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(ABSTRACT)

In May 1993, 795 school district associates, students, and parents
participated in a study to determine whether the implementation of TQM from 1990
to 1993 has made fundamental and significant changes and improvements in the
district.

In 1990-91, senior management of the district received 80+ hours of training
and were certified as Quality Trainers by the Xerox Corporation and the Virginia
Department of Education through a US Department of Education partnership grant.
By September 1992, nearly 90% of all Rappahannock school district associates
(employees) had received 30+ hours of training in quality management. The Xerox
model of training includes components on defining quality, meeting needs of
customers, interactive skills, working in teams, problem solving, and a quality
improvement process.

Over 60% of associates volunteered to serve on quality teams to address
concerns targeted by customer surveys. In 1992-93, all associates served on
required quality teams to improve instruction and support services. A couple of

elementary school quality teams reduced numbers of students needing math



remedial pullout services by 35% to 40%. The high school math team devised an
improved process for team-teaching math and quality problem solving. Bus drivers,
parents, teachers, administrators, and students served on a quality team to reduce
349% parent dissatisfaction with transportation services to 11%.

The study found that since the 1990 introduction of TQM in the district:
89% of associates are using aspects of the quality training in their work with others;
72% of associates feel that administrators have increased their efforts to meet their
needs; 66% of associates feel more empowered; 78% of students identify thingé
that have improved; and 79% of parents feel that the schools have increased their
efforts to meet their childrens' needs. .

A "quality customer service in education” (QCSIE) scale was devised from
the student survey items and responses. Seventy-eight percent of the district's
students have positive QCSIE scores. The QCSIE scale can be used to help schools
determine the level of student satisfaction with educational and support services. A
similar scale found that 88% of students have a willingness to help produce, or

coproduce their education.
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Public education in the United States is at a crossroads. Many view the
public schools that were conceived in the last quarter of the 19th century as being
near death in the waning years of the 20th century. Constant changes in the
political, social, and economic environment have taken their toll on schools and
students. 1) Brown v Topeka Board of Education (1954) ushered in an era of
forced desegregation of previously racially segregated schools that ultimately
resulted in many children being bused away from their neighborhood schools to
achieve racial balance. 2) Engel v. Vitale (1961) was the first of many Supreme
Court decisions that upheld the U.S. Constitution's 1st Amendment prohibition
against prayer in schools. Although constitutionally correct, the decisions removed
religion as a values medium from those public schools that chose to comply.

3) Schools were consolidated to modernize structures and curriculua, but resulted
in the elimination of numerous small closeknit, community-oriented schools.

4) Increased student use of alcohol and controlled substances affected the readiness
and willingness of some young minds for learning. 5) Increases in single parent
and two-income families reduced opportunities for direct parental supervision and
guidance of their young.

With the 21st century on the horizon, conservative politicians are touting
educational vouchers for families to send their children. to the public or private
schools of their own choice. The use of tax funds for parents to spend in an
educational marketplace threatens to break the alleged public school monopoly and
eliminate those schools that can't compete. Even without a fullfledged voucher
system, some families are removing their children from public education to place
them in private schools, provide home instruction, or seek religious exemptions

from compulsory attendance.



Education reform reports of the 1980's, while largely ignoring the causal
nature of a deteriorating social environment, were highly critical of an education
system whose students’ achievement levels allegedly ranked below several other
industrialized nations. From the perspective of many of America's politicians,
academicians, and business leaders, American public education deserves the
traditional definition of "Made in Japan" : poor quality and cheap. With few
exceptions, the reform reports' solutions seemed to be more quantitative than
qualitative. And there were few commonalities among them.

Learning a Living: A Blueprint for High Performance. SCANS Report for
America 2000 (U.S. Labor Department, 1992) is the most recent educational reform
document in the decade long stream of criticism of elementary and secondary
education. SCANS, the U.S. Labor Department's contribution to educational
reform, is the first document produced by the American government that addresses
in specific detail how public education should be changed to prepare students for
the workplace of the 21st century.

