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EXECUTIVE SUMMARY

Striving for high quality is not a new strategy for higher
education institutions, which have always held academic
excellence and high quality as the highest goals. Achieving
these goals was casier, however, in a time of abundant re-
sources and favorable demographics. But the environment
has changed. Institutions face decreasing enrollments and
revenues it the same time costs and competitian for stu-
dents are increasing.

Many institwions have attempied to become more cond-
petitive by improving the quality ov distinctiveness of their
academic and administrative areas. In this search for excel-
lence, many new techniques, such as management or teach-
ing by objectives, strategic planning, assessment, value-
added measurement, and reengineering have heen tried
with only limited success. Many higher education institutions
have now begun o realize that these methods achieved only
patitial success because they were only part of a Lger set of
quality principles. Individually, these principles are not new
or unicue, but implemented as a total system, they are
new philosophical way of thinking about how institutions
operate, When they are implemented as a systen, the qual-
ity principles create a culture for academic excellence.

What Is Meant by “Quality Principles”?

The quality principles are a management approach for mak-
ing higher education institutions morve effective and for cre-
ating an improved place to obtain a degree and a more ¢n-
jovable workplace. The principles were conceptualized and
documented by such authorities as W. Edwards Deming,
Joseph M. Juran, and Philip B. Crosby, and they have heen
widely implemented in corporate America under the name
of total quality management. The literature contains abun-
dant articles indicating that the quality principles are proven
wiys of improving organizations” effectiveness and ¢ffi-
cieney, and numerous companics across a variety of indus-
trics—amonyg them Motorola, Ford, Xerox, and FedBEx—have
bencfited from implementing the quality principles, And
now, as evidenced by the American Association for Higher
Liducation’s Continuous Quality Improvement Project, many
higher education institutions are demonstrating the benefits
of the quality principles for higher educition (Americun
Association 1994).

A Cultire jor Academic Excelfence
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What Are the Quality Principles?

Taken together. the quality principles are a personal philoso-
phyand an organizational cultivre that nses scientific mea-
surement of outcomes. systenertic mandagement technignes.
anel collaboration to achieve an institution's nission.
Essentintdly, the quality principles change the culure of
higher education institutions. :

A review of the literature on quality improvement reveals
eight quaiity principles. One of the principles. leadership. is
needed early in the guality journey to create a quality cul-
wre and is vital later in the journey to support quality im-
provement. The quality principles:

o Are pision, nmiission. and owlcomes driven.’The more
clearly defined an institution’s sense of purpose and de-
sired results, the more impact it has on all its stakeholders.

e Are sistens dependent. Almost all action in an organizi-
tion alfects some other part of the organization. Under-
standing the relationships and dependencies of the parts
or svstems greatly improves decision making.

» Require leadersbip that creves a quality cultare, 1IF the
quadity principles are to become an integral pat of an
organization's way ol doing business, lcadership through-
out the organization must believe these principle are fun-
damental to the organization's hasic values and success,

e Display systematic individual development. Because the
requirements and skills needed o do evesy job in an
institution chinge continuously, efforts are necessary 1o
ensure that everyone has a specific plan for continuously
developing his or her interpersonal and career skills o fit
the institution’s changing needs.,

o Employ decisions hased on fact, Most problems recur
because no one ook the time o define the problem
clearty, collect data to identify the ultimate cause of the
problem, and then gradually implement solutions until
the most effective one is found. The more problem solv-
ing is based on in-depth fact-finding. the greater the like-
lihood of long-term. effective decision making.

o Deolegate decision making. Although an organization’s
overall direction or vision is maost effectively set at the
top. the people who have the most knowledge about the
chtv-to-cay implemention ol this vision are those doing
the work, When they cantinuously update their skills and

6
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receive appropriate data, the people on the front line are
the ones best equipped to make day-to-day decisions.

e Ensure collaboration. If people are to work together ef-
fectively, information. ideas. and a sense of a common
purpose must be shared. The greater the collaboration
and teamwork among individuals and interdependent
units, the more effective the institution.

o Plan for change. the physical, wechnological. demo-
graphic. and intellectual environment of higher education
is increasingly changing. The more an institution develops
a culture that encourages and anticipates change. the
more likely it will be capable of meeting the demands of
change.

o Require supportive Jeaders. If the quality principles e (o
successtully become part of an organization's culture,
leaders must understancd the interdependency of the prin-
ciples and constntly work to see that adequate resources
and svstems e available to implement them effectively.

What Makes the Quality Principles Different?

The quality principles are interrelated and interdependent,
and they need 1o be implemented as a system, driven by the
institution’s vision and mission. That vision and mission are
defined by e needs and expectations of those the institu-
tion was created to benefit—its stakeholders. For higher
education institutions, stakeholders include faculty, students,
administrators, parenls, employers. the rescarch community.
alumni. the local commumity. and society in general. As
stakcholders” expectations change, so does the institution's
vision and mission. The power of the principles comes Trom
the synergy of the whole system, fundamentatly linking the
mission to measuable outcomes,

How Can the Quality Principles Work

In Higher Education Institutions?

The quality principles essentially are compatible with the
vitlues of higher education. but often parts of an individual
institution’s cubture must ¢hange 1o support the principles.
Most institutions have missions, hut most are not accus-
tomed o measuring the outcomes ol their processes. Tra-
ditionadly, constituencies in higher education institutions act
independently rather than interdependently, Leaders are
usually not trained in the tools and techniques used to ini-

A Cultuye for Acadenic Excellence r
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prove systems and processes. Developing management skills
and knowledge is not the norm in higher education. Pro-
fessional development is more often discipline- and person-
specific rather than oriented toward developing members
who can collectively improve institutional pracesses. Al-
though data are collected for a variety of purposes in direct-
ing higher education institutions. the quality principles em-
phasize the systemetic collection of data to be used in
making academic and administrative decisions. Committees
in academe are commoan, but colluborating and working as
teams for common purposes are not.

If the culture is to change, members must shift their
thinking about how work is done. When an institution’s
traditional way of doing something changes—moving from
passive to active learning or from autocratic to collaborative
leadership, for example—the paradigm shifts, because mem-
bers hegin to ask different questions in search of new an-
swers to the same old problems. They embrace change as a
positive vatue in the culture because continuous improve-
ment is based on continuous change. People are trained to
feel comfortable with change and not fear becoming
involved in efforts o improve the institution. Planning for
change is an attitude to be cultivated by the leaders of an
institution. Leaders are essential in creating a quality culture.
and they play a significant role in ensuring that te neces-
siry resources are available to support quality initiatives.
The holistic implementation of the quality principles creates
a culture for academic excellence,
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FOREWORD

Years ago, as a newly minted marketing professor, 1 read W.
Edwards Deming's Out of the Crisis. My knowledge of “qual-
ity™ at the time extended not much farther than Ford's mak-
ing air bags standard on its new models, Understandably, |
was intrigued by the richness of Deming's ideas. His pre-
scriptions struck a responsive chord in me. and I began to
explore and read more broadly. Before long, 1 started weav-
ing quality principles into lectures and began focusing proj-
ects for my students on how customers™ requirements could
drive the redesign of processes.

My career path took a sidestep when I accepted an acl-
ministrative position at my university: my understanding of
quality principles and practices took an upswing when |
quietly began applying my newfound knowledge to some
lingering administrative problems. Still, years ater. after
studving, teaching. and ~doing” quality, [ often felt uncasy
with my own knowledge. The fecling was akin o leaving
for a long trip and thinking I forgot something, Something
was missing. But what?

One day I found my answer. 1 had bought a pair of ex-
pensive glasses. After several months of looking appropri-
ately designer-esque. 1 went to punctuate @ critical point in
lecture and., wiping off my glusses, left a nosepiece stead-
fastly perched on my face. Twent back to the store—a n:t-
tional chain—and explained my problem. The store dis-

plaved a large sign proclaiming its single-minded devotion

to its customers. and so | was not surprised to find @ young
clerk eager to help. She set off to fix the problem. In a tash,
she was back, having inserted a kuger screw into the strayv-
ing nosepicce and [rame.

Unfortunately, within a few weceks the scenario repeated
itself: another dramatic point, the failure ol another nose-
picce. 1 returned to the store. This time was different. how-
ever. As the clerk wirned away in search of another serew,
these words escaped my mouth: *Are vou recording this
anvwhere?™ I hwas unconscious of having formed the thought
betore T spoke. It was a mental retlex, Nonetheless, the ef-
fect was similar to the one that occurs when the seal ol a
vacuum is broken. All my readings and experiences. all my
feclings of apprehension und angst, came rushing together.
For my inquin—unstudicd and unsolicited—ineant only one
thing: I finally got it. Things suddenly made sense to me. not

A Culture for Academic Excellence X
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just intellectually, but also personally. T understood-—in
my gut,

The explanation is really quite simple. “Are you recording
this anvwhere?” was o manifestation of my unconscious
struggle with several other questions: Do you have a quality
svstem in place?” and “Are you measuring the right things?”
As it was, “quality”™ to this company was having a nice sign.
showing concern and heartfelt remorse when o problem
presented iself, finding and fixing the problem, and sending
the customer off with a cheery “thank you.”™ But the chain
and the manufacturer did not work wogether to precent prob-
lems from hanpening. If they had. w0 sysiem would have been
in place o gather data, analvze it and provide feedback o
the manufacturer in an cffort to continuoushy improve the
product. To do that, the company needed o measure the
right things—and it obviously was not.

What I realize now is that my level of discomfort rose in
direct proportion to my knowledge. | had competence but
fitde undlerstanding: 1 had know-how but litde know-wlhy,
Like an extended fumily scautered across the country, my
knowledge had been extended but kicked wholeness. My
epiphany was the family reunion. TUwas o gathering of iso-
Led ideas and fragmented experiences: it was a comforting
and spirituad feeling: it was an antidote to my personal
Diaspora.

The strength of 0 Cudinre for Acadentic ixcellence:
Implementingg the Quality Principles (n THgher Education is
its fecling of a family reunion, Junn Freed. Marie Rlugman,
and Jonathan Fife pull together o broad rray of ideas and
answer d sfew of nagging questions, ‘Their distress at seeing,
so much of what quality principles and practices have to
offer being squandered is evident throughout the manu-
seript. It covers the mimicked ctchphrases (what gets mea-
sured gets done™, wrong-headed beliefs ¢it's fine for the
administetors and stafl but not for the faculiv™), draining
debates Cstudents are not customers”™), and gafls in imple:

mentation, such as an carly tocus on extensive training in the
tools of quality improvenient, It also covers the seemingly
endless squabbles over the commercialization of higher edu-
airion that goes round and round as il the combatants were
running with one shoe naited o the floor,

The authors manage 1o blend such disharmonics with
hard-cdged research and a splendid mix of cross-disciplinary

X
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concepts. Thev strike o harmonizing chord that leads the
reader in an important direction: from pieces towared 2
whole. from fragmentation toward integration, They provide
the conceptual and organizational glue 1o move from chaos
toward order, from knowledge toward one’s own personal
nosepicce-like epiphany.

A Culture for Acadenic tixcellence is indeed o direction
well worth taking.

Daniel T. Seymour
The Claremont Colleges, California

Dr. Seymour is author of O Q: Causing Quality in Higher
Fefe aation C1992Y and 1tigher Performeancing Colleges: The
Maleolm Baldrige Nationel Queeddity Awards as o Frecnework
Jor timproving Highor Education (19989,
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INTRODUCTION

Within onr colleges aned our facrllies of arts and sci-
ences, we need to persuade the public—but most of all
onrselves—ihal we do make the quality of education a
priority seconud to none (Bok 1992, p. 19).

Quuality is not a new concept in higher education, Institu-
tions have always striven for academic excellence and high
quality. What is new is the rapidly changing environment in
which institutions operate and the changing public and pro-
fessional perception of what defines a quality institution.
Even though articles about the improvement of quality
are hecoming increasingly abundant in the literature. the
principles used o define a quatlity organization and how
those principles support the historic values of higher educa-
tion must be better understood. Observers must also realize
that the current culture of higher education is often at odds
with these historic vadues and therefore must be changed.
The purpose of this monograph is to review comprehen-
sively the quality principles in higher education and to ex-
plain that wwhen used holistically and systematically. the
quality principles create a culture for academic excellence,

The Context for Quality Principies in Higher Education
The history of American higher education since 1940 delin-
cates a trend of responding to serious challenges in demo-
graphics. economécs, and chinging social values. For at least
two decades alter World War 11, enrollments increased. rev-
enues rose, and new progriims were created. Competition
was limited as few corporations offered degree programs
and accreditation was restricted o colleges and universities,
and the availability of federal dollars offset college costs
(Whetten and Cameron 1985). At the same time, quatlity was
based on institutional reputation. which was often a reflec-
tion of admission test scores, size of endowment, and per-
centige of Phuds on the faculty,

The situation chinged in the 1970s and 1980s: Federal
funds were reduced, the value of o college degree was
questioned, corporations began oltering courses and ¢le-
arees, and shifting demographics led to declining eoroll-
ments of vaditonal students, Accompanying these changes
were rising tition and the public's demand for more ac-
countability and increased productivity (Fincher 1991),

... the qua-
lity prin-
ciples. ..
when used
bolistically
and sys-
tematically
... create a
culture for
academic

excellence.

A Crdinre for Acadenic Fxcelleiee
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A disturbing and dangerous mismatch exists betueen
what American society needs of higher education and
what it is receiving. Nowbere is the mismalch more
dangerous than in the quality of undergraducite prepa-
ration provided on meny campiises. The American
hmperative for the 21st century is that society must hoid
higher education to mucih higher expectations or risk
national decline (Wingspread 1993, p. 1).

Concurrently, college enrollments have become increas-
ingly competitive, to the point where an understanding of
how to market the institution is of the highest priority. Par-
ents and students “shop” for the institution that will best
meet their needs. often based on their perceptions of the
quality of the institution and the assockuted costs of attend-
ing. They search for the best value for the dollars they spend,
and the value is often situational. Higher education is accus-
tomed to thinking of vatue in terms of low cost or exclusivity
—thinking that is not appropriate for the existing external
environment (Dehne 1993). The conceprt of value changes,
depending on the “shopping™ and the goals. Therefore, insti-
tutions need to understand better how students select institu-
tions. They need to offer “programs, opportunities, and a
‘product’” students value™ (p. 13).

With the public's concern about the value of higher edu-
cation and educational outcomes. the definition of quality is
changing. The traditionad concept of quulity in higher educa-
tion had an internad focus emphasizing product and sewvice,
Technical experts defined the criteria and assessed the prod-
uct, The current shift is toward an external tocus emphasiz-
ing stakeholders™ expectations. Stakeholders define quality
and cvaluate the outcomes (Ruben 19952).

Higher education traditionallv has evaluated itself in ters
of inputs and resources rather than outcomes and amount of
value added. Measurements of resources Gudmission test
scores. size ol endowment. library collections, Ph.D.s on the
faculty, for example) determined quality, but the public is

*stakeholder” is used thronghout this repon o refer o all those an insh-
tion was created o benefin Iomelades Gealts ) siadents, administrators,
parenis, emplovers, the research community, dlumni, the local comnnin .
and society in geneeal,

o
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increasingly concerned about institutional performance and
stakeholders™ satisfaction (Balderston 1995, pp. 279-301:
Seymour 1993b).

Public opinion. as reflected in newspapers and maga-
zines, indicates the loss of public trust largely because of a
lack of evidence of the impact of higher education institu-
tions. The Task Force on College Quality of the National
Governors Association has noted the public’s increasing
skepticism about the value of higher education to society
and questions the role most institutions play:

The public has the rvight to kitow what it is getting for its
expenditire of tax resotrees; the public bas « right to
know and vnderstand the guality of nndergraduate
cducation that younyg people receive fiom prblicly
Sunded colleges and reniversities. They barve a right to
kuow that their resoncrces are being wisely fnvesied and
committed. . . . Public policy makers, axpayers. sti-
dents, and parents should expect colleges and iotiversi-
tes o fulftll their pronmises. To assire acconntuhility,
postseconderry institttions must assess [students | learn-
ing cned abiliey, [programs | effectiveness. and [institi-
tions { accomplishnient of fiheir] mission (Mayhew, Ford,
andt Hubbard 1990, p. 1D,

“There is a major erosion of confidence in the leadership
and the quality of higher education in the counury. Respect
for colleges and universities is gravely in danger” (Cornesky,
McCool. Byrnes, and Weber 1991, p. 1. Moreover, “there
seems 1o be g widespread public questioning of the value of
our educational institwtions, particularly whether they are
worth all we are paving tor them and skepticism that they
are administered wisely and prudenty™ (Chaflee and Scy-
mour 1991, p. 1-0). Critics of higher education charge that
the decline of higher education institutions has had o nega-
tive impact on numerous stakehoiders: on students, by offer-
ing diluted courses ttught by mediocere weachers: on parents.
who are often paving for higher college costs; on American
businesses. which e hiring unprepared graduates: on
American socicty, which indirectly is funding rescitreh and
supporting people emploved in nonprofit organizations
tAnderson 1992; Mclherson, Schapiro, and Winston 1993
Smith 1990; Svkes 1988 Weinstein 1993: Wilshire 1990),

A Culture for Academic Excelleice
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One indication of how the public feels is the national
index of public support, an index of the revenue raised for
the education of students relative 10 the income of axpay-
ers. adjusted for the number of students and the number of
people in the population. The index was 21.8 in 1992, the
lowest level since 1930 (LLS. Dept. of Education 1995). In
1990, the rate of increase in state support for higher educa-
tion dropped to a 30-vear low, while real federal funding for
university rescarch decreased 18 percent from 1967 1o 1990,
As these numbers indicate. it will be difficult for public insti-
ruions to compete with other public priorities because of
declining public support.

Moreover, most independent colleges and universities will
find their survival threatened by rising costs in all facets of
the institution as they struggle to recruit students (Bonser
1992). Even as public support declines, college costs con-
tinue to rise for all types of instinutions. Between 1980 and
1993, college costs rose rapidly in both public and private
institutions. Tuition at public and private institntions contin-
ues to rise faster than the rate of inflation, although more
slowly than in the 1980s. Between 1980 and 1993, tuition.
room, and bouard at public institutions increased from 10
pereent to 14 pereent of median family income. At private
institutions, that pereent rose every yer between 1979 and
1993, from 23 pereent to 41 percent of median family in-
come. From 1993 through 1996. tuition costs at public and
private universitics rose 6 percent each year. while inflation
wis below 3 percent (Kelly 1996). As costs continue to rise,
prospective students and their parents question the value of
a college education relative (o costs. According to a 1993
study on issues related to college funding, 15 percent of
parents and 36 percent of students helieve a college educa-
tion costs more than it is worth (Dehne 1995).

To muake the situation even worse, the average GRE
(Graduate Record Examination) verbal score has not recov-
ered from the decline of the 1960s, 1970s, and early 1980s:
in 1993, the score was -19 points below the average score in
1965 (LS. Dept. of Education 1995). The increasing costs of
atending an institution. combined with the poorer perfor-
mance of graduates on standardized tests, has led o @ grow-
ing dissutisfaction with higher education in Americi.

Based on these statistics. there is room for improvement in
higher educaion. College officials echo their counterparts in
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business and industry. Conversations on campus are not
aboul new courses or interdisciplinary majors, but about pro-
gram cutbacks and operating efficiency. Because institutions
are no longer operating in a period of growth, “higher educa-
tion will have to live with relatively less™ (Levine 1990, p. 4).

All indicators point to a need for a major change in
higher education, making quality based on amount of value
aclded and educational outcomes a priorite. Given the tradi-
tions of the past. it is casy to think of higher edacation insti-
tutions us indispensable and lasting forever, But the chal-
lenges currenty faced demand that institutions respond.
acdlapt, and be proactive. When institutions Gail to mect the
needs and expectations of society. a period of extreme wr-
moil oceurs first, after which socicty begins 1o back away
and search for alternative ways of accomplishing the goals,
followed by indifference and funding cuts as new organiza-
tions begin 1o satisly existing needs (Marchese 199400,

Many argue that higher educition has hecome less rele-
vant to society C'lransatkntic Dialogue™ 1993). Bill Massy,
director of the Stanford Institute Tor Higher Education Re-
scarch, says that “many people continue to doubt that higher
cducation has generated as much vatue Tor the money as
possible™ (Chranicle 199+, p. 1. According to its president,
Motoroku is not spending money on education and training
hecuse it wants to, hut because the higher education system
is not working for it. The company is not satisficd with the
outcomes of the educitional sysiem (Marchese 1990, Higher
cducation institutions are being challenged from all direc-
tions: students, state legiskuures, parents, emplovers, and
alumni (Bover 1991 Kerr 1990: To Dance™ 199:4).

“Qualily improvement” is one way that some institutions
are using to address these challenges, The purpose of this
monograph is o review the quality principles in higher edu-
cation and explain how they ereate o culture that supports
the improvement of quality. Individually, the principles are
famitiar, but this repaort explains how the principles must be
used together, systematically and holisticadly, for continuous
improvement of the institutional culture,

Historical Practices as Obstacles

To Continuous Improvement

Historically. institutions are based on long-standing traditions
and practices, with the traditions based on an accumulation

A Crlire for Accdeniic Fxeelfence
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of consistently acted-out values. For example, such traditions
include the 15-week semester systemn, the three-credit-per-
semester course, the assessment of students’ learning
through final exams, and faculty development based on
sabbaticals every seven years. The norm in higher education
is to measure success by inputs rather than overall outcomes
and by processes that tend to remain constant over time.

But these traditional practices ancl processes are obstacles
to continuous improvement. These traditions have remained
fairly consistent at a time when the external environment is
inconsistent and changing. Institutions have not responded
to these demands in a way that would position them posi-
tively for the changes taking place. Rather than anticipating
the changes and adapting to them, institutions have looked
for a new approach and made changes in a piecemeul fash-
ion without considering the impact on the whole system.
The traclitions are so strong that what has been most desir-
able is any action that would make the pressure for change
disappear. yet keep the status quo intact.

The issues that now face higher education, however, are
no longer solved by small, disconnected bandages applied
in the hope of muking it through the next year. These chal-
fenges have forced institutions to examine their inherent
quality and to consider the publics they serve, *I know of no
industry that has experienced this juxtaposition of financial
pressures and technological progress that has not gone
through fundamental change,” says Massy (Chronicle 1994,
p. 2). The wike-up call has sounded for many institutions.

In business and industry, the driving forces of the move-
ment toward continuous quality improvement include in-
creasing competition, both domestic and international,
changing demands from customers, advances in technology.
and a realization that the quality principles are simply “good
business.” Likewise, higher education institutions are experi-
encing pressure from state agencies and requirements from
accreditation bodies and government units to operiate more
cfficiently and effectively—in the face of shrinking resources
and a smaller pool of students.

Although strong external reasons exist for institutions to
improve quality, acadewe has been slow to adopt the quality
principles. Academiciuans tend to resist quality initiatives, be-
cause they perceive the effort as coming from the business
sector and because they are unaware ot how the quality

6]
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principles can support academic values. This situation is a
consequence of academic values and program improvement
not being a regular part of faculty training or departmental
conversation and husiness—svhich in turn is a4 consequence
of the topics not being part of a department chuir's agenda.

The need for greater preparation and training of chairs is
a strong theme in the literature concerning the roles and
responsibilities of départment chairs in various types of insti-
tutions (Seagren. Creswell, and Wheeler 1993). When faculty
are not triined, they do not have the opportunity to discuss
the principles as they reliate to higher education. When aca-
demic leaders, such as department chairs, are not educated
in the quality principles, faculty are not encouraged to im-
plement the principles and practices. For these reasons,
most efforts 1o imptement the quality principles have been
focused on improving administrative operations and units
like the physical plant. the registrars office, admissions, and
students alfairs—areas where the quality movement can be
casily legislated (Chuftee and Sherr 1992: Hansen 1993:
Seymour and Colletr 1991). '

A concern for quality is not new in higher education: Col-
leges and universities have always been enguged in the pur-
suit of excellence. What is new is the changing definition of
quality—a change from focusing on quality teaching to qual-
ity learning. Institutions are focusing on ctfectiveness and
efficiency by improving processes to decrease costs while
maintaining and improving quality. Out of the public and
professional dialogue on higher education are emerging
funcdamental questions about the purpose, value, conypeti-
tiveness, effectiveness, efficiency, and confidence in the
future of higher education (Ruben 1995a).

Some states have instituted quality awards for which
profit and not-tor-profit organizations compete. Recciving
such an award can influence state funding wand have a posi-
tive impact on the public’s perception of the organization.
The Malcolm Baldrige National Quality Award program., for
example. has developed criteria for higher education institu-
tions to encourage them to instigate quality initiatives. These
criteria focus on how well institutions, by using the quality
principles, are meeting the expectations of their stakehold-
ers. Based on the Baldrige award criteria, the driving forces
in the external environment are redefining quality in higher
cducation (Seymour 1996),

A Cnultire for Academic xcellence

22

BEST COPY AVAILABLE



A
i

The current environment challenging business and indus-
ty is the same environment challenging higher education
institutions, Colleges and universities, like other organiza-
tions. procduce goods or services 1o satisfy o particular set of
needs. When organizations achieve success and stabilitv. the
structures, systems, policies. practices, and leadership stvles
assockired with those accomphishments are accepted and
institutionalized. It is adso true of the culture that supports
andk reinforees these patterns. In the short term, these rela-
tionships may lead o success (Ruben 19950, In the long,
term. these “patterns that lewd o success can lead o rigidity,
insulation. ek of innovation. and gradual distincing from
the needs of the marketplace and expectations of consum-
ers” (p. 3. Competition, economics, technology. demo-
graphics, and the political and legal environment are chang-
ing atan ever-increasing rate, and organizzons necd o be
able o adapt ta these changes while meeting the expecta-
tor ol consumers. "Unicss new ways of thinking and work-
ing and new cultures o support these changes are devel-
oped, the prognosis for vitality is poor”™ (p. 3).

Although new cultures are needed 10 support these
changes. the changes should be gradual and compatibie
with the current culture. The current institutional vision. mis-
sion, and outcomes shoutd he respected at the same time
culture is created that supports new thoughts, new helav-
iors, and new actions. When current stakeholders are in-
volved in developing the vision, mission. and outcomes. the
culture is able 1o gradually change w the same time it re-
spects the culture of the past,

Organizations are moving from “hicrarchical, function-
bascd structures 1o horizontal, integrated workplaces orga-
nized around empowered individuals and self-directed work
teams as the means o achieve sustainable process changes”
(Graham and LeBaron 1994, poxv). Instead of naunmaging by
controlling information. leaders manage by exchanging in-
formation. So that people can collaborate, people who are
involved ina process are brought together to improve the
process, With collaboration, the thinking shifts from “1Us not
my joh” to “How are we going 1o do this?”

Stimplor. flatter: better-integrated orgentizations Jthetf
Jaciliteie cross-finctional aied cross-divisioneal coffab-
rettions, courelinreation, el leanieork cre seen das moeais
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Joraddressing .. [consumers ] expectatious, aligning
ineivicluals and functional tiits with the orgentiza-
tion's mission. fand] improving organizational qitafify:
orerall (Ruben 1995, p. 18).

Members are rewarded for developing multiple skills and
working together effectively rather than for speciadization
and individualism, In the traditional hicrarchy where politics.
status, and egos dominated. the culture that supports the
improvement of quality is based on trustworthiness, equal-
itv, and craativity (Byrne 1993; Kilmann, Covin, and Asso-
ciutes 1988).

Another characteristic of the changes taking place is the
integration of stakeholders” expectations. The printry moti-
vation for implementing the quality principles is to have
greater assurance that the organization will achieve its vision
and mission. Under the quality principles, an organization’s
vision and mission are defined by stakeholders™ expecta-
tions, which translates into stikcholders™ gredater involvement
in the long-runge plinning of the organization. Stakeholders
should be included as team members when their perspece-
tives are relevant 1o the decisions being made so that their
needs are recognized and understood. These changes in-
volve developing new skills for building trust, providing
Rexibility and adaptability, and working in weams. Including
stiekeholders™ expedctations in the planning process also
means the sharing of power, information. and rewards. And
it means a greater sharing of responsibility for the suceess of
the organization, Thercefore, continuous education and train-
ing are also necessary if emplovees are to acquire the neces-
sary skills.

Creating 2 culture for academic excollence by implement-
ing the quality principles will not be casy for higher educa-
tion institutions, as the strong historical traditions in higher
cducation miake any kind ol change extremely difficult,
When demographic trends pointed o an increasing pool of
students, many colleges and universities created infrastruc-
tures. including buildings and facilities. on the assumption
that the student population would increase and financial and
hunin resources would grow. They constructed buildings,
hired people, and granted tenure ina time ol rapid growth,
But such decisions and academic practices tend 1o inhibit
chunge. because buildings and wenured positions are fairly

Acudnre for Acadveone Exeellvee
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permanent and do not allow for flexibility. And because
higher education historically has evaluated itself on inputs
rather than outcomes. academic quality and reputation have
often been based on level of resources (for example. ¢n-
dowments, size of the library, number of faculty with doc-
torates)—a radically different approach from the organiza-
tions driven by quality principles that measure quality
according to an institurion’s performance (Dehne 1995:
Sevmour 1993b).

The Need for Change

The evidence that business as usual is no longer aceeptable
can be seen ina number ol hooks severely critical of the
education process (Anderson 1992; Smith 1990; Sykes 1988
Weinstein 1993: Wilshire 1990) and of cost issues (Levine
1990). “We might be forquality. but in many eyes we do,not
o quality™ (Chattee and Sherr 1992, p. 1. s

Acadenric Tife in Anerica today exists in e world with
too meniy schools and too fou: students, too ey fixed
cOsts and too few discretionary dollars, too ey com-
petitors ard too few siupporters. i sucl a warld. sii-
vivetl does belong to the fittest, which will be those insti-
titions imbued witl a passion for quality that extends
o every menther of the compuniity, faculty inclirded
(Hull 1992, p. 227).

