
31? 
JiBid 
MO. H7r7 

A COMPARATIVE STUDY OF THE IMPACT OF THE TOTAL 

QUALITY MANAGEMENT PROGRAM ON EXIT 

LEVEL TEXAS ASSESSMENT OF 

ACADEMIC SKILLS SCORES 

4 

DISSERTATION 

Presented to the Graduate Council of the 

University of North Texas in Partial 

Fulfillment of the Requirements 

For the Degree of 

DOCTOR OF EDUCATION 

By 

Wanda Smith Maulding, B.S., M.Ed. 

Denton, Texas 

December, 1998 



J X - 2 

Maulding, Wanda Smith, A Comparative Study of the Impact of the 

Total Quality Management Program on Exit Level Texas Assessment of 

Academic Skills Scores. Doctor of Education (Educational Administration), 

December, 1998, 88 pp., 8 tables, 2 illustrations, bibliography, 92 titles. 

The management style being used by school personnel in Texas and 

across the nation today is predominately that of a bureaucracy. This model 

was organized around the industrial revolution that was exercising authority 

at the turn of the century. Writers and researchers have pointed out that 

such a model is not capable of providing students the knowledge and skills 

they will need to enter an increasingly demanding society. One 

management style relatively new to the educational arena today is that of 

Total Quality Management. This study reports the results of the impact of 

the training in those principles by measurement of student test scores. 

Texas schools whose personnel received training in the principles of 

Total Quality Management were selected to be a part of the study. This 

group of schools was then matched with 30 schools that had not received 

training in the principles of Total Quality Management. Student scores 

from the Texas Assessment of Academic Skills tests were obtained for both 

sets of schools for the year of training, 1 year after training, and 3 years 

after training. Scores were then compared by year and for overall effect. 

The findings of the study revealed that training of school personnel in 

the principles of Total Quality Management did not increase Texas 



Assessment of Academic skills scores, improve attendance rates, or decrease 

the dropout rate of the sample studied. 
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CHAPTER 1 

INTRODUCTION 

Background 

The management style being used by school personnel in Texas and 
« 

across the nation is basically the same management style used in schools at 

the turn of the 19th century. Schools then, as now, are managed using the 

principles of a bureaucratic system. In 1983, the National Commission on 

Excellence in Education published America: A Nation at Risk and proposed 

the concept that American schools have little impact on variance among 

student performance. These controversial findings held public schools and 

teachers to a higher accountability than ever before. The consideration of 

this information combined with current interest in home-schools, charters, 

and privatization has American school leaders looking for direction. One 

direction can be analyzed using W. Edwards Deming's conceptual 

framework, Total Quality Management. 

Statement of the Problem 

This study evaluates the impact of Total Quality Management 

training on exit-level Texas Assessment of Academic Skills scores, dropout 

rates, and attendance of students in public schools in Texas. 



Significance of the Study 

This study is significant in that it addresses the need for change in 

the current management style of schools today. There is a drive in Texas 

and American schools to be more collaborative, more team-oriented, more 

flexible. Yet, we still operate under the basic premise of a bureaucracy. 

Examining the influence of the Total Quality Management program on the 

mark of quality for Texas schools, the Texas Assessment of Academic Skills, 

will help determine if implementation of a different management style has 

resolute impact on student performance. 

Purposes of the Study 

The purposes of this study are to determine: (a) the impact of Total 

Quality Management training on exit-level Texas Assessment of Academic 

Skills scores, (b) the impact of the Total Quality Management training on 

exit-level Texas Assessment of Academic Skills scores by sub-group 

including ethnicity and gender, (c) the effect of the Total Quality 

Management training on the drop-out rate of students, and (d) the effect of 

the Total Quality Management training on the attendance of students. 

Research Questions 

The following research questions were tested in this study: 

1. Will training of school personnel in the Total Quality 



Management principles increase Texas Assessment of Academic Skills 

scores? 

2. Will training of school personnel in Total Quality Management 

principles affect student dropout rates? 

3. Will training of school personnel in Total Quality Management 

principles affect student attendance rates? 

Hypotheses 

1. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of students in Texas public schools 

whose personnel have received Total Quality Management training and 

those of students in schools whose personnel have not received training. 

2. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of Hispanic students in Texas public 

schools whose personnel have received training in Total Quality 

Management and those of Hispanic students in schools whose personnel 

have not received training. 

3. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of African-American students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of African-American students in schools whose personnel 

have not received training. 



4. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of white students in Texas public 

schools whose personnel have received training in Total Quality 

Management and those of white students in schools whose personnel have 

not received training. 

5. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of male students in Texas public 

schools whose personnel have received Total Quality Management training 

and those of male students in schools whose personnel have not received 

training. 

6. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of female students in Texas public 

schools whose personnel have received Total Quality Management training 

and those of female students in schools whose personnel have not received 

training. 

7. There will be no significant difference in dropout rates of Texas 

public schools whose personnel have received Total Quality Management 

training and those of schools whose personnel have not received training. 

8. There will be no significant difference in attendance rates of Texas 

public schools whose personnel have received Total Quality Management 

training and those of schools whose personnel have not received training. 



Limitations 

Data compiled and analyzed from this study may have been limited 

in that all personnel in a selected school may not have been present when 

training took place due to factors such as absenteeism and the hiring of new 

personnel. There is also the possibility that training in the principles of 

Total Quality Management may not ensure use of them. 

Definition of Terms 

Academic Excellence Indicator System (AEIS^ is a designed 

compilation of reports of information relative to campus, district, and state 

effectiveness. The report includes information on the following categories: 

(a) student test scores on all standardized tests, (b) attendance information, 

(c) demographic information, (d) personnel information, and (e) financial 

information. Each campus is grouped with 40 similar campuses across the 

state. Reports are sent to each campus with information comparing that 

campus' student demographics, student test scores, attendance, and 

personnel information with the group of similar campuses. Districts are 

grouped into 15 categories of loose similarity. 

Texas Assessment of Academic Skills (TAAS1 is the Texas State 

Board of Education's approved criterion-referenced standardized test that is 

administered at selected grade levels in writing, reading, and mathematics. 



Texas Education Agency (TEA) is the State Department of Education 

that administers, regulates, and accredits school systems in the state of 

Texas. 

Total Quality Management (TOM1) is a management system; an 

integrated approach to achieving and sustaining high quality output 

focusing on the maintenance and continual improvement of processes and 

defect prevention at all levels and in all functions of the organization in 

order to meet or exceed customer expectations. 

Empowerment is defined as giving all participants in a system the 

power to do what is needed to be successful. 

Kaizen is continuous improvement; searching unceasingly for 

ever-higher levels of quality by isolating scores of defects. 

Team decision-making is identified in Texas public schools as the 

site-based decision-making team composed of faculty, parents, and 

community members. This group functions as a unit to make 

recommendations to the instructional leader of a campus as to the direction 

the institution should take. 

Svstemic-change is changing the system of norms; the regular and 

patterned way of doing things. 

Organization of the Study 

This study was organized following the research model paradigm. 