Among its strongest recommendations: "The nation's schools must be
transformed into high performance organizations" the trait that characterizes our
most competitive companies. SCANS challenged school administrators to "try to
apply the 14 points of W. Edwards Deming, the man whose ideas produced the
Japanese economic miracle and the redirection of American businesses toward
quality as the touchstone for productivity growth" (U.S. Labor Department, 1992,
p. 17, and Deming, 1986).

By the late 1980's a few United States school districts had begun to explore
the use of TQM as a process to improve public education. The Sacramento County

School District professes to be the first to implement TQM in K-12 public education
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"organization-wide" in 1986 (Meaney, 1991). Sacramento County is actually an
intermediate service district that provides overall administration for 16 districts, plus
centralized vocational education and special education services.

In 1987, National Westminster Bank USA provided training for the faculty
of Brooklyn's Westinghouse Vocational High School to implement quality
(Schargel, 1987). Leaders at Mt. Edgecombe Vocational High School in Sitka,
Alaska, trained students in quality improvement strategies they had learned at
Deming seminars (Tribus, 1990). In 1989 Xerox Corporation's C.E.O., David
Kearns, facilitated the development of a partnership with the Virginia Department
of Education to explore a pilot implementation of Quality Management in three
public school districts. With additional U.S. Department of Education partnership
grant funds, the Xerox/Virginia Department of Education effort was expanded in
1991 to eight Virginia school districts including the Rappahannock County Public
Schools (VSEN, 1992),

Increasing numbers of America's public school districts are looking to Total
Quality Management (TQM), as espoused by Deming and others, to improve their
services to "customers.” By 1993, more than 100 school districts nationwide had
started implementing some form of TQM. The American Association of School
Administrators (A.A.S.A.) formed a Quality Network in June 1991. Almost 400
public school districts have representitives in the network (1992).

There is great variation in the content and length of TQM training for
educators. Some school systems provide as little as a checklist on how their
schools' operationalize Deming's 14 Points. Other districts offer a partial day

inservice titled "Introduction to Quality." Still others provide 30 + hours of quality



training.

Likewise, there is considerable variation in the way TQM is implemented in
schools across the country. Eighty percent of the districts reported using quality
tools to improve administrative services, 50% to improve teaching methods, and
50% to increase student achievement (Horine, 1993 p. 33). Some use quality to try
to improve all aspects of the system. Many rely on ad hoc project teams to solve
problems as they are detected. Still others mandate that all associates serve on
standing problem solving or quality improvement teams to improve instruction.

Rappahannock County, Virginia's Superintendent Dr. David Gangel
informed the American Association of School Administrators' (AASA) Quality
Network participants in the summer of 1991 that his district had begun training all
associates: teachers, counselors, librarians, bus drivers, secretary-bookkeepers,
custodians, cafeteria workers, and instructional leaders with a 30+ hour intensive
course in quality management . The training is patterned after that used by the
Xerox Corporation to train its employees in quality. Gangel's vision is that the total
operation of the school system ranging from educational to support services be run
in the continuous improvement / customer service format of Quality.

This would be a drastic change for the Rappahannock County Public
Schools, a small rural district nestled against the eastern slopes of the Blue Ridge
Mountans near the Shenandoah National Park's Skyline Drive. About 1,000 of its
6,600 residents are students. Another 1,100+ are their parents: orchardists, farm
hands, artists, textile workers in the only factory, associates in the mail order plant,
and professional or skilled workers who commute "down the country"” towards
Washington, D.C. for work.

Seventy five teachers ply their instructional skills. There are 3 counselors,
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13 teacher aides, 4 secretaries, 1 finance director/bookkeeper, 21 bus drivers, 2
mechanics, 3 RJR-Nabisco "Next Century Schools" grant personnel, 5 "safe
haven" drop-out prevention personnel, 6 custodians, 12 cafeteria personnel, and 8
instructional leaders. In 1989, none of the above expected to be treating students
and parents like customers.

