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EXECUTIVE SUMMARY

Continuous quality improvement (CQI) first moved onto
the education scene slightly more than ten vears ago. Some
institutions of higher learning—-community coleges in par:
ticular —cagerly embraced its general precepts. Most tried

to ignore CQI and it greatest advocate. the American business
community. At best, a handiul of stalwart organizations reluc
tantly tested CQI's applicability in administrative areas and
student support services. Few colleges or universities ventured
onto the academic turf of taculty and into their classrooms.
Convinced that continuous quality was one more passing
fancy. many faculty seemed content to wait it out. Now. ten
vears later, CQI is still with us. and while skepticism 1.~ains
high, examples do exist of sustained CQI endeavors in higher
education in which considerable inroads have been made
into the classroom.

What Is Continuous Quality Improvement?
The principles of CQI rest on an underlying philosophy of
quality. which leads an organization to regularly review how
it operates in order to find areas that need to be upgraded
or changed. Organizational members make decisions based
on more than supposition. consciously determine who holds
avested interest in what the organization does (in and outside
the organization), and actively seek input from the various
groups of stakeholders. The organization establishes policies.
which encourage innovation and risk taking. It removes orga
nizational barriers by establishing clear and open lines of
communication. It views learning as a continual process and
provides its members with ongoing professional development
opportunities, and it fosters a collegial working environment.
In other words, CQI provides a structure amenable to sus
wined and orderly change that is designed to improve the
organization through collaborative efforts (Coate 1990:
Cornesky et al. 1990, 1991: Gitlow and Gitlow 1987:
Sevimour 1992).

in cducation, students became the focus, classroom effec
tiveness the concern, and assessment the means by which
educators gain feedback about what works and what needs
to be improved. Under continuous quality, a college or uni
versity seeks to increase the quality of all phases of the edu
cational experience that it ofters. The ultimate goal is to
enhance classtoom eftectiveness to improve student fearning

Contintons Quality and Classroom Effectiveness iii
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(Carlson and Awkermun 1991; Chaffee and sherr 1992; Dem-
ing 1982; Seymour 1992).

What Are the Examples?

This report looks at classroom-related CQI efforts at six insti-
tutions. Two organizations hold research one status, two are
comprehensive universities, and two are community colleges.

The quality initiative in the Graduate School of Business
at the University of Chicago is faculty driven. It concentrates
heavily on classroom assessment and personal improvement
through the use of quality principles. Although the school's
quality effort began in the late 1980s, it remains unintegrated
across the school.

At the College of Business at Arizona State University, CQI
has been introduced collegewide by the dean. It combines
active leaming and some teaming within the frame that the
quality principles provide and involves both curricular and
pedagogical revisions.

A small group of faculty introduced CQI o the College
of Engineering at Arizona State University. Their approach
includes a required freshman course on active learning,
assessment team training, and total quality management, or
TOM. Competency based grading, which centers on cognitive
and affective levels of learning, remains a highly contested
clement among large numbers of the faculty.

The Culture of Quality at Northwest Missouri State Uni-
versity began to take shape in 1984, Under the direction of
Northwest’s president, faculty concentrate on the processes
of developing curriculum and assessing teaching and leaming
experiences using quality principles.

Both the president and the provost at Samford University
saw merit in the university’s emburking on its Student First
Quulity Quest. This program cuts across the entire university.
Faculty regularly use CQI tools like cause and ctfect diagrams
and Pareto and flowcharts to diagnose curricular needs.
‘Trained student teams conduct term evaluations of some courses.

In 1992 after a one year pilot program at Rio Salado Gom
munity College (a Maricopa College), the chancellor of the
district moved Maricopa into Quantum Quality. Implemen
tation has been most successtul at Rio Salado, where there
is a heavy emphasis on TQM training for faculty and staft,
Other campuses are experiencing mixed levels of in
volvement.
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Miami-Dade Community College is a non-CQI institution.
which some refer to as an exemplar of TQM. Its president
intitated. faculty-directed Teaching, Learning Project includes
a reward system that uses teaching portfolios and a protes:
sional development program structured around advancement
criteria that relate to classroom effectiveness. Classroom
assessment plays a major role in Miami-Dade’s efforts to
improve student learning.

What Are the Common Threads?
Each institution views its students as the primary stakeholder
group being served, and there is a heightened awareness of
their needs. Initiatives with the greatest faculty involvement
are those in which top administrators actively participate in
the reform. Each college or university customized its faculty
development offerings to meet its own specific requirements.
Most combined active learning. CQI (under one name or
another). and teaming. All included classroom assessment

as a key element. Each institution either realigned current
fiscal resources or found new sources of funding to accom
modate the considerable financial expenditure that accom-
panied their moves into CQI People at all the colleges and
universities seem to understand that change takes time.

What Are Some of the Ling=ring Misgivings about CQI?
standardization. Professional schools. such as business and
engineering. scem to have success at setting standards. This
may be the case because the competencies that their students
must learn more readily lend themselves to measurement
than do those needed by students of subjects fike creative
writing and anthropology. In areas like these, who defines
quality and who sets standards that are measurable?
Benchmarking and customer focus Benchmarking and

meeting customer needs are both comerstones ot CQL But
does setting our sights on goals, based on even the most cur
rent information., give us enough freedom and flexibility to
see the future? Will colleges and universities ensconced on
the register of CQI organizations relegate themselves to the
pempetual role of the want to be follower? i an organization
decides to be an exemplar for others, can it fead vet contin
ually gauge its progress by where it sits in relationship to

its peers?

contons Qualiey and Classroom Effectirencess r
f
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Teams. Teams take time, training, and energy: they do not
just happen. Grouping people and assuming that they will
work together productively often scuttles the best of inten-
tions. We forget to ask the obvious: Do faculty and students
know how to work in teams? And if the answer is no. do we
have the imipetus to teach them?

Quality. CQI organizations continually improve the quatity

“of the processes in which they engage on a daily basis. In

effect, the challenge becomes doing what we already do--
only better. Rarely do we question what we do. In a future
filled with financial uncertainty, greater public scrutiny and
more calls for accountability, exponentially exploding knowl
edge bases, and increasingly diverse constituencies. we must
ask: Is CQ! enough?




Q

E

PAFullToxt Provided by ERIC

RIC

CONTENTS

Foreword ix
Acknowledgments xiii
Introduction 1
TQM: Its Origins in Organizations of Mass Production 3
Broadening the Perspective: Philip Crosby 6
The Baldrige Criteria: Drawing the Basic

Elements Together 7
TQM: Its Movement into Higher Education 9
Altering the Concepts: TQM in Academic Terms 10
The Baldrigee Criteria for Higher Education 14
The Barriers to CQI in Higher Education 15
Prelude to the Case Studies 19
The Case Studies 21
Grasstoots Quality: The University of Chicago

Graduate School of Business 22
College of Business at Arizona State University:

Getting Serious about Quality 28
College of Engineering at Arizona State University:

The Zealots and the Old Guard 42
Northwest Missouri State University: The Silent Pioneer 53
Samford University: The Student First Quality Quest S8
Maricopa County Community College District:

Making the Leap to Quantum Quuality 03
Miami-Dade Community College: Broadening the

Definition of CQI 71
Summing Up 79
Common to All ~9
Characteristics of Some Quality Efforts 82
Uniquely Different B4
Unanswered Questions 87
Standardization 87
Benchmarks and Customer Focus 83
Teams 88
Interdisciplinary Consequences 883
Rewards 89
Paradigm Durability 90
The Notion of Quality 91
Appendix: Contacts by Institution 93
References 95
Index 103

Contintons Quality and Classroom Effectireness
-~ ~ ,'

9

rif




ASHE-ERIC Higher Education Reports
Advisory Board

Consulting Editors

Review Panel

Recent Titles

Order Form




PAFullToxt Provided by ERIC

FOREWORD

During the middle of 2 semester. have you ever begun to
question what was going on in the classroom? Have you ever
rasied such questions as:

* Why do I teach my class the way [ do?

o What results do I rezlly want to achieve with my teaching?

o How do [ know [ am getting these results in both the
short and long terms?

* Do [ always have to guess at how well my students are
learning until I give them the final exam?

If you have, the journey has begun tor introducing quality
into the classtoom. Many faculty think that since quality prin:
ciples (also known as total quality management, or TQM, con:
tinuous quality improvement, or CQL total quality leadership.
or TQL, or. as Pat Cross describes it, something like it, or SLI)
originated within business, they have no place within edu
cation. However. these principles are not merely business
techniques but rather fundamental ways to solve problems
and ensure effectiveness in all facets of personal and profes-
sional life. The chairman of Tovota describes the quality pro
cess as “thinking why something is done and why it is done
that way, then thinking differently to improve it.”

Whether it is called a state of quality, or excellence, or just
a “darn good™ professional performance, three basic condi
tions or considerations must be present for long-term. effec
tive results to oceur. First is the belief that for any activity.
especially those related to an occupation considered a “pro
fession,” there must be standards. These standards or out
comes cannot oceur accidentatly but should be thoughtfully
defined and purposefully achieved. To do so requires a clear
tdea about these standards and how to recognize when these
standards are being or have been achieved.

After accepting the principle of professional standards, the
second consideration is a willingness to be held accountable
by establishing ways to know. within a certain range of ol
crance, if the standards are being achieved. While a degree
of “professional judgment” will always play a part in this
assessment, there is the need to establish direct and mea
surable Tinks between the desired outcomes and the
achievements.

The third and more subtle consideration is the recognition
that every action has an eftect on something clse. In fact. it

Contrneons Quedity and Classroom Fffec II'I'(’II(}'.\'\‘

- 11




ERI

PAFullToxt Provided by ERIC

a professional outcome such as learning is to oceur, it is
expected that the action of the teacher will have an impact
on the student. who in tirn will respond in such a way as to
influence the actions of the teacher. When teaching and learn
ing are understood as an interactive, interrelated, and inter-
dependent contintous process. then the need to monitor the
process becomes as important as assessing the accomplish
mient of the student at the end of the process.

Thus. the three principles of quality---recognizing the need
for teaching standards. being willing to be held accountable
to these standards dirough measurable outcomes, and under
standing that equal attention must be placed on the teaching
learning process and the outcomes—are not new or contrary
to academic professional vatues, Indeed. they provide a new
way to become more effective as a faculty member.

When the interrelated and interdependent nature of the
classroom is understood. it is easy o recognize that the teach
ing leamning process is always changing. Factors such as the
training and teaching skill of the professor, the prior academic
preparation of the student. the adequacy of the teaching mate
rials. and the various learning styles of the students all influ
ence the suceess of the classcoom. Factors such as these are
changing constantly from class to class and semester o semes
ter. Therefore, faculty must continuously monitor the process
and make timely adjustments. This awareness of the need for
continuous improvement and the provision of tools and tech
niques to accomplish a greater level of professional effective:
ness that is afforded by the quality principles have helped
to create i new alliance between the classroom and the tech
niques of continuous quality.

In this report by Mimi Wolverton, an assistant professor in
the Department of Educational Leadership and Counscling
Psychology at Washington State University, the coneept of
TQM and the implications of the Malcolm Baldrige National
Quuility Award education pilot criteria are briefly reviewed.
This overview is followed by an examination of the experien
ces of seven organizations as they worked to improve the
cflectiveness of the classroom through the integration of the
uality principles with the teaching and learning process. Dr.
Wohlerton concludes by retating the experiences of these
instituttons to seven basic questions conceerning the use of
the quality principles.

12
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During the last decade, academic and political leaders have
been calling for evidence that higher education is effecrively
meeting not only the expectations of society but also the
Claims asserted by the faculty. Increasingly, faculty are accept
ing responsibility for more accountability for their profes
sional performance. This report is part of the evidence that
the principle of guality will greatly aid faculty to demonstrate
to others that they are effectively achieving high teaching
standards while maintining professional control and integrity
within their classrooms.

Jonathan D. Fife
Series Editor, Professor of Higher Education, and
Director, ERIC Clearinghouse on Higher Education
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INTRODUCTION

The concept of quality is not foreign to the enterprise we call
higher education. In fact, from an international perspective,
the term “quatity™ and the phrase "American higher educa-
tion” are nearly synonymous. The idea of continuous quatity
suggests a condition of quality over time. By inference then,
continuous quality is not a new notion that suddenly burst
on the education scene. So. why the current flurry to improve
something. namely higher education in America, that has in
the past proven to be the very epitome of continuous quality?
Why the perception that we have somehow gone awry?
several reasons come to mind. First, higher education’s past
successes are now coming hack to haunt it. A more sophis:
ticated, better educated general populace has learned (largety
at colleges and universities) to be more disceming —to ques:
tion and to scrutinize more closely the education process.
They hold higher expectations about what kind of education
their sons and daughters and they, themselves, should receive,
and they believe they know what eftective education programs
should took like. Today's learers willingly demand that
higher education institutions meet their expectations.

Second, evervthing we know about learning styles suggests
that the changing demographics of America's society in
general and its higher education student population in par
ticular will have (and even has today) an immense impact
on the way in which we teach future students. Not only will
saciety’s complexion change ethuically and raciatly, but the
age range of those attending colleges and universities will
expand. On the one hand, the move toward awarding high
school diplomas based on competencies instead of seat-time
will potentially increase the number of 15 and 16-year old
students attending coltege. On the other. the general graying
of the population will produce a new category of litelong
learners - retirees with time to spare, energy to burn, and an
cagerness to rediscover who they are (Kerr, Gade. and
Kawaoka 1994).

Third, the exponential expansion of knowledge and the
ever aceelerating advances in technology, especially infor
mation delivery systems, emphasize the continuous nature
of eduration and signal that teaching the process of learning
may be as important as teaching specific course content.
Fourth, a growing perception that society must deal with
other, more pressing, public needs siphons pubhic Gand pri
vate ) funding away from higher education. For instance. rising

Continous Quality and Classroom Effectiveness
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health car  costs cat away at state and federal appropriations
to higher education and at any discretionary income that indi-
viduals could, in the past. devote to higher education. Becom
ing more efficiend by containing costs and making more effec-
tive use of available resources are familiar scenarios at present-
_ dav colleges and universities (Freed, Klugman, and Fite 1994;
Layzell, Lovell, and Gill 199-).
Finally, late in this century, the economic importance of
education has moved from a personal plane, where an indi:
- vidual's investment in education might improve his or her
' emplovability, to a societal fevel, where the nation's ability
to keep pace with and compete in 2 global cconomy rests
. on the education of its work foree. To raise the plattorm for
the discussion of education’s worth, and ultimately its quatity,
to such an atl-encompassing arena necessarily draws more
attention to what colleges and universities do. Most likely,
it is this public response to higher education’s perceived link
to the nation’s economic well-being that pushed colleges and
universities across the country into the murky waters of con
tinuous quality improvement.
- Indeed. some of higher education’s most vocal adversarial
- advocates  American industrial giants like Motorolu, AT&T,
and Xerox - began pressuring colteges and universities to
function more like businesses ~to adopt quality principles
and techniques and to help produce a work foree that they
deemed readily employable. The incentive these giants of
fered was subtle. They voiced a refuctance to continue hiring
graduates who had not, during their coltege or university
experiences., acquired skills and competencies conducive to
quality management (Coate 1992),

Unaccustomed to such public scrutiny but very much aware
that times had changed, that money was no longer as plentiful
as it had been in the past, and that, ultimately, the public, not
the university, controlted the purse strings, administrators saw
merit in leaming how to do more with less. The obvious place
to begin was operations, but the protound changes that indus
try and government began to spelt out dealt, not with what
happened in the president’s office, but with what took place
in the clussroom. Few colleges and universities have ad
dressed this arena. Most of these efforts are fairly recent, rely
on individual faculty initiative, and consequently struggle

because they lack coordination. Many remain hatthearted
exercises, which refuctant faculty wish would simply go away,

Il




The purpose of this monograph is to describe several cot:
leges and universities (or units within the university) that
decided upon a more proactive and systemic approach to

. changing the way faculty function in their classrooms and
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what they teach. The following subsection introduces the
reader to a brief overview of five primary business and edu-
cational perspectives on continuous quality improvement
those of Deming, Juran, Crosby, Cornesky. and Seymour.
Although the vocabulary varies with the targeted audience
(manufacturers, service providers, educators). all share a com-
mon origin in statistical quality control and its offspring, total
quality management (TOM). Deming and Juran wrote essen
tiatly for a manufacturing audience, Crosby for the service
industry, particularly the retail sector. Cornesky and Sevimour
hegan the traaslation to higher education. Much can be gained
from an understanding of the vernacular transition that toc k
place as the concepts moved from the world of manufacturing
into the retail arena and finally into higher education. There
fore. at the risk of inducing an element of terminology trep:
idation in readers. the nomenclature used is allowed to evolve
over the course of the discussion.

TQM: Its Origins in Organizations of Mass Production
Following the post World War 11 collapse of its economic
infrastructure, Japan began the process of rebuilding. But poor
guality and inefficiency plagued industry and threatened its
eminent demise, Faced with crises that it could no longer
ignore, Japan's business community proved to be a fertile
ground for the ideas of two American consultants, W, E. Dem
ing and J. M. Juran, and their approaches to doing husiness.
tnstead of manufacturing products and then inspecting the
completed products for flaws, Deming and Juran challenged
businesses to inspect the way their products were pre xluced
and climinate any flaw producing mechanisms that fuy within
the manufacturing processes. By doing so, they would huild
good quality into the product instead of inspecting bad quality
out of the product.

Deming

Deming arrived on the Japanese seene in 1951, Firmiy
grounded in statistical quality contre i1, his approach to quality
represented a radical departure from traditionally rational

Continnons Quality and Classroom L] fectieness
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views of organizational management. which laid the blame
for inefficiency and poor quality at the feet of the employees.

To Deming. lack of quality results from ineffective man.-
agement of the processes used to produce a firm's products.
Traditionally. management defined these processes within
the confines of the organization. Deming insisted that who
provides a firm’s materials Cits suppliers), who purchases its
products (its customers). who finances its operations (its
investors). and the community in which it resides all impact
and are @ part of the organization’s processes. He accused
management of trying to dictate o finely how individual
employees carry out work-related tasks. This misdirected con-
trol. according to Deming, leads to unrealistic expectations
and misplaced responsibility for both the workers and the
process (Gitlow and Gitlow 1987, p. 8; Pall 1987).

To Deming's mind. viewing organizations as extended pro-
cesses demands a new philosophy of management based on
strategic thinking that allows for better coordination of activ
ities and greater consistency across processes over time, He
summuarized his thoughts in a 14 point program to which firms
must steadfastly adhere. Among these directives, he catled
upon businesses to not only meet today's needs but also to
plan for the future by becoming competitive, staying in busi
ness. and tocusing on the well being of their employees.
Deming referred to this concept as “constancy of purpose.”
He stressed that managers must adopt a new philosc phy and
take on leadership for change in a new global cconomy. He
chided business for its belief that quality inspection is the
fast step of the manufacturing process instead of an integral
part of cach phase of the process. He warmned that refving on
the lowest price to determine which suppliers a firm uscd
would not necessarily guarantee quality inputs to its manu
facturing processes. He suggested, however. that building
ongoing relationships based on trust and tovalty would (Dem
ing 1982; Pall 1987).

Under the Deming scenario. continuous improvement is
the only true route to improved quality, greater productivity
(less rework and perhaps more efficient work routines ), and
reduced cost. o him, costs of failure, like repair expenditures
and customer il will, far outweigh costs of prevention, for
instance, process design, change, and maintenance, Leaders
must advocate on the job training to keep employees' skills
current and drive out fear because it discourages risk tuking

18
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and stifles creativity. They must break down departmental bar
riers that prohibit cross functional teamwork. because work,
by its very nature. does not always recognize such artificial
boundaries. He recommended the elimination of productivity
stogans, exhortations, and quotas. He believed that pressing
for zero defects or new levels of productivity, for example,
implies that the employee is at fault, when in reality, the butk
of the causes of poor quality and fow productivity betongs

to the system and exists in spite of the work torce. By the
same token, he suggested that quotas do nothing more than
perpetuate the status quo and that managing without knowl
edge of what to do only creates instability and causes fear.
Deming believed that people need to take pride in what they
do. "To keep pace with industry changes and actively contrib
ute to the organization’s “iture, he encouraged education,
professional development. and personal self-improvement
for evervone. He proclaimed that organizational transforma
tion is evervbody's job-—that, in cffect, top management has
to aceept the responsibility for continuous quality improve
ment and provide a financial and philosophical structure that
provides employees with the tools and incentives for engaging
in change (Deming 1982: Gitlow and Gitlow 1987).

Juran

Underlving Juran's quality philosophy is the belief that the
product or service provided should do what the user wants.
needs, and expects it to do--that a certain “fitness of use™
exists (Schuler and Harris 1992). According to Juran, only 20
percent of all quality problems encountered by an organi
zation are employee controllable (motivation and dedication,
for instance). Like Deming, he believes that all other quality
problems lie beyond the controt of individual employees and
are therefore controllable only by management. These quality
problems might include failure to improve product design,
tailure to introduce new products, and tailure to make new
technology available to the work foree. Juran stresses the
importance of leadership by upper management. company
wide training of management. and the use of three basic
quality oriented processes  planning, control, and improve
nient. He focuses on chronic problems, which represent tong
standing adverse situations. He advocates employee empow
erment by providing the employee with knowledge about

Continnons Qualtty and Classroom Effectireness
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what is expected, what the standards for design, output, and
operations are, and how to correct any unaceeptable variance
from standards. He suggests that by doing so, firms can
achieve quality “breakthroughs,™ which lead to higher levels
of organizational performance (Juran 1964; Pall 1987).

His tools and methods support improvement of product
quality along five dimensions-—design. conformance, avail-
ability, safety, and field use. Interdisciplinary cooperation
determines product design specifications; conformance
ensures that the finished product reflects the intended design.,
Availability suggests that a problem-free product results from
careful processing steps. close relations with vendors and cus
tomers, and continual feedback on ways to address quality.
safety and field use both focus on concerns of customers,
such as product detivery, field service competence, timeliness.
and product risk to the consumer. Juran weaves these quality
dimensions together through a system of accountability that
centers on the cost of poor quality (rework and customer dis
satisfaction) - costs that can be eliminated if organizations
coneentrate on quality management (Schuler and Harris 1992).