First, a selection of topic was attained and research questions were 



proposed; secondly, a review of literature was conducted. This led to 

hypothesis generation, a design for research with analysis of data and an 

interpretation of the data. Chapter 1, a brief introduction with purpose and 

significance of the study was presented. Several hypotheses are formulated 

with research questions and limitations. 

Chapter 2 contains a review of relevant literature. This includes a 

history of educational management in the United States and the birth and 

life of the theory of Total Quality Management. This review also includes 

relevant information on the practice of Total Quality Management in the 

educational arena. 

Chapter 3, the research design and research methodology chapter, is 

presented next. The chapter begins with a description of the study. This 

includes the target population, then instrumentation follows. Procedures 

for collection of the data and an explanation of the multi-year data 

aggregation is explained. Finally, an explanation of the analysis of data is 

shared. 

Chapter 4 provides the results of implementation of the research 

design and methodology. To begin, descriptive statistics were utilized to 

interpret the variables used in the model. Next, the results of the testing of 

the data by t-test and Mann-Whitney U is presented. Lastly, for each 

hypothesis presented, analysis was made. 

In Chapter 5, a summary of the research is presented. The findings 

are provided, conclusions are made, and recommendations are presented. 



CHAPTER 2 

LITERATURE REVIEW 

'"If Rip Van Winkle woke up today, he'd find the whole world 

changed-except the schools,' Franklin Schargel, Quality Consultant" (cited 
* 

in Hequet, 1995, p. 47). Five main sections are included in this chapter. 

In the first section, a theoretical foundation is built for this study through a 

review of literature on the history of schools and the management model it 

has assumed. The second section gives the relevant information on the 

birth of the Total Quality Management model and its growth abroad and in 

the United States. Section two also shares information on the prestigious 

Malcolm Baldrige Award, the business award for quality. 

Section three details implementation of Total Quality Management 

principles in American schools today. A discussion of the transfer of 

Deming's business principles to the educational arena is included in this 

section. At this point, the educational counterpart to the Malcolm Baldrige 

Award is discussed. Also, the local award, the Texas Quality Award is 

described and detailed in this section. 

The next section, section four, reports a few accounts of schools 

currently implementing Total Quality Management. The last section is a 

R 



short general discussion of the Texas Assessment of Academic Skills and its 

role in the study. 

The History of Education in the United States 
as it Relates to Education Management 

The basic model of management in use in education today is 

organized around an industrial model that was dominate at the turn of the 

century. Many refer to the teacher "chalk-and-talk" exemplar of today as 

essentially a factory model-one that is based on the mass production theory 

of the early 1900s. Writers and researchers have pointed out that such a 

model is not capable of providing students the knowledge and skills they 

will need to enter the increasingly sophisticated work place of the 

"information age" (Salisbury, 1992, p. 7). 

Actually, the theory of these management processes goes back much 

further, dating back to the Greeks, Romans, Chinese, and early Christianity. 

In early civilizations, it was accepted that organizations could be run on 

central authority by the divine right of the king or monarch, on the dogma 

of the religious faithful, or the rigid discipline of the military. 

The earliest educational efforts in America took place in the home. 

According to Jackson (1994), by the mid-1600s, town authorities began to 

require all children to be trained to read in order to have a basic 

understanding of the law and religion. In 1647, the Old Deluder Satan Act 

(cited in Mayo, 1960) was passed requiring towns of more than 50 families 

to retain a teacher to instruct children in reading and writing. Three 
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principles typical of the day were the obligation of the community to 

establish schools, local school administration, and a distinction between 

elementary and secondary schools. Teachers were paid through local taxes 

and supervised by town authorities (later to become known as the school 

board). The "little red schoolhouse" of the day progressed to the school of 

the 19th century. 

The industrial revolution with its pressures on economic, social, and 

political attitudes, replaced the domestic system and posed many 

bureaucratic problems on organizations and resources, technology, and 

people. These problems gave rise to the ideas of Frederick Taylor, Henri 

Fayol, and Max Weber (Dobyns, 1991). 

Management Theories 

Scientific Management 

Frederick Taylor developed the practices of scientific management 

while at Midvale Steele in Philadelphia during the late 1800s. Taylor's 

work included a time and motion study called task management. The two 

most important components of task management were the development of 

the science of work and the selection of workers who could meet those 

standards when motivated by a different piece rate (Wren, 1979). The 

workers were organized according to function rather than the military 

hierarchy style. This arrangement did not violate the unity of command 
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concept but did focus the management function on the work rather than 

the worker. 

Taylor's philosophy included the basic premise that workers should 

be hired to perform a number of tasks in a repetitive, mechanistic manner. 

They were not to think because that was the role of the manager. Workers 

were largely uneducated and untrained for their jobs and improvement was 

only accomplished through urging by management to work harder and do 

their best (Bonstingl, 1992b). 

Taylor (cited in Wren, 1979) recognized the mutual interests of the 

manager and the worker and identified four underlying principles in his 

system: (a) the development of a true science of work, (b) the scientific 

selection of the workman, (c) the scientific education and development of 

the worker and development of the worker and manager, and (d) the 

intimate, friendly cooperation between the manager and the worker. 

Taylor's philosophical framework and systematic approach to management 

problems deemed him the father of scientific management. 

However efficient the principles were thought to have been, they did 

discourage workers from considering ways to work more effectively and 

efficiently. Mistakes made were often overlooked, largely due to the fact 

that inspectors at the end of the job were responsible for insuring quality. 

Workers were thought of as human machinery, which was easily replaced. 

A worker became just a "cog in the giant industrial machine, whose job 

could be defined and directed by appropriately educated managers, 
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administering a set of rules" (Walton, 1990, p. 16). 'This autocratic, 

hierarchial, top-down paradigm influenced many administrative styles, not 

only in business and industry, but in education administration, as well" 

(Moyer, 1993, p. 26). 

Administrative Theory of Management 

Henri Fayol (cited in Wren, 1979), a French manager-engineer, in 

the mid-1900s became the father of the theory of management by 

administration. Fayol's beginnings came through his concern about the 

teaching of Taylor's principles to managers. Fayol determined that 

managers develop a personal set of management skills by practice and 

through experience. Prior to his work, it was assumed that managers would 

gain these skills as they moved through the existing power structure. 

However, this was rarely the case. Fayol was responsible for realizing that 

management is a skill that needs to be taught, can and must be taught. 

Fayol listed five steps of management. They are planning, organizing, 

commanding, coordinating, and controlling. Of these five, Fayol felt most 

emphasis should be placed on the components of planning and organizing. 

Bureaucratic Theory 

Another of the major influences in relation to the current style of 

management in education today is that of Max Weber, German economist-

sociologist. Weber is responsible for developing the concept of a 

bureaucracy. Weber identified three types of legitimate authority in the 
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power structure of an organization. These include rational-legal--the rights 

of those in authority to issue commands, traditional~the person in the 

position, and the charismatic~the trust of followers by virtue of the leader. 

Weber's system is strikingly similar to that of Taylor's (cited in Wren, 

1979). 