The first phase of implementing Quality in Rappahannock County involved
preparation for training. Four school division employees including the
superintendent, assistant superintendent, and two teachers went through the
equivalent of 80 hours of coursework at the Xerox Training Center in Leesburg,
Virginia to become Quality Trainers. Each was credentialed to teach the 30+ hour
training segment entitled "New Employee Quality Training" (Xerox, 1986). New
Employee Quality Training (NEQT) consists of training modules in:

a) What is Quality;
b) Importance of serving customers / meeting customer requirements;

c) Using Interactive Skills: initiating, reacting, and clarifying;

d) Using a team and data-oriented Problem Solving Process with these steps:

«Identify the problem and state problem in "as-is" and "desired state"
formats,

*Collect relevant data, analyze the data / problem, restate problem if
necessary

*Generate solutions,

+Select / plan solutions,

eImplement solutions

*Evaluate solutions;

e) Using a Quality Improvement Process:

«Identify the output and the customer who will receive it,
+Identify customer requirements and translate into specifications,
Identify steps in the work process,

«Select measurements for measuring quality,

*Determine process capability of revised work process,



*Evaluate results, and re-cycle.

Rappahannock's administration decided to make TQM training voluntary at
the outset to increase associate (employee) "buy-in" to the revolutionary concept.
Over 65% of Rappahannock school associates volunteered for the training which
started June of 1991. In August 1992 the Superintendent and Assistant
Superintendent completed 30 hour training sessions with new hires and with those
returning associates who did not volunteer for the training. By September 1, 1992,
nearly 90% of all school division associates (classified and certificated) had
received the 30 hour training.

During the summer of 1991 a Quality Steering Committee was formed, a
mission statement developed, and an implementation plan approved by the school
board (Gangel, 1991). The Steering Committee designed "customer surveys"
(Appendix A) for parents to fill out at fee day before the start of the school year.
Responses were sought from parents concerning their perceptions of the
effectiveness of the schools' instructional program, guidance services,
administrative services, degree of fairness in handling discipline, transportation
services, etc. The Quality Steering Committee also sought recommendations from
associates of problems they would like to have solved.

To address the problems identified by parents and associates, the steering
committee set up "cross-functional” Quality problem solving project teams
comprised of volunteer school associates, administrators, parents, community
members, and a few students. The project teams were formed to address:

Parent satisfaction with the transportation system

Elementary school schedule compatibility with whole language

The primary grades' reporting instrument

High school discipline

Elementary school building security
Computerization and student achievement
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Leave policy for 10 and 11 month employees

Student emergency / diagnosis procedures

Building expansion

Problem solving teams are asked to follow the six step problem solving
process learned in training. The process fosters a scientific method-like approach to
improvement. By identifying a problem in an "as-is" and "desired state" format
( See figure 1), a gap is identified. Whatever solutions the team selects are expected
to help close the gap. The solution is, in a sense, a hypothesis of what it might take
to close the gap. Once the solution is implemented and measures are taken to

evaluate the outcome, a crude form of research to determine the effectiveness of the

hypothesis has taken place.



uality Team Solutions Narrow Gap

"AS-IS" Solutions chosen closed the gap "DESIRED STATE"
34% of elementary from 34% to 13 % in Fewer than 10% of elem

parents are dissatisfied wi nine months. will be dissatisfied with
transportation services. ' transportation services.

Figure 1. Quality problem solving team composed of parents, teachers, drivers,

students, and administrators worked together to solve a problem no segment could

have solved by itself.
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During an administrative staff retreat at M.B.N.A., a financial instutition that
practices the TQM philosophy, the superintendent and other instructional leaders
used the 1992 Baldridge Award criteria to conduct an informal quality audit of the
school system. The most glaring weakness noted was the lack of a strategic process
for continuous improvement in the organization. To correct the deficiency, the
superintendent made use of quality processes mandatory. Effective with the 1992-
93 school year all Rappahannock associates started using TQM within departments
and grade levels to improve already solid instructional and support services.

Mandating use of quality teams and improvement processes was a difficult
decision. However, it was felt that mandated quality would help 100% of
associates become fluent in quality improvement strategies. It was also seen as the
only way to focus improvement efforts on the instructional process.

