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STATEMENT OF THE PROBLEM

The literature concerning custonmer service in education
is limted. Yet education does provide a service to
students, business and society. Education has an inage as a
system as well as specific degree prograns, institutions,
and indi vidual educators. At present, nany of these inages
and public perceptions are negative and novenents have
stressed increasing “quality.” The purpose of this study was
to examne the applicability of quality and custoner service
concepts to education, with the underlying objective of

revealing policy inplications.

METHODS

Data were captured fromonline and CD ROM dat abases and
the Georgia State University Library, in addition to over
2500 trade magazi nes and journals fromthe researcher’s own
collection. After a two-year search, a database consi sting
of 2333 references was created. Citical data were fl agged

for inclusion in the findings based on criteria such as



recency, thematic recurrence, author expertise, and direct or

inferential applicability to the issues under study.

RESULTS

Results of the study indicate that in the context of
terns associated with “quality,” such as “education reform”
there are significant anounts of data due to decades of
debat es, novenents, official acts, and grassroots efforts at
changing the U S. education system Yet, the public views
education as a failed systemand formal corporate training
investrment, estimated at over $48 billion annually, nmay
partially replace the education systenmis role in the United
States. Wthout measures to better determ ne the desired
out puts of the system nmany educators nmay be tightening
eval uati on procedures for both students and teachers, while
paying little attention to societal purpose and a desire for

ski I | s-based out cones.

CONCLUSI ONS

The study yiel ds several conclusions and inplications
for educators. Efforts are needed to further understand the
wants and desires of those who consune education, e.g.,
student popul ations, as well as those who consune the final
out puts such as corporate hiring executives. Subsequent to
t hese assessnents, fundanmental changes in theory for
curricula, delivery methods, service offerings and ot her

variables are likely to be identified as appropriate.
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SECTI ON

| nt r oducti on

This section is conprised of three chapters: chapter 1
will introduce the rationale for this research study. Wile
the chapter will, of course, provide nuch greater detail, the
overall reason for this undertaking involves the study and
anal ysis of several critical issues facing educators. This
is inportant inasmuch as all citizens are affected by the
quality of the education systemin America. Chapter 2 wll
provide a review of the literature and is intended to paint a
background as to how i ssues surroundi ng the el ements under
observation have evolved. Finally, in chapter 3, the
research met hodol ogy enpl oyed will be discussed. This
chapter will outline procedures such that the scientific
approach utilized is described for the benefit of both

present and future researchers.



CHAPTER ONE

Rationale for the Study and Statenent of the Problem

Part One: Rationale for the Study

Backgr ound and Si gnifi cance

Murray (1991) discussed the case of DePauw Col | ege:
Through a survey of high school counsel ors and student
prospects, this small private institution determ ned that the
respondents identified it as willing to help m ddl e-i ncone
famlies, but preconceived cost concerns nmay have caused nany
students to wite off the college w thout ever applying.

The situation illustrates the contrast between
perceptions and reality a public nmay have about a particul ar
institution and nmay be generalizable to other small private
colleges in simlar economes. In one sense, for the non-

appl yi ng students, perceptions are the reality and the

institution's identity in the comunity is that it wants to
be hel pful but costs too nmuch to fit students’ needs.

Many institutions as well as corporate nmarketers m stake
identity for synbolism For instance, sone educationa

institutions go to great |engths to advance the proper



application of their “seal,” their synbol, and have
establ i shed graphi c and usage style guides for this purpose.

However, as the case of DePauw denonstrates, the
identity of an institution is conprised of perceptions about
its characteristics and attributes that can have the effect
of supplanting reality if they are believed with sufficient
conviction. These sane dynamcs with regard to perceptions
al so affect choi ce decisions where quality issues are a
concer n.

The word “quality” itself is anbi guous and dependent on
circunstantial conditions within the context of an operating
environnent. Quality is dynamc and nust be examned for its
actual neaning within context. The word tends to be accepted
ininstitutional and corporate clains, everyday conversation,
and in the literature as a positive attribute with little
additional processing. Yet, the definition of quality is
truly in the eyes-of-the-behol der, and requires considerable
scrutiny to reconcile between two or nore parties. Qality
al so consists of part perception and part reality.

As an exanple, restaurateurs place great enphasis on the
presentation of neals. Publications of their trade regularly
feature advice on how to add val ue and i ncrease prices
wi t hout addi ng food (or food cost), but rather with the
additi on of anbi ance through decor, serving pieces, |inens,

garni shes and other attributes affecting the sensory



perceptions of patrons. The identical food content served
wi t hout such a presentation may be of equal quality
nutritionally, but perceptions would cause the consuner to
identify the dining experience as lesser in quality.

This sinmple analogy is useful in describing the
researcher’s hypothesis of quality problens in education and
rationale for this present study: Quality or the lack of it
in education consists of both perceptions and reality. The
education systemwas presunably established to create
societally determ ned and funded outconmes. How well those
outcones are achieved are simlarly measured both by consuner
perceptions and i mages as well as nore substantive
i nformati on.

PARADE, the widely distributed Sunday news magazi ne
suppl ement, sponsored a study which was adm ni stered
national | y about the adequacy of public schools. The
published report witten by Mark d enents of the independent

research firmthat conducted the study, Wat's Wong Wth Qur

School s? (1993), found that “63% of Anericans rate the
quality of education as fair or poor.” Sixty-seven percent
say “the federal governnent spends too little” and half say
teachers’ salaries are “too low”™ O the other 50%who did
not believe teachers’ salaries are too |ow, 37% believed they
are “just right” and 13% believed they are “too high” (pp. 6-
7).



Presum ng nost Anericans and those surveyed don't carry
obj ective conparative data in their heads (e.g., relative
sal ary scal es) which they have thoroughly processed, these
nmust be subjectively determ ned deci sions. The responses
woul d have been based on perceptions bl ended w th
observations of schools respondents nmay have had directly,
t hrough children, and the grapevine in their own comunity.

| nprovi ng the education systemto increase quality has
been a topic of debate and the inpetus for nunmerous reform
efforts for decades in the United States, as was di scussed by

Hudel son (1992). He recounted

The American education system has been engul fed by
successi ve waves of reformever since the Russians
put Sputnik into orbit in 1957. But recently there
has been a remarkabl e qualitative change: The new
wave of reform appears focused not on nethods but
on results....This recent reformwave began with
the 1984 publication of A Nation at R sk [:The

| nperative for Educational Refornj, the report of a
task force appointed by the U S. Secretary of
Education. The report warned that the American
education systemwas threatened by a “rising tide
of mediocrity” and called for unspecified reform

(p- 28)

During the 1960s, in the Geat Society era, calls for
soci al justice caused another wave of reformefforts. Mre

recently, President dinton proposed the Goals 2000: Educate

Anerica Act which is simlar in nane to President Bush’s




reforml egislation proposal, Anerica 2000: Excellence in

Education (“National Education Reform” 1994).

| deas for reformhowever are not just decades old, they
are centuries old as was observed by Nobel Prize Laureate
Kenneth G W/ son, Professor, Departnent of Physics and
Col | ege of Education, Chio State University (1994), who,
witing on the subject of new paradi gns for education
rel at ed

Several things becane clear. The real shock-at

| east for me—was to learn that the probl ens of

educati onal reform have no known sol ution, at any

price, despite centuries of thought, since John

Anos Coneni ous wote about reformin 1632. Second,

| realized that the U S. Education system | acks

positive feedback | oops of sufficient nagnitude to
nove us beyond the status quo. (pp. 26-27)

Publ i c perceptions also weigh heavily on | egislators at

both the state and federal |evels. The Congressi onal D gest

sumari zed the Adm nistration position which was reported to
characterize Anerican education as in a state of “crisis” not
neeti ng student needs or econom c demands for a skilled and
adapt abl e wor kforce (“Adm nistration Position,” 1994, p. 7).
At the state |evel there have been recent efforts to focus on
what students can do and what |earning they can denonstrate
rather than the classes they attended and what subjects they

were taught (“State Education Reform” 1994).



In his article Can Nati onal Standards Make a

D fference?, O Neil (1993) discussed that “sone uses of the

term‘standards’” call for a better definition of the word
itself as it applies to educational practice (p. 4). He
outlined recommendations to clarify the issue that were the
result of a task force created by Congress, the National
Counci | on Education Standards and Testing. These included

“content standards,” “student perfornance standards,” “system

performance standards” and “school delivery standards” (pp.

4-5).

The article al so described these standards: Content
standards are “what students should know and be able to do.”
Student performance standards refer to the “level (s) of
student conpetence in the content.” System perfornmance
standards are “to assess the success of schools, districts,
states, and the nation as a whole in helping all students
attain high performance standards.” Finally, school delivery
standards are “to judge whether schools are providing
students with the opportunity to attain these high standards”
(pp. 4-5).

Wi | e the enphasis on assessnent and denonstrabl e
| earni ng achi evenents contri butes to nmeasuring outcones and
t he described “content standards” may rectify the problem
this thesis seeks to probe further by focusing on the

pur pose, goals and objectives of the education. Achieving



speci fied conpetencies is inportant. Yet first in the order
of business to attend to, and fundanental to successful
change, is answering the question of what conpetencies, why,
and for whon? In tandemw th these is the issue, to whose
authority are the resources and responsibilities to be
entrusted?

The need for feedback |oops to which WIlson refers
directly connects societal purpose for the education system
with the outcones in a systens nodel. Consensus of purpose
nmust precede neasurenent of outcones. The trend however has
been to test nore and nore, but public dissatisfaction has
prevail ed even with quantum | eaps in the nunber and
conpl exity of evaluations that are admnistered. Are the
right things being taught to satisfy societal purposes for a
prepared citizenry?

Enpl oyers say they want skilled and workf orce-ready
graduates. Sone institutions catering to | arge corporations
make inplicit as well as explicit clainms about how thoroughly
prepared graduates are to be effective managers in their new
jobs (Buckl ey, Peach, & Weitzel, 1989). Snaller firns have
their own ideas, and according to a recent study, |ook for
skills and personal characteristics, placing nore val ue on
these attributes than on academc credentials (Pritchard &

Fidl er, 1993).
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Students want to be enpl oyabl e and ot herw se prepared to

neet life' s challenges. Al though many recruiters believe
that students’ expectations are overly optimstic, nore and
nore col | ege graduates face tough tinmes in naking the
transition fromschool to work (Gardner & Lanbert, 1993). |
another related article, on the very sanme topic except

pertaining to high school students, Making Transitions from

School to Wrk (Byrne & Gthers, 1992), authors simlarly

descri bed the plight of non-coll ege bound students:

For nost of our young people, the United States has
a nore or less do-it-yourself systemfor making the
transition fromschool to work. Approximately 20
mllion 16- to 24-year-olds are unlikely to go

directly on to college after high school. Wth our
present “system” they often bounce between a
series of jobs until, eventually, some enpl oyer

deci des they' re “seasoned” enough to be treated
seriously. As a result, young people frequently
take a decade or nore to bridge the school -to-work
gul f, and many, especially children of the poor,
never nmake it. The absence of an effective system
to hel p non-col | ege bound young peopl e nake a
snmooth transition from high school to the prinmary

| abor market costs us dearly, both socially and
economcally. For a majority of Anerican students,
what they |l earned in school is not adequately
related to what they need to know to succeed after
| eavi ng school . (p. 23)

According to Training, in its 12th annual survey of
formal workplace training activities (“lIndustry Report,”
1993), since the preceding year’'s survey, the total dollars

budgeted for formal training by U S. organizations has

n



11

reached $48 billion, a 7%increase over the previous year.
Forty-seven-point-two mllion individuals received sone type
of formal training during 1.5 billion instructional delivery
hours.

The survey did not docunent informal training investnent
which it defined as on-the-job. The formal training the
survey neasured was described as “Deliberately planned and
structured in sone way [and]: People are called away from
their desks, their lathes, or their delivery routes to
attend...” (pp. 29-30).

In contrast, the Chronicle of H gher Education’'s A nanac

Issue (“Revenues,” 1993) reported that private higher
education institutions spent $53 billion, and public higher
education institutions spent $95 billion, during 1990-91. In
1990 corporate investnent in formal training was estimated at
$45.5 billion (Filipczak, 1993). Calculating based on these
data, formal corporate training investnent equal ed about 48%
of the expenditures of public higher education institutions
or about 86% of the expenditures of private higher education
institutions.

Eval uating these figures indicates that quite possibly,
educators may be | oosing “nmarket share,” via revenues to
corporate trainers who have replaced their functionality.
Sone may argue that corporate training expenditures nmay occur

anyway, even if schools were inproved. However, it is also
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reasonabl e to suggest the alternative scenario. |If schools
nmet all, nost or even nore needs for training (from basic
skills to executive-level nmanagenent training), corporate
trai ni ng budgets woul d be directed el sewhere.

Gven this possibility, and with the additional evidence
t hat abounds in both the professional and popular literature
regardi ng public and corporate dissatisfaction with the
education system the deductive conclusion is that education
nmust consider ways to create |inkages—working with industry
—rat her than watching corporate training budgets continue to
grow beyond current spending | evels.

QG her than nere fiscal incentives internally rendered
wi thin the education system another postulate worthy of
examnation is the idea that to help the U S. education
systemto re-assert itself, is to help the U S. econony do
i kewi se in the world econony. A nunber of references in the
literature suggest the strong correl ati on between educati on
and training wth economc growh and wel |l being.

The focal point of this present research is to
i nvestigate i deas about what students, businesses, parents,
| egi sl ators, educators and society as a whol e have identified
or failed to identify as the purpose, goals and objectives
for the education system |In connection wth these, and
whet her stated in the data or inplicit, the researcher seeks

to exam ne beliefs and perceptions that exist about how



effectively the desired outcones have been net

quality, satisfaction and service.

in terns of

13
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Part Two: Statenent of the Probl em

Qui di ng Questions and bjectives of the Study

A recent article in The Conpass, an Anerican Council on

education publication distributed as a suppl enent bound

i nsi de H gher Education & National Affairs, headlined that

“Accreditation and quality control” have becone “hot topics
wor | dwi de” (“Accreditation,” 1994, p. 2).

Al t hough there are overwhel m ng data on quality, service
and related issues in the current literature of business,
despite the aforenentioned article, references concerning
service in education, particularly “customer service,” are
scant and reflect a lack of clarity about the understated as
wel | as expressed societal desires for educational quality,
accountability, reporting relationship and outcones.

Even a cursory review yields that considerabl e anbiguity
exi sts and m xed nessages are often sent. There is a battle
with respect to defining purpose between the “Three Rs” and
wor kforce skills. Responsibility for fostering the forner
Three Rs is traditionally defined as the role of the
education system and yet nost criticismappears to focus on
a lack of the latter workforce skills being produced. These

conditions create several causes for query:



1. What is society’ s purpose for the education system

15

The “Three Rs,” skills-based training or both? Literacy and

nuneracy, or manufacturing plant and warehouse nmanagenent,
both? Anerican history, or hone nortgage shoppi ng and auto
mai nt enance, or bot h?

2. |If both education and training, where are the |ines
to be drawn between public and private roles and

responsibilities?

or

Educators are affected by nunerous constituencies, each

with the power to inperil or advance their practice. It is
essential that further research be conducted to facilitate
t he devel opnment of theoretical foundations to determ ne the
desired service role of education in society, therefore:

3. How do perceptions, inmage, identity and reality
affect views of education quality anong vari ous
consti tuencies?

Anot her objective of this study is to create new
know edge of benefit to both the scholarly and | ay
communi ties by looking directly at, and al so beyond,
term nol ogy such as: “Total Quality Managenent (TQV),
custonmer, service, and quality,” as they have thus far been
debated for applicability in education. 1In doing so, the
researcher woul d hope to reveal root meanings and attendant

policy inplications as well as practical nethods for
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increasing the real and perceived effectiveness of the
education systemin the United States.

It wll report findings that focus on education in the
United States, however data may be devel oped that are
general i zabl e and of benefit to scholars in other nations and
syst ens.

Additionally, the research is intended to provide
findings that point to nethodol ogies for reconciling
di fferences between tangi bl e outcones and the | ess-often-
measur ed subj ective and perceptual outcones through which
constituencies al so determ ne val ue received. Gven that the
extent of societal approval or disapproval with the education
syst em depends on such judgnents, the final objective is to

facilitate a better understandi ng of these vari abl es.

Assunptions of the Study

An editorial article in Training (“CQutcome-based,” 1991)
asked, “Wiat does a high school or college graduate really
have to know...?” (p. 53) This thesis assunes that the over-
ent husi astic application of testing in the absence of
student, parental, business, faculty, and a general public
consensus as to desired outconmes can only serve to neasure,
approve and deliver the undesirable results education is said

to be currently offering.
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Ramaswany (1992) suggested educators should focus on two
I ssues

(a) whether there is a consensus in the perceptions

of effectiveness provided by the three najor

constituencies of interest: the business conmunity,

faculty, and students, and (b) the identification

of controllable factors (e.g., budget expenditures,

research enphasis; and so forth) that are

associated with the levels of satisfaction with
each of the three groups. (p. 353)

Edwar ds and Brannen (1990) descri bed out conmes assessnent
at the MBA level and detail ed the nunerous tests such as GVAT
scores and simlar traditional neasures business school s
enpl oy at entrance, interim and post-programintervals to
eval uate their effectiveness. They added that student and
al umi eval uati ons have proven to be useful and *How
enpl oyers perceive an MBA programand its graduates shoul d be
extrenmely inportant to all concerned.” (p. 210).

According to Chanberlain and Seay (1990), outcones
assessnment presents a new challenge to educators in their
attenpts to contend with nunerous constituencies, ranging
from government officials and trustees to accrediting
agencies and the public, all of whomare demanding to know i f
col l ege students are graduating with the skills and know edge
they will need to be productive in society. The authors
enphasi zed that outcones assessnent is not “a new nane for

program eval uation” (p. 204):



At first glance, business educators m ght dismss
out cones assessment as nerely a new nane for
program eval uation. This is not the case.

Qut cones assessnent goes much further than

tradi tional approaches, which focus on inputs and
out puts such as nunber and qualifications of
faculty, instructional expenditures, and student
credit hours generated. Mre substantive neasures,
such as student scores on |icense exans and results
of enpl oyer satisfaction surveys, enable
institutions to focus on the results of their
efforts....Feedback from graduates, enployers, and
students via surveys, interviews, exam nations, and
ot her neans can serve as the vital change agent for
i mpl ementi ng program i nprovenents. Stronger and
nore relevant curricula, inproved teaching and
staffing strategies, and nore judicious application
of scarce resources are but a few of the benefits
to be obtained fromthe anal ysis of outcones data.
(pp. 202, 204)

Wth educational refornms new agenda for national

standards there has conme a propensity to nmeasure, neasure and

nmeasur e—students, teachers and school s—respectively. This

research assunes that neasurenent can only be effective in
terns of achieving societal satisfaction if curricular and
conpetency outcones are clearly agreed upon. It further
assunes that such a purpose nust reflect the consensus
expressed as nost desirable by society.

As outlined, proponents of the theories held in
connection wi th national standards or outcones assessnent
deny advocating that an enphasis on testing is the |arger
part of the answer to education’s ills. However, the actua

practice has been to integrate abundant testing and enpl oy
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not hi ng nore than a token acknow edgnent of society’'s
di ssatisfaction; this has been going on for decades. Nor has
t he establishment of purpose, goals and objectives for the
educational systemoccurred. Necessary feedback | oops,
according to Wl son’s observations (and others), don’t exist
ei t her.

Per haps occurrences in practice have indeed been a
m sappl i cati on of these theories, and such societal
acknow edgnent is forthcom ng, but neanwhile, so long as
Anericans rate performance so poorly, for purposes of this
research these theories are rejected in favor of starting at
t he begi nning, by asking, what is society’ s purpose for the

U. S. education systenf

Sunmary

The timng of this study is propitious due to increased
fiscal pressures on the global econony, many of which are
attributed to workforce readi ness and education. Reform
efforts ained at increasing individual and soci et al
satisfaction with the education system span a period of
decades (excl uding Coneni ous and previ ous centuries).

Areview of the literature reveals that certain key
words such as “custoner” or “service” are abundant in a
growi ng nunber of contexts and applications. Yet education,

as a system and provider of essential services has an inage
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for delivering an unsatisfactory performance. Al though

gual ity managenent has been increasingly discussed in the
literature of education over the past few years, evidence of
successful inplenmentations in academc settings is |imted.

Corporate investnent in training, if redirected to the
education systemeven in part would be of help in the face of
shrinki ng budgets. Many in education are accused still of
“ivory tower” arrogance and refusing to recogni ze the idea
that restructuring—this tinme for real —nust be devi sed and
i mpl emented. There is evidence that corporations have
di m ni shed the role and resources all ocated by society to
public education by taking their dollars and investing them
ininternal training and educational delivery systens.

A gl obal tightening-of-the-belt has caused the conplete
restructuring of many corporations and the acconpanyi ng
downsi zi ngs and rightsizings have forever changed both the
career paths and the | andscapes of organi zati ons everywhere.
On the bright side of the mllions of American |ives that
have been uprooted in the process (for HRD specialists
anyway), a substantial recognition of the need to re-train,
re-educate and re-skill workers has arisen.

For the present, the breakup of the Soviet Union has
left the United States free and clear of any identifiable
gigantic eneny, and in its wake replaced a threat with

mllions of Russians thirsty to learn howto inprove their
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l[ives. China is changing its interests toward developing its
| argely inpoverished and undereducated country, and if it

foll ows such a course approximately one billion people wll
need additional training and educati on.

The brightest star on the horizon however is the
proposal that citizens of all nations should enbrace Iifelong
learning as their guiding light. Educators clearly need to
devel op theories to facilitate know ng exactly how to throw
the swtch that illumnates the m nds of such a gl oba
student body. This research is significant in its objective
to provide possible underpinnings for future researchers and

thus contribute to this necessary theory and know edge.



CHAPTER TWD

Revi ew of Literature: The |Issues of Reform and a Revi ew of
Qual ity Concepts

Part One: The | ssues of Reform

Because the data are overwhelmng in the context of the
macro environment, with respect to the enormty of
“education” or “quality” as topics, the following literature
reviewis divided into several subtitles. These are intended
to convey various aspects of the issues and responses to the
previously outlined conditions in broad brush strokes.

This will be acconplished in two parts. Part one wll
review the long history of reformefforts, views fromvarious
vant age points and current proposals for continuing efforts.
Part two will review basic quality concepts and applications
in various contexts. The explanation of the research
nmet hodol ogy in chapter 3 will outline the procedure for
reduci ng avail abl e data and isolating the specific issues

proposed for study.
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Briefly, How Traini ng, HRD and Educati on Ener ged

Approxi mately 99% of human history, until about 9,000 to
10, 000 years ago, has been spent in hunting and gat hering
subsi stence. The |atter one percent, the result of |earning
to raise crops and tane aninmals, freed many individuals to
pursue specialized occupations (de Canp, 1974). CQur
know edge of any organized training prior to the late 1700s
and before the industrial revolutionis limted. 1In the
period before that tinme craftsnen and arti sans contri but ed
the benefit of their wisdomto hel pers and apprentices who
| earned the skills needed for their occupations and trades
t hrough a process that we now call QJT—on the job training
(Bard, Bell, Stephen, & Wbster, 1987).

This is not to mnimze the long history of training and
education prior to the 1700s. Al though Eastern civilizations
have no | ess a denmarcated past, as a prelude to research on
Aneri can education this chapter concentrates on the Wstern
wor | d, wher e:

Markings left by Geek soldiers around 601-700 B.C
i ndicate they received an el enentary education; Cairo
University was founded in 972; in 1167 |Ibn Ezra, a Jew sh
t heol ogi an and schol ar founded Oxford University in Engl and;
in 1250 Paris University established four national coll eges;

nunerous col |l eges and universities were established in the
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1500s; Harvard University, then called Harvard Col | ege after
John Harvard who endowed it was founded in 1636 (G un, 1991).

None of the aforenentioned are intended to overl ook the
rigorous training prograns created for soldiers in countless
enpires; formalized religious orders with specific |earning
reginmens for their followers; the engi neers who desi gned and
i npl enented the wonders of the world and appeased the egos of
kings by enlisting and training both free and sl ave arm es of
builders to carry out their tasks; the elder scribes who
taught others to wite and pass al ong the know edge best owed
to new generations in synbols and | anguages; or the billions
of parents who weaned their children and, through infornal
instruction, prepared themfor adulthood as best they coul d.

| ndeed, training and education as practices of benefit
to human ki nd have a very long history. O greatest concern
in the context of this research however are practices
beginning with the industrial age and | eading to the present
information age in which we dwell.

H storical accounts of the rise of human resource
devel opnent (HRD) as a discipline (See appendix A for a
chronol ogi cal review) define this preceding period before
1800 as the “skillfulness era.” This was followed by the
eras of “efficiency” (1800-1920), “satisfaction” (1920-1945),
and “enhancenent” (1945 to present), respectively (Pace,

Smith, & MIls, 1991, p. 25).
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In the 1800s training institutes, factory schools, and
governnment prograns were established to give workers in the
new i ndustrial age skills to operate energi ng conpl ex
machi nery, often in factories. |Increasing job productivity
t hrough the enhancenment of workers’ capabilities was the
termnal objective. The first plan for cooperative
education, enabling students to attend school part-tinme and
also work in a factory was introduced by the University of
G ncinnati in 1906 (Bard, et al., 1987).

At the turning point of the efficiency era, also known
as the utilitarian and social efficiency novenent, ideas
attributed to Franklin Bobbit, an advocate of schools’
provi di ng experiences relevant to the needs of citizens,
gai ned acceptance (Shrock, 1991). The 1930s G eat Depression
put the U.S. in peril and squeezed industry’ s capacity to
hire, train, or enploy for that nmatter, and governnent,
correspondence and nmanagenent prograns energed as a partial
answer to the country’s dilema. The fanous Hawt hor ne
studi es which indicated that increased worker satisfaction
was causal to greater productivity influenced the shift in
thinking fromefficiency to satisfaction (Pace, et al.,
1991) .

Wrld Var 11 brought into existence what m ght be
characterized as the biggest training programwth the

shortest deadline in the history of HRD. A massive mlitary
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effort, in addition to training in the private sector (e.g.,
suppliers to the mlitary), was undertaken by both allied and
opposing forces. After the war the GI1. Bill provided for

| egions of former American soldiers to access a coll ege
education. Mst econom sts view national investnment in
education as one of the larger contributing factors in
financing the baby boom and creating a G\P that accounted for
alnost half the world s productivity.

The Anerican Society for Training and Devel opnent (ASTD)
was formed in 1944 (originally called the American Society of
Training Directors). The ASTD held its 50th annual nationa
conference in Anaheim California in May of 1994, and the
organi zati on now cl ai ns 50, 000 nenbers.

Finally, during the enpl oyee enhancenent era,
organi zati ons began to recogni ze the val ue of permanent on-
staff trainers, human resource devel opnent energed as an
academ c discipline, and cooperative efforts for academ c-
practitioner interrelationships evolved (Pace, et al., 1991).

Today, we live in a global econony where the rise and
fall of stocks and currencies reverberate anong trading
nations in a matter of hours. W have becone interconnected
by hundreds of satellites circling in orbit and the earth-
bound t el ecommuni cati ons and conputer technol ogi es that

receive, process and transmt voice, inmage and data signals.
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Qur close interconnection with each other and a frai
envi ronnent has becone overwhel mngly apparent. The
introduction around the world, at least in terns of awareness
if not infact, to the conforts, utility and living
conveni ences of a nodern age have created the demand for new
and better products and services that beget inproved |iving
condi ti ons.