[nstitutions are operating in a time when ihe public de-
mands o clear purpose for existence. Institutions nmust
demonsirate their value w individuals and socicty as a
whole, collecting evidencee o support their value. People
within the institution must understand their connection to -
the accomplishment of the institution’s mission and gouls.
Most institutions are achieving their overall vision and mis-
sion. but how well they weather the challenges tor greater
accountibility will be based on their clarifving their purpose
and on people working rogether o cleavly demonstrate that
the programs being provided bring value to the people they
serve ok 19920,

The Quality Principles
A basic premise of the qualite principles is that they e a
funclimental and philosophical culture value. Instituions tha
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treat the quality principles as an incremental management
technique that can be called on from time to time rather than
an immutable organizational culture value are less able to
make them work and therefore are not able to incorporate
them into the fabric of the institution. It is not enough to
implement & few of the principles, because cach principle
draws its strength from and is interdependent with the other
principles. A thorough knowledge of how euach principle
functions and of the reladonships among the principles is
necessary before institutions can make the quality principles
part of thedr culture. By viewing the quality principles holisti-
cally, this report analvzes continuous improvement in higher
education from a ditferent perspective than the past.

This report defines eight quality principles. one of which,
‘eadership. has two pants. These quality principles:

e Are pision, iission. ane otutcomes driven: that is, the or-
ganization has a clear sense of direction and focus de-
fined by its stukcholders.

o Are systems dependent: that is, all actions are part of inter-
active and interdependent processes or systems, and a
change in one part of the institution has an impact on the
other parts.

« Create a flecaclership that understands that the quality prin-
ciples are an integral purt of the organization’s culture
and a fundamental philosophy of doing business.

s Display systematic individual decelopnrent; that is, knowl-
cdge and skills of all members are continuously updated
through cducation, training, and career planning.

s Emplov decisions based on fact: that is, the long-range suc-

cess of adecision depends on the degree to which appro-
priate information has been gathered and consideicd,

e Delegate decision making: that is, people who are in-
volved in the dav-to-day performance of an operation
have the best knowledge of that operation and therefore
should be involved in muking decisions affecting that
operation,

e Ensure ¢ollaboration: that is. people who have a stake in
an organization's outcomes should work rogether to de-
fine the processes that creates the outcomes, ,

e llan for change (the foundation lor continuous quality

improvement, reengineering, and reassessment ol assump-

tions): that is, because change is inevitable, it should be

A basic
premise of
the quality
principles
is that they
are a fund-
amental
and pbilo-
sopbical
culture
value.
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embraced and planning for change should be w daily pri-
ority.

o Require supportive leaders: that is, having accepted the
quality principles as an integral part of instiutional cul-
ture, leaders must support this culwre by designing sys-
tems and making the necessary resources available to
implement the quality principles.

This definition of the quality principles includ os two as-
pects of leadership: (1) leaders who create the quality cul-
wire and (25 leaders who sppport the quality culture, Teis the
principle of leadership that perpetuates the quality improve-
ment svstem and enables the other principles o come full
circle, reinforcing the underlying premise that the principles
need to be fmplemented as asvsteny i they: are o become
operationalized within an institution. These cight principles
are guidelines for human behavior, Organizations change
when individuals change. so individuals must change. The
quality principles® facilitate change.

The Quality Principles and a Change in Culturc
Implementing the quality principles may be a significant
clhiange in culture for higher eduction. For example, institu-
tional missions are often vague, and it is often dilficult 1o
distinguish one institution’s mission statement from anothers.
[nstitutions wre not accustomed o measuring the oulcomes of
their processes: they typically do not svstematically measure
whether students teave with higher-level skills than when
they entered the institution. The assumption is that value has
been added. but this assumption traditionally has not been
validated. Assessing their practices and measuring the
amount of value added are only reeent priorities for many
higher education institutions. Institutions historically have
operated as separate entities, with faculty, administrators, and
stalt acting as independent contractors working in isolation
instead ol working together, Viewing institutions s svstems

A this pomt. it is importnd o distingush between o practice i o prind-
ple. A practice works i one situation and not necessarilh inanaother, wile
principles are fundamentad traths that huve universal application. When
truths e intemnadized mto persoml alnts, people are empow ered 1o create
wvariety of practices o addiess dferenn sitaations, Therefore, principles
are guidelines for hunun bebavion hecause they have endudng, penanent
value tConves jas fogetnen, these eight prinaples shuape e asitinion by
OPRCLALNG ds o conlinuous svsien.

27

BEST COPY AVAILABLE



@@@

of interdependent parts, each contributing to achievement of
the mission, is not the normt in higher education.

Morcover. institutions have tuditionslly operated without 2
focus on stakcholders” expectations, Faculiy decided what
was considered appropriate for the curriculum and how it
wus 1o e aught. Although establishment of the Tand-grant
colleges and creation of comprehensive community colléges
are examples of the public's dissatisfuction with the lack of
faculty responsiveness to stakeholders' needs. faculty continue
to have total say over content of the curriculum. And because
ol this inward [ocus on the curriculum, institutions have ex-
istedd withour a strong sense ol the need 1o consider the ex-
pectations of those senved and therefore made little effort to
collect data about stakceholders' expectations, On the whole,
the culture of higher education has had leaders making deci-
sions based on intuition and personal or “professional™ expe-
rience instead of dat Traditionally, “strong. charismatic” lead-
ers have been rewarded for making decisions independently.,
often based on itde daa (Fisher 1980, Without measurement
of institutional r-ocesses and outcomes, olten no short-term
wiy exists of knowing the effectiveness of these decisions
and this form of leadership thus often continues until it be-
comes evident that it is tme for new leadership.

In 2 culture that supports quality improvement, vision and
mission statements are revisited regularly o continualhy an-
chor institutional outcomes. Involving current stikeholders in
develaping these statements ensures that their input is in-
cluded in defining and redefining the institation. The quality
principles are not a top-dowa approach. but an inclusive ap-
proach in which every voice has an opportunity 1o be heard.

Leaders empower individuals and teams by sharing infor-
nition and invoiving them in making decisions. This in-
volvement makes the mission come alive, helps o align
members to o shared vision: and ereates owoership for the
provess and outcomes. Decisions are based on the input of
the people most affected by the decisions. But leaders must
also ensure that evervone has the appropriate skills and
knowledge to be successful in his or her joh. Thus, people
must be continuously trained and educied, Traditionally,
professional development has been related to a specific
discipline and has occurred independently or sporadically. A
quality culture emphasizes that learning is o continuous
process, and to continuously educate members on i variety

A Cultiae for Academic Excelfence ' 13
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of topics, systematic individual development becomes a part
of the overall svsten,

The quality principles are fundamentally comparable to
the basic values of higher education but require a gradual
culture change to ensure that the values are purt of an insti-
wition’s dailv existence.

Higher Education Institutions’ Adoption

Of the Quality Principles

Several higher education authors support the concept of an
educational svstem based on the quality principles (see, ¢.g..
Chaffee and Shery 1992; Marchese 1993 Ruben 19934,
1993b: Sevmour 1992, 1993a. 1990: Sevmeur and Collett
1991). advocating institutions” adoption of the philosophy
and tools of quality as a better way to operate higher educa-
rion institutions. The quality movement cannat be dismissed
as unother management fac (Pleffer 1993: Sevmour 1992), It
15 100 well grounded in a scientific approuch 1o problem
solving. and it has been tested in numerous organizations in
a variety of industries over a period of more than three
decades.

A number of higher education institutions have begun to
adopt the quality principles and 1o define quality according
to stakeholders” expectations and ceducational outcomes
(Miller 1991: Sevmour 1992; Sherr and Teeter 1991 Span-
bauer 1992). Table 1 lists institutions that were among the
first 1o consciously implement the quality principles.

Rescarch indicates organizations that use quality practices
are more successful than those that follow waditional mod-
els, Greater revenues. stakeholders” increased satisfaction.
lower costs. higher productivity, and superior services are
often outcomes of institutions using quality principles
Melissaratos and Arendt 1992).* Moreover, cenain high-
performing colleges have used the Malcolm Baldrige

*Further support tor the suceess of the quabity approach vomes from a study
of Bakdrige winners” conimon stoch, For two consecutive vears (1995 and
1996), the Nationa! Institite of Standards and Teehnology's study of stock
investients Tound that Guality mamgement resulted in impressive returns,
When NIST “invested™ a vpothetical sum of money in the Standard &
Poar's 300 and i cach of the publich tuded companies (ive whole compa-
nies and nine parent companies of subsidiaries) who have won the Malcohn
Baldrige National Quality Award since 1S, the 14 publich traded eompa-
nies cearle outperformed the S&P 5300 companies by greater than four o
one The five whole companies performed even betier. outpesformming, the
NP [00 by nrore than five 10 one (National Institute of Standards 1996).
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National Quulity Award as a framework for improving higher
education (Seymour 1996), and implementing the quality
principles has made a significant and positive difference for
these institutions. '

TABLE 1

Higher Education Institutions among the
First to Adopt the Quality Principles

Alabama State University Marietta College

Arkansas State Univorsity Northwes! Missouri State University
Atkansas Tech University Oregon State Uriversity

Babson College The Pennsytvania Slate University
Boaimont University St. John Fisher College
Brazospoit Coliegs Samford University

Centiral Connacticut State University Southerm Cotege of Technology
Clemson University United States Al Force Academy
Colorado State University University of Chicago

Comell University University of llinois-Chicago
Datlias County Community Colleg# District University of Maryland

Delaware County Community College University of Michigan

Duke University University of Minnesota-Duluth

El Gamino ‘Zommunity College University of Minnesota-Twin Cities
Fordham University University of Montevalio

Fox Valisy Technical College University of Pennsylvania
George Mason University University of Tampa

Gaorgia Institute of Technology Universty of Wiaconain-Madison
Grand Rapide Junior Colege University of Wyoming

Lamar Community Collegs Winona Siate University

Maricopa County Community Cotege District

Organization of This Report

The quality movement has been given a variety of labels,
among them “total quality management”™ (TQM), “continuous
quality improvement.” (CQD, and, in this monograph, “the
quality principles.” This report describes, through an exten-
sive review of the literature and by incorporating the results
of a national survey, how institutions can create a culture for
academic excellence by implementing the quality principles
in higher education. The first section, *The History of the
Quality Movement,” explains the historical significance of
the quality movement in relationship to business and indus-
try. “What [s Quality?” defines quality as it relates to higher
cducation institutions, and “The Evolution of Quality in
Higher Education™ describes how the quality movement has
cvolved among postsecondary institutions. “Creating a

A Gulture for Academic Excellence 15
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Quadity Culture” identifies the components of an institutional
culture, describes how o build @ culture that supports the
quality principles. and briefly explains each principle. “The
shifting Paradigin” discusses the change in thinking that is a
prerequisite to initiating the quality approach on campus.
The tollowing cight scctons explain ¢ach of the eight qual-
ity principles in the context of higher education. The under-
Iving premise is that the principles, used as a total system,
form the foundation of quality improvement. The final sec-
tion, “Implications of Implementing the Quality Principles,”
integrates the lessons learned from practitioners committed
to the qualite principles, enabling readers o hencefit from the
practical experiences of administrators and faculty engaged
in and dedicated s implementing the quality principles in
higher education.
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THE HISTORY OF THE QUALITY MOVEMENT

Quality is not just an outpud, but a mind-set and work
process that ensures the speed and flexibility consuumers
now expect. Organizations must run faster to deliver
what the custoiner wants, but must also run longer,
becarse the competition keeps moving the “finish line™
Jfarther civay—"a race withbout a finish line” (Schmidt
and Finnigan 1992, pp. xii—xiii).

The quality principles individually are not new, but in combi-
nation they are a new philosophical way of thinking about
how organizations operate—an example of a whole greater
than the sum of its parts. In business and industry, the quality
movement is 4 new paradigm of management. W. Edwards
Deming referred to it as “the third Industrial Revolution™
(Schmidt and Finnigan 1992). Quality products have always
been prized, but the philosophy of quality is primarily a
post=World War [l phenomenon.

After World War I1, American business and industry helkd
a competitive advanitage over other countries, the market
seemed almost limitless, and the quality of products did not
seem so important when customers were waiting 10 be able
to buy them. It was casy 1o succeed in this business environ-
ment: in fact, it was almost impossible to fail. The United
States had the largest market, superior technology., more
highly skilled workers, more wealth, and the best manag-
crs of the industrialized countries (Dertouzos, Lester, and
Solow 1989).

At the sume time, Japan wis intent on improving its ccon-
omy through manufacturing and wrade: however, Japanese
products were inferior to what was being produced in the
West. Through the Japanese Federation of Economic Organi-
zations and the Union of Jupanese Scientists and Engineers,
Japanese companics acted together to send teams Lo visit
forcign companies to study their approaches to nmanaging
for quality, translate forcign literature into Japanese, and
invite foreign lecturers, such as W Edwards Deming and
Joseph M. Juran, o Japan to conduct training courses on
such topics as statistics and managing for quality (Juran
199300, Deming and Juran inlluenced Japanese nanagement
and. in turn, were influenced by Fapanese quality experts
and by kipanese managemoent concepts.,

The Lapanese readily embriaced the theories of Deming
and Juran as well as input from their own experts on qual-
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ity. The quality culture that resuited propelled Japan into a
position of leadership in the world marketplace by the late
1970s. Management theories and practices that once seemed
idealistic and academic were shown to work extremely well.

How did Japanese companies progress so quickly? The
Japanese adopted six strategies that led to the revolution
(Juran 1995a):

1. Upper managers took charge of leading the revolution.

. Companies trained their engineers and workers in statis-
tical methods for quality control (Deming's 1950 lectures
were the seed courses).

. Entire managerial hierarchics were trained in how to
manage for quality (Juran's 1954 lectures were the seed
courses).

-+ Quality improvement was undertaken at a revolutionary

rate. yedr after vear.

3. The workforce was allowed to participate in quality
improvement through quality control circles G contribu-
tion of Japancse quality expert Kaoru Eshikawa),

0. Companies included quality goals in their business plans.,

I

"

Sonme have said that i Deming and Juran had not given
their lectures in Japan, the Japanese quality revolution
would not have occurred. But Juran himself disagrees:

Heied the Americans nerer gone there. the fopenitese
quality rerolution waonldd bere taken place withowt
them. Eacl of the Americans did bring to e a
stractured treeining peckage that the Japanese bead not
vet erolved. D that sense. each gere the Japeniese o
degree of jroup-siart. But the same Americans also gare
their lectires i olher countries, none of whbich sic-
ceedded i badleding soeh a revolution. . The wnsing
bevoes of the fapanese gualiny reroluion dre the
Jerpanitese nicnniagers (Juran 1995a. p. 30).

It wits those managers who put all the ideis together into o
quality culture.

In the Tate 19705 and 1980s, many Americin compinics
began to understand that they could not sunvive unless they
changed their wavs of doing business. The principles of
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quality management that were originally formulaied in the
United States were brought back to this country and applied
in many companies. The momentum of the quality move-
ment in the United States was fueled by the competitive and
global marketplace in which American projects were falling
behind higher-quality products. primarily made in Japan.
These products were less costly to manufaciure. sold at
lower prices, and produced much faster than American
products. People in the United States began to prefer the
foreign products, not only because they were cheaper, but
also because thev were better. The demand for American

products fell. and American manufacturers found themselves -

in the unfamiliar role of playving catch-up with forcign manu-
facturers. To add to their difficulty, customers started o de-
mand even higher levels of quality as their expectations
continued o rise (Schmidt and Finnigan 1992).

American businesses wrned to qualiy consultants—the
three best known of which were Deming, Juran, and Philip
Croshby—to help them save their conpanies. Each consultant
contributed to the overall development of the quality move-
ment. Deming's philosophy is based on an all-embracing
concept of quality and an understanding of variacion. com-
bined in an environment in which teamwork, rather than
competition, prevails (Deming 1986 Neave 1990: Walton
19865, His message o nanagement was veny simple: H yvou
improve the qualite of vour goods and services, vou will
increase vour productivity because there will be less serap
and less rework (see figure 1),

Juran’s trilogy of quality planning. quatity control. and
quality improvenwent is the basis for his ideas on guality
management. His philosophy stresses that emplovees must
be involved in project teams. that nanagers must lisien to
cmplovees and help them rank processes and systems that
require improvement, and that managers must provide
recognition to the entire task foree alter a project is com-
pleted Quran 1988, 1989, 1992), Crosby popularized the idea
that zero defects is the only acceptable performancee stan-
dard, arguing that companics must do the right thing the
fiest time and not depend upon inspection to find problems
s they can he fixed (Crosby 1979, 1992,

Today, some American companies are world Teaders he-
cause they have imptemented qualite principles. among
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them Federal Express, Hewlen-Packard, Intel, Milliken,
Motorola, Saturn, and Xerox (Schmidt and Finnigan 1992).*
The quality principles are the integration of a number of
management theories. Eleven management theories and prac-
tices have been identified as contributing to quality principles:

—

. Scientific mancagement: Finding the best way to do a

job. .

. Group dynamics: Enlisting and organizing the power of
group experience.
3. Uraining and decelopment: Investing in human capital.
4. Motivation through achierement: Knowing that people
attain satisfaction from accomplishment.
5. Dployees” involvement: Giving workers some influence
in the organization.

O. Sociotechnical systems: Qperating organizations as open
SYSICS.

7. Organizational developrent: Helping organizations 1o
learn and change.

8. Corporate culliire: Knowing the beliefs. myths. and val-
ues that guide the behavior of people throughout the
organization.

9. The new leadersbip theory: Inspiring and empowering
others to act.

10. The linking-pin concept of organization: Creating cross-
functional teams,

VL. Strategic planning: Matching external challenges with

internal strengths (Schmidt and Finnigan 19925,

I

These management theories and practices are part of the
culture of organizations that are committed to the quality
movement. including those that have won the Mailcolm
Buldrige National Quulity Award (table 2),

‘For more infornauon on the history of the guatitv pevement m business
and medastiy, ace Cormeshy ot al 1991 Dabans and Crasdord-Mason (99
Garvig 1958; Gitlow | Oppenhcin, and Oppenhein 1995 Ishikaawa 1983,
Turan 199355 schmide and Finnigan 1992, Widsworth, stephens, and
Godtiey 980
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FIGURE 1
The Deming Chain Reaction
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TABLE 2

Winners of the Malcolm Baldrige National Quality Award

Year Category Winner
1968 Manufacturing Motorola, Inc.
Manulactunng Westinghouse Efectnc Com.
- Commercial Nuctear Fuel Division
Small business Globe Metaliurgical, inc.
1989 Ma .afactunng Miliken & Co.
. Manufactunng Xerox Com.
- Business Products and Systems
1990 Manufactunng General Motors
- Cadiltac Division
Manufactunng 1BM Rochester
Service company Foderal Express Cormp.
Small business Wallace Co.
1991 Manutacturing Soiectron Comp.
Manutactunng Zytec Comp.
Small business. Marlow Industries
1992 Manulacturing AT&T Transmission Systemns Business Ut
Manufactunng Texas Instruments’ Delense Systems and
Electronics Group
Service company AT&T Universal Card Services
Service company Ritz-Cailton Hotel
Small businass Granite Rock Co.
1993 Manutactunng Easiman Chemical
Smali business Ames Rubber
1984 Service company ATAT Consumer Communication Serces
Servica company GTE Diieclones
Small business Waunwright Industries
1995 Manutaclunng Armmsirong Wold Indusines’ Building Production
Operation
Manufactunng Comung Talecommunicahions Products Dimson
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WHAT IS QUALITY?

What is quelity? People are willing to pay for it, organi-
zations cre driven o ineest i i, workoers are exborted
10 produce it and acvertisers feel compelled to conntir-
nicaie it. Everyone wans it but what is it? (Seymour
1993b. p. 6).

All this sonnels lilze the Golden Rile 10 me Carothers
and Sevigny 1993, p. 15).

Definitions of Quality
Definitions of quality in the literature vary. It is:

s ., a predictable degree of unitormin and dependability
at a low cost, suited 1o the marke!™ (Deming 1986), How
well do graduaites meet the needs of their first employers?

e - .. ftness for use, as judged by the user” (Juran 1989).
Are the books in the bookstore before classes start?
« ... conformanee o requirements” (Crosby 1979). Are all

graduates able to pass examinations {or certification into
professional programs?

e - .. full customer satisfaction”™ (Feigenbaum 19560, Are
faculty needs for support services being met by the ad-
ministrition?

e ... continuing improvement involving evervone” (Imai

1980). Are members working together to improve pro-

cesses and systems?

“. . .a thought revolution in management” (Ishikawa

1983, Tave institutions focused on value-added instead

of input measures for success?

Within business and industry. quality is often thought of as
best in class, how well an organization achicves its mission,
exceeding stakeholders” expectations. continuous improve-
ment. and a process, not just an outcome. Although they are
cach an important part of defining quality, these descriptions
are insufficient in and of themselves.

Quality is defined by stakeholders (Deming 1986). There-
fore, in continuous improvement, quality is a moving target
because customers’ pereeptions continue to change and
evolve. Fundamenial to the quality principles is the inclusion
of stakeholders™ input “to ¢ngage in 4 continuous process
that involves (1) determining how well needs and expectit-
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tons are being met and (2) identifving where improvements
are needed” (Ruben 19950 p. 138),

I members of the academy view efforts to achieve quality
as o cookie-catter approach, the efforts will likely not suc-
ceed. The power of the quality principles is that they are
hased on stakcholders” expectations, When it becomes part
of an organization’s culture 1o have its vision, mission. and
outcomes driven by siakeholders. the changing needs and
expectations of stikeholders are automatically taken into
consideration and changes are made accordingly. Quality is
then seen as conceptually and pragmatically dependent
upon meeting and exceeding stakeholders” expectations aod
requirements rather than the more arbitrary comparison 1o
the competition (Ruben 1993a).

Quality is something people do ta verh) rather than a
state of being (e noun) (Chattee and Sherr 1992). If an or-
ganiztion stops working o achieve quality, it begins to
move way from having quality”™ (p. xx). Quality therclore is
a coneept of a state of being, an orientation and a philosc-
phy focused on action.

Quality is a nebulous word like “excetlent” or “outstand-
ing.” all of which are dilficult to define. Yet it is important to
define quality. because if it cannot be defined. then it cannot
be measured, 1 quality cannot be measured. it cannot be
achieved. And if quality cannot be achieved, the cost of
poor quality continues 1o erode future opportunities for an
institution (Berry 1991, An organization that can define,
messure, and achicve quality in conjunction with monitoring
stakeholders™ pereeptions will carmn and sustain a strong
compeltitive advantage. I'wo kinds of guulity exist—quality
in fact and quality in perception—and it is not possible 10
have totad quality unless both are present (Revnolds 1992),

Higher education institutions use four criteria to define
quality (Bergquist 1993). The oldest measurement concerns
the mpuit of resources—for example, giade point averages
or standardized test scores of entering students, terminal de-
arces of faculty, number of books in the library, or size of
the instituion’s endow ment—into an institation. (utprits are
the =ccond traditional medsurement of quality: they include
such items as the overall graduation wate, the number of
graduates going on to “the best™ graduate schools, the num-
her of faculty publications or reseirch grants, the number of
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scholarly awards, or the number of graduates leading Foi-
fine 300 companies.

More recenty, institutions have begun o measure quality
by ealue-added criteria defined, not by some nadonal stan-
clard, but through a comparison of the sute of affairs before
and after 4 process—for example. the intellectual develop-
ment of a student from freshman vear o graduation or an
increased number of citizens employed as a result of the
faculty’s public service projects. Finallv. some institutions are
beginning to buse the state of their quality on improvements
in and effectiveness of their processes involving both aca-
demic and nonacidemic portions of the institetion, Thus,
the guality of teaching would be measured, not by final
giades. but by students™ involvement. or the quality of the
student aid office would be mcasured, not by total awards
handicd. but by how timehy cach award was administered.

Combining these four eriteria results in the following
definition of quatity:

Quality exists in a college or university to the extent
theit adequiate and appropriate resonrces are being
clivected sieccessfilly toward the acconiplishnient of
prission-redatedd instititional ontcomes andd that pro-
Qrams in the colfege or nniversite ke a siguificent
cned positive mission-refaied difference in the lives of
Freople affiliated with the college or niversity and are
created, conedpected., aid modifiod Gn a e that is
cansistent with the nission faed veliees) of the institi-
tian (Bergquist 1995, p. -4,

The valne of Bergguists definition of quality is that it not
only develaps a relationship among the four criteria most
often used 10 measure quetlity, but also sees quality as an
ongoing process, The definition falls shost, however, -
cause it does not define quality as an integral part of an
orgunization’s culture :

Sumimary

The ¢ualiny: principles provide o comprehensive way o de-
velop an understanding ol quality as both @ personal philos-
ophy and o culture change. Continuous improvement .
more speciticatlv o tot! quadine management are being used

More re-
cently, in-
stitutions
bave begun
to measure
quality by
value-
added cri-
teria de-
Jined . ..
through a
compari-
son of the
staie of
affairs
before and
after a
process. ..
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as quick fixes instead of focusing on needed fong-term

“changes in the culture o improve quality. The focus of this

monograph is on an examination of the quality principles as
the underlying foundation of the quality movement, The
principles are simple. not new. and based on common
sense, The real challenge is o create a quality cuiture that
incorporates aff the principles and applivs them in o disci-
plined manner. '
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THE EVOLUTION OF QUALITY IN
HIGHER EDUCATION

The financial bealth of virtually every American college
or university depends divectly on tuition-paying,
appropriation-generating undergraduate stitdents.
Giving undergraduates good value for what they. their
parents, and the public invest in higher education is the
siugle most importeon thing the institution cair do to get
out of “the mess™(Leslic and Fretwell 1996, p. 20).

Similar to the implementation of long-range planning in the
late 1970s and strategic planning in the mid-1980s, higher
education is influenced by the experiences of business and
industry in their use of the quality principles. Suff competi-
tion through the introduction of hetter products from foreign
countries gave American businesses the impetus to become
involved in qualitv: competition for students from other
institutions of higher education and the desire 10 enhance
the institution has given American colleges and universities
the impetus o investigate the quality principles, Many insti-
tutions that are in the forefront of implementing the quality
principles were encouraged by business leaders. In some
instances, institutions were criticized because their graduates
were not educated in the quality principles. Tn other cases,
institutions were asked to help teach the quality principles
to employees in certain companies. In still other situations.
businesses encouraged colleges and universities to uy imple-
menting the quality principles as a more etfective way of
operating the institution.

At the end of the 1980s and the beginning of the 1990s, the
quatlity movement in higher education existed only on the
fringes of campus concerns, In most institutions where an
awareness of quality principles existed, the awieness came
from outside sources, such as books and articles on quality,
Few institutions were involved in praciicing the principles.
But interest in the quality movement exploded in 1991 and
1992, as cvidenced by the resulis of a national survey on
TQM on campus (Freed, Klugman, and Fife 1994). In this sur-
vey of over 100 instituions that were identified as having
shown interest in the quality principles, 25 percent of the re-
sponding institutions reported that they began implementation
of the principles in 1990 or before 1990, 50 percent reported
that they began in 1991 or 1992, and 25 pereent reported that
they began in 1993 and carly 1994, During the late 19805 and
carly 1990s, institutions questioned whether the guality move-
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ment wus appropricite for education. Just a few vears later,
administrators asked not whether the quality movement was
appropriate, bhut Aourto make the quality principles relevant
and worthwhile to their campuses (American Association
1994). As the momentum continued 1o grow, institutions with
individual success stories were able to stimulate interest in
other institutions (Amierican Association 199-4).

The first three institutions o become thoroughly ipvolved
in the quality movement seemingly were Northwest Missouri
State University in 1984, Fox Valley Technical College in
1986, and Oregon State University in 1989, Although these
three institutions differ in size, locution, and type of degrees
offered, they all had presidents who developed an interest
in the quality movement, became champions of quality
within their own institutions, and applied the quality princi-
ples withy a long-term commiunent (Hubbard 1993).

The carly followers on the quality journey were a mix of
community colleges, four-veur private colleges and universi-
ties, and four-year public schools. Although distinctively dif-
ferent. cach institution found the quality principles appropri-
ae to its situation. A number of the institutions have been
surveyed and have provided in-depth information about why
they became interested in the quality movement (American
Association 1994: Seymour 1993b: Seymour and Colletwt 1991).
Table 1 (p. 15) provides a list of institutions that participated
in these studies.

A wide variety of external influences led institutions o
cmbrace the quality movement (Hoffman and Julius 1993).
Criticism, encouragement. and pressure from businesses
were often dited as reasons in institutions located in metro-
politin arcas. Public institutions cited legislative and public
demands for accountahility because of the significant state
[unds being allocated to public institutions. These same insti-
tutions cited reduced support fron state governments as an
additional impetus to implement the quadity principles. Along
the same lines, some schools faced declining enrolliments
beciause of increased competition and o declining population
base. And other schools cited reacereditation and advice
from college sdvisory boards (American Association 199
Freed, Klugman. and Fife 1994 Sevmour and Cotlett 1991,

Internal influences that Ted institutions to embrice the
quality principles were also quite varied. Several instintions
recognized the irony that they taaght quality improvement
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hut did not pracrice what they taught. Many realized that they
needed to improve processes within their institutions, others
sought to improve services for stakeholders, and still others
sought to achicve the institution’s vision and mission. Many
institutions wanted o eliminate the duplication of effort in
academic and administrative areas and thereby increase the
organization’s efficieney tAmerican Association 1994; Freed.
Klugman. and Fife 199+ Sevmour and Collett 1991).

