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Abstract. Growing social concerns have led organisations to think evolutionarily
about quality as it is not only relevant to satisfy customers, generate quality prod-
ucts or services and focus on results but also to encourage a participatory, flexible
and sustainable value-oriented management. Due to the complex environment
and structure of higher education, quality measurement and management have
created a number of challenges. Around the world, higher education institutions
have adopted various quality management practices, mostly drawn from existing
models. Corporate Social Responsibility (CSR), like most management concepts,
has been gradually incorporated into the management practice of organizations.
The implementation of TQM systems can facilitate the incorporation of the CSR
objectives and practices by operating changes in organizational culture. TQM and
Social Responsibility are undeniably two dimensions increasingly associated
with organisations of any kind, including higher education institutions. Quality
indicators on sustainable development for education have been of growing inter-
est and for this reason the possibility of creating a model that fits the reality of
higher education integrating total quality and social responsibility should not be
overlooked. Nevertheless, this work is focused on an approach to the relationship
between TQM and Social Responsibility associated to organisations in general
but also related to higher education institutions.

Keywords: Higher Education Institutions, Social Responsibility, Total Quality
Management.
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1 An approach to Total Quality Management and Social
Responsibility

1.1  Total Quality Management

Total Quality Management (TQM) is an integrated management effort aimed at im-
proving quality at any level to achieve excellence. According to Lima, Cavalcanti and
Ponte (2004), TQM stimulates creativity at all levels of the organization and enables
better systematic monitoring and implementation of corrective actions in operational
processes. TQM was considered a business management philosophy which recognised
that the needs of customers and the objectives of the organisation were inseparable
(Pike and Barnes, 1996). Merli (1993) summarises TQM's philosophy in four aspects:
(a) complete customer satisfaction; (b) quality above all; (c) continuous improvement;
and, (d) maximum involvement of the company’s staff.

According to Al-Bashir (2016), TQM has a remarkable application in higher educa-
tion institutions, where its adaptation will help them to keep their competitive position,
to continue to satisfy all stakeholders, to focus on market needs and to attain better
performance. Achieving high performance by comparing high quality and innovation
of products and services to meet the needs of customers and other stakeholders has
become a critical issue for universities, both academically and in practice (Chen and
Chen, 2012).

Associated with human resources and knowledge management, Raharjo, Xie and
Brombacher (2011) came across 3 challenges which HEIs are dealing with:

1. The role that students and other end-users play in relation to knowledge creation,
dissemination, acceptance and use;

2. Aspects of these two indicators cross academic and business issues, in relation to the
roles of teachers and the outputs and institutional mechanisms that support them;

3. Expectations of end-users, especially employers, who see higher education as a ser-
vice-industry, related to the benefits of knowledge transfer by hiring graduates and
receiving the benefits of faculty research.

There is therefore an implicit link between human resources and knowledge man-
agement, which is the presence of qualified teachers and students. In turn, knowledge
management is linked to knowledge transfer. Universities, as well as businesses, need
to be knowledge-based (Chen, Chen, and Padro, 2017). Higher education institutions
therefore need to respond to the needs of knowledge society by increasing their capacity
and willingness to engage in the production of knowledge that is useful, and to develop
their own specialised missions and profiles (Roper and Hirth, 2010).

In higher education, the definition of client is important. This definition can be based
on the principle of Quality Management with the same designation, although it may be
complex. This complexity is due to what authors Meirovich and Romar (2006) refer to
as the difficulty in identifying clients and their expectations, and to the diversity of
clients and stakeholders.

It is sometimes the lack of consensus on client definition in higher education insti-
tutions that creates problems in implementing TQM (Asif et al., 2013). Students can be



seen in different perspectives or roles (Manatos, Sarrico and Rosa, 2017), i.e., as inter-
nal clients, workers in the learning process or product in process (Helms and Key, 1994;
Sirvanci, 1996), or even as a product for a client who will be the employer (Bailey and
Bennett, 1996).

Elements of TQM have relevance in Higher Education, as demonstrated by Bay-
raktar et al. (2008) who concluded that these, such as leadership, vision, measurement
and evaluation, employee involvement, recognition and reward, programme design,
quality system improvement, process control and improvement, evaluation and train-
ing, student focus and other stakeholder focus, play a critical role in the improvement
process and in improving customer satisfaction. Although the elements of TQM are
important in Higher Education, the critical success factors (CSF) of TQM in Higher
Education are also very important and these can be different according to the context
and level of development of the various countries (Asif et al., 2013). Kanji et al. (1999)
identified continuous improvement, leadership, external client satisfaction, people
management, teamwork, process improvement, internal client satisfaction, resource
measurement and prevention as CSF for UK higher education institutions. Asif et al.
(2013) identified the following CSF for higher education institutions in Pakistan: vi-
sion, measurement and assessment, monitoring and process improvement, resource al-
location and programme design, focus on other stakeholders and leadership. As it is
possible to see there are common CSF in both realities.