It is generally recognized that information and
practical know how are the | atchkeys to these inproved
conditions. Therefore, many debates about the role of
training, education, and human resource devel opnent in
relation to determ ning the best ways of neeting skills and
| earni ng needs are preval ent and intense. Academ c and
practitioner comunities so charged with the responsibility
for servicing demands to prepare workers and the | arger
citizenries affected for productive and neaningful lifetines

feel the challenge to perform

School Change and the Lack Ther eof

Mles (1993), in his article 40 Years of Change in

School s: Sone Personal Reflections, related the fol |l ow ng

about school change efforts, after outlining 10 maj or school
change strategi es he has witnessed and participated in since

t he 1950s:
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This has been a long journey, | believe there’'s
far nmore clarity in our know edge of change in
school s than we had 40 years ago. Yet, it could be
said, if we're so snmart, why ain't we rich? There
are many unsol ved questions both in the theory and
practice of school change—how we understand it and
how we do it. (p. 244)

On the elusive nature of excellence in education, Hass

(1992) reflected

“Eight years after the publication of A Nation at

Ri sk, we still cannot point with pride to
significant nationwi de gains. Hardly a season
passes wi thout another reformreport detailing sone
| ack of student achievenent. Proposed sol utions
abound, from experts and concerned | aynen ali ke.
Fromthe practitioner’s perspective, it’s difficult
to know what to do.” (p. 81)

Levin (1993) asked, “How well have schools done in
respondi ng to changes around then?” and proceeded to cite
several authors who in various ways consistently expressed
that after a considerabl e nunber of efforts, things generally

haven’t changed at all:

In an often-cited piece on this subject, Larry
Cuban notes, ‘so much school reformhas taken place
over the last century yet schooling appears to be
pretty much the sane as it has al ways been’'....
Timar wites that while ‘school reformhas been a
ubi qui tous feature of schooling...little has
changed. Since the advent of mass conpul sory
school ing neither the technol ogy nor the core

i deol ogy of schooling has changed substantially.’
Goodl ad’ s nmassi ve study of American school s
reinforced the view that school is uniformand
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unchanging. ‘Schools differ, but schooling is
everywhere the sanme’ (p. 5).

Education reformand its nany “waves”.

National school reformefforts have been observed to
occur in waves. The “first wave” for principals in relation
to these reformefforts resulted in an enphasi s on standards,
curricul ar changes and prescriptions for inprovenent such as
| eadership training prograns and a “retooling” of educators.
The “second wave” for principals introduced school
restructuring and teacher enpowernent. The new attenpt was
to treat schools as communities with shared deci sion nmaki ng
(Kirby, Wnpel berg, & Keaster, 1992, pp. 89-90).

School restructuring refers to organi zati onal changes
such as assigning new roles and exam ning both rules for
operating as well as relationships that influence work and
peopl e in the subject organization. Exanples of changes in
organi zational structure would be to reassign gui dance
counseling to teachers or to establish a governance board
whi ch assuned the responsibilities previously addressed by a
principal or admnistrator (Newrann, 1993).

The underlying assunption that individuals can and want
to participate in school inprovenent, or they can | earn how
by acquiring the necessary expertise, is the basis upon which
t eacher enpowernent advocates suggest the approach (Kirby, et

al ., 1992).
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This literature review has al so produced evi dence t hat
one wave of reformefforts often begets another. For
exanpl e, when early reformefforts resulted in proposals for
i ncreased neasurenent, educators di scovered not just how well
t hey were doing, but also how poorly they were doing. The
| atter evidence on poor performance was then used by critics
to pressure for additional refornms. Likew se, for decades
now, the discoveries or consequences of one reform have

routinely affected new reforns.

The U.S. Departnent of Education’s ideas on reform

U S. Secretary of Education, Richard W R ley (1993),
wote to address the beginning of the 1993-94 school year in
Principal. 1In his article, he discussed the strategi es he
used whil e Governor of South Carolina. In support of the
dinton education reformagenda, Secretary R |ey described
wor | d-cl ass curricul um standards and asserted his belief that
t hese should be tied to assessnments (and our six National
Educati on Coal s).

Anot her article, Reclaimnmng Education as the Touchstone

of the Anerican Dream (Rl ey, 1994b), outlined several issues

confronting the Departnent of Education. As an explanatory
response to the third major issue discussed, the student |oan
programand its long history of trouble (in particular,

default rates), he nentioned that in the “brief 13-year
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hi story of the Departnent of Education, there have been 13
assistant secretaries for postsecondary education and 11
different people responsible for the critical job of deputy
assistant secretary for student financial assistance” (p.
23).

The first two issues cited were a $2 billion Pell G ant
programdeficit and the proposed budget which had been sent
to Congress. The budget called for increases for student
aid, Work-Study prograns and student |oans. The fourth issue
was defining the “rul e-maki ng process for the 1992 H gher
Education Act,” about which Riley stated, after referring to
an apparently vigorous discussion in January 1994 with a
group of college presidents, “W wel come your ideas and
comments...[but] keep in mnd we nust nmake a good faith
effort to inplenent the law (p. 23).

Riley further nentioned schol arships ained at correcting
past discrimnatory practices. Just prior to closing the
article he wote

Anerica can only be the Anerica we want if all of

our young peopl e get connected to the idea of

excel l ence. That is why | want better schools and

hi gher standards. The call for higher standards

and real perfornmance has engaged many of us who

have worked for education reformthese last ten

years at the el enentary and secondary |levels. But

now the spotlight of reformis sw nging toward the

absol ute and vital link between reformat the

el ementary and secondary | evels and the ongoi ng
reformefforts in higher education. | urge you to
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continue this dialog on standards now that it has
begun. (p. 26)
Finally, froma nost-recent vantage point
chronol ogically (published May 1994), in reflecting back on
the 1993-94 year, Riley wote in Teaching K-8 (1994a), about

the April passage of the Ainton admnistration |egislative
proposal , Goal s 2000: Educate America Act. He heral ded the
past year as the one when the “federal government finally got
serious about education.” Riley explained that for over a
decade, the federal governnent has tal ked about reform but
has “done little to hel p” the nation’s schools (p.12). He

outlined the neaning of the Goals 2000 Act’s passage

When the dinton Adm nistration took office a
little nore than a year ago, we resolved to take
this know edge [Wat the federal governnent | earned
“about what it takes to really reformeducation” in
the past ten years (p. 12).] and build upon what
wor ks for school s: higher academ c standards,

better training for teachers, using new technol ogy
to facilitate |l earning, inproving school safety and
maki ng parents equal partners...Goals 2000 noves
Anerican education fromthe old assenbly-Iline
version of education toward a new hi gh-tech, high-
know edge approach better suited to the society and
econony of the 21st century. Goals 2000 helps to
establish worl d-class academ ¢ and occupati onal
skill standards. These voluntary nati onal
standards in the core academ c subjects of English,
civics, geography, history, math science, foreign

| anguages and the arts will give parents, educators
and businesses a clear indication of what
constitutes world-class education. (p. 12)
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Views on Effective Instruction

| ncreasi ng the achi evenent |evels of students is the
nost inportant objective of school restructuring, but
consensus on what this neans is elusive. Newmann (1993)

defined two types of achievenent, conventional and authentic:

Conventi onal achi evenent enphasi zes the | earning
and reproduction of specific definitions, facts,
and skills that have been prespecified by
authorities. Authentic achievenent enphasizes
using the mnd to produce di scourse, nateri al

obj ects, and performances that have personal,
aesthetic, and utilitarian value. To be sure,
famliarity wwth a wide range of information is

i nportant for success in work, civic affairs, and
personal life. The problemis that fornal
education has so | ong been dom nated by
conventional achievenment that it stifles student
engagenent in |earning, suppresses critical and
creative thinking, and mnimzes the application of
school learning to life beyond school. (p. 7)

Doggett (1992) attributed the problens in instruction to
“the people closest to the school house” and suggested that
attitude, conpetence and talent on the part of both teachers
and principals are the major determnants of instructional

quality (p. 2), adding

Teaching is an art and cannot be sinplified to a
reci pe book of strategies and net hods that cause
students to learn....A highly conpetent teacher
consi stently asks high-Ievel questions, probes
persistently, sets high but attainable
expect ati ons, has superior know edge of subject
matter, praises students often, exudes enthusiasm
closely nonitors students’ work, and closely
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conmuni cates subject matter to students with great
clarity. (p. 2)

Exenpl ary teachers create ‘warm and caring cl assroons’
t hrough the use of hunor, anecdotes, fairness and |istening.
Students respond to the question of what a perfect teacher
woul d be like with: “happy, fair, easy to talk to, Iikes
kids, is kind but strict” (Cabello & Terrell, 1994, p. 22).
One current trend in principalshipis evolving in
connection with new ideas for practice which enphasize
out conmes based education, a nodel that focuses on the nmastery
of subject nmatter prior to any progression to new naterial .
Mastery | earning involves a nethod where | earner outcones are

“devel oped, taught to, and tested” (Athoff, 1992, p.7).

Changi ng The System — “Radical” |deas

Theodore A. Sizer, the recipient of a $50 mllion dollar
grant from philanthropi st Walter H Annenberg, benefiting his
new National Institute for School Reform is said to be

utilizing a radical approach to reform Business Wek

reported Sizer’s belief that the trouble with education is
that it is based on a factory-nodel (See appendix B for

Sizer’s principles for redefining schools). He criticized
school s for noving kids al ong what anmounts to a production
line, creating a “totally mndless systemthat results in

intellectual chaos for the kids” (Marenont, 1994, p. 45).
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SCANS report.

SCANS, an acronymfor the U S Secretary of Labor’s
Conmi ssi on on Achi eving Necessary Skills, is said to fill the
cruci al visionary gap between educati on and work. SCANS
proposed that schools change fromlecturing to having
students work in groups and learn critical thinking skills
through ‘applied | earning experiences. These experiences
are geared to allow students to try to sol ve everyday
probl ens by wor ki ng together on projects.

The SCANS report was issued by a conmm ssion headed by
former Secretary of Labor WIliamE. Brock and characterized

i n Busi ness Wek as the “nobst conprehensi ve—and radi cal —set

of suggestions so far” (Bernstein, 1992, p. 42).

The article al so quoted Anerican Federation of Teachers
Presi dent Al bert Shanker’s positive response about the
importance of SCANS' s inpact, if it is inplenented properly.

Brock hinself wote in Vocational Education Journa

about the SCANS report (1992), outlining the decline of
Anerica since the period after Wrld War Il when the U S was
responsi ble for 45%of world GNP. Despite a surge in average

per-pupi|l spending after the Nation at R sk report, “no

mracl es have occurred” (p. 22). Brock defined the American

public school systemas one that “serves |ess than half our



36

youth...obviously it was never intended to neet the needs of
our front-line workers” (p. 22).

He further characterized the basic design of the school
systemas fitting the social and econom c conditions in the
early 1900s and described newy identified SCANS conpet enci es
that answer to current conditions (See appendix B for a
listing of SCANS conpetencies). Brock explained that once
students acquire these, they will be prepared to progress to
t he wor kforce or pursue higher education

Students need to know how cl assroomlearning is

connected to the outside world. Wth this

real i zation, students who m ght otherw se drop out

of school stay in. Their enthusiasm excitenent

and self-confidence rise, giving themreason to
graduate with the solid foundation to obtain a

decent job....As the best vocational educators
| earned | ong ago, the nost effective way to educate
youth is to teach themin the context of real-life

| earning situations and real problens. This type
of learning situation is critical because students
need hi gh-performance cl assroons to succeed in a

hi gh- per f or mance wor kpl ace. Once we nove toward

hi gh- performance schools, it will be crucial to
make education, training and work experience nore
of a seaml ess process of lifetine |learning. (p. 22)

In addition, Brock characterized the school-to-work
transition in Arerica as the worst anong devel oped nati ons.
He added that as a result of public schools failure, half
the students who |leave it are unprepared and called the
situation “close to crimnal negligence” (p. 22). Because no

school district is world class, “nmuch less the best in the
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wor |l d” he said, “radical reform—fundanental, systemc

reform—is urgent” (p.68).

Busi ness and | ndustry Perspectives

When enpl oyers were asked to identify the weaknesses of
today’ s col |l ege graduates, they responded “poor oral and
witten skills, a lack of career focus, and a |ack of ‘real-

wor | d” experience.” (Mskal, 1992, p. 62).

One CEQ s | nvol venent.

Jack MacAllister, the son of a school teacher and CEO of
US West corporation, said ‘In education, as in business,
trying to fix things is a |ot nore expensive than getting
themright in the first place’ (Miullins, 1990, p. 25).
Through his conpany (US West is a Baby Bell), he provided a
10 mllion dollar grant to operate a programained at early
chil dhood education. This is in addition to a 20 mllion
dollar grant to help schools in the states where the conpany
provi des phone service.

About another MacAllister effort, the story is told how
he established a center for the honel ess which provided job
training and ot her services. The center was housed in a
former conpany building. The previously honel ess individuals
who ran the center also contracted to make tel ephone products
and pai d workers wages and benefits for their services. The

overall costs to the phone conpany were considered to be | ess
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t han the conpany woul d have to pay for parts produced in-

house.

Appr ent i ceshi ps.

Peter J. Neff (1992), President and CEO of Rhone-

Poul enc, discussed the history of German chem cal conpanies
as dom nant players in that industry for alnost a century,
despite two losing two world wars. He attributed this

achi evenent to several factors involving other aspects of the
Ger man gover nnent and busi ness environnent, but said the
German education systemis the nost distinguishing feature
contributing to their success.

Both the university and secondary educati on systemare
geared to take into account the needs of the industry.
Through a “remarkabl e apprenticeship progrant for non-coll ege
bound students, tinme is divided equally between school and
the work site. Neff (1992), added that the German education
system produces a “continuous flow of highly qualified
techni cal specialists” at every level fromthe factory floor

to | aboratories and boardroons (p. 21).

I ndustry Week’s Joseph McKenna, in the article

Apprenti ceshi ps: Sonething dd, Sonething New, Sonething

Needed (1992), reported

Last year, Prof., Stephen F. Ham |ton of Cornel
Uni versity decl ared that work-bound Anmerican yout hs
were products of the worst school -to-work systemin
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the Western world. Wile other nations can boast
of youth apprenticeship as a key econom c
investnment, the U S. can report that fewer than 2%
of its high school graduates enter apprenticeships.
(Today, U.S. apprenticeships remain largely a
narrow, adults-only passage to certain skilled
jobs.) The consequences of shunning apprenticeship
prograns have been severe for Anerica. Every
region reports “severe shortages of skilled craft
wor kers,” according to a new survey issued by the
National Assn. of Manufacturers and the managenent
consulting firmof Towers Perrin. (p. 15)

The case of a fall from grace.

The University of Texas business school at Austin, in

fear of |loosing its Business Wek Top 20 ranking (of B-

school s), received the pro bono consulting services of
McKi nsey & Conpany. The prestigi ous managenent consulting
firmdelivered a sobering report to the school’s dean (Byrne,

1992). Anong the criticisnms and reconmendati ons

Updating the school’s alumi directory...attracting
nore experienced and diverse applicants...lack of
intensity...few electives...[the [ack of] “real -
world focus”...“so focused on research and theory
that they [faculty] are not paying attention to
what conpani es want out there”...uneven quality of
graduates...“significant deficiencies in quality of
wor k experience, |eadership, and student

consi stency throughout the class”...“Mrketing
efforts and service | ack aggressiveness,

creativity, consistency, and the personal touch to
effectively satisfy custonmer and student
needs”...[UT should] be far nore aggressive inits
aspirations...[the school] relies too nuch on test
scores and undergraduate grades in admtting
students. The school should interview nore
applicants, require at least four witten essays—
as do other top schools...nore staff [are urged] in
adm ssi ons, placenent and alumi offices...tepid,
unaggr essi ve posture of the school’s draft report
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for changing the program..[the] “proposed m ssion
statement—t o produce the nost conpetent, creative,
and conpetitive managers possible”—isn’'t aimng

hi gh enough. “Wen you say you' re going to do
sonething as well as possible, it’'s sort of |ike
admtting that you may not be able to do it...”".
(pp. 92-95)

Byrne (1992) also reported that three weeks after
MKi nsey’s neeting with UT, because a “lackluster showing in
t he magazi ne’s survey of corporate recruiters” the schoo
lost its place in the Top 20 rankings. The school paper’s

headl i ne when this occurred was ‘ Goodbye Top 20° and a

student was quoted as saying ‘This is unbelievable...l should

have gone to Mchigan’ (p. 95).

The | nfl uence of Perceptions

School s, as organi zations, arrange activities according
to |l ogical schenmes, and this has the effect of sending
signals that give the appearance that they know what they're
doing. Departnents and grade | evels, job descriptions and
curriculumplans and various instructional delivery systens
send the nessage that school adm nistrators overseeing this
“are in control” (Sergiovanni, 1994, p. 215).

Van Allen (1994) noted the role of public perceptions

“The calls for and clains of academ c excel |l ence

inundate the literature and airwaves.

Unfortunately, the sane nmedi uns have exposed the

decline in educational quality. The perceived
qgquality, whether accurate or not, of an
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institution's output is a critical variable in any
organi zational nove to TQM (pp. 152-153)

Gl l oway (1992), the chair of the Planning Accreditation

Board, in an article published in the Journal of the Anerican

Pl anni ng Associ ation, expressed concern over the future of

uni versity academc prograns in planning (e.g., as in urban
planning). In the course of outlining pressures affecting
academ c prograns and how changes wi Il affect planning
practitioners and scholars, he identified three major trends
i n higher education: “Denographic and budgetary constraints,
a gromng crisis in public confidence, and internal power
struggles related to gender and race” (p. 229).

In a subsequent discussion of these trends, and
regardi ng the issue of erosion of public confidence in

particul ar, he reveal ed

These pressures have placed hi gher education
promnently in the public eye and have forced the
university to confront a whole set of new
guestions: Wiuat is its central mssion? How can
this mssion be defined in terns of programmtic
thrusts and within the bounds of its financial
[imtations? Wat is the role of liberal arts in
Anmeri can education? Wat place do |ocal or
contenporary issues have in coll eges and
universities? In response, nmany universities,

i ncludi ng those that house our nost prestigious
pl anni ng prograns, have | aunched restructuring
efforts (or so have clainmed) to beconme nore salient
to regional, national, and international
conpetitive chall enges. (p. 230)
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The research reveal s sone evi dence of a possible nutua
m scommuni cati on and | ack of understandi ng between busi ness
and education in both directions. Businesses have an inage
of education, and education has an inmage of business.
Nei ther may be accurate in terns of perceptions about the

other. A passage by Bottons (1993) in an Industry Wek

article entitled Status: Ceaning up the Mess illustrates

Consi der what a typical college kid visualizes when
he or she hears the word ‘industry.’” Chances are
it wll not be the clean-swept floors of the
printed-circuit-board factory, but rather a

D ckensi an i mage of child workers battling rats,
filth and mechani cal drudgery. Perhaps the nost
frightening aspect of this dark and wldly
inaccurate inmage is that it correlates with the

opi nions held by many Anerican teachers. (p. 16)

Part Two: A Review of Quality Concepts

Key Concepts in Total Quality Managenent

The vol une of discussion and data about applications of
TQM concepts in business are astounding. The follow ng
review, rather than recounting these, will focus on broad TQWV
concepts in order to provide a grounding for the research on
quality issues in education which is at hand.

As convenient as it may be to suggest that TQV a

process originally conceived and applied to manufacturing, is
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a “fornmula” that can be universally used for every
circunstance, the data in every context clearly show that no
such panacea exists. Wile concepts such as striving for
“continuous inprovenent” endure, each business, as well as,
“all business,” or “all government,” or “education,” nust
transl ate these principles and adapt to the environnents in
whi ch they operate.

Total Quality Managenent (TQV) is based primarily on the
theories of W Edwards Dem ng but the ideas of Philip C oshy
and Joseph Juran are al so often recognized in a review of the

literature.

Tracy Benson, with I ndustry Wek nmagazi ne (1991)

reported

It wasn’t so nmany years ago that the notion of
quality in manufacturing lifted eyebrows. Wy?
Because producing quality products and services, it
was believed, sinply neant a nore costly process.
But years of grueling global conpetition and the
ensui ng exploration of the quality terrain have
caused what was once a revelation to beconme conmmon
know edge: The very pursuit of quality products,
servi ces, and processes results in | ower cost,

hi gher productivity, and greater market share. (p.
13)

TQM pronotes a participative managenent style and is
held to be useful for running entire organi zations as well as
for managi ng i ndividual units and processes within them

TQM s team approach is also said to be applicable to projects
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and the creation of products or desired outputs from any
system

One of its fundanmental strategies is to utilize a
phi | osophy of striving for continuous inprovenent. The
specific direction for acconplishing this is derived from
enbraci ng a custoner focus and a conmtnent to ensuring
gquality as the pinnacle of the organization’s mssion. A
systemati c approach to operations ensures that results are
tracked, quantified and anal yzed. Because of the idea of
conti nuous i nprovenent however, the work of the TQM
i mpl ementor is “never done.” UWilizing the TQV nethod is not

sonething that is applied and then fini shed.

TOM s viability as an approach to i nprovenent.

One aspect of inplenmenting the TQM process is that it
need not be depl oyed systemw de in order to be applied to a
particul ar purpose. As a conprehensive approach for creating
participation, inprovenents in planning and critical
processes becone conti nuous.

As nentioned, TQM enbraces a m ssion which focuses on
the custoner and a commtnent to ensuring quality. Al so,
| ong-termthinki ng about the ultinmate outcone of decisions
and actions is enphasized by the TQM nodel. Finally, the
devel opnent of human resources for the purpose of neeting

custoner needs is considered an essential tenet.
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One of TQM s assunptions is that the majority of
problens are the result of flaws in the subject
organi zation's procedures for managing its activities, and
not due to the performance shortcom ngs of enpl oyees.

Nurer ous corporations across Anerica have enbraced TQM
al though Dem ng’'s ideas were first applied to increase
manuf acturing effectiveness in Japanese organi zations after
VWrld Wwar |1.

Dem ng di ed on Decenber 20, 1993, at the age of 93 (at
the tine, this researcher was personally working on a
brochure representing a Dem ng semnar to be held later in

Atlanta). Business Wek nagazine’s witer John A Byrne

(1994) rem ni sced about Dem ng, “the CGodfather of quality”:

By then, Dem ng was concerned that he had run out

of time. Despite success stories at Xerox Corp.,
Motorol a, Inc., and many ot her conpanies that
enbraced his teachings, Demng felt he was a
prophet wi thout honor in his own country. In
truth, he had becone the father to a sweeping
nmoverent in U S industry—but he remained

unsati sfied that managenent’s interest in quality
was deep enough to ensure | asting inprovenent.

Dem ng achieved credibility in the US only late
in his long career—despite his status as Japan’s
great Anerican sensei....In his owm way, Dem ng had
fun and taught American nmanagers sonething that few
who heard himw Il not forget: Quality matters, and
it starts not on the factory floor but at the very
top. (p. 44)

Because of his lifetine achi evenents in Japan, as Byrne

rel ated, Dem ng was revered there while his theories were
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widely ignored in the US. That is, until the Japanese
econony grew so powerful that American nmanagenent was

t hr eat ened.

Est abl i shing the source of the problem

According to Philip Crosby, one of the three nost
commonly cited as quality gurus, quality has “to do with
ethics and integrity” (Cook, 1991, p. 68):

‘Most of today’s business problens are caused by

manageri al arrogance, which separates workers and

executives. Once they understand the | eader’s job
is to make enpl oyees and suppliers successful,
everything will fall into place because custoners

will al so becone successful.’” (p. 68)

Dem ng found fault with processes and the systemitself
rat her than enpl oyees and those who operate the control
mechani sns of that system Thus, according to Deming, in

order to achieve nore positive outcones, it was the system

not the inherent nature of people that woul d have to change.

Quality Efforts i n Gover nnent

Discussions in the literature about the useful ness of
TQM in government run the ganut from*®“it doesn’'t apply to us”
to “shape up because the taxpaying public has had enough.”
The foll owi ng provides an overvi ew of the data, which is at
| east peripherally applicable, since public education is the

product of government systens, processes, vision and funding.
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Kline (1993) described an increasing nunber of TQW
adoptions in | ocal government settings and expl ai ned the
val ue and application of specific tools “to assist teans and
managenent in identifying ways to inprove systens and
processes, reduce costs, and identify and neet the needs of
custoners and stakehol ders” (p. 19).

Swiss (1992) submitted that because of TQM s ori gi nal
pur pose, “very much a product of statistical quality contro
and industrial engineering,” the use of the nmethod in the
public sector requires adaptation (p. 356). Referring to the
busi ness oriented version of TQM as the “orthodox” approach,
he outlined an adapted version of TQMfor the public sector,
and called this a “limted ‘reform TQM approach” (p. 356).

Swiss (1992) further observed that after conpetitive
pressures in the U S autonobile and el ectronics industries
becane critical, nmany organi zations turned to TQM but were
unsuccessful because they only used parts of the process. In
particular, some tried to adopt quality circles and “nake
themthe primary and free-standi ng techni que for achieving
quality” (p. 356). Regarding the difficulty of defining the
gover nnent custonmer he wote

TQM s nost inportant principle is to delight the

customer. Accordingly, the single nost inportant

guestion is: Wwo is the custoner? Mst discussions

of TQMin government pay little attention to that

guestion. In business, the conmpany can usually
choose its own market niche and thus define its
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target custoners: luxury car buyers, for exanple,
or price-conscious food purchasers. For many
public agencies, on the other hand, defining the
custoner is a difficult and politically
controversial issue....Mreover, governnent

organi zations have obligations to nore than their
imedi ate clients. Sonetinmes the agency’ s nost

i nportant customers—the general public—are not
only absent but totally inattentive, and yet the
agency nust risk offending its inmmedi ate custoners
in order to serve the general public....This
conflict between a progranms direct custoners
(clients) and its ultimate custoners (the general
public, nost of whom are taxpayers) is often very
acute for prograns that are not universally

di stributed....Because governnent agenci es nust
serve a wide variety of custonmers who have wi dely
di vergent and even contradi ctory demands and
because the general public remains a “hidden
custonmer” with yet additional, often inconpatible
demands, governnent agenci es often have to deliver
a service or product that reflects an uneasy
conprom se. (pp. 358-359)

Stupak (1993) suggested that for several reasons, up
until now, inproving quality in government has been of little
interest in public sector nmanagenent. However, current
forces for change are driven by public demands for
productivity due to fiscal pressures and the increasing
deficit, citizens groups’ desire for increased custoner
input, and public servants’ desire for enpowernent. Al so,
demands for performance nmeasurenent and better |ong-term
pl anni ng are causi ng sonme governnent managers to adopt TQM
strat egi es.

In a Counterpoint article, Barriers in | npl enenting

Qual ity Managenent, Hyde (1993) outlined sone areas of
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di sagreenment with Stupak’s anal ysis of driving forces
creating interest in T@QMin the public sector. He concl uded
with his agreenment that neverthel ess, “Stupak’s [final]

concl usions are on target” (p. 37). CGovernnent organi zations
are engaged in a “wi despread effort to i nplenment TQ\W and
have reported increased performance levels in a recent survey
adm ni stered by the General Accounting Ofice (p. 37).

Mayes (1994) discussed efforts to inplenment TQV concepts
in South Carolina. A survey admnistered by the University
of South Carolina Institute of Public Affairs to determne
the nature of the public's dissatisfaction with governnent
reveal ed that many citizens were ignorant about the services
provi ded by the governnent in South Carolina and had
difficulty making distinctions between various |evels of
governnent. Mayes indicated TQMinplications in response to
t hese dat a:

[ To carry out neani ngful change] in the context of

gqual ity managenent strategi es, would seemto say

that the custoner’s needs should drive the service

mechanism It is ny belief that citizens are the

custoners. the owners of governnent. |If the

custoners, the owners, are confused by the array of

governnents serving them then it would seem

| ogi cal that all governnents thensel ves woul d make

as a high priority the reduction of walls and

barriers separating themand their operations from
citizens. (p. 18)
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| ndustry Week’s Joseph McKenna in an article, TQ

Governnent (1991), reported that nunerous government prograns
are starting to adopt TQM practices. These include a variety
of federal, state and |local initiatives such as the award-
Wi nni ng 1926t h Conmuni cati ons Conputer Systens G oup at
Robbins Air Force Base in Georgia; the state governnent of
Wsconsin which in 1989 fornalized its conm tnent through the
governor’s office and appointed a quality coordi nator; and
the city governnents of Phoenix, Arizona; Ft. Collins,
Col orado; Madi son, Wsconsin; Rocky Mountain, North Carolina
and Vol usia, Florida.