According to Weber (1947), the fundamental components of an ideal 

bureaucracy include the following: 

1. Division of labor in which authority and responsibility are 
clearly defined. 

2. The positions are organized in a hierarchy of authority 
resulting in a chain of command. 

3. Organizational members are selected based on technical 
qualifications or training. 

4. Officials are appointed, not elected. 
5. Administrative officials work for fixed salaries. 
6. The administrative official is not an owner of the unit being 

administered. 
7. The administrator is subject to strict, impersonal rules, 

discipline, and controls regarding his conduct of duties, (p. 329) 

According to Weber, bureaucracy is conceived as a blueprint for efficiency, 

which emphasizes rules rather than men and competence rather than 

favoritism. 

America's current education mode appears to resemble this 

military-industrial model of efficient work. Expression of patience, 

submissiveness, and the ability to endure boredom has been paramount and 

expected. This military-industrial model and its strategies are all too 

familiar to today's students and teachers. Unfortunately, it seems society 

may have implemented this model too well, as students are still submitted 
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to authoritarian teaching and training systems. It is not surprising that 

many young adults entering the workforce lack the creativity, feeling of 

freedom, and focus on their customers. 

Reform Efforts 

The current push for systemic change in education is strongly 

influenced by the lessons from state-led reform during the 1980s. In state 
« 

after state following the publication of America: A Nation at Risk (National 

Commission on Excellence in Education, 1983), legislatures passed volumes 

of new education regulations and policies (O'Neil, 1993). Try as they may, 

these reforms failed to stimulate system-wide improvement. Many efforts 

to improve American education seem to be at a standstill. 

While some schools seem to excel, others struggle. Policy makers 

respond by introducing new policies and regulations aimed at "fixing" all 

schools, in need or not. 

Smith (cited in Smith &.0'Day, 1991) described three primary 

features of a strategy for achieving systemic reform: 

1. A unifying vision and goals describing what schools should be like. 

These goals should be communicated and be measurable. 

2. Agreement must be reached on a core body of challenging and 

engaging knowledge, skills, and problem-solving capacities as goals for all 

students. Then the various key elements affecting instruction-curriculum 

frame-works, curricular materials, professional development, and 
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accountability assessment-must be redesigned to align with the goals for 

students. 

3. A restructured governance system. States would focus on 

developing, through the consensual process, the student outcomes and the 

accountability structure, while schools would enjoy more flexibility to 

determine instructional means to achieve desired outcomes. 

The Clinton administration is promoting its Goals 2000: Educate 

America Act as a federal contribution to systemic reform (Clinton, 1993). 

Goals 2000 calls for the establishment and funding of research and 

development teams to design a new generation of American schools-schools 

that break the mode of existing schooling designs. This is a call for a 

complete redesign of the schooling process and is based on the assumption 

that the current model of schooling is broken and cannot be fixed. Rather 

than trying to improve the system we have, we must replace it with one that 

is capable of producing much better results (Salisbury, 1992). 

One of the most insistent voices for educational reform is from 

business and industry leaders. American industry has communicated very 

direct expectations to public education in the need for a more competent 

workforce. The lack of basic skills in the workforce has compelled industry 

to reeducate employees, at a greater cost (Capper & Jamison, 1993). The 

minimally successful authoritarian management style used in the classroom 

is ready for a replacement (Dobyns, 1991). In a vastly changing global 

economy, companies are finding that hierarchial models, which tap little of 
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the mental talents of most workers, are not allowing them to remain 

competitive. 

While browsing, one such beginning for a new educational model can 

be found in the business model of Total Quality Management. Vice 

Chancellor Ron Bleed of Maricopia County Community College in Phoenix 

stated "TQM's [Total Quality Management's] greatest asset is that it gets to 

people. It will breakdown bureaucracy and lead people to focus on the truly 

important things" (cited in Assar, 1993, p. 85). 

Total Quality Management 

The Definition 

What is Total Quality Management? Total Quality Management is a 

philosophy based on the principles that exhort managers to create an 

organizational culture that is quality driven, customer conscious, and 

continuously seeking to be better. "It is a business concept that places 

emphasis on teamwork, cooperation, and coordination in that it cuts across 

functional areas to solve quality problems" (Hunt & Burford, 1994, p. 31). 

It focuses on satisfying customer expectations by improving the way 

business is conducted. Participative management style demands continuous 

direct involvement of top management as well as involvement of all 

laborers. Also, Total Quality Management is obligated in theory to the use 

of statistical provisions to improve executive ability and to measure 

accomplishments. The main operational outcomes of Total Quality 
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Management are improved quality, effectiveness, and a change in 

institutional culture. 

Institutional culture includes interest for customers--the ultimate 

people that determine quality. Customers should always be provided a 

quality product that satisfies their needs. Total Quality Management is 

method oriented; it is a systematic address to defining and satisfying the 

needs of the customer. Quality is the result that produces more demand-

which produces more jobs. Quality is directly linked to improved 

productivity. Deming (1986) called this a chain reaction. Improved quality 

leads to decreased cost, less rework, and better use of resources. Lowered 

cost leads to enhanced productivity, improved productivity leads to better 

quality and lower prices, making it possible for the producer to stay in 

business and provide more jobs (Macchia, 1992). 

Some of the most successful organizations in America have embraced 

the philosophy and techniques of Total Quality Management (Moorhead, 

1992). This is not just a fad, but a new approach that requires a brand new 

way of thinking, a new paradigm (Bounds, 1994). It is now well-recognized 

that most organizations that have established and monitored successful 

Total Quality Management concepts and principles, have improved, and are 

continuing to improve the quality and productivity of their organizations 

(Walton, 1990). 

"In essence, Total Quality Management is a process and a way of 

thinking for doing business now and in the future. Total Quality 
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Management companies in virtually every industry are emerging as the 

leaders of tomorrow" (Capezio &. Morehouse, 1995). 

The Model 

W. Edward Deming-Father of the Total Quality Management 

Movement. The Total Quality Management concept was the brainchild of 

W. Edwards Deming. Deming, born in 1900 earned a doctorate degree in 
* 

physics at Yale in 1927. Taylor's scientific management principles had 

become very strong in America. At this time, Deming was employed at the 

Hawthorne Plant in Chicago (later the home of the renowned Mayo 

studies). Deming was convinced that the scientific management principles 

were disheartening to the human spirit and detrimental to the interests of 

employees, management, and the company (cited in Bonstingl, 1992a). 

With the aid of cohort Walter Shewart, a statistician, Deming sought 

to change or improve the model at hand and derived the Deming Cycle 

(Figure 1). "Shewart's primary contribution to the quality improvement was 

1—PLAN 

4—ACT 2—HO 

3—STUDY 

Figure 1. The Deming Cycle. From The Quality Revolution in Education. 
Educational Leadership. 50(3) (p. 9), by J. J. Bonstingl, 1992a, p. 9. 
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combining the principles of statistics and probabilities to result in Statistical 

Quality Control" (Capezio & Morehouse, 1995, p. 3). 

