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ABSTRACT

Transplanting concepts, ideas and practices into developing countries seems natural for they themselves are unable to create, initiate and disseminate these concepts, ideas and practices. Quality is one of those concepts, and it does appear to have some formidable obstacle to acceptance in developing countries. This paper explores possible paradigm faults as reasons for this negative reaction.  It does not seem to be culture alone, for otherwise Japan, Korea, Taiwan, Malaysia, Hong Kong and Singapore could not have hoped to be places others look up to when they talk about quality and in our context, could not have hoped to become developed nations in their own right. 

Introduction

Much has been discussed about quality, quality control, quality assurance, total quality management, six sigma and many other variants of management improvement tools. Many people have become recognized international experts and many more had made a living and many made lots of profits out of preaching these tools. What we see of course is that these experts are in the majority people from developed countries and those who wish to be taught have been normally people from the developing countries. This is not strange, nor is it extraordinary. There will always be those who teach and those who learn. As long as the former are real experts, everything would be, as it should. Unfortunately, this is not always the case. Examples abound where high school dropouts from the developed world were teaching in the developing countries, or technicians from the developed world were making engineering decisions in the developing countries. To make matters worse, these so called experts were also being paid premium salaries, drawing on the already depleted finances of the developing countries.

When one attempts to analyze such situations rationally, one inevitably comes face to face with quality and all the ramifications that it brings. Why quality? Because it is everything that we were told to be good. We learnt about the quality of products, then quality of goods and services and in the end the quality of life itself. Many of us know that only a very small percentage of the population in developing countries do enjoy quality of life, even though we have not defined what it is. People say that they know when they see one. The question then becomes, is quality always what one can see? What happens to those qualities that one cannot see?

Putting oneself over the other side of the fence, one might ask what happens if we don’t have quality? 80% of the earth population is living in poverty (UNESCO, 2000), but they live and they are surviving. Are they touched by quality? Do they care about quality? And importantly, are they all in the developing countries?

In respect of education, are any of them being educated at all and if not, how could they contribute to the betterment of the world as a whole? How could they contribute to globalization? Also increasingly, how could they contribute to democratization, another concept that many claimed had been proven to be the panacea for the world’s chronic ailments. Just look at USSR, China, Eastern Europe and now Vietnam, although Cuba is probably the last bastion of communism but it will succumb to democracy, they would say. 

Unlike the case in Latin America (Lemaitre, 2002), observations in some Asian and Southeast Asian countries seem to show that indigenous people who are graduates of universities in developed countries, do not as yet have sufficient influence in the development of their countries in order to transplant concepts they learnt while overseas. Whether or not that this is due to their relatively small number is still a question mark. Do we always need numbers in order to be influential? Others would claim that these graduates are not holding important enough positions in order to be influential, a claim that is not supported by facts. Yet others would claim that in fact the Berkeley Mafia  as they became to be known, was so influential in Indonesia, that they shaped the economic future of the country. The Berkeley Mafia comprised economic ministers in the Indonesian cabinet during the early years of the Suharto Government, who were all graduates of University of California – Berkeley. Thirty years later, cynics would ask if these people really did shape the economic future of the country or was it the generosity of the USA and other developed nations that gave Indonesia the ephemeral respite from the economic and financial quagmire that it has returned to in 1998. 

In the area of higher education in Indonesia, for example, a case study had shown (Idrus & Dyah, 2001) that ITB (Bandung Institute of Technology in Bandung, Indonesia) with more than 70% of their faculty having either graduated from or spent considerable time at overseas universities in the developed countries, does not have and does not reflect a culture that one expects from organizations with the majority of its people having been trained overseas. 

Has quality failed to influence such people that they returned to the indigenous culture when they came back from overseas where they were successful in meeting the requirements for their qualifications? Interestingly, has transformative learning (Harvey, 2002) in the West failed to transform the people who came to them from the developing countries? 

The dilemmas of education in developing countries 
The problem with education is that it makes the people think and question things. For the leaders of developing countries plagued by the challenges of governing, it is bliss to have a populace who do not think and do not ask questions. In fact one can say that this is perhaps the dream of all leaders. Generals of the armed forces, for example, could be said to have a much easier job in managing their troops than the President of a corporation managing his/her employees, because of the absolute top-down system in the armed forces.