The article also said that according to the (federal)
O fice of Managenent and Budget, 265 governnent prograns are
involved in quality and productivity initiatives:

Good enough for governnment work. So goes the

apologia. Anerica is not nerely the |and of the

free. 1t’s also the hone of lousy city service,

t he cunbersone state bureaucracy, and the perKk-

| oving, free-lunching, check-kiting Congress from

Hell....And the way it could be is efficient, cost-

effective, and custoner-driven. |n other words,

Total Quality Governnent. As it turns out, the

proposition of governnent of, by, and for the

custonmer isn't all that farfetched. Public service

vi sionari es have successfully introduced Tot al

Qual ity Managenent (TQV) ideas into a variety of
governnental progranms. (p. 13)

This brief overview of Total Quality applications in

government indicates it is becomng a nore popular topic in
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the public admnistration literature. However, the sane
consi derabl e debate and | ack of clarity that can be found in
the literature of acadene prevails. Comon thenes

conmuni cate an uncertainty as to who the custoners for
governnent services are, and whether the situation is

critical such that public managers nust respond.

Applications for Quality Managenent in Educati on

Having now arrived at a review of Total Quality
Managenent in education, it nmay be appropriate as a rem nder
to mention that the central focus of this research is the
i ssue of quality managenent and service, not necessarily
Total Quality Managenent or its abbreviated form TQM

Because of the frequency of the use of these terns in
the literature, “TQW has virtually beconme a “brand name” for
a managenent practice. The subject under study however
remai ns educati onal managenent policies and practices
affecting quality and percepti ons about the U S. education
system The issue is not the use of “brand nane” versus
“of f-brand” descriptors for virtually the sane quality
concept s.

The preceding rem nder beconmes nore significant in that
the literature review reveals the application of Total
Qual ity Managenent principles to educational practice can

occur in sone cases, Wthout the full-integration of TQM
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term nol ogy into the changes. Wen these occasions are
cited, it is often the underlying notives and the di scussion
in the text that reveals that concern for quality inprovenent
drives changes, yet schools’ responses differ in their
descriptions of the very sanme notives and actions enbraced in
t he | anguage of TOM Sone school s even devel op catchy
“program nanes” that they can “roll-out” for staff and public
approval .

O course, any school at any |evel can use TQV
term nol ogy and many have. Both the terns and processes of
traditional total quality managenent have been enpl oyed at
every grade level. Al so notable, the disposition of
i ndi vi dual s and organi zati ons who get involved fromthe
out si de, often becom ng catal ysts for inprovenent, can
i nfluence this phenonmenon in the particular school setting
i nvol ved. For instance, |large corporations in sone |ocales
have pressured business schools to internalize, enbrace and
teach TQMin order to prepare MBAs (“...or else. W won't
hire them”). Oher corporations, utilizing a nore positive
tack, have tried to provide incentives to institutions and
ot herwi se fostering cooperative arrangenents.

The enpl oynent of TQM concepts based on service notives
—w t hout particular reverence to term nol ogy—appears to be
nost often observed in the literature about K-12

environnents. Discussions involving higher education
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institutions seemto specifically use TQVterm nol ogy nore
often, whether they revol ve around how t he concepts have been
adapted and inplenented, or in the other case, have conveyed
that “words |ike ‘custoner’ don’t belong here in education.”

To illustrate, Wnter (1991) discussed barriers for
i npl enenting TQM i n higher education and strategies to
overcone them and noted that many school districts are
considering TQM policies. He discussed that although the
nanes for these particular types of school reforns often
differ fromTQV ideas for satisfying needs and neeting
conpetitive chall enges through enpl oyee partici pation
underlie their efforts.

Wnter (1991) identified some of these as
“‘restructuring,’ ‘school -based nmanagenent,’ ‘teacher
enpower nent,’ and shared decision making ” (p. 53). He also
stated that in contrast to the aforenenti oned, “Colleges and
universities remain |argely unaware and perhaps even
resistant to these concepts” (p. 53). Several conflicts and
chal I enges in higher education were outlined:

It isironic that colleges and universities, whose

primary function is human resource devel opnent,

general ly place m ninmal enphasis on staff

devel opnent for their own enpl oyees. This

underm nes the expertise and effectiveness of

enpl oyees, but still nore inportant, it inpacts

their attitudes. This lack of attention becones

anot her indicator of a lack of institutional

coommtnent to its enployees. Finally, colleges and
uni versities have no clear understandi ng of who the
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custoners, either internal or external, are.

Adm nistrators are mred in external bureaucracies
that inpose rule and form These conditions limt
the flexibility and creativity of the institution
as a whole. Maxim zing resources acquisition,
inmproving institutional inmage, and m nim zing
criticismsuch as the findings in audit reports
becone priority concerns, rather than serving the
internal and external custoners of the institution.
(p. 59-60)

Schargel (1991) wote: “Today's public education is
consi dered second rate....Schools nust establish the sane
gual ity standards and techni ques used by sone enlightened
Aneri can businesses to achieve what is called total quality
managenent” (p. 34).

Cting the case of Wstinghouse H gh, a school that
adopted TQM practices and its traditional term nol ogy,
Schargel explained the pre- and post-TQM envi ronnent and
results achieved fromenpl oying quality principles.

Westi nghouse Hi gh is also the | argest vocational -techni cal
schools in New York Gty. Anong the problens were poor basic
skills, notivational challenges, students’ |ow self esteem
and a di sadvantaged inner-city student population. After the
princi pal and a group of teachers attended a sem nar on
gquality put on by a corporate sponsor, a banking concern, a
school quality teamwas forned and it devel oped plans for

I mprovenents.
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Anong the numerous changes for the better outlined after
three years were: G eater student involvenent; a decline in
the dropout rate; an over twenty-tinmes increase in the
menber ship of the Parent-Teachers Association; the creation
of faculty brainstormng and interdepartnental neetings to
address cross-curricul ar issues; a freshnmen-senior nentoring
program doubl i ng grade performance; an increase in adm ssions
requests (ten applications for every avail abl e opening); a
half-mllion dollars in new fundi ng support; severa
schol arshi ps, equi pnrent and supplies donations from
busi nesses; and, several other program benefits.

Quality Progress (Rubach & Stratton, 1994) reported two

recently held conferences that enphasized greater cooperation
bet ween t he busi ness and educati on communities to inprove

quality. The first was the Total Quality ForumV and the

second, in which governnent participation was nentioned, the

(2nd) National Quality & Education Conference, both held in

| ate 1993.

Editors who al so were attendees reported that a nunber
of major corporations were sponsors and participants. Many
of these corporations encouraged universities to adopt
quality initiatives. The chairman and CEO of Xerox, Paul A
Allaire, was quoted as saying: ‘Those universities that

ignore the quality novenent are failing their
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custoners....Their students are going to cone into a business
world that is very strange to themi (p. 65).
In his article Total Quality Education?, Bonser (1992)

presented his thesis that colleges and universities
experienced a significant cultural change in the |ate 1960s
and they are now engaged in another dramatic shift due to the
external environment. Bonser submtted that due to
reductions in state and federal funding support and
denographic shifts, “Public institutions will find it ever
nore difficult to conpete with other public priorities. Many
of our private universities will find their very survival
t hreatened by soaring costs and falling enrollnents” (p.
506) .

Common vi ews about the “customer” at nost universities
are descri bed:

The primacy of the customer is not a phil osophy

that is common in nost universities. They are, of

course, aware of their constituencies, but thinking

of students, legislators, alumi, taxpayers, or

research contractors as custoners is a foreign (and

sonetimes offensive) concept to nost faculty and

staff. Thinking of thenselves as both custoners
and suppliers is even nore foreign. (p. 508)

Froiland (1993) discussed that TQMin busi ness school s
was resulting in both change and resistance. Regarding the

| atter he observed
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In fact, sone of the basic tenets of quality-

i nprovenent efforts generate considerabl e
controversy anong faculty nenbers. Take a
relatively straightforward exercise: defining your
custonmer. ‘Traditionally in academa we didn't
even define the custoner...Ils it the student, the
parent, the community, the future enployer? |
recall one faculty neeting in which we used the
word custoner instead of student. Sone people
becane unglued. W were not selling a product. W
said we were selling a product. They said we are
not selling a product; we are educating.’ (p. 56)

As has been nentioned earlier in this literature review,
qgquality principles need not be applied to an entire school
system district or institution. Dougherty (1992) rel ated
that TQM princi ples may be hel pful in an academc library
setting, especially because of the “current financi al
straits” many libraries are in (p. 3).

The University of Tennessee at Knoxville inplenmented TQMU
principles in its Career Services Departnent (Mhoney, Boyd,
G eenberg, Msch, & Sylvester, 1993). Prior to a canpus
recruiting event, a teamwas created to devel op ways to
maxi m ze the interview ng opportunities for students. 1In the
course of neetings established to manage the effort, with
regard to its particular career services effort, the custoner
was identified by the team

We began with the obvious categories of “students”

and “enpl oyers” but were soon working wth many

smaller units. Students broke down into current

users (alumi, intern candidates, non-registrants);
enpl oyers into main contact, recruiter, and |line
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manager. W added academ c departnents, spouses of
candi dates, parents of candi dates, and even
roommat es or housemates. (Cbviously sone of these
popul ations are nore closely tied to the interview
sign-up process than others, but the initial step
was to define all custonmers. (p. 40)

Donna E. Shalala, the Secretary of the U.S. Departnent
of Health and Human Services, described TQMefforts at the
Uni versity of Wsconsin where she was al so a forner professor
of Political Science and Chancellor. 1In an article TQM

Applications in Education, Shalala (1993) wote that after

appl ying TQM princi ples at Wsconsin, K-12 and secondary

school s were defined as suppliers:

W' re keeping a close eye on the use of TQW
principles in K-12 settings too. For exanple, in
one K-12 district, third graders now spend a nonth
refining, correcting, and anal yzing a single essay
until it is letter-perfect, instead of producing a
dozen sl oppy, inadequate efforts. They are
directing their own |earning, not just shoving
papers marked with teachers’ criticisns into their
desks. They are learning to think. Each one is
expected to excel, even the slowest |earners. W
fail our |east advantaged students nost by not
expecting themto soar. W funnel themoff into
dead-end cl asses and save our dreans for others.
What better way can we reach these students than
with systens that tell them “You can do this. And
| won’t stop until | find a way to help you?” (p.
7)

Sherr and Lozier (1991) submtted that the TQM approach

is consistent with higher education and suggested that there



are many commonal ti es between busi ness and educati on

practices:

Adopt i ng managenent concepts and practices

devel oped in the business world is not newto

hi gher education. Exanples include the
establishment of nmultiple |evels of managenent
(supervision) and a formal chain of conmmand; the
generation of many fornms, reports, and data, nmany
of which go unused; the inplenentation of multiple
checks an approval s (inspections); the use of

el aborate formal eval uations that frequently have
no constructive basis; the encouragenent of
conpetitive bidding that often results in

i nexpensive (not to say cheap) material s but
frequently increases total costs; and the
institution of el aborate planning systens that
often do not work well in setting direction,

all ocating resources, or both. These practices
have been | argely unsuccessful in achieving their
desi gned objectives in the corporate world and are
sone of the reasons why many U.S. businesses are
not conpeting adequately in today’'s gl obal econony.
An alternative to many of these nmanagenent
practices is Total Quality Managenment (TQV. (p. 3)

Thi s overview of Total Quality Managenent applications
in education has reveal ed that although utilizing TQMin
educati onal environnents has becone nore prevalent in the

literature and nore popular in practice, resistance is
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form dabl e, and debate is evidenced in al nost every instance.

Most faculties, with the possible exception of those in
schools with cl ose contacts, sponsorship or other relations
wi th the business conmmunity vigorously object even to using
the word “custoner” as a replacenent for “students” or

“constituents.”
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Preval ent thenes nmake cl ear an uncertainty as to who the
custoner for education is, and whether the enpl oynent of
total quality principles really applies. Nevertheless, data
are increasing. Several successful inplenmentations suggest
that either resistance and failure or success and
i nprovenents can occur. It appears that nuch depends on the
“quality” of the particular quality program s inplenentation
and the willingness of participants to whol eheartedly utilize

TQM practi ces.

Sunmmary of The Review of the Literature

The preceding review of the literature explai ned how
education, training and human resource devel opnent energed
and what current driving forces are affecting academ c and
practitioner issues in these areas. For thousands of years,
human ki nd passed know edge from parent to child, skilled
craftsperson to apprentice and by other neans characteri zed
t oday as on-the-job training.

As the world devel oped technol ogi es, industrialized
nati ons energed and created needs for mllions of skilled
engi neers, mechani cs, production personnel, operators and
| aborers. Wile the reality of many jobs reflected an
at nosphere of drudgery, each individual anong | egions of
workers had to acquire skills to neet the demands of a new

production oriented era. The “mnd was a nuscle” that needed
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exercise, it was thought, and so these skills were inparted
in a fashion nmuch like the work itsel f—w th many
repetitions.

As the experience curve with production strategi es grew,
t hi nki ng changed to enphasi ze nanagenent efficiency. After
t he Hawt horne study denonstrated a correl ati on bet ween worker
satisfaction and productivity, satisfaction becane a driving
force in efforts to inprove outputs. Finally, the field of
human resource devel opnent as a | arger nore enconpassi ng
di sci pline came into being.

Today, both theory and practical experience in human
resource devel opnent continue to grow. This is contributing
to a better understandi ng about how hunmans, as resources, can
best be assessed, nurtured, trained and otherw se enployed in
the nost effective ways possible for the enhancenent of
organi zati onal performance. Wile the aforenenti oned nmay
sound as though only organi zations are considered, this is
not the case. Contenporary human resource devel opnent
practices acknow edge, and in fact actively encourage,

i ndividuals to grow as “whol e persons,” to develop their own
careers in a systematic and personally fulfilling way. Anmong
such ideas are those that suggest that the devel opi ng

i ndi vidual strives to achieve greater conpetencies and toward

this end pursues lifelong | earning strategies.
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This review of the literature al so discussed that even
at the highest levels in the U S. Departnents of Education
and Labor, and in the current President’s Adm nistration,
federal executives acknow edge a | egacy of ineffectual reform
efforts. A “crisis” in education that threatens our econony,
and thus our national security and future prospects for
survi val |oons, and new goal s have been set.

An enphasi s on establishing national standards dom nates
t he agenda, yet sone have asked “standards for what
curricul ar outcomes?” The question still remains in the
literature whether traditional core subjects such as Engli sh,
mat h and science need to be taught and tested or whether nore
is needed to inpart practical living and workforce skills.

Ef fective instruction requires teacher conpetence and
enthusiasm and a nurturing |earning environnment. Students
express that they want chall enge and discipline toward goal s
as well as fairness in the application of behavioral rules.

So-called “radical” reformproposals such as those from
Si zer and Brock share a common enphasis in a desire for real -
world applicability. In their view, group |earning
experiences focusing on practical outcones in classroons
shoul d be advocated. Sinultaneously, there is an expectation
that test scores using traditional evaluative neasures wl|l
also result fromstudents’ nore thorough understanding of the

applicability of subject matter.
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Busi ness executives often criticize B-schools for their
di sconnect edness from “what’s really going on out there,” yet
many individuals seemw Illing to involve thenselves in
educational reformpersonally and through their
organi zations. Sone schools fail to nmarket thenselves and
rely on bland m ssion statenents. Students and recruiters
conplain and these institutions tend to fail to exam ne core
organi zational val ue systens, long-standing traditions, or
concepts such as the real-world utilitarian or intrinsic
val ue of “services rendered.”

Quality refornms have swept across the U S. business and
i ndustry | andscape, with nunerous false starts, partial
adoptions and inplenmentation failures. Neverthel ess, nost
organi zations in the private sector have cone to realize that
both in the short- and long-term quality is the essenti al
conpetitive advantage that differentiates one product or
service from anot her

The theories of W Edwards Dem ng, the “godfather of
quality,” are primarily responsible for defining the quality
novenent in the in the U S The inpetus for pursuing such
princi pl es however was conpetition from abroad, especially
that from Japan where the w despread application of Dem ng
quality principles established himas a revered visionary,
and the nation as an econom c success after a conmeback from

the ravages of World Var 11
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Total Quality Managenent, or TQM as these Dem ng
t heories are commonly call ed, enphasize a focus on satisfying
t he custoner; continuous inprovenent; the eval uation,
measur ement and tracki ng of processes and outcones; enpl oyee
participation and human resource devel opnent; and ot her
tenets held to increase organi zati onal performance. Dem ng
bl amed managenent and the way in which systens were
organi zed, rather than attributing failures to people or any
i nherent negative tendencies they may have.

The application of TQM concepts in government contexts
i's being pursued nore vigorously according to federal
governnent reports. Contenporary debate in the literature as
to howto do this in terns of adapting principles to a public
sector environnment is regular, and barriers are often cited.
Anmong them and also on the very top of the list of TQM
principles, a “focus on the custoner,” has caused many public
managers to argue that “the public at large” is too slippery
a definition of “custoner.”

Meanwhi | e, sone public managers advocate that surely
there are useful conponents and ideas expressed in the TQM
phi | osophy, conveying the notion, “continuous inprovenment—
there can’t be anything wong with that.” Despite debate
centering on best-nethods for adapting and adopti ng
principles, public managers fear grow ng demands fromthe

t axpayi ng public, pressure from business, and the deficit as
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wel|l as other fiscal conditions wll necessitate changes to
their approach to managi ng governnment entities.

Educators are discussing quality principles in the
literature frequently, however, many of the sane barriers
cited in governnent adoptions also surface on a routine and
consi stent basis. Even argunents that are pro-TQM are
simlar with respect to citing problemaspects of the issue
such as the confusion that prevails as to “who is our
custonmer.” (Editorially, this author concludes that it
behooves educators to find out.). Mny in academc
environnents question the need for TQMor its applicability
to a service environment, nuch less, to a broad public
servi ce such as educati on.

Several successful inplenmentati ons have generated
reports of significant inprovenents. Yet other efforts have
not worked as well (with the usual conplaints that have
occurred in virtually every environnent, such as top
managenent wasn't truly commtted, principles were “cherry-
pi cked,” etc.).

Adm nistrators often fear the | oss of authority, and
sone faculty resent the very term nol ogy enployed. In
addition, the literature review shows that sone educators are
concerned that “students should be telling themhow to run
their classroons.” Many of these people regard TQM as a

practice that may lead to loss of intellectual freedom
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substituted for servitude. Nevertheless, those who push for
ref orm advocate that decades of ineffectiveness and current
trends in funding for education nean, that changes | eading
toward increased quality and accountability nust occur.

MKi nsey & Conpany’s client, the University of Texas,
perfectly exenplifies the necessity for adjusting to address
criticisnms. The school lost an inportant selling advantage
when it fell fromits Top-20 ranking. The UT exanple as well
as many others in the literature show that while there may be
disparity in agreenent as to “how,” there rarely is
di sagreenent as to “if” change nust occur—nost educators now

clearly see the handwiting on the bl ackboard.



CHAPTER THREE

Met hodol ogy

Rationale for Selection of a Qualitati ve Research Desi gn

Al'though it is recognized that there are conpeting or
per haps conpl enentary research nethods avail able to
scientific investigators, it is still true that quantitative
nmet hods are nost in vogue. This is partly because
quantitative nethods have traditionally been enployed in the
natural sciences, resulting in nunerical findings through the
use of neasurenents and conparisons. The results are viewed
as “hard” evidence. CQualitative research is nore likely to
be found in social science investigation. One way it differs
fromquantitative study is that words are used to describe a
research subject and to render the findings (Ary, Cheser
Jacobs, & Razavieh, 1990).

Many researchers in educati on advocate quantitative
studi es, basing their argunents on the premse that this
approach produces the nost objective scientific evidence.
This evidence is applicable to the devel opnent of theory and

t hus the advancenent of the know edge in the field.

67
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A primary feature of scientific experinmentation is that
studies are repeatable, and thus allow for the reliability of
results to be cross-checked. Scientific studies are also
judged by anot her key feature which is validity; that is,
results may consistently repeat thenselves in additional
experinments (reliability), but the other question is whether
they apply to the situation under observation (validity).

Whi | e reduci ng research variables to nunerica
equi valents for analysis is appealing for the aforenenti oned
reasons, other researchers in the social sciences and in
education assert that the scientific study of human
interaction and systens is not necessarily best served by
guantitative research

For exanple, data collection through the use of a survey
instrument can require great skill and sophistication on the
part of the researcher (Vander Zaden, 1979). Bias can be
i ntroduced sinply by the wording of the questions. Even
t hough data woul d be collected and results woul d be anal yzed
quantitatively, the wording of survey questions requires that
the researcher nake a series of judgnents that cannot be
totally “objective.”

An extension of the above situation would be to suppose
an instance where a valid (bias-free) survey instrunent was
devel oped, yet the adm nistration of the instrunent

i ntroduced bias. This can occur for many reasons, such as
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when a tel ephone surveyor catches the respondent at an
i nconvenient tinme, when the respondent really doesn’'t have an
opi ni on but answers anyway, or when the surveyor creates
variations in meaning due to voice inflections.

Final Iy, when using mathematical notation in a
guantitative study, phenonenon under observation are normally
first expressed in words, then identified nunerically to

conduct the study, and ultimately, inplications are to

varyi ng degrees translated back into words for presentation
to the scholarly and lay comunities.

Qualitative study may therefore be viewed as
advant ageous for social science investigations because of its
di rect approach to study and the subsequent reporting of
inplications, with both operations being conducted in the

“native” |anguage of affected audi ences.

Assunptions of the nethodol ogy.

Nachm as & Nachm as (1981) outline several fundanental
assunptions of science that are “unproved and unprovabl e” (p.
6). One assunption of science in particular, on the
acqui sition of know edge, is inportant in reference to this
research

Know edge is derived fromthe acquisition of

experience. |If science is to tell us anything, it

nust be enpirical; that is, it nust rely on

per ceptions, experience and observati ons.
Perception is a fundanental tenet of the scientific
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approach, and it is achieved through our senses:
“Science assunes that a comuni cation tie between
man and the external universe is naintained through
his own sense inpressions. Know edge is held to be
t he product of one’s own experiences, as facets of
t he physical, biological, and social world play
upon the senses.” (pp. 8-9)

Quantitative researchers nmay mnimze the above
assunption. For this current study, the researcher suggests
t hat whether an observation is recorded in words or nunbers,
it is no less an observation, and is valid as such under the
tenets of the scientific approach. Ironically, the present

research is al so about public perceptions regardi ng education

quality, and under the assunption outlined, it appears
acceptabl e to have percepti ons about the perceptions under
st udy.

The msinterpretation of nunerical findings is just as
easy as the msinterpretation of words. Therefore, this
research al so assunes that a theory is sinply an i dea about
how sonet hi ng works, and that either verbal or nunerica
expression, or both, mght be appropriately applied to
express that theory. Regardless of the formof expression,
the value of theory is inits effort to objectively, and
w thout msinterpretation, render the truth for others to
observe.

There are other possible pitfalls in designing and

i npl enenting quantitative research studies. However, in
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connection with this study, the nost conpelling reason for
using a qualitative nmethodol ogy is that subjective data such
as quality perceptions are the variable(s) of interest.

Wiile it is certainly possible to quantify opinions, as any
political pollster would quickly point out, at sone juncture
a research anal yst has to suggest what the findi ngs nmean and
reach concl usi ons about what the inplications may be.
Interestingly, the political candi dates’ appropriate response
is to attenpt to influence opinion such that a greater nunber
of supporters i s acquired.

This research calls for a simlar analysis in that it
seeks to interpret value judgnments regarding quality in
education. Secondly, these value judgnments pertain to macro
i ssues that have been espoused over a |ong period of tine,
often by debating factions saying the sane things but using
different term nol ogy.

The data presented here are as dynamc as a swirling
school of fishes. It is therefore proposed that there be an
equal ly dynam c attenpt to “catch sone” and derive neani ng
fromthe contents in the net. The research nethodol ogy thus
assunes the appropriateness of an interactive approach to a
| arge anount of existing data which itself is in a state of
fl ux.

As a specific exanple, the literature revi ew shows that

rather than having a solid theoretical base that defines “the
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custonmer,” there is argunent as to whether custoners even
exist in the context of an academ c environnent. |If
education has a custoner, then there is equal confusion as to
who that custoner may be. Wthout a theoretical base, this
research assunes that a “dip-in-the-data” is as good a pl ace
to start as any, and that an attenpt to descri be and anal yze
observations in words first has the potential to be a hel pful
prelude for any future researcher enploying either
guantitative or qualitative approaches.

Rel ati onshi p Between Statenent of the Problem and Data
Col | ect ed

Thi s study design nakes use of abundant existing data
and proposes to synt hesize new know edge fromthese inputs.
Al t hough the design is qualitative, the researcher’s interest
is to study commentary from and about rel evant popul ati ons,
such as students, educators, business executives and so
forth, and to obtain a greater understandi ng of preval ent

Vi ews.

Inferential anal ysis.

Perceptions about the quality of the education system
are widely evidenced both directly and through the use of
inferential strategies. For exanple, the review of the
literature cited the case of McKinsey & Conpany’s work with

the University of Texas. The unhappy student quoted as
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saying ‘1 should have gone to Mchigan,’” didn't have to say,
“because UT's value (quality) was |essened by its fall from

Busi ness Wek’s Top 20 rankings.” The clear inference in

this researcher’s view however is that UT was perceived, by

the student and the corporate recruiters Busi ness Wek

surveyed, as an institution offering | esser val ue anong
conpeting alternatives.

This value is different for the student than for the
corporate recruiter, even though the final destination point
may be the sane. The student wants a quality education to
obtain better prospects for enploynent and the hi ghest
quality job(s) in his or her career path; the recruiter wants
a better field of candidates and to sel ect the highest
quality (nost qualified) enployee(s) for current and future
openi ngs.

This current study proposes to seek inferences fromdata
about affected popul ati ons and their behavioral responses in
order to produce findings that are relevant for explaining
processes involved and to create greater understanding on the

part of educators.

The acceptable trade-off of breadth for depth.

Sone data sources represent views under study with a
| evel of authenticity that nmay be considered equal to an in-

person interview, such as text from speeches, published
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interviews and quotes fromround-table discussions, editorial
letters and commentaries, and published official position
statenments. This study views these data as nost significant
due to their primary nature. As a larger collection, these
are also valuable for analysis to isolate thematic

Vi ewpoi nt s.

Final Iy, although researcher data collection efforts
fromactual field interviews could probably yield deeper
findings, in this current study there are advantages of
breadth of data to offset this circunstance. The researcher
sinply cannot reasonably expect to interview the range of
participants in-person that are accessible in the described
data pool. Further, in-person interviews are likely to be
exploited nore fully in subsequent research by utilizing
findings fromthis current study to identify variabl es
deserving greater attention.

Qualitative Research Design Strengths Relative to the Subject
Under St udy

A qualitative research design offers several strengths
inrelation to the research under study. These include:

1. Gven that the definition of termnology such as
“quality” in the research proposal requires contextual -
speci ficity, an ongoing selective interpretation of data

inputs and findings is necessary.
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2. As was revealed in the review of the literature,
there are such | arge anmounts of data in the macro environment
that the sorting effort to isolate duplicate neani ngs may
make a maj or contribution by reducing variables to rel evant
terns for subsequent research

3. Reducing variables in the macro environnent may al so
have the effect of producing a m cro-nodel of relevant
vari abl es such that the larger systemand its processes can
be nore easily understood.

