2: UPLB-CA TQM Structural Framework (adapted from Jacob, 2012).

The SWOT analysis showed more on the benefits to be derived on TQM imple-
mentation (Table 1). 

Strengths Weakness Opportunities Threats

Innovative approach to 
teaching

Lack of commitment 
of some staff to 
implement TQM

Improve teaching and 
student performance

May affect academic 
freedom upheld by 
national university

Never ending pursuit 
of continuous self-
improvement

Motivated by reward 
systems

Involves all employees Students may demand 
much from the 
professors

Based decisions on 
data and performance 
measures

Teaching can go 
beyond textbooks

Table 2: SWOT analysis for the TQM program implementation of CA

Difficulties and obstacles encountered
UPLB as the national university for agricultural sciences is known to uphold aca-
demic freedom in teaching. Faculty members have the authority to teach in accord-

TQM Advisory Council –  
Execom

TQM Technical Group –  
Ad Hoc Committee

Dean
TQM Champion

Associate Dean
TQM Operations Group

TQM Core Group

TQM Self Assessment & 
Quality Teams
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ance to what he or she thinks would be best for learning of students to proceed. 
There is no standard manner by which the teachers should teach nor are they influ-
enced by prescribed strategies and methods in teaching. Over the years, academic 
freedom has been guaranteed. With the infusion of the TQM philosophy, there 
have been conflicts within the institutions because TQM was interpreted to limit 
academic freedom. Hence, there is lack of support for this new programme usu-
ally from the senior faculty members. In addition, there seems to have an emerg-
ing lack of confidence among them in TQM implementation. Perhaps a two-day 
training, which may seem like a crash course for many, may not be enough to 
imbibe the TQM philosophy into their teaching. Finally, the implementation of 
TQM requires additional funding in terms of improvement of teaching materials 
and facilities. 

Overcoming obstacles 
To overcome the aforementioned obstacles, the first step is to build TQM aware-
ness not only to faculty members but also to non-academic personnel. This is done 
by forming TQM Core Groups and TQM Self-Assessment Quality Teams (Fig. 1), 
represented by the five clusters of the College whose tasks are: (1) formulate short 
range activity plans to improve teaching that are common across the clusters; (2) to 
solicit the needed support from all staff; and (3) to initiate new ideas to sustain the 
programme. One key element in achieving output is to follow-up on people with 
assigned tasks and continuous reporting of progress. 

Learning Outcomes 
The lesson on focusing on problems but never on personalities has been effective 
in managing conflicts. For example, instead of judging some members of the TQM 
Ad Hoc Committee as tardy or lazy in attending meetings, we focus on ways to in-
crease attendance by providing snacks or lunch. We have not underestimated this 
strategy as our attendance in our most recent meeting has improved considerably. 

The TQM philosophy – no matter how great in principle – cannot be successful in 
practice if there is no teamwork among the staff of the College. The TQM Ad Hoc 
Committee cannot do it alone. We believe that being a TEAM means – Together 
Everyone Achieves More. In order to effect change, one has to lead the pace by 
example. As members of the TQM Ad Hoc Committee, we have initiated the lead 
to subject our classes to mid- and post SET evaluation. Leading by example makes 
one an effective leader. In the end, when we persist in overcoming all these chal-
lenges, we will ultimately lead to the path of success.
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Future Plans and Outlook
From 2013 to 2014, we plan to develop UPLB-CA ‘s TQM programme design by 
building TQM awareness among personnel, training TQM leaders from selected 
clusters and forming TQM self-assessment and quality teams from selected course 
per cluster. From 2014- 2015, we will eventually form and train TQM teams and 
leaders from all clusters. We will use quality tools and techniques in all of our ac-
tivities and develop UPLB-CA as a TQM Model College. 
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