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Abstract: Implementing the quality management in universities is an example of adaptation of a successful model from enterprises. Until now, the world of universities has dared to try only the implementation of quality assurance approaches, while the enterprises have developed much more effective quality management systems. The next evolutional leap for universities is to try the TQM based approaches. This article proposes an analysis of the TQM implementation in universities, with a particular accent on the necessary changes. 
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1.    THE EVOLUTION OF PRACTICES IN THE QUALITY FIELD 
The movement for quality has monitored the evolution of markets, which led to the differentiation of three main stages of development of quality-related practice: the quality control and inspection, the total quality and quality management (Chevalier, Doutre and Spalanzani, 1996).

The quality inspection and control (1940-1950) - the typical logic for this phase is the corrective one. The control of the nonconformity is carried out a posteriori, at the end of the process. The key word for this phase is: the final inspection (Ishikawa 1984).
Quality assurance – represents the application of a set of planned and systematic actions necessary to provide adequate confidence that a product or service will satisfy given requirements for quality (AFNOR 1992). These exigencies must completely correspond to the users’ needs. In ensuring the quality, the assemble of procedures of control of the quality regards different stages of the production stages, although the logic is oriented towards prevention. This approach was developed in Japan beginning with the 50s and the major advantages were already noticeable in the 70s: improved final quality, personnel motivated to work well, the competitiveness of Japanese companies improved and was concretized in winning some market parts (Teboul 1990). The key words for ensuring the quality are: procedures, the customer’s confidence, the quality system. The efficacy is ensured by the continuous diminution of the non-quality costs. (Jambart 1997).

The Total Quality and the Quality Management – the novelty brought by the quality management in the 80s was the transformation of quality into an instrument of essential management of the company (Maxim 2003). The dominant discourse is abandoning the Taylorism, mobilizing the intelligence of companies and involving everybody. The key words of the third stage are: zero defects (Shingo, 1987), relations customer- provider, participative management, excellence. 

Synthesizing the evolutions that we emphasized previously from the managerial point of view, we identify a number of four managerial evolutions of TQM (Shiba, Graham and Walden 2003):

· The priority to the client – the TQM enterprises are focused on the clients and on satisfying their needs. As a consequence, they must be able to react quickly to the evolution of clients’ needs and focus their limited resources on the activities that allow the fulfilment of these needs.

· The continuous improvement – the TQM enterprises are trying to continuously improve the processes leading to superior quality products and services. The continuous improvement includes the resort to the scientific approach (the analysis of facts, actions based on facts, checking the facts). This allows them to achieve progressive improvements in order to conquer the markets quickly and accumulate real experience. The process of improvement is continuously repeated in order to reach higher and higher levels of quality.
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Figure 1.  The four revolutions of the TQM
· The total participation – the TQM enterprises aim at the total participation of their personnel. All the capacities of the enterprise’s members must be used, if they desire the continuous improvement and the accomplishment of clients’ satisfaction.

· The integration into a social network – the TQM enterprises must contribute to the development of knowledge in the social network they are a part of, to share their knowledge with other companies from the area or their chain of supply-sales, in order to avoid reinventing some methods and to create a culture of quality not only in the enterprise, but also in all its surrounding environment.

2. THE IMPLEMENTATION OF A TQM SYSTEM IN THE UNIVERSITIES
The current systems of quality management from the higher education aim at ensuring the quality, approach exceeded for over 30 years by the enterprises. The approaches of a more current idea, such as those regarding the introduction of TQM, are not taken into discussion at the level of national systems, emphasizing the approaches of defensive type that start from the premise that the universities won’t comply with the rules and therefore they must be forced to do so. Other fashionable concepts are “Transparency” and “Accountability”, but they start from the same premise of the X theory regarding the relation of people with work. This problem of this approach has already been solved by companies in their relation with the employee, the methods being included in the systems developed starting with TQM, and being able to be adapted in any type of organization. 