4. Qualitative research nmethodol ogies are ideally suited
in social science investigations where data and interactions
are dynamc, as the researcher is able to adjust when
necessary to changi ng conditions.

5. Wth many data avail able a systematic effort to
render a textual analysis may yield new concl usive
information as well as suspect-findings for future

i nvestigation.

Met hodol ogy for the Selection of Data Sources

Vast amounts of data were available for this research in
the literature of education, the business nedia, through
gover nment docunents and published journal articles as well
as the popul ar press, but mainly if accessed through search
terns such as reform change or busi ness-education

partnershi ps, and so forth.



76

The availability of data were |imted when terns such as
“education-TQV]” “education-custoner,” or “education-service”
were accessed. The researcher created a “naster database” of

2333 references utilizing End Note Plus conputer software and

its conpani on product End Link. These 2333 records, entered
into the researcher’s own database, were determned to be the
nost rel evant, by association, anong approxi mately 5000
collected reference citations in the initial search. Data
were captured fromonline data bases, CD ROM dat abases, the
Ceorgia State University Library “Ali1” card catal og system
via nodem and i n-person visits, and through a physical search
of periodicals stacks and ot her reference sources.

Over 2500 individual nmagazi nes, and prof essional
journals fromthe researcher’s own collection were al so
reviewed for key words in articles and titles over a period
of nmonths. |In addition, data in news publications such as
the | ocal daily newspaper, business newspapers such as the

Vall Street Journal, and newsletters were coll ected.

Final ly, other sources such as brochures fromtraining
conpani es and associ ati ons, human resources-, training- and
educator-oriented conference papers, proceedi ngs and
announcenents; and brochures, solicitations and ot her
materials fromeducational institutions were coll ected.

Al together, data were collected over a period of two

years, consisting of over 700 research data coll ection hours.
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Processing of data into the researcher’s database required
approximately four nonths and occurred inmediately prior to

witing this thesis.

Met hodol ogy for Data Managenent

The use of conputer database nanagenent strategies
allows the researcher to interface with | arge anounts of data
at any given point, as well as continual accessibility.
Speci al electronic search strategies allow the data to be
mani pul ated and sorted in ways that are far superior to a
paper - bound nmanual system Anong other features, electronic
dat a managenent allows the researcher to find a key word or
phrase in any field throughout the data. For exanple, al
journals referencing “teacher salaries” in the article title,
keywords or abstract could be isolated; an entire database
could be sorted by a series of preferred fields in order such
as by date, volune, nunber, journal nane, and article title.

Researchers currently using el ectronic data nanagenent
nmet hods al ready appreciate such control features. However,
this researcher submts that having these in-house rather at
the university library makes them so nmuch nore accessible
that a new opportunity to “frolic whinsically in the data” is
also created. This interactive data-researcher relationship

has enhanced both this current study and the researcher’s
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appreciation for the future potential of electronically aided
i nvestigation.

Wil e no systemis fool proof, these features have
greatly facilitated this current study by allowing a single
record to be quickly found anong the 2333 records on the
dat abase. Thus, if data were collected pertaining to a
particul ar piece of information, electronic indexing and
accessing assures the likelihood that the full potential of

the information will be utilized.

Met hodol ogy for Data Anal ysis

Quantitative studies are designed to identify
i ndependent and dependent variabl es and study
interrel ati onshi ps between these under strictly controlled
conditions. Because findings are nunber-dependent and
consi st of neasures and counts derived fromthe data, data
coll ection necessarily precedes analysis. Qualitative
studi es all ow anal ysis and t he subsequent rendering of
findings to occur both during and preceding data collection.
Data are processed constantly as they are bei ng gat hered.

Qualitative researchers assert that there is no way to
be totally objective and not influenced by values. No nmatter
how i ntense the effort to be “scientifically objective,” the
very choi ce of subject, nethodol ogy, and interpretations

i nvol ved in any study denonstrate researchers’ judgnents are
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inextricably tied to their own | evel of understandi ng and

val ue systens. Therefore, when utilizing a qualitative

met hodol ogy, certain procedures and conditions differing from
a quantitative study are enpl oyed.

1. Rather than attenpting to renove the context of
situational human experiences (to isolate variables for
quantitative anal ysis), context is considered inseparable
fromenvironnmental influences such as social, cultural
econom c and political conditions. As such, the qualitative
study of the human experience considers circunstances as a
whol e and docunents these in as thorough a manner as possible
to create an audit trail for future researchers.

2. In order to establish that data are dependabl e
(anal ogous to reliable in a quantitative study),
triangulation is utilized whereby nmultiple sources,
col l ection procedures and ot her net hods provi de cross-checks.

3. Analysis begins imediately and is a conti nual
process that is refined and revised as new i nformati on and
experi ences becone avail abl e.

4. Additional questions and hypot heses are created as
new data are added to the study.

5. Breadth and depth of the study increase as data are
col l ected and processed.

6. Trends energe as data are gathered and processed

resulting in the gradual identification and refinenment of
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categories, thenes and other commonalties reported in the

fi ndi ngs.

Techni cal description of methodol ogy paraneters.

The technical paraneters of this current study can be
summari zed as follows: A social science investigation
utilizing a qualitative nethodol ogy to conduct a conpl ex
el ectronicall y-ai ded i nductive analysis of primry and
secondary sources to result in the synthesis of new theory

and know edge.

Researcher Note: Educati onal Research or Market Research?

The literature review reveal ed that in one sense private
sector investnent in corporate education and training poses a
conpetitive supplantation of the traditional role of
educators. Dollars spent on internal training and
educational delivery systens m ght otherw se have been spent
on public educati on.

W despread dissatisfaction anong cor porate managenent s
with the education systemis perfornmance is al so evident.

Wth these conditions as givens, the nmarket researcher would
concl ude that even if no corporate nessenger visited a school
and said “we’re unhappy and we’re taking our business in-

house,” the message has neverthel ess been conveyed.
The mar ket researcher al so knows from experience that

when the flow of noney is directed el sewhere or otherw se
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stops, that action itself delivers inplicit nmessages; such
as, greater satisfaction is being sought and probably
obt ai ned el sewhere; the original need no | onger exists; the
cost for satisfying the need is perceived to be greater than
the satisfaction (value) received; the need nmay decrease,
increase or renmain the same but the availability of
consuners’ funds may be exhaust ed.

Beyond these there can be a plethora of reasons, in
addition to the possibility that reasons may al so overl ap.
Regar dl ess, the market researcher’s ultimate conclusion is
that the offering is in sone way unsatisfactory as presented,
relative to consuners’ needs.

Lest “needs” should seem an abrupt summary for al
possi bl e conti ngencies, in the conceptual framework of
contenporary marketing theory, marketing is sinply the
process whereby needs are found and filled. As such, al
consuner needs are satisfied through a conbination of
product, price, place and pronotion. This matrix differs
substantially fromwhat nost people understand, and is far
nore sophi sticated than the widely held but erroneous
definition of marketing as “selling” or “advertising.”

Product is synonynous with service and in every case
refers to need-fulfilling utility.

Price neans dollars and their availability, but also

other trade-offs such as tine and conveni ence.
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Pl ace neans where products are acquired, but it also
neans the entire delivery nmechanism(e.g., the literature of
education refers to distance education as an alternative
delivery system). In a related context, Bartz and Cal abrese
(1991) define a delivery systemas a classroominstructiona
delivery nmethod such as expository teaching vs. discussion
gr oups.

Pronotion nmeans creating not just awareness of a
solution to a consuner need, but also interest and finally
the action necessary on the part of the consuner to satisfy
t hat need.

These four variables are al so known in abbreviated form
as the “Four Ps” of marketing. In sum this matrice of Ps
can also be referred to as the market “offering.” O ferings
are subject to four broad external influences. These are the
soci al, economc, |legal, and conpetitive environnents.

The research under study could certainly be called
educational research. It is about education and it was
concei ved to provide underpinnings for the devel opnent of
theory as well as to make a contribution of know edge to the
scholarly comunity. However, given the review of
fundanment al marketing concepts presented, this research could
al so be easily characterized as “marketing research about

education.”
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The market researcher’s version of the same questions
posed woul d not necessarily differ in neaning fromthe
guestions already presented and franed fromthe educati onal
researcher’s vantage point: The question “Wat is society’s
purpose for the education system the ‘Three Rs,’ skills-
based training, or both?” becones, fromthe market
researcher’s vantage point, “What is the societa
(product/service) need that the educati on system shoul d
fulfill, the *Three Rs,’ skills-based training or both?”

Rel ative to the creation of additional theory and
understanding this current study is designed to produce, the
researcher suggests that the characterizations, “market
research about education,” or “educational research about
fulfilling societal needs,” are equally rel evant and
functional. In either context, the objective of rendering
significant findings of benefit to educators remains the

sane.
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SECTION 11

| nt r oducti on

Section Il, conprised of chapters 4 through 6, reviews
the findings fromthis study. The guiding questions that
were established earlier are repeated here for reader
conveni ence. These research findings are organi zed utilizing
a straightforward schenmata relative to the objectives and
gui di ng questions established in chapter 1. For purposes of
organi zational sinplicity as well as reader convenience,
findings are rendered in the order questions were originally
posed. Meanwhile, those additional findings that have arisen
due to the energent nature of qualitative research are framed
and reported in the context of the guiding questions which
have served as anchors in this investigation.

Each of the follow ng chapters will clearly indicate to
whi ch question the reported findings correspond:

1. What is society’ s purpose for the education system
The “Three Rs,” skills-based training or both?

2. |If both education and training, where are the |ines
to be drawn between public and private roles and

responsibilities?



3. How do perceptions, inmage, identity and reality
affect views of education quality anong vari ous

consti tuenci es?

86



CHAPTER FOUR

Defining the Purpose of Education

The qguidi ng question posed: Wiat is society’ s purpose

for the education system The “Three Rs,” skills-based

training or both?

Fi ndi ngs denonstrate: Societal demands for the

educational systeminclude both “The three Rs” and skill s-
based trai ning. Depending on what constituency is
representing views, the nature of demand varies. Both
awar eness and response on the part of educators varies as

wel | .

Def i ni ng Pur pose

Bl oom and Pear|l (1994) wote: *“Unquestionably, one of
the nost critical purposes of school, regardl ess of one’s
under | yi ng phil osophy, is to prepare students so that they
may be productive nmenbers of society” (p. 10). Busse (1992)
di scussed what enpl oyers want fromworkers in a new gl oba

mar ket pl ace:
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It used to be that American conpanies were
perfectly content with workers that showed up for
work on time, knew their place and did what they
were told. Now, as the United States finds itself
losing its edge in the world marketpl ace, enpl oyers
are rethinking the assenbly |ine approach to
managenent. In the *90s, enployees still need the
old “basic skills”"—reading, witing and

arithmeti c—but those alone will not suffice
anynore. Enployers now say workers need self-

confi dence, fresh ideas and good manners pl us
techni cal know edge. They al so need to be team

pl ayers, effective communicators, good |isteners,
qui ck thinkers and willing |earners. Al though they
may be willing to provide on-the-job training,

enpl oyers expect job candidates to possess at | east
sone of these characteristics when they enter the
wor kf orce. Educators nust do their part to teach

t hese new enpl oyability skills to students. (p. 24)

Case- 1 n-Point: Business Schools and Views from | ndustry

Dat a have been reviewed at every level of schooling and
t he researcher suggests that coverage nay be best achi eved by
enphasi zi ng one |l evel of schooling in a nore thorough case-
i n-poi nt discussion of the issue of “education, skills, or
both?” An entire and in-depth treatnment of the issue
addressing all levels of schooling and peripherally rel ated
topi cs such as school -to-work transitions, apprenticeships,
voc-ed prograns, transfer of training theories, and so forth,
woul d necessarily require many vol unmes and extend beyond the
scope of this present study.

The sel ection of business schools as the exanple for
illustration purposes in this study seens to be an

appropriate choice since they adm nister the “termnal”
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degree prograns for many econom cal |y successful individuals.
Wi | e high schools also issue the “term nal degree” for many
i ndividuals, stopping formal education upon conpletion of
that credential is generally recognized as | ess desirable

t han continuing on to higher education. Future researchers
m ght benefit however from sel ecting other |evels of
schooling and i ssues to address in the event they find

t hensel ves simlarly overwhel med by the vol une of avail able
dat a.

In an article in Training Gordon (1991) wote

Wth training, as opposed to education, you always
ask: What, exactly, is it for? And when | ask

t hat question about the business comunity’s agenda
for inproving the schools, here’s the answer | get:
It’s not about readi ng newspapers or recogni zi ng
continents at all. [It’s about getting the school
systemto behave as if the one thing that matters
about children is their value to the conpanies
they’'re going to work for after we’ve finished
schooling them ... The business comunity openly
regards the shortcom ngs of the schools as a glitch
in one of the feeder systens that supplies it with
raw materials. Over the |ast decade, we’ve becone
accustoned to hearing business | eaders speak

wi t hout enbarrassnent about the unacceptabl e
“products” energing fromthe educational pipeline
and pouring into their hiring offices. Like a
subcontractor who ships faulty car radios to an

aut onobi | e assenbly plant, the schools have a
quality control problem (p. 8)

A conparative study of gaps in expectations between
i ndustry respondents (Fortune 500 personnel managers) and

busi ness school deans and program nmanagers suggests that
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students may be conpleting courses in rel evant subjects but
may not be devel oping practical skills (Lew s & Ducharne,
1990) .

Anot her study conducted to neasure student and
manageri al curriculum preferences found that “students and
managers, capable of judging the degree of rel evance, seened
to prefer directly relevant, applications-oriented courses
over nore esoteric, theoretical explorations” (Stevens &
Kohl, 1990, p. 21).

Ai ken, Martin, and Paolillo (1994) reported outcones
fromtwo advi sory boards about the perceptions of senior
cor porate executives regarding skills needed by business
school graduates. Eighteen curriculum areas were neasured
and authors determned “The ability to communi cate and get
along with others is perhaps the nost inportant skill for
graduati ng busi ness students” (p. 160). They al so reported
“Practical business know edge is valued nore than theoretical
know edge” (p. 161).

Anot her study of human resource nmanagers by Ray,
Stallard and Hunt (1994) also resulted in comunication
skills being ranked nunber one anong a list of twenty-four
hiring criteria. Authors discussed their review of
literature showed this to be a common thene: “The nost
preval ent theme enconpasses conmmuni cation skills, evidenced

by the applicant’s witten credentials and by oral
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conmuni cation during enploynment interviews. O her thenes
i ncl ude human rel ations skills, problemsolving skills, and
wor k experience” (p. 140).

In an article citing the common features of business and

uni versity chall enges, Christensen and Philbrick (1993) wote

Wher eas busi ness has been criticized [in reference
to authors’ opening remarks describing a decline
during the 1970s and 1980s]for its purported
deterioration, U S. business schools have been
criticized for failure to understand and aid in

sol ving today’'s business problens. Recently, nmany
school s have been heral ded for their efforts to
revise curriculuns, teaching nmethods, and reward
structures so as to better prepare students for the
chal | enges of the changi ng busi ness environnent.

If U S. businesses and universities are to prosper,
it is urgent that they respond to the changi ng
environnent. (p. 6)

I rel and, Ransower and Carini (1994) suggested that
busi ness school s shoul d provide skills (researcher note:

providing skills is training): “The challenge to Arerica’ s

busi ness schools is the sane now as it always has been;
nanely, to offer students a rigorous and relevant (i.e.,
practical) education that wll provide themwth the skills
required to work productively and achi eve success” (p. 190).

Spi nks (1989), in an article, Internship: Real world 101

concl uded

I nt ernshi ps appear to be a practical renedy for
academ c isolation in the business arena. The
i nteraction between enpl oyers and schools w ||
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informuniversity staff of the know edge and skills
students need to enter the business world
successfully. CQurricula can be fine tuned to match
enpl oyers’ needs and the result will be better
qgqualified graduates for the business comunity to
hire. (p. 17)

Aranoff (1989) outlined strategies for teaching business
comuni cation skills to community col |l ege students, citing
t he wi despread awareness of their inportance for effective
managenent. Aranoff also referred to a need for
conmuni cations training in community coll ege business
pr ogr ans

Books about successful contenporary business

| eaders |i ke Lee laccoca, Donald Trump, H Ross

Perot, and Mary Kay are filled with stories about

their talents for comunicating and negoti ating

effectively and for notivating their personnel.

These out standing individuals may have a natural

gift for communicating effectively, but effective

conmuni cation can be taught. Community coll eges

must find a place for such training in their
busi ness prograns. (p. 53)

Fi ndi ngs suggest that both business schools and industry
clearly recogni ze the need for students’ exposure to
t heoretical foundations but they also viewreal world
applicability as a necessary thrust of the acadeny. The
| atter nmeans training which enphasizes an end product (a

skill ed and workforce-ready student) whereas the forner
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i ndi cates education in its traditional role of contributing
to know edge as its term nal objective.

Many busi ness school s conpete with clains pronoting that
their prograns are intensely practical and thus offer high

val ue for both enployers and students.

Rol es and reward systens.

Many gaps exi st between enpl oyer perceptions and those
of the acadeny as to how to best acconplish this. Faculty
are harshly criticized for an over enphasis on theory and an
under enphasis on the practical, despite clains to the
contrary their institutions may mnake.

However, faculty authors describing their position often
refer to the need to change reward systens and to redirect
institutionally established enphasis on research
productivity. A so problematic is that some institutions
create a “two-faced” systemwhereby officials glad-hand the
busi ness comunity and tal k about service, cooperation and
partnerships only to return to the school and deliver
adnoni tory nmessages to faculty for |ack of scholarly output.
Inplicit an any reward systemis its inverse, a punishnent,
or the null-reward.

The traditional three-legged m ssion statenent of
universities is teaching, research and service. 1In the

i nverse view, the faculty nmenber who enphasi zes busi ness
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community interaction, i.e., service, and teaching (the two
other |legs), over research and witing is often punished for
t hese behaviors with consequences affecting tenure, job
security, the social acceptance of colleagues and future
potential for advancenent in the ranks of academ a.

The vita of a faculty candidate therefore nust be filled
with evidence of scholarly productivity which could tend to
m ni m ze teachi ng excel |l ence and business experience. This
nmeans, in many instances, those who researched and wote
about business as schol arly observers, never having actually
participated, are rewarded the job of teaching sonething
they've “read all about” but not done thensel ves.

In order to effect the “de-installation” of present
reward and puni shnment systens, alternative job eval uation
criteria would need to be devel oped. Pathing to tenure would
necessarily be reconfigured to allow for other enphases. To
measure conparative productivity, a system of equivalents
utilizing conmmon denom nators such as tinme, effort and
results gained through the pursuit of other bona fide
activities would be enpl oyed.

An exanpl e of one such configuration for business school
faculty suggested by the data and proposed by this researcher
foll ows:

1. Teaching track: Devotion of primary (perhaps

exclusive) effort to creating effective student |earning
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experiences; coordinating the inputs and opportunities
arising fromresearch and service track col | eagues.

2. Research track: The traditional track enphasizi ng

research and scholarly publishing with a redirected interest
such that a target anmount of practical studies are
coordi nated with the business community.

3. Service track: Acknow edges an institutional interest

in participating in the business comunity, such as by
arrangi ng internshi ps, matchmaki ng of student and faculty
sponsorships (e.g., nmentors), rendering consulting services,
pr of essi onal association commttee service, and fostering

revenue or other support-producing |inkages.

Fi fteen prescriptive suggestions.

“Ildeally, a delivery systemis conposed of nultiple
appr oaches such as case studies, role plays, simulations,
smal | group di scussions, managenent ganes, in-basket
activities, and conputer-assisted instruction” (Bartz &

Cal abrese, 1991, p. 147). Wthin the context of delivery
systens or perhaps in addition to those Bartz and Cal abrese
suggest, other approaches nay be effective. As a broad
prescription, activities tied to hands-on interaction with

t he business conmmunity would aid transfer to the workpl ace.



Findings as well as the review of literature show that

another area in need of attention is the reform of
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traditional evaluative strategies. Sornunen (1994) observed

Despite the fact that American students are anong
the nost tested in the world, educators are often

charged with failure to devel op productive

assessnment and accountability systens. Mvenent
froma testing culture to an assessnent culture is
at the heart of the thrust for educational reform

Aut henti c assessnment, assessing activities in a

context simlar to that encountered in real life,

has resulted in an increased interest in
nontraditional ways to assess student | earning.

fact, novenent away from one aggregate score to the
nmeasurenent of many different kinds of ability is
expected in sone states, and nmandated in others.

Clearly, any action plan for business education

into the year 2000 will, of necessity, include new

fornms of assessnent. (p. 8)

Several prescriptive neasures have becone evi denced

and/or inplicit in the findings. Many of these are
suggesti ve of changes to enhance the integration and
eval uation of applied |learning into curricular and

institutional outcones. A brief list mght include:

1. Regul ar guest speaker engagenents w th individual

experts but also with teans; possible configurations may be a

corporate manager, a supplier to the corporation and a
customer who are all willing to share insights about the

dynam cs of their relationship or; an internal quality team

consi sting of engineering, production, marketing and

adm ni strative representatives to explain their processes.
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2. Roundt abl e di scussions with panels conprised of
i ndustry experts and observers.

3. Faculty arranged nentoring prograns facilitating the
pairing of students w th business nmanagers.

4. Entrepreneurial assignments, wherein conplete
busi ness pl ans are devel oped and a panel of venture capital
and financial practitioners provide interimguidance and
final eval uations.

5. Field visits to association neetings; trips to
manuf acturing, distribution, and admnistrative facilities.
Arranged visits to CPA firnms, ad agencies, law firnms, and
ot her professional offices.

6. Creation of “live” presentations about “real issues,”
requiring proposal witing, preparation of graphic
comuni cati on devi ces and delivery before business nanagers
and deci sion nmakers normally involved in such processes.

7. Portfolio devel opnent as a conplinment to or
substitution for paper and pencil tests; termnal portfolio
devel opnent prograns including “portfolio” fairs involving
t he busi ness comunity.

8. Professional-level witing assignnments geared toward
publ i shabl e topics rendered in acceptable editorial
subm ssion formats, not school style guides.

9. “Live” career devel opnent assignnents including

experiences in résune witing, contact nanagenent,
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interview ng, enploynent agreenents, financial analysis of
val ue received by both parties, negotiation of proposals and
i ndependent contractor agreenments, and personal financial

pl anni ng. These shoul d be supervised by subject matter
experts such as outplacenent, HRM [|egal and accounting
practitioners.

10. Altering the mx of traditional internship prograns
to include several experiences rather than one cul mnating
experience (usually positioned at the end of academc
prograns) .

11. “Real” assignnents specific to topics in program
tracks: For exanple, witing and review of a personnel policy
manual , devel opi ng a nmarketing canpaign, drafting an annua
report conducting a focus group, or admnistering a survey in
a corporate sponsor/beneficiary relationship.

12. Wilization of contenporary technol ogi es and
instruments including far nore software exposure than what is
typically found in business schools, where usually, only
accounting course materials are shipped in text and software
bundl es. A suggested wel | -rounded conputer applications-
oriented curricula mght integrate statistical, word
processi ng, spreadsheet, desktop publishing/presentation,
dat abase, accounting, and contact/tinme rmanagenent software

proficiencies into program outcones.
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13. The possible restructuring of entire prograns by
nodel i ng cooperative educati on and apprenticeship
nmet hodol ogi es and professional |icensure prograns such as
residencies currently applied in health care settings.

14. The integration of business community executives
into the faculty wth instructor selection criteria
enphasi zi ng busi ness acconpl i shnment as an acceptabl e
substitute for termnal and perhaps graduate or other
academ c credentials (assunes if an executive created a
billion dollar organization—w th or w thout advanced
academ c credential s—that executive acquired equival ent
conpetencies are worthy of sharing with students).

15. Establishing other eval uative neasures, including
t he exam nation of assunptions pertaining to standardi zed
tests adm ni stered at adm ssions, interimand post program
intervals. Reliance on GQVAT scores, unless correlated to
known and validated criterion for job success (rather than
school success) cannot be used as conclusive, relative to the
ultimate objective of job success. Conpetencies for specific
occupati ons shoul d be considered and industry vali dated
selection criteria for such positions should be incorporated
into the academ c sel ection and eval uative processes.

As an exanple, to obtain greater “communication” skills

as an academ c outcone, a greater enphasis on the possession
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or ability to acquire such skills through the program
treatnments shoul d be devel oped.

In using such a strategy, entrance, interimand term nal
eval uati ve nmeasures of conpetency for such comunication
skills would necessarily follow UWilizing termnal industry
conpetenci es woul d al so necessitate that traditional GVAT and
grade criteria used as entrance requirenents be adjusted to

t ake advantage of a greater range of predictive strategies.



CHAPTER FI VE

Public Verses Private Roles and Responsibilities

The gui di ng questi on posed: |If both educati on and

training, where are the lines to be drawn between public and

private roles and responsibilities?

Fi ndi ngs denonstrate: If a return on investnent can be

assured, public and private sector willingness to participate
beconmes correspondi ngly open-ended. Fromthe vantage poi nt
that education is a governnent service, and educators are
remunerated for their work on an individual basis, a
transaction of |egal tender |eaves explicit and authentic

evi dence which indicates that a custoner exists.
Constituencies that are financially tied to supporting

education are therefore, by definition, custoners.

Value as a Self-Sustaining Justification

Private sector entities are nore than willing to support
both education and training. The essential determnant as to

what extent such willingness applies is whether or not val ue

101
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is returned such that productivity gains can justify the
costs.
The results of a poll on worker training conducted by

Nation's Business indicated that 70% of respondents held that

the federal governnment should offer tax breaks rather than
mandati ng spending and installing its own proposed prograns.
Many responses to questions relating to specific neasures

t hat shoul d be used by the governnent were close, such as
“Shoul d every Anerican have the right to borrow federal funds
for college?” However, the results seenmed to indicate
greater confidence in private sector capabilities to answer
the need for creating a highly trained workforce (Szabo,

1993, p. 85).

The public contribution in a denocracy is to assure that
training and education are provided with efficiency, equality
and fairness and to adm ni ster prograns fostering access,
diversity and other attributes affecting value for al
citizens.

| nasmuch as bot h knowl edge and skills nust be nade
available for cultures and civilizations to progress, the
obvi ous public sector role is to foster a broad intellectua
agenda as well as fulfill societal skills- and productivity
needs.

Wiile many in the U S public are generally supportive

of scholarly research and scientific mssions, when |inkages
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between the theoretical and practical are established

i nvestnents are considered far nore affordabl e.

Mbodel s to go by.

For educators, an exam nation of the practices of |arge
private sector investors in R & D, such as AT&T Bel
Laboratories, may provide hel pful nodels. 1In these
envi ronnents science is pursued for practical applications’
sake, but with a realization that to get marketabl e products,
wor k rmust al so be conducted to create new know edge. Costs
for the new know edge are “rolled-in” to overall costs for
supporting the lab, all of which nust be eventually paid for
fromthe revenues generated by the nore useful ideas that
ener ge.

To describe another nodel, it may al so be hel pful to
identify that many universities already pursue research
contracts from governnent entities such as the U S
Departnment of Defense. Through these, the ultimate intent of
practicality is evidenced by the research sponsor.

The process normally involves the sponsoring entity’s
circulation of an RFP (request for proposal) to which the
research scholar(s) and institution(s) respond. The RFP
specifies paraneters and desired outconmes and seeks evi dence

that these can be achieved. Al so, responses to RFPs are used
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to determne what the research will cost fromvarious
conpeting suppliers.

The findings fromthis study suggest that numnerous
private and public sector entities are swanped w th probl ens
such that they would be susceptible to an i nverse process,
wher eby research scholars would identify a probl em beforehand
and seek research sponsors that would benefit from having the
probl em resol ved. Many such problens in the business
community, for exanple, are financially burdensone and worth
not only sponsorship dollars but other support (e.g., data
processing, admnistrative and staffing assistance) if they
can be renedi ed.