Broadening the Perspective: Philip Crosby
‘Twenty five years Later, Philip Crosby moved the Deming Juran
quality philosophy bevond the engineer's perspective and
into the service industry. Crosby bases his 14 step continuous
quality improvement program on four absolutes: the defi
nition of quality is conformance to requirements (meeting
acceptable standards): the only aceeptable performance stan
dard is zero defects; defect prevention (doing the right thing
the first time instead of relying on inspection to eliminate
defective products ) is the management system of quality: and
the cost of quality is the price of nonconformance (what it
costs when we do things wrong). The cost of quality is asso
ciated solely with defects - making, finding, repairing, or
avoiding them (Croshy 1979, 198+ Kennedy 1991; Pall 1987).
Croshy’s total belief in a zero defect goal ditters slightly
from Juran's. While Juran focuses on appraisal and prevention
costs, he contends that these costs may outweigh the costs
of poor quality. To him, the goal must be the highest quality
at the lowest cost. An organization must pursue assessment
and prevention activities to the point at which they equal the
cost of poor quality. Beyvond that point. furan questions the
desirability of zero defects (Schuler and Harris 1992).
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Croshy differs from Deming not so much in content as in
degree. While both see guality improvement as ongoing.
Deming seeks to eliminate abnormal or special statistical vari
ances and to reduce the level of those inherent o the system.
Deming terms this second type of variance “common.” Unlike
an employee who makes a product but has litte direct contuct
with the product's consumer. service employees interact on
apersonal level with clients. Customer dissatistaction caused
by poor quality may result in the disappearance of the cus
tomer and rob the service provider of the opportunity to
remove impertections. Consequently, @ commitment to qual
ity, as Crosby sees it, means “doing it right the first time.” Like
Deming. Crosby views eliminating variance as important, but
he takes i less quantifiable tack than Deming. His strategy
calls for quality councils among employees. administrators.
and clients that strive for zero defects upon delivery (Crosby
1979: Deming 1982).

The Baldrige Criteria: Drawing the

Basic Elements Together

Thirty vears after its introduction in Japan. American busi
nesses. such as Xerox, Hewlett Packard. the Ford Motor Com
pany. and Motorola. began to realize the potential of TQM.
Today, new books and articles on the subject of quality mun
agement arrive almost daily, and while the views of Deming.
Juran, and Crosby represent a retatively small sampling of cur
rent quality’ management gurus, they are considered by most
to be the preeminent writers in the quality movement (Peters
and Wiaterman 1982; Stewart 199.2).

The American business community, unlike Japan, has been
slow to recognize the need for quality initiatives and conse
quently has. until recently, paid these writers litde heed.
Lulled into complacency by postwar prosperity, American in
dustry mistakenly identified gradual declines in revenues
generated and market share gained or maintained as tempo
rary glitches in the business cvele. To complicate matters
further, punitive motivational systems reinforced managerial
control and perpetuated a truncated pereeption of organiza
tional quality and responsibility.

Those firms willing to ask hard questions about produc
tivity, profitability, and quality soon discovered nothing tem
porary about the downward spiral that they had entered.
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which dampened competitiveness and threatened to perma
nently cripple them. A crisis. while perhaps not here, was cer.
tinly impending. To encourage American firms to pay serious
atention to quality, Congress in 1987 passed legislation that
established the annual Matcolm Baldrige National Quality
Award. The seven criteria ( listed below) set forth by Congress
mirror certain common clements of the three approaches
already discussed and provide a synthesis of the crucial points
made by Deming, Juran, and Crosby.

Leadership: Facilitation and guidance are key clements of
this criterion. Personal leadership from senior executives
that belps create and sustain a customer focus must be
based on clear and visible quality values.

Information and Analysis: ( nder the specifications of this
criterion. timeliness, reliability. access. and the way in which
information is analyzed suggest the degree to which data
inform organizational decisions and overall operational
and planning objectives. The effective employment of ade

quate information in the organization’s problem solving
Drocess must support a firm's drive for quality and its
attempis to improve performance.

strategic Quality Planning: 7his category reinforces the
nOtON that strategic plarning encompasses setting short-
anel long-term goals, dereloping plans to realize these gocls,
and implementing their prescribed actions. All key quelity
requirements must be integrated into the Planning process
and clearly visible in the plan'’s deployment across all work
LIS,

Human Resource Development and Management: Fere exa
miners look for organizational decotion to employee devel
opmient and [leadership’s| determination to manage this
maost valuable resource by creating a work environment
that supports personal empowerment, shared responsibility,
and innovative and ongoing quality impworement.

Management of Process Quality: Bebind this Baldrige
requarement lies the belicf that more carn be accomplished
by working together to improve the system than by baring
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individual contributors working around the system. The
key clements of process management include design. pro
duction, delivery, support, and assessment. Systematic qual
ity improvement not only includes the efforts of all work
wnits but those of the suppliers of the product or service’s
rarious components. Contributors include all work wnits
and suppliors. The system refers to stages of design, prodic:
tion, delivery. support, and dssessment.

Quality and Operational Results: The supposition that ferms
the rationale for this category is that improving quality wlti
mately leads to improved productivity. Results are assessed
by comparing organizational quality levels to those of com
petitors and curvent industrial benchmarks.

Customer Focus and Satistaction: Of the seren categories,
customer focus and satisfaction carvies the most weight.

It refers to the firm's relationships with customers and its
knowledge of its customers' present and anticipated require
ments and of the key quality factors that determine market:
place competitiveness.

Complementing these seven criteria is the solid conviction
that "the concept of quality improvement is directly applicable
to small companies as well as Large, to service industries as
well as manufacturing, and to the public as well as private
sector enterprise” (Rio Salado Community Cottege 1991b,

pp. 10 24; US. Department of Commeree 1992, pp. 13 35).

TQM: Its Movement into Higher Education
Education’s interest in total quality management lagged that
of American business, but by the mid 1980s academic writers
and some universities and colleges saw the inherent limita
tions in the dominant planning routines of the day and began
experimenting with strategic management. Existing variations
on the theme, such as logical incementalism, strategic plan
ning. strategic management, strate gic issues management. and
strategic negotiation, were also revived and expanded (see
Ansot 1980, Cope 1987; Fisher and Uy 1981: Keller 1983:
and Quinn 1980 for discussions of these approaches).
Strategic management has much in common with total qual
ity management. 1t emphasizes an ongoing process that inte
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grates strategic planning with other management systems. Ulti-
mately, it strives to provide the organization with the capacity
for mastering the events and consequences of rapid environ
mental change. Strategic management encompasses both the
formulation and implementation of strategic plans. Under stra-
tegic management, the organization svstematically trains its
members to exhibit behaviors that support any new orga
nizational values and to reinforce the new vision. This manage
rial mentality, which equates employee conditioning to orga-
nizational buy-in, reinforces strategic management's predom
inately top-down approach to planning (Dooris and Lozier
1990; Koteen 1989).

Chaftee moves the academic discussion bevond strategic
management when she begins her discourse on linear, adap-
tive, and interpretive strategies. She suggests that, while linear
strategies like strategic planning may succeed in insulating
an organization from its environment (as long as that envi
ronment remains predictable), the same cannot be said of
it when times become turbulent. Adaptive and interpretive
strategics, in contrast, concentrate on constituent perceptions
of the organization and stress taking action to maximize pos:
itive perceptions and repair negative ones by matching orga
nizational activities to environmental demands. Even though
Chaftee stresses constituent satisfaction, cooperation, and
open communication as she moves her discussion into the
arena of total quality management. her arguments exhibit the
same central weakness that characterizes prior academic
approaches to planning. No one questions the underlying
assumption that quality exists and that it exists at an accep
table level (Chatfee 1989; Chaftee and Sherr 1992).

Altering the Concepts: TQM in Academic Terms
Although pioneering institutions of higher education, such
as Fox Valley Technical College and Delaware County Com
munity College, began experimenting with Croshy's model
of quality management as carly as 1980, most academic writ
ings and cfforts to institutionalize quality management in col
leges and universities have occurred since 1990, Discussions
began in carnest with publication of ¢ sing Deming to impvore
Colleges and Unirersitios by Robert Cornesky et al. in 1990
and On Q: Cansing Quality in FHigher Fducation by Lranicel
seyvmour in 1992,
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Cornesky: The Deming way
In his first writings. Cornesky simply reframes Deming's 14
points in academic terms. The prescriptive nature of Using
Deming basically illustrates for colleges and universities how
they might integrate Deming's philosophy into institutions
of higher education. Comesky's academic variations of Dem
ing's principles include:

. Achieve constancy of purpose (i.c., involve hoth faculty
and administrators in long-range planning).

. Adopt a new philosophy. This means incorporate quality
into the administrative system.

3. Cease dependence on inspection. The suggestion is to
establish a system of random course testing by outside
evaluators because routine testing does not necessarily
indicate quality.

+. Build long-term relationships with the school districts and
community colleges of potential students and with
supplicrs.

3. Improve constantly. Cornesky ties this point to the way
in which funds are allocated and concludes that funding
alone will not guarantee quality.

6. Institute on-the-job training for academic aftiirs employ
ces and coordinate it with training efforts in other de
partments.

. Institute leadership. Cornesky detines effective leadership
in terms of planning, performance expectations, and inno

vation and proposes four strategies --attend to vision.
create meaning through communication, build trust
through posturing, and instill confidence through respect.

8. Drive out fear. In this case. Cornesky suggests using
Deming technique  the fishbone chart to clicit candid
responses to problems. He spends considerable time dis
cussing conflict management techniques and relates point
8 back to pomt 7.

9. Break down barriers by leting faculty, students, and staft
have their sav. Cornesky's examples in this instance are
curious  involvement in raising funds and pooling re
SOUrCes across departments.

(0. Eliminate stogans, because in many cses the end result
is an adversarial relationship.,

1. Eliminate quotas. Here Cornesky harkens back to resource

allocation and suggests that funding tormulas should not

[ £9]
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be the sole determinants of personnel and budget
distribution.

- Abolish annual ratings. Cornesky believes that they create
barriers to pride in workmanship. Instead, student eval
wation of instruction and the course, faculty evaluation
of the students and the course. self evaluations and peer
evaluations should constitute new instructor evaluation
procedures.

. Use education and self improvement on a continual basis
to bring about constant improvement. Cornesky refers
bick to the need o involve educators in planning
because, although administrators control the resources,
faculty know the problems.

I+ Getevervone involved, especiathy on an interdepartmental
basis. To Comnesky. everyone needs to see the big picture.,

In his claboration of these points, Comesky uses examples
of current practice, many of which violate one or more of”
Deming's points, to illustrate selected points. Where neither
good nor had instances of practice exist, he creates hypothet
ical scenarios (Cornesky et al. 1990).

In subsequent work. Cornesky elaborates on Crosby's 14
points, provides a guide to TQM tools and techniques. and
develops a quality index based on the seven Buldrige criteria
(see Comnesky 19930 1994 Cornesky and McCool 1992, Cor
nesky et al 1991). To hin. there are five critical conditions
that must be met sequentially to implement TQM in an aca
demic setting  eduction and administrative commitment.
cducation and commitment of taculty and sttt rust, pride
in workmanship. and cubtural change in the institution (Cor
nesky etal 1991).

Seymour: Strategic quality management
Seymour takes a slightly difterent tack. Rather than superim
pose any one style of industrial quatity manageiient on higher
cducation, he begins by defining quality and proceeds to the
development ot his own version of TQM - striwegic quality
management. Seymour grounds his definition of quality in
the work of David Garvin. Garving in turn, based his interpre
taton of quatity on insights gained from Deming, furan. and
Croshy (Garvin 1992 cited in Schuler and Harns 1092, p. 200,
Both Juran and Crosby define quality through the eves of
the producer “fitness of use™ in the first case and “confor
nince to requirements” in the latter. Deming sees quality
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as mutuaty determined by those who produce the product
and those who consume it. Garvin expanded these perspec
tives into eight dimensions of quality—performance, features,
reliability. conformance. durability, serviceability, aesthetics,
and perceptions of quality. Using these dimensions, he de
rves five definitions of quality -transcendent or innate excel:
fenee: manufacturing based, which relates to Crosby's con
tormance to requirements: product based, which is precise
and measurable; value based. which takes Juran's cost-
effectiveness into account; and user based, or the satistaction
of consumer wants (Crosby 1979 Garvin 1992: Juran 1964

- Schuler and Huarris 1992) .
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White traditionalists build reputational quality (Garvin's
transcendent quality), Seymour suggests that higher education
today can il afford sach a narrow interpretation. He instead
cibrices Garvin's definitional multiplicity. His approach to
quality is one of continuous improvement. He sees leadership
commitment as the key determinant of whether a college or
university succeeds in creating what he terms a culture of
quality. He places added emphasis on communication.®

A continuous thread throughout his book deals with cus
tomer satisfaction and meeting consumer demands. By fo
Cusing on students as customers, he stresses the importance
of the interface between the educator and the customer more
than Comesky does. This preoceupation with the coneept of
Customer may stem from his familiarity with the Baldrige crite
ria und the heavy emphasis that the award places on customer
service. Seymour describes institutions of higher education
that are devoted to quality as learning organizations that pos
sess “eultures of quality,” yet he suggests that the way to
hange organizations to meet the demands of their customers
fies in “managing in quality.” In effect, strategic quality man
agement is something done to, and not necessarily by, an
organization (Seymour 1991, 1992).

In Later work, Seymour softens his chetoric and relies more
and more on Baldrige criteria when he describes quality, qual
ity management. and continuous quality improvement (Sey
mour 199:4). He concludes TQAM: A Critical Assessment by say

*evmour mistahenty comments that Denvng does not address the need

o communication But Dening defines his irst pomt - constaney ol put
pose i terms of conmuinient o and commuanication of avision by org.an
1zanional beaders Demug aggatin suggests the need for strong communication
when he discusses how o break down organizational barrers.,
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ing, “In our classrooms we encourage students to examine
competing theories, test assumptions, create fearming situa-
tions. . . . Perhaps this is the time to apply what we teach to
what we do.”

The Baldrige Criteria for Higher Education
In 1995, the LS. Department of Commerce launched the
Malcolm Baldrige National Quality Award Education Pilot.
Through the pilot, the department hopes to determine the
viability of a nationwide recognition program, to evaluate the
pilot criteria, and to determine what potential an educational
Baldrige-program might hold for promoting information shar
ing, cross-sector cooperation. and more demanding education
standards. Participation is open to atl public and private for-
profit and nonprofit U8, schools and postsecondary institu
tions (LS, Department of Commerce 19954, 1995b, 1995¢).
i The education pilot builds on the same seven-part frame
: work that the business award uses. In effect, pilot documents
to some degree bridge the gap between business jargon and
educational lingo. The primary focus is on learning-centered
education that pays attention to the needs of tearners as dic
tated by the requirements of the marketplace and the respon:
sibility of citizenship. As learning centered organizations, insti
tutions serve as role models botn operationally and through
support of publicly important purposes such as environmental
excellence and community service. Active learning, the need
for internal networking across units, and the necessity of
exterinal partnering with businesses, other education insti-
tutions, the community, and service organizations provide
cornerstones for the pilot's criteria (ULS. Department of Come
. merce 19954, 1995b, 1995¢).
# Excellence is defined in terms of value-added performance.
- Internally, this means year-to year improvement; externally,
- it implies improvement compared to peer institutions and
appropriate benchmarks. Considerable emphasis is placed
on cause effect thinking, but a disclaimer states that “no pre-
supposition of mechanistic models of student development™
exists nor is there any need to “document procedures or
define conformity or compliance.” The seven Raldrige edu
cation pilot criteria can be summarized 4s follows:

e .

Leadership must be student contered, focus on cear goals,
andd hold high expectations. It must ensure the integration
of these objectives into the entire management system.

{4
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Information and Analysis must support overall mission:
related performance excellence. This includes benchmark
ing and peer comparisons.

Strategic Quality and Operational Planning »uest be carried
ot i terms of key student and o1 erall institutional per-
Sformance requirements.

Human Resource Development and Management includes
the examination of facudty and staff professional devel:
opment to judge whether these efforts align with institutional
performance objectives and employee well -being and satis-
faction to gain a sense of whether the institution’s climate

is conducive to performance excellence. Institutions must
determine bow: faculty organize themselves for work and
how reward and eraluation systems support a student focus.

Educational and Business Process Management is responsible
for learning contered educational design and delivery, sup-
port and service design, and business operations. It requires
that the organization examine its contributions to the body
of knowledge (research ), to knowledge transfer ( scholar-
ship ), and to service.

Student Performance Results, as a category, looks at student
performance, institutional education climate improrement.
organizational business performance. and research and
scholarship results. It requires the presence of embedded,
ONRoINg assessment that is both curricidium -based and
criterien referenced.

student Focus and Student and Stakeholder Satisfaction
refors to an organization’s ability to assess student needs
and expectations and to provide effective linkages to other
koy stakeholders. This category and Student Performance
Results carry equed weight and together account Jor nearly
one half the total possible points in the criteria rating system
(Cornesky 1995; 118, Department of Commerce 19954,
1995h, 1995¢).

The Barriers to CQI in Higher Education
Although the academic community has entered the CQI diat
fogue, organizational characteristics, perceived to be unique

Continnons Quality and Classroom Effectiveness
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by educators, complicate the subject's deliberation. When we
take a hard look at both academic and business literature,
however, certain parallels begin to emerge, all of which seem
to point to problems of practice rather than to the incompat-
ibility of the concept.

A lack of foretbougbt, a misinterpretation of

quality, and a liquidity of commitment

Caught in the tangled web of today's problems. organizations
often enter into a frenzy of activity with no clear idea of what
lies ahead. They leave intact generic mission statements.
which make defining quality and excellence impossible.
These institutions practice short run leadership intervention

-instead of connecting daily operational decision making with

some form of long term planning (Deming 1982; Ewell 1993),
Enticed by the prospect of minimal organizational disrup-
tion and turmoil and the promise of organizational transfor
mation. they succumb to the lure of gadgetry, new technology,
and slick sounding problem solving techniques commonly
associated with off the shelf CQI programs. In higher edu-
cation, drawn out debates about the relevance of Deming's
L+ points and skepticism of core academic units, because their
members see CQI as unrelated to their concerns, generate
resistance to such ilt conceived approaches. Furthermore, dis
ciplinary loyalty rather than institutional affiliation prevents
cross functional teams, which would link planning with oper
ational processes. from materializing. This breeds a separatism
that shelters strategic planning efforts from integration with
total quality management and solidifies a continued discon
nection between institutional goals and individual goals
(Ewell 1993; Seymour 1992; ‘Teeter and Lozier 1993),

Using worn-out techbniques to teach old dogs new tricks
Instead of moving toward long term change, organizations
often equate CQI to a short term quick fix. In both business
and education, a desperate search for instant suceess disallows
the opportunity to commit to an all encompassing endeavor
like quality improvement. In their enthusiasm to “get the
show on the road.”™ organizations cither attempt large scale.
diffuse implementation or engage in massive training pro
grams. In the first instance, organizations devote too litde time
and too few people to extremely complex projects, In the kat
ter. they tend o use programs that are prepackaged and
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unable to focus on the organization’s particular needs. Heavy
concentration on tools and precess improvement subverts
any possible convevance of overall strategy and purpose. The
final flaw is that instead of having too few people trained, too
many are too willing to practice something for which too few
opportunities exist (Seymour 1992 Teeter and Lozier 1993).

Ritualistic commitment to tools that lead to

measuring for the sake of measuring

Organizations are what they measure, but what gets measured
mav not give them the information they really need to know.
As measuring becomes an end in itself. too much data pile

up and sheer volume often leads to faulty analysis. Misplaced
benchmarks become targets instead of guides and fail to
reflect accurate institutional and specific tunctional definitions
of quality and excellence (Ewell 1993: Matthews 1993: Sey
mour 1992; Teeter and Lozier 1993).

A lack of urgency and a myopic perspective

on expertise and quality applicability

Where no perceived catastrophe exists, no sense of urgency
emerges and a general aversion to change perpetuates inac
tion. This lack of urgency currently permeates much of Amer
ica’s service industry sector. a good portion of its manufac
turing sector, and almost all of its institutions of higher
cducation. Further complications arise when organizations
believe that they know best how to solve their own problems.
The paradox here is thar they contribute to their present
dilemmas by continuing to use the time worn strategies that
led to their problems in the first place. Organizations assume
that quality exists, so discussions of quality management seem
irretevant and business as usual prectudes the recognition

Af telltale signs that signal a need for change (Seymour 1992
Waterman 1987).

Choosing the urong issues

Deming says organizations that claim their troubles lie entirely
in the workforce miss the mark. The consequence of such
thinking is a business run on the basis of visible figures alone.
By counting money and insisting on improvement based on
production quotas, these organizations tail to realize that
workers are handicapped by organizational systems over
which they have little control. In other words, quality and
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quality improvement nay depend on systemic changes,
which fall within the reatm of managerial rather than
employee influence.

In the case of higher education, the faculty controlled teach
ing and learning process lies at the heart of every callege and
university. By confining quality change cfforts to, administra
tive practices and academic support services, we may be miss
ing opportunities to make significant inroads in the search
for quality education.

Segregating ratber than integrating

quality improvement

Businesses and colleges and universities alike tend to
embrace quality as an add on. They invest quatity control
departments with the responsibility for taking care of prob
lems of quality. By doing so, they in effect divoree quality
from the mainstream of institutional life (Deming 1982).

Clinging to outmoded reward structures

Deming insists that most performance evaluations, merit rat
ings, and annual reviews focus on an end product and do not
promote leadership that helps people improve. In fact, merit
systems can rapidly degenerite into number counting games.
Most do not take team effort into account. In education, im
properly focused systems discourage quality ereativity, pro
mote business as usual, and, coupled with tenure, spawn the
attitude that quality and excellence are highly Liudable con
cepts as long as someone else has to worry about them (Dem
ing 1982; Matthews 1993; Teeter and Lozier 1993).