Interest in implementing ithe quality principles continues
to evolve, as seen in the annual Quality in Education Survey
by Queddity Progress. Since 1991, Quadity Progress has con-
ducted a survey 1o determine how many community colle
and four-vear public and privite colleges and universities
offer courses in quality improvement and whether they appiy
the qualdity principles in nanaging their institutions. The
number of participants has steadily increased over the five
years: community coileges from 1+ 10 83 and tour-year col-
eges and universities from 78 1o 220, EFighty-cight pereent off
the four-vear colleges and universities that responded in 1995
reponted using the quality principles to manage their admin-
istrations, 55 percent offer quality-related cenificates, minors,
or degrees, and -2 percent do both, Among community col-
leges, O1 percent of respondents use quality principles to
manage their administradions. 60 percent offer quality-
rekated certilicates, minors, or degrees, and 32 percent do
hoth (Calek 1995).

In response to this increased interest in the quality move-
ment during 1990 to 1992, the American Assocition for
Higher Education tAAHE)Y and the Williim C. Norris Institute
colluborated to create the Academic Quality Consortium
(AQCY in January 1993, The purpose of AQC is 1o provide
campuses committed to implementing quality in higher edu-
cation with the opportunity to exchange information, build
on one another’s experiences, expand on assessment prie-
tices already used, and share the results of their work with
the wider higher education community. Seventeen institu-
tions were part of AQC when it began in 1993 in fall 1996
there were 20 members (see table 3). These institutions have
sained experience in pursuing quality and provide a learn-
ing laboratory Tor shawing among the most advanced practi-
tioners. Initial work focused on establishing an annuad na-

ues

<

tional conference on continuous quality improvement and
the assessment of learning cach fune. The Tth Annual
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AAHE Conference on Assessment and Quality was held in
1990: it was the fourth annual conference incorporating
quality as well as assessment. '

TABLE 3

Current Members of the Academic Quality Consortium

Alvermo College Northwes!| Missoun State University
Babson College Oregon State University

Beimon! University Pennsylvama State University
Clemson University Rutgers University

Dallas County Community Cellege Distact St. John Fisher College

Delaware County Community College Samtord University

Georgla Insitule of Technology University of Michigan

Mancopa County Community Colleges University of Minnzsota-Twin Cities
Manetla College University of Wiscensin-Madison
Miarm: University Winooa State University

A primary way this group shares its experiences and
knowledge of quality practices is through the AAHE Con-
tinuous Quality Improvement (CQ1) Project. An e-muil dis-
cussion list open to all educators interested in quality im-
provement in higher education, CQI-L. was started in Jun-
uary 1994. The group began with a membership of approx-
imately 50 and had grown to approximately 750 members
in fall 1996. In January 1995, the CQI Project announced
the formation of the Campus Quality Coordinators Network
(CoordNet). CoordNet is open to only one person per cuim-
pus: it was formed to provide campus quality coordinators
with access to colleagues, information. new ideas, and assis-
tance with the challenges of improving quality on their cam-
puses. Within four weeks of its initiation, CoordNet had 55
members; as of fall 1996, it had 11T members. A sceond c-
mail discussion list, Coord-L, wus started in February 19935
for members of CoordNet. It is apparent from the growth of
these groups that the interest in quality improvement in
higher education continues to expand.

A number of community and technical colleges thiat were
in the process of implementing quality improvement formed
the Continuous Quality Improvement Netwaork of Commus-
nity and Technical Colleges (CQINY in 1990, The purposes
of CQIN are to assist member CEOs with active organiza-
tional transformation through outside-the-box learning and
the sharing of best practices, and to enhance active institu-
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tional learning for faculry, stalf, and trustees. The organiza-
tion meets twice each year, once for a summer institute that
discusses a learning theme and a second time (for the CEOs)
that addresses issues of leadership and a particular subject
related to learning organizations and continuous quality
improvement. As of fall 1996, 26 institutions and two com-
munity college districts were meimbers of CQIN.

Another organization that seeks to promote quality in
higher education is the National Association of College and
University Business Officers (NACUBO). Through its offer-
ings of professional development workshops for administra-
tors and its annual meeting, NACUBO stresses process im-
provement and highlights innovative ideas that assist colleges
and universities in offering new or better services to their
students. The focus of the 1996 NACUBO annual meeting
was on collaboration between colleges and universities anc
private industry, local businesses, government. and other
organizations. In addition, NACUBO recognizes successful
efforts to improve colleges and universities by each year
awarding quality improvement of departimentat and campus
programs; process improvement through reengineering, re-
design, and restructuring: and cost reduction, enhanced rev-
enue, and improved productivity initiatives. NACUBO's
Benchmarking project provides institutions with an opportu-
nity to compuare themselves with other institutions as well as
to measure their improvement over time. NACUBO's full
membership is approximately 2.660 organizations, with 2,100
of them colleges and universities.

Closely allied with quality in higher education is assess-
ment. and “an assessment plan is a4 means to the end of
continuous improvement” (Lovett 1994, p. 6). Although the
assessment movement in higher education took hold nuch
earlier than the guility movement, its objectives are an inte-
gral part of the quality principles. Whercas the assessment
movement has concentrated on the academic side, focusing
on improving teaching and learning, the quality principles
include continuous assessment of both the academic and the
nonacademic side of the academy. Because the quality tech-
niques were perceived to be management ools, the quality
principles were first applied in achninistration and only later
in the academic areas (Seymour 1991; Seymour and Collett
1991). Sixty-cight percent of responding institutions in one
survey had used the quality principles in at least one arca

A Cidtire Jor Academic Ixcellence
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within both administrative and academic parts of the organi-
zzion, 10 percent in academic areuas only, and 22 percent in
administrative areas only (Freed. Klugman. and Fife 1994).
Furthermore, 38 percent of the institutions reported that the
auality principles had been used by at least one faculey
member in classroom instruction.

The beginning of the ussessment moverent in higher
education is associated with the publication of two national
reports, hrrolvement in Learning (National Institute of
Education 1980 and lutegrity in the Coflege Currvicrihinom
(Association of American Colleges 1989, These reports
clled for major changes in the contents and coherence of
curicula, They also called for a new look at the breadth of
knowledge. skills, and attitudes that all gradutes shoulkd
possess in common (Ewell 19910,

External pressure for assessment e From business and
industry in complaints about the decline in the quality of
graduates, Government beainme involved in 1986 with the
publication of reporis by the Education Commission of the
States and the National Governors Association promoting
assessment as o means 1o make institutions accountible to
the public.

In response to these internal and external pressures on
. higher education. many institutions developed assessment
programs. One consequence of the external pressure on
institutions (o create plins 1o assess stadents” learming was

vt instituiions developed negative aditudes wward assess-
ment and adopted burcaucratic approiches to it (Lovet
199-1). To save tume. institttions began with programs thiu
used standardized rests: e was only afier seeing the limit-
tions of end-point testing that they began o iy alternatives
that included measures of input and behavior (Ewell 1991),
Just as the implementation ol the queality principles in
higher cducation moved from the adoption of techniques
digectly from business and industry 1o a systemic approach
Lo quality improvement, assessment moved from entirely
outcome-basced programs 1o more informative process-hased
progeams. A process-hised assessment approach involves
three steps (Ewell 199D, Firstis the increased reliance on
systeniitic process indicators 1o make sense of outcomes—
which doces not mean that ontcomes are abandoned but that
measurements e first tiken to assess the standiards at the
beginning of a process thaseline meusurements) and are

i
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followed up with addition:] measures to monitor how well
the process is working. Second is the increasing reliance on
natural setlings tor gathering information, which includes
using the network of existing points of contact with students
to gather data on students and periodically to collect exam-
ples of students™ actual work in portfolios. Third is the in-
creased use of classroom assessment to improve teaching
and learning through frequent checks of how well students
are meeting the gouls of instruction (Cross 1994). Individual
instructors can periodically collect information from their
students. using many methods of feedback (Angelo and
Cross 1993). The strengths of classroom assessment tech-
niques, which are fundamental to the quality principles, are
that individual faculty members have more conirol over the
results. Because faculty manage the classroom process them-
seives, ongoing process information—the results of which
the faculty member cuan quickly respond to—is less threaten-
ing than information about outcomes, which comes too late
for any faculty intervention.

Classroom and institutional assessment and the tools and
techniques of the quality movement provide data that can
enable an instituwion to improve, These two approaches
work together within the framework of interrelated ancl
continuous academic quality management (Dill 1992) (see
figure 2). Traditional educational systems are linear. In this
system, students are educated through a program that fea-
ires specific educational processes. The students are then
placed injobs with employers, who are major customers of
and stakeholders in the success of this educational process.
Under the traditional, Tinear approach. employvers usually
have linle input into the content of the curviculum and
therefore become major critics of the process.

in an academic quality management model or system,
employers are seen as importint assessors of the results of
the education process and therefore are included in the
process. As a consequence, educational programs are con-
tinuously designed and redesigned based on a combination
of stakeholders” expectations and faculty knowledge and
expertise. Institutional assessment produces measures of
students’ performance at various points in the educational
program when changes can still be made that will improve
the results for individual students, As such, assessment pro-
vides data lor improving students” learning. The 1ools and
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techniques of quality are used in the study of particular edu-
cational processes that contribute to the overall educational
program. The quality principles guide the management of
the entire system, from studenis to stakeholders (1Dill 1992).

FIGURE 2
Stages of Contemporary Quality Management in Higher Education
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CREATING A QUALITY CULTURE

Exemplary presidents give equal attention 1o task and
relationships. and [theyvl bave a collaborative relation-
ship with the faculty. Fheir contineed willingness o
listenr and be influenced serves as a source of reviewal
of their nioral aithority and interpretive capabilities
(Birnbaum 1992, p. 139).

Culture is “the cumulative perception of how the oraaniza-
tion treats people and how people expect to treat one an-
other. It is based on consistent and persistent management
action, as seen by employees, vendors, and customers™
{Sashkin and Kiser 1993, p. 111, Culture is the collective
programming of the mind (Hodgetts 1993): this collective
programming is an inferential concept that is perceived and
felt, often invisible but binding,. “Culture is usually defined
as social or normative glue that holds an organization to-
gether™ (Smircich 1983, p. 344). The culture is based on val-
ues and beliefs that members share. Institutional culture is
the set of goals and values to which, ideallv, all emplovees
are commitied. It need not be set down as written principles
or guidelines, but it must be anchored in the heads (cogni-
tiveh) and the hearts (emotionally) of all employees and
respected by leaders and followers alike (Simon 1996).

A lack of understanding about the role of organizational
culture in improving management and institutional pertor-
mance inhibits the ability o address the challenges facing
higher educaiion. Because an institution's culture is reflected
in what is done. how it is done, and whe is involved in do-
ing it. culture plavs o central role in the quality improvement
movement (Atkinson 1990: Crouch 1992, p. 293 When they
understand the connection between culure and continuous
improsvement. leaders itre beuer able to muake decisions con-
sistent with the values of the existing culture while working
o create a new culture (Chaftee and Tierney 1988,

A cultural shift is taking place. Organizations are moving
from 2 focus on procduct 1o o focus on market. which has
required managers to shifl from managing to leading and
from directing ecmplovees to cmpowering them (Steeples
1992). In higher education, culture has been referred to as
the ~invisible tapestiny™ that weaves together all parts and
members of the institution (Kuh and Whitt 1988), More
specificatly, culture in higher education is:

A Gultiere for Acadennce Exceltence
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. he collective. mitnally shaping patteris of norms.
calues, practices, beliefs, and assumptions that guide
the bebavior of individuclds and groups i an institite
of higher ecucation and provide a frame of reference
within which to hderpret the meaiing of events el
dctions on and off campus (Kuh and Whitt 1988, pp.
12-13).

Institution:l culivre is the tubric that weaves and supports the
quality principles into institutional practices and behaviors.,

The cultire of a college or miiversity (s its chosent pera-
digin, 1hose perspective petterns or hiterpreleative con-
streets fthat] provide a niedrix of meaning for shared
activities. . .. This is why the bighest task of leadership
is to shape a robust cultire congruent with the mission
of the institntion (Full 1995, p. 3).

All the foregoing definitions of culture emphasize that
organizations develop distinetive beliels and paterns over
time. Many of the patterns and assumptions act as an “un-
conscious infrastructure” (Kuh and Whitt 1988) and are ofien
taken for granted. They are reflected in mivths, wles, stories,
rituals, or ceremonies. The major components of organiza-
tonal culture emerge through the vision and principles of
the leaders (Argyris 1970: Bennis 1983 Davis 1984 Schein
1933). Leaders need o understand the significance of the
institutional culture because it affects how members think.
fecl. and act. The culture serves as an organizing framework
for determining rewards and punishments. what is valued
andd what is notand moral guidedines that bond individuals
and groups and influence hehaviors (Kuly and Whit 1988,

Bediuse a strong culture is powerful in guiding behavior,
it hielps emplovees perforn at a agher fevel in two ways.
First, 2 strong culture is a0 svstem of intormal rules that speci-
fics how people e to behave most of the time. Therelore,
cmplovees waste little time deciding how to et and they
are more productive. Second, people can feel beter aboun
what they dol so they e more likely to wark havder. The
strong standards and relaed value systeny provide a produc-
tve environment in which 1o work (heal and Kennedy
U8y,
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A Culture of Shared Values

A quality culture needs leaders who involve and empower
emiployecs in continuitlly improving processes. Leaders cre-
ate a community where members want o enroll in the
shared institutional vision. They understand that employees’
satisfuction is a prerequisite to customers’ satisfaction (Rey-
nolds 1992). A strong sense of disciplinary communication,

the hallmark of academic institutions, is heing rephiced by a _
sense of campus community. Institutions are building this

community through identifving common interests and shar- Leaders
ing expericnces. cregaile a

A recent study examining two ivpes of colleges exempli- Community
fies the power of creating a culture based on shared mission where
and core values. In the first type of college. faculty morale
wis fow even though salaries were high. weaching loads members
were moderiate, and resources were abundant: in the sec- want to en-
ond. faculty morale was gh although salarics were Tow, roll in the
teaching loads were overwhelming, and resources were shared in-
scarce. The distinguishing factor between the two types stitutional
ol institutions was that the one with higher morale had a
shared mission and o widely shared set of core values (Deal
and Jenkins 1994).

vision.

A Culture withow Fear
Effective organizations require open and honest communica-
tion (McGregor 1967), communication that depends on "a
climate of mutaal trust and support with the group . ..
[wherel members cun be themselves without fearing the
consequences” (p. 1920, Trust is the prime catalvst for in-
creasing productivity and quality in any organization
(Graham and LeBaron 199-0. Deming. in his 14 principles,
asserts that quality is impossible when people are afraid to
tell the truth, when fear permeates the workplace. Fear
arises from u situation in which people feel threatened by
possible repercussions i they speakl up about work-relaed
concerns” (Rvan and Oestreich 1991, p. 21, The quality of
the relaiionship between an employee and his or her super-
visor is ofien directly refated o the fear or Jack of oar that a
person experiences al work.

The vaditional hicrarchical system enabled ~the hoss™ o
set the tone of the culture, and over time eniployees becaime
culturally programmed not 1o trust their bosses. *Our national

A Culture for- Academic Excellence 37
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culure dictutes an active mistrust of hierarchy and conformity
and an appreciation of competition and rebellion™ (Ryan and
Oestreich 1991, p. 33). In the relationship benween boss and
subordinate, a win-lose mentality encourages complaints and
blame rather than cooperation and trust. A them-versus-us
attitude does not lead 1o collaborative problem solving.

Even entry-level people have a perception and concern
about what leaders at the top of the organization are doing
(Ryvan and Qestreich 1991). Members perceive top nunage-
ment as having little effect on daily activities, but their per-
ceptions influence how they think they will be treated daily,
If members of the organization do not trust upper manige-
ment. they will have an undedving fear that in turn affects
outcomes, 1 the behaviors emplovees see from nanagers
are abrasive, abusive, or ambiguous, the patierns of fear
hecome more entrenched” (p. 84, resulting in pauterns that
are difficult to break.

A Culture of Inclusiveness

Some organizations fooking for a quick fix mistakenly focus
on changing quulity-retated behaviors—changing the report-
ing structure or some work processes, for example—izather
than changing underdving values, beliefs, and assumptions
about continuous quiality improvement. Changing a culture
involves changing the patterns of norms. values, priciices.
heliofs, and assumptions that guide behaviors,

Bebarvioral cheanges ivolee changing bebacior without
mictking the corresponding changes in the wnderlying
valnes, belicfs. and asswinptions that make up the cril-
e, While there are sitiations when bebarioral
change is sufficient in the short terim, it is difticult and
expensice to maintaiyi in the long rine. This is hecaiese
the values and beliefs remain the same, and nicniagers
must spend significant aniois of time and encrgy on
maonitoring and controfling hebacior (Seal and Trom-
lev TOOS, p. 49).

In 2 culture of continuous improvement, administrators shift
from controlling behaviors o empowering and including
others, Members engage in self-management because they
understand their role in the overall institutional systen,
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A five-year studdy of presidential leadership in 32 colleges
and universities found that one of the chief reasons [or un-
successtul leadership was incongruence between the leader
and the institutional cubture (Birnbaum 1992), While the nutin
reason for the failure of presidencies was taking decisive
action without consulting with key stakeholders, usually carly
in a presidential career before a firm foundation of trust had
been established, it was not true of successtul presidents.

The most fmportant characteristic of exemplary: presi-
deits is that they are seen ds continuing to responcd (o
the Jaculty and willing 1o open themselves to faculty
inflnence. 1hey listen to facully, and they stipport exist-
ing faculty gocernance mechanisms, While modal feur-
eragef presidents are tikely to treat commireitication end
fnteraction as instrumiental devices fthat] become less
fmportant oncethey bave learned about the campus,
exenplery presidents are more likely fo view them as
essential aned contining compaonents of crolving com-
minitios. The model presiclent sees comnnication as d
means to em end: the exemplary presicent sees it as e
cucl to itself (Birnbaun 1992, p. 98).

LExemplay presidents appreciated the importance of under-
standing the organization's culture, constantly conimunicat-
ing with that culture so the president could be better under-
stood. and working within the culture to produce a shared
vision.

Influencing the Culture

Because leaders construct and reinforee the culture by their
caily actions, they need to be cognizant of how culture is
constructed, Otherwise, they may send incorrect or misun-
derstoond messages. Leaders unknowingly cian create a work-
place full of fear. Because actions often speak louder than
words, leaders need to be aware of their iactions, and they

-need o he careful that the appropriate message is being

perceived. Therefore, culture is ereated by its feadership.
Institutions can quickly communicate priorites. vidues, and
assumptions by consistently linking rewards to desired be-
haviors (Schein 1983). People tend o demonsirate iand re-
peat behaviors that are rewarded. Specificatly:

A Crlture for Acadeniic Excellence
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o What leaders consider important. measure, and control
sends messiges to employees,

* [low leaders react to institutional crises creates norms and
values and reveals important underlying assumptions.

= How leaders act demonstrates their assumptions and val-
ues. Whether leaders are perceived as role models, teach-
ers. or coaches depends on their behaviors,

o The criteria leaders establish for allocating rewards ~id
stawas reinforce the culture (Schein 1985).

An institutional culture is a svstem based on perceived
reality, not necessarily what is promoted. published. or
preached. Leaders™ clasity and consisiency influence the
culture. When changing the culture by changing the values
and assumptions learned, eaders need o live the new val-
ues themselves, Tnstitutions committed o the quality prinei-
ples have leaders who understand the important role of
creating a supportive culture. When presidents are commit-
ted to building a quality culture, their actions racilitate and
encourige the empowerment and involvement of others.
They can ke certain actions to empower others:

* Using e-mail extensively to communicate with all con-
stitluents:

e Consistently surveying employees, students, and stalf:

e Continually forming teams 1o solve issues and to make
decisions:

e Constantly focusing on driving lear out of the orguani-
zation:

e Committing resources (time and money) to systematic
individual development so that employees will produce
at their maximum capability (Freed, Klugman, and Fife
1993).

Changing an ¢xisting culture is a difficult and time-
consumiag task. "If the existing culture is incompatible with
the intended changes, it can derail even the most well-
plinned efforts™ (Neal and Tromley 1995, p. 45 To develop
a culture that supports the quality principles, leaders must
be perceptive and aware of the organization’s dysfunctional
clements. They must also have the emotional strength to
deal with the anxicty associated with change and be willing
o take the risks connected with change. Because leaders are
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likely targets of anger. they must stand strong and demon-
strate their new assumptions for the institution,

Swidies of efforts 1o change the organizational culiure
have found that while culture is nat casily changed autocrat-
ically. culture is continually evolving as new members enter
the institution with new beliefs, ideas, and assumptions
(Kuh z2nd Whitt 1988). Resistance 1o change can be reduced
if emiployees understand how the changes will increase the
cffectiveness of the institution and ultimately be in their hest
interests—perhaps by leading to greater resources and more
meaningful work. Unfortunately, in-a competitive environ-
ment the focus is often on cutiing costs and downsizing
rather than on transforming the culture through developing
cmployees” commitment and skills (Neal and Tromley 1995).

Creating a Culture of Excellence

in changing the culture of an institution, a long-term plan that
describes behaviors in language that all participants under-
stand is advantageous. Table « is an example of one organi-
zation’s attempt to convert to a quality culture. The goal is o
identify gaps between the current stae and the future stie 1o
determine what needs to be changed to achieve the new
culture. A plan to close the gaps is designed, and responsibili-
tics are assigned. This course of action is consistent with what
Deming (1986) refers to as “constancy of purpose™—a plan
that clearly aticulates the vision and describes the behiaviors
expected of members to achieve the vision and mission.

Recruitment and selection is one of the most important
svstems in building or changing a culiure. In a quality cul-
ture, people are hired who are willing to learn and able 1o
work in o team. New leaders are hired because their feader-
ship stvle and philosophy fit the culture the organization is
trying 1o create. Dedisions about hiring are cructal for Tong-
term cultural change. Selective recruitment ol new faculiy,
administrators, and staft cither maintains the culwral vatues
or introduces different assumprions and beliels 1o the institu-
ton, shaping the future development of the culture (Kuh
and Whitt 1985: Neat and Tromiey 19939).

Systeniitic development is an important clement in creat-
ing and trunsforming a culture. because it provides members
with knowledge, skills, and information neceded 1o nuke the
necessary changes, One frequenthy made mistake is o edu-
cate lower-level ecmployees more than top leaders. resulting

A Cultire fion eaddemic Exceflence
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TABLE 4

Vision for a New Culture

Rote of the
manager

Rewards and
recogmiion

Plan, organize, assign, cantrol, and
enforce

Pay by job; lew tearn incentives

Measurement

QCientation toward data gathenng lor
problem «entilication

Category Current state Future state
Mission Maximum return on investment/ Ethical behavior and cuslomer satisface
management by objectives (ROI/MBO) ton; chimate for conlinuous improve-
ment; ROl a pedormance measure
Cusl_omer Incomplete or ambiguous understanding Use of systemalic approach to seek out,
requirements of customer requirements understand, and satisty both internal and
external customer requirements
Supplier Undirectional relationship Parnership
objectves Cuentation to shorl-term objectives and Deliberate balance of long-term goals
actions with hmited long-term wilh successive short-term cbjectives
perspecive
Improvement Acceptance of process vanabilily and Undetstanding and continually improving
subsequent corrective action assigning the process
blame as the norm
Problem Unstructured individualistic problem Predonunanily padicipative and interdis-
solving solving and decision making ciplinary problem solving and decision
making based on subseguent dala
Jobs and Funclignal, narrow scope; management- Managenment and employee involve-
Feople centrolled ment; work lcams; integrated funclions
Management Management style with uncertain Open style with clear and congistent
style objectives, which instilis fear of tailire

ohiachives., which encourages group-
detived continuous improvement

Commumcate, consult. delegate, coach,
mantor, remove batners, and establish
trust

Individual and group recogrulion and
rewards: negotated cntena

Data used o undarstand and continu-
ously mprove processes

Soierce: Schmidt and Finnigan 1902 po 171,

in compauatively less understanding and commitment from
the people who make the strategic decisions and control the
resourcees, Often, members in the middle are also left out of

the development effort, Another

conmon mistake is to treat

development as a one-time ¢Hort with little or no follow-up
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and reinforcement. In a quality culture, employees at all
levels receive continual training and development o update
their knowledge and skills: moreover, they are also involved
in educating each other. Continuous learning is an important
cultural norm in an environment that supports continuous
quality improvement (Neal and Tromley 1993).

Because rewardhs influence behaviors, the reward system
should be redesigned to encourage change in behaviors.
This task is difficult in most organizations, but it is particu-
larly difficult in higher education hecause of the long-
standling traditions and practices. In a culture enforcing qual-
ity improvement, the system reinforces desired behaviors
that contribute positively to a quality culture, The system is
ticd o the institution’s mission, vision, and goals, Individuals
are rewarded for working for the bencfic of the entire system
rather than for optimizing their area at the expense of the
whole (Neal and Tromley 1993). The reward system plavs an
important role in creating @ quality culture because people
tend to behave according to how they are rewarded. For
people o make the quality principles a priority, they must
believe that the institution values and rewards these new
hehaviors, Even though changing the reward system is a
complex task, the significance that rewards play in changing
an institutional culiure should be recognized.

Institutional culture provides stability tor colleges and uni-
versities in wrbudent times and contribules to the institution’s
general effectiveness by reminding students and facalty of
what the institution values (Kuh and Whitt 1988). But chang-
ing the culture to support the quality movement is extremely
difficult and time-consuming-—a task that requires pasence
and determination. Cultural change, according to one college
presicdent, requires an intensive commitment from leaders.
“Causing o cultural change. especially in o traditional institu-
tion, is a sfow process. and not one for faint-hearted leader-
ship™ (Entner 1993, p. 3. Changing the cubiure usually pro-
duces conflict, because old cultures, habits, ideas, and
practices rarely shift without some irritation. Nevertheles< this
irtitation should be pereeived in a positive light, because it is
a symptom of an organization that is changing. growing, and
improving (Schmidt and Finnigan 1992),

Continuous improvement includes developing a mission
that reflects stakchokders” expectations, making decisions
based on dati, viewing institutions us svstems. and enmpows-
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cring people w ke responsibitity and to work in eams.
Because effective communication is an essential element. all
of the institution’s communications. both in word and deed.
must be consistent and must convey the notion that “this is a
qualdity institution” (Schmidt und Finnigan 1992). A common
mistace made by institutions in implementing the quality
principles is to {focus on just one or two principles—Ifor ex-
ample, daa collection or eamwork or stakeholders' satisfac-
tion—instead of implementing them holistically.

A quality culture exists when people know that they are
fully and equally committed to ¢ach other's success. When
they are. there is no room for fear to exist (Rvan and Oest-
reich 1991, Creating this Kind of colture is the responsibility
of leaders, Only when the senior leadership makes a real
commitment to creating i quality culture by implementing
all the quality principles as aotal system will continuous
improvement be atained and maintained (Sashkin and
Kiser 1993).

The Quality Principles

Principlos cre guidelines for bumean condnct thet are
proven to bare endring, pernaneit vale (Covey
1989, p. 35).

The power of continuous quality improvement, according to
its proponents. lics in its principles—which funduamentally
are o conceptual shift in how an organization is managed o
achieve its vision, mission. and outcomes. The eueal ity prein-
ciples aie a personal phitosopby and con organizational cul-
tiere hert tse sclentific nieastrentent of onlcames, systeinatic
inatidgement techuigites. cied colfalboration o achicre the
institetion s misston. Quulity is 4 goul aired a process, The
pextl is 1o continuously define. in mcasurable werms, the
institutions and cach of its subunit's missions, processes.
and outcomes. Doing so s the act of living consciousiv. The
provess is implementing the qualine principles: contintously
measuring and improving, the principles with a constant eve
on the necessarily changing missions of the units and the
institution. Daing so is the act ol integrity: domg what we
sy we are doing.

The authorities most often mention the following cight
principles (see. e.g., Chaltee and sherr 1992: Cornesky et al.
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1992 Croshy 1979; Deming 1986; Juran 1989: Scymour
1993). Organizations that subscribe to the quality principles:

o Are nision, mission. cord oteomes driven. All organizations,
especially sociul organizitions like education institutions,
exist for a4 purpose.® An organization's vision, mission, and
outcomes are defined by the expectations of all the stake-
holders. They must be sensitive to the values and culure
of the organization and nmust ultinutely be defined in mea-
surable terms 1o provide for accountability. Without a
clearly defined mission clarificd by measurable outcomes,
an organization kicks a clear sense of direction and focus.

It is of utmost importance that the mission be defined
by those who have a personal interest in the organiza-
tion's success—the stukeholders who beaefit from an
organization’s achidgving its mission. Their expectations
should be taken into consideration in developing the
institution's vision and mission and in determining the
outcomes of the systems and processes. For higher edu-
cation institutions, stakeholders include faculty, students,
administrators, stafl. parents, trustees or regents, alumni,
cmplovers, funding agencies, and society in general. Each
plays a significant role in helping ensure that the integrity
of the instilution is preserved by delivering what it
promises. Because quality is based on the perception of
those served by the institution, the expectations of stake-
holders must be systematically monitored and analyzed
when defining the institution’s mission and outcomes.