1.2 Social Responsibility

The issue of social responsibility has been addressed since 1953 and has been present
since companies began to emerge (Cajazeira, and Barbieri, n/d). It can be said that
Howard Bowen was the first author to start dealing with the subject, with the publica-
tion of the work Responsibility of the Businessman (Carroll, 1979). In 1958, in contrast
to Bowen's ideas, Levitt states that the role of companies is to generate profits and that
the function of ensuring social welfare lies with the state. In the 1960s, Bowen's pro-
posed term "entrepreneur social responsibility” was changed to "corporate social re-
sponsibility" (Carroll, 1999).

Social responsibility is the recognition that the activities of organizations have an
impact on society and that this impact has to be considered in management decision-
making (Pride, Hughes and Kapoor, 2008).

The values underlying the concept of Social Responsibility, according to Ghobadian
et al. (2007), are to seek to understand and meet the needs of stakeholders (customers,
owners, employees, suppliers and society in general), the integrity of individual and
collective actions, honour, fairness, respect, participation and individual and collective
responsibility towards others.

The International Organization for Standardization (1SO) Advisory Strategy Group,
according to Leonard and McAdam (2008), describes CSR as a balanced approach by
organizations to address economic, social and environmental issues in ways that benefit
people, communities and society.

It is common for people to believe that social responsibility refers to a series of ac-
tions to protect the environment or to provide considerable amounts of money to solve



social cases (Staiculescua, 2014). However, 1SO 26000:2010 states that social respon-
sibility is an organization's responsibility for the impacts of its decisions and activities
on society and the environment, through ethical and transparent behaviour that contrib-
utes to sustainable development (includes the health and well-being of society); takes
into account the expectations of stakeholders; complies with applicable law and is con-
sistent with international standards of behaviour; and is integrated throughout the or-
ganization and put into practice in its relationships.

Staiculescua (2014) points out that the motto of many organisations operating in the
new consent trends seems to be "Doing well, doing good". In this regard, the author
states that social responsibility is not a philanthropic option, but a new way of doing
business. In order to remain in the market under the current economic conditions, com-
panies must meet customer needs without compromising the future. However, to do so
they must take into account four factors: financial, social, environmental and quality.

Corporate social responsibility, like most management concepts, has been gradually
incorporated into the management practice of organizations. Thus, in order to effec-
tively manage socially responsible business, the organization needs to define strategies,
programmes and action plans.

According to Baki¢ et al. (2015) the specificities of social responsibility manage-
ment are reflected in the fact that the CSR concept is strategic and multi-functional,
thus requiring a commitment from management and workers for its implementation,
which in turn requires the coordination of various organizational processes (legal, fi-
nancial, sales, quality control, among others). It is possible that socially responsible
activities already exist in the organisation and that there is a heed to change, systematise
and reposition them in a strategic context.

Social responsibility is not an easy altruistic action aimed at helping those in need
outside an organisation, but rather an uncomfortable process of reorganising internal
routines to support its continuous improvement by eliminating “impacts” (Valleys,
2016).

Nadeem and Kakakhel (2012) state in their study that universities are essentially
social institutions, and work to promote the social cause. It is therefore increasingly
essential that universities consider CSR as a strategy for growth.

University Social Responsibility cannot be seen as short-term projects, but as a con-
tinuous process where new objectives and tasks are gradually incorporated, some with
greater ease of implementation, others that require more time and effort, and others that
will only be able to see results in longer periods, as they constitute processes of trans-
formation that require continuity and whose results depend on their evolution (Brivio
Borja and Montano Rodriguez, 2016).

The Bologna Declaration, dated 1999, creates the European Higher Education Area
(Lourtie, 2002; Damido, 2015), which emerged after the signing of the Magna Charta
Universitatum in 1988, stating that the future of Europe would depend to a large extent
on the cultural, scientific and technical development that higher education offered. Ac-
cording to the Recommendation of the European Parliament and of the Council of 18
December 2006 on key competences for lifelong learning (2006/962/EC), "education
in its dual function - social and economic - has an essential role to play in ensuring that
European citizens acquire the necessary key competences to enable them to adapt



flexibly to these changes,” in which each citizen will have to have key competences
extended to adapt flexibly to a rapidly changing and highly interconnected world.