The Plan-Do-Studv-Act Problem-Solving Environment 
Plan Phase 
Step 1: Define the problem in operational terms 
Step 2: State the objectives for improvement in operational terms 
Step 3: Analyze the current situation 
Do Phase 
Step 1: Develop a plan for implementing improvement 
strategies/accommodations 
Step 2: Follow the plan 
Check Phase 
Team reconvenes to check the results against the objective(s) for 
improvement 
Act Phase 
What did the team learn? Did the team meet its objective(s)? Is 
additional improvement needed? (Bigaj &. Bazinet, 1993, p. 48) 

The idea behind the Plan-Do-Study-Act Cycle was that total quality 

is continuous improvement which requires that work and its processes be 

thought of in a circular arrangement (Capezio & Morehouse, 1995). First, 

an entire operation is examined for improvement. Then, a plan is refined to 

accomplish an enhancement. When the plan is clear, action plans are 

developed and these plans are recorded, studied, and developed. Action is 

then taken to derive the desired direction. The next step is to attack the 

next issue and repeat the cycle. 

The History 

Deming (cited in Stratton, 1994) believed workers could monitor the 

quality of their own work by using control charts. He felt if workers were 

empowered to do this job, pride in craftsmanship would increase and the 
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wasteful and unproductive examination at the end of the job could be 

eliminated. Having high quality throughout the process would, in effect, 

cost less. Deming's ideas were so successful that they were used in the war 

efforts of World War II. He became part of a group formed by the War 

Department to help institute quality blueprints for defense contractors. 

Using Deming and Shewart's processes, American manufacturers were able 

to produce premium military equipment. Due to the fact that America was 

the only industrialized nation unimpaired by the war, American 

manufacturers, driven by world market demands, fell back into the idea of 

increasing production, much to Deming's displeasure. 

Deming, in 1949 (cited in Stratton, 1994), was asked to go to Japan, 

by the State Department, to help the Japanese government prepare for the 

1951 census. Deming was chosen due to his earlier census work for the 

United States. The Japanese government needed help with statistical 

population studies due to a housing shortage. Following this successful 

visit, Deming was asked to return to Japan by the Japanese Union of 

Scientists and Engineers to give lectures on statistical quality control. After 

the unsuccessful growth of Deming's ideas in the United States after the 

war, Deming realized his efforts in Japan would be futile as well if top-level 

management was not reached first. An assembly was aggregated and 

Deming boldly stated that if his advice was followed, Japan would become a 

world leader within 5 years. The year was 1950. Deming's prediction came 

true. 
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The Japanese have contributed much from their culture to the favor 

brought to them by Deming through statistical methods and quality 

management (Capezio & Morehouse, 1995). Ouchi's (cited in Deutsch, 

1965) Theory Z explains how the Japanese impregnated their own roots in 

germinating Japanese management systems. Many of the most basic 

standards of Total Quality Management come from Japanese culture. 

It took a decade or so for American enterprise to acknowledge Japan's 

dominance in the world marketplace. What had once been considered 

cheap junk was now noted for its exceptional quality. American executives 

began to visit Japan and attain exposure to the "Quality Circles" of Deming's 

Total Quality Management. However, the forced implementation of those 

top-down directives in the United States met with great resistance. 

In Japan, employees are contracted by a company for a lifetime of 

commitment~on the part of the company, as well as the employee. The 

input employees gave was considered invaluable. One Japanese quality 

expert Kaoru Ishikawa (1985) said of scientific management principles, 

if people are treated like machines, work becomes uninteresting and 
unsatisfying. Under such conditions, it is not possible to expect 
products with good quality and high reliability. The rate of 
absenteeism and the rate of turnover are the measures one can use in 
determining the strengths and weaknesses of management style and 
worker morale in any company, (p. 27) 

Ishikawa agreed with many United States studies that implicate 

success in business not solely in the amount of dollars one earns, but in the 
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satisfaction gained in doing one's work well. Ishikawa (1985) stated 

recognition from peers and the joy of personal growth include the following: 

Experiencing the satisfaction that comes from being able to utilize 
one's own abilities to the fullest and from growing as a person; having 
self-confidence, and becoming a self-fulfilled person, and using one's 
own brain, working voluntarily, and in this way, contributing to 
society, (p. 26) 

Deming's 14 Points 

Deming's (1981) philosophy is summed up in the following 14 

points. Along with each point is a short explanation as to its implication for 

business. 

1. Create a constancy of purpose. There must be a company-wide 

focus to continual improvement and growth. 

Commit to constant improvement, customer satisfaction, research 
and development, and the development of employees. Determine 
what business the company is in and adapt to the changing needs of 
the customer. Have a purpose behind making money . . . make that 
purpose your mission. (Capezio & Morehouse, 1995, p. 77) 

Management must state its long-term purpose; it can change, but not with 

the wind. Everyone needs to understand and know the long-term design 

(Latzko & Saunders, 1995). 

2. Adopt the new philosophy. The Total Quality Management 

philosophy must be adopted and accepted throughout the organization. 

Here is a challenge for companies to approach quality with a new 

determination-one in which management and employees are focused on the 

needs of the customer and in which commitment to continuous 
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improvement is constant (Capezio & Morehouse, 1995). The new 

philosophy is "we can no longer live with the levels of quality that we were 

able to tolerate in the past" (Latzko &. Saunders, 1995, p. 47). 

3. Cease dependency on inspection. The quality control department 

has to go. Too much waste and rework is required from this perspective. 

Each worker is responsible for quality. As a rule inspection has occurred in 

a detached manner, after the work is done. Deming advocates eliminating 

inspectors. Individuals should be rewarded for finding errors and improving 

the process and the quality as the work is done (Capezio & Morehouse, 

1995). Inspection is still necessary, however, we must not depend on it 

(Latzko & Saunders, 1995). 

4. End the price tag theory. Price alone should not drive 

decision-making. 

View vendors as business partners and develop a mutual respect, 
trust, responsibility, and rewards. Time spent at the front end in 
identifying the goal, planning and selecting a strategy to serve all the 
customers, and clarifying roles and responsibilities will reduce cycle 
times and errors. (Capezio &. Morehouse, 1995, p. 78) 

5. Kaizen. 

Constantly improve. Minimize waste; maximize efficiency. There 
must be a commitment to continuous improvement and the 
elimination of waste. This is attained by rewarding creativity and 
initiative. (Capezio & Morehouse, 1995, p. 78) 

6. Institute on-the-job training. Powerful training programs must be 

in place for the entire workforce. 

Deming insists many performance problems can be traced back to the 
lack of orientation and training programs. Management needs to set 
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expectations for employees and demonstrate how workers can be 
successful in their jobs. Companies must also train their suppliers in 
new work methods. People want to do a good job. Give them the 
tools. (Capezio &. Morehouse, 1995, p. 79) 

7. Institute leadership. Lead by directing and helping, not by 

coercing. Managers should be about the business of managing things and 

leading people. The manager should lead by mentoring and coaching. A 

manager's job is to develop people (Capezio & Morehouse, 1995, p. 7,9). 

8. Drive out fear. There should be no fear of failure. Workers 

should be encouraged to try new ideas and methods without fear of 

repercussion. Employees who are afraid to take risks are not free to be 

creative. If they are not creative, they will not meet the customer's needs 

(Capezio &. Morehouse, 1995, p. 79). 