* Are systenis dependent. ow well an institution performs
is the result of how well its procedures and members
interact as part of an interdependent system or process.
Because a change in one part of the institution affects the
other pans, most problems in an organization are a result
of problems with the work processes or svstems, not with
the people. For example. a problem with the system is

“Winners of the Madeolm Baldrige National Quality Award consistently state
that the reison they believe inthe quality principles is dun te principles
help keep them focused on why their Dusinesses exist and not soledy on
the bottom line. Profit is important, bat it is onlv a side outcome of a
business's achicving its mission.

FThe words =system” and “process” are used interchangeably o signify an
interrebiionship of two or more people working o achieve a common
end. Withio i process or system might slso exis mutually exclusive
processes or godls thad must be resolved to achivve the common end.
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apparent when taculty are rewarded for delivering papers
at conferences but travel funds are frozen. or when stu-
dents are expected o participate in team projects but
have not developed the skills necessary for working in
teams and are graded as individuals.

e Have lecdders who create o quality cultiere. A different kind
of leadership is needed 1o create a qualine culture. Top-
down leadership combined with botom-up leadership is
necessan for members to participate in making decisions
and inimproving processes and svstems. Leaders must
evaluate the current organizational culture with stakehold-
ers’ defined vision, mission, and outcomes in mind. To the
extent the current culture is incongruent with the organi-
zation's purpose. the leader is responsible for systemati-
cally bringing the culture in harmony with that purpose.
Leaders are responsible for helping the members under-
stand that new ways of thinking and behaving are neces-
suny o achieve the vision, mission. and outcomes.

« Exhibit systematic individual derelopment. Because an
organization is constantly changing. it is necessiary to up-
dite continuoush all irs members” knowledge and skills 1o
meet the denunds of those changes and to prepare sys-
tenutically tor future changes, Doing so requires all mem-
hers to be involved in individual development., such as
education and training. If the organization does not pro-
vide education and training. individuals cannot perform
effectively through no tault ot their own. A lack of taining
should be perceived as a problem with the svsiem,

s Muke decisions based on fact. The real issues or basic
causes of a problem cannot be identificd or clearly under-
stood unless all relevant data are gathered svstematicadly.
Three types of data are necessiury before @ problem can
be understood rationally: (1 data measuring the desired
outcomes: (2 data measuring the process: and (3) data
that develop a contextwil understnding. But it is a basic
principle that data alone are meaningless, Data must be
pUt into some context. have a proven relationship. and be
seen s action and reaction before they have meaning,
“Information. no matter how complete and speedy, is not
knowledge. Knowledge has temporal spread. Knowledge
comes from theory, Withouwt theory, there is no way to
use the information that comes w us on the instant”
(Deming 1993, p. 109).
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o Delegate decision making. If individuals are to be made

responsible for achieving the mission. they must be mude
aware of how their position and actions relate 1o the mis-
sion and be given the flexibility to make the necessary
changes to do their jobs. The more individuals sense they
can influence a process, the more they take ownership
for the successful conclusion of that process. But mems-
hers need 1o gain the necessary knowledge and skills to
be equipped to muake informed decisions. Through con-
tinuous development, the parties responsible for a pro-
cess understand better their arcas of responsibility; the
closer a person is to actual issues, the more knowledge-
able that person is about the decisions needed to improve
the process.

Collaborate. Collaboration and teamwork produce results
when individuals who have i stake in the outcome are
involved in making decisions that influence the outcome,
Teams divide Tabor, based on individual strengths, to
achieve a common goal, whereas groups or committees
share common information but not necessarily common
goals. Collaboration is the result of those who have
vested interest in an objective working together to achieve
mutually satisfying results, For example, the members of a
collaborative team established to examine an institution’s
student financial aid program would include. at some
point, the director and staft members of the financial aid
office, students who have received aid and are applying
for aid. staff of the admissions office. the institution’s fi-
nancial and budget staff, representatives of sources of
financial aid. organizations that process applications for
aicl, and high school counselors, Including people who
can directly and indirectly influence a process ensures 2
greater chance of their understanding all the facts about
the process and. once @ decision is made, have greater
ownership for the success of that decision.

Pl for chenrge. A fundamental assumption of the quality
principles is that an institution’s mission is based on
stakcholders' expectations. Because it is assumed that
these expectations change constantly. it is logical to as-
sume that an organizaton's mission also constantly
evolves—sometimes slowly, sometimes rapidly. Institu-
tions need to embrace change as a cultural vaiue; they
need to pereeive change as positive and to anticipate it
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daily. Planning for change is a fundamental assumption of
continuous improvement.

e Have leaders who suphort a gucality cultiure. As they create
a culture that embraces change and continuous improve-
ment. senior leaders need to support the implementation
of the quality principles by ensuring that the systems are in
place and the necessary resources available. They must be
willing to consistently articulate the quality principles and
reward their implementation. For most organizations. initial
implementation of the quality principles translates into
fundamental change in the way business is conducted. and
although it usually requires a change in cultre, it might
also require a change in support systems. For this change
to occur and be sustained, top leaders must e constantiy
aware that they must consistently support those who are
nitking the changes. One of the main priorities [or top
munagement should be to develop internal programs to
teach the new philosophy o all employees (Aguayo 1990).
The new leadership must be ready to reinforce, through
rewurds based on the quality principles, the changes nec-
essary to make the quality principles a personal philosophy
as well as an integral pant of organizational values.

Thus, the quality principles can be visualized as
never-ending, continuous relationship:

The quality principles are systematically interrelated: New
svstems and processes lead 1o better quality. Better quality
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increases pride and confidence, resulting in changed ati-
wdes and behaviors. Behavioral changes poesitively influence
the institution’s culture. The changed and iraproved culture
demands better systems and processes. This continuous
cycle results in continuous improvement (Cornesky et al.
1992). Still, it is important to remember that the quality prin-
ciples provide few answers. Rather, they involve asking dif-
ferent questions and providing potential methods for an-
swering the questions (Chaffee and Sherr 1992).
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THE SHIFTING PARADIGM

The significcant problems we fuce cannot be solred at
the same fevel of thinking we used when we created
themn.

—Albert Einstein

Defiizition of insanity: Daing the scme thing, the sdame
way. cfl the time—Dbut expecting different resulls.
—AnOnyYmous

If institutions are to implement the quality principles in both
the administrative and academic arcas, 4 new wav of look-
ing at and thinking about how higher education institutions
function must occur. in other words, a paradigim shift is
necessary. “Paradigm”™ comes from the Greek paradeigina.
which means maodel. pattern. or example. A paradigm repre-
sents the way something is trues it s the mental map of s
reality (Hodgeus, Luthans, and Lee 1990, For example, the
world is flat, all watches must be regulated by tiny gears,
and women are not intelligent enocugh to benchit from
higher educution aree paracigms.

A paradigm establishes rules, delines boundaries. and
describes how things behave within those bounduaries
(Barker 1992), An organizational paradigm involves the
embodiment of shared ideas, values, and beliefs that are
often referred o as its philosophy. The philosophy serves
as i coneeptual map that guides the hehaviors of its mem-
hers and drives the organization’s struclare and processes
(Ketchum and Trist 1992),

Organizations where the paradigm has shified 10 the qual-
ity principles have new rules, new boundaries, and new
wavs of behaving, As traditional organization chans Hlauen.
work eams are developed across [unctional areas. These
changes help everyvone within the organization to under-
stand work processes and their individual tole in creating
and improving quality—for example, when faculiy move
from o philosophy of passive learming to one of active fearn-

ing. To gin students” involvement and therefore their greater

ownership of the weaching learning process, Gweuliv nmust
hecome more apen about involving studenis and other fac-

ultvy members in planning. executing, and evaluating courses,
“Mental models™ is another analogy to exphliain a paradigm

shift, Mental models are ~deeply ingrained assumptions,
generalizations, or even pictures or images that inlluenee

An ovgani-
zational
paradigm
involves
the em-
bodimeni
of shared
ideas, val-
ues, and
beliefs that
are often
referred to
as its phil-
osopby.
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how we understand the world and how we take action”
(Senge 1990, . 8). To develop a new conceptualization,
people must challenge their old ways of thinking or their
assumptions (Russell and Evans 19923, 1f they are not ana-
lvzea, mental models or ways of thinking renxin unchanged
and the patterns continue. This concept is powerful because
“structures of which we are unaware hold us prisoner”
(Senge 1990, p. 60Y. When people recognize ineftective
and-or ineflicient patterns, the structures do not have the
same hold on them and they can begin 1o alter behaviors to
improve the sitaation. 1o shift the paadigm, people must
experience a persoaal change.

shifting the traditional paradigm or changing the menul
maodel is central to understanding why people reject new
ideas and resist change. Inevitably, a paradigm shift creates
conflict and discomtort. And despite the positive results of 2
new puradigm. nuiny members will cling to the olkd one
(Kutchum and “Trist 1992), When the quality principles are
implemented. Faeulty and administrators must shift their
thinking, about the sway work is done. Even though it tikes
time to breuk with the old, ingrained ideas, people hegin to
question their old assumptions and become open to new
ways of thinking and acting CLeTarte 1993). Lite under quald-
ity principles requires i shift from = IF icain't broken. don't
Ax it7 o “Nothing stiys pedect, so we must continuously
wark toward doing things bettee” A paradigm shift can e
exphlined this wiy: “Suddenly 1 seere things differently. and
because |sane ditterently, T ihonghe difteremily, 1 feft differ-
ety and 1 behared differenty™ cCovey 1989, p. 31,

Changes have tiken place in higher education in the
paist—tor example, moving from studving e classics 1o a
more modern curricalum including nthematics, chemistry,
ar benginecring: allowing the use of caleulators in mathe-
maties and srecounting classes: sind weaching classes ol the
nuin campus, More recent examples include moving away
from the vaditional, passive Tecture method o more active
forms ol cooperative learning: integrating various forms of
technology, such as conmputers, in the clissrooms: introduc-
ing new curricua, such as women’s studies, Alrican-
American studivs, and environmental studies: moving [rom
viewing edocation as a4 privilege 1o considering oduecation a
richt: moving rom pereeiving students as products 1o per-
ceiving them as stakeholderss changing from a rigid depart-
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mental structure o designing interdisciplinary courses: and
moving from engaging in inclividual rescarch to conducting
collaborative scholarship.

These changes tend to evolve siowly and uare often a
challenge 10 implement because of the strong existing (radi-
tions or paradigms from the past. The shift 1o quality im-
provement is 2 challenge for similar reasons. Colleges and
universities take pride in operating as a collection of iso-
Lated, individual parts. Even though sutonomy and academic
freedom are strengths at the [oundation of the quality princi-
ples, these same characteristics, when exerted independently
from the institution’s overall mission, inhibit the organiza-
tion's functioning cffectively and responding quickly to
stakcholders” changing expectations.

A mujor ingrecient for change to occur is the presence of
i fele need.” T is difticult to institute change where there is

no perceived need lor it Research suggests that organiza-
tions do not change unless a clear. survival-based reason
exists that involves organizational effectiveness Cawler 1992
Nordvall 1982y, Other ohstacles stand in the way of imple-
menting the quality principles in higher education: stake-
holders with multiple—and sometimes conflicting—missions:
faculty members™ identification with academic arcas and not
with the institution’s mission: and resvard systems not related
to accountability for i unit's mission,

For the quality principles to be effective. the culiure and
paradigm of higher education must change. In w quality
culture, stakeholders” expectations must be continuousty
monitored. After stakeholders” expectations are known. a
system must be developed to integrate their feedback into
decision making. A quality culture encourages interdisciplin:
ary effors 1o support the mission. Then. incentives are de-
veloped to encourage facalty members to align their eftforts
with the instirutional mission. Because rewards influence
hehaviors. reward systems are redesigned Lo reinloree mem-
bers” efforts 1o accomplish objectives of the mission. For
faculty, the historical debate about how o allocate tme
henween teaching and rescarch is clarilfied when institutions
recognize improvements in teaching and rewarc them ap-
prapriately. From the perspectise of quality, faceulty develop-
ment is a continuous process, and the tenure system in
quality cultare allows innovation and encouriges creativity
by providing faculty the freedom to take risks and 10 make

A Culnore for Academic Excelience
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changes while holding them accountable for agreed-upon
outcomes (Wolverton 1993).

The incentives for change in higher education are still too
few, and i;nplementation of the qulity principles will con-
tinue 10 be slow until higher education “feels™ a need o
change (Ewvell 1991). If they are going to be proactive in
responding to environmental challenges, institutions must
change their management practices—a change that involves
new ways of conducting work, new standards, new systems,
and new responsibilities. A quality culture encourages mem-
bers to share ownership of the institution and 1o ke re-
sponsibility for managing themselves, and faculty members
and administrators must therefore be tained in the philoso-
phy of continuous improvement. Learning new wavs to
measure outcomes 1o determine whether they are [ulfilling
their professional roles becomes part of the system. When it
is transhued into personal quality standards, quality hecomes
an internalized standard of excellence rather than a new
management fad dictated from the top CTice 1993).

The shifting paradigm is best illustrated by a story. A
prospective student asked two professors in the English de-
partment what they twght. The first prolessor said, “I'm
teaching Shakespeare.™ The second professor replied. “I'm
waching Shakespeare o help develop an appreciaton of
western civilizaton and critical thinking skills in my stu-
dents. which will help them achieve a more successiul fife.”
In the new paradigm, the culture enables members o incor-
poritte the institution’s vision into their daily activities by
understanding the significance of the institution’s operition
as a total svstem, with measarable outcomes, rather than
isolated parts that operate independently.
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VISION, MISSION, AND OUTCOMES DRIVEN

Nonprofit grovips that give short shrift (o their mission
will almost alteays find the going bunpy. Thase that
inpest the time did offort necessary 1o formiilate a
sounel missiont stetement build a platform from which
1o soar (Knauft, Berger, and Gray 1991, p. 7).

Systems Dependent

Creative and

Supportive
Leadership
Planning Systematic
for individual
Change Development
;
Collaboration ... . Decislons
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Fact
Delegation
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Making

Defining an institution’s vision. mission, and vadues is the first
step in ereating an empowered culiure (Wellins, Byham, and
Wilson 19911 A vision staement is a statement about an or-
ganization’s future state. A mission statement is more specifi-
cally focused. oudines the institution’s purpose, and should
differentizue the institution from other instifutions (Block
1999). Vulues are core belicts that unite members, Vision and
vithies must be conmunicated throughout the organization in
aoway thar builds commitment and meaning. Vision is the
onhe universal characteristic of effective leadership in the
literaare. Effective leaders help o establish @ compelling
vision, set clear standards Tor performance, and creme a fo-
cus and direction for all organizational offorts (Bolman and
Deal 1991 Pascarclla and Frohman 1990,

Organizations can hetier reach their potential if ! indi-
viduals understand and are committed to the vision, mission,

A Crltire Jor Acadenric Excellence
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and values, This shared understanding requires that the or-
aanization’s purposes be highly visible and woven into its
processes. The core mission becomes part ol every em-
plovee’s informal job description. Leaders model und com-
municaie the mission and related vadues au every opportu-
nity. The mission hecomes a4 powerful driver for action
when an institution is fully aligned with it Sharing an orga-
nization's mission and values with every employcee from the
beginning helps 1o develop a shared sense of purpose.
Thus, @ sense of ownership is instilled. and people become
more personally committed o their work (Deal and Jenkins
1994). A recent study that compared the most outstanding
and enduring companies in the Pnited Staes with their
ncarest rivals found that one of the companices” most distin-
guishing characteristics was that their leaders had a distine-
tve vision and sense of mission for the organizations and
that the vision and mission were clearly communicated o
and internalized by every member of the arganization
(Poreas and Collins 199-).

An organization's vision grows as a by-product of individ-
ual visions, a by-product of ongoing conversations (Senge
1990). If they are to act in ways that support the institution’s
niission, employees must understand the mission and wha
they can do to contribute to it. One conunon criticism ol
mission and vision statements is that they are writien in
exthook language and posted on the wall or printed in
institutional publications. Although these methods can be
effective, vision and mission statements, to guide behavior,
must be connected o institutional values and be part of
cevervday performance development.

I emplovees are to internalize the stiatements, tie state-
ments nmust become an active part of the daily culture, Vision
and mission statements must be moved Trom signs on the
walls into employees” minds and hearts. To do so is extremely
difficult but necessary, for when the mission is internalized,
cmplovees act as radio beacons of information, pulsing ow
information everywhere. Evervone begins stating, clarilving,
discussing, and modeling the messages that are significant to
the institution. Institutional members must get their “finger-
prints”™ on the mission by sharing in its developmend. commu-
nicating it in as many ways as possible. When making - rate-
gic decisions for the institution, people are reminded o refer
(o the institutional vision and mission stements for guidance,
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These statements are similar o an institwtional compiss, be-
cause they help indicate direction (Wheatley 1994).

Because the long-term health of any organization de-
pends on how well the organizatior satisfies the needs of
people being served. development and revision of the vision
and mission statements stans with identifying the stakehold-
ers. And even though it is a logical step, identitving all the
stakeholders for the entire institution, assessing their neceds,
and involving them directly in the process is often rof part
of the culture in higher education institutions.,

In the past, judgments about institutional quality were
oftent determined by measuring resources or by assessing
opinions of insiders or peers. Reputation, scores on admis-
sion tests, size of the endowment, and pereentage of Phids
on the facully are stitl common measures of qualivy, largely
becuuse these indicators are quantiliable and available, The
quality principles, in combination with assessment of pro-
cess and outcomes, have redefined quality to go bevond
how well @ student tests at the end of a course to how well
a student learns.

Exceeding stakeholders” expectations is what distin-
guishes the very successful institutions from the average.
Stikeholders” expectations are based on centain standards. 1f
the standards are met. the stakeholder is satisfied and the
institution is pereeived to be a quality institution, 1f the stake
holder sces another institution exceeding expectations, the
stakeholder's institution is perceived as heing of lesser gual-
ity. Monitoring the expectations of stakeholders is important.
hecause their expecttions may change based on what they
vilue gt any particular time. Changing expectations is a nat-
ural process, driven by changes in the external environment.

Mast colkeges and universitics do not understand precisely
who their stakeholders are and hanve even less information
about how stakeholders view the institution (Seymour 1992),
But without stakeholders” knowledge. the use of quality
tools, techniques, and training is not cnough (Sashkin and
Kiser 1993). Collecting systenutic data to learn about srake-
holders” expectations and perceptions is o continual process
(Sevmour and Collett 1991 Because quality is a perception,
itis important 1o survey stakeholders o determine what thwir
perceptions are, for pereeptions are raality 1o the user, " Qual-
it is what customers sav it is, not what universities tell them
iCis™ (Coale 1990, p. 27),
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Who are the stakeholders? Broadly defined, o stakeholder
is anyone who can say "no” (Carothers and Richmond 1993).
As the termy imiplies. it is anyone who bofds o stake in the or-
ganizition’s success, The literature on total quality manage-
ment and continuous quality improvement uses the concepts
of “external customer” and “internal customer” to cover the
concept of “stakeholder™ (Deming 1980; Schmidt and Finni-
gan 1992 Whiteley 1991). The concept of "customer™ is oo
restrictive for nonprofit organizations. whose status has been
granted to serve a social good. because 2 much wider range
of people wre concerned about or have a stake in the orga-
nization's suceess, The “customer™ in higher education is the
“benchiciary™—the persons. group, or groups who benefit
from our services™ (Chaffee and Sherr 1992, p. 20), This
monograph uses the term “stakeholder” because it is @ more
inclusive term.

Higher education has various stakcholbders, Students and
parents, because they financially support and receive benefits
from the institution, clearly are stakeholders, and their needs
and expectations should be considered. n a rescarch institu-
tion, agencies that fund rescarch are key stakeholders. Fac-
ufty wie major stukeholders, because they not only create the
main teaching environment, but also are responsible for de-
fining and expanding the body of knowledge being taught.
In higher education, therelore, stakcholders can include stu-
dents, parents, atomni, faculty, administrators, staft, funding
orgiztions, retigious affiliations, and employers. And cach
stakeholder plays a different role in the institution’s vision,
mission, vilues, and outcomes.

Providing quality service entails two primary challenges.
First. in many cases only the front-line people who directly
interact with stakeholders are tririned how 1o provide quality
service, One of the quality principles is svstematic develop-
ment ol ¢ff institutional members, not just front-line mem-
bers. so that they are aware of and skilled in mecting stake-
holders™ expectations, Sccond, many institutions define
“stikeholder” oo narrowly, I staukeholders” expectations are
o be fully satisfied. the term should be expanded to include
stukeholders «withivean arganization as well as external re-
ceivers of the product or service (Deal and Jenkins 199:4). In
other words, every member in an organization works (o
help the organization achicve its mission. Becase every one
has the same overall goal, everyone should work to help the
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others he successtul. When an organization develops this
wwareness of interdependencey, individual members begin to
see the people they interact with, especially the ones they
provide direct services 1o, as mutual stakeholders whose
expectations they must meet to be successful (Schmidt and
Finnigan 1993, pp. 5-6: Whiteley 1991).

Vital to understanding that an organization’s vision. mis-
sion, and outcomes are the collective whole of its stakcehold-
ers' expectations is understanding the process of interaction
among stakeholders. Each contact with a stakeholder is a
moment of truth. When stakeholders come into contact with
others in the organization. regardless of their position. the
stakeholder experiences the total organization, for good or
had. n a quality culture, emplovees understand the signifi-
cance of these moments of truth, Every interaction with a
member of the organization, in the minds of stakeholders. is
a reflection of the organization (Carlzon 1987),

Motorolit uses another concept to help members of the
organization understand the significance of stakeholders. The
director of planning, quality, communication. and joint ven-
wre development at Maotorolia University reports that all em-
ployees of the company. regardless of position. are trained
so that they understand how what they do affects both inter-
nal and external stakeholders (Serritella 1995), Motorola calls
this concept e of sight. which means that all employees
must at all times have a mentad conmection o the stake-
holder. This concept helps o align every position o the
goals of creating value for stakeholders and achieving the
organizition’s mission,

People in higher education institttions often do not un-
derstand the concepts of moment of truth and line of sight.
Because “customer service training.” i provided. is usually
conducted for people interacting directly with external cus-
tomers, the mgjorite of institutional members are not aware
ol the significance of cach moment of truth or each opportu-
nity 1o satisfy stakcholders. Likewise, the typical institution:l
culture does not encourige people to understand how their
positions serve sttkeholders. Beciause of this Lick of under-
stunding. people lose sight of who the stakeholders are and
how they can inftuence stakeholders' satistaction with cach
CNCOUNLLT.

While this monogriaph savs stakeholders” expectations
help o define quality, it is necessary 1o understand that

A Cutltere Jor Acendemic fcellence
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applying this approach in human development organiza-
tions, such as higher education and health care, is different
from applying it in a retail store, where the short-term inter-
ests or immediate gratification of customers—=the customer
is always right™— is strongly linked to stakeholders™ satistuc-
tion. When members of the organization view relationships
as relationships with stakeholders, they are more oriented
toward service. Students, like medical patients. do not al-
ways know what is in their best long-term interests (Ruben
199303, and stakeholders” short-term sadsfaction must often
be subjugated to their long-term expectations. What is criti-
cal is that all parties in a higher education institution are
awadre of and agree with the long-term expectations. For
example, a student may not be happy about hemvy home-
work assignments (short-term satisfaction) bud is really pay-
ing tition and attending college 1o receive g good educi-
tion (the long-lerm expectation and the result of the heavy
homework assignments). :

Another way o think about this relationship is 10 under-
stund that at various times everyvone in the organization is
hoth a stakeholder and @ supplicr. Thus, the role of stake-
holder changes. depending on the part of the stakeholder-
service process in which someone is involved. A review of
the dynamics of the relationship hetween stakeholders and
service providers or suppliers notes that higher education's
approach 10 quality is (o integrie consumers” expectations
with the institution’s mission and outcomes (Ruben 19950).
This approach emphusizes the interdependence of being
vision, mission, and outcomes driven and the clanging
needs and expectations of the critical stakcholkders for whom
these educational services are being provided,

Belmont University in Nashwille includes a customersup-
plier tricnd inits training materials o explain how the roles of
customer and supplicr reverse depending on the stage of the
process (see figure 31 The triad depicts the relationships
imobved in swistving customers and e questions that need
to be asked from the perspective ol both supplicr and cus-
tomer. The underlying point of the tiad is that evervone is a
stakeholder to be saisficd and that evervone has a stake-
holder to satistyv, Members of Belmont University have found
this triand 1o be viduable in helping Freulty, stalt, and adimin-
istritors 1o understand their respective roles in satisfving
stikeholders” expectitions,
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FIGURE 3
Customer/Supplier Triad
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Soreree: Belmont Univ, Center for Quadity and Pro essional Development
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The use of the word “customer™ in higher education is
not as successful in communicating the relationship hetween
students and faculty as other words. When students are
viewed as customers, faculty perceive themselves surrender-
ing expertise and authority—or, as one faculty member
stated. “the inmates are running the asylum”™ (Ewell 1993, p.
53). Although students fit some aspects of customers per-
fectly (in decisions concerning parking, food services, regis-
tration. and the libruv., for example), faculty razely live by
the maxim “the customer is alwavs right™ in the classroom,
But as stakeholders in the process. students are very capable
of providing valuable information about how the educa-
tional process is working for them and reporting when they
are confused. bored. and/sor uncertain (Bateman and Roberts
1993: Mosteller 1989,

“the biggest hurdle is to ranstorm students into custont-
ers stakcholders] in our own minds. As students, they be-
long to us: as customers [stakceholders|, the learning process

A Cultire for Acaelentic Evcelience
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is mutually owned” (Seymour and Collett 1991, p. 19). Once
we shift our thinking o view students as stakeholders. the
emphasis is not on teaching but on learning. Faculty are the
key components of the process of improving the quality of
education for students. For most students, the faculty are the
college or university. because the classroom is where siu-
dents interact most often with members of the institution,
Therefore. faculty members are crucial o students™ percep-
tion of the institution s a quality institution.

Institutions cognizant of serving both internal and exter-
il stakeholders are practicing this quality principle. Internal
stakeholders are persons or tnits within the organization
that interact with and depend upon another person or unit
within the organization for service. Academic depariments,
the admissions, alumni, and registrar's offices, trustees, and
faculty are all internally linked. The internal process is a
streant in which the quality of a product or service down-
stream is best assured by maintaining quality service up-
stream (Seymour 1992), External stakeholders include cur-
rent and prospective students, current and prospective
donaors. parents, alumni, employers, government agencies.
suppliers. and high schaol counsclors (Corts 1992), In
essence. higher education institutions serve numerous exter--
nal groups. cach with its own needs and expectations,
Although deciding which stakeholders” needs have priority
is a conrinual challenge, the impaortant point o remember is
that stakeholders” needs and expectations must be consid-
ered when making decisions in which they have a sike or
valuable input.

Three underlying principles concerning quality service are
important Lo academe:

1. The most important part ol any organization is the peo-
ple il serves.

2. To atract new stakcholders and retain old ones, their
needs have o be satisfied.

A, Stikeholders’ needs have 1o be identified o be satisfied
(Chaltece and Sherr 1992),

As stakeholders change. their needs hunge. To serve them
effectively, institutions must collect data 1o ansswer several
questions: Who ware the stakeholders? What are their needs?
How are their needs determined? Are their needs being met?
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And what determines whether their needs are being met?
One tool for identifying needs is Quality Function Deploy-
ment (QFD), described as an organized system o identify
and prioritize stakeholders’ needs and to translate them into
a college's or university's priorities. QFD correlates stake-
holders’ requirements with internal processes so that work is
done correctly the first time, decreasing rework and increas-
ing communication. In addition to QFD. wools like surveys of
stakeholders, tocus groups, and suggestion systems help
clarify stakeholders” needs and determine whether their
needs are being met. The tools are useful in monitoring
stakeholders’ needs and expectations when they are applied
systematically to collect data (Peachy and Seymour 1993).

The goal of the quality movement in education should be
developing satisfied stakeiolders, whether they are students,
parents of students, alumni. professors, or indu:tries (Sey-
mour 19921 Doing so involves improving the quality of
teaching and rescarch. Parents and potential students, how-
ever, sometimes look for alternative indicators of quality,
such as first-raice facilities, well-managed Ainances, groomed
grounds, and customer-friendly administrative processes that
refieet an institution's inage and identity (Dea! snd Jenkins
1994). Theretore. in serving stakeholders, leaders must re-
member that quality is perceived in both internal processes
and external factors.

To improve customer service:

[. Make service an instituitionwide value. Service must be i
priority for all,

. Connect all departmenis 1o the vision and mission staie-
ments, The more members feel connected, the more
vitlue they assign 1o their contribution.,

. Require customer service trziining for evervone. ‘Training
i inspire a focus on stakeholders across all levels of
the institution.

d. Incorporate service as a criterion for performance.

Rememiber the maxim “Don’t expect whalt you don't
inspect” (Deal and Jenking 1994).

|3

v

Al members of the institution must understand that all
players and all departments depend on the interrelationships
invelved. Quality service is everyone’s responsibility. All
members must understand their roles in the system and how

All mem-
bers of the
institution
must un-
derstand
that all
players
and all de-
partments
depend on
the inter-
relation-
ships in-
volved.
Quality
service is
everyone’s
responsi-
bility.
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they positively or negatively affect stakeholders, which be-
comes more difficult for jobs removed from direct contact
with the external stakeholders. Paying close attention to stu-
dents. faculty. staff. administrators, alumni. parents. and all
the other constituencies of higher education is an attitude
that should permeate the entire institution. [t is particularty
important to monitor these stakeholders, because uitimately
they define the institution's vision, mission. and outcomes.
They are the people who have a personal interest in want-
ing the institution to succeed.