High-level lip service, linear views of change, and
inattention to cultural transformation

Leaders show a retuctance to play an aggressive and creative
role in institutional moves toward quality. They see no con
nection between quality and the real problems that their
organizations face. Politicized turfmanship instead of team
work emerges among middle fevel managers (in education
department chairs) who, because they may have been left
out of the planning process, do not understand or welcome
new roles A continued short term perspective denies the
need for an extended time frame. Leaders who focus on oper
ationad costs and budgets overlook the immediate costs in
money and time required to make CQI routine. This bottom
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line mentality and an accompanying dependence on decision
muking by decree discourage consensus building, which is

a basic prerequisite to cultural transformation. Paradoxically,
leaders who successtully expand participation through plan
ning may also increase the level and the extent of consti-
tuency frustration (Deming 1982: Matthews 1993: Poulton
1980: Seymour 1993: Teeter and Lozier 1993).

One sticky issue: The customer image

‘The term “customer” sparks indignation not only in educators
but in many industrial and service organizations as well. For
years, American businesses have followed Say's Law —supply
creates demand. In other words, the customer indiscriminately
settles for whatever business chooses to offer. Educators reject
the noticn of customer out of hand. To most, such a connec
tion implies blind submission to someone’s (most likely a
student’s) unfettered demands. The problem with this aver
sion to the student-as customer image is the potential for mis
interpretation of learning needs.

Matthews suggests that when educators do not determine
the goals and desires of their primary stakeholders (students
and sources of financial support), they substitute those of edu
cation’s secondary stakeholders - administrators and faculty.
Even the goals of third level stakeholders—boards, cities.
future employees -- many times take primacy over the needs
of students (Matthews 1993). Ewell contends that this does
not have to be the case. Instead, the key to pleasing educa
tion's customers lies in the total quality concept of actively
shaping customer reactions by anticipating and exceeding
current expectations (Ewell 1993). To Seymour, the student
as customer frame of reference poses the greatest hurdle for
advocates of CQI in higher education. He sums up the prob
fem by saying. “As students, they belong to us: as customers,
the learning process is muttally owned™ (Seymour 1993).

Prelude to the Case Studies

What follows next are case studies of seven educational orga
nizations (two at the same university) and their atempts to
move in a fuirly substantive way beyond exposuse 10 TQM
in their administrative superstructures to continuous quality
in the classroom. With varving degrees of success, cach has
tried to avoid the numerous pitfalls of practice inits efforts
to institutionatize CQL
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The organizations include the Graduate School of Business
at the University of Chicago, the Colleges of Business and
Engineering at Arizona State University (ASU), Northwest Mis
souri State University (NWMSLY), Samford University, the
Maricopa County Community College District (MCCCD), and
Miami-Dade Community College (MDCC). Several consid-
crations weighed heavily in choosing these institutions. First.
the desire was to provide a broad range of organizations in
terms of size, location, and institutional type. Two colleges
are located in the Southwest, two in the Midwest, and two
in the Southeast. Most are situated in urban areas with more
than 2 million residents; only NWMSLY, in rural Missouri, and
Samford, in Birmingham, Alabama, serve fewer people. ASU
and the University of Chicago are large research universities,
NWMSL! and samford University are comprehensive four vear
institutions, and Maricopa and Miami Dade are community
colleges. Four of the colleges receive public funding: two
exist as private, independent institutions. The two community
colleges serve more than 50,000 students, both the engineer
ing college and the business college at ASU enroll between
5.000 and 8,000 students, and the others range in size from
1,500 to slightly over 6.000 enrollees.

Second, past publicity about CQI efforts played a role. An
attempt was made to introduce several institutions, among
them ASU's Colleges of Business and Engineering and the
University of Chicago’s Graduate School of Business, that up
to this point have received little or no comprehensive cov-
erage. These colleges complement three others —-Northwest
Missouri State University, Samford University, and the Maric
opa County Community College District - that have garnered
extensive attention. The final case illustrates how the discus
sion of continuous quality might be broadened. It details
quality initiatives at a community college that does not regard
itself as a CQI institution. Miami Dade embraces neither the
CQI dialogue, its methods. nor 1ts jargon, vet its faculty pursue
many of the avenues traveled by CQI educational organiza
tions, In many instances, Miami Dade Community College
does so more wholeheartedly and effectively than colleges
and universities that operate under the banner of CQL

Information for the case studies came from internal dog
uments, published materials, and interviews.
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THE CASE STUDIES

The case studies in this section focus on seven educational
organizations (two at the same university) and their attempts
to move from exposure to TQM in the administrative super-
structure to continuous quality in the classroom. With varying
degrees of success, each has tried to institutionalize contin.
uous quality improvement. :

Several considerations weighed heavily in choosing these
institutions, among them the desire to provide a broad range
of organizations in terms of size, location, and institutional
type. Two colleges are located in the Southwest, two in the
Midwest, and two in the Southeast. Most are located in urban
areas with more than 2 million residenzs; only NWMSL, in
rural Missouri, and Samford. in Birmingham, Alabama, serve
fewer people. ASU and the University of Chicago are large
research universities, NWMSU and Samford University are
comprehensive four-year institutions, and Maricopa and
Miami-Dade are community colleges. Four of the colleges
receive public funding: two are private, independent insti-
tutions. They serve from 1,500 to more than 50,000 students.

Second, past publicity about CQI efforts played a role. An
atempt was made to introduce several institutions, among
them ASU's Colleges of Business and Enginecring and the
University of Chicago’s Graduate School of Business, that up
to this point have received little or no comprehensive cov-
erage. These colleges complement three others-~ NWMSLI,
Samford. and the Maricopa County Community College Dis-
trict—that have garnered extensive attention.

The final case illustrates how the discussion of continuous
quality might be broadened. It details quality initiatives at a
community college that does not regard itself as a CQI insti
tution. Miami-Dade embraces neither the CQI dialogue, its
methods, nor its jargon, yet its faculty pursue many of the
avenues traveled by CQI educational organizations. In many
instances, Miami Dade does so more wholeheartedly and
effectively than colleges and universities that operate under
the banner of CQI.

Information for the case studies came from intemal doc
uments and published materials. In addition, because the
author had ready access to people at Arizona State University,
the Maricopa County Community College District, and Miami
Dade Community College, interview data supplement written
sources. Few of the colleges use the sume nomenclature to
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describe their efforts. Because the labels themselves add rich
ness to each college’s individual story, no attempt has been
made to standardize terminology across cases.

Grassroots Quality: The University of Chicago

- Graduate School of Business

: The Graduate School of Business at the University of Chicago

— employs 115 tull-time and 34 part-time faculty who serve )

about 1,100 full-time and 1,300 part-time students. In fall 1988,

: Business Week published a report in which the university’s

- schoot received low murks in a customer-satisfaction survey

of graduating MBA students (Bemowski 1991). The dean of
the schoal, who was heavily involved in fund-raising, could

i devote little time to a hands-on improvement etfort. Instead,

' he encouraged a series of faculty- and student-inspired ert
deavors. The grassroots model that emerged has one minimal
requisite -the organization must permit substantial freedom
to individuals in how they perform their own jobs and how
small work groups function (Roberts 1993).

J At Chicago, this flexibility existed. Consequently, by 1989,
when much of the current grassroots quatity initiative began,
several pieces already were in place. For example, instructors
already prepared up to date, detailed course descriptions for
a widely disseminated curriculum guide. The use of inter-

- active compting in courses, including the development of
educational software, was widespread; student-evaluation
results were reported publicly: and several electives in TQM
existed. A statistics professor and a professor of management
science, for instance, already offered Applied Production and
Operations Management, in which students analyze Japanese
management techniques. A long standing course, Quality and
Productivity Improvement. emphasizes statistical techniques
used in quality-improvement efforts and introduces certain

_ Deming minagement concepts (Roberts 1993).

- : Since 1990, visiting “practitioner-scholars™ have offered
courses that explore quality policy issues, such as those sur.
rounding the Baldrige competition, and familiarize students
with the Deming/Shewhart Plan Do Check Act cycle. A sem
inar in quality, innovation, and competitiveness also was intro
duced. And students participate in such courses as Design
for Manufacturability, which are offered by the Motorola ‘Train
ing and Education Center (Roberts 1990). Currently, the
school offers about a dozen electives in quality yearly, and
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overall, quality ideas have become significant components

in several introductory core courses. For example, approx-
imately 35 percent of the core course in operations manage-
ment is devoted to quality. In 1990, quality management
became one of Chicago's basic fields of study and an area for
doctoral specialization (Roberts 1993).

LEAD: Uniquely grassroots

One of Chicago’s first grassroots undertakings was to gather
information. Through surveys and focus groups, the University
of Chicago’s business school discovered that its students and
alumni viewed the MBA program as heavily theoretical, with
little attention paid to the acquisition of leadership and human
relations skills (Bemowski 1991). As a result, the school re:
cruited a team of first-year MBA students and charged them
with developing a speciat course called Leadership Education
and Development, or LEAD.

LEAD is a noncredit course that functions largely indepen
dently of the regular curriculum and relies on class members’
involvement in both assessment and content revision (Coate
1990). Developed specifically for first-year MBA students by
a team of second-year MBA students. it focuses on aspects of
business leadership, such as communications, risk taking,
negotiations, and ethics. that Chicago faculty believe are dif
ficult to introduce into traditional courses (Zangwill and
Roberts 1993). All first-year students work in cohorts of S0
during the first quarter of their academic studies. Each group
is assigned a team of four second-year students, who facilitate
activities and discussions. A faculty and staff member are
assigned to each cohort and participate along with the first
year students (Roberts 1993).

This course, in turn, led to the formation of the Student
Continuous Improvement Committee, which studies curric
ulum, placement, alumni relations, and policy issues. and a
schoolwide Suggestion Forum that elicits and acts upon stu
dents' suggestions (Bemowski 1991). The college now has
a quality office that supports the dozen or more student statf
teams that regularly work on improvement projects in the
areas of student and alumni services and carries out a quar
terly exit survey of all graduating students. This office also
follows up and reports on the more than 250 suggestions
that are received cach year from students, staff, and faculty
(Roberts 1993).

Contmuous Quality and Classroom Effectiveness
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Tbe teaching lab: Another student inspiration

In 1991, based on a recommendation from an MBA student,
Business 712, The Laboratory to Achieve Organizational Excel-
lence: Improvement of Teaching, Curriculum, and Research,
took form. In this course, faculty experiment with different
ways to enhance their teaching skills. They explore hor 10
use TQM principles and tools to improve teaching, curric-
ulum, and research in a laboratory setting. Students, acting

as consultants, assist the faculty participants ( Bemowski 1991).
During its first year, 11 faculty members worked with lab-
course students or student teams on the improvement of
ongoing courses, a team of five students worked with behav-
joral science faculty to design a new required course, three
students collaborated with marketing faculty on curricular
issues, and another student benchmarked the performance

of two of the school's most outstanding case teachers ( Bate-
man and Roberts 1993).

The fast-feedback questionnaire:

A lesson from the teacbing lab

K.P. Cross, an expert in classroom assessment, draws a direct
parallel between traditional CQI tools and technigues and
those employed in classroom assessment. It is conducted by
the classroom teacher and consists of simple periodic col
lections of data from students to see what learning is oceur
ring so cofrective action can be taken during the current
semester.

Assessment might tiake the form of a test but most often
involves more intimate student faculty exchanges. such as
minute papers and one-sentence summaries. The first asks
what was learned. how important it is. and what remains
unclear. The second asks who did what to whom, how, when,
where, and why. A student’s ability (or fack of it) to answer
these guestions brings about a redress of the material being
taught and ‘or the methods being used by the teacher (Cross
1992; Cross and Angelo 1988).

Two faculty members provide examples of how their expe
riences in the teaching lab altered their behavior as instructors
and introduced them to the techniques of classroom assess
ment. They began putting copices of their course syllabi and
a short student background questionnaire into student mail
tolders before the first class meeting: each synthesized and

2
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focused course readings and provided a clear idea of what
specific reading should accomplish, And both started using
fast-teedback questionnaires.

To their surprise, the information gained from the fast
feedback surveys pointed to problens that previously had
gone undetected. In almost every class, students had prob
lems understanding the professor. reading the writing cn the
hoard. or seeing the visuals: quite often, students wanted
more examples to illustrate abstract concepts. The instructors
moditied the way they prepare for class, “We analyze the ques
tionnaires and plan appropriate adjustments almost imme
diately. . . " To stress the importance of providing students
with feedback. they coined the term “two-way fust feedback.”
4 combination of fast feedback uestionnaires for students
and fast written responses from the professor (Bateman and
Roberts 1993).

‘The feedback questionnaires developed in the teaching
lab vary depending on the type of class and the instructor.
but the questions asked trypically refer to course content,
delivery style, and student preparation. One statistics profes
sor’s survey illustrates the idea (see table D).

As the semester progresses, the form shortens from two
pages to one. Certain questions, such as how much did you
get out of today’s class and what was the muddiest point,
renuain constant throughout the term, but others change. For
example. by the fourth week. the instructor aske his or her
students to assess their ability to handle the computing in
the course. The finat session feedback relates to overall class

impressions. Typically, the instructor spends about one hour
tabulating and analyzing questionnaire data. Although increas
ing numbers of faculty use feedback surveys, the practice is
by no means universal (Batenn and Roberts 1993).

The personal quality checklist: A faculty initiative

One of Chicago's faculty (see Roberts 1992) has taken the
pursuit of quality & step farther. In the past, he required stu
dents in his classes to undertake personal improvement proj
eats. These projects invohved relatively claborate design, data
collection, and analysis and typically resulted in veny meager
progress in personal improvement. Today, the instructor uses
A much simpter approach: the personal quality checklist With
it. he illustrates clementary TOM ideas and gives his students
practice in using other tools. such as run charts and Pareto
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TABLE 1
YAST-FEEDBACK QUESTIONNAIRE FOR BUS, 520

b
WEEK » WINTER 19__
1 2 3 4 3
Little . A A
or Fair Great
Nothing Amount Deul

Today’s Class:

Overall, how much did you get out of today’s class?

What was the most important thing you learned?

What was the muddiest point?

What single change by the instructor would have most
improved the class?

Please comment briefly on the helpfulness of the advance
reading assignment for today’s class.

Your Preparation for Today’s Class:

Overall, how much did vou get ot ofvour preparation
for today's class?

What one thing can the instructor do to help vou o
improve vour future class prepacation?

What one thing can you do to help improve your future
class preparation?

Your Progress on Quality Improvement Projects:
(hehind schedule, 1: on schedule, 3: ahead of schedule, 5)

Project

Project 2

What one thing can the instructor do o help you make better progress on the projects?

What one thing cin you do to help vourself make better progress on the
projects”

General:
Any other feedback about any aspect of the course,
like to hear more abow?

inclucding use of computing or topics that vou would

Are you having problems unrelated to this course that the instructor should be aware ofr
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diagrams. The goal is to help students become better students,
and to do so the instructor sets an example by keeping his
own personal quality checklist,

He defines desirable categories of personal job performance
and keeps track of failures to achieve the goals of each cate-
gory. He terms these failures “defects.” A person establishes
goals in two broad categories of personal job performance—-
waste reducers or time-savers and additional value-adding
activities. For example, “on time to meetings and appoint
ments” might be considered a waste-reducer (or time-saver)
and “talk to all direct reports at least once per week™ could
he construed to be a value-adding activity (see ble 2).

TABLE 2
INSTRUCTOR’S PERSONAL QUALITY CHECKLIST: WEEKOF

Defect Category MON| TUE | WED| THU | PRI | SAT | SIN | TOTAL

Late tor meeting or appointment

sedrh Tor something musplaced or lost

Delaved reum of phone call o reply to letter

Put 4 small wk i a hold pile”

Fatlure to discard incomang junk promptly

Misses 4 chanee o dean up unk m o

Unnecessan inmpation

Toul

Lommeniy

Simple graphing of the number of defects per month against
the months of the year reveals the progress (or lack thercof)
toward meeting the original goals. No refined statistical analy
sis is needed to detect drops in the numbers. People who use
personal quality checklists caution. however, against produc
ing a list containing too many value-adding activities and too
fow waste reducers time-savers, As one of them says, “Time
must be saved before new activities can be added.” The cate:
gories must be doable. As for the reason for keeping track
of defects, @ believer in the tool's usefulness states, “Only
defects point the way to improvement of the underlying
Processes.

During his first go round, the instructor whose checklist
appears in table 2 accumulated seven defects-~five for a
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“search for something misplaced or lost” and two for “unnec-
essary inspection.” He decided that the other five categories
were largely “operator controllable™ and that the mere exis-
tence of the list jogged his memory enough to change his
habits. The two categories in which flaws turned up exposed
problems with his underlying organizational and filing sys-
tems and would take longer to correct (Roberts 1992, 1993).

Closing comments

True to its name, the impetus for change through the grass
roots model often originates at fundamental levels—the stu-
dents and the faculty. By its very nature, this approach requires
little hands-on participation by top-level administrators, and,
because it rests on voluntary faculty commitment, progress

is slow. Yet at Chicago, a small but dedicated band of quality
champions seems determined to guide the school along its
quality journey. One faculty member sums up his feelings
about incorporating TQM perspectives into teaching: “For

me, the idea of students as customers led to measurable
improvement in my own teaching, especially for students who
were not doing well. . . . T could no longer shrug off poor stu-
dent performance by attributing it to poor attitudes or weak
preparation; I realized that 1 am partly responsible, and 1

must try to be aware of, identify, and correct the problem”
(Bemowski 1991).

College of Business at Arizona State University:
Getting Serious about Quality

Twenty percent of Arizona State University's 42,000 students
enroll in its College of Business, or COB—about 7,000 at the
undergraduate level, the rest as graduate students. Twenty
five percent of all university graduates in any given vear come
from the COB, but available persistence data show high fresh.
man and lower division transfer attrition rates (86 pereent in
the former case and 68 percent in the latter). Although Arizona
State serves an ethnically diverse region, students of color cur:
rently constitute less than 15 percent of the COB's baccalau
reate graduates. As recently as 1991, ASU's day MBA program
ranked 197 out of 273. By 1994, {18, News & World Report
listed the MBA program among the nation’s top 50 programs,
and the placement rate of daytime MBA graduates stood at

98 percent, more than 30 points above the national average.
What made the difference? (COB 1994b, 1994¢).
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Embracing the total quality approach
During the last few years, efforts to improve the quality of the

college's programs at both the undergraduate and graduate
levels can be linked to a total quality approach. In fall 1991,
the college, under the guidance of the Dean’s Council of
100—-a group of influential Phoenix-area business execu:
tives —entered into a planning process called ASU Business
Partners. With a redefined mission and a preliminary vision
developed by the dean, the co!  ge begun to strategically re-
orient itself to meet the needs of its environment. Using a pro-
cess designed by the steering committee of the Business
Partners (13 high-level business executives, three faculty. and
two students), the college collected the data needed to assess
its current educational quality relative to that of its peers. Cus-
toraer surveys and focused interviews targeted four groups:
current students, recent graduates, recruiters, and employers.
The information gathered consistently pointed to four weak-
nesses. Students noted their inability to solve unstructured,
real-world problems and to manage people and the business
environment. Employers singled out poor skills in written
communication and poor student transition into the work
place as their biggest concerns. Task forces, which formed
around the undergraduate program, the MBA program, the
doctoral program, the Seidman Research Institute, and faculty
development, recommended program revisions that addressed
these findings. Much of the college’s quality plan that resulted
from these recommendations conforms to the criteria set forth
for Arizona's Pioneer Award, the state's equivalent of the
national Baldrige Award. Five themes—globalization, infor-
mation technology, TQM, diversity, and communication
skills - - run across all program and quality initiatives (COB
1993a, 1994h).

Undergraduate preprofessional and

professional programs

Comprehensive changes in programs and program delivery
have occurred throughout the undergraduate program. Exam
ples in accounting, economics, and new cross functional
requircments typify the range of activities taking place.

Accounting. Arizona State's School of Accountancey took the
lead in the college’s quality journey by revising its undergrad
uate curricutum. About one-third of the program revisions

Contneons Quality and Classroom Effectiveness




PAFullToxt Provided by ERIC

impact course content; more than one-half deal directly with
pedagogy, format, and delivery. By fall 1992, the school had
re-created its preprofessional program and introduced a series
of three courses: two three-credit classes and a third one-hour
course. Students, individually and in teams, explore feasible
approaches to solving accounting problems and then select
and defend their plans of action. One-minute papers, which
call for short, concise explanations, help faculty discern whether
studernits have a clear understanding of accounting principles
as they pertain to real-world situations. For accounting majors,
a required one-hour computerized course acquaints students
with the day to-day mechanics of accounting work.
Schoolwide revisions should be completed by 1996, but
already upper-division core courses as well as electives de-
pend heavily on computerization. Preliminary results from
these curricular revisions are heartening. The drop rate in
preprofessional core accounting courses declined from nearly
40 percent to 3 percent. Qutcomes from formal testing of
ASU's curricular approach in 25 programs across the country
also have been very positive (Smith 1994; Wolverton 1995).

Economics. On another front, the economics department
began to examine lower-division micro- and macro-principles
classes. Access to the college's professional program depends
on completion of these courses. Not only has the success rate
heen low, but minority students typically experience dispro-
portionate failure rates. Faculty believe that increasing the
success rate among all students will ultimately improve the
diversity of the college. Seven faculty used one of 11 ap-
proaches in classes that ranged in size from 51 to 449 stu-
dents. Pilot treatments included mandatory graded homework,
required computer tutorial assignments, targeted review ses-
sions, voluntary group study session with a professor or a
tutor. and optional study guides, review packets, and com-
puter tutorials (Blakemore 1994; Wolverton 1995).