University Social Responsibility, from a holistic perspective, requires linking the
various aspects of the institution in a project for the social promotion of ethical princi-
ples and equitable and sustainable social development, for the production and transmis-
sion of responsible knowledge and the professional training of responsible citizens
(Vallaeys, 2008). The scheme that Vallaeys (2008) suggests (Figure 2) can help visu-
alize the global and central character of university reform that is desired.

FACULTY AND ADMINISTRATIVE | USR reform at the University |
STAFF TRAINED IN THE USR

MANAGING THE UNIVERSITY AS APPROACH
AN EXEMPLARY SOCIALLY
RESPONSIBLE ORGANISATION:
PROJECT-BASED
{dual learning: the student
LEARNING WITH SOCIAL
IMPACT

learns in and from the
university), democratic
culture, ecological
management, social welfare,
combating segregation,
responsible institutional
image, etc.

organises

STUDENT VOLUNTEERING

reglises that

promotes

A J
COUNTRY DEVELOPMENT:
{social outreach, university
extension, technology

THE CRISIS OF KNOWLEDGE AND ]
., orientates
OF TODAY'S WORLD:
Fragmentation of transf i
) ransfer, consultancy,
knowledge, social, RESEARCH TOWARDS THE SOLUTION strateaic partnerships with
economic, cultural and OF SOCIAL PROBLEMS: 2 pl't + P ‘
) ) _ - ) municipalities, training o
ecological crises, the need (interdisciplinarity, applied professionails public
- A 2
for social control of research, sustainable ts, teach t
science... sarvants, teachers, etc.).

development, human
development, etc.).

Fig. 1. Social responsibility reform model (Own translation, Vallaeys, 2008, p. 5)

Vallaeys (2007, p. 11) defines university social responsibility as

...an ethical quality management policy of the University that seeks to align its four
processes (management, teaching, research, extension) with the university mission, its val-
ues and social commitment, through the achievement of institutional congruence, transpar-
ency and the dialogical participation of the entire university community (authorities, stu-
dents, teachers, administrative staff) with the multiple social actors interested in good uni-
versity performance and in need of it, for the effective transformation of society towards
the solution of its problems of exclusion, inequity and sustainability. (Own translation)

2 Synergies between Total Quality Management and
Social Responsibility

TQM and CSR have common ground in terms of their application in organisational
management practices (Ghobadian et al., 2007; Moratis, 2017).

Following what has been said about TQM and CSR, the history and profound devel-
opment of the TQM concept reveal that there is a considerable overlap between the



values that support the two concepts. There are elements of the TQM process that are
common to or overlap with those of CSR and can therefore be implemented as part of
TQM processes, which will require some adjustment and rethinking of the elements of

TQM (Table 1).

Table 1. Overlapping elements in TQM and CSR processes

Common elements of TQM and CSR

responsibility to lower levels
in the chain of command

(it is an element
that appears su-
perimposed on

TQM CSR Alignment

Promotion of TQM values and Integrity There is an alignment between the dif-

principles fusion of TQM values through the virtue
of ethical theory where integrity has its
basis.

Open and participatory man- Equity Both are based on justice

agement style

Focused on considering the Benefit There is a focus on meeting the needs of

needs of customers, workers, stakeholders.

society and owners

Delegation of authority and Voice There is a need for effective participa-

tion, with a concern for the delegation
of authority and responsibility to lower
hierarchical levels.

and wide communication of
information

Harnessing the creative ca- | several ele- | Workers should have a voice on their
pacity of workers through | ments of TQM) impact on harnessing the creative ca-
their active participation pacity of the organisation.

Developing partnerships with A voice for those who do business with
key stakeholders the organization.

Empowering all workers to There is a focus on empowering or giv-
solve problems and make de- ing workers a voice

cisions

Openness in terms of sharing | Transparency Both elements deal with the issue of

supply and full dissemination of infor-
mation.

Source: Adapted from Ghobadian et al. (2007)

TQM and CSR are considered potential sources for achieving sustainable competi-
tive advantage (Benavides-Velasco, Quintana-Garcia and Marchante-Lara, 2014).

According to Van der Wiele et al. (2001) the European Quality Award was the first
model that explicitly showed that social responsibility is strongly linked to quality
thinking.

CSR has a strong link with the principles of quality management (McAdam & Leon-
ard, 2003). According to these authors, existing models and methodologies of quality
incorporate core elements of CSR. The questions below reflect not only the strategic
influence of CSR but also the inherent importance of CSR and its place in the everyday
practice of quality.