By November 1992, many of these required quality teams had begun
efforts to improve instructional processes and to devise more frequent criterion
referenced measures of the effectiveness of these services. Other required teams,
however, foundered and had little to show for their efforts. Several months into
the process, the Superintendent's staff decided to provide a centralized quality
faclitator to assist all required quality improvement teams to whatever degree
necessary to follow the problem-solving process. The quality facilitator provided
teams with a problem solving checklist (see Appendix C) The outcomes of the
quality teams are listed in the "Discussion” chapter.

Evaluating TOM in schools

A fair question to ask is "how can we be certain that school districts that

report implementing TQM are really doing TQM ?" Corporations may vary in their

approaches to implementing TQM, but those who wish to gain recognition for their



10

efforts in quality must submit to a stringent evaluation. The Malcolm Baldridge

Award process examines each corporate entrant on seven standardized criteria
ranging from "senior executive leadership" to "customer focus and satisfaction.”

(U.S. Commerce Department, 1993, p. 4)

At present, there are bills before the U.S. Congress that would institute a
nationwide standardized Baldridge process to assess qualitatively TQM efforts in
education (Senate bill 4, House bill 820). If that happens, there will be an objective
process to evaluate whether applicant school districts really are fashioning customer-
driven services and procedures.

The U.S. Commerce Department's Director of Quality Programs Kurt W.
Reimann participated in a forum with the Rappahannock school district's
administrative team. Reimann, the administrative head of the Baldridge National
Quality Award effort, told the group that he anticipates Baldridge-in-education
legislation may win congressional approval. As a prelude to developing Baldridge
Award criteria for education, Reimann probed the educators for evidence about the
depth of infusion of quality processes in the district and for ways in which the
application of TQM in the education setting might differ from the corporate setting.
Reimann urged the educators to identify two or three "actionable" processes or
services in the district that could be changed or improved to increase retention of
existing customers and attract new customers (August 1993).

From a cost of quality perspective, superintendents and principals cannot
point to increases in corporate profits or to return-on-assets as evidence that quality
makes a difference. However, a school district's annual market-share may be an

indicator of whether TQM is making a difference. Market-share in K-12 public
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education can be measured as a percentage of the total resident student population
being served by a school district . Parents who feel their childrens' needs are not
being met in public schools may send them to private schools or elect to provide
home instruction. Students who don't like school may drop-out or purposely try to
get expelled. When a district's average daily membership decreases, its share of
state revenues shrinks (See Table 1).

Since there are no benchmarks in public education for evaluating TQM

efforts in schools, this study will attempt to establish a standard for evaluation.
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Table 1. Computing a school district's market-share

K-12 School District Market-Share

Number of children in
Number of children in
Number of children in

m O OO = »

Number of children in

FORMULA: A - (Sumof B.C.D.E) X 100 = Market-share
A

Total number of children age 5-19 residing within district

= 25,000

A enrolled in private/parochial schools= 1,250

A receiving home instruction
A dropped out

A longterm suspended/expelled

375
3,175
250

25,000 - 5.050 = .798 X 100 = 79.8% of market

125,000

served by district

Note: If the state share of educating a child in this district is $3,000 multiply
that times the sum of B,C,D,& E (5,050 school age persons not being
served) to determine lost state revenues.

$3,000 / student X 5,050 (persons not served) = $15,150,000 lost aid
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The Problem

The problem to be studied is whether the change process "Total Quality

Management” (TQM) being implemented in the Rappahannock County Public

School system from 1990 through 1993 is changing the work processes and work

attitudes of associates. What exactly has been implemented? Is there a fundamental

change in the way Rappahannock's associates approach their interactions with each

other (internal customers) and with students and parents (external customers) ?

Also, by the end of the 1992-93 school year, what are the outcomes of two full

years of implementation of TQM in the Rappahannock County Schools ?
Questions to be Answered

Was each component of the implementation plan outlined on pages S - 9
above and on the Gantt chart in the Appendix (B) accomplished?

Has TQM training / implementation made any fundamental changes in the
way associates do their jobs / work with people?

Do certificated associates who volunteered for TQM training differ from
those who "were asked to undergo training” in the degree to which quality
training/implementation has changed the way they do their jobs?