The experience of one instructor bears closer scrutiny,
because she taught the same courses using the same texts
in the previous year but without the pilot modifications. In
addition, she employed different instructional options in the
two microeconomics pilot sections under her supervision.

In one, she administered five homework assignments that
students turned in at an economics study lab. The lab was
offered at regularly scheduled times ten hours a week, with




teams of graduate students and undergraduate majors pro-
viding the tutoring service. The homework constituted 20 per-
cent of the students’ grades. At first, students only turned in
their assignments, but by midsemester, an average of 100 stu-
dents per week attended the lab sessions. In her second sec
tion, the instructor announced at the beginning of the semes
ter that ten pop quizzes would compose 20 percent of each
student's grade. The quizzes covered previous lectures and
reading assignments, and students were encouraged but not
required to attend the study lab. For the most part. these stu-
dents did not use the lab (Blakemore 1994; Wolverton 1995).
When the instructor compared the grade distribution of
the minority students in the two classes (in the section that
required homework), the percentage of those receiving 4
grade of C or better rose 15 points from the previous year.
{n the section in which pop quizzes had been administered.
the percentage of minority students who received a grade of
either D. E, or W remained unchanged from the previous year.
Overall, the results of more than 2,200 micro- and macro
students indicate that grade distribution increased in students
at large as well as in minority students, particularly in sec-
tions that required either homework or computer tutorials
or offered targeted review sessions (Blakemore 1994; Wolver
ton 1995).

New requirements. By 199+, the college’s undergraduate
committee recommended changes in the configuration of
the professional program. Revisions included the addition

of an administrative communication course as 4 first semester
requirement, the establishment of a new standing committee
(the core committee) to coordinate the upper-division core
and to address inconsistencies in the program’s noncore elec
tives, the addition of one elective international course to the
core requirements, the incorporation of international issues
into all core classes, and the creation of two new required
classes (Hershauer 1994).

The new required classes merit further examination. Stu-
dents encounter both new courses in their junior year. The
first is an integrative introduction to the college’s professional
program. A cross-functional faculty team uses business sim
ulations, comprehensive cases, business audits. historical and
current readings, and computer hased analysis to expose stu
dents to topics such as organizational dynamics, alternative
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decision-making models, the use of information and statistics
in decision making, TOM in service and manufacturing con-
texts, quality management from a global perspective, and busi-
ness ethics. In addition, emphasis is placed on diversity, infor-
mation technology, service quality, and learning organizations.
specially designed exercises link this course to the required
communications course.

The second required course provides a practical bridge
between student life and employment life. This one-credit
class pays attention to more pragmatic aspects of entering the
job market. Sessions deal with proper table etiquette, pro
fessional appearance, resume preparation, and how to inter-
view with and make presentations to potential employers
(Hershauer 1994; Wolverton 1995),

MBA programs

Prior to quality initiatives. the MBA program had little struc
ture. The associate dean for the MBA programs commented,
“People couldn't get the courses that they necded; they
drifted in and out. . . . There was no sense of community. . .
Today. we've moved from a disconnected series of courses
to what we refer to as ‘the MBA experience.’”

The day MBA program couples an intensive first-year expe-
rience with a flexible second-year framework. A strong team
emphasis and a focus on cooperdtive learning permeate the
program. All first-year core courses in the day and evening
MBA programs run on a trimester, lockstep schedule that lasts
ten weeks, including exams. The day program requires that
its students complete 36 credit-hours in the first year.

Evening students complete six classes during an academic
yedr: special summer courses allow them to graduate in two
years. Using this system, the college offers 50 percent more
courses in any given nine-month period than previously was
possible. Faculty often team-teach core courses, [t is quite
common, for instance, to find a finance professor lecturing
i an accounting or an economics class about the intercon
nectedness of the two disciplines. Students engage in inter
disciplinary projects graded by multiple faculty, business
people from the community are being integrated into the
classroom as evaluators, and CQlLis an issue (COB 1993,
1994a; McPheters 1994; MBA Program Office 1994),

Part of the first year experience includes leadership training,
Inthe 1993 9 academic year, this curricular activity took
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place during the 1ith week of each of the first two trimesters
and was highlighted by guest corporate speakers, simulations.
and a two-day team competition (COB 1994d). Based on stu-
dents’ suggestions, the following year the college no longer
showcased leadership training as a special event but inte-
grated it into the program as a yearlong, weekly seminar.

The associate dean commented on a further development.
“We also found that there is a strong need for more basic lead
ership skills, like how to run a meeting, how to plan a project.
and how to work in a group. It can be as ordinary as which
fork to pick up first or when to use electronic mail versus
when to write 4 letter or use the phone. We don't normatly
include these topics in the curriculum, but it's what Motorola
University offers and what Intel teaches its employees. So
we're incorporating this material into the weekly leadership
seminars.”

The college also lends depth to this first-year experience
by including seminars on global topics like the political econ-
omy of the rain forests, the collapse of the Soviet Union, and
Japanese culture presented by faculty from the College of Lib
eral Arts and Sciences (MBA Program Office 1994). During
the first semester of the year, students also participate in a
major daylong community service activity. For example, they
might renovate a playground for disadvantaged children. Stu-
dents then become involved in management-consulting proj-
ects for nonprofit agencies in the community during the sec:
ond hatf of the year (COB 199+d: MBA Program Office 199+).

The second year of the program provides students with a
great deal of flexibility. Students select electives within one
area--say, marketing or finance--or plan cross-functionat
course sequences that integrate such topics as internation:
alization or quality. This student-designed vear can include
field projects with potential employers, travel to foreign uni
versities, or course work from other ASU colleges. Students
may also enroll in courses at other institutions, such as the
American Graduate School of International Management in
Phoenix or Norway's Oslo Business School. In addition, the
college encourages students 1o participate between their first
and second vears in a summer internship program (COB
1993a; MBA Program Office 1994).

Continuous quality efforts in the classroom vary from one
instructor to the next and according to discipline. To illustrate
the extent to which change has traversed the college, exam:
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ples from three areas—operations and logistics (a subunit
of decision and information systems), marketing, and mun-
agement—not covered in the undergraduate discussion are
highlighted here.

Decision and information systems. An instructor in oper-
ations and logistics, who also serves as a Baldrige examiner
for the annual national business award, takes students through
an exercise that approximates Baldrige training. Case studies
from past Baldrige competitions provide detailed and realistic
subjects for team projects. He observes, “My experience allows
me to teach some things other people can'’t. It lets me do a
better job teaching quality” (Smith 1992). This professor
begins his class by finding out about his students. T ask about
their background, their reason for taking the course. and what
they expect to get out of it. I then see if I can, in any way,
adjust what 1 had planned to better meet the students’ expec-
tations and needs.” Most short exercises, spot checks tor
understanding, and the course project require student team-
work. For instance, instead of administering quizzes with nar-
rowly focused questions that require little more than rote
memory to answer, the instructor poses a general question

to his students, allows them to break into teams and discuass

it, and asks them to arrive at a consensual answer. Grades for
some of these exercises depend on the thoroughness and
precision of the work; in other cases, teams receive credit
simply for completing the work. The Baldrige assessment proj-
ect includes peer evaluation of team members' performance.

Marketing, In marketing, the recipient of two research re-
wards between 1990 and 1993 also garnered the COB 1993
outstanding graduate teacher award. This professor studics
service quality and services marketing and sees a direct corre-
lation between good research and good teaching. By com
bining lectures, group in-class exercises, guest lecturers, and
group ficld projects, she illustrates “how ideas play out.”
Because she believes that MBA students must be able to apply
theory in practice, she teaches not only theory but emphasizes
critical and group skills as well.

The professor continually experiments. “1 like to try a lot
of little things in class . . . about 10 percent of those I'd never
do again.” One long standing technique helps the instructor
draw students into class discussions. At the beginning of every
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semester, she takes individual instant photos of her students.
To each photo, she adds information about the students, their
work, families. areas of interest, and course expectations.
Whenever the professor meets with a class, she has this infor-
mation with her (Smith 1993a).

Another marketing professor recently concentrated on TQM
in one of his marketing classes. He brought chief executive
officers from community businesses into the classroom to
talk about TQM and customer satisfaction in their companies.
Using a question-and-answer format, students probed into
the impact of tough economic times on the quality efforts
of the represented firms. The instructor also requires his stu-
dents to find work in a local organization. such as a YMCA,

a major home builder. or a manufacturer, and to analyze the
quality of the firm's management (Eskes 1992).

Management. One management professor describes himself
as a facilitator. Kis approach to organizational theory blends
the collaborative nature of teams with the individualistic chal
lenges of self-leadership. About 50 percent of the class in-
volves team exercises that often focus on what not to do
rather than on how to function eftectively as a group. In one
such exercise, students within groups assume various barrier-
producing roles: controller, appeaser. reclusive. By doing so,
they experience the effects of these behaviors on team dynam
ics. In addition. the instructor has each student complete a
personal self improvement project. Several times a semestet,
he divides students into quality circles to gain group feedback
on the course.

Doctoral programs

The associate dean for doctoral programs says, “The goal for
this vear is to operationalize our part of the strategic plan.”
The plan’s primary objective at the doctoral level is straight-
forward --graduate students who meet the academy’s muarket
demands for high quality faculty. It proposes that the college
limit the number of students it recruits, that it coordinate
recruitment efforts across departments, and that it develop

a consistent way to move students through the process. To
gain bascline information. the college will survey graduates
from the previous three years about whether they were pre
pared to teach the classes they were asked to teach and to
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do the level of research that was expected of them once they
left ASU (COB 1994b).

The plan also states that while faculty should hone their
students’ research skills by actively involving them in the
research process, they should also help them become effective
teachers. Consequently, first-year students take a course in
teaching pedagogy, which emphasizes cooperative and active
learning, and are assigned teaching responsibilities for at least
one yedr. '

Departments also use a combination of training approaches
that complement the classwork. In one, faculty members
observe students in teaching situations and feed back infor-
mation on how each might improve. In another, members
of the department and the doctoral students who teach meet
once 4 week and discuss the issues they are facing and how
they are resolving them. A third common tactic stresses team
based learning for the doctoral participants, as students and
also as teachers. The obijective is to develop a common ap-
proach across the college. As this teacher-training component
becomes institutionalized, teaching evaluations, along with
research, will become a part of the annual review for con-
tinuation in the doctoral programs.

Benchbmarking for the future

One associate dean noted, “We say that we want to look like
a leading MBA program. That requires that we know what
leading MBA programs look like.” To do so, ASU scans reports
from other schools for information about entry standards, cur-
riculum content, . (ulty credentials and salaries, graduate
placement, and ¢ ting salaries for graduates.

In addition, ASU tries to gather data from peer institutions
on college-specific priorities. For instance, although minority
representation rarely serves as a program benchmark, admit-
ting and retaining a significantly higher proportion of women
and minorities than many other major programs are important
considerations at ASU (Madden 1992). In fact, ASU's MBA pro-
gram may serve as a benchmark for peers in this area. More
than 40 percent of its fall 1994 entering students were women
(up 5 percent from the year before), and 25 percent of the
class held minority status (an increase of 14 percent in one
year). Doctoral coordinators are contacting their counterparts
at peer or better institutions to ascertain the qualities most
valued in graduates who apply for faculty positions in order
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to establish their own benchmarks. Benchmarking at the
undergraduate level remains limited because the college has
been unable to collect relevant data about peer or better bac-
calaureate programs (COB 1994b).

Support for cbange
For sustained quality improvement, fundamentals like faculty
reward and development systems, fiscal resources, leadership,
and organizational structure need to encourage quality en-
deavors. To some extent, these crucial building blocks seem
to exist or are being developed by the college.

Faculty rewards, incentives, and development. The usso-
ciate dean for undergraduate education says, “The college

is sending out signals that good teaching matters. Faculty can
prepare portfolios to highlight their strengths, but student
evaluations are the bottom line even when it comes to deci
sions about tenure and promotion. On the one hand, yes, we
reward research, but a good researcher who is a poor teacher
will not be rewarded to the saume degree as he or she was in
the past. On the other, excellent teachers with relatively mod:
est research records will be rewarded.” His MBA counterpart
added, I think the faculty are seeing a little bit of this kind
of change, but we have a way to go.” Although merit pay
seems to be allotted based upon teaching expertise, evidence
to substantiate whether the college follows through in its
pledge to grant tenure using similar criteria may take time

to manifest itself (Wolverton 1995).

Monetary incentives in the form of teaching and travel
grants and teaching awards exist as well. Competitive summer
teaching grants allow faculty to pursue new and innovative
teaching techniques and curriculum revisions. Each year, the
college awards 20 to 30 grants. Typically, one-half go to faculty
who work with undergraduate students, and the rest are
awarded to graduate faculty. The guidelines for these awards
are straightforward: Concentrate on incorporating technology.
active learning, and continuous quality into classroom efforts.
In addition, the MBA programs sponsor a grant program that
provides money for equipment and materials such as video
tapes, computer disks, or special materials and supplies. Travel
grants are divided between those attending professional meet:
ings and those participating in training programs in quality
and in cooperative and active learning.
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Annually, the college singles out one undergraduate faculty
member, one graduate-level instructor, and one teaching
assistant for their teaching efforts. Each receives a plaque and
a $1,000 savings bond from the Business Alumni Association.
These excellence awards recognize outstanding competency
in content area, clarity and creativity in articulation and ex-
pression of ideas, awareness of student needs, organization
and conduct of classes, and willingness to interact and assist
students. Students, student organizations, alumni, department
chairs, and college support groups nominate faculty for the
awards (Smith 1993a). At the doctoral level, teaching awards
are being developed that will carry with them substantial
honoraria and possibly an additional graduate assistant for
the year.

To encourage teaching excellence, the college dean has
initiated a procedure for identifying faculty with particular
performance problems. The process targets faculty who, over
time, receive below-average student evaluations and helps
them develop effective teaching tools through education and
mentoring. A plan for improvement, developed by the faculty
member and his or her associate dean and department chair,
might include in-house training in cooperative, active, and
skill-based learning and in teaching methods, or involve hav-
ing the faculty member sit in on the classes of fellow instruc-
tors and observe what they are doing in cooperative leaming,
A potential shortcoming in the college’s overall thrust for
teaching effectiveness, which may reveal itself in the future,
stems from the lack of systematic teaching development across
all faculty. Qutside of the faculty who teach the core or those
who have been identified as having inadequate teaching skills,
most professors do not discuss classroom methods on a reg-
ular basis, especially across disciplines.

Improving student persistence. To address severe attrition
rates among minority students in the undergraduate pre-
professional core courses, the college initiated the Business
Enrichment Program. Participants are members of ethnic
minorities who enroll as freshmen or sophomores in a three-
course block, which includes an introduction to business,
microeconomics principles, and a humanities class called
Contemporary Issues in Humanities. Within the business
course, students form study partnerships for the other courses,
practice college survival skills, gain a better understanding
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of the college’s academic requirements and policies, explore
opportunities provided by campus organizations, and learn

how to seek out and apply for internships and scholarships.

The emphasis throughout this early intervention is Gn team:
work. As part of the enrichment program, the undergraduate
advisement center offers DESKLAB, which requires that stu-
i} dents spend a minimum of ten hours per semester working
_ on either skill itnprovement, if remediation is needed, or on
_ - computer-related activities, if college preparatory work is not .
required. In addition, MBA students serve as mentors through- —
out the year. Students who participated in the Business Enrich-  The e'npbas"s
ment Program in its first year achieved a higher grade point througbout
average than did all other COB freshmen and. on average, this ea i‘b’
completed more credit hours (COB 1994c; Lomeli 1993; Wol-

verton 1995). intervention
At the MBA level, building community among students ad IsSon
faculty plays a crucial role in the college’s strategies tor en- teamwork.

couraging student persistence. Before entering the program,
students are encouraged to attend an MBA boot camp, which
consists of a series of minicourses for those who need an
overview of basic core concepts. A weeklong orientation for
the day program includes outdoor experiential training de
signed to strengthen group camaraderie and psychological
testing to aid in team formation (MBA Program Office 1994).
During the year, faculty, students, and MBA staff interact
at regularly scheduled coffee hours and other social events
held in the MBA student lounge. For instance, this past year.
pizza forums, where ten to 12 students met with faculty every
other week, provided vital feedback for the program. In addi
tion, a newly formed alumni MBA Council regularly meets
with students. A Student Relations Committee, whose mem-
: bers include four local MBA alumni, two staff members, and
¢ five current MBA students, serves as a bridge between the pro-
gram and the council. The committee hosts business tours,
executive shadow days, and job workshops that focus on inter-
viewing, professional attire and etiquette, resume writing, and
Z networking. The committee also set up the summer internship
program and a student-alumni mentorship program. In 1994,
the council created an emergency loan fund to provide no-
interest loans to MBA students who need short-term financial
assistance (MBA Council 1993). Unlike their undeigraduate
and master's level counterparts, doctoral programs have yet
to address the issue of student persistence.
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Financial resources. The business college found that mov-
ing toward TQM required money. In its particular case. exter-
nal funding eased the financial pain of transition for the col-
lege. For example, the Dean's Council of 100 generated the
initial funds for Business Partners and continues to raise funds
for summer teaching grants. A $250,000 matching grant (one
of ten) from the Accounting Education Change Commission
enabled the development of the accounting undergraduate
teaching program. Over a five-year period, the accounting
school had between $500,000 and $1 million at its disposal.
Similarly, Hewlett-Packard awarded a $100.000 computer grant
that allowed the college to convert from mainframe and DOS-
based processing to UNIX-based workstation networks, With
these changes in place, the college is developing state-of-the-
art undergraduate and graduate decision-information systems
curricula (Smith 1993b; Wolverton 1995).

Leadership and structure. The college's dean regularly
communicates and reinforces his commitment to quality and
a customer focus through meetings, speeches, and written
communiques. Internally, he meets each semester with the
faculty and staff to advise them of the college’s accomplish-

ments, the goals that remain unaddressed, the opportunities
he sees for improvement, and new goals for the college. He
conducts monthly mectings with faculty, semimonthly meet-
ings with department chairs, and regular meetings with staff,
students, and several groups that include miembers from out.
side the college. In addition to the Dean's Council of 100,

the Business Partners, and the MBA Council, the dean meets
with the Dean’s Board of Excellence and the Business College
Council. The Dean's Board of Excellence, a group of relatively
new Phoenix-area business leaders, works closely with stu-
dents in the undergraduate Honors Program. The Business
College Council gives undergraduate students a voice in col
lege developments. Externally, the dean meets on an ongoing
basis with advisory committees, contributes to college pub-
lications, and emphasizes the college’s commitment to total
quality in presentations and speeches (COB 1994b: Wolver-
ton 1995).

Operationally, the dean, associate deans, department heads,
and center directors function in @ manner that resembles a
quality council. The group’s main concerns center on edu
cational quality, program improvement and design, program
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accessibility and advisement effectiveness. process strean
lining, resource allocation, continuous internal quality mea-
surement (for example, customer audits, senjor exit inter-
views, and the tracking of persistence rates and the time from
entny to graduation), and external benchmarking against peer
institutions { Wolverton 1995).

Closing con. nents

At the undergraduate level, administrators in the school of
accountancy estimate that one-third of the faculty actively par-
ticipated in the change process, another 15 to 20 percent have
been somewhat active, and one-half have done nothing at

all. Other departments seem to be following a similar sce-
nario. In the MBA programs, although only 20 percent of the
taculty are involved in the core courses, most electives closely
follow the core format.

Some MBA taculty, however, have experienced difficulty
moving across discipline specific bounds. For instance, two
instructors integrated their courses —one in strategic man
agement, the other dealing with legal, political, and ethical
issucs - both part of the third trimester core. They then
attenipted to weave the integrated course into the entire first-
vear curriculum. The instructors met with other core profes
sors and designed their integrated approach around the issues
addressed in the other core ofterings.

Between them, the two professors spent 72 hours in the
classrooms of their colleagues during the first two trimesters.
Their efforts were met with almost total indifference on the
part of some faculty: others treated them as substitute
teachers. Few instructors remained in the classroom and
expressed an interest in working together on the project. Stu
dents refused to complete assignments because participation
did not affect their grades until the third trimester. Whether
faculty misunderstood the idea as it was conceived, believed
that the curricutum was already too compressed and could
not accommodate more material, or preferred not to collub
orate for some other reason remains unclear (Jennings and
Keller 199:4).

As for the doctoral faculty, their associate dean sees an
openness and a willingness to discuss issues that previously
had been absent. She senses excitement and believes barriers
are breaking down. The college’s dean, however, considers
moving doctoral faculty along the path toward CQI to be one

Contmuons Qrahty and Classroom Effectiveness
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of the greatest challenges the college faces. Even so, one
administrator suggested that, overall, the percentage of the
college’s 175 faculty who "will never come on board™ may
be as low as 10 percent.

College of Engineering at Arizona State University:
The Zealots and the Old Guard

The average age of the students in the College of Engineering
is 27. Many students are married; most work 20 to 40 hours
per week. Total college enrollment runs slightly more than
6,500, with 4,300 undergraduates. The persistence rate through
graduation is less than 20 percent. Minority student partic-
ipation sits at around 20 percent. Nineteen percent of the
undergraduate students are women. Engineering is organized
around six departments: chemical, bio, and materials; civil:
computer science; industrial and management systems;
mechanical and aerospace; and electrical. The majority of the
college’s 220 faculty teach undergraduates.

The impetus for curricular change in the baccalaureate pro-
gram came from a group of concerned faculty who convinced
the college to invest in a 1992 study to ascertain the future
needs of engineering education. One faculty member sug-
gested, “The idea was not to let industry or anyone else tell
us what courses and topics to teach. It was to let them define
the characteristics of the students as they graduate from our
programs and then assess and measure whether or not our
process produces the desired product.”

Based on the responses from four customer groups —stu-
dents. industry, society, and faculty—the study concluded that
current graduates enter the workplace with insufficient capa-
bilities in problem recognition and solution synthesis. They
luck adequate communication and teaming skills, have little
knowledge of business and management practices, and pos-
sess rather pessimistic attitudes about life in general (Bellamy
1993). Equipped with this information, the college entered
into the process of curricular revision, and a small group
of faculty began exploring the heretofore uncharted waters
of TQM.