Institutions that are vision, mission. and outcomes driven
understand that monitoring and including stakeholders” ox-
pectations is one of the two most important components of
the quality principles. for itis the huby of the qualite svstem.
The second component is understanding that how well the
perimeter ol the system functions depends on how well the
interrelated svstems (unction to achicve the mission. To-
gether these two principles hold the other principles to-
gether and ereare the dyvnamic that makes the quality pringi-
ples such a powerlul and effective new paradigm.
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SYSTEMS DEPENDENT

When placed in the same system, people, howerer differ-
ent, tend ta prodice similar results (Senge 1990, p. 42).
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While the most important assets of an institution are its peo-
ple Cadministrantors, faculty, and stafD), the overall success of
the institution depends on how well its people relate to cach
other—ihiat is. how well designed are the processes and
svstems that are 1o achieve the institution’s mission? Bven
the most gilted personnel will fail it they operitte in a svstem
that is designed o il (Denton 1993), 1 ne solution 10 an
institution’s challenges may be in the svstem thatt reguires a
change in mind-set and helps people dead with situations
from a different perspective. From the perspective of the
svslenn

1. There are fowr preople problems.
2 There are only eanagenient problems.

o Mostmanagemoent probiens are systems problems (Lvile
195, . 1oL
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Svstems analyvsis is not a new field. What is new is applying
the concepts o organizations and institutions, which
involves new ways of thinking about how work is accom-
plished and how 0 manage work tasks. The value of under-
standing systems is in understanding that how people func-
tion is atmost always a tunction of the systems they have
experienced. When svstems are changed. behaviors change.
Therefore, svstems aftect how people think. act. and leel.
They atfect the relationships within the institution that influ-
ence the culture. Svstems can enhance accomplishment of
an institution’s mission or e major restraints,

The concept of wholeness is important in understanding
SVRECTIS:

The whole should be the primary focus of analysis, with

the parts receiving secondary attention,

o Integration is the kev variable in understanding whoie-
ness, defined as interrelatedness of the many parts within
the whole. '

¢ Modifications in cach purt should be considered in rela-
tion to possible effects on eveny other part.

» Euch pant has a role to perform so thai the whole can
accomptish its purpose.

e The nature of the part and its function is based on its
position in the whole.

o All analvsis starts with confirming the existence of the

whole, The parts and their interrelitionships evolve to

best satisfy the purpose of the whole (Hopkins 1937)

A svstem s often defined as @ set of parts, To e msvstems
dependent™ means that the perfornmince ol the system de-
ponds on how the parts Tunction as a whole, Because insti-
WonNs comprise numerous parts. it is essential for al the
various parts o work tgether to aecomplish the institution's
mission and outcomes, requiring a shilt in thinking for peo-
ple within institutions. because history has wended o rein-
force the tendeney of people 1o act independently. On the
academic side. the normis to master a discipline and teach
within that arca, with litde overlap in other areas, Team
teaching and interdisciplinary courses are relatively new
coneepts in higher education.

To ereate a quatity: culture in higher education requires an
criplisis on viewing institutions as svstems, and g osyvstemic

[413]
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oricntation is necessary o understand the relationships
among the quality principles. A system is 1 whole that can-
not be divided into independent parts and then function
(Ackoff 1993). Its characteristics are that cach pait of the
system affects behaviors and properties of the whole system.
no part of the system has an independent effect on the
whole system, and cach subsystem affects the whole systen.
The significance of the quality principles is in understand-
ing them as a system. For the principles to have the greatest
impuct, all of them must be practiced simultancously—the
concept of rofal in total quality management. Each principle
affects the whole system and is not effective as an indepen-
denr principle. ,
Viewing organizitions as systems, commonly referred 1o
as “systems thinking.” can help us understand the behavior
of the people within the svstem (or institution or organiza-
tionY and is essential inidentifying the svstenvs “leverige
points.” Leverage points are the places where a change
made with o minimum of effort vields positive or negative
results, Bediuse the cight quality principles are to he imple-
mented as aosystem, there are numerous leverage points
within the institutional system where adjustiments can he
made. This svstems orientation is the theead that weaves the
quality principles together. ‘
From an carly age. we are taught 1o analyze situations by
dividing up problems. The goal is 1o make complex tasks
more manage:tble, but this approach has problems: It is
difficult 1o sce the consequences ol actions and connections
to the Lirger whole ¢Senge 1990). Managers should take
fomg-term perspective o quality. using a systems approich
to improve organizationitl cffectiveness (Croshy 1992
Deming 1986: juran 19923 In this approach. subsvsiems
work together Tor the good of the whole svstem. “Any group
should have as ils aim optimization over tme of the Targer
system that the group operines ing Anvthing tess than opti-
mization of the whole svstem will bring eventual loss 1o
every comporent in the svstem™ (Deming 1993, p. 100,
A current approach toward understanding organizations is
o see them as systems of interrelated parts, giving prinmuary
vilue o the relionships among the parts. The objective
should not be to analvze svstems by taking them apart, for
when s system s taken apart, it loses its essential function,
“A svyatem is more than the sum ol its parts™ (ACKoT 1971, p.
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13), and “system performance depends critically on how
well the parts fit and work together, not merely on how well
cach performs when considered independently™ (p. 15).

An automobile functions correctly only when the critical
pans fit together. An all-star team is rarely as good as the
best team in the league from which the players were se-
lected. because it depends on how well the players woik
together. These examples suggest that we should “stop man-
aging actions and start managing interaction” (Ackofl 1993).
Every job in an organization is part of a process, and only
by understanding the role cach job plays in mecting the
overall mission can the process be improved. Quulity means
o “improve constantly and forever every system of produc-
tion and service™ (Gabor 199Q, p. 20).

For commercial enterprises, the trend is toward more
fluid, organic organizations without boundaries. When orga-
nizations are recognized as systems, it is casier o under-
stand how organizations posscss many of the properties of
living systems, such as interacting with their environment
and individual parts affecting other parts. Management the-
ory has historically referred o these types of organizations
as open systems, implying that they imeract with the exter-
nal environment (Birnbaum 1988). Thinking in terms of
systems is an important breakihrough in analyzing organiza-
tions, because it “is a framework for seeing interrelationships
rather than things, for secing paterns of change rather than
statie snapshots™ (Senge 1990, p. 68). Systems that influence
the level of quality perceived.include how we do work, how
we hold people accountable. how we evaluate, promote,
and discipline others, and how effectively we provide ser-
vices to those we serve (LeTarte 1993),

ftis essential to understand the systems in an sstitution
to be able to effect the desired outcome—quality. In a qual-
ity culture, systems based on traditionsl manageinent philos-
ophics are climinated and replaced by a philosophy that
values stakcholders and empowers members, The systems off
the past are obsolete, and change is necessury 1o adapt to
the dynamic environment. Because organizitions are webs
of relationships, processes and people within organizations
interact continually, and a change in any aspect of the orga-
nization affects the other parts.

"Process”™ is an important concept in understanding sys-
tems. 1 shilts attention saway from the results 1o the steps of
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the process producing those results. Continually improving
processes through the use of wols, data collection, and sup-
port by institutional leadership reinforees the idea that the
quality principles are a systematic approach.

Severnal metaphors caan be used to understand this new

organizational perspective. Organizations are like @ mobile;

when one part moves, all the other parts are atfected. De-
cause svstems help to make order out of chuos, another ap-
plicable metaphor is that of @ marching band. In @ system,
people understand the significance of the roles they play.,
Likewise in a marching band, it is only because cach mem-
ber understands the role that he or she plays that the entire
hand is able 1o construct a drill. At times, the audience may
not he able to perceive the desigr but band members have a
conceptual viston of the outcome of the drifl and so are able
to align themselves and create an effective perfornunce.

Another mental model is 10 view an organization s
theater: it takes many different people pluving a varieny of
roles to have a successtul production (Deal and Jenkins
199-1). The ke is 1o understand the interactions among, all
patts of the system. Actions ¢can reinforee and balanee ench
other. Considering the outcomes as the results of several
steps and individuals working together recognizes the rela-
tionships of the process. Processes are simplificd and contin-
ually improved when the focus is on mecting the mission or
outcomes of the activity, whether it is teaching a class or
operating a college,

In thinking about results as the product of a system, an-
other shift tikes plice. Organizations have been viewed as
lincar when, in reality. systems are circulir, indicating that
all parts influence the other parts. Because organizations are
refationships, “from the svstems perspective. the hunan ac-
tor is part of the feedback process. not standing apart from
it This represents o profound shift in awareness™ (Senge
1990, p. 78). The system s viewed as one wheree “each em-
plovee is a dink ina tightly connected causal chain that de-
termines whether the final product or service is of high or .
low qualiy™ (Deal and Jenkins 1994, p. 700, Any hreak in
the chain will affect whether the stakeholder's experience
vils satisfactorny or unsatisfactory,

Syatems analysis can be used o illustrate the cireular na-
rure and interdependence of events operating within institu-
tions that are most often seen as sepirate and distinet. Figure

A Cultire for Academic Excellence
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4, for example, illustrates several points of influence affecting
a department chair's performance from the nerspective of the
administration. The original performance expectation for the
role of the department chair is based on administrative needs
and expectations, and it is assumed thar everyone in the in-
stitution agrees with this definition of the role; training, eval-
uarion, and feedhuack are all predicated on this adminiswative
expectation. The result is a perception of responsibilities for
the job internalized by the chair that greatiy influences the
quality of performance tor that position.

FIGURE 4

The Role of the Department Chair from the
Administration’s Perspective

EVALUATION
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I, however, the department chair is elected by the fac-
ulty. @ second set of expectations influences this position.
Figure 5 depicts the role of the department chair from the
perspective of the facultv. Here. the faculty’s expectations of
the department chair are developed over time and are insti-
witionalized in a code of governance, including the selection
process tor the departiment chair and the chair's duties.
These expectations in wrn determine the type of training,
evaluation, and feedback that occurs. The result is that fac-
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ulty have a preconceived image of the role of the chair,
even before he or she takes the position, and the precon-
ceived image influences that faculty member’s performance.

FIGURE 5

The Role of the Department Chair from the
Faculty’s Perspective
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I administrators and faculty sce the departiment chair only
from their own vantage points, they miss the potential dynam-
ics and conflict of the relationship between expectations and
performance when they are seen as two interdependent sys-
tems Cigure 6). When viewed from this vantage point. poten-
tial conflicts become more obvious. The frst level of contlict
exists if the two sets of expectations are significantly different.
The sceond exists if training, evaluation, and feedhack do not
reinforee the originel expectations for the role, Because, at
most institutions, department chairs reecive a minimal amount
of training, evaluation. and teediack, the chair's perception of
responsibility depends directly on the potentially contlicting
expectations from administrators and faculty. producing in-
consistent and hence unpredictable performance as a chair,
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FIGURE 6
The Department Chair’s Dilemma
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Anadyzing the department chair's performance from the
perspective of the system ensures o heter chance of under-
standing that poor performance may be the result. not of the
chair's incompetence, but perhaps of system conflicts and
inconsistencies that can be corrected through expectations,
training, and cvaluadon consistent with the values of both
administators and faculty and the institution’s mission.

An examination of the admissions process shows that
what looks like a series of simple decision points are really
parts of several inerrelated systems. Figure 7 illustrates the
admissions process from an administrative perspective. First
a strategy is developed o portray a distinetive institutional
image, which is then transiated into various forms of com-
munication designed o create positive expectations in pro-
spective students and  distributed by the admissions office.
The intended resultis 1o motivate i student o visit the cam-
pus and then submit an application for admission and finan-
cial aid and, i aceepted. enroll,

e
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FIGUXE 7

The Admissions Proce . . from the
Administration’s Perspcctive

INSTITUTIONAL
IMAGE

PROSPECTIVE
STUDENT
A\ EXPECTATIONS

7 c%b" :{‘x‘:'.@} :‘
7 R ALY 3

5 NS
o AN
g i‘g,&n\_‘;-q,;\,f‘

TN

ENRCLL

)
;3.5'{»5'"5:“ %% ALY
AR S

CAMPUS

AlD VISIT

From a student's perspective. the critical points in decid-
ing which colleges to apply to are quite different. As shown
in figure 8. the first point of influence is the opinions of
parents, friends, and siblings, the second is the recommenda-
tions of his or her school’s guidance office and teachers, and
the third is the institutions” academic and social offerings. 11
all these influences are positive, the student imay then seek
information {rom the institution. visit the campus, formally
apply for admission and Anancial aid. and then enroll.

If the admissions process is viewed as incremental and
independent steps, Failure to see where the process miy not
he successtul becomes more likely than when admissions is
scen from the perspective of acsvstem that includes both the
adidssions office and students, Tuis system vantage point
cun be enhunced even more when o process is viewed as
several systems connected with and dependent on cach
other. Figure 9 depicts the admissions process as three scts
ot interrelaed. interdependent systems based on critical
decision phases: creating interest amaong stadents, getting
stuclents 1o apply, and ensuring tha they enroll.
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FIGURE 8
The Admissions Process from Students’ Perspective
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A significant advantage of breaking ottcomes. such us
enrolling a student, into separate systems is that it helps to
understand the cause of an outcome that may be hidden
deep within a subsystem. For example. in figure 9. the rea-
son a student mav fail to enroll is that he or she has an inoc-
curitte perception about the academic quality of the instiw-
tion that was created because inadequate information was
provided the school's guidance office.

Systems analvsis has two advantages: to understand better
the influence of individual points in determining whether a
certain objective will be mer and 10 understand the roles
phkived by various units and people in accomplishing the
objective. Svstems anadvsis leads o o type of systematic
thinking that promotes inclusiveness in the implementation
of planning and produces greater communication, data gath-
ering. iraining. and consistency within an organization.

Svstems analyvsis can also be useful when examining what
apper o be two separate and independent systems, cither
one or both of which may have caused the sume result, The
retention of students is an example of this tpe of analysis,
Figure 10 illustrates an administrative perspective of the
rewention process. [Fadvising. programs. costs, living condi-
tions, extracurricular activities. and social and personal expe-
ricnces are dacceptable, it is assumed thae students will be
happy and will remain at the institution until they graduate.

FIGURE 10

The Retention Process from the
Administration's Perspective
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Figure 11 shows the retention process from a student's
perspective. This representation assumes that if they are
satisficd with their relationships. academic programs, ex-
tracurricular activities, and costs, and if the external commu-
nity is not too hostile, students will remain at the institution.

FIGURE 11
The Retention Process from Students’ Perspective
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The challenges to retention, hoveever, are not the responsi-
bility of just one depariment. The challenges must be ander-
stood as cross-functional, involving all subsystems affecting
and affectedd by the dynamics of retention. What encourdages
students to reniain motivated to continue thedr studies is di-
rectly related o the integration of both an academic and a
social rekitionship (Paulsen 1990, Figure 12 iliustrines these
two relationships and the influence the two systems have on
a dedision to renwin at an institution. Systems theorny eopha-
sizes that retention is a much Larger responsibility Tor institu-
tional members than what is normally perecived. Aninstitu-
tion must pay  retul auention to both arcas of a student's
Bile i retention s to be assured.

As these figures illustrate. svatems analysis views pro-
cesses s circular, The circles may imply order, bat order is

0O
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not implied in the examples given. The intention is to un-
derstand the components of the process and the relation-
ships of the parts of the system. In reality, the systems may
vary from institution o institution. The value of the systems
perspective is the ability to develop o conceptual framework
for how the various parts are related, how the parts posi-
tively or negatively affect each other.

FIGURE 12
The Dilenuna of the Retention Process
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Similar systems dingrums concerning retention from the
perspectives of administrators and students thgures 10 and
L respectively) illustrate how important relationsnips are.
not only in recruiiting students, but also in retaining then.
When the two systems are merged Gus shown in figure 12),
it becomes appuarent how conflict can emerge when the
A Culture for Academic Excellence 77
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same forces that influenced their choice of college plav the
same heartstrings and feed the sleeping homesickness giant.
Students trust these influential people. and when they are
separated from them, it becomes difticult for the institution
10 keep the students.® These examples emphasize how ali
the parts must work together to be effective and thar cach
parr influences the other parts. No part acts independenthy
of the svstem. and any change to one part of the system's
organization therefore will atfect some other part of the
orgianization.

Costs ¢can be decreased and service 1o stakeholders im-
proved by eliminating deliys or duplicated processes in the
svstem. To be effective. however. svstems and processes
must reflect and reinforee the institution’s values. This “sys-
tem congruence” (Wellins, Byham. and Wilson 19917 occurs
when all the svstems work together o accomplish and sup-
port the institution’s mission and values, One role of nun-
agement is to define and design sy wems thae build in gual-
iy, whe-e emiplovees have o role o continuously revise,
refine, and redesign work processes in the institution to
nutintin and improve quality (Sashkin and Kiser 1993).

The paradigm of understanding the paits of o higher edu-
cation institution as discrete, incremental, and chronological
has changed to secing them as a continuous, interdepen-
dent, and interrelated whole, Thinking of the parts as a1 sys-
tem iniegrates all the guality principles. The svstem in
quality culture is designed so the institugon can accomplish
its mission and outcomes as defined by stakcholders All of
the systems—inciuding leadership, development., dat col-
lection, decision making. cotlaboration, and planning tor
chinge—and related subsystems—such as recruiiment and
selection, communication. and rewirds—miust be designed
to be congruent with each other. and the supporting philos-
aphy must be one of continuous improvement (Neal and
Tromley 1993). Once a systenis orienttion is the context in
which problems e solved, an institution’s use of quality
tools und techniques to collect data for the purpose of im-
proving the system will he successful, Being svsiems depen-
dent involves a change in the institutional culware, This prin-
ciple must be consistently practiced because it integrates all
the other principles.

*Eric Sickler 1995, persanal communic.ation
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Top leaders pliay crucial roles in changing the culture of
an institution. They align members to the institution’s vision,
mission, and outcones. Thelr commitment to quality im-
provement, demonstritted through their actions. behaviors.
and attitudes. inspires others. As leaders “alk the talk™ and
“walk the talk.” the culture begins 1o change. Strong leader-
ship drives the quality principles by creating the culture
carly in the journey toward quality and supporting efforts
toward continuous improvement continually along the jour-
ney (see “Creative and Supportive Leadership™. If they are
to engage in the quality principles. members need to de-
velop the knowledge and skills necessary 1o improve
processes and systems and to make the quality principles a
paersonal philosophy for thinking, fecling. and behaving.

A cultire for scademic Excellence
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SYSTEMATIC INDIVIDUAL DEVELOPMENT

1 know of no institution i our sociely that does a
poorer job of ediiceating its own employees thein bigher
education (Lawrence Sherr. cited in Seymour 1992,

P- 104).

Systems Dependent

Creative and
Supportive
Leadership

Planning
for
Change

Vigion
Mission
Qutcomes
Driven

Collaboration Decisions
: Based On
Fact

Delegation
of
Decision
Making

The actions of senjor feaders reftect their ideas about em-
powerment and continuous improvement. When they are
serious about empowerment and continuous improvement.
senior leaders commit time and resources to developing the
required knowledge and skills inall members of the organi-
zation. Education and wraining are essential to transtorm
institutions. and the responsibility 1o invest in huniin re-
sources rests with senior leaders. ~Unless vou take care of
the human side of qualine. vou will never readize the true
benelits ol a quality organization”™ CThor 1993, p. 21 Man-
agement must begin by making continual self-improvement
a priority and by aceepting the responsibility for continuous
training of people in the organizaton.

Although it is ditficult to determine how much time and
money should be spent on taining, some researchers have
discovered that organizations actively practicing the quality
principles have employvees spend a minimum of about 10
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hours in training for the first vear (Brown. Hitchcock, and
Willard 1994}, The training is usually divided into three
phases: (1) the concept of quality (cight 1o 12 hours), (2)
tools (16 10 24+ hours), and (3) special topics (four to 10
hours). In subsequent years, about 16 o 32 hours of addi-
tional training is necessary. BEven though this model is only
one of many identifed in the iterature (see. e.g.. O'Brien,
McEacher. and Luther 1996; Tucker 1993), it emphasizes
that members of an organization must he educated about
the philosophy of the quality principles it they are 1o be
(ully engaged in the search for qualiy.

Managers need leadership training 1o develop skills of
coaching, lacilitating, and cmpowering. Untl recently, most
cflors o apply the quality principles focused on administra-
live operations, and most wraining and education was tar-
geted more toward the administration wnd staft and less to-
ward the faculty. beciuase administrative practices more
closcly retlect business practices and because quality im-
provement originated in business and industey. Support staff
most frequently reccive triining (89 percent of responding
institutions in one survey), followed by administrition (85
pereent) and then faculty (607 percenty (Freed, Klugman, and
Fife 1990, While the quality movemem places ahigh prior-
ity on waining emplovees at all levels, eduaiting faculty as
well as administration and stafl is central to the cultural
transformeition.

In i cultre subscribing o quality improvement, the tradi-
tonal, passive Geudte development commiuee is being re-
pliced by professional and personal deveropment commit-
tees for both Erealty and stalt. The primaey focas is on how
cvervone served can receive the highest quality education
possible, and it involves ongoing taining in which ¢mploy-
cosat all evels have access 1o workshops, seminars, and
coutrses reled o quality. One of the most important resalts
of training in the quality principles is the development of an
internal commeon Linguage that allows ellective communici-
tion (Cornesky ¢ al. 1992y,

While it is necessary that top leaders he committed o the
process, it is equady important o train adl the leaders o walk
the tdk.” A commaon model of development ustadly has twe
mirin phases. The first phiase ican introduction to the quality
coneepts, whicli inclndes communication skills, prablem-
solving techniques, customer seryice. and team bunlding,
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Employees are introduced to measurement, charting. and
costing. They begin to apply statistical analy«is and to use
control svstems. The second phase involves more specific
training for individual groups. Some institutions use just-in-
time training so members are irained for when they need

specific skills. Customer service is emphasized throughout the

training sessions, because all employees need to leam how to
listen to customers and to solve problems (Cocheu 1993),
Faculty members often become trainers in the learning
process, which gives them new roles. This change helps
structures to become less hicrarchical. News titles are created,
and revised systems challenge traditional systems (Span-
bauer 19923, Fiftv-two percent of the institutions implement-
ing the quality principles in one survey use 4 combination of
staft rainers, faculty trainers, and outside consultants (Freed,
Klugman and Fife 1990, reinforcing the fuct that having
internal personnel conduet training is important in demon-
strating an institution’s commitment to quality.
Organizations are quick 10 blame workers for problems
with quality when the problems most likely are caused by a
fack of in-depth training and inadequate design of the svs-
tem (Deming 1086) “Training needs to be part of the system
so that it is a continuing way of lite for all members of
higher education. A solid commitment of resources is neces-
sary to transform institutions into learning organizations—
although an organizaton full of learners does not add up 1o
2 learning organization (Marchese 19930,
lronically, the primary function of colleges and universi-
ties is the development of students, yet Faculty and stalf
development is oiien a low priority €Xinter 1991). “For an
organization whose very existence is based on the need for
cducation, it is amazing that universitics pay so hittle atten-
ton to training their own emplovees™ (Bonser 19920 p. 5100,
Because they fack trining. administrators often make dedi-
sions without collecting the necessary data or consulting the
appropriate people. Many fuculty members do not colledt
datat from stuaents when they make improvements for siu-
dents, “Where else could the iden of a calture oriented Jto-
ward] continuous improvement be more appropricte than in
iNstUtoPRs wWhose primary purpose is to support improve-
ment and individual growth?” (Gore 1993, p. 335,
Sestenitic individual development through continuous
cducation and training is necessary il institutions are ready

Training
needs to be
part of the
system so
thatitis a
continuing

way of life

Jor all

members
of bhigher
education.
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to address the one constant of organizational survival: heing
able o meet stakeholders” changing expeclations. To do so,
institutions must make decisions based on daa systemati-
clly collected from stakeholders.
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DECISIONS BASED ON FACT

If you can’t measure something., yout can 't tiiclersiaid
it: if you can’t tnderstand i, youe can’t control it: if you
car’t control it, you can 't improve it (Flarrington 1987,
p- 103).

in God e trust. All others must use dettar (W, Echwards
Deming, cited in Walton 1986, p. 96).

Systems Dependent

Creative and

Supportive
Leadership
P! 7ning Systematic
ror Individual
Change Development
Vision
Mission
Qutcomes |
Driven 1.
’
Coliaboration .4 - Detlsions
\ Faot
Delegation S
of . .
Declsion )
Making

Figher education institutions must monitor the quality of the
goods and services they provide to be able o improve contin-
uously—which means that people in those organizations must
systematically keep track of how the organization is doing and
that the resulting information must be readily avaikible 1o all
within the organization. Decisions in higher education often
have been made or influenced by personal impression, anec-
dote, or complaint. Instead, the quality principle “decisions
based on fact” urges higher education to “keep track, cig out
the facts, find the systemic problem or root cause”™ (Marchese
1993, p. 12). and concentrate on it o improve the organiza-
tion, Data collection is also associated with assessment in
higher education. Institutions involved in assessment have

A Culinre for Acadenic Excellence &
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stated ourcomes and key indicators of undergraduate educa-
tion and have collected data over time. The movement towzird
quality elevates the use of data to another level: “What'is the
point of the assessor's ‘*knowledge for improvement' if contin-
uous improvement isn't the aim?” (Marchese 1993, p. 12).

Quuality improvement can be described with 10 questions
or steps:

1. What clo I or we want to accomplish? (fdentify niission.)

2. Who cares and what do they care about? (ldentify stake-
holders and requirements.)

3. What are we doing now and bow well are we doing it?
(Assess current state: develop a baseline.)

4. What can we do beiter? (Define preferred state, probleis,
and improvement opportinities.)

5. What prevents its from doing better? (Identify barriers
and root causes.)

6. Whett changes corld we make to do better? (Decelop im-
Jrocement solutions, strategies, tactics, and plais.)

7. Do it (lmplenent plens.)

8. How did we do? If it diehn’twork, try again. (Monitor
resuidls: recycle {f necessery.)

O. I it worked, bow cait e do it every time? (Standardize.)

10. What did we learn? Lets celebrate! { Cusettde project.)

(Tague 1995, p. 12).

These 10 steps are an elaboration of the Plan-Do-Check-
Act cycle originally proposed by Walier A. Shewhart in the
1930s and taught in Japan by Deming (Deming 1986). They
offer a systematic or scientific method for continuous quality
improvement. Figure 13 shows the sequence of working
through the steps. Often, an organization does not proceed
smoothly from the first step to the last but may need to go
back o an carlier step when a change does not work or
may need to begin work on another change. Measurement
and data collection are critical in every quality improvement
process, and the flow chart in figure 13 indicates which
steps of the process involve measurement.*

*See Ruben 19930 for a simplificd version ol this process for higher educa-
tion, which includes six steps: determine review mission and vision, assess
expectations, dssess perfornimee, identify gaps, plan improvements, and
integrate changes.

6

BEST COPY AVAILABLE



A
i

FIGURE 13

Flow Chart of the Quality Improvement Process
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A tendency exists to equate quatity with tools, which turns
the focus inward o the institution’s internal processes. Sev-
eral tools are useful in continuous improvement, but they are
the means and not the end of continuous improvement. If
use of the wols leads 1o improvements in products and ser-
vices that stakeholders do not want, the efforts have not ac-
complished the goal. When the focus is on the tools inswead
of meeling or excecding stakeholders” expectations, the re-
sults will likely not be the desired ones. “Paradigm shifts do
not often come as a result of using quality wolst, but] the
100ls can help one understand the data and the need for a
paradigm shift™ (Law 1993, p. 24).

Tools are essential for implementing the quality princi-
ples: they nuke it possible 1o collect, visualize, analyze, and
interpret information 1o improve a process. Many tools are
available for these purposes: some are usclul for interpreting
numerical data, while others can be applied to verbal data.
The importance of the tools used for nuimerical data is to
teach the meaning of vardability and to have people learn 1o
control it (Sashkin and Kiser 1993), The tools used for verhal
data help organize issues, ideas. and words rather than num-
bers (Brassard 1939).*

The appropriateness of a particukir tool depends on how
it is Lo be used and at what stage it is to be used in quality
improvement. Six categories of tools have been identified
according to use (see table 3):

1. Idea creation tools, used to generate new ideis or to
organize many ideus;

I

. Process analysis ools, used to understand « Process ora
part of it
3. Cause analysis tools, used to discover the cause of a
problem or siluation:
-1 Planning tools;

)

. Exaluation ools, used o narrow a group of choices 1o
the best one or to evaluate how well something has
heen done: and

0. Data collection and analysis tools (lague 1995).

For conerage af aniny of the quality wols, see Brassard 1989, GOAL QPC
FO8K, and Tague 19495,
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TABLE 5
Examples of Quality Tools

Tool category ' Examples of tools

Idea creation tools ’ Affinity diagram, nominal group process,
relations diagram

Process analysis tools Flow chart, matrix diagram, relations
diagram
Cause analysis tcols Cause-and-effect diagram, force field

analysis, matrix diagram, Pareto
diagram, scatter diagram, systematic
diagram

Planning tools Flow chart, force field analysis, matrix
alagrarm, operationai definitions,
relztions diagram, systematic diagram

Evaluation tools Scenario builder, matrix diagram

Data collection and analysis tools Control chart, histogram, operational
definition, Pareto chart, run chart,
scatter diagram

some tools are used more frequently than others. Respon-
dents to one sunvey (Freed, Klugman, and Fife 1994) were
asked 1o tunk the top three wols used in thedr institwions, oui
of L4 tools listed (aflinity diagram. causc-and-cffect diagram,
control chart. Hlow chant, foree field analysis, histogram, nomi-
nal group process, operdional definition, Pareto diagrun,
relations diagre-n, run chart, scatter diagram, scenario builder,
and systematic dingram). The list is by no means exhaustivee,
but the results convey both the frequencey of use and the over-
Al importance of specific tools, The top five ools indicated
by the respondents in order of importance were flow chart,

A Cudrrre for Academic bxcellence 1 N &Y

A

LN Y]

BEST COPY AYAILABLE



55
@?

cause-and-effect diagram. nominal group process, affinity
diagram, and Pareto diagram, all of which are easily used and
typically are employed early in the analysis of processes.