9. Break down barriers. Barriers between departments, between 

subordinates, and superordinates must be eliminated. 

Deming points out the integrity and good sense why divisions, 
departments, and units need to communicate and work closely with 
one another. Concurrent design is increasing in recognition in the 
United States because of its essential contribution to quality, 
customer satisfaction, and profit. In the service industries, this 
concept can be applied by integrating planners, system designers, 
marketeers, financial analysts, and customers when services are 
being developed and process flows are being detailed. Weigh out 
value price. Employees wall enjoy collecting this data and making 
recommendations. (Capezio & Morehouse, 1995, p. 79) 

10. Eliminate slogans. Slogans from top-down must be eliminated. It 

is acceptable for workers to create slogans that motivate or inspire. Hype 

and superimposed targets imposed from above have no meaning (Capezio 

&. Morehouse, 1995, p. 80). 
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11. Eliminate quotas. Quotas do not reflect quality. This can be 

counterproductive. 

Achieving numbers alone does not mean achieving quality or 
maintaining or expanding market share, or providing for innovation 
in new products and services. Workers who are held to meeting 
quotas are held to yesterday's standards; they are not moving the 
company into the future. Worse, quotas merely guarantee that 
workers will do whatever it takes to make the mark. (Capezio & 
Morehouse, 1995, p. 80) 

12. Establish pride. If blame is necessary, fix blame on the system, 

not on the worker. It is the responsibility of management to ascertain 

barriers that hinder good performance. An environment must be created 

where employees can excel. This would include provisions for technology, 

materials, and a recognition and reward system. This ensures worker 

dedication and achievement (Capezio & Morehouse, 1995, p. 80). 

13. Institute education and retraining programs. Lifelong learners are 

on the cutting edge and can accentuate customer satisfaction. 

The idea is for the entire organization to be educated in the new 
methods, including teamwork and statistical techniques. 
Communicating, planning in a group context, negotiating, and 
problem-solving are areas where training occurs early. Training 
should occur top-down at all levels of management first. Change 
must occur at every juncture and have an impact when awareness and 
practice increase. (Capezio &. Morehouse, 1995, p. 80) 

14. Involve everyone. 

All stakeholders must be involved in the decision-making process. 
Total quality is a process that recognizes the total organization as a 
system including all internal and external parties. (Capezio &. 
Morehouse, 1995, p. 80) 
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After a brief overview of contributions to the body of literature by 

other contributors, such as Juran, Feignbaum, and Crosby, we will go to the 

next section of the review of literature which will give the development of 

the Total Quality Management principles within an educational framework. 

This will include a look at the previous 14 points and their implications for 

schools. 
* 

Other Contributions to the Total Quality 
Management Movement 

Joseph Turan. Joseph Juran (1989) came to the forefront in Total 

Quality Management in 1951. At this time, he investigated the cost of 

quality in his Quality Control Handbook (Juran, 1988). One such 

statement from Juran's investigation included the idea that decisions made 

early on in the production sequence created complications for the level of 

quality costs incurred later on (Garvin, 1987, p. 13). Juran then coined the 

phrase "gold in the mine," referring to potential profits attainable by 

lowering costs. Juran (cited in Capezio & Morehouse, 1995) assumed there 

were avoidable costs a company could mine with recommended quality 

control techniques. 

Juran's (1986) approach for quality, beginning with management, is 

called a quality trilogy. With his three quality variables, managing quality 

becomes teachable. The three parts of the quality trilogy are quality 

planning, quality control, and quality improvement. These interworking 

forces enable quality managers to strategically plan for quality. 
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Juran (1986) stated three responsibilities of quality managers. They 

are 

to evaluate competitive quality and trends in the market, to design 
and introduce needed revisions in the quality trilogy process, and to 
conduct training to support company personnel in carrying out 
essential changes, (p. 24) 

According to Juran (1993), every top manager should follow seven 

steps to reform quality management: 

1. Establish and take part in the company's quality council, 
2. Set up corporate quality and quality improvement goals, 
3. Train the entire company hierarchically in managing for 

quality, 
4. Develop the methods to measure achieved quality against 

quality goals, 
5. Analyze results against goals regularly, 
6. Recognize the achievement of superior quality, and 
7. Accommodate a new reward system depending on the 

changes demanded by world-class quality, (p. 44) 

Armand Feignbaum. Armand Feignbaum (1982) believed Total 

Quality Management was the next level in the development of quality 

assurance. He reasoned that high quality was ultimately impossible if 

manufacturing was expected to operate in a vacuum (Capezio & 

Morehouse, 1995). The immediate result of Feignbaum's work was the 

development of complicated organizational schemes. Anatomic teams 

became essential to ensure the cooperation of all. 

Feignbaum (1982) defined the modern total quality system as the 

agreed, company-wide, detailed operating work structure of technical and 

managerial procedures for guiding the coordinated and cooperative actions 

of the men, the machines, and the information of the company in the best 
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and most practical ways, to assure customer quality satisfaction and 

reasonable cost of quality. 

In Quality Progress. Feignbaum (1982) listed five action areas in 

quality management. They are as follows: (a) establish quality leadership 

as a primary strategic goal; (b) set clear customer-oriented product 

specifications; (c) institute quality action throughout the company; 

(d) make clear how the quality function works; and (e) establish continuous 

motivation, commitment, and measurement in the entire firm. 

Phillip Crosby. Phillip Crosby, is recognized for his recent work as a 

zero defects proponent. Zero defects references, as the name implies, a 

quest for no mistakes. This era "focused primarily on employees and 

human relations. This is the first approach that factored human employees 

into the quality equation" (Capezio & Morehouse, 1995, p. 14). Crosby 

(1980) suggested a quality management maturity grid. The grid can be 

manipulated in a company to determine where the operation stands from a 

quality viewpoint. Crosby gives a series of 14 steps for quality 

improvement: (a) commitment of management to quality improvement, 

(b) forming teams for quality improvement, (c) measurement of quality, 

(d) evaluation cost of quality, (e) creating quality awareness, (f) taking 

corrective action, (g) setting up an ad hoc committee for a zero defects 

program, (h) training supervisors, (i) establishing zero defects day, (j) safety 

goals for quality improvement, (k) setting up error-cause removal system, 
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(1) recognizing employee achievement, (m) establishing quality councils, 

and (n) doing it over again. 

This concludes the review of the birth, growth, and ideas of the total 

quality model of management. To end this section, a brief overview of the 

Malcolm Baldrige National Quality Award will be shared and finally which 

will tie the use of the principles of Total Quality Management in business 

into the educational arena. 