Three enginecring faculty and one from psychology took
part in Boeing's team member and team leader CQI training
program in Seattle. Two of them then visited Mt. Edgecumbe
High School in Sitka, Alaska, where students and faculty
approach education from a quality management perspective,
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Some of the faculty began familiarizing themselves with the
concept of active learning by attending workshops offered
through ASU's farulty development office. One chemical engi-
neering professor later spent a semester-long sabbatical work-
ing at Mt. Edgecumbe. As he put it, “After our experiences

at Boeing, ASU, and Sitka, we saw how cooperative learning,
building student teams, and using quality management prin
ciples meshed to assess and improve the [learning] process.”
The instructor added, “The Sitka experience taught me that
students meet whatever expectations we place on them; our
expectations are low” (J. Matthews 1993a). The three-pronged
approach to engineering education delivery that resulted was
incorporated into an integrated, sophomore-level curriculum,
which Texas A&M University had recently developed (see Bel-
lamy and Raupp {1993} for curricular details).

. ASU’s process: The student

Traditionally, by focusing almost entirely on improving teach
ing and revising curriculum, the faculty controlled the learn-
ing experience but did not necessarily engage the students.
Under ASU's new paradigm, faculty began to see themselves
as facilitators who ease the learning process. One instructor
observed, “We are adapting TQM to the classroom, not in the
form of total quality teaching but as total quality leaming, Our
goal focuses on replacing the ‘sage on the stage’ with the
‘guide on the side’ (J. Matthews 1993a).

To this end, ASU's delivery system depends heavily on a
pedagogy that combines active learning, team building, and
self assessment (McNeili and Bellamy 1994b). The evaluation
system represents the greatest departure from traditional edu
cational approaches and. as such, proves to be the most con-
troversial component of the paradigm.

The system employs Bloom's txxonomy of cognitive learn-
ing and Krathwohl's effective educational objectives. The cen
terpicce of the process is its competency matrix. The matrix
plays a continuum of seven cognitive levels of learning and
three degrees of effective intemalization against a set of com
petency categories (educational goals) and a series of com
petencies (learning outcomes) for each category. Table 3
defines the learning levels. Figure 1 illustrates the basic matrix
configuration.

The person responsible for setting course objectives and
designing the learning experience and assessment instruments

Continuous Quality and Classroom Effectiveness
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constructs the matrix and establishes grading guidelines. For
instance, the instructor indicates an assumed initial state of
learning for each concept and decides what level of learning
a student must reach to meet the expectations normally spec
. ified for a B or C grade. A student must document performance
above and bevond these specifications to receive an A.
. A Guide to Self Evaluation and Documentation of Edu- .
= cational States with Deviations (McNeill and Bellamy 1995a: .
- see also McNeill 1994a, 1994b) explains the reasoning behind
competency-based evaluation, the importance of student par
— ticipation in the process, and the particular activities in which
students will engage as a result of their involvement in the
= process. General information about the levels of learning and
the degrees of internalization, including lists of process verbs
that are associated with each learning level or degree (see
table 4), an array of five questions designed to guide students
- through the assessment process, and specific engineering
learning scenarios, helps students become actively engaged
in determining their learning progress. One such example
reads. "1f vou are in statics and can work single concept prob
- lems located at the end of specified sections, you are at the :
— know - how level of learning for the current statics topic,
because what you are doing matches the type of activity a per
_. sott at that level of learning would be doing. On the other
: hand. if vou are writing reports on the design of a bridge, you
are probubly at the synthesis level of learning for statics,
because creation of evocative reports is an activity done by
. a person at that level of tearning”™ (MeNeill 19944, 1994b:
—: McNeill and Bellumy 19952a).

—. The student driven documentation process generates a sub
— stantial paper trail that includes portfolios, reflection and work
' logs, run charts, and the competency matrix. Al homework,

quizzes, tests, reports, and projects are organized in a sequen
- tial portfolio or design notebook. In reflection logs, students
explain why selected technical work shows that the student
is functioning at 4 particular cognitive or aftective level of
learning for a specitic competency. Work logs record when
the work was done, how much time was spent, and where
the work is located. Each entry also provides a briet descrip
tion of the work. Run charts display the runni | average for
a specified activity, such as class attendance, m graph forn.
The competence matrix serves two purposes. It shows the
student’s performance level, and it indicates the location of
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TABLE 3

LEARNING LEVELS AND DEGREES GF
INTERNALIZATION

Levels of Learning

Before Knowledge: The student lacks familiarity with the topic.

Knowledge: The student possesses basic information about the topic
but cannot explain the concept.

Comprebension (Knou-How ): The student understands and can
explain the concept.

Application: The student can apply the concept or information to
different situations in different contexts.

Analysis and Synthesis: The student can play with the concept, break
it apart. and create new variations.

Evaluation (Appreciation ): The student has a deep appreciation for
the concept.

Degrees of Internalization

Receiving: The student can briefly summarize points from the
presentation,

Responding: The student feels comfortable with his or her team and
invests the expected effort for the class.

Vaiuing: The student believes that the material leamed is useful and

helps him or her solve problems (McNeill and Bellamy 1994a).

TABLE 4
SAMPLE PROCESS VERBS

Levels of Learning

Process Verbs

knowledge

define, label, memorize

comprehension (know how)

describe, recognize, identify

application

apply. illustrate, operate

analysis

break apart, examine, explain

synthesis

arrange, construct, formulate, create

evaluation

appraise, judge. evaluate, compare

Degrees of Internalization

Process Verbs

receiving

concentrate, listen, recognize

respanding

calculate, write, discuss, make,
organize

valuing

aare, convinee, use




technical work to support the claim. The black dots in the
matrix (see figure 1) indicate the cognitive and affective levels
the student is assumed to possess already. The gray areas
represent the levels he or she is expected to reach by the end
of the semester. The white areas point to levels that the stu-
dent might achieve (McNeill and Bellamy 19952).

To demonstrate how the verification process for cognitive
competencies might occur, consider the following example
wken from an early version of the student-evaluation guide.
‘The student’s first assignment of the course is to work prob-
lem one in statics, which involves determining an unknown

~force acting on a simple beam. The student’s work becomes
the first two pages of his or her portfolio.

The next step is to determine which competency categories
the assignment addresses. In this case. the student’s ability
to work the first statics problem indicates that he or she may
possess know-how in two competency categories: free-body
diagrams and equilibrium. When the student believes he or
she has mastered this level of learning, he or she makes an
entry in the reflection log. Each reflection log entry must iden
tify which competency and level of learning (or degree of
internalization) is being addressed, must give the location
of supporting work, and must include a paragraph of reflec-
tion that explains why the student believes he or she has
achieved the stated learning level. In this instance, it might
read: Log Entry No. 1—Competency Category(ies): free-body
diagram, equilibrium; Level of Learning: know-how; Location:
portfolio, pages 1-15: Reflection: "Problems 1 through 10
each requested a free-body diagram and told me-to use the
idea of equilibrium of forces to determine the unknown force.
since the problems pretty much told me what to do and [ was
able to do it, this is evidence of know-how but not applica
tion” (adapted from McNeill 1994a).

Documenting competencies in the affective domain takes
the student on a different tack. Here, students keeps two types
of records -—one chronicling the amount of time spent on
class assignments and class-related activities, the other dealing
with classroom behavior, such as timeliness and preparedness.
On Sunday evenings, students use the data collected during
the week to update run charts that depict class attendance,
promptness, class preparation (reading), class assignments,
and the average hours per week (outside of class) spent on
class work. Once the student arrives at a specified degree of

Continuons Quedity and Classroom Effectiveness
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internalization, he or she substantiates his or her assertion
in the reflection log (McNeill 1994a; McNeill and Bel
lamy 1995a).

In addition, each student keeps a personal journal in which
he or she is encouraged to jot down reactions to, and feelings
about, the class, its students, and its teacher as well as ideas,
theories, concepts. and problems as they relate to specific top-
ics. These journals are updated three or four times per week
and periodically discussed with the instructor (MeNeill and
Bellamy 1994a).

ASU’s process: The faculty
To accommodate the new learning approach, faculty changed
classroom management stvles. Participating faculty invest time
in faculty development seminars that deal with active leaming
techniques. The faculty team, which participated in Boeing's
training program and two more—one at Rio Salado Commu-
nity College and the other offered by David Lungford (Sitka)—
holds workshops for other faculty on the basic precepts of
team building. Tools to aid in classroom operation have been
developed. They include lesson and team meeting agenda
planners. i generic classroom code of conduct, and a sample
strategy on how to transform educational goals into educa
tional outcomes, '

lLesson planners help faculty organize their work by cog
nitive and affective leaming objectives. In addition, planners
serve as a systematic guide for staying on task by stipulating
time allotments, equipment needs, room atrangement, learn
ing group size, and delivery method. Perhaps the planner’s
most useful feature is a section reserved for after class com
ments. Team meeting agenda planners assist students and
faculty in maintaining focus in meetings. ‘They bear some
resemblance to lesson planners but add information about
the specific roles that team members will assume (Bellamy
199-4; Bellamy et al. 1995; Bellamy and McNeill 1994).

Classes, in which competencies in quality principles, team
ing. and the use of quality tools are not educational goals,
often use a code of conduct to guide classroom management.
As 1 starting point, the instructor provides a list of 15 to 20
statements, such as “Every member is responsible for the
team’s progress and success: there is no rank in the roony;
and have fun.” The code is maodified and expanded through
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out the semester by the students and instructor to fit the needs
of the class.

The strategy for translating educational goals into educa-
tional outcomes that McNetill and Bellamy (1994a) suggest
involves breaking down an educational goal into increasingly
specific and concrete parts using a conventional tree diagram.
At each level of detail (or branch), the instructor answers the
question: How will this be accomplished? When he or she
arrives at a set of outcomes that can be achieved by someone
else, the tree is complete. For example, an engineering pro-

fessor who teaches statics and wants his or her students to

learn how to design roof trusses might develop a tree in the
following manner. The most general academic category from
which all branches spring is engineering science. More spe-
cifically, engineering science breaks down into five narrower
fields—thermal fluids, mechanics, electrical sciences, materials
science, and material balances. At a more particular level.
mechanics can be subdivided into three subcategories—stat
ics. dynamivs, and deformable solids. If we expand the statics
branch, we find topical areas like trames, trusses, other struc
tures, and ropes and pulley. Finally, for an engineer to design
trusses, he or she must understand certain methods tor con-
figuring sections. members. and joints (see figure 2). For
sequencing the tree, learning precedence must be followed- -
knowledge before comprehension. comprehension before
application, and so on. Consequently, in our example, knowl
edge of statics and dynamics serves as a prerequisite for com
prehension in deformable solids.

The results: A global initiative

Both ASU and Texas A&M tested the Texas content: Arizona
delivery approach to engineering education. Based on their
inittal success. the two universities entered into a coalition
with Texas Women's University (Denton), the University of
Alabama (Tuscaloosa), Rose-Human Institute of Technology
(Terre Haute, Indiana), Texas A&M University at Kingsville,
and the Maricopa County Community College District (Phoce
nix). The coalition is funded by a five year, $15 million match
ing grant from the National Science Foundation. It aims to
fundamentally change the content and delivery of sndergrad
uate engineering education and to improve the retention of
enginecring students  temale, minority, and disabled stu
dents in particular. ASU's participation in the coalition, accord
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ing to one of ASU's co-principal investigators, will require
future collaborative work with the mathematics, physics, psy-

chology. and humanities departments and the university’s
Writing-across-the-Curriculum program (J. Matthews 1993b).

The results: Student performance
At the local level, one instructor’s experience speaks to the
paradigm’s potential. He related what happened once he
changed his approach. “If you look at first-day enrollment,
my lifetime student attrition rate is about 47 percent (in with
drawals and failures), and it may be higher if vou consider
the fact that many students never show up in my class because
they know better. If 1 teach backto back classes . . . one in
four students gets through. In my initial class under the new
system, I didn't lose any [students]. . . . The second semester.
Host only one. .. . (Other faculty had similar experiences.)
... Trealized then that while 1 had maintained high academic
standards throughout alt my years of teaching, 1 had done little
to enable my students to meet those standards.™

This instructor organizes his students into four member
teams. He expects them to work as teams outside the class
room; in the evenings, he drops by their scheduled mecting
places to observe their teaming process- Do members have
assigned roles? Are team members using the social norms that
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they agreed upon? s there an agenda? Is the meeting pro-
ductive? Are they having fun?” At the request of students in
this first class, the professor met every Saturday with wo
members of each team, who alternated their attendance every
other week. In four hours, these students (in teams) discussed
any material that either had not been covered in the previous
week's class sessions, was unclear, or was not included in the
competency matrix. The students then reported back to their
colleagues. The instructor admitted, “To be honest, I didn't
like spending all my Suturdays at school, but how could 1 say
no when 1 had people who wanted to learn and were willing
to commit their time?”

The students in this class did well; 80 percent carned A's.
Other faculty becamie incensed. Not only had the program's
gatekeeper” defected, he had “gone over the edge and was
giving awzy grades.” In some circles, the instructor and his
students became known as “the zealot and his Waco-ites.”
Although teacher and students had dedicated roughly twice
the number of contact hours to course content as deemed
necessary by traditional standards, the old guard refused to
acknowledge the possible connection between effort and
achievement.

The following vear, four of the students from this class
enrolled in an advanced science course. Because the class
size was over 300 and the format was lecture, these students
decided they could make more effective use of their time by
having one person attend class, record the lecture, restructure
and organize the notes, and present the material cach week
to the other three. Upon further reflection, a revised plan gar
nered even greater economies of scale. Each student recruited
three other people in the class and formed a new team. The
students taught their new initiates what they knew about y
teams and took them through a short version of the social
norms used by teams. Together, they worked through the
course. Their former instructor noted, “To me, my students
are doing more than just receiving information: They're re
sponding to it and valuing it. And some of them are making
it a part of their value structure. i've never seen this kind of
change in my students before.”

The results: Faculty resistance
Although a number of professors place great stake in a multi
faceted paradigm that combines active learning, teaming, and
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quality. resistance runs high. When one faculty member posts
quality materials and notices about quality conferences out-
side his office door, another wkes them down. When several
instructors renovated their classrooms so they would be con-
ducive to teamwork by bringing in circular tables. others
referred to the rooms as the kindergarten classrooms.
Explanations for the resistance vary. On the surface. simple
logistics appears to be the cause. “Everything we do takes
time. . . . Faculty are used to spending a minimal amount of
time on student- and classroom related activities, some time
on research, and the rest doing whatever they want to do.
What we're doing threatens them.”™ At a deeper level lies
a phitosophical desire to perpetuate the theory versus-
application dichotomy. Engineering faculty at ASU may be
at odds with their counterparts in local industries like Intel
and Motorola, where “if you can't work on a team, reach con-
sensus, and be productive without getting your way, you don't
work.” The thought of student-faculty teaming to promote
student ownership in the learning process seems foreign.
Deeper still, this pedagogical approach may challenge aca-
demic life as faculty now experience it. At issue are the con
cepts of student self-assessment and faculty sponsorship rather
than ownership of the learning process. As one engineering’
faculty member observed. “There is incredible power here,
very little responsibility, and no accountability. . . . We set
up admission standards, which our students meet. We lose
half of them, and we simply choose to believe that it's a prob
lem with the supply. . . . If I worked in industry and you
framed what's taking place here fat ASU| as an enginecring
problem--say, we have this process and the feed to the pro-
cess is pretty constant, and over the vears the product has
begun to degrade (which is what has been happening here),
what's wrong? And I tell you it's the feed, vou would fire me.”

The results: Taking another tack

Rather than promote & major paradigm shift, supporters have
begun speaking to other faculty about the approach's sequen
tial rather than concurrent aspects. So far, about 40 instructors
have become comfortable with the techniques of active learn
g, As active learning activities grouped students who did
not know how to work together, faculty began to view team
training as a logical extension. By fall 199+, most had partic
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ipated in team training and were in the process of incorpo
rating it into their classrooms.

Peer assessment. self-assessment and the levels of learning,
active learning. teams and team training, quality, and TQM
were standard components of the fall 1994 freshman core
course syllabus. As of fall 1995, all freshmen must complete
this course. The sophomore course is in place. and several
junior-level courses dovetail with the freshman course but
move the levels of learning to a higher plane. Some senior-
level courses also use the format. In the 1994 fall semester.
10 percent of all courses offered by the college operated
under the new framework. By fall 1995, the proportion was
to increase to about 25 percent, but it remains unclear how
much progress will be made after 1995.

Closing comments

In 1994, the college’s dean took a position at another uni
versity, and many believe that his departure hurts tuture pros
pects. In their eves, the speed with which the college moves
away from traditional content and delivery styles to methods
framed by quatity principles will depend heavily upon the
new dean. Estimates of the number of faculty who will never
alter their approach to teaching run as high as 40 percent. but
those involved in change at ASU's College of Enginecring
believe that the quality paradigm works and that their num
bers will increase. “We're pretty confident that swe'll turn out
a better citizen and we'lb turn out a better engineer if industry
really wants a team oriented. quality oriented. knowledgeable
employee. If quality dominates American industry. we will

be able to produce people that are much better able to con
tribute to and grow with it. If the quality paradigm dics, we
may have to rethink this.”

For some, their personal direction remains clear. As one
faculty member remarked. “Some of us reatly did internalize
this and there is no way back for us. 1 don't care how much
flack 1 get. 1ean see that | have to do this.”

Northwest Missouri State University:

The Silent Pioneer

In any given year, 0,000 students enroll at Northwest Missouri
state University, which is tocated inarural community of
10,000, Most students attend full time, 90 pereent are under
graduates, and SO pereent live < campus, The median age
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is 19: relatively few (11.6 percent) are married. The faculty,
246 strong, work with a predominantly Anglo student pop-
ulation, many of whom are first-generation college students.
Eight departments--agriculture, human environmental scien
ces, art, mass communications, accounting and finance, mar-
keting and management, curriculum and instruction, and psy-
chology. sociotogy, and counseling—account for more than
60 pereent of its baccalaureate graduates (NWMSU 1994a).

In 1984 under the direction of its president, NWMSU began
to explore TOM. To align programs with the needs of the area
it serves, the university consolidated seven colleges into four,
which emphasize agriculture. business, and teacher education.
By eliminating 31 programs, four full-time dean positions,
and o vice president positions, Northwest reallocated $1.9
million (more than 6 percent of the education and general
budget) to quality improvements in instruction (Hubbard
1994 NWMSU 1994¢). These moves caught the atention
of taculty.

Institutionwide quality initiatives
As the president observed. "With faculty, we started not with
TQM but with a question. . . . What are the changes we need

that would create a culture of quality in this campus? . . . We
started by trving to figure out what were some core values
and concepts for undergraduate quality . .. (Marchese 1994),
Consensus emerged around the following points:

* Quality education is talent development,

* High expectations are a starting point for quality.

* Learning is an active, not a passive, process.

* Assessment must focus on the prevention of failure and
the improvement of instructional processes, not ranking
and sorting.

Instruction should be holistic, connecting subject matter
to the world of work while chalienging students to utilize
all levels of cognition.

Curricula should promote sustained interaction and team
work between students and faculty.

* Time on task is an important consideration when improv
ing education quality (NWMSU 199-4a),

A steering committee built on these ideas, the input of faculty
and students, and an extensive review of education reform
literature to formulate a strategic “culture of quality™ plan,




since the plan's adoption in 1987, most of its 40 goals and

42 action sieps have been completed (Hubbard 1994).
Through incentive awards (each worth $3.000). the university
encourages the use of a seven step planning process by
departments to identify and validate key quality indicators:

to develop and assess strategies to accomplish goals centered
on meeting or surpassing the indicators: to establish baseline
data, track trends, and benchmark superior processes at other
mstitutions: and to stretch set goals (Weymuth 1994). All
departments now have quality indicators. Most programs have
customer vriented advisory councils, and of the 97 under
graduate degiee programs oftered at Northwest, 69 have
nationally normed major field exams available (NWMSLU 1994a).

Northwest's planning process views instruction and its three
kev components  curriculum, teaching, advising, and the Fy
g learning env-onment - as the university's core process.
Today. 4 set of 17 institutionwide instructional goals embrace
such notions as instilling the ability to listen actively for com
prehension, evaluation, appreciation, and empathy: promoting
an understanding of the workings of government and the po-
litical process: fostering the exploration of personal values,
talents, interests, and lifelong aspirations; cultivating an inter
national and multicultural understanding of the social, polit-
weal, and economic conditions under which groups function:
and encouraging the development of a capacity for selt directed
learning, Together, they guide taculty in their atteipts to
improve the quality of education. With these goals in mind.
faculty created and initiated 2 core curriculun that students
must complete by the end of their sophomore year. The core
includes a freshman seminar and courses in composition, oral
commumication. mathemagics, computer literacy, lite values.
and physical fitness.

All colleges ofter the seminar and individual colleges.
depending on discipline, house the renaining core courses.
For example, students tike the computer literacy course in
the business coltege and life values and physical fithess from
the College of Education (NWMSE! 1994¢). A siiform course
outhne syllabus format ensures that the goals are integrated
‘nto the objectives of core classes, and a 72 pereent increase
m writing assignments allows faculty to emphasize goals as
they pertain to course content (Hahbard 1992, 199+4).

tn addition, the university lengthened each semester by
twor weeks and, in the Gl of 1987, brought on line the
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nation’s first comprehensive electronic campus. Terminals

in every office and residence hall room link faculty and stu-
dents. To inculcate students into its “culture of quality,” one
week before their freshman vear students participate in activ-
ities that introduce them to the university's expectations of
their students. In this way, Northwest Missouri creates a col-
legewide atmosphere that encourages learning ( Hubbard 1992).