Flow Chart

A flow chart is a picture of the separate steps of a process in
sequential order. Such steps might include actions that must
be performecd, materials or services entering or leaving the
process, decisions that must be made. and people who be-
come involved. A flow churt can be used as a process analy-
sis tool or as a planning tool. 1t should be used when @ ream

FIGURE 14
Flow Chart of the Payroll Process
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begins to study a process (the first and most important step
in understanding the process and finding potential areas for
improvement). when an improved process is designed,
when a project is phinned, and when better communication
is needed between people involved with the same process
(Tague 1993). Figure 13 (p. 87) shows a flow chart of the
10-step quality improvement process (Tague 1993, p. 72).
Note that an institution may proceed sequentially from step
1 through step 10: however, the didgram has many loops
and institutions typically pass through several of the steps
more than once when working to effect a particular change.

The low chart in figure 14 was used to study a payroll
process for new appointments that was experiencing many
errors and complaints. Hundreds of new appointment trans-
actions were initiated monthly, but reiiable Tists of the names
of wll appuintments could not be found. Fifty percent of the
forms were incompletely or incorrectly filled out. Ninety
percent ol these problems could be corrected by niaking «
phone cadl. but the rest had to be sent back to the depert-
ments Lo reinitiate the process. Some of those involved in
the process constructed a flow chart of the process. from
which they discovered that. depending on where the trans-
action began in the organization. the current process re-
quired three to seven signatures, The many required signa-
tures added cost but no value o the process.

When the signatures were eliminated as an experiment.
the number of errors decreased and the time for an appoint-
ment form to reach the pavroll office was reduced by 48
hours (Sherr and Lozier 1991). In this case, the flow chart
made it possible to see where in the process unnecessary
steps occurred. o eliminate those steps, and to end with a
trimmed process that could be negotiated much more
smoothly and with significantly fewer problems.

In another example, Biology 100, Anatomy and Physiology,
is i service course offered by the Department ol Biological
Sciences as part ol the School of Nursing curriculum ac Sam-
ford University. The School of Nursing monitors the course
through use of the National League of Nurses (NLN) board
exam for anawtomy and physiology (APY, Displeased by the
number ol students who did poorly in the course (reccived a
grade helow C) the mastery hase of the C students, and the
students” performance on the NEN AP exant, a team compris-
ing the professor who taught the course, the chair of Biolog-

A Culticre jor Academic Excellence
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IGURE 15

‘low Chart of the Original AP Process
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ical Sciences, the dean of the School of Nursing, and the
chairs of the School of Nursing’s curriculum and admissions
committees was formed o deal with the problems. By making
a fllow chart of the existing process (Agure 15). the team
found the process that had been in place for vears had stu-
dents begin by tking Biology 104 if they came to Samford

FIGURE 16
Fiow Chart of the Redesigned AP Process

Students apply to
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with no previous AP course. When they passed Biology 106.
they took additional nursing courses, after which they took
the NLN AP exam. When they passed the NLN exam, they

continued taking additional courses in the program.
The team saw several problenis with that process and

were able to incorporate suggestions for improvement into a

new, redesigned process (igure 16), which included the
department chair's review of AP courses from other institu-
tions and a decision as to whether students who had taken
an AP course at another institution needed to take Biology

FIGURE 17
Cause-and-Effect Diagram for Causes of Fear in the Classroom
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106. For students entering the system immediately out of

high school, the process now included a review of the high

school background and basic science aptitude test scoves.
followed by &t decision about whether the student could

enter directly Biology 106 or should first take a lower-level

FIGURE 18

Cause-and-Effect Diagram for Declining
Summer School Enrollments
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biology course. Finally. the team decided the NLN AP «<xam
should be given shorly alter the completion of Biology 100
to receive more immediate feedback on how well prepared
students were for the renuiinder of the nursing curriculum
(Hunsinger 1992). In this case, the flow charnt of the existing
process showed shortcomings in that process that could be
climinated with a redesigned process.

Cause-and-Effect Diagram

The second most important ool used among responding

higher education institutions was the cause-and-effect dia-
gram (Freed, Klugman, and Fife 1994). This tool captures,

FIGURE 19
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displays, and classifies various theories about the causes of a
problem. Developed by Kaoru Ishikawa in 1943, it is often
called an Ishikawa diagram or a fishbone diagram. Because
it can sort ideas into useful categories, it is o good tool to
bring structure 1o a brainstorming session. The process of
drawing a cause-and-eftect diagram should begin with the
problem (or with the desired result) and the five generic
categories for the cause . machines and equipment, materi-
als, methods, people, and the environment. Team members
often question the need for discussion of possiblie causes
because they think that the causes are obvious, but each
person sees the problem from an individual vantage point
and may have his or her own ideas about possible causes
(Plsek 1590

Figure 17 is o causce-and-effect diagram about the causes
of fear in the classroom. As a class project, students enrolled
in a psychology course at Samford University studied the
subjedt, conducting informal interviews with fellow students
about what caused and increased fear. The students con-
structed a causc-and-cffect diagram, grouping the causes of
fear under four main headings: tests, personal causes, peers,
and professars. ~Tests” included type and number of tests,
amount of nuterial covered, assignment of grades. and poor
study skills, “Personal causes™ included students health,
number of class hours. number of work hours. procrastini-
tion. and a poor atitude about the course. “Peers™ included
social differences, social group comparisons, and heing
nicde fun of in class. “Professors™ included their setting ex-
pectations too high. having a poor attitude toward the stu-
dents, not making time for students, and being inflexible
CTeal 1992). The diagram is instructive for both students and
professors on a variety ol situations that could be analyzed
and changed 1o reduce fear in the classroom.,

A task force formed to identify causes of declining enroll-
ments in summer school developed the cause-and-cliect dia-
gram shown in figure 18, The task force grouped possible
CAUses into six arcas: competition with arca schools, paolicies
and procecdures, cost ol courses, personnel, marketing, and
course offerings. Fron these causes, team members were
able to identify actions that might lead to solutions. Every
member of the team was assigned a specific iask ar the end
of the first meeting, such as gathering data 1o compare costs
with competing institutions in the region, identifying nontra-
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ditional times for summer courses, or exploring the possibility
of an innovative tition structure for summer school students.
The cause-and-eftect diagram helped to focus discussions
during team meetings and to make dearer exactly what ac-
tions would be helpful in developing an action plan to solve
the problem (Strickland and Schooley 1993).

Nominal Group Process and Affinity Diagram

The third most important tool, nominal group process. is a
structured method for group brainstorming that encourages
contributions from ceveryone. After the problem is stated.
cach eam member writes down s many ideas as possible
for a st period of time, and then cach member states one
idea aloud in warn. After all ideas have been voiced. the
ideas are clarificd or combined. This ol should be used
when some members of the weam are much more vocal than
others, when some team members think better in silence,
when some members may not participate ina regular brain-
storming activity, when o team does not generiate quantities
ol ideas, when the tweam has new members, when the issue
is controversial, or when there is conflict among the team
members Clhigue 1993). Information for the cause-and-elfect
dizgram in figure 18 and for the affinity diagram in figure 19
came from group brainstorming sessions.

The affinity diagram and nominal group process are both
classified as iden creation ools.” Use ol the altinity diagram
typically follows a brainstorming or nominal group process
sestion, I is most convenient il ideas from such o session
have been recorded on stick-up nowes or note cards. 1he
notes are then spread randomly on aable, on the oo or
on the wall so that evervone can see alb of them. Working
quickhy and in silence. cach team member looks lor notes
that scem o be related and places them together: the weam
keeps working untl all cards have been placed into six o
10 groups, Cards that do not seem o fit should he left wo
one side. During the grouping. cards may be moved several
times, When the cards are grouped., the weam selects a head-
ing lor cach group that has been formed by using a card
from the group or by making a new one (Strickkind and
schooley 19930,

The advisory committee for the School of Education
Samiford Poiversity used brainstorming and an affinity dia-
gram to develop and organize i list of desirable qualities in a
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new dean. Instead of beginning the scearch for a new dean
by using the usual procedure of looking for someone who
had excelled as a professor and had written articles or hooks

FIGURE 20

Pareto Diagram of Reasons Students Scored
Poorly on the NLN AP Exam
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in the ficld, the committee brainstormed 1o determine the
characteristios they would like o seein the new dean, The
afinity diagram in figure 19 was developed as aresult of this
exercise. The six categories that emerged from the brain-
storming were leadership style, reputation as e visiondny,
interdisciplinary interests in learning and teaching, personal
cualifications, academic credentials and expericnee, and
public school experience and administradion. The profile that
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resulted from this meeting wus used throughout the selection
process, first as criteria for advertsing the posiion and Luer
to rank the top choices (Sirickland and Schooley 1993). In
this case, the alfinity diagrim gave focus to chaos and pro-
vided ereative input to the process of hiring @ new dean.

FIGURE 21

Pareto Diagram for Causes of Fear in the Classroom
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Pareto Diagram

The Parcto dingram, categorized as Dol o cause amalvsis
tool” and o “data collection and amalysis wol™ Clague 1993)
wis the Bith most importint ool cited in the survey (Freed.
Klugman, and File 199 0. The Parcto principle comes [tom
an ladian mathemeaticim who discovered that, almost al-
wiys, 20 pereent of i process creates 80 pereent ol the re-
sults or. put another wav, “80 pereent of the problem i be
attributed 10 20 percent of the causes™ (Omachonu and Ross
190, . 2900 I the 19305, Joseph furn applicd the Pareto
principle 1o problems involving gueadity, e suggested that

Tl
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whenever a namber of individual factors contribute to some
overall offect. reladvely few of those fems (e vital few)
account for the majority of the effect. 1o problems mvolving,
guality. @ team can make noticeable improvements by focus-
ing on the v few '

Parcto diagrn. are @ tvpe of bar chart in which the vani-
ous [uctors that conribuic w some overall eifect are ar-
ranged in order from the most frequent o the least frequent,
This tool can be used o reveal unnoticed patterns when
data are analvzed by groups, to foces on the most significiint
problem or cause. 1o improve communicition about infor-
metion, and o evaluate improvement by compirisons of
before and after Clague 19930,

A Puareto dingram was constructed 1o determine why stu-
dents did poorly on the NLEN Anatomy and Physiology exaam
(figure 2000 From the datr collected on the students who did
poorly on the exang, the possible reason that aceurred maost
frequently was that they had taken the exsun four or more
monihs afier twking the AP course. Other (actors aceurred
with decreasindg frequency: o stadent vierned o C or lower in
the AP course. hund a0 low ACT or ST score. indicating
poor aptitude for science. or ook an AP course at anaother
school, Onee this information was known, tcany members
cotld suggest winvs o improve students” scores, severid of
these suggestions were incorporated into the redesigned
process (see the How chart in fouee 10): The XLN AP eaam
wis given i the end of the AP course, admissions standards
were increased. mnd prorequisites were established for the
AP course. The Paretor dingram identified reasons for poor
scores that helped o focus the ideas for improving the
process tHunsinger 1991,

Figure 21 is i Parcto dingram showing causes of fear in
the classroom, After siudents in the psyehology class at
siumford T niversity had interviewed other stadents about
what causes or enhances tear in the clssroom, they
grouped the rewsons and counted the number of reasons
Fdling under cach main heading Giests, personal, peers, and
professorsy. What this small study FTound was that most fears
in the clissroon e genenited by tests, followed by profes-
sors: other sources accounted for u relatively small pereens
ol the reports Clea

1992y, This dingram makes it obwious
that testing must be stdied i students’ Tears are 1o be
fossened,
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Even though tools have been uscd successfully w imprave
processes in higher education institutions. it must be con-
stantly remembered that the tools are simply a means (o an
end, not the end in themselves. The use of wols and tech-
nigjues is the most visible evidence that an organization is
concerned about outcomes or quality: it is also the most su-
peificial indicator of a quality environment and therefore
annot be relied on to distinguish an organization that is
practicing the quality principles from one that is not. Tools by
themselves cannot lead 10 quality (Sashkin and Kiser 1993).

Svstematically collecting data and using quality tools are
not paits of the culture in most higher education institutions.
Making decisions intuitively rather than on data tends to be
more ingrained. In a quality culture, decisions are made
based on fact.

If an institution is 10 react quickly o environmental
changes and continuously improve quality for the people it
serves, emiployees must be more accountable and have
more authority and information. Employees need 1o assume
more responsibility and exercise more initiative. People a
all levels must be empowered to make decisions and take
action.
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DELEGATION OF DECISION MAKING

The person doing the job knows jar better tha conyone
else the best wey of daoing the job arid thercfore is the one
person best fitted (o improve it (Waterman 1987, p. 74).

Systems Dependent

Creative and

Supportive
Leadership
Planning Systematic
for Individual
Change Development
Vision
Mission
Outcomes
Driven
Coliaboration ) Decislons
S Based On
g T . Fact
/’. N h‘
/" Delegation |
N o - N
! : Decislon '

People who waork within the svstem have the most insight
into how the system works and how to improve it The sys-
tem must be held accountable for accomplishing measurable
outcomes, and people must be committed 1o achieving
those outcomes. This line ol thinking is more common on
the administrative side of the institution: the faculiy's ac-
countability for institutional goals is a rather weak concept.

Faculty members are olten faulted for being too indepen-
dent and oo empowered. They are criticized for acting like
individuals rather than members of o collective whole, The
difference fies in involving and empowering them o nuake
decisions and to hold them accountable for measurable
OULCOMCeS,

I institutions are Lo react quickly to the imminent
changes in the environment, administrators have to “put
more and more accountability, authority, and information
into the hands ol the people who e closest 1o the products
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and customers” (Howard 1990, p. 134). ~The practice of
empowerment—or instilling @ sense ol power—is at the root
of organizational ctfectiveness. especially during times of
trunsition and transformation™ (Conger 1989, p. 17). Em-
powerment enables people to tuke personal responsibility
for and ownership of the wsks they perform (Shulman and
Luechauer 1993), Tt should not be viewed as an end in itsell
but us a means of fulfilling the organization’s vision (Ewell
1993 Tlelon 1993).

The people who can solve many of the problems affecting
quality already exist within the institiion. Personnel dealing
with operations know more iabout needed daily improve-
ments in quality than upper administrators, Natonal retail
department store Nordstrom's written philosophy states:

Weo also encoardage yorr to present youir ot fdvas. Your
buyers bare a great deal of ciitonony. and are encor-
dged (o seek ont andd promote new fasbion divections at
el times. .. Nordstron bas o strong open-door paolicy.
ernel we encorrage Your to share your Concerns. stgges-
tions. ancl iceas. . ..

Novdstrow Rules:

Rule =1: Use your pood judgment in all sitiations.
There will be no additional rides (Plelter 1995, p. 601

When emplovees are not empowered and their knowl-
edpe is not tapped, it becomes o source of frustration repre-
senting it large cost to organizations (Leifel. Robinson,
Harshberger, Krallman, and Frany 19910, In a recent survey of
a nugor universitv, emplovees reported feeling o lack of em-

powerment: no sense of appreciation for their effons: linle
understanding of the university’s policies. goals, and priori-
ties: and almost no opportunity {or professiona] growth. And
this pattern tends to be the rule rather than the exception at
colleges and universitics theal and Jenkins 19910,

The paradox of empowerment is that “empowerment
mezns letting go while taking control” (Baker 1994, p. 623 or
gaining control by giving up control (\Witerman 1987). In
reality. empowering nmanagers do not lose their powers and
responsibilities: they redefine and share them (ChalTee and
Sevmour 199D, There is no shortage of power, Tor power
can be given vy without fosing it and gained by giving it
to others Cthior 19930, “Ellective Jeaders know that ofie gaiins
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far more control by empowering others, byl giving away
one’s formal authority”™ (Sashkin and Kiser 1993, p. 87).
Rescarch indicates that allowing employees to pagticipate
and become more involved increases both satisfaction and
productivity (Levine and Tyson 1990).

The aditional assumption is that managers are the ones
in control. The role of 1 manager in an empowered organi-
zation is to clear away the obstacles to effective action.
According to Robhert Haas, CEO of Levi Strauss and Com-
pany. empowernment is not ¢asy:

It has been difficudt for me to accept the fact the 1 don't
have to be the smartest guy on the block—reciding erery
memao cand signing off on every decision. e reality, the
more you establish pareoneters and encourage people to
take initiatives within those botnedeavies. the more yout
nnttiply yorr own effectiveness by the effectiveness off
other people (Howard 1990, p. 133).

But giving people the authority to make decisions doces
not mean they will make good decisions or that their actions
will be effective. Employees need to be trained in the gual-
ity principles, their applications, and the statistical tools thay
cun be used to improve quality. They need o learn how to
work in teams (Sashkin and Kiser 1993). Training and edu-
cation not only improves skills. but also helps employees
develop an understanding of the organization. "Employees
who are enabled and empowered have the knowledge,
skills. and opportunity to take corrective actions to solve
problems and make improvements™ (p. 806).

An empawvered workforee is developed by directed au-
tonomy (Waterman 1987): All members of the organization
are empowered to do things their way within a context of
direetion. People must know the boundaries: where and
when they should act on their own, and where and when
not. The manager’s role is to establish those houndaries and
then to get out of the way, trusting emiployees” judgment.
Empowerment is the process of sclf-control and self-
nunagement (Juran 19897, Self-management can be viewed
on o continuum of participative decisions (Manz and Sims
19S0). Aanagers must nake decisions about how much self-
ninagenient lo encourage in subordinate cnployees, and
some eriterist must be available o help make that decision

Jduinere for Acccenic Faeeltence
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(Maier 1970: Vroom and Yetton 1973). In general, more par-
ticipative decision making is appropriate when: €1) the prob-
lem is not highly structured: (2) information is needed from
subordinates: (3) the solutions must be accepted by subordi-
nittes for implementzion: and (4) subordinates share in the
organization’s gouls (Manz and Sims 1980),

It they are to participate in decision making. subordinates
must be fully involved. To best involve employees, four
clements should be present: information. knowledge, power,
and rewards. I one ol the clements does not exist. employ-
ces will not get involved and will not e empowered (Law-
ler 19923, An individual without information cannot take
responsibility. but an individual who is given information
cannot help but ke responsibility, Individuals who are
given information. knowledge, and authority feel a sense of
accomplishment, which is itself an intrinsic reward (Carlzon
1987). Leaders must be aware of all these elements 1o maxi-
mize ¢m, ‘oyees involvement.

Middle managers (in higher education institutions, depart-
ment and division chairs or deans) e often pereeived as
having difficulty letting go of power. They often feel threat-
cned when asked to share power. and they are accused of
resisting chunge. But leting go of power may not be the
only ohstacle for empowering others. Department chairs, {or
example. are ofien confused about their role and have only
limited power themselves (Martin 1992). One solution is o
redefine the role of department and division chairs so they
are an integral pat of efforts 1o improve quality and em-
power them so they have power to give to others. Doing so
could be accomplished by holding them accountable (or
their areas in contributing 1o the suceess of the whole sys-
tem. not just their specife departments or divisions.

As compinies become more horizontally structured. often
referred o as “boundary-less,” they set varving parameters
for different individuals, The kinitude for setting boundaies
is based on experience, skills, and a proven track record.
Middlie managers are given power o sct direction and nego-
tiate goals for their arcas within the larger svstem. In addi-
ton. they have the power 1o chiange processes to improve
the svstem. I quality is going to hecome s pernanent pan
of the way we operate, middle managers must be given the
power and the accountiability their vical role demands™ (V-
tin 1992, . Y0 A common mistake is by passing middle
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nunagers in forming teams among {ront-line employees: in
doing so, middle managers feel threatened and so do not
give employees the support they need (Walton 1990),

People can feel empowered only if the environment is
supportive. An empowering environment recuires informa-
tion to he shared that previously was considered confiden-
tial—financial information, for example. Empowering leaders
hold informal gatherings of smali groups 1o discuss company
issues openly. Open communication is reinforced through
organizational newsletters or electronic mail 1o address em-
plovees questions and concerns. Information about objec-
tives, measures, and rewards is shared to promolte cooperi-
tion and synergy.

These etforts are supportive only if emplovees pereeive
the culture as fair. Empowering others and establishing an
environment of Gimess involve many of the same conditions:
developing trust, acting consistently, being truthful, demon-
strating integrity, clarifying expectations. treating people equi-
by, allowing emiplovees to have influence. establishing just
standirds, and demonstrating respect (Sashkin and Kiser
1993). Fairness is important for a quality culture, because if
fairness is not part of the mix, “it is difficult il not impossible
for emplovees to feel empowered. o believe thar there will
be rewards for results, or to act cooperatively™ (p. 105).

In an empowering culture, the reward system is strue-
tured with an emphasis on collective performance and co-
operation. Because empowerment allows people at Jower
levels in the institution to have more responsibility and the
freedom to exercise it, employees need fewer approvals and
have more autonomy in making decisions. Emplovees must
trust and respect cach other to get the job done, because
there is less supervision and more reliance on cooperation.

An empowering environment dallows members 1o Nourish
on the job. 1o exercise self-control, and to provide quality
service, Not only do they psyehologicillv: own their jobs. hut
members also have a broader perspective ol work processes
>0 thev e able to catch errors and muake improvements
tLawler 1992). Empowered employees need:

e Information Graining and education, dati. technical
Kknowledge:

o Resources (funds, materials, space, time): and

s support Cauthority, approval, legitimacy) CRanter 1983),
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in a quality culture, leaders understand how to empower
others and how 1o build a supporiive culture. People at all
tevels are resocialized around the new values and trained
about the new boundaries. Empowerment is possible when
the senior leaders in the arganization learn to live in the
paradox of empowerent. giining control by giving up
control, to thrive on its contrudictions. To do so, some insti-
tutions are establishing learning centers or training institutes
where the skills needed to function in the new environment
are taaght.

Empowerment can be beter illustrated by an example
based on studies of young children in an unfenced play-
ground, Results have indicated that svhen no fence exists,
children tend to stay close to the middle because they feel
safer huddled wgether. In a playground with a fence around
it. children go 1o the edges and explore. The role of senior
lcaders is to set the boundaries (the fence) and define the
work environment with plenty of room to operate. Decision
making should be pushed back to the appropriate level; by
defegating decision muking in this way, senior leaders have
rime to think about the boundaries (where the fence should
be) and to make plans accordingly. The role of middle man-
agers is to take the institution to the boundaries. it is their
responsihility to look for broken fence posts and o sug-
gest where the fence should be. And they are responsible
for making sure the fence is safe and well mainzined. In
essence, middle managers safeguard the enviconment
(Thor 1993).

Organizations. like theaters, need to spotlight more than
the stars. This hidden cast of people behind the scenes s a
powerful resource. When backstage contributions are re-
spectedt and recognized, these unseen people respond with
hard work, loyaliy, dedication, and a commitment to an
excellent performance. The hidden cast ofien feels ne-
glected. frequently does not receive the feedback it de-
serves, and therefore does not understand the purpose or
impact of its position to the entire production (Deal and

Jenkins [994),

A prinry focus of the philosophy of quality is the em-
powerment of the individual:

1he fesson is thet 1ee baee to emporeer all aer people
witly dlignity, knowledge. aud skills <o that they [canf
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contribitte. They beave to be made secure so thal they
cennt contribute. trained so theat they can do the work
properiy. aned encotreged 1o grow so thal the firne can
derelop ancdd wrow. The purbose of all of managenen,
the pupose of cooperation. is (o bring out the hest in
cach of us cand allow cach of ws to contribute fully
(Aguavo 1990, p. 243).

Making it possible and worthwhile for employees to be
commiited wncl involved applies to the institutional culure
as well—everything from creating a philosophy that mem-
bers value o designing operational procedures that allow
autonomy. According to Fred Smith, CEO of Federal Ex-
press. it is important to remember that employees” satisfuce-
tion is a prereguisite 1o customers” satisfaction (Reynolds
1992). For higher education institutions. it translates into
training, and educating employees so that they understand
the significance of satistying their numerous stakeholders.
In a survey of institutions with experience in implement-
ing the quality principles, almost every respondent men-
tioned “involving peopie” and “giving them a voice™ as key
benefits of the quality movement (Seymour and Colleu
1991). Organizations that excel in the future will be ones

thzat “discover how o tap people’s commitment and capacity

to learn at all levels of the organization™ (Senge 1990, p. ).
Once people are empowered, they need to be trained to
collaborate so that they can effectively work in teams.
Empowered teams are the building blocks of quality im-
provement.

Individual empowerment is epitomized ina poem by Lao
Tsuin Teao Te Ching:

Go to the people.
Learn from them,
Love them.
Start with what they know,
Build on what they have.
But of the best leaders,
when their task is accomplished,
their work is done. the people will remirk:
We have done it aurselves,

Organiza-
tions that
excel in
the future
will be
ones tbhat
“discover
bow to tap
peopie’s
commit-
ment and
capacity to
learn at all
levels of
the organi-
zation”
(Senge
1990, p. 4).
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People who have i stake in the outcomes of o process have
avested interesi in collaborating to improve the processes
that create those ontcomes. By 2000, an estimated 90 per-
cent ol all American comipanies will have theie workforees
structured as teams, As the quality principles are practiced in
higher education institutions, coflaboration and empowered
work weams witl be the trend. The compiex and difficult
problems Fcing higher education demand a new approach
o solving problems that is based on bringing peop

¢ lo-
gother—those who are most influenced—ito muke decisions
CThor 1993,

While departments more often function as work teams,
campits conimittees tpically function as groups of individu-
als that get burdened with administrative tisks, The norm is
that comnuttees function politically, or they do not function
at afb CEwell 1993, In contrast, collaboration involves learn-
ing new behaviors and changing the way people pereeive

A Crtdtiere for Academic Excellence 1

BEST COPY AVAILABLE



their work, Quality improvement teams are created with
aunthority and therefore cmpaowered 1o address specifie prob-
fems, Temms are action orviented: they stady o particular
problem with the godl 1o improve the system,

The task of forming teanis is especially complicated for
colleges und universities, beciuse thes are loosely coupled.
open systems with muliple and pooriy defined goals '
(Cohen and March 1930 They are decentralized. panticu-
Loy in acadenyic administration, but this decentedization is
not necessarilyv synonvmous with participaion: processes
AVinter 1991, “Industry desperately needs to Toster team-
work. The only training or education on weamwork our peo-
ple receive in school is on the ahictic fickl, Jeamwaork in
the clissroom is called cheating” (W, Edwards Deming. cited
in Gubor 1990, p. 25, Although collaboration and wwaniwvork
renxiins the means and not the end, improving work pertor-
nmenee is the objedtive.

The concept of cotlubaormion and wamwork in colleges
and universitios is complicated by several Bretors, Obstacles
tocamwe ! nclude the wrdition of academic freedom. the
competiiveness of individual departments for funds :nd
studens:and o fundamental American individaatiso. Faeuby
menibers e aceustomed o working independenty, ofien
competing with cach other The idea of working together o
impros e guidity suggests aouniformite withe which they are
not comlortable, One of the major clenents of higher edu-
cation, the peer review for tenure, focuses on individual
achicvements, whereas the quality principles emphasize
the achivvements of wams. Teaditionallv, academic decision
nutkers in colleges and universites sct autonomousiv. There
fore, gaining aceeptance for the idea of collaboration, prr-
ticulady on the academic side, may be o challenge for any
institution. For the quality principles ta be successtally ime
plemented in higher education, however, collaboration and
teamworle must become the novn.

Iniplementing the coneept of wams necessitaies a shift Tor
the cuttare of higher education, A wcam s asmaldl number
of people with complementary skills who gre commined o
a common purpose. performance goals, and an approach
for which they hold themsclves mutually aecountable™ (Kat-
zenbach and Smith 1993 po 15 Based on rescarch aboul
higher cducation leadership teams, what e is and wha
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it is not can be clearly distinguished (Bensimon and
Neununn 1993, p. 30). A team is not:

e A physical object that comes 1o life on the basis of clearly
prescribed roles,

e A rational structure acting intentionally o achieve defined
cends.

o A machine that can be analvzed purelyin terms of its
members” discrete behaviors,

o A ool that manitgers can use o further their ends.

I congrst, a4 team is;

o A colicctive unit that is an entity in and of itsell. rather
than merely the sum of s individual members.

* A setof actions, feelings, and expericnces,

e A setting marked by both shared and fractured meaning.

o A socil reality created and re-created by those who are
part of it.

o A realitvy—complex and often inconsistent—that exists
inside the head of cach member and is perhaps dilferent
from member to membwer,

o A reality that is understood threugh close interpretation ol
the experiences of individuad members.

o A fluid set of hetiels, understandings, and differences—
sometimes consistent and complementary, other times
inconsistent and contradictory—encompissing members
and exceeding them even as they ereate and re-create
meaning. conflict, and ambiguity (Beasimon sind Neu-
manin 19931

As these differences indicate. a team is a process, not a
product. The chadlenge for anvone who is responsible for
Duilding b team is to develop a group of people so that they
are able o ead, act. and think together. The team should be
able o think in more expansave and ereative wavs than any
one person individually tBensimon and Neunann 19930

The disciplined application of “team basices™ Gsize, pur-
posc, goals, sKills, approach, and accormntabiling is olen
overlooked in team processes CRatzenbach and Smith 19930,
Teams are often perceived inanactive state ol doing and
deting, but what is essential is teanr thinkinge. How team
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members perceive, discover, think, and create individually
and interactively influences the team's success, Teim pro-
cesses dre important in creating an effective want. The struc-
ture needs 1o involve building relationships that encourage
connectedness, interaction. and collaboration. One way to
do so is to encourage appropriate self-disclosure among
peers (Bensimon and Neumann 1993). People need 1o feel
comfortable with cach other to build trusting relationships.,

Quality might be initiated in the hearts and minds of sc-
nior leaders. but it lives in the work of teams. Betier solu-
tions enmerge when everyone involved is allowed to cotlabo-
rate to solve problems (Hillenmeyver 1992). In o culture
cnihodying quality, sitations are created in which teams,
not individuals, have a whole and meaningful project 1o do.
And the team has considerable amonomy in how it accom-
plishes the work (Lawler 1992) Morcover, the feamn receives
fecdback about the work. Collaboration and teamwork can
he promoted in higher education by matking it a stated goal
of the instinion and by senior leaders” endorsing the idest
andd supparting its implementation. It needs to become the
wiy people think about aecomplishing their work.