At the same time, educating the people is the only avenue for any country to survive, especially in this day and age. A country’s human resource is increasingly its major commodity and bargaining power. Education in many senses has become the human resource value adding process. Manage this process well, and one will produce a more saleable commodity, irrespective whether this human resource is expended within or outside the country itself.

In the end, education is inevitable. Leaders and governments will need to be able to cope with increasingly educated population.

The other dilemma is the gap between the will and the capability as well the capacity of a country to educate its people. Those leaders and countries that have honorable intentions with their population often do not have the means to realize their intentions.

If it is a consolation, developing countries can cite Frederick Taylor’s Scientific Management which made the West take a hundred years to realize that people’s education do not stagnate. It is only in the last thirty years or so that workers were allowed to think about and in, doing their jobs and only in the last few years that they were allowed to make decisions through the process of empowerment. 

The ultimate dilemma for developing countries is the need to leapfrog (and not go through what the West went through a hundred or so years before) while eliminating the risks of getting things wrong using untested methods and processes in leapfrogging. 

The dilemmas of quality in developing countries

As a rule, developing countries were and a large number still are agricultural similar to pre-Queen Victoria England of 160 years or so ago. That was why Taylor’s Scientific Management thrived. Developing countries do not have a tradition of manufacturing in the modern sense. Admittedly, traditional cultures in developing countries had produced fine weapons for hunting for example, but such implements cannot be classified as manufactured products as defined since the Industrial Revolution.  Given that quality originated in the manufacturing industry, a profound understanding of quality in societies that have not been exposed to manufacturing may prove elusive. The transplanting of quality into other activities including higher education naturally exacerbates the dilemma for the developing countries.

Whether one likes it or not, quality is more than often equated to high costs. In a country where daily survival is the order of the day, although quality often becomes the only effective survival tool, it is not seen in that light in such a country. Regrettably such mentality pervades the whole society and is present as strongly in the people who have in fact survived such predicament as in those who continue to face the predicament. Such people include those who are closely involved in higher education. As a result we have an automatic aversion to quality in higher education in those countries. 

It may not be universally accepted, but claims can be made on the better care being given to many things by the womenfolk rather than the men folk. Such care can be extrapolated to the matter of quality, including quality in education and higher education. Unfortunately there still is a minority of women in education and higher education in developing countries (Banda & Polepole, 2002; Mumba, 2002). Even in countries that have a majority of women in the population such as  Indonesia, the percentage of girls in higher education is still relatively small (Dikti, 2001). The dilemma here of course is that while there is a wish to have quality in higher education, the potential proponents are not present.   

The pressure to catch up with the rest of the world puts developing countries in another dilemma. Challenges in health, natural resource exploitation, infrastructure and many more typically associated with developing countries, propelled them into setting up medical, engineering and natural sciences schools all of which require expensive laboratory and experimental facilities, and a high level of sustained quality of teaching, learning and experimentation, at a time when these countries cannot afford to spend money on these. 

Idrus (1999; 2001, 2002a) discussed quality in higher education in Indonesia and the challenges that it faces in hauling itself into the new millennium. While quality is imperative, priorities must be put right to support such a move. It was argued that specific targets on a step-by-step method in bringing the whole population into the right education be agreed first. The initial short-term plan should be practical education/training to link it to jobs and concentrates on increasing the percentage of the workforce with education better than primary school while maintaining the practicality of the short term plan. The second or medium term plan concentrates on increasing some specialization of some citizens but without losing the emphasis of the short-term plan. The third or long term plan, like any educational plan elsewhere, should concentrate on educating the citizenry to creating knowledge. Quality is applied at each stage of this plan. 

Quality priorities in developing countries

The challenges facing developing countries in terms of education can be summarized into:

a. access 

b. equity, and

c. quality

The problem with access is caused by the concentration of education institutions in population centers, namely the bigger towns and cities. Students from outlying areas will have to travel a long way to an educational institution and then to pay for board and lodging away from home. The alternative is establishing new education institutions in the outlying areas. However, this is not  normally financially viable. After all, such population is normally distributed across the region, so that even if a choice is made to establish an educational institution in an outlying area, many students will still need to travel from their respective hometowns to it. The exodus of people from the country to the city in general is clearly an indication of the financial plight of those country people. The reduced travel by students if a new educational institution is to be set up in one of those outlying areas, is certainly a help but given the financial situation of those people, even such travel is prohibitive for them. 