The university also established student-assessment proce-
dures, which are managed by the Talent Development Center.
These procedures accomplish three goals. First, all entering
students are assessed to set initial personal benchmarks,
which govern course placement. Second, a set of national
norms allows the institution to set high expectations for its
students. In a recent interview, the university president sum-
marized his sentiment about this type of benchmarking:
“Comparisons of one's students or programs with those of
other institutions is the best antidote for the inertia that
plagues most campuses™ (Marchese 1994). Third, at the ¢ 1d
of the sophomiore year, mandatory testing, combined with
the analysis of a student writing sample, gives the university
a means by which to measure the university's ability (through
its students) to meet or exceed its established benchmarks.
To date, more than half of all departments also have adopted
or developed comprehensive senior exit exams, the results
of which are used to evaluate program effectiveness but not
to determine graduation (Brigham 1994; Hubbard 1992, 1994;
NWMSL 1994a).

To support its faculty in their quality endeavors, NWMSL!
ofters workshops to help faculty develop pedagogical strate-
gies for extending writing, thinking, and listening skills across
the curriculum. For instance, because faculty are encouraged
to challenge their students to use analytical, synthesizing, and
evaluative skills but few college instructors systemuatically fearn
how to construct questions that test different cognitive skill
feveds. the university brought in specialists for weekend work-
shops (Hubbard 1994),

In another instance, Northwest conducts yearly teaching
workshops for new faculty unexperienced in teaching at the
college level. On accasion, but not always, professional devel-
opment opportunities invelve the introduction of TOM tools,
In addition, Northwest provides funding for faculty and staft
to attend externally sponsored workshops on quality, and it
awards applied research grants that give faculty the chance
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to experiment with new appre raches to quality instruction
(Brigham 1994).

Specific classroom examples

In 1984, NWMSL! began offering a course in computer literacy.
Today. 25 sections give students access to this core require:
ment. Traditionally, faculty discussed problems, sounded owt
ideas. and introduced new software to each other, but few
shared course materials. With the aid of a culture-of-quality
grant, a small group formed a team to develop improved
materials.

In the fall of 1992, all course instructors were invited to par-
ticipate in the effort. All accepted. The amount of work as-
signed to a faculty member corresponds to the number of
sections taught. (For example, a person teaching three sec
tions has three times as many duties as a person teaching a
single section.) Team members were assigned to tasks
depending on their strengths. Some wWrote exams, quizzes.
lab exams, or the final; others worked on the syllabus and
on coordinating the course. To ensure quality, all versions
of quizzes and exams are prootread by two instructors other
than the original author. The result: high-quality materials
and minimal duplication of effort as far us material preparation
is concerned (Detmer 199+4).

Faculty in the College of Arts and Humanities have tvo proj
ects under way. Known as Alpha and Beta, these projects track
groups of undergraduate students to ussess the effects of alter
native combinations of teaching and learning experiences.
Each group is compared to @ control group to determine sim
ilarities and differences in curriculum development and the
way in which various general education courses address insti-
tutional goals, issues of multiculturalism, and good teaching
practices (NWMSL' 1994b; Weymuth 1994).

The lifetime wellness tezm consists of nine faculty who
use a common svilabus that includes the course’s description.
objectives, performance indicators, grading scale. and topical
outline. They use the same exams, study guides, and textbook.
Each team member is considered an authority in one of the
nine course content areas and, as such, provides the leaming
objectives, performance indicators, exam questions, media
cources, related literature, resource persons, and textbook
review associated with his or her area of specialty. Where stu
dents are concerned, the faculty's overall goal tocuses on en
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abling “students to realize their fullest human and health

potentials to improve the quality and quantity of life™ (John-
son 1994),

Closing comments

By the president’s estimation, “The most important step we
took was beginning with the faculty™ (Hubbard 1994). His
administrative assistant adds, "By plan, we tried to be sure
that every person in the university is aware of our quality ini
tiatives. This does not mean that all are involved equally.
Some are only minimally involved, others are very active . . .
(probably 30 percent or more serve on committees that deal
with specific quality projects) . . " (Weymuth 1994).

Today, a review committee consisting of students, faculty.
staff, and community works to update the strategic “culture
of quality” plan using the Malcolm Baldrige Award criteria,
and Northwest plans to realign the budget with the key quality
indicators submitted by the deans of each college. As a result,
faculty will have more say over money spent on faculty devel
opment and equipment {Brigham 1994).

Samford University: The Student-First Quality Quest
Samford University, a private, Southern Baptist-affiliated com-
prehensive university in Birmingham, Alabama, enrolls «:p
proximately 4,400 students, a quarter of whom are graduate
students. Samford's reasons for embracing CQI were primarily
internal. Both the president and provost believed that the uni-
versity needed to pursue a strategy of “organized betterness™
(Brigham 1994). As the assistant to the provost for quality
assessment, who serves as the quality coordinator, noted,
“Samford’s president . . . was a leader ready for TQM to
happen. His focus on students as customers is tied to his
understanding of marketing in higher education . . . (Harris
1993). The president named Samford's quality effort “Student
First Quality Quest™ (SFQQ) and brought the assistant to the
provost for quality on board in 1989 to coordinate SFQQ ( Har
ris 1992).

One of the coordinator's first moves was to develop a
semester long course that focuses on the basic ideas of TQM
rather than specific tools. To support these efforts, the pres
ident and provost wrote papers that dealt with such aspects
as customer orientation and servant leadership, which helped
faculty sce the link between total quality concepts and their
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respective academic disciplines (Harris 1993). By the spring
of 1992, some orientation to TQM had been provided for
everyone on campus.

in addition, Samford’s leadership team, the president’s qual-
ity council, spent one day per month studying and discussing
TQM. In the seventh month, an external consultant walked
the team through an exercise in quality planning called
mission-customers-processes values-vision (MCPVV). After
almost two years, a draft of Samford's MCPVW was distributed
to all faculty and budget heads for comment. A year later,
every unit used the university's MCPVV as a point of reference.

Simply put, Samford’s mission challenges the university
to "nurture persons— faculty, staff, and students”--through
fearning experiences. Its vision dares the university to “de-
velop a [new] model rather than replicate another. . . ." Every
unit uses MCPVV in planning and budgeting procedures. With
the help of the assessment, planning, and budgeting (AP&B)
panel, comprising faculty and staff, all departments and units
developed assessment methods that seek input on the align-
ment of mission, values. and vision and on process effective:
ness (Harris 1993).

Putting TQM to work in the classroom

Nursing. Traditionally, pass rates on the licensing exam for
registered nurses ran between 90 and 100 percent, but in Feb
ruary 1989, the rate dropped to an unexpected 45 percent
when a revised exam was put in place. Turmoil erupted among
the faculty. One group blamed another. Some boosted per
sonal popularity with students by publicly eroding students’
confidence in other faculty and openly expressing their deter
mination to rid the school of its new dean. By spring 1992,
however, several faculty had resigned, and with the help of
the quality assessment oftice, the school began a search for
ciuses. Many thought that the problem lay with the transfer
students (Brauer 1993).

However, an analysis of grades and test scores uncovered
no significant difference between transfer and other students.
Instead, investigation revealed that the program was admitting
unprepared students: that courses lacked proper sequencing,
causing students to miss crucial competencies altogether: and
that much of the instruction and classroom testing empha
sized note taking and memorization, while the new test fo
cused on problem solving and analytical reasoning, In fact,




in a course that she taught, the dean found that students were
unable or unprepared to discuss assigned readings from the
text, and they seemed unable and unwilling to make infer-
ences or use deductive methods because they were totally
dependent on the instructor to lecture (Brauer 1993).

Based on their findings, faculty changed curriculum, scru
tinized exi-ting recruitment and admission criteria as well
as the a- missions process itself, and resumed responsibility
for ong ving academic advisement. Subsequently, enrollment
doubled and attrition declined. Today. the pass rate again hov-
ers close to 100 percent (Brauer 1993).

Department of Biological Sciences and the School of
Nursing. The Department of Biological Sciences ofters a biol-
0gy course as a service to nonbiology majors, such as nursing.
Traditionally. very little interaction ever took place between
the biology department and the School of Nursing. After
receiving quality-improvement training, the department
decided to concentrate on customer service, process, and st
tistical analysis. It began by surveying one of its customers—
the nursing school. It discovered that nursing had been mon
itoring the effectiveness of the biology course through the
National League of Nurses (NLN) board exam for anatomy
and physiology and that poor student pass rates on the exam
were a4 major concern (Baggett 1992).

An academic quality team, which included the professor
who taught the course, the department chair of biological
science, the dean of the School of Nursing, and the chairs of
the nursing school’s curriculum and admissions committecs,
diagrammed the nursing program’s academic process using
a flowchart to identify where biology fit into the overall
schema. With standardized flowchart symbols (boxes de
noting tasks, diamonds decision-making junctures, ovals start
ing and ending points, and so on) connected by arrows that
indicute the flow of the process. the team mapped the aca
demic path a nursing student at Samford typically takes.
Before entering upper division nursing courses, all students
puss through the biology course. This suggested that failure
of students to do well on the anatomy portion of the nursing
exam in some way related to the degree of success that they
had in the biology course (Baggett 1992: Hunsinger 1992).

The tean brainstormed to uncover the nature of this rela
tionship and to generate possible root reasons for test failure.
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Potential causes included not erough hands-on experience,
which might stem from a lack of access to cadavers and organ
models in the biology lab; inadequate pre-NLN exam review
sessions, which couid be a procedural problem: pressures

on faculty to pass along students, which might indicate that
jongstanding policies should be revisited: and poor study hab
its, ineffectual instructors, or simple scientific ineptness. all

of which could be considered personal shortcomings (Baggett
1992: Hunsinger 1992).

Once these ideas surfaced, the team developed a cause-
and-effect (or fishbone) diagram. At the head of the spine
(of the fish) lies the problem— low NIN scores. The support
ing ribs- -equipment, policies, procedures, and people—
branch at angles from the spine. From each rib, hair-like
bones organize the root causes. For instance, a lack of cadav
ers sprouts from the equipment rib, pressures to pass along
students from the policy rib. inadequate formal pretest review
from: the procedural rib, and poor study habits from the peo
ple rib. Based on their ability to array the information in a
meaningtul way, the team formutated three goals—-reduce
the number of failures, strengthen the mastery level of the
C students, and increase the performance on the exam
(Baggett 1992; Hunsinger 1992).

Pareto analysis of available data produced a bar graph that
plotted the number of students scoring poorly on the NIN
exam against four independent variables-—course-test time
lag, grade camed in the biology course, student ACT/SAT
scores, and whether the biology course was taken elsewhere.
The analvsis showed that the variable that correlated most
closely with poor NIN scoring was the long time period that
elapsed between the completion of the anatomy and physi
ology (biology) course and the actual administration of the
NIN exam (Baggett 1992; Hunsinger 1992).

Team members charted a plan of action using a Plan-Do
Check Act (PDCA) aycle. They redesigned the nursing school
academic process, set timelines for implementation, executed
the changes. assessed the results, revised the process, and
adopted the changes on a permanent basis. Specitically, they
increased admissions standards, required that prerequisites
for the anatomy and physiology course be established, and
administered the NIN examination immediately upon course
completion. As changes went into cffect, scoring patternis con
sistently improved, and a feeling of cooperation, teamwork,
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and pride among quality team members emerged (Baggett
1992; Hunsinger 1992).

Education and psychology. Other colleges have used qual-
ity concepts to design programs and courses or incorporated
them directly into their classrooms. For example, student lead-
ers and faculty developed an elective course titled Quality
Leadership, which is offered in the School of Education (Brig-
ham 1994). In psychology, faculty invited eight students to
form a quality team. All members were psychology majors
who had expressed an interest in being involved. As their first
task, the group. through brainstorming, determined that the
ideal class setting was one in which students experienced a
minimal level of fear (Teal 1992).

The psychology class studied fear. and the team interviewed
their classmates to find out what causes fear in the classroom.
They used Pareto charts and cause-and-effect diagrams to diag
nose specific situations and constructed a flowchart of the
fear process. Students agreed that deconstructing fear in a sys
tematic manner took away some of its ambiguity and mys
tigue. By the end of the exercise. some already had acted to
reduce their own fear levels (Teal 1992).

The Schools of Nursing, Education, Pharmacy, Music,
and Arts and Sciences. The dissertution work of a doctoral
student provides a final example. The student designed and
piloted a manual for student quality teams in conventional
classes. Using the LEARN munual, three to five student volun
teers collect information from class participants about what
is and is not working. They Locate an opportunity {or
improvement, Establish a team, Assess the current process,
Rescarch causes, and Nominate a solution (Cornesky 1993).
Because the feedback occurs early in the semester, the instruc
tor can take corrective action while the course is in progress.
Facuity in accounting, biology, and mathematics piloted the
provess during the 1992 summer session. Currently, faculty
in the Schools of Nursing, Education, Pharmacy, Music, and
Arts and Sciences use LEARN, and the manual is being tested
at several other institutions, Samford's provost hopes to even
tuadly replace end of-course student evaluations with LEARN
teams { Brigham 1994).*

*More mfortation about the TEARN munual can be obtaned trom Dr Kathy
Baugher, Dean of Admisstons, Belmont Uasersity, 1900 Belnont Boulesard,
Nashwille, [IN 37212 3050
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Closing comments

Samford has been least successful in promoting and using
cross functional teams. Faculty quickly soured on the idea
when they discovered that much time and energy could be
wasted on problems that did not warrant such expenditures.
One suceessful venture, however, has been the freshman
experience. The team, comprising the vice president for stu
dent affairs, the dean of arts and sciences. the dean of aca
demic services, the head of the biology depariment, the cam
pus minister. the director of student activities. and the director
of the Freshman Forum. worked two years on the project

{ Harris 1992, 1993).

To begin, the team rescarched the basic literature on late
adolescent. early adulthood. and student development. Using
an affinity diagram to generate a list of possible student and
university needs and expectations, the team outlined those
concerns that could be best addressed during a freshman
experience To develop the aftinity diagram. team members
submitted handwritten suggestions, continually rotating
through the group until all possibitities had been exhausted.
The handwritten suggestions then were collated by category

student needs. student expectations. and university expectations.

On the basis of this work. the group developed @ survey
for freshmen and their parents. The survey's analysis reveated
concerns that ted to two major changes. First, participation
in the Freshman Forum became voluntary, and course content
wats dligned to respond o the needs of Samford students.
Second freshman orientation was given i more academic
emphasis. Subsequently. the activities of the treshman vear
were reconfigured to academically chatlenge students and.
at the same time, take student and parent needs and expec
tations into account (Harris 1992, 1993).

Although some faculty remain only minimally engaged in
Samford’s Student First Quality Quiest. many are beginning
to view the university as @ "web of interconnected pProcesses”
(Harris 1993) 1o this end. samford is emploving the Malcolm
Baldrige National Quality Award criteria to facilitate the assess
ment process for its SACS 1994 1996 reacereditation (Brig
ham 199-4).

Maricopa County Community College District:

Making the Leap to Quantum Quality

MCCCD s the second largest multicollege system in the coun
try. As such, its ten community colleges and one skilt center
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serve approximately 180.000 credit secking students yearly.
Another 30.000 individuals enroll in noncredit courses and.
in partership with Motorola University, 21.000 more partic
ipate in noncredit training programs. The district emplovs
more than 870 full time and approximately 2,500 adjunct
faculty. Students who transfer from the Maricopa district make
up 51 percent of Arizona State University's upper-division
enrollment. Forty-six percent of ASUs baccalaureate degrees
are awarded to former district students (MCC 1994 ),

[n 1992, following a one-year pilot program at Rio Salado
Community College. Maricopa embarked on its journey into
continuous quality. Although fiscal constraints, which forced
substantial budget cuts. coincided with the district's instigation
of "Quantum Quality,” it decided to sidestep higher educa-
tion’s more traditional administrative and support service
entry points. Instead. Maricopa. under the guidance of its
chancellor, cut to the quick by inaugurating Quantum Quuality
systemwide and systemically deep into its core - the teaching
learning environment.

Campus presidents. many of whom had liule input into the
decision to adopt TQM into their academic operations. ques-
tioned its applicability. Faculty immediately raised cries that
Quantum Quality threatened academic freedom. but 1 more
pointed reason behind faculty reticence may well lie in Quan
tum Quality’s perceived threat to a lockstepped pay system
in which rewards are tied to education attainment and lon
gevity of service. To calm Maricopa’s potentially troubled
waters, the district’s steering committee., the Quantum Quulity
Executive Council. issued a statement that the quality initiative
would not impact the faculy work agreement ( Brigham
1994). As a consequence. faculty resistance. for the most part.
remaing passive.

Unlike many college TQM training efforts, which segregate
administrators from faculty and staff. Maricopa includes
members of all three categories in cach training group. Fyen
though participation in training opportunitics is voluntary.
most college officials agree that the response has been excel
fent. "To promote clear communication, MCCCD initiated a
wecekly electronic mail Quantum Quality update. During the
Last two years, the college has invested considerable time in
an atempt to redetine its vision and mission in terms of
Quantum Qulity (QOQEC 1994),




Rio Salado Community College

In contrast to the other colleges in the district, Rio Satado has
no permanent campus, recruits only adult learners, hires few
tull time faculty, actively secks out innovative delivery alter
natives, and purposefully encourages course development
bused on current student needs (Xobverton 1991). Its
employees - ten full time faculty, 130 support staff, and 450
10 650 part rime instructors-- serve the needs of 28,000 credit
students and 10,000 noncredit students by offering classes

at more than 250 sites throughout the county (RSCC 199+4).
Ninety three percent of Rio's students are working adults who
are building their career skills (RSCC 1991a). The average stu
dent is female. between the ages of 26 and 36, and married.

More than half of Rio's students are new cach semester
(Wolverton 1991). To address this issue, faculty and admin
istrators recently conducted an intensive telephone campaign.
shortly betore classes began, they catled students from the
previous semester who had not registered for the current term
and encouraged them to take another class. One out of seven
students contacted reenrolled: people at Rio attribute their
success to the college’s constant attention to customer service
(Thor 1993).

The ten full ume faculty serve as discipline specialists and
provide the Rio “glue.” Each year. they coordinate course
work, scrutinize and approve course content (ensuring con
sistency across the system), and supervise and support (with
the help of part time mentors) part time faculty, Rio selects
its adjunct faculty on the basis of expertise and looks for pro
fessionals who are excited about teaching. The vast majority
are employed full time elsewhere and are hired by Rio on
a per semester basis. By using such short term contracts and
periodic classroom observation and evaluation. Rio believes
it can ensure quality in the classroom (Wolverton 1991),

From its inception in 1978, Rio was never meant to be a
place but a system. To create Rio, the five existing district col
leges retinquished responsibility for 240 courses that were
being ottered oft campus using part time statl. By emploving
this cost effective approach to expansion, the district avoided
$00 nullion in construction costs but raised the ire of both
the colleges that previously housed these progeams and
faculty who had not been mvolved in making a deciston that
directhy aftected them. o this day, hard feelings exist, espe
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cially among those colleges that were most vocal in 1978
Glendale, Phoenix, and Scousdale (Wobverton 1991).

The college embraced TQM in 1991 because its new pres
ident wanted to introduce more horizontal leadership and
increase institutional efficiency and resp onsiveness. A steering
team guided the implementation of TQM within Rio Salado.
and a quality coordinator oversees the day to-day management
of the initiative (Brigham 199+4). By 1992 the college’s geo-
graphically defined organizational structure proved cumber
some under the new system and was reconfigured totally
along functional and program lines.

Rio's vision statement identifies the college and its mem
bers as feaders in total quality. Its mission statement chal
fenges the college to pursue continuous improvement m all
that it does (RSCC 1994). To this end. all full ume faculty
and staff and about one dozen part time faculty participated
in -0 hours of project team training. Some now are Mmoving,
through a1 follow up. 40-hour sequence. Most part time faculty
members have been exposed to four hours of CQI awazieness
waining. When surveyved in 1994, 56 percent of Rio's part time
instructors said they were using quality materials and tools
in their classrooms,

The coliege offers degrees and certificates of completion
m quality process leadership and quality customer service.
Courses dealing with TQM and quality principles are listed
in the catalog under the general heading of Total Quality Man
agement or as significant components of 4 number of business
courses. The coliege customizes training to fit specitic com
pany needs and conducts the training at the firm's facility
when this arrangement is more convenient to the company
The college's Quality Academy strives to help organizations
learn o do more with less and is dedicated to “delivering
cducation and training in TQM and CQI tor business, govern
ment, education and medical organizations, and communi
tes™ (RSCC 1994b). in 1993, Rio Salado became one of ciglht
winners of the Arizona Governor's Award for Quality. the Pio
neer Award.

Puiting Quantum Quality to the test:

Bringing it into the classroom

Nine principles of quality leamning guide much of the district’s
Quantum Quality classroom efforts. Four, in particular, exem
plify Maricopa’s approach.
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¢ Quality Learning is defined as meeting or exceeding the
internal needs of the instructor, the discipline, and the
college (grading criteria. competencies sylabus, curric
ulum, credits, ete.). and the expectations of the students
(leaming. environmental. teaching methods. grading. test
ing. and ‘value added’).

¢ Quulity Learning is everyone's responsibility: therefore,
the instructor and the students form i team that makes
decisions that focus on the students” achievement of the
competencies.

+ students want 1o be involved and will make decisions
that increase the quality of their own learning,

o Quality Learning is a ceatinuous process of improving
the critical processes for each team  that is. cach group
of students and their instructor.

Student outcomes reflecting course competencies and pro
gram goals are measuered by grades. course completion rates.
erplover satistaction, and transfer rates. Student goals are
meastred by retention, surveys, and emplover satisfaction
(RSCC 199+40).

The action plan model. At Rio Salado Community College.
faculty members foltow an action plan model based on

TOM its principles. tools, and continuous improvement
avele  that takes the team through a structured preblem
solving process. The continuous improvement eycle steps
include planning activities, data collection. implementation
of the change. measuring the effect. and standardization of
the change. s a teacher guided. data based, student focused
process that can help the instractor and the students defiie
priorities to be addressed through a cooperative effort. TQM
tools aid in cach step. For example, students might develop

A cause and effect diagram, like the one in figure 3. to help
them understand why they have difficulty following dircections.