Do classified associates who volunteered for training differ from those who
"were asked to undergo training"” in the degree to which Quality training/
implementation has changed the way they do their jobs?

Has quality training changed the way administrators do their jobs?

Do associates feel empowered? Is there any difference for the above groups
in the degree to which they feel empowered?

Is there any difference for the above groups in their willingness to serve

internal customers (employees) and external customers (students & parents)?
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. Is there any difference for the above groups in their perceptions of the
degree to which they are being treated as internal customers by
administration and other associates?

. Are certificated associates using quality strategies to improve instructional

services to customers?

. Is there evidence that instructional services have improved as a result of use
of quality strategies?
. Are classified and administrative associates using quality strategies to

improve support services to internal and external customers?

. Is there evidence that support services have been improved as a result of use
of quality strategies?
. To what degree do students feel they are being treated like customers? Do

students feel that they have any responsibility to do quality work?

. To what degree do parents feel they are being treated like customers? Do
parents feel that they have any responsibility or role in the provision of
quality educational services to their children?

. Is there evidence that the market-share of customers served by the
Rappahannock County Schools has increased since the inception of quality
management in 1990?

Research objectives

"Qualitative / illuminative evaluation,” a research method that employs
naturalistic inquiry will be utilized to accomplish the study. Interviews, closed and
open-ended surveys, and observation will be utilized to gather data. A Gantt Chart

(appendix B) will be used to define and delineate the various aspects of training and

implementation . Expected changes / outcomes will be identified to focus on points
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of inquiry for instrument development.
Focus groups of 5-7 associates will be asked to answer these questions to
assist with instrument development:
1. How has your work changed as a result of quality training you received?
2. How has the way you interact with internal and external customers change
as a result of the training?
3. In what ways have you been treated as an internal customer by other
associates?
4. How should you have changed, but didn't ?
5. What are your opinions about the implementation of quality? Are we
going in the right directions? Can it work here? If there were one thing you
could improve about the quality program, what would it be?
Justification
This study can be justified on several counts. 1) Four hundred (and likely
many more) of the 15, 572 public school districts in America are considering
whether to implement Quality Management. 2) More than 100 of these districts
have started implementing TQM and perhaps have committed significant personnel
hours and financial resources to do so. 3) Some of America's corporate giants:
Xerox, Motorola, IBM, Westinghouse are loaning executives and donating
financial resources to individual districts or consortiums of districts to implement
quality. 4) The United States government has provided grant funding for some
TQM-in-education partnership projects. 5) Since there are not other completed
studies as of October, 1993 on the impact of TQM on a public school (K-12)
system, a number of educational practitioners and partners in the world of business

will be interested to find out whether quality "works" in this setting.
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Theoretical base

Theoretical underpinnings for this study are found largely in the works of

W. Edwards Deming and his "Fourteen Points," especially: "Establish constancy
of purpose; institute training on the job; structure management to accomplish the
transformation (to quality)" (1986, pages 23-24). Joseph Juran put emphasis on
customer satisfaction as the focal point of an organization's work (1989). Kaoru
Ishykawa instituted use of Quality Circle teams to implement quality improvement
(1968). Gordon Whitaker and others in Public Administration developed the theory
of "coproduction” in service organizations (1980). At the heart of the theory of
coproduction is the notion that the person providing a service and the next-in-line
customer receiving the service share responsibility for the quality and outcome of
that service .

Historically, the practice of implementing Total Quality Management has
been predominantly in corporate settings. In the business world, those who build
quality into their work processes and do their jobs "right the first time" (instead of
inspecting after they finish the job) save money by reducing scrap and rework.
Definitions

Definitions of terminology in a study as seemingly foreign to public schools
as one aspiring to find out how well our schools are serving customers requires a
high "quality" effort at bridging the semantics gap. The following terms are

couched in the framework of this study:

Associates All employees including administrators.

Certificated Teachers, counselors, librarians, and others required to have
teaching certificates. For this study, administrators were
surveyed as a separate group.