The risk of the national systems of quality insurance is that of emphasizing the answers of adaptation to the requirements of the normative institution (the national agency of quality insurance), in the detriment of the adaptation to the requirements of the real clients and stakeholders: candidates, students, and employers. They are trying to define some systems of perfect and immutable standards, applicable to all the types of universities or specializations, but the process is similar to the contested Taylor’s division of work: the top of the hierarchy conceives and improves, the inferior levels execute. Taking into account the risk, the standard systems used by these normative institutions should entirely be dedicated to strengthening the relation of the adaptation of universities to the requirements of employers, students and candidates, and not to imposing or measuring some indicators of input, such as for example the ratio between teachers per student or the structure per degrees of the didactic personnel. The only indicators that allow the strengthening of the relation with the beneficiaries are the output or process ones. Moreover, from the functional point of view, the current or future mechanisms for establishing these standards must be conceived in such a manner as to privilege the opinions of the employers, candidates and students. 
The demarches regarding the quality are adapting ones, although they are always achieved only under an external pressure. The existential pressure conditions are factors that favour the appearance of demarches regarding the quality in universities. The free competition is a necessary condition for the generalization of preoccupations regarding quality in any organization, and therefore in the universities. 
The TQM systems are organizational answers that generalize the preoccupations regarding quality, answers to strong pressures of the market. Therefore it is necessary to create this type of pressures on the universities, where they do not actually exist. The pressures can be exerted by three categories of actors: students, the organizations which provide work for graduates and representatives of the State. The creation of a structure that creates equilibrium between the pressures exerted by these three sources will lead to important impulses in the sense of the implementation of some quality systems of TQM type. 
The problem that the higher education confronts with is that of the natural lack of these pressures. The state universities are entities which do not disappear after bankruptcy , are entities financed by the state in order to ensure a public service of general interest and do not feel the stress of the fight for existence, but only the need of a better standard of living. The cause is the unconditional ensuring of subsistence means by the State. The state is thus substituted, in its relation with the universities, to the customer from the similar relation of the enterprises. The ministry can use the coercion, the persuasion or the knowledge regarding the application of rules, the attribution of means and resources, the modification of partnerships or the use of knowledge and information. The problem that results is to what extent the use of these pressure instruments induces the orientation towards the quality improvement. 
For the implementation of a system of TQM type, the universities will have to carry out important changes regarding the management of the whole activity, incorporating the four revolutions of TQM: giving priority to the customer’s exigencies, the continuous amelioration, the total participation and the insertion in a network of knowledge sharing and development. Unlike the systems of quality assurance, the first condition for the success of a demarche of TQM type is that of ensuring a strong leadership at the top level of the institution for sustaining the introduction of a system of continuous improvement of quality. The TQM systems are no longer oriented towards demonstrating to others that quality is ensured, but towards the will of all the employees of continually ameliorating the quality of what is achieved.
2.1. Giving priority to the clients’ exigencies
Giving priority to the clients’ exigencies is achieved by introducing the “market-in” within the higher education institution. The “market-in” concept is in opposition with the “product-out” concept, through the fact that it proposes the use of an ameliorative vision starting from the final purpose of any activity: satisfying the client. The rule used by the companies for applying the market-in is “Anyone who uses the result of your work is your client” (Shiba, Graham and Walden 2003). The introduction of the “market-in” supposes the transformation of activity by including the management of processes, creating some stable channels for identifying the requests of the employers and of the outlets on the work market and the improvement of the internal communication for the insurance of a correct and constructive feedback on the network of internal clients – suppliers. An important issue must be represented by the demarches of correct definition and identification of the external clients. 
2.2. The introduction of the demarches of continuous improvement
The introduction of the demarches of continuous improvement will mean the training of the employees for knowing how to use the methodology and the instruments of process improvement. As well as the restructuring  of the activities as a result of the initial definition  of the processes, with the abidance of the Plan-Do-Check-Act (PDCA) conception (Deming, 1993) for the activities on the average and long run, respectively demarches of improvement  or Standard – Do – Check – Act (SDCA) (Shiba, Graham and Walden, 2003) for the current activities. Finally, the end point must be the normalization of the improving demarches: all the employee use PDCA, SDCA and improvement demarches, the improving reunions becomes common, the solutions are standardized after the implementation, the reunions and the networks of sharing of the model of good practice are functional.
2.3. The achievement of total participation 
The achievement of total participation as part of a higher academic institution must start from the use of the LUTI principle (Learn – Use – Teach – Inspect) (Kearns and Nadler, 1993). The management at the level of the rector’s office will be trained on TQM, with external specialists and practitioners, who will look into the problem of introduction of continuous improvement activities and will come up with a strategy for using the identified solutions, becoming then professors and agents of change for the unfolding, starting from the top to bottom, of the components of organizational structure for quality. There will be necessary adaptations of the system of reward and evaluation of performance, for the motivation and learning of the new behaviours, based on the contributions of the newly created organisms. A land mark will be the maintenance of a major representation in the decisional bodies of the students, employers and teams on the important processes, all taken together.
2.4. The integration of the higher education institutions in a TQM network 
The integration of the higher education institutions in a TQM network starts with the creation of a national organisation for promoting the demarches regarding the quality in higher education, aligned whit the international practice and exigencies. She will have to create a network of training in the field of quality for the universities employees, to take on an active role in the insurance and certification of quality, in the diffusion of the knowledge and the creation of a quality culture in the universities, for the support of the development of new models of work in the field of qualities in the higher education through the research programs and the creation of a body of well-known experts, that the universities can turn to for the role of agent of change in the implementation of the quality systems.

Then, they will have to develop actions of open debate and sharing of the most important and actual concrete achievements of the universities, an integration of the universities in the efforts of the development of regional and local communities through the creation of the interaction networks of them whit the local and regional stakeholders, and a correlation of all the previous demarches with the similar international demarches.
3. ConcluSIONS
The present demarches in the Bologna Process and in the framework of the national system of higher education quality assurance will produce a high number of qualitative adaptations at the level of universities with beneficial aspects on the education system of the Romanian higher education. But, maintaining the vision exclusively centred on quality assurance for too long will lead to the stagnation of the quality demarches of the universities. The quality assurance does not lead to continuous improvement.  
The strengthening of the relationship between the universities and the economic environment will be difficult if the two parties will have visions on the quality separated by 30 – 40 years of evolutions. That is why, during the next decade, the introduction in the universities of a TQM vision will become a must, in the context of a better competition opening at European level.
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