Working together to improve. An instructor at Ric Sakado
more fully itustrates this process. The instructor sees TOM
as . avehide for student success.” In her classroom, st
dents tunction as teams, hetp set course goals and strategics,
and continuously modify and improve them CAssar 1993)
When she discovered students were Liking up to six houts
to complete a five point project that should have been atwo
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can't sse blackboard

Failing to
Follow

Directions
other studente

hour activity, the instructor and her class used Rio's structured
approach to decrease the total time spent on class projects
without jeopardizing product quality. “The students and !
worked together to collect data on time spent and grades
received. The students asked specific questions of each other
regarding the work processes that were used during these
assignments. Then, as g team, we dratted a change in the
wording of the project directions, which resulted in fess stu
dent effort in completing the tasks. Data were collected again
on time spent and grade received. The result was that nvo
thirds of the students had decreased their work time by at
least 30 percent while grades remained high or increased”
{Helminski 1992).

Class management. Rio's (uality coordinator teaches psy
chology. “In my classroom. T place more emphasis on the phi
losophy and principles of quality than on the wols. 1f the con
tent fends itself to them, then the tools are a nice benefit. In
fact, we often use cause and eftect diagrams,”™ The first night
of class, she and her students discuss the principles and what
they mean to her as an mstructor and to her students as
learners. They also develop ground rutes for the classroon,
with the list posted at every class meeting. As a iving doc




ument. 1t cn e modified atany ume. Each session ends with
¢Lass particpants completing i plus delta exercise -what
worked well i the vlass that night and what did not. (A deha
mdicates that room for improvemens exists and a change
needs o occur A plus suggests that an activity should be
added o the feaming experience.) The instructor also asks
students to de plus deltas on themselbves as leaners - were
they prepared. did they participae? She checks these personal
plus deltas several times during the semester. In each case,
students and mstructor v o eliminate their individual dettas
vsel tgure +

TQM: One of many tools. The department chair for health
enhancement and an instructor n the applied business de
partment at Phoenix College believes that TQM is just one
more ool that helps create Teanuing communities. As a

tea her, the Char combmes TQM. cooperative learning, active
learnmg and collaboration mto an att encompassing umbretta.
Atthe begmnimg of cach semester. she and her students tatk
ahout the TOM prinaples and what they mean. They then
develop the class based on the quality principles. “1tet] st
Jdents that this s therr Cassroom: Thevre here o learn, and
1w bere to taalitae that fearning ™

Feedback on Teaching/Learning
during the class session

1) for the Sbacher
2) for Yoursslf

+ A

1)

Gt s Oty i feassvrmmn o fec b eniess
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Her class ground rules set the framework by which the
instructor and students operate in the classroom. Typically,
the rules include “a safe environment is one in which we
respect one another; there is confidentality; evervbody has
an opinion and it's all right to share that opinion. . . . The real-
ity is that it students create their own parameters, they live
by them.™ After the list is finalized, all students receive a copy.
“We explore our expectations. [ have a certain amount of con
tent to teach, but the methodology by which that content is -
delivered differs depending on where the students are ¢coming
from. Always, my primary expectations are that we will have
fun and that we will have a good semester.™

This instructor consistently uses several TQM tools. One
she calls “keepers.” These are the “a-ha's!” of life, the “mo
ments when the light bulb comes en.™ They may happen in
class, at work, or at home. At the beginning of each class. she
asks, “are there any keepers?” Students then share the situa
tion in which a course concept made sense to them. The
teacher builds on their experiences. She often breaks her class
into randomly assigned teams. In groups. they conduct brain-
storming sessions. use affinity diagrams, or experiment with
nominal group techniques to work on specific questions,
issues, or projects in class. Through periodic plus delta sur-
veving, the instructor regularly gathers data about how: the
learning environment can be improved. She notes, 1 don't
think that using quality concepts (or TQM) in the classroom
is something that is new. We're just calling what we do by a
different name. ..

Closing comments
The district estimates that full mstitutionalization of Quantum
Quality will take five to ten years Thorough and expedient
training about the nature of change in general and about TQM
in particular is deemed key to successtut integration. 'To date,
Maricopa’s most tangible results come from Rio Salado. The
college’s penchant for experimentation, innovation, and crea
tivity: a cadre of full time faculty that is substantially smaller
than those found at other colleges: and a president who cham
pions TOM efforts may well combine to give Rio its leg up.
Overall. faculty responses to the district's commitment to
TOM have been mixed  idealistic enthusiasm, especially
among those at Rio Salado, counterbalanced by cynicism and
categorical dismissal. In fact, taculty at one of the district's
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largest colleges, Glendale Community, voted unanimously
not to participate. Support for the district’'s move to quality
improvement among campus presidents varies. Most, how:
ever, seem skeptically optimistic about the future prospects
of Quantum Quality at Maricopa (Assar 1993).

Miami-Dade Community College: Broadening
The Definition of CQI
Miami-Dade functions as a single college with five campuses
scattered throughout Dade County, Florida. The student pop
ulation of more than 60,000 is 52 percent Hispanic. 20 percent
black non Hispanic, und 24 percent white non Hispanic. The
college has the largest international enrollment in the country.
Of its total student population, about 75 percent begin'their
studies at Miami-Dade withy deficiencies in at least one scho
lastic area. Presently, 70 percent of the faculty are full time
employees. Within the next ten years, the college expects
one third to one halt of its veteran faculty o retire (Migmi
Dadde 1993).

The college and its people do not think of Miami Dade as
a TQM organization. But. K.P. Cross (an authority on class
room assessment) has termed the Teaching Learning Proj
cet at Miami Dade “an excellent example of the idea of total
quality management™ (Cross 1993). she draws a parallel
between the purpose that lies behind TQM and the reason
why faculty engage in classroom assessment--a major com
ponent of the project. Both deal with continuous process
improvement through ongoing assessment. In Miami Dade's
case. the process is learning and the objective is not to pu
nitively evaluate teaching but to improve learning through
instruction.

Prior to the Teaching Learming Project. Miami Dade engaged
in what it terms the tirst wave of reforms. This was a series
of reforms designed to assess and place students in courses
in which they could build the skills they needed for success
in more traditionat college level work. A core curriculum and
a computerized advisement and articulation system also were
added. In 1985, the college was designated the top commu
nity college in America, a distinction it still enjoys. T 1980,
the institution embarked on the Teaching Learning Project
(Wolverton 1994).

The project ties a comprehensive professional development
program to i faculty designed advancement system in an
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attempt to impact the classroom effectiveness of its teachers
and the quality of leaming of its students. The development
program includes graduate courses, orientation and mentoring
for new faculty, and fully staffed resource centers on each
campus. The college pavs all wition and supply costs for those
who enroll in the graduate courses, and new faculty receive

a stipend for participating in orientation as do mentors for
fulfilling their duties.

The advancement system awards continuing contract,
tenure, promotion, and endowed teaching chair positions
based on teaching portfolios. At three year intervals, faculty
prepare portfolios, which originally consisted of annual
performance reviews, student survey summaries, and self
assessments for three years, optional peer reviews, a narrative,
and documentation of 29 faculty attributes. The narrative and
documentation sections proved troublesome because some
attributes were not easy to document, and both subsequently
were modified. Today, portfolio preparers answer questions
about motivation, interpersonal skills, knowledge base, and
knowledge base application and document their answers with
specitic classroom-related materials. All project components,
which once focused entirely on tull-time faculty, have now
in some way “pilled over to affect adjunct faculty, adminis-
trators, and support staft.

Similarities in the Teaching/Learning Project and CQI
The project and CQI can be compared along several dimen-
sions, such as the drive for continuous improvement, the
desire to increase employees’ involvement, or the pursuit of
process consistency. However, four- customer orientation,
standards of excellence, faculty development, and rewards

in particular, stand out from the rest.

Customer orientation. While students at Miami Dade sel
dom are referred to as customers, the approach to teaching
and learning taken by most faulty is decidedly customer
oriented. The nature of Miami Dade's fundamental charge -

1o provide access to higher education - and the extreme diver
sity of its student population make it essential that faculty have
a keen sense of the community they serve. As one facuhy
member put it, “We're not only tatking about where [stu
dents} come from and what their background is. . . . Our
responsibility deals with where the students will be ten vears
from now.”

R6




To further this sense of responsiveness, the project intro
duced a measure of faculty accountability into the scheme

of things at Miami Dade. Students complete evaluative surveys
in cach class during the college’s major semesters after the
first half of the term but before the final date for withdrawal,
Many faculty agree that the college’s focus on quality has
intensitied and that the student evaluations have been the
moving force behind the Teaching ‘Learning Project. As one
instructor commented. " {Because of them] alf of us ure now
forced to look at every aspect of what we do.”

Another reflected. 1 think it comes down to a question of
changing behavior. |For instance.} on the first round [of stu
dent surveys) the results showed that | wasn't questioning
students in class. 1 changed my behavior and checked to see
if | rated higher in that area the next time around. 1 did.” In
a similar vein, an instructor discovered that she speaks too
rapidly and now keeps reminding herself to slow down.
Faculty on other campuses made similar discoveries. One
said. "1 found that there were some things that 1 thought 1
got across to the students. but Tdidn't. . . . The next semester
I did a better joh.”

As the project progressed. employees in every work area
of the eollege began to understand that how they pertormed
their duties impacted Miami Dade's learning environment.

A senior administrator remarked, To begin with, the prime
focus was on faculty. what happened in the classroom. 1t's
only in the latter stages that we've realized that the issues are
much broader, that what happens in the classroom encom
passes staff responsibilities, administrative responsibilities, .
how those things interact. and how closely interrelated the
various elements of the college are to the teaching  learning
_ mission ot the college. So we've expanded the original con

_ ception.” An incident in maintenance adds color to the admin
istrator's comments. In response to complaints about dirty
lassrooms. faulty equipment. and burned out light bulbs.
Miami Dade decided to treat faculty like “hotel guests.™ 1t set
standards for the classroom and now atempts to anticipate
rather than simply react to faculty needs ( McCabe and
Jenrette 1990).

Standards of excellence. ‘loday, seven questions guide con
tract continuation, promotion, and tenure decisions at Miami
Dade. How faculty address these questions and document
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their answers determines their status in the organization. As
one faculty member commented. “"We now have indicators.
standards that establish teaching as a priority . . . standards
that cross all teaching disciplines.” The questions:

» Wha challenging goals have [ set for myself, and what
progress have 1 made toward attaining them?

* How do I motivate students or others whom [ serve?

* How do [ interact positively with colleagues and students?

* How do [ create a climate conducive to learning?

* How do [ update my own knowledge. professional skills,
and resources to make my instruction or service mean
ingtul (professional growth activities)?

* How do I mect or support the individual learning necds
of students?

» What information do [ have that shows my students’
achievement or the effectiveness of my service?

(TLP 1993).

A close look at these queries reveals that they focus on the
dynamics of the teaching learning environment. The first two
address issues of motivation; the third and fourth speak to
interpersonal skilts; the fifth one deals with acquiring, main:
taining. and expanding a knowledge base: and the last two
seek evidence of the application of that knowledge base.

Documentation still includes self-assessments, performance
reviews, and student feedback. To them, classroom faculty
add course svllabi, examples of tests and other assessment
devices, descriptions of teaching strategies and samples of
student achievement, or a description of how the teacher
knows that his or her students have achieved. Nonclassroom
faculty (for exumple, librarians) provide samples of informa
tioml materials, discussions of applicable projects and activ
ities, and substantiation of any of the classroom requirements
that pertain to their specitic situations CTLP 1993).

Faculty development. Three picces of the project’s faculty
development component bear considerable resemblinee to
education and training cfforts that take place in highly effec
tive CQI organizations. Miami Dade and University of Miami
faculty collaboratively developed two courses, which are man
datory for new faculty and optional for all others. In addition.




the college instituted a mentoring program for new faculty
and established leamning centers on each campus.

Courses. The courses. one on classroom assessment and
the other on teaching and leaming strategies (especiatly those
that are culturally specific ), are offered twice a year at sites
on the college's three largest campuses. Their effect has been
substantial. For instance. following his completion of the
classroom assessment course, one faculty member began to
invite fellow instructors into his classroom to collect teedback
trom his students, which he uses to improve what oceurs in
the classroom. “This is probably the first semester where |
have used tools to actually empower my students to fee! more
involved in their own education. . . 1 think that's great.”

His revelation about his experience seems similar to those
of many of his colleagues. One oftered this example: “lLast
summer | started paving closer attention to the way | write
my tests and prepare students for them. After cach test, I now
ask students two guestions: Was the preparation for the test
adeqguate? And was the test fair and the format agreeable? 1
teltthem  don'tjust say, T hated it,” and leave it at that. Tell
me what can be done to improve test preparation, the test
format, or the test questions. . .. Theyre {the students] very
happy with [this arrangement] and feel that they're learing
much more. It shows in their progress.”

Asurvey of the first classroom research course participants,
three months after completion of the course. found that 84
percent continued to conduct some form ot classroom re
search. Fifty five percent had changed their teaching style as
a result of feedback and rescarch activities. One vear later.

4 second survey showed that 61 pereent continued to recom
mend the techniques learned to their colleagues. and most
also indicated that the strategices presented in the course were
practical and helpful in efforts o improve the teaching fearn
ing process (Herrera 1989). A more recent surves showed
that faculty and administrators who had suceesstally taken

the classroom feedback course had shifted their emphasis
away from exclusive atention to student achievement and

learning skills and towiurd an assessment of their own teaching

styles (Cuevas 19910,

A newly hired faculty member refated the significance of
the teaching strategies course. "You can take it for granted
that one of the questions for new hires will be "Can you func
ton in multicuttural environments? and one of the things

“This
probably the
Jirst sesaester
where I bave
used tools to
actually

empower my
students to feel
more involved
in their own
education. . . .
I think that’s

great.”
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that the course made us aware of is the fact that students
[from difterent cultures| teamn in different ways.™ In addition.,
the course exposes participants to different teaching stvles.
the mechanics behind using such tools as audio and visual
cquipment. and student participation and projects. “We bring
hack new ideas from the course. . . . The rest |faculty] are
starting to see that a lot more is going on now than did [a
few] vears ago.”

Many find that the greatest advantage to participating in
cither class comes from the opportunity it gives them to in
teract with other faculty. For these faculty. the courses help
them identify problems that students have in difterent depart
ments and alerts them to how other faculty handle these
problems.

Mertoring. The original intent of the mentoring component
of the project was to “integrate new people into a tough. bu
reaucratic system.” The unintended beneficlaries. however,
seem to be the mentors. One mentor described his new
charge: "He's so altive: he's a great model tor what good teach
ing is. .. . 'm getting so much out ot mentoring him.”
Another noted, 1 sit in on their classes and they sitin on
mine. [ get observed every Monday, Wednesday, and Friday.

I don’t know it I am doing anyvthing differently . . . but mavbe
beciause 1have more people observe me, 1 do my act a title
better. I say [to myself], "What can 1 do today that they haven't
already seen?” ™ A Leaming Center director savs, UIUs like they
get a shot of adrenaline.™

Centers, Center directors design workshops and seminars
hased on faculty needs and interests. Faculty often seek the
center directors” input on teaching strategies and course devel
opment. Minigrants awarded through the centers to fund
faculty generated projects adso help capture the potential tor
improving student tearning in the classroom. Faculy design
computer software and interactive videos. As one instructor
put it. "There are hudgets tor that now.” A colleague described
his current eftorts: “Fve submited a proposal . . - for a mini
grant for rescarch in conjunction with a project going on in
the U Department of Education on new svays to evaluate
student behavior, Twant oty my adeas out inapitot
study.

Without reservation, taculty on all campuses agree thar the
centers provide opportunities to exchiange ideas and develop
triendships with people they otherwise might not see. One

20
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department chair noticed an even more direct result of the :
project and its centers: “Faculty are thinking a litle more

about . . . whether their studenis are learning and how

much. .7

Rewards. To complement the cotfege’s taculty development -
program. faculty designed a reward system that compensites :
faculty who emphasize teaching and learning. To demonstrate
competency. faculty prepare teaching portfolios, which are
reviewed by faculty-dominated campus committees. All de
partment chairs undergo extensive training in how to conduct
pertormance reviews, and faculty evaluate the performance

of the chairs in the performance review process.

Typical faculty reactions to the portfolio process go some
thing like this: “ am reviewing everything: 1 have to look at
these foriginally 29 attributes. now questions] from a difterent
perspective, a different angle, and itkeeps me on my toes.”
Academic deans see all portfotios. both those submitted for
continuing contract and those for promotion. All deans agree
that they detect a difference in the quality and the kinds of
things that the new faculty (who have taken the two graduate
level courses) submit -a level of sophistication in terms of
how they approach teaching that is absent in many of the port
folios submitted by tenured taculty.

To recognize teaching excellence. the college awards
endowed teaching chairs (also determined by a faculty
controlled committee. this time a cotlegewide one) Faculty
compete for the endowed chair positions, and cligibility is
restricted to full professors who have been at Miami Dade
for at least six vears. A faculty member explains. "Most col
leges that offer endowed teaching chairs award them to peo
ple from outside the institution. They come in. visit for a year,
geta lot of money, and then leave. What we've done s start
a program that rewards our own people for being good in
the classroom.” Approximately one third of the 100 three year
positions are awarded annually. Each chair carries with it a
$5.000 vearly stipend plus $2.500 expenses per year, both to
be used at the facutty member's discretion (TLP 1992),

Behind the scenes: Leadership and wherewitbal

The president at Miami Dade began the project with a coneept
paper that outtined his ideas about how to enhance the teach
ing learnmyg environment. He presented it at a retreat

Contimuors Qualtty and Classroom Fffectnenes -
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dttended by more than 100 Eculty and administrators. His
only stipulation was that endowed chairs would exist: every
thing else was up for discussion and debate. A steering com
mittee and a series of subcommittees worked on the project
for five vears before the final piece. the reward system., was
fully operational. Widespread acceptance and ownership of
the project’s pivotal piece, the new policy guidelines, were
deemed so crucial that an outline of advancement system
changes was brought betore the faculty in a two-day refer-
endum (Cross 1193)

Fiscal resources were in some cases realigned to support
the new processes and in others generated from outside sour
ces. Inits most active vears when committee work was high,
the project’s budget stood at $220.000 to $230.000 per vear.
As subcommittee activity diminished. the budget decreased
proportionately. Overall. campus specific sttt development
budgets. which are channeled through the Learing Centers.,
meredased by just under 20 percent. Capital spending also
undenwent restructuring. Early in the project., faculty raised
the issue of office space. Few had areas in which they could
consult privately with students, and many believed that this

inhibited their ability to deal effectively with their students,
Capital budgets tor cach campus were redirected to allow tor
the construction of faculty offices. The cost to date - about
$1 million. In additon, the college built a privately supported

$7.5 million endowment o fund the teaching chairs.

Closing comments

A tew facultty who plan to retire within nwo to three vears do
not actively participate in ticulty development opportunities,
nor do they engage in the portfolio process. Fellow instructors
assume that they either “don’t want to be bothered, don't want
10 be questioned.” or simply resist on the grounds that the
advancement process Vinfringes on their academic freedom.”
But peer pressure to become involved s extreme. and for the
most part, faculty seem to have settled into the college's new
routines. Veteran instructors are energized and new faculty

are excited. Sam McCool new faculty member at Miami Dade
And coauthor of several books on TOM, said it best: T wanted
to eaperience the opportunity of teaching at an institution

that is truly dedicated to quality teaching.”
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SUMMING UP

To this point, this monograph outlines the basic premises of
COI and catalogs frequent reasons why quality eftorts fail. It
then describes continuous quality initiatives at seven orga
nizations of higher learning that have. to 4 cerin degree.
managed to circumvent some of the pitfalls that commonly
haunt quality endeavors. This section considers the common
alities that cut across all of these activities. the characteristics
that some. but not atl. of the approaches share. and those fea
tures that are unique to one particular institution.

Common to Al

Customer focus

Each of the colleges directly contronts the issue of customer
image. In all the cases. there is either a new focus on or i
heightened awareness of “the customer.” Most define their
customers as students. alumni, and area employers. Beaause
NWMSU faced the prospect of progressively restrictive budget
constraints. it needed to build locat support and did so by
structurally reorganizing to retlect the primary emplovment
groups of the region - agriculture, education. and small busi
ness. Consequently. of the case study organizations, North
west Missouri seems to be the college maost concerned with
the expectations of tocal industry.

At the Maricopa County Community College District, al
though the immediate threat of severe financial shortfalls
coincided with its adoption of Quantum Quulity. the district
laims that money was not the main motivating factor behind
its moves - that, instead. the concerns of its clients plaved a
signiticant role in Maricopa’s quality initiative. The colleges
at ASU responded to industry specific studies, the Graduate
schoa! of Business at Chicago to a report of alumni dissatis
faction in Business Week. Samtord University sensed a "need
to do better.” which probubly was stimulated by alumni and
emplovers, Miami Dade has, over time, exhibited a sensitivity
to its external constitueney that typities most community col
feges. Its Teaching Learning Project does not. however. seem
to have resulted from undo external pressure.

AL cach of the case study institutions, administrators referred
to students as customers. This action, at least initially, met with
faculty resistance at many of the colleges. The dean of Arizona
stte's College of Business noted @ common reaction: “At first,
I never mentioned total quality management or used the
words students” and custonters” in the same sentence. Now,
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Iean speak of students as customiers without the faculty visibly
flinching.”

Commitment at the top: The role of leadership

No change occurs without leadership from someplace
(Stewart 199+4). At colleges where efforts to improve the way
taculty functioned in the classroom met with the least resis
tance, top administrative leaders initiated the process of
change. The president at Northwest Missouri State, the pres
ident and provost at Samford University. the president at
Miami Dade, and the dean of ASU's business college to this
day remain actively involved in their institutions” attempts to
enhance classroom etfectiveness.