The nodel requires a proactive rather than a reactive
posture to the creation of research opportunities and a
bl endi ng of scholarly and applications oriented phil osophies.
Wil e the aforenmentioned “bl endi ng” nmay be objectionable to
the traditionalist scholar, it is inportant to reiterate
findings reviewed earlier which clearly indicate a societal
desire for both outputs fromthe educati on comunity.

Wth respect to funding education specifically, the same
paraneters outlined for private sector wllingness to support
education and training apply to public sector wllingness.
That is, value must be returned and outconmes such as econom c

stability, enployability, an increasing standard of Iiving
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and the joys of learning can justify the taxation and ot her

costs i ncurred.

Benefits versus features.

Fi ndi ngs show that educators need to offer answers to
problens in order to garner support. For exanple, students
attend coll ege verbalizing attraction to a specific degree

program but a recent attitude survey in the Chronicle of

H gher Education reporting reasons to go to college found

t hat al nost 80% of respondents said they nmake choices “to be
able to get a better job.” This was concurrently the nunber
one reason anong those given for attending coll ege
(“Attitudes,” 1993, p. 15).

In the preceding situation, the educator who is
recruiting students mght wish to recogni ze the useful ness of
enphasi zing the inplicit benefit of enployability gained from
a programin addition to the rewards of |earning. Mny
cat al ogs however say little about the practical applicability
of prograns and sinply list the “nane and course nunbers”
(feature) acconpanying the degree conferred. Based on the
attitude survey’' s data—fromthe prospective student’s
vant age poi nt—such an om ssion nmay not provi de enough
reasons to apply.

This researcher regularly sees television advertisenents

fromone highly financially successful independent
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institution, DeVry, apparently using such appeals very
effectively, judging fromthe duration and frequency of the
canpai gn.
Advertisenents aired in Atlanta al so pronote the benefit
of the institution as one with a nunber of other |ocations
t hr oughout the United States (e.g., in the event a job
transfer affected a student in the mddle of a programthey
m ght continue fromanother |ocation). DeVry's ads feature a
series of “slice of life” testinonial appeals in which
graduates endorse to the effect, “lI graduated and got this
great job at NASA telling everyone how to | aunch conputer
controlled mssiles and plan intergal actic space m ssions.”
To the extent that educators can denonstrate that an
academ c process is causal to obtaining valuable benefits for
its constituencies, funding demands can |ikew se be
justified. Value is manipul ated by maki ng adjustnents in the
Four Ps matrix to arrive at an offering that fills the need.
G ven these pieces, findings show that educators mnust
create value in order to enjoy support. Conversely, the
wi dely recogni zed | ack of support, criticisnms and
di ssati sfaction voi ced by the public suggest a clear |ack of
val ue recei ved and/ or perceived fromthe educati on system
Quality concepts often provoke confusion as to the
nature and neani ng of “value.” Marketing theories suggest

that the offering with the greatest value (the nost desirable
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m x of the Four Ps relative to consuners’ needs) correl ates
to greatest quality. The offering with the |east val ue

correlates to least quality.

Education’s “custoner” and service.

Capl e (1994) spoke of the dangers of adapting any
“particular nodel” (in reference to TQW too quickly: “But,
what public does hi gher education and student affairs serve
and, therefore, who really is our custoner?’; “Wat nakes the
| earning we hel p students achi eve becone a | arger
contribution to society? |Is this a service?” (p. 3).

O hers are nore certain that education has custoners.
Ewell (1993) wote about service, the word “custoner,” and

t he debate over term nol ogy

Serving custoners. At few points in the Total

Qual ity conversation does discussion becone so
heated as around the word “custoner.” Partly, of
course, this is because the termitself vividly
signals TQ commercial origins. Mre subtly, it is
because know edge “in service” to anyone—what ever
their |label—directly threatens the acadeny’s core
nyth of independent inquiry, conducted on its own
terms and for its own sake. Particularly when
applied to instruction, the termal so suggests a
surrender of expertise and authority by those
assuned to have both, to parties who by definition
are unaware of what they do not know. As the

| atter point suggests, it is when the term
“custoner” gets applied to students that things get
sticky. In sone cases, certainly, the |abel
applies perfectly. Students are the direct
custoners of such canpus services as parking, food
services, registration or the library. As
consunmers with particular wants and neans, they
(and their parents) also make the initial “purchase
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deci sion” about which college to attend or whet her
to attend at all, and they will continue to nake
such choices as long as they are enrolled. (p. 54)

Peter McE. Buchanon (1994), President of the Council for
t he Advancenent and Support of Education, wote: “As | see
it, alumi will remain the crucial source of support for
school s, colleges and universities” (p. 23).

Therefore, this researcher would add: The statenent
regarding Ewell’s assessnent, “and they will continue to nake
such choices so long as they are enrolled,” although
accurate, is inconplete.

Consuners w || make choi ces as alumi and future hol ders
of community | eadership positions. We unto the devel opnent
office that starts its relationship after graduation (the
current practice). These present devel opment efforts seem
primtive and unsophisticated. Such devel opnent efforts
m ght profitably be revised to recognize that the
rel ationship starts even prior to adm ssion, rather than
after graduation. Only by ensuring and nurturing a positive
relationship in all phases of the association between student
and school, before, during, and after attendance can students
be expected to feel and act truly philanthropic |ater on.

Findings indicate that witers in the literature who are
affiliated with business schools seemto have | east

difficulty with accepting customer concepts, even if they



| anent they are | ess adept at applying these concepts than
t hey shoul d be.

“Anmeri can busi nesses and busi ness school s have been
criticized for being unresponsive to foreign and donestic
conpetition as well as the rapidly changi ng needs and
expectations of their custoners” (Christensen & Phil brick,

1993, p. 6). Ireland, et al, (1994) wote

Bot h busi ness firns and busi ness schools are
chal | enged to provide val uable services to
custoners. For business schools, a key chall enge
is to equip students (one inportant custoner) with
the skills they need to be hired and val ued by
enpl oyi ng organi zations (a second i nport ant
custoner). Thus busi ness school s nust provide
students with educational experiences that wll

all ow themto nake contributions that are rel evant
to the environnments in which firnms are and will be
conpeting. (p. 190)

According to Bonstingl (1992), educators can identify

various |levels and types of custoners

I n one sense, the student is the teacher’s
custoner, as the recipient of educational services
provided for the students growth and i nprovenent.
Viewed in this way, the teacher and the school are
suppliers of effective |learning tools,

envi ronnents, and systens to the student, who is
the school’s primary custoner....The school’s

st akehol ders and secondary cust omer s—i ncl udi ng
parents and fam |y, businesses, nenbers of the
communi ty, and ot her taxpayers—have a legitimate
right to expect progress in students’ conpetencies,
characters, and capabilities for conpassionate and
responsi bl e citizenshi p—not for the direct and

i medi ate gai n of stakehol ders, but rather, for the
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| ong-term benefit of the next generation and of
generations to cone. (p. 6)

In an inpassioned article, entitled A teacher’s open

letter on our failing school system Kusky (1990)

acknow edged t he taxpayer as a recipient of services provided

by the public education system

Qur nation’s public educators have been accused of
wasting mllions of dollars due to an unneeded

bur eaucracy and poor nmanagenent. Fellow citizens,
it is far worse than that. W in public education
are not nmerely wasting the tax payer’s noney.

That, initself, is crimnal enough even though it
be attributed to stupidity or ignorance. W in
public education are guilty of far worse a deed.
We are bilking the taxpayer. W are cheating the
t axpayer by taking his noney and not providing the
servi ces (education of Anerica’ s young people) that
were promsed. W are not showing a profit. W
are not graduating students with the skills
required so that they may be contributing nmenbers
of our society. (p. 182)

Even the courts seemto support the idea that in a | ega
context, clains nmade about educational services are subject
tolitigation (and therefore inplicitly affirmconsuners have

rights which nust be satisfied). The Chronicle of Hi gher

Education reported the case of two students who were awarded
not only a refund but al so damages over a conputer course
they said was too hard in relation to the course description

(Shea, 1994).
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The conpetitive environnent--like it or not.

Brown (1991) wote to a business audience in Industry

Week about a conpetitive edge and poses three questions that

may be well suited for use in an educational context with a
m nor translation. The original quote follows

 What does your conpany provide a custoner that

your conpetitors do not?

« Wiere does your conpany excel in terns of
product/service quality, performance or warranties?

* Wiy should a customer do business with you—and
not “the store down the street?” (p. 61)

Rephrased for applicability in an academ c context, this
resear cher suggests that the educator m ght ask simlar
guestions about their own conpetitive position (Table 1).

I n one sense, based on observations about the “custoner”
of education both pro and against, it would seemthat like it
or not, educators are obviously subject to consuner and
t axpayer choices. Al the debate about the applicability of
“service” and “custoner” therefore woul d appear rather
pointless if the individuals with the power to make such
deci sions see thensel ves as paying service recipients and
t herefore, custoners.

| ndeed, the anbiguity (and sonetines the rather
di si ngenuous questions in the literature, fromthe

researcher’s vantage point) about “Do we have a custoner?”



Table 1

Conpetitive Questions for Educati onal
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I nstitutions

Brown’ s question

Researcher’s transl ati on

 What does your conpany
provi de a custoner that your

conpetitors do not?

e What does your institution

provi de a student that other

institutions do not?

 Where does your conpany
excel in ternms of
product/service quality,

performance or warranties?

e Wiere does your institution

excel in terns of program

quality, teachi ng perfornance

and graduate placenents in

producti ve and rewar di ng

| obs?

e Wiy should a custoner do
busi ness with you—and not

“the store down the street?”

« WAy should a student pay to

attend with you—and not “the

other institution offering

better services and job

prospects after graduation?”
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and “Wio is the custoner?” vani shes the nonent the educator
is confronted with the fact that students and parents nake
pur chase deci si ons.

Public schools therefore conpete with private school s;
public education conpetes with private sector training and
education; devel opnent offices conpete with nyriad avenues
for alumi to utilize discretionary dollars; business school s
conpete with each other and they conpete with | aw school s and
liberal arts prograns; faculty in one departnent conpete with
faculty in another for salaries; districts conpete with
districts; others conpete with others, et al, ad nauseam

Wth such conpetition for dollars, the existence of a
custonmer in terns of applicability to the term nol ogy of
educati on becones undeniable. |f the educator understands
t hat any deci sion maker with control or influence over
resources that can affect the education systemor any part
thereof is by definition a custoner, the confusion is
resol ved.

One trenendous difficulty in education, however, is the
preval ent attitude to which Ewell referred earlier, that a
servi ce philosophy “directly threatens the acadeny’s core
nyth of independent inquiry, conducted on its own terns and
for its own sake.” That attitude of independence is
vul nerable to the fact that when the “financial rug” is

pul  ed out from under education by the taxpaying public, such
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freedomis left torest on the “cold dirt floor” of
accountability to the payer’s wishes. |In that regard, there
is no such thing as intellectual and scholarly independence.

Finally, a marketing view of the data m ght define a
student as an education custoner with a need to acquire
conpet enci es such that they can neet their own desired
objectives (e.g., typically for “a better job”). This
researcher submts, fulfilling that need is not too terribly
different fromwhat nmany in education are already attenpting
to acconplish

To the extent that such an education custoner as defined
has the power of choice in selecting, attending, recomendi ng
and otherw se patronizing a particular institution or
academ c program that institution or program nust renain
cogni zant of a mssion to satisfy the need. Again, such a
t hought does not differ fromwhat many in education are
already trying to acconplish

It appears that, since susceptibility to custoners
choi ces exists, then the real challenge is to acknow edge
that in a contenporary context, only responsibl e consunption
assures a conti nuous and satisfactory supply. Thus,
custoner-supplier relationships are regarded as
i nterdependent, and ideally, synbiotic.

Resear cher experience would indicate that such a concept

of interdependency is not universally understood, and the
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practices of many entities denonstrate a |ack of ability to
maxi m ze the benefits of such a connection. This is even so
in the business comunity, in which one would assunme nore

i ndi vidual s are accustonmed to term nol ogy such as “custoner -
supplier” relationships.

For exanpl e, some shortsighted purchasing authorities in
corporate settings fail to adequately judge ultimate val ue
(dependability, longevity, warrantee, integrity, delivery
time, adequacy of protective packaging, etc.) and defer to
price and “l owest bidder,” in spite of their market
know edge. Even after repeated disappointnments with
i nadequat e products and services, fromwhich they presunmably
woul d | earn, these authorities fail to judge the paraneters
for evaluating the supplier’s total offering.

Educators not routinely engaged in the study of such
mar ket dynam cs (and probably those who vehenently oppose the
word “custoner”) may be even less likely to realize the
potential of synbiosis. Suppliers are nowadays often
recogni zed, appreciated and respected, even protected, as
“partners.”

In pronoting the value of an educational institution to
a student-custoner, anal ogous issues to those above becone
inportant in the interdependent (and negoti abl e)

rel ati onshi p:
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Transl ated in an educational context, delivery tine
woul d nean how nmany years to conplete a degree; what tine of
day classes are offered; howlong a class is in session; and
| ength of school terns such as quarters or senesters.

For instance, many institutions that are headi ng toward
bei ng nore student-custoner service oriented are already
appl yi ng such strategies (of benefit to thensel ves through
substantially higher tuition) in this interdependent context
by changing their delivery tinmes and offering “convenient”
executive MBA prograns that can be conpleted in “just two
short years.”

Wthout such a realization about interdependency and
nmutual benefits in a synbiotic educator-supplier/student-
custoner rel ationship, educators would be rem ss to sacrifice
their traditions. The adamant argunents and tendency to
cling to the “core nyth” of intellectual freedom and
authority would be the natural response to a perceived
“denotion.”

Recogni zi ng the educator who envisions a | esser role—in
servitude to those who “know not what they do not know,”
makes the | ack of educational change and resistance referred
to earlier in this study nore understandabl e.

Thi s researcher woul d suggest that the idea of synbiosis
bet ween educators and students (custoners, constituencies, et

al) mght foster a pal atable basis for dial og, perhaps
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resulting in new theories about increasing educationa
effectiveness. It is this researcher’s own “theory” that
ideally, the educator-supplier/student-custoner,

-constituency, -societal, relationship is synbiotic.



CHAPTER SI X

How Perceptions and Reality Affect Quality

The qui di ng question posed: How do perceptions, inage,

identity and reality affect views of education quality anong

vari ous constituenci es?

Fi ndi ngs denonstrate: Quality is dynam c and dependent

on both perceptions and reality; perceptions supplant reality
if they are held wth sufficient conviction. Tine after

time, the truth about busi nesses, governnent agencies,
education, schools, teachers, about anything that can be

m sunder stood often will be m sunderstood. However, these do
not negate the fact that many real structural problens beyond
such insensitivities exist and formthe basis for what m ght
be ternmed an “identity crisis” in education. |Increased
conmmuni cati on and know edge are the only known renedies for

such nai vet é.

The | ssue of Education Quality

The entire quality novenent in both academ c and

corporate contexts has historically been plagued with

118
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dangers, critics and very real difficulties. As was noted in
the review of the literature, Demng s strategies were
originally applied to manufacturing in Japan. 1In corporate
contexts, many still argue whether such procedures nmay be
successfully applied to service environnents.

Sone educators argue therefore on the basis of whether
Dem ng’'s principles can be applied after undergoi ng what
anmounts to two transformations: from manufacturing to
(corporate) service, and fromcorporate service to
educati onal contexts. These findings suggest that the
ensui ng debates have ranged from i npassi oned argunents to
deni al that education is at all a service to society, and
rather is a unique construct with no such obligations.

A nunber of historical reviews have presented notions
t hat educators have | ong enjoyed free intellectual reign and
have been accustoned to what in political ternms would be
called a dictatorial relationship with students. An “I
| ecture—you learn,” relationship has characterized the
educational |andscape for nost of American schooling s
hi story.

Thus, as individuals with opinions such as parents and
communi ty | eaders, business managers, politicians and others
have i nvol ved t hensel ves and suggested a “col | aborati ve

rel ati onshi p” (consistent with quality principles), sone
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educators have bal ked at the ideas and fired back wth
accusations that these other parties are interfering.

In addition, these educators who are so di sposed often
add that there is already enough interference from governnent
mandat es and regul ations, admnistrators, currently
est abl i shed school boards (or trustees, regents, etc.), over-
bur deni ng school rules, and societal problens such as drugs,
vi ol ence, dysfunctional famlies and so forth.

Fi ndi ngs have reveal ed that very often, parents (such as
school volunteers) will in turn claimthat educators often
cry out for parental involvenent, which they indeed want, but
when the educator gets help, “they are ungrateful unless it’s
their way.” Wth such bickering back and forth it’s not too
difficult to see where installing collaborative initiatives
such as Demng' s quality teans won't work unless all parties
are genuinely commtted to working out their differences. O
course, collaborative teans are just one of several quality
concepts under st udy.

The af orenenti oned scenario of “bickering back and
forth” perfectly illustrates why a case coul d be nade that
Total Quality in education doesn’t always work. The counter
argunent the expert TQ advocate woul d present, however, is
that what failed was the inplenentation, not the principles.

Rat her than joining the fracas, this researcher woul d

prefer (to the extent possible) to enphasize the underlying
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matter—what quality itself is in education, common barriers

to quality, and how quality can be achi eved.

The quality expert.

As was proposed by this researcher in reference to one
of the core purposes of this study, the exam nation of Total
Qual ity Managenent, TQM Total Quality Leadership (TQ.), and
ot her related concepts |ike Continuous Quality | nprovenent
(CQA), with regard to specific termnology, is not nearly as
i nportant as the conceptual franmework at hand.

To further exenplify the reasoning, outlines of “howto
install a quality culture” fromTQ experts typically insist
on an understandi ng of systens theory term nol ogy, statistics
and ot her disciplines, which may certainly be helpful. On
t he other hand, one m ght question whether or not the
syndi cated columist, “Mss Manners” or Any Vanderbilt, an
authority on the same subject of etiquette (Vanderbilt,

1972), would not have the necessary acunen to preside over
efforts that resulted in the sane end result—sati sfying
cust oners.

There is also sonmething to be said for the innate
expertise of custoners thenselves. This researcher recalls a
focus group assenbl ed for conducting nmarket research on a new
food product to be distributed in grocery stores. A nunber

of “experts” in packaging, food processing, distribution,
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grocery buying and rel ated areas had been recruited to
participate along wth a few “everyday consuners.” As the

di scussi on progressed the noderator allowed a vocal sub-group
of participants to just about resolve every issue including a
coonomtnment for a very large first order fromthe enthusiastic
grocery buyer.

Finally, a “non-expert” housew fe spoke up and sai d,
“but, it tastes terrible, and no one’s going to buy it.” The
ot her “non-experts” then added their agreenent. The excited
nood in both the participant and client observation roons
instantly deflated |ike a pin-pricked ball oon.

Therefore, this researcher tends to be skeptical of
“experts.” Wile the following my seemsel f-evident, as a
result of the preceding scenario and fromthis researcher’s
mar keti ng experi ence about how easily assunptions can affect
managers, it is inportant to enphasi ze that unequivocally:

The best and nost know edgeabl e source of information
about customer preferences is custoners. Any expertise a
gquality consultant may have nust then necessarily be based on
second hand know edge of such custoner preferences and is
t herefore subject to inspection for transfer, processing or

other errors.
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Barriers to quality—the need for system ¢ change.

Many educators believe that reformefforts have focused
on rearranging the elenents of the systemwhen it is the
systemitself in need of dramatic change. |saacson and
Banburg (1992) wote, “W worry that inprovenents in schools
based on the current quality novenent will prove
di sappointing if inplenmented in the sane ways with the sane
organi zational structures” (p. 42).

Betts (1992) al so suggested that the entire education
systemis in need of change: “Qur pieceneal change efforts of
the | ast decade have taught us a val uable | esson...we nust
seek inprovenent through system c change” (p. 38).

| ndeed one of the nobst oft-cited problens in the
literature about education reformand change is that
initiatives which mght be inplenented are against the | aw
H xson and Lovel ace (1992) submtted

But for the majority of schools and districts,

state education departnments and state | egislatures

continue to define and circunscri be what school s

are to achieve and the specific strategies they

will use. State-level requirenents for mnutes

(and sonetinmes net hods) of instruction, school

cal endars, curriculumand graduation requirenents,

program segregati on, and, perhaps nost inportantly,

control over the anount and use of fiscal resources

all severely imt the degree of discretion |ocal

school s can exercise in conparison with private

conpanies...the inplication is that individual

school s, school systens, and the educati onal

conmunity as a whol e nust provide far nore
assertive | eadership in serving as both a catal yst
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and a vehicle for devel opi ng a broad- based
consensus anong various custoners. (pp. 24-25)

Conti nuous i nprovenent is one of the fundanental tenets
of Demng s quality principles. Typically, in education
“everything starts anew’ each year due to the manner in which
funds are allocated. This creates difficulty in inplenenting
| ong-term changes. Freeston (1992) warned educators about
adopting quality initiatives as a short-term strategy

Quality has already becone a nmarked termin sone

educational circles. Journals, workshops, and

consul tants have popul ari zed, and thus di m ni shed,

its significance. In a very short tinme, sone

educators have taken a very long-term continuous

i mprovenent nodel, converted it to a quick fix, and
killed it. (p. 13)

There are many barriers to adopting quality concepts in
organi zations and in school settings. Table 2 describes sone
of the nore commonly cited attitudinal barriers (adapted from
Freeston) in education.

Wth decades of preceding reformefforts as the | egacy
to which educators refer, one barrier, the idea anbng sone
that “we’ ve been here before” is easy to understand. Brandt
(1992) addressed how first inpressions about Total Quality
Managenent may create the false idea that it is ‘another
gimm ck fromthe managenent training people (p. 3). In an

Educati onal Leadership editorial he wote
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Tabl e 2

Attitudinal Barriers to Quality Concepts in Educati on

e The term nol ogy, beginning [+ Seen as overused and

with “quality” unobt ai nabl e

Usi ng the corporate nodel * Rejection of the idea of a

custoner; skeptical about

trying to apply a corporate

nmodel to educati on

Leader shi p | acki ng  Lack of commtnent and few

exanples of truly quality

ori ented | eaders

Anot her fad e Seen as sonething that wll

conme and go soon

Ti m ng  School operates year-to-

vear and can’t really pursue

long-term i npl enent ati on

Tabl e conti nues
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* Already know all that

e Perceive there' s nothing

newin quality

e Students don’'t val ue

e Students should work harder

educati on and school s woul d i nprove
Bl anme ot her causes, i.e., e Fanmilies and soci etal
soci ety conditions are insurnountable

e Cultural differences

e Believe quality novenent is

a Japanese phenonenon

 Teaching is an i ndependent

endeavor

e Coll aboration is non-

appli cabl e
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The quality novenent is deceptive because nost
parts of it are famliar. Sadly, they are famliar
only in the abstract, because nost organi zati ons,

i ncludi ng schools, apply themerratically and
inconsistently. For exanple, the nodel is based on
t he assunption that people want to do good work and
it is managenent’s job to nmake that possible.

“Well sure,” we say, “that’s McGegor’s Theory Y.
So what’s new?” (p. 3)

| ndeed, “we’ ve been here before” is a common thene, yet
it also seens the stakes this tine are particularly high.
Costa (1993) expl ained, “looking toward education in the next
century know t hat new educati onal goals are inperative for
our youth's survival, the continuance of our denocratic

institutions, even our planetary existence” (p. 50).

Achi eving quality.

The first issue with achieving quality is defining the
termitself. The word is used/overused in all manner of

applications. Seynour (1993) observed

The butter in ny refrigerator has a banner across
the bottom of the package—A Tradition of Quality.
Earl Schieb, the king of auto painting, assures ne
that he offers Quality at an Affordable Price. The
| ocal hospital offers Quality Medical Care “at your
conveni ence and a nearby university advertises its
MBA programwith a nifty headline, Quality to the
H ghest Deqgree. “Quality” may be the nbst overused
word in the English | anguage today. People are
wlling to pay for it, organizations are driven to
invest init, workers are exhorted to produce it,
and advertisers feel conpelled to communicate it.
Quality is a near universal goal. At the sane
time, it is one of the | east understood concepts.
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Everyone wants it. But what is it? And once you
decide what it is, how do you attain it? (p. 6).

However, as has been di scussed throughout this study,
quality is the satisfaction of custoners. Kaufman and H rum
(1992) submtted that satisfying custoners is not enough; in
order to achieve quality, they suggest, society nust be well
served. To support their position, they cited circunstances
where custoners were very satisfied, but not well served,
such as when unheal thy products |ike tobacco have been

mar ket ed:

Wiile TQMworks to increase the efficiency of
processes to ensure customer satisfaction,

organi zations often assune that what they produce
is desirable for society both now and in the
future....Simlarly, educators m ght be pleased
with 100 percent attendance or 100 percent
graduation from hi gh school, but what if high
school graduates don’t get jobs, go on welfare, or
beconme crimnals? Wat do we need to | earn about
quality to ensure that public school graduates wl]l
be self-sufficient, self-reliant, and contribute
positively to our society?....By w dening our
vision of quality to include societal payoffs, we
can not only be responsive to our comng world, but
we can al so be masters of it. (p. 33)

As has been noted however, this present study regards
many custoners as givens, and thus inclusive of society at
[ arge. Nevertheless, Kaufrman and H rum’'s nodel placed
“Usef ul ness & Soci etal Consequences” on top of “Custoner

Satisfaction (Enployers, Institutes of H gher Learning,
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Parents)” which in sum at |east accounted for al
contingencies (p. 34).

Accordingly, achieving quality mght be defined as a
process whereby the custonmer, which has as of now been
defined a nunber of tines with the sane end result, is
satisfied to sone degree or another. Satisfaction correlates
to quality and is given by providing value which is
consistent with custoners’ utilitarian needs (as well as
desires, expectations, wants, whins, etc.).

The first step in achieving custoner satisfaction nust
therefore necessarily be to accurately and fully assess the
custonmer’s needs. Sone educators would argue that if society
at large is the custoner, neasuring such a diverse and
scattered group of constituencies is inpossible.

This is a claimto which this researcher nust respond,
wel | established procedures are avail able not only in market
research texts, but also throughout the literature of
educational research to neasure such | arge popul ati ons as
“the public.”

In addition, there are nunerous simlar theories and
nmet hodol ogi es in the social sciences for measuring such
phenonenon t hrough random sanpling and ot her strategies.

Evi dence suggests that what is nore often the situation is
that many educational institutions either don't even try to

ask, or fail to respond to feedback they coll ect.
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Even of such quantitative nmethods are not entirely
accurate as conpared to a whol e popul ati on study, evidence
suggests that educators thus far sinply haven't even tried to
assess custoner needs. Godbey (1993) observed

Anerican colleges and universities tend to rely on

i nputs and ot her proxy neasures of educati onal

quality to avoid sophisticated, systenmatic

approaches to assessing the val ue added by, and

custoner satisfaction with, the educati onal

process. (In this regard, higher education offers

a disturbing parallel to corporate America circa
1975.) (p. 38)

These findings have revealed that a failure to ask is
comon, and a failure to respond, even to the “proxy
nmeasures” to which Godbey referred is also typical. Yet, the
information is there for the asking.