The Total Quality Award 

In 1951, in Japan, the Deming Award was created by the Japanese 

Union of Scientists and Engineers (Stratton, 1994). Motivated by its 

eminence in Japan, Congress established the Malcolm Baldrige Quality Act, 

in 1987 (Malcolm Baldrige National Quality Award. 1998). It was named 

after then Secretary of Commerce Malcolm Baldrige for his excellence in 

contributing to a long-term improvement in efficiency and effectiveness of 

government. Baldrige was killed in a tragic rodeo accident in 1987 

(Schmoker & Wilson, 1993b). The award was established with the 

enactment of Public Law 100-107 signed by President Reagan on August 

22, 1987 (Malcolm Baldrige National Quality Award. 1998). The purpose 

of the award is to promote an understanding of the requirements for 

performance excellence and competitive improvements and to promote 

sharing of information on successful performance strategies. 
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The criteria for the award include seven areas of focus as listed below: 

Leadership--the company's leadership system, values, 
expectations, and public responsibilities. 

Strategic Planning-the effectiveness of strategic and business 
planning and deployment of plans, with a strong focus on customer 
and operational performance requirements. 

Customer and Market Focus~how the company determines 
customer and market requirements and expectations, enhances 
relationships with customers and determines their satisfaction. 

Information and Analysis-the effectiveness of information 
collection and analysis to support customer-driver performance 
excellence and marketplace success. 

Process Management-the effectiveness of systems and 
processes for assuring the quality of products and services. 

Business Results-performance results, trends, and comparison 
to competitors in key business areas-customer satisfaction, financial 
and marketplace, human resources, suppliers, and partners and 
operations. (Schmoker & Wilson, 1993b, p. 392) 

Baldrige hopefuls must submit an application of up to 75 pages. 

Although it is a time-consuming and rigorous process, "most companies 

seem to understand that the value of the Baldrige lies in the discipline it 

inspires and not in the prize itself' (Main, 1991, p. 64). The award has 

created a national standard for quality, and hundreds of major corporations 

use the criteria in its application form as a basic management guide. "The 

award has prompted U. S. businesses to improve quality as nothing else has 

done" (Main, 1991, p. 65). 
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Total Quality Management and its Implementation 
in Education 

A Philosophical Base Related to Education 

What are the suggestions for Total Quality Management in schools? 

Savang (1993), in his book Creating Quality Schools, asserted that Total 

Quality Management is a holistic, district wide procedure for empowerment 

that has several distinctive characteristics. It approaches the school district 

as a single system, emphasizes the task of leadership on managing the 

system, and capitalizes on each person's desire to improve. 

Consequently, Total Quality Management in a school environment 

discerns that supplier or customer relationships mean all groups in a 

system-boards of education, district office personnel, principals, teachers, 

students, parents, and community members-are viewed as customers and 

suppliers for each other. "It makes everyone a 'winner1 since everyone is 

working harmoniously for the success of the whole" (Moyer, 1993, p. 27). 

Total Quality Management "requires clear organizational goals, the 

framework for obligated performance, expectations for effective employee 

performance, and standards of quality that aim to satisfy customers 

TQM [Total Quality Management] also calls for high employee morale-

staff involvement in decision making" (Bond & Woodall, 1993a, p. 64). 

Total Quality Management, as explained by Knappenberger (1995), a 

professor at Mesa State College in Colorado, is a system of teamwork that 

can allow teachers and students to come together to expand and use their 
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talents, skills, and intrinsic qualities. This cooperation provokes each 

person's problem-solving abilities, creativity, and decision-making skills. 

The end result is an expansion in overall contentedness. Teachers serve the 

students, and at the same time students serve the teachers. Viewed in this 

way, the limits between the establishment and its consumers in educational 

management are penetrable. The intertwinement in this type of 

atmosphere is to create an environment where the supervisor and clientele 

work together to increase the quality of the educational products and 

services—a culture where all the members can develop their interests, meet 

their challenges, and achieve success (Fugate, 1993). The principal is no 

longer the instructional leader; instead the principal is a leader of 

instructors (Schlechty, 1993). The main goal is to expand overall 

satisfaction and comprehension. The process has been proven to decrease 

costs, foster improved relationships among members, and create both 

profitability and accentuate costs and benefits (Deming, 1986). 

Deming's 14 Points Related to Education 

As stated earlier, in section two of the literature review, Deming's 14 

points were given with implications for business. Those same 14 points are 

relisted here with implications for education. 

1. Create a constancy of purpose. 

Schools must focus on helping students to maximize their own 
potentials through continuous improvement of teachers and students 
working together. Maximization of test scores and assessment 
symbols is less important than the progress inherent in the 
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continuous learning process of each student. (Bonstingl, 1992b, 
p. 77) 

Consideration is usually given here to the question "Who is the customer?" 

Stuart C. Rankin (1992) of the University of Michigan defined the 

customer as both internal and external. The customer includes the student, 

parents, community, higher education, and business. Furthermore, the 

middle school can be considered a customer of the elementary school. 

When trying to create and maintain a focus, all customers must be 

considered. Anticipating the feasible and having the courage to solicit 

others to share in the vision is the beginning of an expedition toward 

changing the culture of the school (Abbott, 1994). Goals, policies, and 

boundaries need to be written and shared by students and teachers (Dean, 

1994). They should be clearly stated, agreed upon, doable, and measurable. 

Goals must be focused throughout the process, as well as at the end, and 

should include specific time frames (Bounds, 1994). Small results will add 

up to a successful program (Knappenberger, 1995). 

2. Adopt the new philosophy. 

School leaders must adopt and fully support the new 
philosophy of continuous improvement through greater 
empowerment of teacher-student teams. Cynical application of the 
new philosophy with the sole intent of improving district-wide test 
scores, destroys interpersonal trust which is essential to success. 
(Bonstingl, 1992b, p. 77) 

Total Quality Management focuses on all steps-instruction, program 

process, student assistance, and all of the workings of the district. A 

school's vision, mission, policies, and goals must focus on delivering quality 
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educational services to all customers (Herman & Herman, 1995). 

3. Cease dependency on inspection. 

Rankin (1992) felt educational systems often do more screening and 
sorting of students than teaching and learning for students . . . 
educational measurement is more likely to be used to improve the 
teaching and learning process when it occurs as a part of the ongoing 
instruction, (p. 68) 

Bonstingl (1992b) related that reliance on tests as the major means of 
* 

assessment of student production is inherently wasteful and often neither 

reliable nor authentic. It is too late at the end of the unit to assess students' 

progress if the goal is to maximize their productivity. Tests and other 

indicators of student learning should be given as diagnostic and prescriptive 

instruments throughout the learning process. Learning is best shown by 

students' performance, applying information and skills to real-life 

challenges. Students must be taught how to assess their own work and 

progress if they are to take ownership of their own educational processes. 

4. End the price tag theory. Build relationships of trust and 

collaboration within the school, and between the school and community. 

Everyone's roles as supplier and customer must be recognized and honored. 

Work together whenever possible to maximize the potentials of students, 

teachers, administrators, and the community (Capezio &_ Morehousek 

1995). 

5. Kaisen. "School administrators must create and maintain the 

context in which teachers are empowered to make continuous progress in 

the quality of their learning and other aspects of personal development, 
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while they learn valuable lessons from (temporary) failures" (Bonstingl, 

1992b, p. 79). Leo H. Bradley (1993) added that organizations that 

subscribe to the Total Quality Management ideas prize continuous 

improvement. 