Colinboration and weumwork allow people to compensite
for someonce’s weaknesses with someone else’s strengths:
the whole is greater than the sum ollits parts. “Alignment”
has heen used o refer to a group of people functioning as i
whole tSenge 1990), accomplished through it ~commonality
of purpose, a sharced vision, and an understanding of how o
complement one another's efforts™ (p. 234), “Alignment is
the necessane condition belfore empowering the individual
will emponver the whole team™ (p. 235). When teams learn,
they become a microcosm for learning throughout the orga-
niztion (senge 1990,

Using project teams, sk forees, aid committees 1o salve
prroblems and make dedisions in higher education is not
new. But the idea of using teams trined lng(.-lhér in decision
niking hased on collecting and understanding data is. Teams
are different from traditional conuittees, because members
have heen empowered o chiange the processes in which
they work, Members assume different roles within the team
to facilitate effective ineraction. Senior leaders empower the
teams, listen to the ideas presented. and nitke decisions
hased on the team’s data and recommendations. Mechunisms
to ensure continuous feedback from senior leaders inerease
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the probahility that the weanr's recommendations are feasible
and realistic (Hillenmever 1992: Schimidt and Finnigan 19923,

Developing members to work effectively in teams involves
cducating them with a common knowledge and language
about the process of improving quality. Specifically. members
must be trained in mecting techniques, analysis, synthesis,
team bhuilding. problem solving, and statistical tools. The
important point is that colliboration and tcamwork must be
duesigned into the svstem: it involves more than delling people
to work ogether UHillenmeyer 1992).#

The training provided should:

e Teach coplovees how to communicate in o teim, which
involves understanding team dymamics and learning, how
to build o consensus.

o Teach team leaders how 1o organize e meetings that
follow systematic agendas,

o Enhince weinm members” ability 1o anadyze problems, eval-
uate alternatives, and plan and implement solutions using
data in all phases ol the analvsis,

o ‘leach members tools that can be used in analvzing da.

o LEncourage and reward cooperition and the sharing of
information CHolpp 1989),

Teamwork invohes mectings. and training in how o lead
team mieetings is necessary, These group experiences are
imporent beaaese they affect how people feel chout their
tcam. how committed they are to decisions, and how well
they work as o team and individuably, I mectings can be
improved. icamwork. communications. morile. and produc-
tvity can be improved as well (bovle and Suans 19700, To
accomplish this goal, team members must have a clear defi-
nition of their roles:

o Tedm leaders plion micetings, discriboe agendis inoad-
vinee, and ensure that the team completes the plans for
action,

o [fucilitaiors make suggestions for solving problems, keep
the team focused, and ensure that everyone has a chancee
1O participatle.

YThe Tecom Heandbooke Do Qo Use Tearis o bmproee Qneahity oscholos 198
and thetocn DatrdDools for Pdveegtors, Hloge T b e Teamis 1 o
Claadity tschaltes 1990 are common wesources tog buildimg eames
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Teerm nienthers attend mectings, contribute ideas, collect

data, recommend solutions, and help o implement them
(Coate 1991). :

Recorders, who are neatral, nonevaluative servanis of the

group, create i rgroup memory”™ of evervihing that is suid
and display it so that the memory is visible for the whole
group (Dovle and Straus 1976,

Suceesstul organizations use the following 10 guiding
questions to make meetings more offective and efficient

(5S¢

hmidt and Finnigan 1992). Team leaders should ask these

questions hefore calling o mecting of the team:

I~

9.

143,

6.

- Why hold the mecting? The answer to this question—or

the laek of one—will dictute the need for the mecting.

- What is the expected outcome? This answer determines

the focus ol the meeting and acts as a benchmark for
the actual outcome.

What tpe of mecting is it? Members should be informed
as to whether the mecting is 10 solve problems. share
information, gather data, or make decisions,

. Based on the type of meeting planned, have the rigin

people been included? ‘The right people with the right
informution arce essential,

. Has sutficient tme been allocated? Assign times Tor cach

part of the mecting phin and use the time accordingly.

Was an agend:l distributed with enough ead time?

Participants will e beuer prepared if the agenda, in-

cluding sturt and stop times, o purpose, and desired

outcomes, his heen distributed Far enough ahead of the
meeting so they know what 1o expoct,

How will the weam deal with agenda items? Members
necd o understand group processes so they can act
clliciently and prodactively.

\Who does whe? The various roles nead 1o be decided

and rotated among members,

How will decisions be made during the meceting? in o

team. every opinjon is vidued, and weams usually reach

decision through consensus,

Who will make the final decision? Everyvone should knowe.

Fyen the process o commuamiciating in i teant mecting is

ditferent from thar Tfor aowepical commiuee mecting, The
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mitin ditference is the one hetween o dinlogue and o discus:
sion. In a dialogue. mentbers explore complex issues rather
than irving o convinee others of a panicubir viewpoint, and
new actions emerge as b result of the dicdogue. A dialogue
develops trust that cirries over o discussions. Beaiuse skilts
of building a consensus and working together to solve prob-
fems are dilficult 1o leam. teaums need o practice the various
skills and evaduate the process w the end of cach miecting so
the process can continue 1o improve (Senae 19000,

“The viahiline of orsmizations as systems and their abiline
o meet expoctations of external constituencies [depend]
Lareehy on whether and how internal interactions ke place”
CRuben 19950, e 1600 Ina tauditional burciueratic setting. or-
wanizations have been structured around functions, In aoman;
ufacturing firnn, for example, the tepical functions are market-
ing. inance, production, sates. and human resources, In
higher education. the functions are departments and divi
sions, Fach function is organized hicrarchically so thar vertical
structures or barriers (often described s walls, chimneys, or
silos) e created that facilitate imerction eeithin functional
divisions, In other words, the structures become obstacles 1o
interiction. coordination. and collaborion beteeeen fane-
tions. When this siction oceurs, individuals and depariments
commonhy lose sight of the institution’s overall vision, mis-
ston. and outcomes, Work becomes departimentalized and an
iUs-not-my -job mentadity cmerges (Ruben 19930, These Darri-
ors [oster internal compeetition. a decreised sense of personal
responsibility for achievement of the organization’s mission,
and w willingness 1o hlime others outside the department
instead of colliboration, cooperation, and .o ork.,

When emplovees work an teams, they need to be able to
cross depurimenid nes 1o gain an understanding of other
units” goals, procedures, and practices. Cross-functional in-
terctions reinforee the coneept of svstems thinking. and this
hotistic understanding of sy stems llows members 1o focus
on the institation’s common goals cather than on the depart-
ment's goils Oy 1990 The resalt is thae evervone shares
in the suceess of waorking together effectively,

It they do not function effectivety. teans should revisit
the feam Dasics CRatzenbach and Smith 1993, Members
should rethink the team’s purpose, approach, and goals,
Clarifving the teant's mission and focusing on challenging
performance goals is the bhest wav 1o get back on target.

A Guldtire for Acedenric yeellence
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Teams do have disadvantages: They can become isolated
and detached from the larger setting, and they can become
victims of “groupthink™ (Janis 1972), which means that the
team fails to engage in critical thinking because it strives for
consensus. In other words. the advantages of using teams to
make decisions are lost when groupthink oceurs. To mini-
mize this possibility. the team could appoint a devil's advo-
aate, break the teaim into subgroups, and then reconvene as
a lull group. or have the eam leader take a nondirective
role (Janis 1972). These strategies encourage members' {ull
participation and help to prevent groupthink. The work
involved in designing and nurturing effective teams is waorth
it. resulting in severad advantages: creative problem solving
among diverse individuals, peer support for one another,
and increased accountability (Bensimon and Neumann
1993). In addition, teams help o develop a shared vision
and ownership of the outcomes.

One national survey found team development to e the
mast important benefit of the quality movement because it
addresses the most critical element of all the quality princi-
ples: the people within the institution. (Sevimour and Colleu
1991). Likewise, data support the conclusion that redesign-
ing the workplace around high-performance. self-directed
teams vields significant gains in performance (Lawler 1980).
Teams vield dramatically improved quality, decision making.
work methods, emplovee retention, and safety, And effec-
tive leadership teams improve institutional performance and
sutistuction (Bensimon and Neunann 1993). Therefore,
teams that lead, act, and think together must replace the
conventional idea of teams, According to Jamie Houghton,
CEO of Corning. If vou really believe in quality, when vou
cut through evervihing, ivs empowering vour people. and
its cmpowering vour people that feads to teams”™ (Dumaine
1990, p. 52).,

The underlying factor alfecting all the quality: principles is
the coneept of change, which involves changing how deci-
sions are made and whao is accountable for making deci-
sions, in turn requiring changed skills and knowledge
through education and training. All of these changes depend
on changing the hehaviors ol leaders so that they are able o
cmpower others and build offective leadership teams. Creat-
ing i culwure of excelience is hased on making change
positive and continuous celement of the institutional culture,

s
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PLANNING FOR CHANGE

The only constetit s cheange.
—ANoONYmMous

The contined bealth of the operations of airy orgain-
zation depends on clever adaptation, alert changes.
fanctf daring innovations (keller 1983, p. 167).

Systems Dependent
TN Creative and
7 A Supportive
L ’ Leadership
p
/7 :
/ .
¢ Planning " Systematic
S for T Individual
cl'ungc s Development
; . Vision
L Mission
- Outcomes
Driven
Collaboration Decisions
i Based On
Fact
Delegation
of
Decision
Making

One of the major assumptions underlying the principle that
a quality organization’s vision, mission, and outcomes are
driven by stukeholders” expectations is that stakceholders’
expectations are continuously changing. Thus, the concept
behind continuous improvement is the necessity for an orga-
nization to be alert to its stakeholders” continuously chang-
ing expectitions and o the notion that planning for change
must Become an active and positive value in the culture.
This principle does not refer (o a planning process, but to a
mind-set in cach individual in the institution. Tt is an attitude
about plianning and an attitude about change. 1t involves
cmbracing continuous change as an evervehy element in
the culture, an element to be cultivited. nurnured. and re-
inforeed.
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Evervone must change. but the change goes deeper than
changing practices and technigues. Embracing change as a
cultural value touches not what institutional members do.
but who they are—not just their sense of the task, but their
sense of themselves and not just what they know, but what
they think (Champy 1995).

Higher education instituiions, steeped in historical origins
and precedence. are more likely than most organizations o
have a cultare that nuuarally resists change. With their fong
history of practices and wraditions used on an accumulation
ol consistently acted-out values—for example, academic
areas organized by departiment and based on disciplines or
specialized areas of inquiry, presidents selected more for
academic than adminmistrative accomplishments, curricula
determined by faculry with Titde or no external input, faculty
assessed only by their peers—higher education institutions
are often o enrenched 1o change casily and prefer the
comfort of the status quo. The norm in higher education
institutions is to measure success by the procedures—which
tend Lo rematin consistent over time with no evaluation of

the current relevaney of the processes that operate within
the procedures. In other words, the problem with these
consistent traditions is that an instinttion is rarely viewed as
a system and the relationships within the sysiem are there-
fore often unexamined and disconnected.

The first of Deming's 14 points of management is con-
steoney of purpose. where the intent s to relentlessly pursue a
clearly articulated mission (1986}, Deming did not mean that
organizations should sty the same and never change. On
the contrary, once an organization’s purposc is clearly de-
fined through its vision, mission. and outcomes, it is man-
agement’s obligation o make whatever changes are neces-
sary 1o achieve that purposc (p. 240, For example, il an
institution’s major goal or purpose is to have a highiy di-
verse faculty and student body, then the excuse that appli-
cant-pools are not adequate would not be toleraed. With
constaney of purpose, all recruiting processes would be
evaluated and new processes ried undl the purpose of hay-
ing an instiwtion with the apprapriate mix of faculte and
studdents is achieved.

Although higher education institutions are bound by tradi-
ticn, history reveals that higher educition institutions change
constantly. Course offerings chimge. majors change., and
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stukeholders’ expectations change. As stukcholders determine
the mission and purpose of 2 nonprofit organization, it is
expected that the mission should clunge 1o reflect stakehold-
ers’ needs and wants. Yet institutions are slow to change
their missions, preferring to hold onto their traditions from
the past. The result is tension between what the institution is
doing and what stakeholders think it should be doing,

Institutions need to acknow ledge the constant change in
stakeholders’ needs and expectations and make this pressure
for change a consciors and positive part of the organiza-
tion's culture. For example, @ number of business and engi-
neering schools have responded to their industrial stake-
holders by teaching the quality principles because the
industries need these skills and knowledge (Roberts 1995).

Chunge in Lecher education is inevitable and aceclerating,
and one need only look at the tremendous changes taking
place as a result of communication via the Internet. Many
acacdemic arcas, especially the health, science. and proles-
sional schools, are seeing new knowledge develop expo-
nentizlly. For institutions 1o handle these new demands, they
must pereeive change as positive rather than be threatenced
by the call for change. Institutions necd to create a culture
that values change by developing a system that is able to
stay in tune with the changes.

Institutions
need to cre-
ale a cul-
ture that
values
change by
developing
a sysiem
that is able
to stay in
tune with
the
changes.
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CREATIVE AND SUPPORTIVE LEADERSHIP

Leadership involves moeing others toward o shared
perception of realily, toward a common nderstanding
of trhere the orgarization is aiid where it shonld be
solug. andd toweard aiy jncrectsed conmmitinent lo thaose
eneds (Birnbaum 1992, 5. 10).

Systems Dependent
’,/'/,f ,-.‘\_‘* .
\ - ,i'%mnﬁand '

\\ . "WD ‘1,/'
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Planning Systematic
for Individual
Change Development
Vision
Mission
Outcomes
Driven
Caollaboration Decislons

Based On
Fact
Dejegation
of
Declsion
Making

Shifting from an emphesis on resources o an emphasis on
performance takes a new npe ol leader—one who is willing
to tuke risks and involve other people. A leader is a person
vou fallow to a place vou would not go by vourself (Freed.
Klugman, and Fife 1995, By involving and empowwering
others throughout the institution, members at all levels and
in o varicty of arcas can take on leadership roles. The focus
moves from controlling to influencing, a significant change
becituse continuous improvement is based on continuous
change. Being able to influence others o aceept change as
a caltural value and o influence members o implement
change are essential characteristics in leaders,

Creating a quality culture requires feaders 1o demonstrae
different skills and behaviors from those ol the past (Ross
1993, p. 40). The new skills and behaviors are based on
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thinking differenty about the institution and about how
work should be done. Leaders' responsibilities in a quality
culture include seeing that the institution’s vision, mission.
and outcomes are establishoed and clearly undersiood
(Beckhard and Prichard 1992 pp. 25-35: Covey 1991, p.
202). Leaders are the primary drivers of the quality initiatives
on campus (Freed. Klugman, and Fife 1994 Thor 1996). The
new role for leaders includes ensuring that the systems are
in place so that the quality principles can be implemented.
Morcover, it is important that people in positions ot leader-
ship provide the resources necessary 1o support the effon to
instill quality if the quality principles are to be integrated
into the institution’s culture.

An underlying premise of the quality principles is tha
leadership is needed carly during their implementation 10
create o qualiey culture and thae strong ieadership is impor-
ant later in the process 1o support the change. Because the
principles define a holistic approach to managing institu-
tions, the principle of leadership brings the principles full
circle. reinforcing the idea of a system.

Tumen beings are designed for learning. ... Unfortu-
nerely. the prinieary institutions of our society are ori-
euted predominately toward controlling rather thean
learning, rewarding indiciduals for performing for
others rather than for cultivating their neatural cariosity
aned impanltse to learn (Senge 1990, p. 7).,

Leadership is the shared construction of meaning (Bensimon
and Neumann 1993) Tt reqjuires uncovering the ineaning
that is alrcady cmbedded in others” minds, helping them ©
sce what they alrecady krow, Delieve, and value, and en-
couraging then to make new meaning. In this way leader-
ship generates leadership™ (p. xv) Morceover, “leadership is
not 4 zero-sum game, but a process of reciprocal influence
in which power incrcases as it is shared. Good teaders begat
more good teaders™ (Birnbaum 1992, p. 122).

Most organizations are underled and overmanaged (Birn-
Daum 1992; Nanus 1992), Emplovees end (o be progrmmed
to do what they are tolds they are not focused on thinking
[or themselves (Lawler 1992), Our prevailing sy stem ol nan-
agement has destroved our people™ (W Edwards Deming.
cited in Senge 19900 pe 73 and 94 pereent ol the problems in

ey
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organizations are the result of poor management or are
least the responsibility of leadership (Deming 19560,

Because the quality movement is based on changing insti-
tutional systems, a new type of leadership is required.

Managers want lo deny that peaple bave problems ard
Jears. They walk arovnd with Dlinders. trying to attend
to their ~managerial duties.” They are able to keepy their
distaiice from workers becanse of the absorbing layers
of middle fimanagersy. whose job is 1o keep a lid on
problems. Wirat these wmanagers are ignoring is thett
their job is dealing with empiloyees” problens. eliniineit-
ing their fears. cncd encotraging the derelopment of
peopde (Gitlow and Gitlow 1987, p. 137).

For organizations o break with the stereotypical manage-
ment practices of the past. managers must take the lead.
“Leadership is the thread that weaves the other 13 Deming
points together and forms the busis for a tapesuy of con-
cepts that could improve the leadership and management of
postsecondary education™ (Hyson 1991, p. 72). Although
leaders need employees to cooperite. it is leaders” responsi-
hility to begin the change. [t is also their responsibility to
support the systeny making sure that the other systems are
in place to reinforee the quality culture (Ryvan and Ocestreich
1991: Thomson and Robens 1992). )

How Teaders spend their time, where they spend it and
how they communicate (writing and speaking) lead 1o dif-
ferent understandings about how members within an institu-
ton ¢in influence leadership and decision making. Creating
cultural symabols and helping people determine the neianing
of symbaols are also important responsibilities for leaders
(Kuh and Whitt 1988). The success of instituting, the quality
principles depends on the effectiveness of Teaders.

The effectiveness of colleges and universities depends to
agreat degree on the effectivencess ol administettors (Whet-
ten and Cameron 19830, Rescarel on administrative effee-
tiveness in higher education revealed cight principles that
substantiate oy ol the quality principles:

L. Place cgrrad emphasis o process and ontcomes, Elfective
administritors are concerned aboul the process of im-
plementing it decision (the systems of the organization)

S Caltiere Jor Acadeiic veellence
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as well as the content of the deasion (the outcomes). In
a time of declining resources, they are described as (air
open to dialogue, and tustworthy. This principle re-
ects characteristics needed to lead the movement to-
ward quality.

. Do noi be dfraled of failure: be willing to take risks.
LiTective leaders keep focused on long-tlerm outcomes
while building svstems that will minimize the chance of
failure. These svstems allow members the freedom to
take risks by providing a supportive environment. A
quadity culture should drive out fear and empower
members to tike the initiative,

3. Nurtire the suppoit of strategic constitieencies. Effective
administrators build a successtul coalition by continually
cultivating, political and financial support. They under-
stand that developing these relationships is vital during
periods of dedline and organizational success. A systems
oricntation means that stakcholders” expectations are part
of the svstem thar needs to be monitored. nurtured, and
translated into the institution's mission and outcomes.

o Do ot succuinly to the nromerons demeatids of interest
groaps. Effective administrators are able o distinguish
between legitimate needs that further the organization’s
missior and strongly advocated needs that more often
further more personal objectives, By articulating a clear
vision and institutional Lission, & quality leader is able
1o prioritize demands and stay focused.

5. Leare a distinctive fmprint, Adminisirators found to be
clfective left a legacy because they were able to assess
the institution’s strengths and weaknesses, opportunities
tor it, and threats to i while caring about the faculty's
morale and students” coneerns, A quality leader always
considers stakeholders” expectations and creates an
cmpowering calture in which they can participate.

O, L faror of overconunnication, espectatly dnuring
times of flux informadon reduces uncertainty: thus, the
more information people have, the less fearful they will
he about uncertainty. When enrolliments are declining,
funding is being reduced. and changes o curricula or
porsonnel are being proposed. the need is greater for
adminisirators o communicate information about priori-
ties, constraints, and changes, BfTective communication

| A
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is essential to empower others, build teams based on
trust, and create a culture that supports quality.

. Respect the power of institulional cultive, Eifective ad-

ministrators respect the indigenous institutional culture.
When they demonstrate an awareness of and sensitivity
o the shared values already in existence, they are able
1o win members’ trust and confidence, This allegiance
must take place before any mujor changes can oceur.
Although the quality principles are 2 chunge in culture.
the core values and norms are aligned with the institu-
tion's mission and outcomes., This culture is possible
when fear s driven out of the institution ane replaced
by the leaders trust and confidence.

Preserve and highlight istitutional sources of opporti-
nity at iy cost. Blfective administrators are able 10 con-
vert crises inte mandates for improvement. They shift
the faculty's attention avway from visible signs of finan-
cial crises by stimuliating enthusiasm tor new opportuni-
ties. They maintain an offensive position. Similarly. the
guality movement is based on continuous improvement
of all systems. Continuous change is perceived s i pos-
itive element of the culture, and scarching for opportu-
nities (o improve is of the highest priority (Whetten and
Cumeron 1985).

Findings of the Institwtional Leadership Project (Birnbaum
1992} identify characteristics of successtul presidents that re-

flect the quality leadership advocated in this monograph.

Presidents were classificd inio one of thiee categorics; modal,
failed, and exemplary. Modal presidents had an average presi-
dency that began with high support from all constituencics
but ended with support from the trustees and administrators

only. not from ficulty or students. Failed presidents began

like maodal presidents but ended with the president’s losing
the confidence of all constituencies. starting with students and
faculty and eventually the administration and the board. The

loss of confidence wis the result of an inahility to handle
criticism. The response of the failed president was 1o dis-

count, ignore, rejeat. and finally withdraw from groups that

criticized the president. By doing so, the president did not
solve any disagreements and finally lost the support of the
rOUS,
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In contrist, exemplary presidents were able to nutintain
the suppaort of facultyv, trustees, and administrators through-
oul their tenure. Exemplary presidents demonstrated qualine
feadership by continuing to cultivate faculty support during
the entite presidencey. They were enthusiastic, committed to
the institution, and sought interaction with fculiv like o new
president. They were recognized for making effective dedi-
stons and for following svstematic processes. Exemplary
presidents perceived aculty s the instivtion’s strengthe they
therefore dev cloped a collabontive velutionship with them.
Through constunt interaction with all the institution’s con-
stittiencics. the exemplany president was able o ereme o
shared vision, One exempliary president expressed his per-
ception of leadership thus:

By sharing infincnce. hare greatlv infliesced m oten
fufluence. They Ruow T'ne willing 1o listen. so they lision
togne D ithinke the colloge is a political sysienr. The presi-
dent cant foree others lo do somcething, oply persicede
(Birnbawn 1992, p. 101

Managers and leaders in higher education are people in
administrative positions, Often the mispereeption exists that
“numagers” and Cleaders” are synonvimouns, bue effective ad-
ministrators soe leaders rather than managers, Management is
aften defined as an activite that keeps an organization run-
ning and works well in an organized hicrarchv, Leadership.
on the ather hand, involves geting things started and facili-
tating change (Tuey 1991, As organizations hove decreased
the number of administrators and hatened out orgunizational
chirts, the emphasis has shifted from managing o leading.
The new role cails for feaders 1o ercate ehange and set the
direction in which the orginizition moves. thereby control-
ling the chunge rather than allowing the otmanizition w be
controlled by the change. This tvpe of Teadership requires
significant paviadignr shitis™ Clhor 1995, po1.

In un increasingly dynamic, interdependent. and challeng-
ing covironment. it is no longer possible for people athe
top of the organizaton o have abl dhe sanswers, The new
icadership is responsible for buikding organizations in which
people at all levels continually tearn through heing involved
in making decisions. Many organizations are “recognizing
that cenpowerment andd autonomy can help them respongd
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cffectively to rapid changes in the business environment”
(Carr 1994, p. 39 A commitment 1o the quality principles
usually involves @ change in munagement sivle (e,
Klugman, and Fife 1994): 63 percent of respondents noted
that their institutions had a more collegial stivle of feadership
after implementing the principles. On a scale of 1 Gndicating
autocratico) to 7 (indicating collegiuly. the mean management
score before implementing the quality principles was 3.2
and after implementation was -1 1.

Interestingly. leadership trziining has not typically been
part of professional development for many administrators,
Administraiors often arrive in managerial positions from
variety of disciplines and must leasn a2 new way of thinking
and behaving in their new roles. “Rarely does (he status quo
change without people in leadership positions having the
knowledge of self and the repertoire of skills that allow
them 1o behave differentdy™ (LetTel euall 1991, p. 6:5). For
administrators to behave differently, institutions must pro-
vide leaders with the skills and knowledge they need to
break traditional patterns.

Although the experts agree that leadership is critical,
Deming (1980) strongly emphasizes the importance of an
empowering rather than controlling leadership. Deming
describes feaders as coaches who counscl, not judge. and
cmphasizes cooperation, not competition, The leadership of
the future is based on building relationships, trust, and let-
ting go (Wheatley 199 0,

The kev to leadership exists in creating a shared vision
and making clear the distinetion hetween envollment, com-
mitment. and compliance (Senge 1990). To buy into the
institutional vision communicates the idea of selling—acetiing
people to do things they might not otherwise do. Enrolling
means choosing 1o become part of something. Committed
people feel willing to participate: in contrast. compliance
implies acting out of obligation. Relatively Tew people enroll
in orgianizations, and ceven fewer are committed to them.
Mot are in o state o compliance in which they go with the
How and do only what is expected of them,

For people to want 1o enroll in efforts 1o improve quality.
leaders must maodel the desired hehaviors, Employees need
o he given freedom of choice and not feel pressured into
compliance. Enrolling must be o personal decision i com-
mitment is 1o be the cutcome. A conunitied person brings
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energy. excitement, and passion to the workplace because
of a belief in the vision and a sense of responsibility for
working toward the objective. The only way for a leader 1o
evoke commitment in others is to be committed. Figure 22
illustrates Senge’s commitment ladder: it distinguishes com-
pliance from commitment and describes varying degrees of
buving-in associated with points along a continuum ranging
from noncompliance to commitment.

FIGURE 22
The Commitment Ladder

Commitmont

“This is whal I stand
for, From now on,
averything | do will
reflect this betel, I'm
gaing to find a way o
make this happen.”

Genuine compliance

“It seems like a Good idea
fo me, so talf me what you
want and Il do it — and
more f ! can.”

Formal compliance

“You said it 1s part of my job,
sotitdon~

Grudging compliance

't do only what | need fo o tc keep
liom loseng my job.”

Non-compliance

"l won'l, and you can’t make me.” or 'l
show you it won't work,”

Sereree: Thomson and Robets 1992 poa™,

In the educational context, an empowering feader ereates
an environment where innovation is encouraged, where
faculty, staffl and adminisuztors can tike risks to improve
processes within certain boundiaries. o do so requires flexi-
bility in adapting 1o various situzntions and changing condi-
tions. An empowering leader encourages the faculy to pro-
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vide superior educational experiences and encourages the
staff to provide exceptional support services for students.
This type of leadership requires people who are committed
to listening, trusting, and respecting cach person in the insti-
wion. "Evervbody goes to work (0 do a good job, but swiff
gets in the way. . .. IUs up to the leader to get this stuft ot
of the way™ (Baker 1994, p. 63).

Svstems and processes will he improved if leaders focus
on helping employees do their jobs successtully (Hyson
1991). The job of quality leaders is to make employees suc-
cesstul, and successtul emplovees in waen will satisfy stake-
holders” expectations (Croshy 1979). As a result, the organi-
zation will be successful.