Further, even nmechani sns such as student eval uations
whi ch are often enpl oyed are m sused. Evaluations need to be
continuous such that criticisns are addressed at the tine a
probl em occurs, not halfway into the next termafter the
affected students are long gone. (Interestingly, both
academ c institutions and corporations often have a sim/lar
problemw th enpl oyee eval uati ons such as the *annua
performance review ” Feedback, to be effective, needs to be

i mredi at e and ongoi ng. )
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Levine (1993) discussed the results frominterview ng
ol der students, noting the inpact of their grow ng nunbers

over the past couple of decades on hi gher education

The rel ationship these students want with their
college is like the one they already have with

t hei r banks, supernmarkets, and other organizations
t hey patroni ze. They want education to be nearby
and to operate during conveni ent hours——preferably
around the clock. They want easy, accessible
parking, short lines, and polite and efficient
personnel and services. They al so want high
quality products and are eager for low costs. They
are very wlling to conparison shop—placing a
premumon tine and noney....In the years ahead,

t he pressure on higher education, which will cone
from government and reduced resources, will be for

col l eges to beconme nore boutique-like....The danger
is that if colleges and universities don't respond
to their changi ng student bodies, others wll. It

is easy to imagine the creation of stripped-down,
profit-maki ng colleges of the Edi son Project
variety. Such schools, quite possibly, could offer
excel l ent service, |lower cost, and high-quality
progranms wthout extras. (p. 4)

It would seemthat especially the higher the |evel of
school ing and student, such as in the case of mddle
managenent enpl oyees sent by corporations to attend graduate
school, the nore capable they may be of determ ning,
conmuni cating, and negotiating their own needs. However,
even children are capabl e of voicing sentinments which may be
useful to educators. The crayon nmaker, Binny & Smth,
utilizes children to help in their product devel opnment

process; other toy makers simlarly engage in such practices;
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and attentive teachers probably do the sane, even if
informal ly, at all classroomlevels.

Ironically, this researcher recalls the persona
experience of attenpting to negotiate the required courses
for a credential in public relations with one university
departnent chair:

The case presented was that as President of a marketing
firmwth several years experience serving in nmanagenent
capacities, which included presiding over PR activities for
clients (PR is a sub-discipline of marketing), sone courses
were nore useful than others, and sone were virtually of no
use whatsoever. At the tinme, the credential would have been
considered a nice “feather,” but not really necessary in
light of academ c credentials in marketing and nore
inmportantly, career achievenents already attained. The
argunment was not won by either party.

Despite the self-efficacy typical of mature students,
even at the |lowest |evels, parents have nornally have sone
inkling of what they want in terns of results (e.g., the
eventual self-sufficiency, enployability) for their children.
This source for potentially useful feedback is in addition to
t he af orenenti oned instances of crayon and toy nmakers using
childrens’ feedback. Again, it appears there are sinply very
few routine and organi zed efforts on the part of educators to

ask.
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Stevens and Kohl (1990) wote

Al t hough these issues have been di scussed
frequently by the providers of educational

servi ces, there have been no attenpts to survey the
preferences of consuners (in the formof present,
past, or potential students) as to who should teach
what to whom Though it could be argued that these
client groups nmay not be in a position to judge
what is best for them (only omiscient faculty can
cl ai msuch wi sdon), we suggest that the perceptions
and opinions of client groups remain inportant aids
to admnistrators and faculty as they deci de where
courses bel ong and by whomthey shoul d be taught.

(p. 18)

The next step in inplenmenting a quality outcone is to
revi ew processes and install changes such that custoner needs
are net, after these needs have been thoroughly assessed.
Anong those who have acconplished this, one common warni ng
issued is to not get swept away with the imensity of Tot al
Quality such as by starting with grandi ose plans to set up
“quality divisions” and staff.

Mar chese (1993) wote, “TQM as canpuses are indeed
di scovering, is not sone bite-sized nmanagenent fad...” (p.
11). Rather it is inportant to enphasize quality inprovenent
is a continuous process, therefore, small, nanageabl e
i nprovenents that are quick to remedy nake worthy first
targets to enphasi ze.

Bri gham (1993) suggested that three key elenents to

successful TQM i npl ement ati ons, “enpl oyee invol venent, the
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i nprovenent of processes linked to results, and an enduring
focus on the custoner” (p. 46).

M/l es Brand (1993), President of the University of
Oregon and Program Chair of the 1994 ACE (Anerican Council on
Education), submtted that there have al ready been enough
successful experiences with Total Quality Managenent
practices, at least in non-instructional areas such as school
busi ness affairs, to establish that if nodified froma
corporate context they could “yield | ower cost and better
quality outcones” (p. 13).

Entner (1993) reported that Del anare County Community
Col | ege (DCCC) was “one of the first comunity colleges to
adopt Total Quality Managenent,” and first enbarked on the
effort in 1986 (p. 29). After the college’ s President,

Ri chard DeCosnpb, and his staff attended a TQ sem nar put on
by a subsidiary the Phil adel phia Chanber of Conmerce in 1985,
and presented over a one year period, they decided to operate
the institution using Total Quality principles. At that tine
three goals were created to guide the inplenentation

* To transform our philosophy of adm nistrative

managenment to TQ

» To develop training curricula and programmng in
TQ for business in our service area; and

* To incorporate the concepts and phil osophy of TQ
into our curriculumand into classroom managenent .
(p. 29
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Entner also reported that DCCC utilized criteria for the
Mal col m Bal dri dge Award, presented annually by the U S
Departnment of Commerce, as a guideline to structure its own
quality initiatives. DCCC has found the quality award’ s
criteria are hel pful, even though they are designed for
busi nesses rather than col | eges.

A journal article by Coate (1991) outlined the
i npl enentation process for Total Quality Managenent at O egon
State University which took place in the nine phases
illustrated in Table 3 (pp. 27-37).

In a summary statenment outlining the results of the
Oregon State inplenentation, Coate added

In creating Oregon State’s vision statenent, the

university identified Total Quality Managenent as

vital not only for the realization of its vision

but also for its continued survival in the

mar ket pl ace. Quality is what custoners say it is,

not what universities tell themit is. Both

internal and external custoners want to receive the

sane high quality service at all times, with no

surprises. Progress can only be determ ned and

i nproved by neasurenent. Al though TQMis a

relatively sinple concept, putting it to work in a
uni versity setting has proved

chal I engi ng. ... Nonethel ess, TQMis considered a
success at OSU, where twenty teans are operating
with significant results. |t has saved the

university tine, reduced costs, enpowered peopl e at
all levels, and inproved norale. (p. 37)
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Quality Concepts at O eqgon State

Uni versity

Phase

Activity

* 1. Exploring Total Quality

Managenent

* Develop a top nanagenent

under st andi ng of uses for and

i mpl enent ati on of TQM

e 2. Establishing a pilot

study team

e Attenpt handling a pil ot

proj ect (physical plant)

e 3. Defining customer needs

e |dentify custoner groups;

under st and cust oners’

per cepti ons and expectati ons

of the university

Tabl e conti nues
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Tabl e 3, conti nued

Phase Activity

4. Adopting the  Define m ssion; understand

br eakt hr ough pl anni ng process [custoners; ldentify critical

processes; state the vision;

identify priority

br eakt hrough itens

« 5. Performng breakthrough [+ Dvisions create vision and

pl anning in the divisions m ssion statenents and

identify critical processes

« 6. Forming daily managenent |+ Established study teans of

t eans no nore than ten people to

revi ew and i nprove processes

e 7. Initiating cross- e Target teamefforts on key
functional pilot projects projects

Tabl e conti nues
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Phase

Activity
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« 8. Inplenenting cross-
functional Total Quality

Managenent

« Adapti ng established

conm ttee processes to

i mpl enent TOM at cr 0SsS-

functi onal |evels

* 9. Setting up reporting,
recogni tion and awards

syst ens

e Reports focus on

per f or rance neasur es of

division's critical

processes; recognition of

enpl oyees and teans; awards

f or out st andi ng perfor nances
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Oregon State University's successful institution-w de
TQM i npl enent ati on notw t hstandi ng, one of the advantages of
TQM principles is that they need not be applied to an entire
organi zation to be useful. Rather, the TQM approach may be
applied to a single unit, activity, division or process.

Shaw (1993) even related how principles were used to
cl ean up an overwhel m ng student-nmade ness of sunfl ower seed
hulls Ieft during classes. (This was acknow edged by the
author as not the greatest matter of academ c concern. In
fairness, the exanple was given as a prelude to a discussion
of greater concerns).

Teeter and Lozier (1991) wote about “should
institutional researchers and pl anners adopt TQW,”
suggesting that TQM net hods nmay be utilized w thout the
entire institution’s participation (p. 73). In their review
of whether institutional comnmtnent is needed authors
subm tted

Al t hough sone will argue otherw se, a conprehensive

institutional commtnent to TQMis desirabl e but

not a prerequisite. Just as other planning

processes, commtnent and invol venrent at the top

will enrich the process for the entire

organi zation, but the |ack of comm tnment does not

precl ude an organi zati onal subunit from

i mpl emrenting planning or TQMwi thin its own sphere
of influence. (p. 73)
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Regar di ng the DCCC i npl enentati on, other authors wote
about one of the first projects attenpted by the coll ege.
Thi s involved inprovenents in the phone systemw th which
t hey were having problens during peak registration tines.

DeCosno & Ot hers (1991) rel ated

One of the college’ s first inprovenent projects
shows how the application of TQMtools can nake

[ asting inmprovenents not only in a sel ected problem
area, but also in how staff seek inprovenents in
their work areas. The Phone Project, as it came to
be cal |l ed, shows how rather sinple problemsolving
tools and group techni ques, when applied in a

di sci plined fashion, can contribute to the success
of any inprovenent effort. (p. 16)

A nunber of other institutions aside fromthose
specifically nmentioned, have had sone invol venent with TQM
(See appendix Hfor a nore conplete list of U S colleges and
universities involved in Total Quality Managenent which

augnents the followi ng). Fisher (1993) outlined these

Al ready endorsed and adopted in whole or in part by
t ax- supported institutions including Oregon State,
Wsconsin, Colorado State, Maryland, M nnesot a,

C enmson, Ceorgia Tech, and nmany community col | eges,
and by wealthier private institutions including
Harvard, Penn, Carnegie Mellon, Lehigh, Chicago,
and Mam, it is probably accurate to concl ude that
TQM i s being considered by hundreds of institutions
today. (pp. 15-16)

The preceding brief review regarding “achieving quality”

has been presented with nost illustrations referencing Total
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Qual ity Managenent practices. However, there are many ot her
issues in achieving quality and it should be noted agai n that
there is wide variability in reports about TQM successes and
failures.

It seens that the problemmay be that at face value, a
principle such as “continuous inprovenment” is undeni able.
Yet, TQMis also exceedingly difficult to inplenment because
fundanmental cultural changes are required and | eadership
assunptions | ong-held by nmanagenent are chall enged at the
onset .

This researcher would al so note that even in the
corporate sector where TQM practices are nore prevalently
installed, critics refer to many of the sanme problens in
citing failures. Wether such failures are due to the
commonly cited “lack of |eadership conmtnent to truly
under stand and enbrace TQM principles,” from ot her
impl erentation difficulties, or fromflawed nethods becones
an irrelevant argunent if the failure affects the service
reci pient’s circunstances by creating a negative or nul
out cone.

Interestingly, it is this very sane tenet of custoner
focus that drives TQM phil osophy. |If argunents as to howto
best inplenent the conplicated TQM process shroud the
achi evenent of the goal, then an ironic outcone is the

result. As many have observed, TQM principles are so sinple,
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and have such a universal ring of truth that they are hard to
not enbrace. Yet TQM net hods such as statistical process
control, charting and other analysis procedures are very
difficult for all but the seasoned TQM practitioner.

For the aforenentioned reasons, the renainder of this
chapter will focus on the broader practical issues of
custonmer desires; inmages of inefficiency in nmeeting these
desires; perceptions and the reality-nmade basis of inmage and
identity; and communication issues.

If one can accept the idea that best serving the need is
the pinnacle of the matter, TQM term nol ogy or not, then
t hese forthcom ng research findings should prove val uabl e for

present and future researchers.

The Problematic Nature of M sperceptions

As an exanpl e of one m sunderstandi ng the public may
have about teacher dedication, sone research exists which
shows that many teachers spend their own personal funds to
support deficits in classroom budget allocations.

A survey by Lathamand Fifield (1993) estimated that
nore than $1 billion annually is spent nati onwi de by teachers
(el ementary to senior high schools) to support their
cl assroons, an individual teacher average of $444. Authors
al so reported that “the overwhel m ng consensus of respondents

was that school systens fall woefully short. Teachers



143

believe it is up to themto voluntarily spend the noney they
need. ..teachers do spend their own noney to fill in the gaps”
(p. 45).

These data give cause for this researcher to wonder
about public perceptions: Does the public know teachers are
personal |y paying out of their own pockets to educate
students? Are teachers getting a “bumrap” as the result of
a systemthat fails to provide adequate resources? Should
the public be ashaned for allow ng a systemwhere teachers
subsi di ze school budgets by sacrificing their own personal
i ncones?

Fi ndi ngs show t hat nunmerous communi cati on probl ens
exist, emanating fromvirtually every faction in the debate
over the quality of education. Certainly, admnistrators are
also victins of circunstances as well, such as trustee and
regents boards that place little value on a service oriented
approach and rather “rubber stanp” the preceding year’s
mandates so as to be expeditious.

Surely, in such a case the underlying problemmy be the
| arger governing body affecting the admnistrator. Likew se,
that |arger body may point to an inadequate |egislative
appropriation. The questions arise, “who’s going to take
charge?” and “who will bring vision and persuasive

presentation skills to the | eadership role?”
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An exam nation of salaries in higher education reveals
that areas that interface with student services such as
advi sement and adm ssions counseling are anong the | onest
pai d categories in higher education adm nistration (“Median
sal aries,” 1993).

Fromthis it would appear that tasks in these areas are
conpensated on the basis of a phil osophy of adm nistrative
necessity rather than a service-focused agenda. Indeed, this
researcher’s own experience suggests that adm ssions and
gui dance personnel are nore likely to excel at dispensing
rul e-bound descriptions of curricular tracks rather than
thoughtful Iy presenting opportunities for attractive program
choi ces based on students’ aspirations and | earning
interests. As the latter woul d suggest resolving students’
needs for nutual benefit of the parties, this process would

al so be known as consultative selling.

Adm nistrators may therefore set thensel ves up by virtue
of creating an i nadequate budget structure for problens in
areas affecting guidance and ultinmately student satisfaction.

What ki nd of nessage does such conpensation practices
send about the value of students, and correspondingly, the
val ue of guidance as a function (not the job title)? 1Is
recognition of the need for student custoner service |acking?

Do adm ni strations understand such practices create a system
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where only the fortuitous learn the ropes and nmake the proper
choices to nmake their way to graduation and future success?

Li ke the student services issue above, nmany negative
“i mages” about education are based on reality, but underlying
causes, potential renedies and inplications may be overl ooked
due to perceptions. “Schools need a nore positive
i mage... This goal, of course, can't be realized overnight,
and it requires school admnistrators to do an in-depth
anal ysis of needs to conpl enent or inprove services they
of fer” (Toubat, 1994, p. 31).

The conflict between constituency demands for the
practical and institutional demands for research productivity
nmentioned earlier in the case of business schools serves as a
cl ear exanpl e of an underlying problem The educator that
wants to stay enployed (gain/nmaintain tenure, etc.) would be
wel |l advised to respond to his or her enployer’s enphasis on
research productivity.

Ironically however, findings indicate that the enpl oyer
—t he education system—in pursuing the wong agenda has
threatened its own ability to sustain itself and thus offer
conti nui ng favorabl e enpl oynment prospects for educators. The
over enphasi zing of research (which does create dollars and
benefits for sonme universities) undermnes the fulfillnent of
ot her societally mandated outcones, nainly, teaching that

| eads to workplace and |iving preparedness.
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The aforenentioned dilemma is simlar to that of the
aut onoti ve production |ine worker who produces nore and nore
cars, gaining accol ades fromthe enployer, while at the sane
time the finished product fails to neet consuner demands for
quality or sone other utilitarian attribute. In both of
t hese cases, accommodating the m sgui ded desires of the
educational institution or autonobile conpany |eads to short-
termenpl oyer satisfaction with the cost of |ong-term
failure.

Cearly, the educational institution, the autonobile
conpany or any viable entity nust establish an absol ute
| i nkage between its product, services or other outcones and
expressed (constituency, nmarket, etc.) needs in order to
produce and manage quality results. Therefore, another
theory this researcher woul d suggest is that education is
viewed as a failed systemdue to the | ack of a seanl ess
| i nkage between needs (that it hasn’t surveyed) and its
out put s.

Taki ng such a posture a step further toward the ideal,
educators should not only assess and neet current needs, but
they should al so anticipate needs. Then, as was di scussed in
connection with guiding question nunber two, resources for
the fulfillment of these needs nust be | everaged by using the
val ue created by the solutions that are generated as a

ful crum
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For exanple, one reality is that education is a very
expensi ve proposition. However, data fromthe |long-term
personal income profiles of educated persons clearly show
that nonies invested by those individuals are virtually
al ways returned many tinmes over. Thus, froman investor’s
vant age poi nt, noney spent on education is often nore
profitable than a nunber of conpeting alternatives. 1In this
sense, education offers great value to the recipient as well
as the society that recoups its investnent through that
individual s lifetine productivity.

O her data show that even anbng corporate trainers,

t hose who receive the greatest support fromtheir managenents
often take a proactive role in cost justifying the short- and
| ong-term payout of their training activities. FPine and
Tingl ey (1993) encouraged the use of an RO (return on

i nvestnent) cal cul ati on nodel and wote: “Eventually, you
will be able to denonstrate, indisputably, in bottomline
terns, training’s value to the organization” (p. 60).

From one vantage point this present study creates a new
guestion: Do educators anal ogously try to denonstrate the
val ue of education through proactive efforts? The initial
guess mght be in the affirmative, by offering proof through
testing, and this may account for the fervor to produce nore

and nore tests.



However, are test scores enough and are they valid?

t hese scores correlate to productivity on the job and in
society, the other clearly expressed quality neasure of
educati on anong public and other constituencies?

The earlier delineated case of business school s’
experience woul d suggest not. Present tests perhaps
correlate as predictors of school success (sone disagree),
but not workpl ace success, unless they have been vali dated

agai nst wor kpl ace conpet enci es.

Defining ldentity

About image, Sharpe (1993) observed

The i mage of any service organization is in the
hands of its providers...whose...(instructors and
staff) are in daily contact with their primry
custoners (students) for nonths, even years. The
anmount of contact and influence you have with these
consuners offers you trenmendous control over your

i mage. ... Teachers and adm nistrators alike need to
consi der these all inportant questions: Wuat do our
custoners think of us? How well do we perform our
services? The answers are found in the inmage of
the programor school....Programquality is the No.
1 source of image. No one can sell prograns or
products that need fixing. (p. 24)

Carey (1993) wote about image in an article ainmed at

educati onal | eaders

Li ke a pebbl e dropped into a pond, your public

i rage can have an inpact on your own career, your
conmmunity and ultimately public education as the

ri pples of your influence extend fromstudents to

148
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parents, citizens and taxpayers....For nost
citizens, public education is reflected in the
faces and deneanor of their own nei ghborhood school
teachers and principals....Cone too are the days
when the community will accept a paternalistic “we
know best” attitude fromschool |eaders. Today,
you are suspect if you are dogmatic, autocratic,
opi nionated, and particularly if you have never
been responsible for raising a child. (p. 12)

Thi s researcher has observed that nmany individuals,
corporations and institutions freely discuss “identity” and
“image” but have little understanding of the causal effects
of policies and organi zati onal behaviors on these. So as to
shield the nane of the particular institution, a reference
citation here is omtted, but one exanple conmes imedi ately
to m nd:

A mgjor institution |ocated in Atlanta conm ssioned a
study to determne its “identity” as was reported in the

| ocal Atlanta Journal -Constitution newspaper. A spokesperson

alluded that the institution was trying to “find its inmage.”
An expl anati on suggested that the study was to enabl e the
institution to better pronote itself as a prom nent nenber of
the comunity.

However, while identity and image are often referred to
in the context of discussions about colors, |ogos,
application style guides and so forth, the point that is
often mssed entirely is that identity is nore about

“ideol ogy” than the synbolic representati ons enpl oyed.
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This may seemcurious in the sense that identity as
defined above is not really “graphics” as many peopl e think.
For that matter, neither is identity necessarily limted to a
speci fic organi zati on.

Further, beyond sinple graphic representations, other
forms of communi cation can becone synbolic of an ideol ogy.

The Star Spangl ed Banner identifies “Anerica;” a school song

can represent a particular alnma mater; and couples often
refer to a piece of nusic they relate romantically to each
other as “our song.” An identity synmbol can be a living
bei ng such as an aninal that represents a school’s athletic
team by serving as its mascot (whose presence is supposed to
bring good I uck).

There can al so be a positive or negative identity. Now,
with this nore accurate definition in mnd than what is
usual | y thought by novices about “logos” and identity, sone
exanpl es of rather powerfully identified ideol ogies may be
useful for illustration purposes:

1. The National Socialists German Wrrker’'s Party adopted
the swastika as the identity synbol for its politica
phi | osophy which | ater becane known as Nazism This synbol
becane one of the nost w dely known negative “logos” in this
century in an identity canpaign that threatened to take over
the world. However, the swastika s origins have been traced

to ancient Sanskrit and mean “good fortune” (Rosenbaum 1984,
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p. 1141). Likew se, comuni st, republican, denocratic and
ot her parties have adopted synbols to represent their
i deol ogi es.

2. Wl Street identifies its nood by referencing a
“bull|” market or a “bear” market. These synbols represent a
particul ar belief about where nmarkets are at present, have
been, or are going. The bear synbol represents the sentinent
that the market will fall and the bull represents the belief
that the market will rise. Authors Wirman, Siegel and Mrris
(1990) recount

The term bear is derived from bear skin jobbers who

had a reputation for selling bear skins before

bears were caught. Gadually, the term bear cane

to nmean specul ators who agreed to sell shares they

did not own. These bears agreed to sell a stock at

a certain price if they felt the price was about to

drop....Because bull and bear baiting were once

popul ar sports, bulls cane to nean the opposite of
bears. (p. 34)

At any particular tinme, Wall Street’s identity or inage
is represented by one or both of these synbols. Likew se,
financial institutions, investnment firns and brokerages often
comuni cate their posture in the marketplace (e.g.
conservative vs. aggressive) by utilizing these sane bear and
bull identity synbols.

3. Religions use synbols to represent their ideol ogies.

In the Western world the Christian cross synbolizes God' s
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love for man and sacrifice of his son Jesus Christ. The Star
of David is a synbol of Judaismand the State of Israel and
refers to the shield of David. Evil is often represented by
i mages of devil’s horns, pronged forks of various shapes,
snakes, blood and fire. Astrologists use signs to synbolize
birth traits, life paths and other characteristics affecting
character, mannerisns and desti ny.

4. Fashion and personal appearance have been used
t hrough the ages for conmmuni cating i deol ogi es and soci al
position. H gh school- and coll ege-age girls often wear
their boyfriends letter-jackets to synbolize they are “going
steady.” Executives adopt expensive fountain pens, persona
organi zers, briefcases, watches and other pieces of jewelry
to comunicate their status. R ngs on the fingers of nmarried
nmen and wonen synbolize their unavailability; college rings
(and “sheepski ns” both, hopefully) synbolize the attai nnent
of a mlestone in one’s academ c pursuits.

The tattooed i mage of a skull and crossbones, an enbl em
of death, are often applied to the arns of sailors. Hair
styles identify the old and the new, the cool and the hip,

t he outdated, the out-of-touch, and the outsider. Afros,
flat tops, duck bills, pony tails, rat tails, nohawks and
countl ess other variations synbolize tines, places and soci al

groups. Newly inducted Marines and other mlitary recruits
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are shaved near clean-headed, to synbolize their menbership
and al | egi ance.

5. Gocers, specialty retailers and parfuners all have
| earned fragrances can create identity and influence
behavior. Sone tine ago, retailers realized that departnents
coul d be enphasi zed by the introduction of fragrances through
ventilation systens. Floral snells identify the fresh, clean
and the beautiful; “bakery” snells sell bread; car wash
services spray a “new car” scent.

Wth the aforenentioned exanpl es as a background, it
shoul d now be nore apparent just how pervasive “identity”
actually is. In terns of the typical enphasis however, nost
corporate and institutional communication prograns
concentrate on the visual and overl ook the nyriad nuances of
synbol i sm

This is presumably because few people know that identity
is communi cated in many forns and all senses have the
capability of recording inputs that becone synbolic of the
human experience. This researcher’s own theory is that
synbols are used by the brain to process, sort and otherw se
manage i nformation and stinuli such that they do not
overwhel mthe handling capacity of the individual, but that
i s another subject perhaps for a future researcher to study.

Most professionally designed identity systens

originating fromgraphic designers are created through a
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process whereby the “ideol ogical” aspect of the matter is
comuni cated by the client to the designer who in turn
Ccreates imagery to support the proposition.

The issue that is problematic is of course when the
imagery is not conversely supported by the reality. To
exenplify, going back to the restaurant exanple in chapter 1,
the presentation of the food can enhance perceived val ue, but
this may only be tenporary if the food doesn’'t taste good
t 00.

In an article, Negative views undernne public

enterprise, Kell (1993) discussed attitude research conducted
by the Council for Excellence in Governnent (Researcher note:
governnent, of which public education is a part). The
article featured commentary on the rel ati onshi p between
perceptions and reality credited to the Council’s Vice

Presi dent, Barbara B. Rosenfeld

“Cearly, all of our prograns are directed toward
i nprovi ng the day-to-day nmanagenent of governnent,
and better customer service is part of that,”
Rosenfeld said. Better communication wth the
public, she said, is essential to bal ance the

unf avor abl e perceptions, correct m sperceptions,
and better informthe public about governnent-
managenent issues. “But here,” Rosenfeld said, “I
think there are two things. One is the actual
gquality of what is being done and the service that
is being provided to the public. The other is how
it’s perceived. |In sone cases, what is being done
and how it’'s being done is being inproved. In

ot her cases, we have to acknow edge that it’s not.
So there are two parts of it. You have to
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comuni cate. But the communi cation has to be based
on reality.” (p. 54)

An exanpl e in higher education is where top
adm nistrators often spend significant tinme in communities
pronoting a positive image and little tine assuring the
activities that support the i mage occur. One challenge
appears to be that they often rise through teaching ranks and
have little managenent training (d ueck, 1980).

Superior teachers do not necessarily nake superior
admnistrators and differences in the conpetencies required
of either are significant. This very sane phenonenon occurs
in many other fields of endeavor such as when top sales
producers are pronoted to sal es managenent positions. The
skills needed to counsel custoners are significantly
different than those of the sal es manager who nust know how
to sell, and in addition, how to forecast, interpret
inplications of market data, analyze profit and | oss
statenments, and so forth.

In the Star Trek novie series, Spock told Admral Kirk
that being a starship Captain was his “first, best destiny.”
The story portrayed Kirk as an extrenely abl e space expl orer
and “field” |eader, contrasting these personal
characteristics with his disenchantnent serving in the

entirely different role of being a “Federation bureaucrat.”
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Leffel & et al (1991) discussed the | eadership culture
at Virginia Tech and concurrently referred to | eadership at

other institutions

University admnistrators are not prepared as

| eaders. W believe that the majority of

adm nistrators at Virginia Tech are simlar to
those at other institutions in that education in
the art of |eadership has not been part of their
prof essi onal developnent. It is inportant to
remenber this point as institutions seek to bring
about change...For university admnistrators to
behave differently, the institution nmust provide
its leadership teamw th the skills and know edge
they need to be effective. Admnistrators com ng
to managerial positions from many diverse

di sci plines nmust |learn a new way of thinking and
behaving for their newroles. A commtnent to this
type of |eadership devel opnent was not found to be
a strong conponent of this institution’s culture
nor isit likely to be in nost universities. (p.
69)

For many, the inmage of education includes parking
hassl es; outdated graffiti-etched classroom chairs—too snal
or too rickety for students; long registration |ines; “lousy”
canpus cafeteria food; the satirical inpressions of “Animnal
House”; dull faculty delivering unrelenting speeches for
their own edification and aggrandi zenment; cram sessions;
pl eading for grades, financial aid, or a repaired dormroom
fixture; expensive books and supplies; and excessive pressure
for the performance notivated student to nmake the al m ghty

GPA.
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Image is found in students’ relationships with faculty
and staff; with bureaucrats and dunb rules; in “conputer”
errors that are seemngly inpossible to fix. Along with the
good, all these too, are the image and identity of educati on.