Classified staff

Coproduction

Customer

Customer
Requirements

Customer Service

External Customer

Interactive Skills

Internal Customer

Output

Performance
Standard

Quality

Quality
Improvement
Process

Quality Problem-
Solving Process

Quality Training
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Teacher aides, bus drivers, secretaries, bookkeepers,
custodians, and others not required to hold professional
licenses for employment.

The person providing a service and the next-in-line customer
receiving the service share responsibility for the quality and
outcome of that service.

The person or persons who receive and act on the output
(product or service).

What the customer wants, needs, or expects from the output
(product or service). The customer and supplier negotiate and
agree upon the requirements.

The attention, care, and courtesy given by an associate to
meeting customer needs.

All persons not paid by the organization who receive the
output.

Initiating, reacting, & clarifying behaviors.

Al! paid employees and administrators who receive an output
from another paid employee.

The product or service an associate produces or performs.

Meeting agreed upon customer requirements completely and
consistently, with no mistakes.

Conformance to agreed upon customer requirements, internal
and external.

QIP is the process the system uses to prevent problems and
errors. QIP can be used to evaluate a current work process, or
to develop new work processes.

A disciplined process the system uses to solve the problems
that prevent us from meeting customer requirements. This
process places extroardinary emphasis on a) using relevant
data and statistical processes to ascertain what the real problem
is; and b) the importance of teamwork to find workable
solutions.

New Employee Quality Training consists of approximately 30
hours of training in the meaning of quality, a structutred
problem-solving process, and a structured quality
improvement process.
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Rework Performing the work or service over again following mistakes
or ineffective work.

TQM Statistical Fishbone Analysis, Pareto Charts, Histograms, Run Charts,
tools Control Charts.

Supplier The person or group responsible for providing outputs to
customer(s).

Total Quality Use of Quality strategies to serve the customer, to

Management continuously improve, and to provide outputs that are checked

at each step of the process by each associate responsible for
the output to insure high quality, and no mistakes.

Delimitations

This study purports to identfy the effects 30+ hours of content-specific
quality training and implementation of TQM have had on the work behaviors and
attitudes of 150 associates in one smali rural school district in America. The huge
variability in size of school districts has already impacted the degree to which some
districts have decided to implement this strategy. Some districts don't provide any
structured training. Most train only a few administrators, others concentrate on
training teachers in several schools. The length of training and the content of
training are not constant across districts implementing quality.

Generalizing findings to all school districts or even to those who are doing
TQM is not a likely outcome. Yet, Rappahannock’s experience in quality training,
its strides and growing pains of quality implementation, and the hoped for evidence
of continuous improvement may serve as a beacon for other districts or individual
schools which may consider TQM.

Overview of Dissertation
The Rappahannock County Public Schools in Virginia started implementing
Quality Management in the fall of 1990 and will complete the initial implementation

process in May, 1993. The School Board and senior management in the school
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system hope that this strategy will provide a culture and process for continuous
improvement of each student, employee, and the school system itself. The
emphasis of the strategies is on serving the customer and providing quality
educational and support services to the customer.

This study is intended to determine whether this significant change process
is having the desired effect. Qualitative methods of naturalistic inquiry including
individual interviews, observations, Likert-style surveys, and open-ended surveys
will be utilized to gather information to determine whether employees' work
processes and attitudes have changed as a result of the implementation. Parents and
students will also be surveyed to determine what effect, if any, the two years of

quality implementation have had on them.



Review of the Literature

From an historical perspective Total Quality Management was not "made in
Japan,"” but actually had its roots in pre-great depression America. The Industrial
Revolution had institutionalized mass production. When assembly lines supplanted
most tradesmen and craftsmen, lower worker commitment to product quality
resulted. To combat this, most manufacturers started placing inspectors at the end
of the assembly line. The inspector caught most production mistakes, but this did
not improve assembly line workers' interest or investment in product quality.

Bell Telephone Laboratories employed a statistician, Walter Shewhart,
who developed a theory of statistical quality control. Shewhart pioneered the use
of control charts in 1924 to map company production to determine variation in
product quality. He distinguished two types of variation: assignable cause
variation and random variation (1939). A protege renamed these as special cause
variation and common cause variation (Deming, 1992). Special cause variation is
often due to issues associated with personnel. One low "blip" in the daily
production of telephone receivers, for example, could be caused because a key
production person was sick and was replaced by a less capable one. Common
cause variation, on the other hand, is related to system problems. A reduction in
the amount of rework necessary in the production of telephone receivers, for
example, might have been caused by a recent change in production procedures.