Distance Education has been identified as a possible alternative solution to the problem of access. However, such  a solution will need substantial resources of every kind. In addition it is predicated on reasonably high literacy and discipline on the part of the participants. Idrus (2002a) discussed the dilemmas of distance education in developing countries that had made distance education not a viable solution in Indonesia for now.  

The situation elsewhere in the world is no better. It is estimated that 50 million children in the Sub-Saharan Africa are not in school (Dodds, 2002) and that 200 million adults are illiterate. Access is the developing world’s most troublesome educational challenge. 

With regards equity, we know that every citizen has the basic rights to be educated. Granted that many governments, particularly in developing countries, are seriously deficient in providing their citizens with many basic rights, but the iniquitous provision of education exacerbates the already unequal and discriminatory levels of education existing amongst the population of those countries.

It is the case that the well to do and those who by a quirk of fortune are able to afford it, will send their children overseas for education. There are then three groups of the population left in the country to fend themselves for their education, namely, those who can afford the private schools, those who can afford the state schools and those who cannot afford either and therefore simply do not send their children anywhere for education. It is most likely that the parents in the last group are also not educated enough to be able to educate their children at home. It is also most likely that the last group forms the majority of the population in a developing country. 

What we see is that equity can easily become an access problem, or that the lack of access to education can create inequity. Thus we have a self-serving debilitating cycle that is common in developing countries and is extremely difficult to resolve.

Quality on the other hand is perceived as an unnecessary intrusion to education in developing countries. Given the previous discussion on access and equity, it is no wonder that quality is perceived in that way. The country and the people in developing countries have a much higher priority than quality of education, even though as many will know and appreciate, it is indeed the real survival aid they desperately need. 

How then should developing countries be helped from themselves in this case? 

This is indeed an extremely difficult and sensitive question. Claims of intellectual colonialism can be thrown at those who genuinely wish to help.  It is no secret that much of the project aid from establishments like the World Bank, the Asian Development Bank and IMF have had problems reaching the intended recipients. The World Bank had admitted that up to 30% of their aid to Indonesia at least, disappeared before reaching the intended purposes. 

Then there is the chronic and sustained resistance to change on the side of the people in developing countries. There are many reasons for such a resistance but the reality is that it exists and exists somewhat profoundly. 

Therefore the challenge lies in the hands of those who feel able to assist. In this case it means transforming Quality in order that its essence will be accepted and implemented by the developing countries that badly need it. This is not a small or unimportant challenge. One wrong move will render the effort futile. 

The priorities in respect of quality in higher education in developing countries fall into the following:

1. the curriculum

2. the faculty and their development

3. the teaching and learning methodology

4. the facilities

5. the students

and these have to be considered conjointly as improvement on only one or two of these will not ensure optimization of the whole, while this is a requirement. 

The Curriculum

The basic definition of quality, i.e. fitness for purpose,  applies well to a discussion on curricula of programs in higher education in developing countries.  It is clear that curriculum designers need to start not from what they know, a normal occurrence even in the developed world, but from what the country needs most. 

Grayson (1978) proposed a simple model of developing curricula. As can be seen from Figure 1 below, it essentially manifested the basic definition of fitness for purpose. In defining the Problem, the basic inputs are from the stakeholders. This means that the education curriculum must be purposeful – more than just providing facilities for people to be educated. The diagram below (Figure 1) summarized the proposal while showing the various inputs required for each of the three steps in curriculum development (Idrus et al, 2000).











Figure 1 -   A model for curriculum development (after Grayson)

It would seem appropriate for developing countries to do the first step in the above model as thoroughly and completely as possible. The problem one observes is that developing countries normally pursued an education program that does not address their immediate needs first. There seems to be tendencies to emulate the developed world in having universities when what is needed are polytechnics for example, or having programs at those universities because they exist in the universities of the developed world.

The trouble with programs and courses that are not as yet needed by the country is that they often find difficulties to get sponsors for related projects or experiments (both natural and social sciences), they often do not have appropriate faculty with appropriate qualifications and teaching/learning experience and they often have little if any infrastructural support, resulting in poor quality programs being offered and of course poor quality graduates. The vicious cycle continues and the next “generations” of students, graduates and teachers clearly  manifest these impacts.