6. Institute on-the-job training. Training is needed as a part of the 

regular work assignment for all employees in the system in at least two areas 
* 

"training in whatever new processes are currently taking place at the school 

and training in the principles and techniques of the new management 

system. Much training is needed in the proper uses of assessment" (Rankin, 

1992, p. 69). School leaders must institute programs of training for new 

employees unfamiliar with the specific culture and expectations of the 

school. 
Effective training programs show new teachers how to set goals, 

how to teach effectively, and how to assess the quality of their work 
with students. Teachers must also institute programs in which 
students learn how to set learning goals, how to be more effective in 
their school work, and how to assess the quality of their work. 
Teachers should show students by attitude and actions what a good 
learner is all about. (Educators learn how to be educators from the 
modeling they receive as students.) (Bonstingl, 1992b, p. 79) 

Training is constantly required for administration, teachers, and classified 

personnel to make sure they are continually able to improve the quality of 

the educational assistance that is issued (Herman & Herman, 1995). 

7. Institute leadership. 

School leadership consists of working with teachers, parents, 
students, and members of the community, as coach and mentor so 
that the organizational context in which all students' growth and 
improvement is valued and encouraged can be maximized by teachers 
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and students, parents, and community members who support the 
common effort. Leading is helping, not threatening or punishing. 
(Bonstingl, 1992b, p. 80) 

Management must be responsible for the transformation to the new system; 

their primary task is to improve the system. 

8. Drive out fear. Bonstingl (1992b) stated fear is as counter-

productive in school as it is in the work place. Fear is destructive of the 
« 

school culture and everything good that is intended to take place within it. 

Institutional changes must reflect shared power, shared responsibilities, and 

shared rewards. Employees fear loss of promotion opportunity, loss of job, 

criticism, low ratings, being held responsible for results when they do not 

control the process or the inputs and not being valued or appreciated. 
Fear must be eliminated . . . nearly everyone does the best that 

he or she can do under the existing circumstances . . . focus on 
improvement efforts must be placed on the processes and on the 
results, not on trying to make people accountable. (Rankin, 1992, 
p. 70) 

9. Break down barriers. Teacher and student productivity, is 

enhanced when departments combine talents to create more integrated 

opportunities for learning and discovery (Bonstingl, 1992b). Create cross-

departmental and multi-level quality teams to break down role and status 

barriers to productivity. Merit pay is such a barrier. Merit pay destroys 

teamwork, encourages commonness, increases wavering, confuses people 

with other input resources, and focuses on the short term. "Ideally all 

educators would be self-evaluating, self-rewarding, self-directive. Intrinsic 

motivation that is supported by the system is the best bet to engender pride 
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and quality of workmanship" (Rankin, 1992, p. 71). Total Quality 

Management absolutely requires an empowered workforce. This will allow 

teachers and administrators to respond in an entrepreneurial manner, 

improving products and services. 

10. Eliminate slogans. Teachers, students, administrators, families, 

and community members may collectively arrive at slogans and exhortations 

to improve their work together, as long as power, responsibility, and 

rewards are equitably distributed. "When educational goals are not met, fix 

the blame on the system instead of fixing the blame on individuals" 

(Bonstingl, 1992b, p. 81). Lasting increases in effort are derived from more 

rigorous measures than slogans. 

11. Eliminate quotas. Quotas must be eliminated; quotas tend to 

reward the system, not the staff members. 

Assignments and tests that focus attention on numerical or letter 
symbols of learning and production often do not fully reflect the 
quality of student progress and performance. When the grade 
becomes the bottom-line product, short-term gains replace student 
investment in long-term learning, and this may prove 
counterproductive in the long run. (Bonstingl, 1992b, p. 81) 

12. Establish pride. Teachers and students generally want to do good 

work and feel pride in it. Schools must dedicate themselves to removing the 

systemic causes of teacher and student failure through close collaborative 

efforts. Empowerment (which encourages pride) is a critical element in the 

Total Quality Management process. Emphasis should be on giving each 

person in the system the power to do what is needed to be successful 
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(Nelson, 1994). Students are motivated to become their own managers, 

including making decisions that will help improve the usefulness of the 

teaching staff. One of the hardest things that managers have to do when 

developing and implementing Total Quality Management is to give up their 

command and enable the employees (Froiland, 1993). This is even more 

true in the educational system "where teachers have traditionally been the 

directors of the classroom-process that starts in the early years of education 

when students initially need more structure and guidelines" (Knappenberger 

1995, p. 6). As managers, teachers must begin to grasp and use these new 

principles of management in order to accomplish rising to higher levels of 

success in their endeavors. Teachers must realize that much like adults, 

empowered students do most of the work themselves. They may ask for 

assistance and work closely with teachers and administrators, but will not 

relinquish control of their education. The leadership must try to facilitate 

this process rather than stand in the way (Covey, 1989). Furthermore, 

teachers and students should work together to develop a curriculum. 

13. Institute education and retraining. All school people benefit from 

encouragement to enrich their education by exploring ideas and interests 

beyond the boundaries of their professional and personal worlds (Bonstingl, 

1992b). Inquiring, essential educators who are up-to-date in their fields 

and on current world issues are more likely to find quality solutions to 
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instructional problems and will surely make learning more interesting for 

students. 

14. Include everyone in the transformation. Bonstingl (1992n) felt 

that school personnel at all levels (including students) must put this new 

philosophy into action so it becomes imbedded into the deep structure and 

culture of the school. Teachers and students alone cannot put the plan into 
i 

effect. Constant top-level dedication to full implementation must be 

supported by a critical mass of school and community people to implement 

the plan and make it stick. With greater participation of employees at all 

school levels, employees feel a greater sense of responsibility for quality. 

They become the stakeholders (Abbott, 1994). The administrator's job is 

not to solve problems, but rather to create a process whereby problems get 

solved by others. Administrators should not lead teams, but make 

themselves available to the team throughout the undertaking (Garner, 

1988). Leaders should be more focused on the process than on managing 

the team. If the process is quality-oriented, then the product will have 

quality (Deming, 1986). At Dowling Urban Environmental Learning 

Center in Minneapolis, Marc Hequet (1995) felt Total Quality 

Management could definitely have a chance. The reason-Hequet's first 

meeting with the principal was held up due to a meeting of the principal 

with two other involved parties-administrators? teachers? parents? No. 

The custodians were the first invited to become a part of the involvement of 

Total Quality Management in the school. A Total Quality Management 
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environment is one that encouraged involvement and openly receives advice 

for improvement of the process; in the case of education, this needs to be 

instrumental to the learning process. 

This can be attained by developing an atmosphere of laborer 

engagement and ideas. "The teacher has to provide supervision to ideas, 

and at the same time be sure to afford limits" (Knappenberger, 1995, p. 5). 

Teachers must make it easier for students to make suggestions. They must 

assure students and acknowledge all contributions, including the smallest 

ones. Criticizing ideas has a tendency to shut down creativity (Wellins, 

1991). 