AMany high-ranking administrators are not necessarily
eftective quality leaders. Quality leadership requires different
roles, among them eacher/coach and steward.

o [eader as leacher and cocch. Leaders need (o help others
to lead themselves, As teachers, facilitiors: and coaches,
they should et as role models. Their behaviors should
refleat the values and beliets dut are central 1o the orga-
nization. In addition. their behaviors need 1o be consis-
tent and persistent. and they need o take a personal
interest in the activities that improve processes and rela-
tionships with stakeholders, And eaders need o “talk the
Lalk™ but. more important, “wiulk the talk”™ (Reffel et al.
OO LeTarte 1993: Peters 1987 schmidt and Finnigan
19923, Instead of moniroring :ind controlling the behayv-
iors of others, feaders weach wnd coach by encouraging
athers to learn, ke risks, and hecome more involved,

o [edder s stewcard. Individoals who are stewards seck
responsibility over entitlement and are accountable to
those over whom they exercise power. When employees
are allowed the authority to nunage themselves, it is no
longer necessary to pay acwatchdog.™ A sservant leader”
is one who articulates goals. knows how to listen, in-
spires trust, and emphasizes persoml development (Lee
and Zemke 1993). Stewardship replaces self-interest, de-
pundency. and control with service, responsibility, and
partnerships (Block 1993: Greenleal 1977 Senge 1990),
Quality leaders also need to learn new skills:

o Jhiiledinig eo sheareed pision. Leaders need to anticulate
vision inlo which people want to enrofl and be commit-
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ted. The vision s as o focus and provides a common
bhond for institutional members: “The rowers must row
together” (Kiefer and Senge 1986). Synergy is created
when everyone recognizes how much more can be ac-
complished collectively. The process of building a shared
vision is 2 continual nrocess. “The vision lives in the in-
tensity of the leader. an intensity that in itself draws in
others™ (Peters 1987, p. 493

o Conmmuniicetion and jeedback. Leaders need to commu-
nicate the institution’s mission s clearly and in as many
ways as possible. I employees are to act in ways that
support organizational effectiveness. they must uncler-
stand the organization’s mission. how the organization
measures performance, what they can do w contribute
the mission, and how they can improve their perlor-
mance. Leaders should explain how cach strategic deci-
sion Ats with the mission (Bass 1985: Burns 1978 Lawler
1992; Tichy and Devanna 1986). In return. leaders need
o listen to employees and use this feedback to improve
systems and nuke hetter decisions,

e [istening. "You can convey no graater honor than o aciu-
ally hear what someone has to sav™ (Crosby 1979, p. 133).
Shared visions cuan evolve from listening to emplovees'
goatls and dreams, The leader's role s 1o listen 1o what
the organization is saving and then make sure it is articu-
luted forcefully (Senge 1990). Exemphury college presi-
dents listen intently to faculty (Birnbawmn 19923, They are
perecivied as continuing to respond to the faculty's needs,
and they support faculty governance. Successiul presi-
dents consider interaciion with faculty 1o be rewarding
and helpful. but it cannot happen without effective listen-
ingt.

To be able to listen effectively, certain mechanisms need
to be integrated into the cultare, including formal and
informal opportunities for discussion among stakeholders,
For colleges and universities, such opportunities include
exit interviews with professors, adminisirators, and sl
people o determine why they aceepted other positions or
with students who transferred to another institution.

o A systems oriestatfon. Leaders need w develop a friane-
work Tor understanding reliionships within the institu-
tion vather than secing separte parts. “Systems oriented”
MCINS VICWIng everyone as active participants in i svs-
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tem. “Everyone shares responsibility for problems gener-
ated by a system” (Senge 1990, p. 78). and evervone can
therefore contribute 10 solving systemic problems. Tuble 6
illustrates the contrass between the new maodel of quality
leadership and the old, traditional stvle of leadership.

TABLE 6
Two Models of Leadership
Characteristics Quality Cultural Leadership Traditional Leadership
Underlylng Princlples New Paradigm Old Paradigm
Values Community/common good Individualism/self-interest
Collaboration Expertise
Processineaning making Task
Relationships Egalitarian Hisrarchical
Followers share accountability Followers are subservient
Involvarment with group members Governed by Subordinate/
superordinate positions
Recognizes multiple perspectives Recognizes one view
Relationship end in itsell Relalionship means o end
Power with Power over
Power Empower members Control members
Share power Wield power
Creale meaning Manage resources
Riiuals, symbols, ceremonies Personnel, tinancial, elc.
Staff autonomy Jobs delineated, well definable
All mambers accessible Leaders inaccessible
Shared voica in decision-making Little or no voice in decision-making
Legitimacy based on copfidence from Legitimacy of position
informal network (group)
Communication Aflows for making meaning across Control - top down
channels
A members have voice Those with power hava voice
Inclusive network of relationship Exclusive relationships as means to
futher ends
Empower Decisive
Persuasion Coercion
Conlflict is medialed/negotiated Gonflict detarmined by leader
Listen in order 12 understand others Going through motions of stening for
context political reasons
Win-win Win-lose
Accessible to followars Separate from followers

Swaeree: Adapted rom Guido Dillrmo and Nauthan 995,

These new roles and skills are vital i leaders are w provide
new answers to the same old questions. Although the old
answer, top-down control, might have been strong, the new
answer s local control united by purpose or vision. The old
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approach tocused on the operating unit; the new one {ocuses
on the entire system. Cooperation and teanwork replace
competition. The norm has shifted [rom trying to avoicd
change to anticipating and addressing change. Channels of
communication must be open to allow information to flow
more freely (Thor 1993). As facilitators and couaches, *leaders
are succeessful not when they et but when they enable others
to act” (Carr 1994, p. 5. Only when emiployees can say “we
did it ourselves™ will leaders know that they have truly led.

A survey of 15,000 people identified characteristics of
cffeciive leaders (Kouzes and Posner 1993). The top four
characteristics and the percentage of people who selected
them were honest (87 percent), forward looking (71 per-
ceni). inspirational (08 percent), and competent (58 per-
cent). The researchers concluded that honest people have
credibility thad fosters trust and confidence in others. Cred-
ible leaders do what they say they will do by {ollowing
through on commitments. Their actions are consistent with
what others value, and they believe in the vadue of others,
They are able o communicate the sharved values and visions
that form a common ground. They are capable of develop-
ing leaders around them by admitting their mistakes, dimin-
ishing fear in others. Credible leaders are optimistic and give
others hope about the possibilities of success, And they
create a climate for learning characterized by trust and open-
ness (kouzes and Posner 1993). In essence., credible leaders
are quality leaders. They adhere to the quality principles.

“Leadership is always dependent on the context but the
context is estabhshed by the relationships we value, We
cannot hope to influence any situation without respect for
the complex network of people who contribute o our orga-
nizations™ (Wheatley 199+, p. 144, Changing the culture is a
gradual process. What leaders do to articulate and act on
their visions niust be congruent with the history and wradi-
tions of the institution’s cultural context (Kuh and Whitt
1988). Top administrators need 1o demonstrate respect for all
emplovees and [or the existing culiure. realizing that every-
one is part of an interdependent systen,

The quality principles will not be effective in the absence
ol conmitied leaders wt the 1op of the institution (Sushkin
and Kiser 1993 Thomson and Roberts 1992), and “leacdders
are suceessful only when they empower others to help cre-
ate and share the mission, (o trast one another. to coardi-
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nate :mg{l communicate with one another, and 1o create and
learn tagether™ (Carr 199+, p. a4),

Capable leaders are essential 1o thinking as a team. If
teams are 10 be effective, leaders must pay attention o wam
processes that are often overlooked. They must be strongly
committed to following througlt on teams processes, which
usually requires unlearning traditional traits of leadership—
aggressiveness, competitiveness, andd authoritarianism. In a
quality culture, feadership is redefined as collective, shared.
interactive, and engaged if teams are 1o lead, act. and think
elfectively together. A study of presideatial feadership teams
identified two Characteristics of presidents who consistenthy
foster an atmosphere of openness in their leadership teams:
(D) They are sensitive 1o and appreciate interpersonal pro-
cesses, and €23 they bave a good understunding ol them-
selves (Bensimon and Neamann 1993, p. 108). Morcover,

they are open. leading 1o a eam environment hased on trust.

A series of focus group interviews with academic leaders
from deans o presidents identified Ave arcas in which aca-
demic leaders should channel their efforts:

L. Emphasizing the concept of quality. not langage.
Business and management erms are not well received

in e academic community. Changing 1o more culwarally

sensitive fanguage helps o avoid conflicts over rhetorice,
2. Making fuculty members ccare of their iustitutioneal

responsibilities, Faculty will admit that the administrative

side of the academy can benefit from the quality pringi-

ples, but they are reluctant o believe that the academic

side can benelic as welll Faculty must be convineed that

the quality principles could increase students™ learming.
3. Breaking doren barviers aniong organizedione! 1ol

Faculty have @ great deal of autonomy, which can fead 1o
ssolation, Theyv tend 1o work dlone. viewing themselves as

independent contractors rather than members of an insti-
wiion and aligning themselves with their disciplines in-
stead of the institwtion where they are enmiploved.
Collaboration and teamwork G be used in any depan-
ment iving o improve systems processes, i leaders
should set the example by including fculiv members on
Process improvement eams.

A Restructuring reward systems, Collaboration should be
rewarded. which is generaliv not the case. Leaders must

In a qua-
lity culture,
leadersbip
is rede-
fined as
collective,
shared,
interactive,
and en- -
gaged . ..
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be willing to engage the institution in rethinking its fun-
damental values and rewards. This component is impor-
tant in changing behaviors.

3. Buitding trust so that asstinptions can be challenged.
Caolleges and universitics are structured o resist change.
and people are attracted to the academy who are com-
fortable with a sense of history, traditions. and lack of
chinge. Leaders have to continually articulate the idea
that change is positive (Dhiman and Sevmour 1996).

Leaders are vesponsible for defining reality as an environ-
ment in which change cin and must evolve to evervone’s
credit (Dhinin and Seymour 1996).

It is leaders” role to ereate a culture where everyone
within the institution is vained in leadership, remed like
leaders. and expected to lead. In a quality cultare, all mem-
hers” leadership ahilities are optimized and used (Baten
199:0). After they do. however, leaders must strive to provide
the resources necessary 1o support the improvement of qual-
ity on campus. Creating a culture for academic excellence is
a gradual, hut continual, process. 1Uis leaders” responsibility
to ensure that the resources are available 1o support the
implementation of the guality principles.
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THE IMPLICATIONS OF IMPLEMENLING
THE QUALITY PRINCIPLES

We're not there yet, and we probably necer will be. bt
e keepy triing to do better (Schimidt and Finnigan 1992,
p. 343).

Even though it is hard to define. who can be against qualdity?
The quality principics are effective manugement practices
that result in o new management philosophy. The quality
movement is based on a different set of assumptions. a new
paradigm for management:

e Be aware of whom you serve and how best to satisty
their needs.

s Lvery position is paut of @ svstemic process that affects
and is affected by other positions.

e Individuals must be trained in structured pmhlcm solving,
which includes knowledge of how to conduct a meeting.

e Decisions must be based a facts.

¢ The people who know the work best are the ones who
perform it

« Groups of people colluborating in teams can often have
more success than individuals working alone if they have
a stake in the outcomes (Wion 1990),

Interestingly. colteges with high faculty morale have similar
characteristics: empowering leaders with a strong participa-
tory style: o willingness to share information across the insti-
tution: collaboration and focused support. not competition:
and an intentionally Aat. horizonwl organizational structure
that nvinimizes hierirchial distincetions (Rice and Austin 1988),

The quality principles involve introducing new systems
and processes that result in betier quality (see figure 23).
Beter quality brings more pride in workmanship. resulting
in a change of anitudes and behaviors, New hehaviors be-
come a change in the culture, where the culture insists on
better svstems and processes, which in turn produces im-
proved results: The eyele results in continuous improvement
(Cornesky ¢t al, 1992,

Implementing the quality principles in higher educe tion
results in usking questions that are differend frooe the weadi-
tiomil management questions, Figure 24 outlines specific
(uestions that should be asked and answered il the quetlity
principles are to make meaningful contributions to higher
cducation instititions (Ruben 1995a), The gquestions help to
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translate the quality principles into action steps (o be taken
10 improve processes and systems.

FIGURE 23
The Process for Introducing Change to Quality

RESULTS: QUALITY

ATTITUDES

SYSTEMS &
PHOCESGES

-~

CULTURE
Sorrce Corneshy etal. 1092 po 35,

A great deal of learning takes place along institutions”
journey toward quality, Continuous improvement is abow
tiking risks. learning from mistakes, and making changes
for improvement. While none of it is hard 1o understnd.
none of it is casy to do (Xulon 1990): therelore, several
mistakes wre common in the implementation of continuous
improvement.

First. the organizaton’s top management ofien lacks a
commitment to the movement. [ senior administrtors re-
main uncommitied, the movement lacks the visionary lead-
ership needed o facilitne and maodel the necessary caltaral
change. Commilted leaders are necessary 1o build o caliare
that promotes edacational quality. And committed leaders
will work 10 continuously improve the caluere,

Sceond, ciuplovees’ support may be insufticient. Institu-
tional change wkes tinwee. energy. and a long-ternt comunit-

138

140

BEST COPY AVAILABLE



A5
&

ment from all those involved. Leaders must shift from man-
aging to leading, from directing emplovees 1o cmpaowering

them. Employees must be open to change and be willing o
ke the responsibitities asked of them.

FIGURE 24
The Quality Assessment and Improvement Process

1. Development, refinement, and/or review of the institution's/unil's mission, vision, and goals.

» Why does the institutiorvunit exist?

* What services do we provide?

= Vvhat products do we creale? -
» How do we fit with and contribute to the overall mission of the institution and/or the unil in which we are located?
What goals and/or values guide our aclivilies?

How would we ideally iike 1o be seen?

To what extent do faculty and siafl share a common understanding of our mstitution’slunit's mission, vision, and
goals?

2. Identilication of key consumer groups for each of the academic and service components of the instiution/rsit. and
assessment of their needs and expectations.

* For whom do we provide services and/or products (for instance, students. faculty, stall, alummni, patential enmploy-
ers, boards, taxpayers, iunding sources, donors)?

« Are there other constituency groups upon whaose judgment we depend (for example. colleagues at other instilu-
lions. accredilalion and regulatory bodies)?

* What does each of these external constituency groups expect from us? How do we know™

« What criteria do they use in assessing the services and/or producis we provide?

43

Assessment of curtent levels of performance in each missionivision/goal area.

* How well does ouf unit do?

= How do we assess our periofmancg? What criteria o we use?

« Whal are our strengths? Qur weaknésses? Our limitations?

* How do corsumers for our services and/or products assess our performance”

* Whal are the major courses of satisfaction and dissatistaction with our services or products?

* How does our performance cornpare o that al peer nstitulions? To other types of institulions?

4 identfication, anadysis, and prioritirzation of gaps between: (a) missionfvision and current performance levels; (b} mis-
sionfvision and consumer expeclations/satistaction levels: and/or (c) consumer expectations and currenl perdormance
fevels,

* Whal gaps exist between our pedormance and cur vision of what we would like 10 be?

« What gaps exist between our performance and the expectations of key constituency groups?
« whal gaps exist between our vision and expectations of key consttuencies?

« Which ol these gaps have the greatest impact on key conslifuencies?

« Which gaps are the resull of performance probtems?

» Which gaps are a consequence of communication problems? Boih?

(3]

Development of improverent stralegies (or eliminaling or reducing selected gaps
» What options are available for reducing critical gaps?
» Whal are the barners and facilitators for each possibility?
» Whalt resources ate required? (bime, dollars, expertise}
» What should the plan of aclicn be? (How does it it with and contiibuie 10 the overall mission of the unit and
university ?)
* How will we know  the effod is successul?

68 Integration ol changes inlo normal work processes.

« What can be done 10 ensure contisnuation of the improvements (short term and long tenn)?
* How can the changes be inlegrated into an tmproved work flow?
¢ What necds 10 be done ta ensure regular evaluation and improvement?

Soanrce Ruben 993 po 170,
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Thivd, institutions are reluctant o pay the costs associed
with continuous improvement, But institutions must be will-
ing o foot the bills for the costs of developing. educating.
and recducating administeators, Tacubty, and sl The quald-
ity movemene will not be an institutiorsu priority without a
strong commitment 10 covering its Costs.

Fourth, higher education institutions stre often not com-
mitted for the long erm. Leaders need to prepare all pantici-
pants 1o understand that the quality principles are a long-
ringe philosophy and not a passing fud. In doing so, it is
helptul to celebrate the small successes that build credibility
for the quality movement (Wolverton 1993).

Filth, the academic side of the institution is often not
invoh-ed Trom the start, If faculty are not included when the
quadity movement is initinted. they pereeive it o be an ad-
ministrative approach rather than an operatng philosophy
affecting the entire institution (Freed. Klugman, and Fife
1994), Because the essence of education is weaching and
fearning. faculty must recognize that they oo have heim-
portani part 1o play in improving the environment for a con-
tinually changing student bocy.

The lessons learned from practitioners in 25 institutions
reinforee the quality principles presented in this report.
Based on practical experience in implementing the quality
principles in higher cducation institutions, practitioners had
the Tollowing advice:

e Ensure commitied teadership, for lcadership is a critical
factor,

o Train facilitators: they are essential,

e Demund an initial commitment from the Hhoard, presicdent,
aned deans.

e EFngage fLculy inan intellectual diatogue about quality
carly in the process.

e Communicie the mission and vision stiements 1o giin
more understading and ownership of the process,

e Resisg jargon.

* Do not view continuous quality improvement as an end
but i means for achieving desired outcomes and a ool
o clhumngee,

o Clarify all emplovees” expectations about their role in
contribwing o continuous improvement,

1)
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¢ Change rewinrd and incentive systems 10 encourage im-
provement in cuality.

¢ Change performance appraisals. job descriptions, and
recognition to incorporate the goals for quality.

e Spend time talking about organizationat and culiural
change to prepare employees for the tnsformation.

o Make training a top priority and allocate resources to
support ongoing training,

e Integrate the quality movement with strategic planning.

e Emphusize personal change carlier by helping people
undersiand thae quality is a personal philosophy (Ameri-
can Association 199-).

The quality principles are consistent with the higher edu-
cation environment (Chatfee and Scymour 1991). The princi-
ples are based on fundamental educational values, such as
human resource development, life-long learning, rational
problem solving. and societal benelit. But the quality princi-
ples are more than tols and techniques; they are a new
institutional operating philosophy. The principles insist that
the infornition students leam in the classroom be rein-
forced in the manner the university is heing operated. =If the
administrative and the academic processes can be in align-
ment with the mission, then the learning environment will
he enhunced in ways that more effectively prepare students
lor the challenges of life™ (Hull 1992, . 2380,

A conceptual shift in the movement from person-focused
thinking to systemi-focuzed thinking is essential. Onee this
concept is understood, everything starts to change. Quality
systems should be the basis tor how work is performed.
how people are held accountable, how people are evalu-
ated, promoted. or disciplined, and how effectively services
are provided. The concept of stakeholders or customers is
still problematic, however, “If we can manage our institu-
tions with the customers in mind, we will have come a long
way o redefining higher education”™ (Seymour and Collett
(991, . 25)

Bused on experience implementing the quality principles,
one college president ohserved:

The quetlity movement is stifl in process. Within the next
sererad yeens our perceptions weilf change significantly as

A Cultire for Academic Eveelloice

141

BEST COPY AVAILABLE



neie learning is applied. The fact that one day e will be
rethinking old ideas i light of new nnderstanding sbould
HO caise s concern: nstecd of apologizing foir bearing

to shifl geens, we weill be awcne thet personal growth and
lectrning e taking plece (LeTarte 1993, p. 21D,

That awareness is the reward for implementing the quality
principles. Although the benefits of the effort 1o implement
quality are not alwavs quantifiable. some positive results are
commonly cited. People actively engaged in the quality
movement in higher education say that the quality move-
ment can achieve efficiencies. raise morzle, show good
stewardship of Tunds. and win public trust—"time has been
suved, costs have been reduced., peaple have boeen empow-
cred at all levels, and montle has risen™ (Couate 1990, p.
A—Dbut in the short term it is hard o measure cost savings
(Marchese 1993),

Improved communiciion and improved customer suatis-
action were (wo key benefits cited by approximately 63
pereent of the respondents in one survey (Freed, Klugman.,
and LFife 199-0), Approximately 30 percent of the respondents
cited improved coordination and increased morade: approxi-
matcly 30 percent indicated less rework and a changed cul-
ture. The study also discovered that the major frustration
with the quality movement wias the pereention that it is a
fad (03 percent). tollowed by the fact that implementation of
the quality principles is time-consuming (62 percent) (see
also Sevmour 1992 and sevimour and Collett 1991).

The time involved and the support needed from senior
leaders were frequently mentioned frustrations of imiple-
menting the guality principles (Freed. Klugman, and Fife
199 1), Even so, the nitjority of respondents indicated that
the benefits outweigh the costs and frustrations, Although
they would have done some things differenty, the consen-
sus was that they would doit again, “Just get started™ they
said repeatedly, supporting the notion that “there is no right
wiy” and the important decision is o begin the quality jour-
ney and to learn in the process,

"1 our clissrooms we encourage students to examine
competing theories, west assumptions, create learning situd-
tions, and use eritical thinking skills, Perhaps this is the time
to appdy whit we teach to swhat we do” (Sevmaour and
Collett 1991, . 28), Quality is not o task 1o be added 1o
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people’s lists of jobs. It should be an "everyday way of do-
ing business™ (Wolverton 1993, p. 2). The principles are not
new or unigques what is new is the recognition that institu-
tions must make i systematically conscious pursuit of qual-
ity. committed to all the principles simultancously. Doing so
may require a revolution in thinking and an evolution in
practice. a dramatic change in the culture. It is difticult to
unlearn behaviors that were successful in the past and tradi-
tionally reinforced through rewards: therefore. transforming
higher educittion institutions with the guality principles will
not be easy, nor will the process be expedient. The princi-
ples cannot be adopted piccemeal: The quality movement
will be successfui only il the principles are implemented
simultancousty, adapted for each particular institution and
improved over time.

" Lincar thinking still dominates most mental models used
[or critical decisions, but quality organizations make deci-
sions hused on shared understandings of relationships and
patterns of change (Senge 1990). The principles require a
disciplined approach that takes time and dedication.

The quadity principles also involve a personal commit-
ment to changing the mental model. which in tarn trans-
forms the culture of the institution, We must “commit our-
schves to operate in a way that we believe in because i is
what we have to do. . L. To live out a wity of operating that
we alone believe in gives real meaning to our work and 1o
our lives™ (Block 1989, pp. 194-93). Mcaningful and lasting
change starts on the inside and works its way oul. There-
fore. change cannot be imposed from the ouside and ex-
pect it o be welcomed or o last (Tice 1993).

Uhiimately, the quality movement is all about people. 1t is
discovering how 1o learn, 1o grow, and o continue o im-
prove personally and, by extension, institutionally, fn educa-
tion. quality is also about improving for the lives of those
touched in the teaching process (Bonstingl 1993). Because
quality is personal, it is evervone’s responsibility. ‘1o make
this point. Deming alwavs concluded his seminars with the
same five words: T have done niv best™ (Wadton 1986).

An analogy that cmbodies several of the quality principles
is a Hlock ol geese on the wing, Their system of [lving in a
N formation represents individuals who are aligned oward
a common goal and share @ common direction and sense of
community, The fead goose breaks the airtlow, making it

A Cultre for Acaedemic xceflence

15«

L -

BEST COPY AVAILABLE



casier for the other geese o follow because they are travel-
ing on one another’s thrust. When the lead goose tires, an-
other goose tukes its place. so the other geese must adjust 10
the continually changing leaders to accomplish the task at
hand. More important. cach goose is responsible for its own
performance on the team. The geese (ly in a wedge, but
they land in waves (Graham and LeBaron 1994).

In summary., people should put aside their old ways of
thinking (the old culture), fearn to he open with others
(quaddity leadership and the delegation of decision making).
understand how their company (or institution) really works
(a focus on systems), form a plan that everyone can agree
upon (vision. mission. and outcomes driven). and then work
together to achieve that vision (collaboraie) (Peter Senge,
cited in Dumaine 199-),

Northwest Missouri Stfe University is an institution that
carly on decided to embrace the quality principles under the
eadership of a president who champions quality.

At Novthwest, we baee kept our eyes on what we call a
“crdticre of quedity” for a long time. Achiering such a
ctiltire bas heen a driving force in our planning avcd
derelopment ... fornecarly a decade, e beliece thet
such ani encironnient provides the impetas for change.
the support for risk taking. the conmitnient to coitinit-
ous improvenient. this cultiere is the cidture for gualily
(VanDyke 1995, p. xi).

President Ronald Reagan summiarized the quality princi-
ples at the first ceremony honoring winners of the Maleolm
Baldnge Narienal Quality Award:

The one trait 1Dt characterizos these winaiers is that
they recdize that quedity inrorement is a nerer-ending
[rocess, « companyiide offort inwbich crery worker
Plays a critical part, ... These aacards ave won by com-
pernvies, bt they arve cariied y individuals working
together i the grest for excellence (Ehel 1991, p. 12),

Continual success depends on being betier tomaorrow
than todky, and it is the basis for continuous improvement.
The quality principles will not give us all the answers, but
they foree us 1o ask the right questions. And the questions

.
\
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being asked about quality improvement reflect a change in
thinking about work and about institutions.
The quality principles are neither a panacen nor easy 1o

implement. They require time, patience. and determination,

but the institutions that have hegun the journey believe the
effort is worth it (American Association 1994, Freed and
Klugman 1996). What kind of commitment does it tuke to
systematically practice the quality principles and how long
should it last? Deming’s response 1o that question was “tor-
cver” (Sashkin and Kiser 1993).
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cultural leadership model, 133

defined by stakeholders or customers, 23, 37

cvolutin in Higher Education, 27-34
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ASHE-ERIC HIGHER EDUCATION REPORTS

Since 1983, the Association for the Study of Higher Educa-
tion (ASHLE) and the Educational Resources Information
Center (ERIC) Clearinghouse on 1Higher Education, @ spon-
sored project of the Graduate School of Education and
Human Development it The George Washington University,
have cosponsored the ASHE-ERIC Higher Education Report
series. This volume is the twenty-Afth overall and the cighth
1o be published by the Graduate School of Education and
Fuman Development at The George Washington University.

Each monograph is the definitive analysis of o ough
higher education problem, based on thorough rescarch of
partinent literature and institwtional experiences. Topics are
identificd Dy a national survey. Noted practitioners and
scholkirs are then commissioned to write the reports, with
experts providing critical reviews ol cach manuscript before
publication.

Eight monographs (10 hefore 1983) in the ASHE-ERIC
Higher Education Report series are published cach year and
are uvailable on indiviaual and subscription bases. "To order.
use the order form on the st page of this boolk.

Qualificd persons interested in writing a monograph for
the ASHE-ERIC Higher Education Report series are invited 1o
submit a proposal 1o the National Advisony Board. As the
preeminent literature review and issue analysis series in
higher education. the Higher Education Reports are guarain-
teed wide dissemination and national exposure for aceepted
candickates. Exceution of @ monograph requires a least
mintmal Tamiliarity with the ERIC database, including Re-
sourees in Educetion and the current fnddex to jowrneals in
fieucation. The objective of these reports is o bridge con-
ventional wiscdont withy practical rescarch. Prospective authors
are strongly encouraged O cadl Dre Fite at S800-773-37. 2.

For funther infornition., write 1o
ASHE-ERIC THigher Gduciation Reports
The George Washington University
One Dipont Circle. Suite 630
Wishington. DC 20036
Or phane (2023 296-2597; ol [ree: 800-77 3-FRIC,

Write or call for i complete catalog,

Visit our weby site at hig: www.gwu.edu ~criche
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ORDER FORM 25-1
Quantity Amount
Please begin my subscription 1o the current year's
ASHE-ERIC 1Hgher Education Reports (Volume 23) at
$120.00, over 33% off the cover price, starting with

Report 1.
Please send a complete set of Volume __ ASHE-ERIC
Higher Feducation Reports at $120.00, over 33% off the
cover price.
Indivicual reports are awvailable for $24.00 and inciude the cost of ship-
ping and handling,

SHIPPING POLICY:

* Books are sent LIPS Ground or equivalent. For faster delivery, eall for
charges.

o Alaska, Tawaii, ULS. Territories and Foreign Countries. please call for
shipping information.

» Ovder will be shipped within 24 hours afier reeeipt of request.

» Orders of 10 or more books, call {or shipping information.

All prices shown are subject 1o chiange.

Returns: No ciash refunds—credit will be applied 1o future orders.

PLEASE SEND ME THE FOLLOWING REPORTS:
Quantity| Volume/No. Title Amount

Please check one of the following:

: S Subtotal:
(3 Check endosed. payable 1o GWU-ERIC.
O Purchase order attached. Less Discount:
O Charge my credit card indicated below:
O visa O MasterCard Toual Due:
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Ciy Sty Zip
hone Ian Teles
Signiture Date

SEND ALL ORDERS TO: ASHE-ERIC Higher Education Reports
The George Washington University
One Dupont Cir., Ste, 630, Washington, DC 20036- 1183
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JANN E. FREED is associate professor of business management
and chair of the Economics. Accounting, and Business
Management Department at Central College, Pella, lowa. She
received an MBA from Drake University and a Ph.D. in higher
education administration {from Iowa State University. Freed is
past president of the Midwest Management Society and con-
tinues to be active in both higher education and business man-
agement professional organizations. Her interest is in the appli-
cation of management theories and practices in higher educa-
tion. Currently. she is interested in guality improvement prac-
tices in higher education institutions. Freed is coauthor. with
Marie Klugman. of Quality Principles and Practices in Higher
Education: Different Questions for Different Times.

MARIE R. KLUGMAN is associate professor of statistics in the College
of Business and Public Administration at Drake University, Des
Moines. Iowa. She holds master's degrees in geography and
biostatistics and a Ph.D. in geography. She teaches under-
graduate and MBA business statistics courses and a course on
continuous quality improvement and is especially interested
in efforts 10 increase students’ learning in statistics courses.

JONATHAN D. FIFE i$ director of the ERIC Clearinghouse on Higher
Education and professor of higher education administration in
the Graduate School of Education and Human Development
at The George Washington University, For the past four years.
he has been associated with the Malcolm Baldrige National
Quality Award. serving as senior evaluator on the pilot evalu-
ation team for education and senior examiner on the Board of
Examiners. Fife earned a master’s degree in siudent personnel
administration at the Stute University of New York-Albany and
an Ed.D. in higher education administration at The Pennsylvania
State University.
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