Shewhart served as mentor for W. Edwards Deming, Joseph Juran, and
others at Bell's Hawthorne plant in the 1920's. Deming, a young physicist with a
P.Hd. from Yale University, based his Red Bead variation experiment and his
view of the organization as a system at least in part on Shewhart's theories.

Deming developed his 14 Points as a working philosophical framework for

20
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organizations to use to implement a system of continuous improvement. These
include: "1) Create constancy of purpose for improvement of product and service.
3) Cease dependence on mass inspection. 7) Institute leadership. 8) Drive out fear.
13) Institute a vigorous program of education and retraining. 14) Take action to
accomplish the transformation” (1986, p. 23).

Deming was convinced that companies that adopted quality and worked to
continuously improve through a reduction in systemic variation would become the
leaders in their respective industries. Deming and Juran embraced quality
improvement theories and linked.them to the notion of serving the customer to
formulate a philosophy and practice of in-process inspection and continuous
improvement by each person in the production process with the ultimate goal of
providing a better quality product to the customer.

Deming enhanced the concept of continuous improvement by adapting a
planning cycle invented by Shewhart. Deming's version of the cycle is "Plan-Do-
Study-Act." Any improvement ideas that are generated in the initial planning cycle
can be incorporated in the next P.D.S.A. cycle (Deming seminar, 1992).

Deming also developed the theory of Profound Knowledge. Deming feels
that an understanding of the four elements of Profound Knowledge are
prerequisites for improvement to occur. The four elements are: a) appreciation for a
system, b) knowledge about variation, c) theory of knowledge, and d) psychology
(Deming seminar, 1992).

Deming's conception of quality is meeting customer requirements. Juran
takes this a step further: "The goal should be customer satisfation rather than mere
conformance to stated needs” (1992, p. 96). For Juran, quality is "fitness for use"

and "freedom from defects" (1989). Juran also contributed the notion of internal
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and external customers . External customers are those not paid by the company
who receive and use the company's product or service. Internal customers are
employees who have shared responsibility for product / service quality, and in the
performance of their duties receive products and services from other employees and
management.

Garvin has developed five approaches to the definition of quality:

1) transcendendent , 2) product-based, 3) user-based, 4) manufacturing based, and
value-based quality (1984, pp. 25-43) He identifies eight dimensions of quality:
reliability, durability, performance, aesthetics, serviceability, conformance,
features, and perceived quality (p. 29-34).

Deming, Juran, and other theorists including Feigenbaum and Crosby,
prepared the foundation for what today is called Total Quality Management (TQM).
In the formative years of TQM, the few Americans listening to Deming and Juran
weren't corporate executives. Portions of the American military establishment did
listen, however, and applied strategies of continuous improvement to the design
and production of war munitions. When Dething and Juran travelled to Japan
following World War II to provide consultation to rebuild Japan's economy, the
Japanese attributed their nation's defeat, in part, to the superior quality of
America's munitions.

Deming provided statistical process control training and quality
improvement strategy sessions for Japanese corporate managers and told them that
if they adopted TQM, they would "capture markets the world over within five
years" (Walton, 1986, p. 14). His contributions to that country's recovery were
later recognized by the annual presentation of the Deming Prize. Japan's Kaoru

Ishikawa became an expert in quality and helped the spread of TQM and instituted
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use of Quality Control Circles throughout the country (1968). Not only did his
countrymen rebuild, but they gradually shed the shabby "Made in Japan" image
and garnered increasing shares of world markets in electronics and automobiles
during the third quarter of the 20th century.
TOM revisits America

In 1980, Deming appeared on an NBC special "If Japan Can, Why Can't
We 7" to tout TQM as a process for corporate America to regain some of the
market share it had lost to Japan . American companies like Xerox, Ford, General
Motors, Motorola, and others who lost significant market share to Japanese firms
in the 1960s, 1970s, and 1980s, began to adopt TQM techniques.