Given that developing countries also carry a much larger population than developed countries, the challenges of employment are significantly higher as well.  As a result, the roles of education and training in developing countries had to be thoroughly evaluated and assessed, and a more appropriate Education Master Plan be established. The essentials have to be prioritized and the non-essentials be left in the back of their minds for now.

In Indonesia for example, 70% of its workforce only have primary school education (Idrus, 1999, 2002a). Given that the world is progressing many times faster than during the steam engine era, and that everybody is leapfrogging to the future, developing countries simply cannot afford to continue with something that has been proven to be ineffective. 

The faculty and their development

It goes without saying that once the problem has been thoroughly and accurately defined per Grayson Model discussed above, all the other aspects of education follow.  It is known that the quality of all the elements of a system, including education, will need to be very high to ensure that the quality of the whole system is also high. This is an imperative as the quality of the system is a product of all the qualities of the elements. 

It is a formidable task for any country to ensure the quality of its faculty, teachers and instructors, especially when they have been corrupted by inaccurate and misdirected problem definitions as well as their own low education quality. Coupled with their low salaries and therefore the need to have more than one jobs to survive, quality is therefore not a primary consideration for either the teacher or his/her superior. 

Transforming quality in this case is therefore challenging. 

The Grayson Model (Figure 1) on Implementation and Evaluation provides some avenue. External Advisory Board, External Examiners, Stakeholders’ (industry) feedback and outcomes assessments all directly support the fitness for purpose or quality. The catch of course is that all these must be operational in order that the quality of the teacher is assured. In the same way, the teachers’ professional development follow on directly from the various assessments by identifying the shortfalls of the teachers in their performances predicated on the outcomes and results desired.

Teaching and Learning Methodology

As an element of the quality of education, teaching and learning must maintain a high quality as well. Again the basic fitness for purpose can be sold to developing countries rather than quality in order to improve and maintain quality teaching and learning. 

A smarter way of teaching and learning is required for developing countries that wish to leapfrog and catch up with the rest of the world. The fitness for purpose in this case is directed more towards the smarter way that will help save the time of the teachers and at the same time improve learning through students’ empowerment. In higher education, five levels of empowerment have been identified (Idrus, 1999) and all five have to be implemented in order to make the system work. Empowerment is one of those concepts that developing countries are averse to, caused mainly by the political system although this is changing around the world. 

However, implementing empowerment in education has been shown to raise not only the learning but also the self-confidence of the students. Both these results are outcomes that are required in developing countries. 

The facilities

It is not an accident that educational facilities in developing countries leave a lot to be desired. These are the items that corruptors have found easiest to make illicit gains from, ranging from marking up costs of buildings, equipment and plants to under-specifying quality of work, books, computers etc. and of course accepting lower quality items for quality specified ones. 

Again, as part of implementation and evaluation, facilities should be subject to outcomes assessments. Quality will be assured through this requirement rather than quality directly. 

The students

With the background of poor primary and secondary education, higher education institutions entrants in developing countries may not have the necessary educational and learning prerequisites to become successful graduates. 

In a country like Indonesia, for example, where there are more than twenty times more private higher education institutions than state’s, and attempts to control these private institutions had provided opportunities for fraudulent practices, students are therefore no more and no less than a commodity whose fate is of no concern to anybody. 

The consequence of that is that there are serious quality problems with many if not the majority of higher education students in Indonesia. 

Reminding ourselves of the product or multiplicative effects of the elements of a quality system, students as one of the elements must also have a very high quality level in order to ensure that the system has a high quality overall. 

Given the 20:1 ratio of the number of private higher education institutions to state ones, the commercialization of higher education and all the ramifications that come with it, are inevitable. The control by the government became more cumbersome and impossible. It would seem that plugging any loopholes in the government regulations applying to private higher education institutions had become a full-time job of the Ministry of National Education officials, who did not want to be plugging them anyway for this reduced their potential illicit incomes.