1. How to address the impacts of products, services and operations on society?



2. How to anticipate current and future public concerns with products, services and
operations and how to proactively prepare?

3. How are ethical business practices carried out in all stakeholder transactions and
interactions?

4. How are key communities actively supported and strengthened by the organisation,
leaders and employees?

5. How to determine areas of emphasis for organisational involvement and support and
identify key communities?

As has been observed, there is a great similarity between TQM and CSR. Vinten
(1998) states that TQM crosses the concept of legitimate ethics and the instrumental
dimension of CSR. TQM is driven, according to Wicks and Freeman (1998), by a set
of interrelated concepts that simultaneously present management practices and moral
values.

In the framework of TQM and CSR the synergies between the themes can be seen
through the complementarity of their elements/critical success factors and not only
through the overlapping of the elements common to both. To McDonald, Zairi and Idris
(2002) the critical success factors for TQM are leadership, policy and strategy, cus-
tomer focus, information and analysis, human resource focus, process management,
and business results.

TQM and CSR can improve the institution efficiency, a reduction of bureaucracy by
eliminating duplication of policies and procedures and the alignment of goals and pro-
cesses. TQM systems are valuable instruments to put the concept of corporate sustain-
ability into practice (Jalilvand, Pool, Jamkhaneh & Tabaeeian, 2018). The implemen-
tation of TQM systems can facilitate the incorporation of the CSR objectives and prac-
tices by operating changes in organizational culture. To Jalilvand et al. (2018) TQM
and CSR practices are in many ways complementary, and based on other researchers,
these authors confirm that there are clear links between these two themes:

e Inboth TQM and CSR, it is common to focus on a company’s responsibilities toward
different stakeholders (Kanji and Chopra, 2010).

¢ Both topics are founded on ethics (Tari, 2011).

¢ An evaluation and understanding that a socially responsible organisation helps com-
panies in the development of environmental management enables an effective im-
plementation of TQM (Molina-Azorin et al., 2009).

¢ Both themes are philosophies and a set of practices for the responsible management
of a company that may have positive effects on the performance (impacts on society,
customers, employees and finances) (Tari, 2011).

According to Nasim et al. (2020) the present research has contributed to the literature
of TQM in Higher Education by linking higher education institutions (HEI) with soci-
ety at large. Existing research suggests that quality improvement has to be achieved by
integrating all available resources, both within and outside the Higher Education sector.
TQM involves academic staff, students and management in HEI but also stakeholders
in the wider society interested in HE (Nasim et al., 2020; Ruben & Lawrence, 2018).



Research on TQM in Higher Education has become an interdisciplinary effort (Nasim
et al., 2020).

With the commitment of management, the support of administrative staff and teach-
ers, continuous communication, review, verification and validation, constructive align-
ment of processes can be reached. It was recognised that quality indicators on sustain-
able development for education have started to receive growing interest in the education
sector (Yeung, 2018).

The design of a possible qualitative assessment model of Quality and Social Respon-
sibility will be an aspect to consider and will be supported by the integration of the
EFMQ version 2020 model and Bakic's Corporate Social Responsibility Management
Model (2012). The philosophy of the model will be anchored in ethical considerations
of human behaviour and ethical behaviour itself. It will be rooted in the social systems
school of thought, and ultimately expand the horizon of the organisation beyond eco-
nomic performance itself. The model is intended to present 3 major dimensions at the
level of organisations and which characterise their general management plan: Direction,
Execution and Results. The aim is that within each dimension, the criteria must be re-
lated in order to respond to the issues associated with the Quality and Social Responsi-
bility of each organisation.

3 Final considerations

Over time, organizations have resorted to management models that support their
continuous improvement towards what they consider excellence.

This work has identified overlapping elements in terms of TQM and CSR, such as
the integrity and promotion of TQM values and principles, equity and open and partic-
ipatory management style, the benefit and focus on considering the needs of customers,
workers, society and owners, having and giving voice, and finally transparency and
openness in terms of sharing and wide communication of information.

The survey of these overlaps has allowed us to see that there is some overlap between
business and universities regarding Social Responsibility and not only between TQM
and CSR. This finding, which we find to be particularly interesting, could be the basis
for future research, such as the creation of an integrated model for social responsibility
and quality management evaluation.

However, some weaknesses or limitations emerge from this study, such as the fact
that it is not an exhaustive research on the themes of TQM, CSR and USR and, there-
fore, it falls short of providing a more in-depth insight on the synergies between the
three aforementioned themes.
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