Fi ndi ngs indicate that prescriptive neasures woul d
i ncl ude devel opi ng | eaders who sinul taneously are nore
inclined to have a better understandi ng of constituency needs
and commtted to inplenmenting prograns and policies to neet
t hose needs.

However, the trend appears to indicate that what often
occurs is a tinme honored tradition of pronoting the inmage of
responsi veness to the community w thout substantive neasures
bei ng taken to back the promse up. Certainly, many
corporations and others in the private sector could be
criticized for the sane transgressions, but they risk | oosing
public confidence too.

The Exxon Val dez di saster and subsequently presented
news nedi a “exposés” about cl eanup crews not really cleaning
provi des a good private sector exanple. This researcher
woul d add, however, that the ability to point to practices in
the private sector and claimto the effect, “but they do it
too,” isn't necessarily going to provide a justification from
t he custoner’s perspective.

Finally, to close this chapter on a nore positive note,

in an article titled Inages of institutions of higher
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education, Henries (1993), delivered a conpelling

presentati on about what our vision of universities should be

We shoul d not just have pictures of universities,
we shoul d have pictures for them What then,
shoul d be our vision for then®...universities nust
make courses and studi es which tease the spirit of
adventure, stir the inmagination and train students
so that they gain the professional strength to neet
adversity. For it is the very noving of m |l estones
whi ch gives science appeal. This is what attracts
those to universities who can pull the | andmarks up
and hamer themdown further out. This vision for
universities means that, in studies, in research,
in thinking, in admnistration and in | eadership,
the whole tine they nust search for quality. That
is, they nmust exhibit in their very practice what
other [sic] will want to enulate. The standard for
a university nust be to set new standards. (pp.
270-271)



CONCLUSI ON: SECTI ON 11

Section Il Concl udi ng Renar ks

I n conclusion of section Il’s findings, sone sinple
remar ks seem appropriate to this researcher

Evi dence suggests that (in marketing term nol ogy)
educational institutions have failed to devel op desired
product -service offerings, distinguish a differenti al
advantage (e.g., over in-house corporate training), and in
terns of nmanagi ng perceptions have failed to pronote an
identity of effectiveness in neeting societal needs.

The public wants traditional “Three Rs” know edge as
wel | as workplace and practical living skills fromthe
education system Educators nust create real value to
reverse perceptions and save the education system Value is
determ ned by the custoner—payers and infl uencers.

Rel evant, exciting | earning experiences are fun,
appeal ing, and notivational in thenselves and are willingly
supported if deenmed to be a worthwhile investnent by students
as well as society. Quality is a philosophy reflecting a
core val ue system not a singular event. Constituencies have

a choi ce—support public education, or let it be subsuned by
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ot her (probably privatized) nmechani sns. Educators have a
choi ce too—identify and satisfy the need, or not.

At the 1993 Conference on H gher Education, Russ
Edgerton, President of the progranis sponsoring organization,
t he American Association of H gher Education (AAHE),

i ntervi ewed Dani el Yankel ovich, a pioneering researcher in
public attitude and policy analysis (Edgerton, 1993). After
a di scussion about what has and is going to happen to health
care (in order to portray parallels with education),
Yankel ovi ch subm tted that physicians, by not acting to
contain costs on their own, brought many of the com ng
consequences on thensel ves. An applicabl e exchange fol | owed
and their dialog is worth repeating here:

Edgerton: Sounds like there is a noral here for

hi gher educati on.

Yankel ovi ch: The price you pay for not seizing

responsibility is to be excluded and to be

victimzed. You have in our country this feeling

now that it is inportant to seize control. It’s

very difficult for an institution to accept

responsibility for a broader social problemthat’s

not of its owmn making. But if you don’t accept

responsibility, other people will be dictating the

changes that need to be nade, and you will not have
a proper voice. So ny nessage is a wake-up call

(p. 7)
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SECTION 11

| nt r oducti on

Section Il is conprised of several key elenents with
respect to the conclusion of this study: chapter 7 serves
two purposes. First, it provides an analysis of the
inmplications for educators that result fromfindings reveal ed
in section Il. Second, chapter 7 will provide suggestions
for further research and is intended for those who may w sh
to take the investigation of issues brought to light in this
study further in our quest for new know edge.

Several appendi ces have been provided in order to | eave
a trail of rich data and enhance the understanding of matters
currently under study.

Next, references are provided to offer researchers an
audit trail of critical readings utilized in this study.

Al so, a conplete bibliography of all references on the
subj ect that this researcher physically collected and brought
into his possesion foll ows.

Sone expl anation may be hel pful about the bibliography.
It has been disclosed that this researcher isolated 2333
references for the study. Sinply put, the 2333 references

are the total listings and abstracts on the researcher’s own
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conputer database. The itens in the bibliography (796) are a
subset of that greater nunber and represent those itens for
whi ch corresponding articles were obtained and revi ewed by
the researcher; fromthose articles collected, 135 critica

readi ngs were selected for which in-text citations were used.



CHAPTER SEVEN

Concl usi ons and Recommendati ons for Further Research

| npl i cati ons for Educati onal Policies and Practices

The study yields several conclusions and inplications
for educators. Corporations have taken a significant role to
augnment, conplenent or replace the education systemin the
United States, depending on one's view of the data.

| f educators are to protect “market share,” efforts wll
have to be nmade to further study the wants and desires of
t hose who consune education directly, such as student
popul ations, as well as those who consune the final outputs
of the education system e.g, corporate hiring executives.

Fromthe results of such studies, fundanental changes in
curricula, delivery nethods, access (and accessibility),
eval uation and other variables are likely to be identified as
appropriate and necessary for inplenentation. The
integration and use of sophisticated nmarketing strategies
such as rel ationshi p marketing, database marketing,
consultative selling, and custoner service approaches may be

required for advancing a conpetitive advantage as well.
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Educat ors have generally responded to increased calls
for quality by installing neasures to increase testing. The
current thrust toward national standards suggests no radica
change in educational philosophy is on the horizon. Anerican
students are anong the nost tested in the world. However, in
the interimthe public is dissatisfied with the education
systenis results.

Pressure for national standards really only neans a push
for new fornms of “national testing” according to the many
descriptions both pro and against. |t appears that one of
the next steps is to test teachers and hold their credentials
to even hi gher standards.

Many in the business world al so hold such nmeasures to be

the answer to the nation’s education ills. Industry Wek’'s

Joseph McKenna (1992) wote: “Of course national testing—
that is, the testing of students’ know edge of core subjects—
—speaks directly to the issue of a national curriculum In
fact, fashioning a national curriculumand devel opi ng
national testing are conplenentary first steps in Anerica’s
educational refornmi (p. 30).

Not surprisingly, as the HRM profession has energed,
busi nesses have al so enpl oyed nore and nore testing of
applicants as well. Yet, despite these neasures, in business

and education, sonething is am ss.
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Pur pose has been forgotten. Ceativity is snothered out
by treatnents favoring conformty and straight-Iine
reasoning. The visionary is ostracized as often as exalted,
with few resting places in betwen, despite grow ng
recogni tion that change needs new thinking. Many of the
brilliant are driven to boredomby a systemthat fails to
harness their talents. In sone instances both institutions
and comunities conplain they suffer from*®“brain drain” when
in all likelihood they actually suffer froma |ack of
attracti veness, appreciation and stimulation in so far as
t hose who | eave are concer ned.

Rat her than receiving appropriate interventions, the
weak are cast aside and condemmed to nenial jobs in work
places with “sticky floors” (Parshall, 1993-1994, p. 95). A
Chapter One parent this researcher encountered expl ai ned that
her attention deficit disorder child had to be hel ped by a
teacher after hours and thus off school grounds due to
pol i cy.

In an informal and chance di scussion with this parent,
this researcher was | eft wondering, “If Chapter One does not
provi de special treatnent for special cases through the
prescribed curricular programduring school hours (e.g.,
wi thout the parent arranging for an intervention of their

own) how can it be effective?”
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Meanwhi | e, America’ s businesses and education system
have been outcl assed by others with | ess wherew thal, but
greater, nore purposeful mssions. |In the end, the nediocre
majority, the weak and the strong alike, all filter through
screenings and are “objectively” identified, data are
col l ected, and standards are supposedly tightened. But what

about identifying the target at which education is aimng?

The term nal objective.

School -to-work as well as intra-educational transitions
strip lives of promse as surely as a burned-out clutch
strips gears. Even prograns with internships are typically
i nadequat e because they are structured nore |ike another
course to be checked off fromthe programs tick list. Wrk
must be nore fully integrated into school (on this point,
busi nesses are certainly not exonerated for their own
i nadequaci es in integrating school into work); cooperative
education, apprenticeships, nmentors and ot her practical
experiences extending far beyond present approaches need to
be part of all schooling.

For exanpl e, many case study approaches are hypotheti cal
and even the better witten ones have nunerous holes; wth
busi nesses suffering fromso many real problens there needn’t

be a reason for educational practitioners to “make themup.”
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In creative fields like illustration, copy witing and
edi ting, photography, acting, filmrmaking, radi o announci ng,
nmusi ¢ and ot hers, professionals have a “book,” “reel,” “deno”
or sone variation of material to exenplify their SKAs in an
appl i ed context.

Purveyors of all manner of goods and services present
their “pitch,” fromIBMoffering conputing solutions to the

account rep with Cosnopolitan offering an affl uent audi ence

to cosnetics nmakers. |Interpersonal communications often
proposition the |istener, as negotiators suggest a date,
marriage, work to be done, a barter for goods and all manner
of outcones.

Li kewi se, educators nust grasp the termnal objective:
Students should be sure of their talents, have practi cal
experience, and be able to “pitch” thensel ves—supported by a
portfolio of “real-life” sanples devel oped in school - wor k
cooperative partnerships; students should be able to
negoti ate i nterpersonal propositions and nanage their
everyday |ives as productive nenbers of society. Students

must be able to think, do, comuni cate and vali date.

Adoption of nmarketing strategies.

The quest for precision, quantification, testing,
nmeasur enent, and anal ysis of supposedly objective data has

forgotten the one differential advantage necessary for
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achi evenent--a conpel | i ng goal which begets the notivation to
succeed. That goal should be abundantly evi dent—peopl e want

rewarding lives. Society’'s signals suggest this is the

pur pose of education (fromwhich a “slogan” m ght be
derived).

There is little question that desired outputs fromthe
educati on system woul d enphasi ze both the theoretical and the
practical. Education nust serve this purpose by utilizing
nore spontaneity and action and | ess anal ysis and debate.
Educati on nust be nmade rel evant and useful, ergo, offer
“need-satisfying utility.”

Learni ng nust be made an exciting and preferable
activity over conpeting choices children and adults m ght
make. Excitenent is a “salable attribute” and preference is
a choice that can be influenced through the use of proper
“appeals.” Traditionally, these appeals are segnented into
two broad categories, fear of |1oss (the negative) and hope
for gain (the positive).

As an exanpl e of how these would be applied to the

academ ¢ context, the Chronicle of H gher Education's student

attitude survey referenced earlier suggested that the great
majority of students said they attended college to get a
better job. A positive appeal in recruiting students

t herefore woul d show students that after the academ c program
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was conpl eted graduates are able to work in successful and
ot herwi se satisfying positions.

Thi s study has produced sone evi dence that education as
an institution has one of the biggest inage problens in
Anerica, yet recognition fromthis point of viewis probably
limted. Sonme observers appear to agree; MDaniel (1994),

di scussed the future of college classroons in College
Teaching, and seened to hold simlar views in connection with
such ideas for pronoting benefits that address needs and tap
notivations:

Control theory rests on the assunption that people

are notivated by an inpulse to satisfy certain

needs. Al people try to satisfy intrinsic

psychol ogi cal drives such as those for bel ongi ng,

freedom power, and fun. Television advertisenents

al nost always tell viewers how products can

practically guarantee that those who buy a certain

car, beer, or pair of bluejeans will have nore

friends, freedom or enjoynent—sonetines all at

once. But educators are only now beginning to

capitalize on intrinsic notivation to nmake | earning

nore satisfying and teaching nore effective. (p.
28)

In order to fill what appears to be a gaping hole in the
process pro-education advocates need to advance a favorable
i mage of education with equal or greater fervor as that of
ot her national agendas. Wile this may seemrevolting to
sone “purist” educators, the alternative may be worse.

WIlliams (1993) observed
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Mich of what peopl e know about their |ocal schools
doesn’t cone fromteachers, the principal or even
the superintendent. It cones from news
reports....Public relations matters. |f your
comunity doesn't think its schools are doing a
good job, it’s unlikely to support those school s.
That neans the bond neasure to pay for facilities
you desperately need will be voted down.

Busi nesses will decline to form school/community
partnershi ps. Teacher norale wll plunge.
Utimately, the education of your district’'s
children will suffer. (p. 28)

Al t hough sone in education |like WIIlianms recogni ze the
val ue of public relations, and in particul ar using outside
public relations firns, Blunenstyk (1994) reported in the

Chronicle of H gher Education that “Colleges differ on the

val ue of outside public-relations conpanies” (p. A22). A few

weeks after the Blunenstyk article, Wing for visibility

appeared, the Chronicle published editorial letters sent in
response.

One witer asked, “At a tinme when nost schools are
struggling...wouldn't it nake sense to spend the noney
earmarked for PR on substantive prograns that would not only
attract students who want to cone, but would al so help
educate themonce they do?” (Pruden, 1994, p. B3). Another
editorial respondent wote, “It distresses ne that sone
col l eges place nore priority on vanity than on value” (Budd,

1994, p. B3).
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Fromthis researcher’s view, Pruden and Budd are right,
yet wong. Right that it would nake sense to start by
offering a better “product,” wth quality and val ue such that
it is capable of supporting itself in the marketplace by
referral and word-of -nouth; wong i nasnuch as a market
of fering normally nust be supported by fostering public
awar eness, interest and action to conpete effectively.

The | atter suggests that educational offerings, |ike
nost services, would be substantially hel ped by the pronotion
of a positive image (which again nust be consistent in terns

of value and quality when consuners neet the reality).

Attitudes of service indifference.

Al t hough sparse in nunber, nodels exist at every |evel
of schooling, where happy |earners are nurtured by
ent husi asti ¢ educators who do not view service as servitude.
Rat her they see giving as getting.

This researcher submts that it is not just one or two
addressabl e service failures that have contributed to
corporations creating their own training centers, rather it
is the reality and subsequent inage of indifference to needs
that has caused dollars to be shifted el sewhere.

Therefore, the matter of concern in assessing a service

cul ture becones exam ni ng those organi zati onal behavi ors that
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are synptomatic of failure, or conversely, indicative of
success in neeting needs.

Wi | e many educators’ efforts probably aimtoward
appeasing nultiple constituencies, w thout careful and
dedi cated attention to researching needs and respondi ng
accordingly, public dissatisfaction is liable to continue.

This researcher’s own past exposure to market research
has reveal ed that very often, executives in nunerous
scenarios think their respective organization's service is
excel l ent, but a conparison of opinions held by service
reci pients shows great variation between the two parti es.
Ofering a mutual ly satisfactory exchange between parties is
the only way educators can create the val ue needed to
| ever age necessary resources.

In some ways, perhaps because of the baby boom and
greater nunbers of ol der students attending, it woul d appear
that thus far an illusion of security may have been created
anong academc institutions. After all, wth student
popul ati ons and budgets growi ng for decades, who woul d notice
| ost mar ket share?

This sanme fal se sense of security and resulting
conpl acency has led many a corporate entity to slaughter.
However, “increasing sales” is not proof of progress, rather
it is capture of avail able market share. The question in a

conpetitive environnent beconmes: how have public education
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“sal es” fared conpared to private sector “sales” in education
and training?

Mar ket share is often | ooked at graphically through the
use of a pie chart. A pie chart for the above scenario woul d
consi st of the total pie representing all education and
training expenditures. Slices would represent public sector
and private sector shares. CQurrently, if it is true as
nmentioned in chapter 1 that corporate trainers are possibly
replacing the functionality of educators, then the private
sector slice of the pie is getting bigger and bigger,
arguably leaving less and |l ess of a slice of available
resources and investnent for public education.

Meanwhi l e, there is a huge need in the nmarketplace for a
retooling of the American workforce. “Approximately fifty
mllion U S. workers—42% of the workforce——need new or
expanded skills to keep up with the demands of their jobs”
(Wley, 1993, p.79). It mght be said that education has
slipped into a deep slunber, and neanwhile, corporate
entities have invested in their ow internal solutions.

Cunni ngham Smth (1993) wote

U. S. businesses are currently spending an esti nated

$210 billion annually on conpany-based traini ng—
and are giving every indication that nore will be
spent in the future....Sone of the conpanies

identified by the ASTD as currently having

out standing training systens are Aetna Life and
Casualty Co., Arthur Anderson, Chase Manhattan

Bank, Dayton Hudson, D gital Equi prent, Federal
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Express, Hewl ett-Packard, 1BM Mdtorola, and
Xerox....Another internationally known training
site is the Arthur Anderson Center for Professiona
Education, |ocated on a 145-acre canpus contai ni ng
tennis courts, jogging track, and other

recreational facilities. Wth nore than 200
trainers on its staff, the facility has 135

cl assroons, offers hundreds of courses, and in 1991
trai ned 58, 000 enpl oyees.

This study reveal ed that identity and i nage are based on
reality and el aborated by perceptions. Educators nust
endeavor to change both perceptions and the realities of a
systemw th which society is unhappy. Gven that the
definition of quality is dependent on the custonmer’s own
expectations, no school, district, university, faculty
nmenber, teacher, superintendent or other authority can know
wi thout a serious inquiry what they are shooting for in order
to satisfy the need.

Therefore, only receptivity and responsiveness to the
clear signals sent by the public (educators mnmust ask, probe,
guery, ask again, confirm and affirm custoner preferences)
can assure the creation of a quality result.

The consum ng public, whether naive or wi se about what
it wants fromeducation, is entitled to getting the desired
outputs it specifies and pays for. Far froma voicel ess
servant in the process, the educator’s role nust be to offer
gui dance to that public about |earning choices and the

rewards for pursuing certain curricular paths. The
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omi sci ent teacher is an obsol ete concept, outdated by a
coach that can negotiate |earning outcones play-by-play in a
t eam envi ronment .

To this researcher, it does not seemsuch a bad thing to
endeavor to prepare students for |iving and working by
enhancing both their intellect and practical skills.
Usefulness is after all the fun of knowi ng. Nevertheless, in
the event education or educators reject such thoughts, fear

not—the private sector appears willing to take over.

Addressing “service deficit disorder”.

“Service deficit disorder” is a termthis researcher has
coined to describe the state of being inattentive and
unresponsi ve to consuners’ needs. In order to highlight
service oriented (and applied marketing) concepts descri bed
in everyday scenarios of benefit to educators and
general i zabl e to other issues, selected (higher education)
suggestions fromresearcher experience, the shared
observations fromvarious affected parties and the findings
fromthis present study follow

1. Access. Mst education references to the term
“access” in the literature are in connection wth issues such
as students’ ability to attend and thus gain access to
education. However, the termmay al so be applied to access

as a matter of physical accessibility.
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Universities are fanous for not providing faculty and
students with adequate parking spaces. The relationship
bet ween “parking police” and those attenpting to park is
often adversarial. Aside fromstudents and faculty, such
practices also preclude the easy visitation of alumi,
suppl iers, donors, potential students and other inportant
consti tuenci es.

Vel | docunented market research in other sectors shows
t hat when such physical access is denied or nmade difficult,
woul d- be constituents or custonmers penalize the offending
entity by avoiding a relationship. There is a conflict when
school pronotional materials depict an idyllic canpus
| ocation and easy access fromall directions when the reality
of tow trucks, tickets and rude authority gestures fails to
support the inmage depicted.

In some cases, universities pronote that they are
interested in corporate relationshi ps and establishing other
i nkages with the community, yet even invited visitors are
often left to fend for thenselves. This researcher has seen
results frommarket surveys indicating that a majority of
patrons of one university were very dissatisfied about
parking, yet the admnistration, wth its own assi gned
par ki ng spaces, was able to ignore the feedback

Cearly, such practices as these do not support an inage

of attentiveness to comunity needs. Wile allow ng
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i nadequate parking facilities initself is probably not the
greatest offense an institution could conmt, the

i ndifference to custoner needs conmuni cated through such
practices may be indicative of a larger problem

2. Adm ssi ons counseling and academ ¢ advi senment .

Institutions seemto guard prograns as absol ute structures
that are unalterable by students, faculty and other affected
parties. This researcher predicts that technol ogy-based
instruction, distance education and increased calls for

speci alist certifications and expertise fromthe business
community are likely to inpact education in a significant
way .

Students want curricul ar input and have | ong recogni zed
that guidance is lacking in a systemthat rubber stanps lists
of courses rather than negotiating specific academ c
treat ment prograns based on students’ needs.

Thi s researcher submts that such input applies not just
to advanced students but also students at every |evel of
schooling (e.g., by proxy through parents). Regardl ess of
the point in students’ academ c progression, they need help
in identifying and nurturing special talents, deficits and
aspirations to a productive concl usion.

More rigid prograns today are for exanple at-risk when
students can “inport” course work into other nore independent

prograns that recognize the nerit of all courses and
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subsequently offer a degree through conpilation of al
equi val ent | earning experiences, inside and outside of the
cl assroom

Portabl e jobs require portable | earning opportunities
that are dynam c and responsive to changi ng condi tions and
needs. Curricular structures nust therefore be nade nore
flexible to offer a conpetitive advantage in such an
envi ronnent. Academ c gui dance counsel ors nust be better
trained (and conpensated) to assess needs and suggest
educational solutions to challenges that result in success
for the student.

3. Alumi relations. Alumi are often contacted by

universities well after the relationship is “over” and
experiences either positive or negative have left their
[ asting inpressions. The tine to develop alumi is not
| ater, but sooner. Treatnment rendered by a “bureaucracy”
today is not likely to be rewarded by all egi ance tonorrow.
In broadly descriptive terns, in order to garner support from
alumi, institutions need to consider the follow ng step-by-
step approach:

(a) ldentify potential students.

(b) Counsel students in terns of their needs; neet those
needs with customtailored quality-driven solutions with
beneficial and enjoyable options, not rigid unalterable

“degrees.”
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(c) Integrate community service and work experience into
the overall academ c experience as a conponent contributor to
| ater occupational and societal success.

(d) Integrate relationships with corporate, non-profit
and institutional nentors into the curricul um

(e) Convince faculty that continued nutually beneficial
rel ati onshi ps, not “one course” or “one degree” interventions
are necessarily a part of a philosophy fostering |ifelong
| ear ni ng.

(f) Recogni ze each student “probleni as an opportunity
to create a solution that begets all egi ance once sol ved; not
as a situation to avoid and thus conpound.

(g) Ask for support fromstudents who, as a result of
solutions fostered, in a societally condoned “noral” sense
are obliged if not delighted to help in return.

Many ot her tactical marketing-oriented suggestions cone
to mnd. For purposes of brevity the foll ow ng observations
and shortened prescriptions this researcher would submt may
be of benefit:

Canpus auxiliary services (e.g., food services) should

not have a “golf ball in the stock pot” inmage; they should be
val ue conpetitive with of f-canpus options.

An institution s pronotional nerchandi se in the canpus

store should be value priced such that students want to

di ssem nate the school |ogo, wear its sweatshirts and display
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its decals; rather than maintaining exclusivity to the canpus
outlet, these itens should be licensed to other retailers if
they are so inclined to help dissemnate the | ogo. Supplies

and ot her nerchandi se shoul d be conpetitively priced so as

not to give the inpression that the school store is a “rip-
of f.”

Student recruitnment pronotions should be personalized,
answer all questions and free to worthy prospects. This
researcher has recently witten personalized, hand-signed
letters to twenty institutions of higher |earning expressing
an interest in receiving specific informati on about pursuing
addi tional studies (and nentioning characteristics known to
be positive indices such as GPA, and so forth):

Only one institution responded with a personalized
| etter and business card (even though nodern machinery, e.g.,

advertised in Fund Raising Managenent magazi ne and el sewhere

can use a plotter pen and ink to create an indistinguishable
facsimle).

Several omtted requested conponents such as tuition
schedul es, course descriptions, contact nanmes, and so forth.
Several institutions replied that sone of the information
requested such as the school catal og would be supplied only
for a fee. Two said they were “tenporarily out” of certain
materials. Some sent such badly presented information that

it was virtually illegible.
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Li brary services should be open to the public (perhaps

with restrictions on borrowi ng, however several information
servi ces could probably be sold) such that inquiring mnds
feel wel comed on the canpus and non-student patrons may thus
be inclined to becone students. The logic here is
inquisitive patrons are the best audience educators have
(these mght also be known as a “target market” worth
nurturing).

dassroomfacilities should be confortabl e and conduci ve

tolearning if they are to be conpetitive; corporations are
accustoned to paying nore for the confort of their trainees
in hotel and on-site neeting roons—to provide an attractive
alternative, straight-backed wooden chairs will not cut it.

Regi stration procedures are purchases in a |l egal sense

and students are custonmers with preferences; nodern

el ectroni c systens have been proven to be faster, cheaper,
friendlier and nore effective than long |lines and nmanual |y

di spensed punch cards. As such, transactions shoul d be
easy, fast and gratifying; educators m ght benefit from

exam ning travel industry nodels, offering “quick check-in,”
and “advanced registration” (why not register for next year’s
cl asses?).

Cour se descriptions should be accurate and conpl et e,

fact sheets and syllabi should be avail able for every course

(these woul d ot herwi se be known as “sal es sheets” and shoul d
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be both descriptive and provocative to the |learner). Courses
froman accredited institutions (especially) should be fully
transferable at |least in some context even if not applied to
a different “non-applicable” academ c track.

According to the registrar’s office at this researcher’s
present institution, the graduate programin which he is
enrol | ed does not allow for interim®“dean’s list” or “honors”
graduation recognition (e.g., printing summa cum | aude on the

diploma). This recognition for sone provides an inexpensive

intrinsic incentive that needn’'t be w t hhel d.

Bui | di ng environnental services: see classroom

facilities above.

Career pl acenent, counseling, quidance and adm Ssi ons

shoul d be exam ned to create a seanl ess process, to ensure a
snmooth transition from prospective student, to successful
graduate, to supportive alumi, to repeat customer in other
academ c prograns and/or continuing educati on.

The |ist of other service- and narket-oriented
opportunities is virtually endless. Therefore, as a broad
gui del i ne, educators nust actively neasure constituency
preferences, add value and negotiate fair conpensation such
that resources are nade continually available relative to

servi ce demands.
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Questions for Further Research

Asi de fromthose questions this researcher has posed
t hroughout this investigation without necessarily having any
definite answers, nmany other research questions cone to mnd.
Hopeful Iy, the aforenentioned and the followng will spark
other future researchers to simlarly attenpt to investigate
opportunities to better neet the needs of |earners, society
and t hensel ves:

The energence of quality, service and custonmer in the
literature as terns to be considered for incorporation into
the dialog and dialectic of education presents both
chal | enges and opportunities. Challenges include the
adaptation of transferable concepts to the education context
wi t hout creating a subculture of disobliged participants:

1. How can such a dial og be successfully and snoot hly
facilitated wi thout causing disenpowering factions to devel op
in the educational comunity?

Qoportunities include the possibility to increase
financial support for education. This is submtted based
upon the researcher’s theory that the creation of a greater
val uation on the part of constituencies is necessary for the
education systemto obtain greater prosperity. Since the
present trend toward increased internal corporate investnent

in training and education suggests that private investnent is
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possi bly replacing public education, this theory nerits
further investigation.