As an example, the proliferation of the MBAs in Indonesia in the 1980’s and their varying quality as well as the frauds that came with it, caused the Indonesian government to regulate it by banning the MBA degrees in the country in 1993, and replacing them with a national MM (Magister Manajemen or Master in Management) degree which was controlled by the Directorate General of Higher Education (DGHE) and implemented through the Private Higher Education Coordinating (PHEC) Agency. Eight subjects of the MM degree must be examined by the state and transcripts issued by the PHEC. Every higher education student must have a State Student Number arranged and issued by the PHEC Agency for the region. As can be imagined, PHEC cannot issue the appropriate State Student Number without all paper work from the various government agencies, such as the Police, the District Chief’s Office, the Identity Card Office, the Security Office  etc etc each of which will require a formal and informal sets of fees.

The State Examination of the eight subjects must be conducted by faculty or lecturers who are registered with the PHEC and has the State Lecturer’s Number. Naturally, not all private higher education institutions in the country have full-time State registered lecturers for all eight subjects whose names were to be submitted to PHEC before the registered students could have their State Subject examinations ratified and their transcripts issued. It was therefore not uncommon for private higher education institutions in Indonesia to do horse-trading amongst themselves, particularly across PHEC regions. It was also normal practice for private higher education institutions in Indonesia to “borrow” State registered lecturers from State universities. Again one can easily imagine that appropriate approvals must be obtained prior to that person or persons could be listed in the private higher education’s lists of State registered lecturers.

It goes without saying that those regulations have enriched many public servants in the higher education area.

With the appointment of the new Indonesian Minister for National Education in July 2001, some of the above have been abolished. The new Minister rescinded many Ministerial and Director General decrees that formally regulated the above processes. Private higher education institutions, particularly the ones that have been accredited with ‘’Excellent’’ by the National Board of Accreditation (Higher Education), are given a much freer hand and the community had been warned that they have to take more responsibility for their purchases of higher education and that they should be more discerning – essentially caveat emptor. 

Through these new changes, students are therefore empowered and are made responsible for their choices of courses, programs and institutions.

An Educational Master Plan for developing countries

Emulating the developed world in planning their education will be a disaster for developing countries. The social, economic and educational problems in the two worlds are different. Transplanting the developed world’s educational system into the developing world had created many problems, not least of which are the expectations that the same or similar results as seen in the developed world can be had in the developing countries. 

Not only that this is not true, but it has stopped the developing countries to leapfrog to the fore, as they put themselves through all the problems faced by the developed world previously. This therefore will always keep them behind and forever catching up. 

If we were to inventorize the problems faced by the developing countries, the following list may result:

a. economic – essentially the lack of expertise in running the country economically

b. dependency on handouts from other countries, resulting in a helpless and cap-in-hand mentality

c. uneven wealth distribution and access to opportunities

d. misdirected nationalism especially in the face of increasing globalization

e. low overall educational level 

f. uneven educational opportunities

g. excessive size of population

h. a large part of the population not gaining access to education

i. archaic and anachronistic systems in economy, education, health etc

j. corruption and increasingly rampant abuse of government officials’ positions

k. poor understanding of and refusal to recognize ethics 

l. low pro-activeness partly due to all above, partly due to untoward experiences

and perhaps many more which cannot be included here. The point, however, is clear that there is a multi-dimensional challenge for developing countries and that these cannot be resolved using traditional methods. 

It seems logical that the Educational Master Plan for developing countries addresses or at least takes into account the inventory of problems listed above. It also seems logical and proper therefore that it is divided into three phases namely, Short-Term, Medium-Term and Long-Term.

Short-Term Educational Plan (STEP)

Over the span of five to ten years the Plan should be able to upgrade the educational level of the majority of the country’s workforce so that it will positively assist in the economic recovery and development of the country through higher productivity and increased capability to be involved in pre- and mid-technological pursuits in a big scale.

One is kept reminded of the opposing policies made by Japan and India in their textile industries following the end of the Second World War. While India, plagued by over-population and its perceived needs to employ its population, decided to  maintain its textile industry practices, which are mainly labour intensive, Japan decided to embark on a technologizing journey and thus faced the challenges of  significant unemployment in the country. But fifty years on, what do we see? Not only the technology introduced to the Japanese textile industry worked, but it also gained immense technology transfer and put the country as the second economic power in the world. India, on the other hand, with its highly intellectual citizens now recognized all over the world, is many years behind Japan and is still shackled in the category of developing world.