Maricopa County Community College District illustrates
the importance of leadership’s buying in on the project. At
Rio Salado. the college pursued TQM because its president
wanted the college to do so. At the district level, considerable
time and effort have been devoted to bringing Quantum Quit
ity districtwide. because the chancelior sees the merit in such
action; but at individual colleges (other than Rio) the inter
natization of Quantum Quality has met with mixed success.
because campus presidents were told to adopt Quantum
Quality whether or not they were committed to the notion.

At the two institutions that experience the lowest tevels of
faculty participation and the greatest degree of faculty indif
ference- -the Graduate School of Business at the University
of Chicago and ASU's engineering college  the deans. while
supportive, have not actively participated in their colleges
etforts to improve quality. Some of what the engineering col
lege is experiencing may reflect the philosophicat schism that
exists among the university's top administrators. The president
favors the expansion of ASUs Totat Quality Service beyond
the contines of college support services The provost tor e
demic atfars does not see its relevance 1o the lasstoom

Classroom and curriculum

Not surprisingly. since it was one of the coteri tor sclecrmg
the case study institutions, all instututions tocus on ol oo
cltectiveness, Eftectiveness seems to be meastred i oms
of student perststence, at least at Samtord and the busine ss
college at ASU Others, such as the College of Tigmecting
and Miami Dade, tocus more on learmnmg and Teanimyg o
comes. Most are involved mcarrculun evisions although




this is not the case at Miami Dade and appears to pertain only
to Rio Salado in the Maricopa District. In Rio’s case. TQM pro
grams were added to current course offerings.

_ Customized faculty development
- Each college engages in training or education that suits its
specific situation Some efforts — for example the Maricopa
County: Community Colleges. particularly Rio Salado. and Sam
ford University -concentrate heavily on introducing the prin
ciples and tools of quality management to faculty. The Grad
uate School of Business at Chicago through its Teaching
Laboratory, Northwest Missouri State University, and ASU's
husiness college add in house exposure to active learning
_ techniques. Faculty in the College of Engincering train their
- colleagues in teaming, but they look to the university's faculty
: development office for instruction in active fearning tech
; niques. Miami Dade developed graduate level courses that
focus primarily on active and cooperative learning methods
but do not include exposure to TQM tools.

Faculty development at most of the case study institutions
seems to cover the nuances of classroom assessment — espe
cially at Samford. where LEARN student teams assess taculty
classroom effectiveness. and at Miami Dade. where classroom
research serves as aprincipal comerstone of faculty devel
opment. Generally, faculty seem to downplay the traditional
emphasis of TQM (or CQI on the statistical control of var
iance in favor of more personalized adaptations, such as the
personal quatity cheeklist. Where statisticat tools Irke Pareto
or run charts are emploved. applications seldom move be
vond rudimentany frequency tabulations or simple graphing,

Cost in time and money
Finatly. all institutions seem to realize thac nternalizing con
tinuous quality takes time. Northwest Missouri and Mianu
Dade both have been engaged in their efforts for at least ten
vears, Chicago and Samtord for five years or more. No one
atany of the colleges spoke about uick answers or short

et dixes, Al case study organizations made substantial tinan
cal commitments — cither realignng current fiscal resources
ot finding new sources of funding The pomted remirks of
one engineering protessor at ASU reflect a common sentt
ment: “Changing to a quality paradigny may cost. but when
vou reatize that we serap or rework as much as 00 pereent
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of our potential product. vou begin to understand just how
great the financial and intellectual expense of the current para
digm really is.”

Characteristics of Some Quality Efforts

Catchy nomenclature

The participating schools and colleges at Chicago and Arizona
state refer to their approaches as simply TQM. Rio Safado
Community College also uses the term TQM. The Maricopa
District, however, coined the phrase Quantum Quality to cap
ture the essence of ts program. Northwest Missouri State Uni
versity has its Culture of Quality, and Samtord pursues the
student First Quality Quest. Miami Dade’s {abel is straight
formard—the Teaching Learning Project. Based on this sam
pling, program or initiative name seems o carry less weight
than might otherwise be expected.

Quality responsibility

The existence of a quality office sometimes indicates that
quality efforts are a paraliel process to the rest of the orga
nization (Numerof and Abrams 199+). This may be true at
Chicago, where a quality office handle students’ suggestions
and coordinates quality teams formed m the teaching lab. By
channeling its initiatives through a special office, Chicago may
be insulating the majority of its faculty from any disruptiveness -
vaused by attempts to integrate CQI into the classroom. The
degree of faculty resistance experienced by the Colliege of
Engineering at ASU strongly suggests that, at least in the be
ginning stages, the TOM movement took shape as a parallel
initiativ ¢.

The Maricopa District has no district level quality coordi
nator and officially proclaims that “quality is evervbody's
responsibility.” Individual campus response to Quantum
Quality suggests, however, that some of them may not aceept
the district’s corporate view of responsibility. Samford and
Rio Salado employ part time coordinators. Miami Dade has
an office of Teaching Learning Advancement. Neither the Col
lege of Business at ASU nor Northwest Missouri State hires
& coordinator. In each case. the organization emphasizes the
communal nature of responsibility.

Standing student advisory groups
Only the business colleges seem to tormally recognize stand
ing student advisory groups. In the case of Chicago, students
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are involved directly in curricular reforms like LEAD and the
suggestion box, but much of what they do pertains to non
credit course work. At ASU, students serve a more program
matic advisory role. Other case study colleges use students

in more ancitlary capacities, such as classroom assessment
and course evatuation. In all cases, although faculty adjusted
their courses when possible to meet the needs and expec
tations of their students. the instructors retained final say over
content determination.

Faculty participation

Faculty participation varied from case to case. Northwest, Sam
ford. the business coltege at ASU, and Rio Salado experience
fairly substantial levels of involvement that appear 1o be grow
ing. Faculty response in the Maricopa District as a whole
remains mixed. Participation is high at Miami-Dade, but it is
confined to refatively few faculty members at Chicago, where
progress is slow, and in ASU's College of Engincering, where
resistance is strong.

If we consider all seven organizations (eight with Rio
salado counted separately), each has willingly spent time and
money on its quality efforts and invested in faculty develop
ment. They all focus on students as customers and direct their
attention to the classroom. The degree of top level adminis
trative involvement seems the most notable difterence in the
approaches taken. Where the rote of feadership goes beyond
providing support to hands on engagement in the process.
faculty participation seems greater. At Chicagoe and ASU's engi
neering school, where administrators are only passively in
volved, personal revelations about the value of the approach
taken and about how faculty changes can affect student leam
ing scem to steet dedicated faculty champions in the tace of
prer disapproval.

Baldrige and bencbmarking

Institutions that experience widespread faculty involvement
develop comprehensive approaches that include some pro
vision for measuring progress. For instance, the College of
Business at ASU, Rio Satado Community College. Northwest
Missouri State University, and Samford University evaluate
their programis using Baldrige criteria. Northwest Missouri
and ASU's business college have applied for state awards that
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are comparable to the Baldrige Award. Rio Salado won Ari
zond's award in 1993

Although Miami-Dade's efforts ere not tied to the Baldrige
criteria, the college does monitor its Teaching: Learning Proj
ect. The project received national recognition for its excel-
lence in 1993, when it garnered the Theodore M. Hesburgh
Award for faculty development. In the cases of the College
of Engineering and the Graduate School of Business at Chi-
cago. we see little mention of using the Baldrige criteria as
an evaluative tool, perhaps because strides for CQI have not
been ingrained collegewide.

Assessing eftectiveness under the Baldrige criteria involves
benchmurking, and the College of Business at ASU,L Northwest
Missouri, and Samford all benchmurk. Maricopa talks about
benchmarking. While Miami Dade does not employ the CQI
benchmarking techniques that some of its counterparts use.
the college continuously pays attention to the actions of other
institutions of higher education. It does not, however, sys
tematically try wo emulate other institutions: instead, Miami
Dade hopes to serve as a benchmark for its peers. Neither
Chicago nor the engineering college seems to actively engage
in benchmarking activities.

Uniquely Different

In certain instances. unigue components have been intro
duced that either hold the potential for. or have resulted in.
increased faculty resistance. For instance, the curricular ap
proach at the College of Enginecring, which requires exten
sive teaming, competency-based gruding, and student port-
folios that reflect the levels of cognitive and affective learning
achieved. met with extreme detensiveness on the part of many
faculty. The preliminary results, which promise improvement
in student learning, seem to gabvanize involved faculty in their
resolve to continue in their continuous quality reforms,

Miami Dade took perhaps the most radical approach when
it redetined its reward and advancement systems to reinforee
desired changes in faculty behavior. Although some Miami
Dade faculty held misgivings, most engaged in the change
process because newly designed opportunities for faculty
development gave them the tools they needed to meet the
new expectations. and the reward system recognized their
efforts. In contrast. Maricopa’s promise to leave the salary

ag




and reward structure intact may have acted as a disincentive
to faculty.

Samtord’s move toward LEARN - trained, student term eval-
uation teams and away from standardized individuat course
avaluations sets the institution apart from the rest. [t remains
to be seen, however, whether team course evatuation is o
practice that will become widely accepted or highly opposed.

1'\”.1\
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UNANSWERED QUESTIONS

The cases presented point to classroom experiences, botl
curricular and instructional, in which the use of CQI (ora sim
ilar approach) seems to improve student learning. Common
themes, such as customer focus and leadership commitment,
emerge as forees that influence the degree of success that
‘these colleges and universities encounter as they integrate
quality principles into daily classroom operations and attempt
to positively impact the learning environment. Undergirding
cach instance le certain assumptions: educational quatity
needs o and can be improved. custemers deserve a greater
say about what takes place in the classroom. benchmarks and
standards of quality can be set. CQL is now the way of Amer
ican corporate life and education should follow suit. Often
these ideas remain unarticukated and consequently go unchal
lenged. This final section gives voice to some of the misgiv
ings lingering in the shadows of CQL

Standardization
One of the mainstays of CQI in business today 1s setting qual
ity standards and then working to reduce process deviations
to meet those standards. To date, much of the eftort in higher
education to define these guidelines has been restricted to
schools of business and engineering. In fact, the connection
between industry and schools of business and engineering
muikes the transition o standards a naturat extension of indus
iy education collaboration. Likewise, for some time engi
neering schools have taught the statistical tools necessany: tor
gauging variation (Bateman and Roberts 1993). In addition.
business schools have an added incentive. As a part ot its
acereditation process, the American Assembly of Collegiue
Business Schools now requures that schools demaonstrate how
they use quatlity principles to mprove curricula, taculty, and
administration (Freed, Klugman. and Fife 199:4). No nuatter
what the reason, setting standards in cither college appears
relatively straightforward simply because outcomes often are
readily measurable. After all, accountants need to be able to
balance ledgers. and engineers must know how to apply the
principles of dynamics 1o design issues

But in other areas of study, who defines quality? Who sets
stindards and determines acceptable margins of varfation?
In education, does the consensus needed to create such stan
dards stiffe creativity that derives trom reflective energy and
insights and dialogues generated across differences? Ina
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world of growing diversity. is CQI merely a way to reduce
dissimilarity by forcing homogeneiny?

Benchmarks and Customer Focus
Establishing benchmarks and serving the customer are hall-
marks of CQI. But do these CQI essentials limit our perspec
tive on quality? When we base our benchmarks on historical
data. or even current information, can we push the limits of
forward thinking? If customer-focus means customer led. do
we beg the questions of whom we will serve in the future
and whom are we not serving today? Further. it we conform
to present “client” expectations, dare we ceding control that
could fater jeopardize academic freedony?

Customers. whether they are students attending college
or their future employers, are notoriously lacking in foresight.
Mecting only the articulated needs of customers may con
demn an institution to the role of perpetual tollower (Hamel
and Prahalad 199+4). In a society filled with organizational
also-rans. should institutions of higher learning instead take
the lead?

Teams
Teams may be the teast understood and the most overlooked
phenomenon of the current qualine movement. Teams do not
just happen. To be effective, they take time and energy and
involve shared responsibility and mutual accountability, vet
often people are thrown together with tittle or no training
or support { Dumaine 1994). In education. we talk about stu
dent teams, faculty teams, and student. faculty colluboration.
But do faculty and students know how to be eam memibers?
When faculty successtully initiate a team approach to learn
ing. what then? One undergraduate engineering student ob
served, Team assignments are fine, but the faculty go about
it in all the wrong ways In the real world, vou rarely find four
clectricat engineers teamed together. Instead. vou find an
engineer teamed with people from finance, marketing, and
management. That's the kind of work situation we need to
practice. ... What implications does such an observation
hold for educators who typically work within the security of
insulated discipline specialtios?

Interdisciplinary Consequences
Failure to see the interconnectedness between actions tiken
by one part of an organization in the name of quality and the
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ramifications of those actions for another segment of the
organization can cause problems (Manz and Stewart 1994).
For example, when ASU's business college. under the flag of
TOM, added the international component to its undergraduate
program, students could select courses from several colleges:
at the university to fulfill the new requirement. As a conse
quence, a popular political science course on current issues

in international politics, which is housed in the College of
Liberal Arts and Sciences. suddenly was oversubscribed by
300 eager business college students. Prior notice from the
business college of a possible heightened interest in inter
national courses in other colteges would have given the po
litical science department time to prepare and would have
gone 4 long way toward avoiding the untenable situation

that resulted.

By the same token, if student teaming in engineering falls
short of its intended purpose, perhaps the same holds true
for similar exercises undertaken in the College of Business.
Coordination across colieges would be key to any atempt
at forming interdisciplinany student teams. The question is
raised: Can CO1 be uken on in isolation?

Rewards

Whether we like it or not. money motivates our behavior, We
do what we must to make a living. For some faculty, at least

in the short run. what gets rewarded tells them what is impor
tant. In the case of kirge universities. tenure based on a taculty
member's ability to publish miy signal that research is the
top priority. In smaller comprehensive universities and com
munity colteges, the emphasis may be on community service.
It stands to reason. then, that changing what we reward should
leud to changed behavior. For instance. tying rewards to
change goes 1 long way toward guarantecing taculty partic
ipation at Miami Dade: They cither buy in or move on.

By the sume token, faculty development targeted at desired
faculty behaviors can provide the impetus for change. Indeed.
a major component of the Teaching, Learmning Project revolves
around providing the tools and technigues that support faculty
etforts to change or improve behavior: Assuming that our
efforts will result in changed behavior and desired outcomes
may, however, be an act of naive anticipation (Numerof and
Abrams 199-4),
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To be sure, at Miami Dade, we find a group of professionals
historically paid less than their local K 12 counterparts who
have experienced inconsistent offerings in faculty develop-
ment. Yet in 1985, the vear before the inception of the Teach:
ing Learning Project, Miami Dade was ranked the top commu
nity college in the countn. What motivated its faculty? It
seems that more than extrinsic rewards come into play at
Miami Dade. In fact, Miami Dadeans have traditionally valued
the opportunity to be creative, to take risks without fear of
recrimination. and to invest time in their students. By com
bining the advancement system and faculty development into
a system. which sends clear extrinsic signals that classroom
cffectiveness counts, Miami-Dade supports its faculty as they
pursuc those activities they intrinsically value (Kohn 1994).

Where desired changes require ongoing teamwork and
interdisciplinary collaboration. an even more complex quan
dary surfaces. because we pay individuals but expect team
participation. In the end, what mativates faculty to engage
in some activities and not others? Can we expect long-term
gains in education quality if we fail to change our reward svs
tems? 1f we change extrinsic cemuncration. can we afford to

ignore the role faculty development can play or the power
of intrinsic maotivation? By the sume wken. can we rely solely
on intrinsic motiviators to ensure changes in faculty behavior?

Paradigm Durability

Today. the quality puradigm is alive and well in American busi
ness. but does the movement represent a fleeting managerial
fixation. a passing fancy. or a sustained drive? Over time,
American industry Cemulated by educational institutions) has
moved from scientific management to management by objec
tives to strategic management. Ina scramble for quarterly prof
its acquired through short term efficiency and sustained
through hicrarchical control, US. industrialists continue 1o
forteit the employee ownership and commitment necessiry
lor the Tong term change espoused by current movements

in process improvement. Can they shed such bottom hne
mentalities? (Manz and Stewart 1994 1s CQI here o sy,

or will educational institutions in their attempts to mirror
industry climb aboard the CQI bandwagon just as business
lcaps into some new paradigm that holds the promise of eco
nomic well heing?




The Notion of Quality

To some, the introduction of CQI and its quality principles
as new ideas implies that whatever was done before was not
“quality.” The truth of the matter may be far from it Indeed.
many faculty believe that quadity is what led education to the
prominent place it now holds in society that, in fact, quality
is already reflected in the way educators function - and they

see no reason to change. To address this dilemna, proponents
of the quality paradigm advise us to tie revolutionary change
to enduring v atues (Hamel and Prahalad 199+: Kohn 199+
Numerof and Abrams 1994, Stewart 199-4). If the path to con
tinued education quality entails monumental transtormation.
we rdise in even greater quandany than the one concerning
the pre CQI existence of quality. Under the constraints of a
paradigm bascd on the concept of continuous improvement
and geared toward solving process problems, are we capable
of raising the kind of possibilities necded tor thinking about
“revolutionary change”™? Quality management asks how we
can do what we do better when the proper question may
well e whether we are doing the right thing, Simply put, is
CQI enough?
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APPENDIX: Contacts by Institution

University of Chicago Graduate School of Business

Harrv V' Roberts, Professor
The University of Chicago
Graduate School of Business
101 E. 58th Street

Chicago. 11. 6063™

College of Business at Arizona State University

Larny Penley, Dean

Steven K. Happel. Associate Dean for Undergraduate
Education

Barbara Keats. Associate Dean for Doctoral Programs

Lee McPheters, Associate Dean for MBA Programs

Coltege of Business
Arizona State University
Tempe, AZ 85287

College of Engineering at Arizona State University

Lynn Bellamy, Associate Professor

Department of Chemical, Bio, and Materials Enginecering
College of Enginecering and Applied Sciences

Arizona State University

Tempe., A7 83287

Barry MeNeill, Assistant Professor
Department of Mechanical and Acrospace Engineering
College of Engineering and Applied sciences

Northwest Missouri State University

Annclle Wevmuth

Executive Assistant to the President
Northwest Missouri State University
800 University Drive

Manvville, MO 61408

Continnons Queality and Classroom [ fectiveness

105

ERIC

PAFullToxt Provided by ERIC




PAFulToxt Provided by ERIC

Samford University

John Harris

Assistant to the Provost for Quality Assurance
samford Universitye
Birmingham, AL 35229

Maricopa County Community College District

Donna schober

Exccutive Assistut to the Chancellor
Maricopa County Commumity College District
2411 W Lath Street

Tempe. A7 85281

Sharon Koberna

TOM Coordinator

Rio Silado Comaunity College
040 N. 1st Avenue

Phocenix, AZ 85003

Miami-Dade Community College

Mardee Jenrette, Director
Teaching Learning Advancement
Office of the President

300 NE 2nd Avenue

Miamu, FL 33132 2207
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13
Strategic Quality Planning criteria of Baldrige Award, 8

Continuous Quelity and Classroom Fffectiveness

121

E]




Student Continuous Improvement Committee, 23
student driven documentation process, 45
Student First Quality Quest, 58, 63

Suggestion Forum, 23

T
Talent Development Center, 56
teaching learning outcomes & process require equal attention, x
Teaching Learning Project, 71 72,79, 89
advancement office, 82
college monitoring of, 84
customer orientation, 72 73
faculty development, 7+ =~
rewards, 77
similarities to CQL 72
standards of excellence, 73 74
Texas A&M University at Kingsville, 49
Texas Women's University ( Denton), 49
Theodore M. Hesburgh Award for faculty development, 84
ol quality leadership or TQL. See quality principles
total quality manageinent. See also quality principles
Teaching Learning Project as example of, 71
Tovota chairman
quality process description of, ix

TQL or total uality leadership. See quality principles
TOM. See total quality management
tree diagram used to break down educational goal

into increasingly specific and concrete parts, 49
wo way fast feedback, 25

U
University of Alabama (Tuscaloosa), 49
University of Chicago. 82, 83,92
Applied Production and Operations Management course,
22
College of Engineering, 84
course on quality policy issues of Baldrige competition,
22
Leadership Education and Development course of, 23
Graduate school of Business, 22 28, 79 81, 84, 93
Laboratory to Achieve Organizational Excellence, 24
large research institution, 21
suggestion Forum, =3
University of Miami, 7+

W
Weymuth, Annelle, 93
Wolverton, Mary, xiii

192




z
zero defects as only aceeptable performance standard, 6

Continuous Quality and Clussroom Effectiveness

123

ERIC

PAFullToxt Provided by ERIC




ASHE-ERIC HIGHER EDUCATION REPORTS

Since 1983, the Association for the Study of Higher Education (ASHE)
and the Educational Resources Information Center (ERIC) Clear
inghouse on Higher Education. a sponsored project of the Graduate
School of Education and Human Development at The George
Washington University, have cosponsored the ASHE-ERIC Higher
Education Report series. The 1994 series is the twenty third overall
and the sixth to be published by the School of Education and Human
Development at the George Washington University.

Each monograph is the definitive analysis of a tough higher edu
cation problem, based on thorough research of pertinent literature
and institutional experiences. Topics are identitied by a national
survey Noted practitioners and scholars are then commissioned
to write the reports, with experts providing critical reviews of each
manuscript before publication.

Eight monographs (10 before 1985) in the ASHE ERIC Higher
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on individual and subscription bases. To order, use the order form
on the Last page of this book.
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to the National Advisory Board. As the preeminent literature review
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dissemination and national exposure for accepted candidates. Exe
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the ERIC database, including Resources in Education and Current
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to bridge conventional wisdom with practical research. Prospective
authors are strongly encouraged to call Dr. Fife at 800 773 3742,

For further information. write to
ASHE ERIC Higher Education Reports
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1 bupont Circle. Suite 630
Washington, DC 20036
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