The rebirth of TQM in America has included service-oriented organizations
as well as production industries. Organizations whose survival is dependent on the
services they provide include fast food chains, financial institutions, mail order
businesses, and hospitals. Customer service in these and similar organizations
means more than "service after the sale." Davidow and Uttal assert that "Lacking
meaningful ways to distinguish among core products and services, people decide to
do business based on how they expect to be treated" ( 1989, p. 25 ).

Robert Desatnick advises companies on how to "select in" employees who
have a predisposition to providing quality customer service by using "behavioral
interviewing" to get applicants to talk about prior work experiences in an open-
ended question format. "Some of the behaviorial characteristics that constitute a
service orientation," says Desatnick, "include oral communication skills,
cooperation and teamwork, problem solving, decision making, sensitivity and
concern for others, dependability, judgement, enthusiasm, high energy level,

flexibility, and adaptability” (1987, p. 36).
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Albrecht and Zemke identify three factors that make for success and
effectiveness in dealing with customers: maturity and self esteem, social skill, and
tolerance for contact - including ability to avoid customer contact "overload" (1985,
p- 114). They also identify experience factors that affect customer goodwill: 1)
care and concern on the part of public contact people, 2) problem solving
capability in frontline personnel, 3) spontaneity and flexibility in the application of
policies and procedures, and 4) ability of frontline people to make things right for
the customer when things have gone astray (p. 158-9).

Parasuraman, Zeithaml, and Berry identify the key dimensions of service
quality. Providing the promised service promptly and accurately (reliability) is the
most critical dimension. Other critical dimensions are courtesy (including refraining
from acting busy), friendliness, empathy / caring, willingness to listen,
responsiveness, and perceived level of involvement of the service provider (1990,
p. 16 - 27). Later in their book Delivering Quali rvice: Balancing Customer
Perceptions and Expectations, they allude to another dimension of service quality:
cooperation of the customer. "In many service businesses, part of the reason
employees have difficulty delivering good service is that customers themselves are
not fulfilling their roles in service delivery” (1990, p. 109).

Evaluating TOM in the U.S.

It is difficult to assess whether the use of TQM by an estimated three-
fourths of companies in the United States has made a difference. Profits and
marketshare are accepted measures in the business world. Xerox, Ford, and
Motorola have all claimed increased sales and reclaimed portions of the markets lost
to Japan during the 1970s. I.LB.M. has been less fortunate experiencing a huge

deficit during 1993. Those four corporations joined with Proctor and Gamble and
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American Express to tout positive results of TQM in an open letter to encourage
use of TQM on college campuses : 1) product develpment cycle time cut in half,

2) things "gone wrong" reduced by 75%, and 3) a 1.5 billion savings in scrap and
rework over five years (March, 1992).

The quality yardstick developed by the U.S. government in 1987, the
Malcolm Baldridge Quality Award, has experienced declines in award applicants
two consecutive years since the peak in 1991. Experts offer these explanations for
the decline in applications: a) companies using TQM realize that the award will be
given to world-class users only, b) most focus on profits over prestige, c¢) some
have received previous Baldridge feedback that the company still has a long way to
go to win the award, and d) there's a greater corporate emphasis on meeting ISO-
9000 international standards at customers' insistance (Doyle, June 1993).

In a study of 536 firms (56 % of which used TQM) in the U.S., study co-
sponsors Development Dimensions International, Industry Week, and the Quality
and Productivity Management Association concluded that "for those who stay the
course, rewards will come." The study found that TQM is an emerging business
strategy, that it does improve organizational performance, that TQM is still the
most viable longterm business strategy, and significant gaps have been identified
between what's needed for successful implementation and actual execution. The
largest gaps found were in the areas of a) executive commitment and b) training
(Kendrick, May 1993, p. 13). In a separate review of the same study, it was found
that a) 80% of over 7,000 employees of the firms using TQM credited the strategy
with high to moderate success in customer satisfaction and retention, and b) 75%
felt that TQM was successful in improving operational results (Filipczak, July

1993).






































































































































































