The lesson here is simply that Short-Term Plans must be based on Long-Term Strategy even though such a strategy may not have been developed at the time the Short-Term Plan was conceived. 

Thus the Short-Term Educational Plan (STEP) must also refer to the overall country’s Strategy. Regrettably, many developing countries, including Indonesia for example, do not have such a long-term plan or blueprint, which in turn makes it almost impossible to do a STEP. It is nevertheless not an excuse to do nothing. 

In Indonesia for example, the 70% workforce with only primary school education simply need to be upgraded and STEP should facilitate this. Indonesia should also look at its workforce as a global workforce and not just for domestic consumption. More than a million Indonesian worked in Malaysia, mostly as construction labourers and domestic helpers. Another big number is in the Middle East, mainly women, as domestic helpers. Very recently nurses from Indonesia are beginning to be employed overseas. 

Clearly, Indonesia should conscientiously prepare its labour export for even in the home or domestic help area competition exists, e.g. Filipinas and Chinese. Indonesia cannot afford to depend solely on the natural talents of its workforce. Natural talents do give some early advantage but nothing else.

The STEP for developing countries therefore is to identify potential labour exports and train them as well as possible and then offer them overseas. Not only is this giving employment to those who otherwise will not have jobs, but at the same time will assist in the foreign exchange situation as these workers would transfer money back to their families in the country.

This STEP in fact is applying fitness for purpose or quality to the problems of employment without calling it quality.

Middle-Term Educational Plan (MTEP)

Based on the Country Strategy, a 20 to 50 year plan is needed in order to prepare the population for that period. The question is whether the country needs to be involved in things that of no immediate consequences to the STEP and to bringing the country into self-sufficiency. Ex President of Indonesia, B J Habibie had been criticized for wasting the country’s resources on the aircraft manufacturing industry, which is proven to have not assisted the country financially or otherwise. Some claimed that this was done at the expense of the country’s primary industry which is agricultural and thus creating dependence for the people’s staple food on other countries and therefore at the expense of foreign exchange.

The MTEP must highlight and implement an education that begins to look beyond survival, but should nevertheless be practical enough to ensure less dependence on foreign countries.

Here again, fitness for purpose is underscored, although not sold as quality.

Long-Term Educational Plan (LTEP)

This Plan looks at 50 to 100 years ahead. The question that needs to be asked is “What sort of an Indonesian (for example) do we want in 50 or 100 years?”. The LTEP then devises an educational journey to reach that aspiration or goal. In this, decisions have also to be made whether facilities are to be provided in-country or that selected citizens meeting the requirements to become or to assist to allow others to become the coveted person be educated and trained elsewhere.

Clearly, the priority for developing countries is STEP.  Granted that MTEP and LTEP do not need for STEP to be completed before being embarked on, however, the priority should be clear and well supported so that the message is understood by all. There is no point, for example to produce PhDs in Economics or Law when what is needed is the proper enforcement of the law and more practical economics. There is no point producing PhDs in Nuclear Physics when the country is expected to be running out of electricity within a year and there is an abundance of natural and renewable energy sources. The former is an example of lack of fitness for purpose or quality.

Conclusion
In developing countries, the basic definition of quality, viz. fitness for purpose, has been shown to be potent in developing an educational policy and educational practices to help the countries climb out of their chronic and potentially crippling predicaments. 

Quality or fitness for purpose in this case has been shown capable to be transformed into simple and practical chunks of educational policy and practices that will help developing countries improve their existence.

To ensure ratcheted progress, developing countries need to divide its Educational Plan into three phases, the Short-Term (STEP), the Middle-Term (MTEP) and the Long-Term Educational Plans (LTEP) with priority given to STEP.

That similar problems exist in many developing countries across continents and that countries in the same continent have entirely different educational policies, practices and successes, clearly show that cultures (ethnic) play a very small role if any. Malaysia and Indonesia, for example, have extensive commonality in their ethnicity and thus cultures, and yet they are poles apart in their educational policies and practices. Not only Indonesia is being left behind but also increasingly more Indonesians go to Malaysia now for their education when as recently as the 1970’s and 1980’s, Malaysian flocked to Indonesia to study. Recent PERC (Hong Kong) surveys also showed that Vietnam had overtaken Indonesia in its quality of education, while it is believed that much of Vietnam’s management education is provided by Malaysia. 
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