In any case, so long as the public education budget
remains flat or experiences shrinkage, educators should be
concerned and introspective about reasons this may be
occurring. Thus, about corporate dispositions, the follow ng
guestions seem appropri ate:

2. Wiat inpetus would create a sentinent of greater
val ue recei ved anong corporations and a correspondi ng
increased willingness to direct (or possibly redirect)
training investnents in support of public education?

3. Are corporations that have invested nonies on
internal training and educational delivery systens satisfied,
or do gaps exist such that internal mechani sns are considered
the | esser of evils as conpared to public education
alternatives?

Most agree that reformefforts in the past have fail ed,
this present research suggests that nore radi cal approaches
may be necessary in the future:

4. Wy is it that after decades of reforns, the majority
of Anericans are displeased by their education systenf

A nunber of issues nentioned in this present study evoke
questi ons about the values Anmericans exhibit or inplicitly

comuni cate in connection with education, such as:
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5. Anericans support exorbitant lifestyles for athletes,
celebrities and other high-visibility figures; why are
t eacher sal aries conparatively so | ow?

6. Have educators been bred to feel “entitled” to
conduct research under their own terns even though soneone
el se is supporting their paycheck?

Kohl (1992) rel ated an occasi on where a busi nessnman was

asked about prospects for enploynent for graduates:

If restructuring noves forward, | asked him wll
young peopl e becone fully enpl oyed and have decent
sal aries and chal l enging work? | sensed pain in

his face as he conposed his answer. Yes, sone of

t he youngsters woul d get good jobs, he said. But
even his conpany, which was commtted to the
conmmunity, was reducing staff. There wasn't even a
guarantee that the conpany, part of a nultinational
corporation, would remain in the state. The
central dilemma of work-specific education is that
it is dependent upon the future econom c state of
soci ety. Educators can only specul ate about the
outl ook for graduates. (p. 32)

Upon reading Kohl's story, this researcher nused,
therein lies “trace evidence” of one of the central problens
with | eadership in education and business. The theory
subm tted based on such evidence is therefore: Enployees are
“taught” to be unthinking through systens that foster
dependency on authority signals; enployees wait for the next
task to be assigned, and are idle wthout such an assi gnment.

In contrast, the entrepreneurial (or thinking) individual
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| ooks for needs and determ nes what nust be done to fill
t hose needs. Subsequently, that work gets done.

Thus, enpower ment neans taking charge in exchange for
the unlimted potential to gain positive rewards. However,
many so-cal |l ed enpowernent inplenentations in the workpl ace
are watered down and sterilized to the point where initiative
is marginal. True enpowernent neans taking unlimted risks,
whi ch neans accepting consequences that are not watered down
such as | oosing one’s paycheck, job, or worse.

It seens nost individuals (including recent graduates)
are also trained to ask for or “need” a job and expect
“enpowerment” as though it were an entitlenment with no
downside. The truly evolved and ready graduate or candi date
recogni zes that, so long as there are problens to be sol ved,
work is correspondingly avail able and the nature of that work
becones self evident in the | anguage of solutions. The
educator certainly nust realize that enployers want their
probl ens solved and there are many such problens in need of
resolution. Therefore:

7. What woul d nmake educators nore aware of business
pr obl ens?

8. What curricul ar approaches would be effective in

devel opi ng “sol utions-oriented” graduates?
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About inmage and identity, concepts which appear to be
difficult to grasp for many, there are nany rel ated
guestions. One of the nost inportant is:

9. Wuld top educational adm nistrators have an interest
in pronoting their institutions as marketabl e “brand nanes,”

and are they, in effect, doing so already?

A Final Note: “Service-Focused Education”

An oft-cited anecdote told by marketers is about a
person who goes to the hardware store to buy a drill.
Confused by the | arge nunber of choices, the individual is
delighted to be greeted by an attending clerk. This clerk is
very astute and inmmedi ately realizes that rather than
har dware, what this person actually is interested in, and
needs, is a hole. After determ ning what kind of hole, in
what material, how deep, and the other specifics, the clerk
gui des the person to the exact drill and bit needed.

The noral of the story is that the individual may ask
for adrill, but the real need is an answer to a problem

Li kewi se, Anerica has a need. Thus far, education has
of fered course nunbers, grade levels and tests, nuch |ike the
| ess astute clerk in the aforenenti oned situation would offer
a half-inch or three-eighths-inch drill, w thout assessing

the nature of the problem
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The i ndividual above needs a hole. Anerica needs a
gaping hole filled. Like the shopper, citizens are not sure
how, but they do know the end result they want. The public
is looking to educators to be astute. Although there may be
a dark cloud over the Anmerican public education system the
underlining is nore silver than ever. For nowis also a
wonderful time for educators to nmake val ued suggesti ons.

Anericans are anxious to hear how the unrealized
potential of enpty lives may best be filled with the rewards
of learning, working and living. This researcher
respectfully submts, that thoughtful and nore correct
answers will restore faith. Such restoration may in turn
| ead to unheral ded opportunities for education as the

st eppi ng stone of human progress.
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Enpl oyee
Enphasi s

Er a

1 Skillful ness

Appendi x A

Human Resour ce Devel opnent

Benchmar k

I nformal exanpl e
Apprenti ceship
Qui | ds

Craft training

191

Er as

Begi nni ngs

Bef ore 3500 B. C
2100 B. C

About 1100 A. D
About 1750 A. D

Ef ficiency Early training and

educati on prograns About 1800
Factory school s By | ate 1800s
CGovernnent efforts Late 1800s
Managenent and | abor Late 1800s
Trai ni ng associ ati ons Early 1900s
Cor porate school s 1913

3 Satisfaction Executive training 1919
Corr espondence school s 1920s
Gover nment wel fare/
wor k- f orce prograns 1930s
VWrld VWar 11 prograns Early 1940s

4 Enhancenent Anerican Society of
Training Directors 1945
Training as education in
organi zati ons 1950s
HRD as an academ c
di sci pline 1970s
Cooperative efforts of ASTD
and HRD academ ¢ community 1980s

Sour ce:

Pace, R W, Smth, P. C, &MIls, G E (1991). Human

resource devel opnent: The field. (p. 25). Engl ewood

diffs,

NJ: Prentice Hall.
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Appendi x B

Sizer’s Principles for School s

Si mpl e goal

School s should hel p pupils think, not digest facts

Focus

Students should master a few essential skills and areas of
know edge

New var dsti cks

Students shoul d advance based on proven mastery, not age or
credits given for tinme in class

Inclusivity

H gh goal s should apply to all students

Envi r onnent

School s shoul d stress trust, decency, and neeting high
standards wi thout anxiety

Active | earning

Students | earn best when they’ re invol ved—so teachers shoul d

be coaches, not |ecturers

Sour ce:

Marenmont, M (1994, January 10). “M ndl ess” school s. Busi ness
Week, p. 45.
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Appendi x C

SCANS Conpet enci es

Basic skills

Readi ng, witing, mathematics, speaking and |istening

Thi nking skills

Creativity, decision nmaking, reasoning and probl em sol vi ng

Personal qualities

I ndi vi dual responsibility, self managenent and integrity
Resour ces
Al'l ocating tinme, noney and peopl e

I nterpersonal skills

Wir ki ng on teans, teaching, negotiating and serving custoners

| nf or mati on

Acqui ring, evaluating and processing data

Technol ogy

Sel ecting, using and applying technol ogy

Syst ens

Under st andi ng soci al, organi zati onal and technol ogi cal

syst ens

Sour ce:

Brock, W E (1992). A vision for education: SCANS chairmnman
sees need for high-performance schools. Vocati onal
Education Journal, 67(7), 20.
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Appendi x D

Dat a Source Locator for H gher Education

Quide to National Data Sources on H gher Education

I nstitutional Decriptors

Data Types
I nstituti on nane/ addr ess
Sector and size

Program of f eri ngs
Types of Degrees/awards

Data Types

Age and gender
Race/ethnicity

Academ cs preparation

Education (bjectives

St andardi zed test scores
Financial aid eligibility
Educati onal atti nment

Maj or Sour ces

| PEDS | nstitutional
Characteristics Survey
NCES Directory of
Post secondary Institutions
HEP H gher Education Directory
AACIC @ui de
Col | ege Board Annual Survey
Col | ege Board Col | ege Handbook
Col | ege Board Fall Annual
Repor t
Col | ege Board Sunmary
Statistics

Maj or Sour ces

W CHE H gh School G aduates

NCES Enrol | nent Data and
Proj ections

Ameri can Council on Education
Report on GED

U S. Bureau of the Census

Cl RP Annual Survey of Entering
Fr eshnen

Nati onal Postsecondary Student
Fi nancial A d Survey

Col | ege Board/ ETS

Anmerican Col | ege Testing
Pr ogram
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Enrol |l nrents and Conpl eti ons

Data Types

Enrol |l nents by | evel, age,
sex racel/ethnicity status,
and so on

Degr ees, awards

Resi dence of students

Maj or Sour ces

| PEDS Enrol | nent Surveys

| PEDS Conpl eti ons and Awards

NSF Survey of Graduate Science
and Engi neering

NSH Survey of Earned
Doct or at es

St udent Denogr aphy and Characteristics

St udent Longi t udi nal

Dat a

Data Types

Educat i onal
backgr ound
Educati on pat hways

Wor kf or ce experi ence
Longi t udi nal

Retention/time to conpl etion

and famly

Maj or Sour ces

NCES Nati onal Longi tudi nal
St udy
NCES H gh School and Beyond
NCES Nati onal Educati on
St udy

NCES Recent Col | ege G aduates

Student Financial A d

Dat a Types

Sources and distribution
State and federal support

Characteristics of aided
students

Physi ci al

Maj or Sour ces

Col | ege Board Trends in

Student A d
NASSGP Annual Survey
N I CU Survey
NCES Nati onal Postsecondary

Student A d Study

Facilities and Assets

Data Types

Facilities inventories
Capi tial expenditures
Physi ci al assets

Li brary resources

Maj or Sour ces

NSF Survey of Facilities and

Capi tal Expenditures

| PEDS Academi c Libraries
Sur vey

APPA
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Fi nanci al Support

Data Types

Revenue by source

St at e appropriations
Federal support

G ft s/ endownent

Maj or Sour ces

| PEDS Fi nance Survey

G apevi ne Appropriations Data

Hal stead’s State Profiles

Washi ngt on H gher Educati on
Coor di nati ng Board

NACUBO

Nat i onal Sci ence Foundati on

Tuiti on and Fee Charges

Dat a Types

St udent char ges by
institution

St at e/ sect or aver ages
at public institutions

Mpj or Sour ces

Col | ege Board Col | ege Cost
Book

SREB

W CHE

Washi ngt on H gher Educati on
Coor di nati ng Board

NCES I nsti t ui onal
Characteristics

Faculty/ Staff/ Sal ari es and Benefits

Data Types

Nunber/status of faculty
Average sal ary by rank
Average sal ary by state/sector
O her conmpensation/ benefits

Adm ni strative/support staff

Aver age state appropriated
sal ary increases

Maj or Sour ces

AAUP

| PEDS Faculty Sal ary Survey

AASCU CUPA

&l ahorma State University
Survey

CUPA Adm ni strative

Conpensati on Survey

EECC Facul ty/ Staff (EEO 6)

Survey

| PEDS Fal | Staff Survey

TI AA/ CREF

NCES Survey of Postsecondary
Facul ty

State Council of H gher

Education for Virginia
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Statistical D gests and O her Sources

Data Types Maj or Sour ces

H gher education fact books NCES Di gest of Education
Statistics

St at e conpari si ons NCES Condti on of Education

Education indi cators NCES Education | ndicators

Statistical digests NCES State H gher Education
Profiles

ACE Report on Mnorities in
H gher Education
ACE Canpus Trends

Sour ce:

Lenth, C. S, & Christal, M E. (1991). National data bases
and statistical resorces on higher education: An annotated
guide. New Directions for Institutional Research(69), 83.
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Sel ect ed Educational |Informati on Sources

Directory of Cooperative Education
Cooper ati ve Education Associ ati on
247 Alumi Center

I ndi ana State University

Terre Haute, IN 47809

Education Infornmati on Qui de Series
Gal e Research Conpany

Book Tower

Detroit, M 48226

International Scholars Directory
Mar qui s Prof essi onal Publications
200 E. Ohio Street
Chicago, IL 60611

Nat i onal Associ ation of | ndependent School s
18 Trenont St.
Boston, MA 02108

Nat i onal Educati on Associ ati on
1201 Sixteenth St., NW
Washi ngton, DC 20036

St andard Educati on Al manac

Mar qui s Prof essi onal Publications
200 E. Ohio Street

Chicago, IL 60611

U S. National Center for Education Statistics

U S. Departnent of Education
400 Maryl and Avenue
Washi ngton, DC 20201
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Appendi x F

W Edwards Dem ng Principles

1. Creat e constancy of purpose
2. Adopt the phil osophy of quality inprovenent
3. Cease dependence on inspection
4. Establish long-termrel ati onships with suppliers
5. | nprove all systens constantly and forever
6. I nstitute conprehensive training
7. I nsi st on | eadershi p throughout the organization
8. Drive out fear
9. Break down barriers
10. Eimnate slogans and targets
11. Eli mnate worknunerical quotas
12. Renove barriers to pride of workmanship
13. Institute a vigorous programof training and self
i mpr ovenent
14. Involve everyone in the transformation
Sour ces:

TQL Principles:
Bonser, C. F. (1992). Total quality education? Public
Adm ni stration Review, 52(5), 504.

Deming' s 14 Steps to TQMU

Schargel, F. P. (1991). Pronoting quality in education.
School s can use total quality managenment concepts to boost
student performance. Vocational Education Journal, 66(8),
34.
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Appendi x G

Sel ect ed H gher Education Data

The followi ng data in appendix G are fromthe Chronicle

of H gher Education’s 1993 Al nmanac |ssue which conpiles a

wi de variety of contenporary information about higher

education as well as trends affecting the future of

institutions.

Al charts shown have been created by researcher

Average pay of full-time professors

Public 4-year institutions:

Pr of essor $56, 658
Associ at e prof essor $42, 732
Assi st ant pr of essor $35, 511
| nstruct or $26, 129
No rank $32, 307
Al | $44, 497
Public 2-year institutions:

Pr of essor $45, 412
Associ at e prof essor $38, 040
Assi st ant pr of essor $32, 671
| nst ructor $28, 637
No rank $37, 086
Al | $37, 064




Average Pay Full-Time Professors

All

No rank

Instructor

Assistant professor

Associate professor

Public 2-Y ear Ingtitutions

Professor

IO SOIOO 1O(I)OO 15€I)00 35(I)00 40;)00
Private 4-year institutions:
Pr of essor $56, 107
Associ at e prof essor $40, 064
Assi st ant pr of essor $33, 208
| nst ructor $25, 095
No rank $31, 140
Al l $42, 183

1
50000
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Nunmber of Institutions Conferring Degrees,

1990-91

No. Conferring

No. of Degrees

Degr ees Conferred

Associ at es

Publ i c 1,218 398, 055

Private 928 83, 665
Bachel or's

Publ i c 546 724,062

Private 1, 269 370,476
Master's

Publ i c 481 193, 057

Private 796 144,111
Doct orat e

Publ i c 208 25, 681

Private 263 13,613
Pr of essi onal

Publ i c n/ a 29, 554

Private n/ a 42, 394
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800000 -

700000

600000 4

500000

400000 4

300000

200000 4

100000 4

i

0

Associates

Public

Private D

Bachelor's

Public |

Private

Master's

Public

Private

Doctorate

Public

Private

Professional

Public

Private

203



204

Adm nistrators' Views on Enroll nent Trends

Total %
Enrol | mrent changes in the |ast 5 years:
| ncrease of 31% or nore 19
| ncrease of 21%to 30% 11
| ncrease of 11%to 20% 17
| ncrease of 6%to 10% 16
| ncrease of 1%to 5% 17
No change 8
Decrease of 1%to 10% 11
Decrease of 11%or nore 1
Enrol | mrent changes expected in the next 5 years:
| ncrease of 31%or nore 2
| ncrease of 21%to 30%
| ncrease of 11%to 20% 14
| ncrease of 6%to 10% 23
| ncrease of 1%to 5% 26
No change 22
Decrease of 1%to 10% 5
Decrease of 11%or nore 0
Enrollnent limtations
Proportion of institutions that have limted 21
enrol |l nent recently
Reasons cited for enrollnent limts:
Reduced state or | ocal governnent funding 47
Q her budgetary constraints 34
St at e-i nposed requirenents 16
Limts due to program capacity 69
Adm ni strative deci sion about m ssion 38
 her 10




205

Attitudes and Characteristics of Freshnen, Fall 1992

Reasons noted as very inportant in Total %
sel ecting col |l ege attended:

Rel atives' wi shes 10.2
Teachers' advice 4.7
Good academ c reputation 50.9
Good reputation for social activities 22.3
O fered financial assistance 28.3
O fered special educati on prograns 21.9
Low tuition 30
Advi ce of qui dance counsel or 8.3
Wanted to |ive near hone 23. 6
Friend s suggestion 9.6
Recruited by col |l ege 4
Recruited by athletic department 5.2
& aduates go to top graduate school s 23. 1
& aduat es get good | obs 39. 4
Religious affiliation of college 4.9
Size of coll ege 35.7
Not accepted anywhere el se 3.1
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Conti nued, Attitudes and Characteristics of Freshnen, Fal

1992
Reasons noted as very inportant in Total %
deciding to go to coll ege:
Parents wanted ne to go 34. 3
Could not find a job 8.2
To get away from home 15. 3
To be able to get a better job 78.5
To gain a general education and appreciation of 62.5
i deas
To i nprove readi ng and study skills 41. 4
To becone a nore cul tured person 38. 4
To be able to nake nore noney 73. 3
To | earn nore about things that interest ne 73
To prepare for graduate or professional school 55. 3
A mentor or role nodel encouraged ne to go 14
Agree strongly or sonewhat that: Tot al %
The chief benefit of college is that it increases 69. 8
one' s earni ng power
G ading in the high schools has becone too easy 49. 4
(bj ectives consi dered essential or very inportant:
Becom ng an authority in own field 68. 5
ot ai ni ng recognition from col | eagues for 55
contributions to field
Raising a famly 70. 6
Being very well-off financially 73
Hel pi ng others who are in difficulty 63




Attitudes and Characteristics of Freshmen, Fall 1992

Objectives Considered Essential or Very Important

[ Becoming an authority in own field

I Obtaining recognition from colleagues
for contributionsto field

| Raising afamily

O Bei ng very well-off financialy

O Helping others who are in difficulty

-80

70

-40

- 30

- 20

-10

1 2 3 4
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Characteristics of Recipients of Doctorates, 1991

208

Al fields
Doct oral degrees conferred 37,451
Medi an age at conferral 33.9
Medi an nunber of years from bachelor's degree to 10. 4
doctorate
Medi an nunber of yeats registered as a graduate 7
st udent
Proportion with bachelor's degree in sane field 57.7
as doctorate

Sex
Mal e 63.2
Fermal e 36. 8
Gtizenship

United States 66
Non-U. S., pernmanent visa 4.8
Non-U. S., tenporary visa 23. 6
Unknown 5.5
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Col | ege Enrollnment by Racial and Ethnic G oup, 1991

1991
Aneri can I ndi an 114, 000
Asi an 637, 000
Bl ack 1, 335, 000
H spani c 867, 000
Wi te 10, 990, 000
For ei gn 416, 000
Tot al 14, 359, 000

College Enrollment Race & Ethnic Group

16000000 ~

14000000 4

12000000 4

10000000 4

8000000 4

6000000 -

4000000

2000000 4

American Asian Black Hispanic White Foreign Total
Indian




Educational Attainment of the U S. Popul ation by Racia

Et hni c Group, 1990

H ghest | evel reached Al |
8th grade or | ess 10. 4
Sorre hi gh school, no di pl ona 14. 4
H gh school dipl oma 30
Sone col | ege, no degree 18. 7
Associ at e degree 6.2
Bachel or' s degree 13.1
& aduat e or professional degree 7.2
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Col | ege Enrol |l ment by Age of Students,

Al %
Al students

15 to 17 0.9
18 and 19 20. 8
20 and 21 20.9
22 to 24 16.4
25 to 29 14.1
30 to 34 9.3
35 to 39 7.4
40 to 44 4.6
45 to 49 2.7
50 to 54 1.5
55 to 59 0.6
60 to 64 0.3
65 and ol der 0.3
Nunber of students 14, 057, 000

Fal |

1991
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College Enrollment by Age of Students
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Uni versities Awardi ng the Mbdst Earned Doctorates, 1991

Uni versity of California at Berkel ey 778
Uni versity of Illinois at U bana- Chanpai gn 738
Uni versity of Texas at Austin 710
Uni versity of Wsconsin at Madi son 706
University of Mnnesota-Twin Gties 704
Uni versity of M chigan at Ann Arbor 659
Chio State University 639
University of California at Los Angel es 572
Stanford University 556
Harvard University 534
Cornell University 500
Massachusetts Institute of TEchnol ogy 497
Pennsyl vania State University 473
Uni versity of Washi ngt on 459
Uni versity of Maryland at Col | ege Park 453
Uni versity of Pennsyl vani a 449
Texas A&M University 445
Pur due Uni versity 430
New York University 427
Uni versity of Southern California 422




214

Medi an Sal aries of College and University Adm nistrators,

1992- 93

Al Institutions

Executive
Chi ef executive of a system $110, 797
Chi ef executive of a single institution 99, 225
Executive vice-president 82, 000
Academ c

Chi ef academ c officer 75, 000
Drector, library service 49, 403
Dean, agriculture 91, 056
Dean, arts and letters 68, 602
Dean, arts and sciences 74, 095
Dean, busi ness 73,734
Dean, conmmuni cations 61, 142
Dean, conti nui ng educati on 56, 722
Dean, dentistry 123, 502
Dean, education 72,450
Dean, engi neering 97, 000
Dean, extension 63, 800
Dean, fine arts 68, 180
Dean, graduate prograns 71, 703
Dean, heal th-rel at ed prof essi ons 65, 444
Dean, hone econom cs 81, 756
Dean, humanities 52, 946
Dean, instruction 57, 000
Dean, | aw 129, 000
Dean, library and i nfornati on sci ences 68, 967
Dean, nat henati cs 53, 393




Conti nued, Median Sal aries of College and University

Adm nistrators, 1992-93

Al Institutions
Dean, nedi cine 182, 624
Dean, nusic 69, 498
Dean, nursing 67, 250
Dean, pharnmacy 99, 535
Dean, public health 136, 201
Dean, sci ences 61, 290
Dean, soci al sciences 54,471
Dean, social work 86, 408
Dean, special prograns 48, 213
Dean, under graduat e prograns 66, 025
Dean, veterinary nedicine 115, 838
Dean, vocational educaiton 59,611
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Educati onal Attai nment of 1980 H gh-School Seniors by 1986
No H S. |H S Li cense[Assoc. |B. S. Pr of .
di pl oma |di pl ona degree [degree |/ grad.
degr ee
Sex
Men 64 10.5 5.9 17.6 0.9
VWnen 0.8 59. 6 13.3 7 18. 8 0.6
Type of H S
Public 1 63.2 12. 1 6.6 16. 4 0.
Cat hol i c --- 47. 4 11.9 6.4 32. 8 1.
G her private 52. 3 7 36.7 0




Student Financial A d, 1991-92

Tot al spendi ng, by source

217

Federal prograns-Cenerally avaliable aid

Pell Gants

$5, 242, 000, 000

Suppl enental Educational Qpportunity Grants 415, 000, 000
State Student Incentive Gants 63, 000, 000
Col | ege Wor k- St udy 791, 000, 000
Per ki ns Loans 824, 000, 000
| ncone Conti ngent Loans 5, 000, 000

Staf ford Student Loans

10, 639, 000, 000

Suppl enental Loans for Students

1, 952, 000, 000

Parent Loans for Undergraduate Students

1,125, 000, 000

Subt ot al

21, 055, 000, 000

Federal prograns-Speciality directed aid

Vet er ans 908, 000, 000
Mlitary 376, 000, 000
Q her grants 161, 000, 000
G her | oans 350, 000, 000

Subt ot al
Total federal aid

1, 794, 000, 000

22, 849, 000, 000

State grant prograns

1, 931, 000, 000

I nstutional and other grants

5, 991, 000, 000

Total federal, state, and institutional aid

$30, 771, 000, 000




Nunber of Colleges by Enrollnment, Fall 1991

Al Institutions
Public institutions
Under 200 8
200 to 499 32
500 to 999 116
1,000 to 2,499 341
2,500 to 4,999 356
5,000 to 9,999 346
10,000 to 19, 999 242
20, 000 to 29, 999 87
30, 000 or nore 37
Al | 1565
Private institutions
Under 200 376
200 to 499 408
500 to 999 394
1,000 to 2,499 514
2,500 to 4,999 159
5,000 to 9,999 79
10,000 to 19,999 37
20, 000 to 29, 999 7
30, 000 or nore 2
Al | 1976

218



Cont i nued, Nunber of Colleges by Enrollnent, Fall 1991
Al Institutions
Al institutions
Under 200 384
200 to 499 440
500 to 999 510
1,000 to 2,499 855
2,500 to 4,999 515
5,000 to 9,999 425
10,000 to 19, 999 279
20, 000 to 29,999 94
30, 000 or nore 39
Al l 3541
Number of Colleges by Enrollment
4000 -
3500 -
3000 -
2500 -
2000 -
1500 -
1000 -
500 4
0- —
<

Under 200

200 to 499

500 to 999

1,000 to 2,499

2,500 to 4,999

5,000 to 9,999

10,000 to 19,999

20,000 to 29,999

30,000 or more
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Projections of College Enroll nent,

H gh- School G aduates, 1993 and 2003

Degrees Conferred, and

1993 2003

Total Coll ege Enrol |l nent 14, 431, 000 16, 124, 000
Men

Tot al 6, 400, 000 7, 386, 000

Full -tine 3, 826, 000 4, 507, 000

part-tinme 2,574, 000 2,879, 000
Wnen

Tot al 8, 031, 000 8, 738, 000

Ful |l -tinme 4,271, 000 4, 820, 000

Part-tinme 3, 760, 000 3,918, 000

H gh School G aduates 1993 2003

Tot al 2, 480, 000 3,011, 000

Publ i c 2, 236, 000 2, 715, 000

Private 244, 000 296, 000




Appendi x H

Total Quality Managenent in Coll eges and Universities

Two- Year |Institutions

Del awar e Community Col | ege
Medi a, PA

Fox Val | ey Techni cal Coll ege
Appl eton, W

Hawkeye Institute of Technol ogy
Waterl oo, | A

Jackson Community Col | ege
Jackson, M

Lamar Community Col | ege
Lamar, CO

Pal m Beach Comunity Col | ege
Lake Worth, FL

St. Augustine Technical Center
St. Augustine, FL

Four Year Institutions

Car negi e- Mel I on University
Pi ttsburgh, PA

Col orado State University
Fort Collins, CO

Col unbi a Uni versity
New Yor k, NY

Florida State University
Tal | ahassee, FL

Harvard University
Canbri dge, MA

IIlinois Institute of Technol ogy
Chi cago, IL
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M | waukee School of Engi neering
M | waukee, W

Nort hwestern University
Evanston, IL

Oregon State University
Corvallis, OR

Peperdi ne University
Mal i bu, CA

Uni versity of Chicago
Chi cago, IL

Uni versity of M chigan
Ann Arbor, M

Uni versity of M nnesota
M nneapol i s, N

University of North Carolina
Chapel HIl, NC

Uni versity of Pittsburgh
Pi ttsburgh, PA

Uni versity of Wsconsin
Madi son, W

Uni versity of Wom ng
Larame, W

O her

North Dakota University System
Bi smark, ND

Sour ce:

Total Quality Managenent in U S. Colleges and Universities

(1991). New Directions for

| nsti tuti onal

Resear ch:

Appendi x C, 18(3), 91.
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