According to Juran (1993), success depends on 

1. involving everyone, especially in developing goals and 
objectives, 

2. focusing on needs of members, not the "bottom dollar," 
3. involving top management, 
4. listening to everyone's ideas, 
5. empowering, 
6. rewarding, and finally 
7. dedicating school to the long-term TQM [Total Quality 

Management] effort, (p. 48) 

An Educational Model 

Many school districts are currently looking for a model of Total 

Quality Management to implement in their schools. One such model is 

suggested by Herman and Herman in the June 1995 issue of Educational 

Technology and is reproduced and explained below. 
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The model (shown below) by Herman and Herman (1995) portrays 

the numerous phases of Total Quality Management including: 

(a) improving commitment, (b) needs assessment, (c) planning quality 

specs, (d) forging tactical plans, and (e) executing program assessments. 

Herman and Hequet Model 
Commitment 

The first essential key to achievement of TQM [Total Quality 
Management] is the education of the key school decision-makers. 
Next, commitment is crucial. The majority of stakeholders must 
agree that TQM is the best means of accomplishing the goal. 

Needs Assessment 
The needs assessment should involve everyone. This 

assessment encompasses aggregation of hard data (i.e., achievement 
scores) to soft data (surveys). 

Quality Specifications 
After the needs assessment is done quality specs should be 

drawn up. This would include grades, subjects, and functional areas. 
Benchmarking is obtained through this process. Benchmarking is a 
process that has decision-makers naming the most outstanding 
programs, services, and products. 

Strategic Planning 
The next step is to put the strategic plan into place. The 

school's mission should be developed and vision should be defined. It 
should be determined what the future of the district holds. 

Tactical Planning 
Now the "how to do it" aspect is necessary. This includes 

determining who is responsible for each task, how to accomplish the 
task, how much time will be needed to complete the project, and 
appropriation of funds. "Strategic planning determines the 'whats' to 
be delivered . . . tactical action plans determine the 'hows."' (Herman 
&Herman, 1995, p. 17) 

Progress Assessments 
The final step is critical to appraise the results at each 

valuedadded step in the process of delivering services. Quality 
guarantee is the key to satisfied customers. "The ultimate quest of a 
school district that has implemented TQM should be: 100% quality 
of each service and product, 100% of the time; and this results in 
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100% satisfied customers, 100% of the time" (Herman &. Herman, 
1995, p. 17) 

A working condensed version of this model may be found in the Appendix. 

The Baldrige Award in Excellence 

A pilot test for the education sector of the Baldrige Award was done 

in 1995. (The Baldrige program is to-date a for-profit award.) No awards 
* 

were presented as the study was done strictly for learning. The pilot criteria 

for non-profit educational institutions was as follows: 
Leadership-leadership systems are implemented and senior 

leaders are focused on direction. 
Strategic planning-strategic direction setting and development 

of action plans to support and tracking of action plans. 
Student and shareholder focus-determining expectations, 

requirements, and preferences of students and stakeholders. 
Information and analysis-selection of management and 

effectiveness of use of information and data to support key school 
processes and action plans and the school's management system. 

Faculty and staff focus-how the school enables faculty and 
staff to develop and utilize their full potential, aligned with the 
school's objectives—climate conducive to performance excellence, full 
participation, and personal and organizational growth. 

Educational and support process management-key aspects of 
process management, including learning-focused education design, 
education delivery, school services, and operations. 

School performance results-examines student performance, 
student and stakeholder satisfaction, faculty and staff results, and 
school-specific performance. Also performance levels of comparable 
schools is examined. (Malcolm Baldrige National Quality Award. 
1998, pp. 2-3) 

June 22, 1998 marks the date the Senate Appropriations 

Subcommittee on Commerce, State, and Justice and the Judiciary 

considered funding as a part of President Clinton's fiscal 1999 budget 
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proposal (Malcolm Baldrige National Quality Award. 1998). As a part of 

this package, President Clinton has earmarked approximately $2 million for 

a Malcolm Baldrige National Quality Award for non-profit organizations 

(Malcolm Baldrige National Quality Award. 1998). 

On a more local level is the Texas Quality Award, it was developed by 

the Quality Texas Foundation. The Texas Quality Award was patterned 

after the Malcolm Baldrige National Quality Award and is an annual 

recognition of Texas organizations 

that excel in performance excellence, quality, and customer 
satisfaction. The benefits of participation are in the self-assessment 
that occurs during application, and the extensive feedback report 
prepared for the applicant by a team of trained, certified examiners 
who review and analyze the application. (Malcolm Baldrige National 
Quality Award. 1998, p. 1) 

Total Quality Management in Action 

At least 132 American schools (grades kindergarten through 12) are 

using Total Quality Management principles now, as reported by Klaus 

(1996). Below are a few examples of that implementation. 

"I was a happy bureaucrat," stated Mike Walters (cited in Rist, 1993, 

p. 27), superintendent of the Tupelo (Mississippi) schools, describing his 

former approach to school administration. Walters (cited in Rist, 1993) 

recalled his years as assistant superintendent for instruction: 

I was Mr. Curriculum. I decided what was written. I decided how it 
was written. I had a highly structured program from the top down. 
It was the approach superintendents across the country traditionally 
learned-by observation as well as by formal instruction.. . . But then 
it came to me one day that we were as good as we were going to be. I 
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realized the district was never going to be any better than I was, 
because I had done it all-and that scared me. (p. 27) 

Not knowing what else to do, Walters began to give bits of authority over 

to others and found a surprising (and humbling) discovery. "Most of the 

people in the school district were smarter than I was . . . when I trusted 

them, it suddenly made me look real smart" (Rist, 1993, p. 27). 

Since those beginnings, Walters (cited in Rist, 1993) has 

enthusiastically adopted Deming's philosophy. In Tupelo, teachers are 

reinventing the schools. Their ideas ranged from proposals including 

multiage groupings to integrated foreign language teaching. Teachers are 

ardent about the changes and explorations in their classrooms. Walters 

(cited in Rist, 1993) felt he had to find a different way and went to local 

businesses for help. The community boasts 19 Fortune 500 companies and 

the tool they were using was Total Quality Management. 

Another school avidly practicing Total Quality Management is 

Westinghouse Vocational and Technical High School, in New York City 

(Rappaport, 1993). Westinghouse High School began its quality 

improvement process by inundating themselves with information from the 

writings of Deming, Juran, Feignbaum, and others. Next, they opted to 

choose a Quality Staff Selection committee, a cross section of the staff. 

Each month, Total Quality Management staff members were selected. 

Students were chosen as well and honored at a reception. The Parent 
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Teacher Association and community members were actively involved in the 

committee. 

"Faculty members identified 23 obstacles preventing Westinghouse 

from becoming a quality school" (Rappaport, 1993, p. 17). As the team 

progressed, they began to see absolute concrete results from the execution of 

Total Quality Management principles. There was a definite improved 

school atmosphere, reduced absenteeism, and greater (measurable) student 

achievement. 

Rappaport (1993) suggested that one of the most essential elements 

of the transition was for the leadership of the school to embrace the new 

philosophy. Another important aspect of the success at Westinghouse was 

to add and develop a mission statement. Successes at Westinghouse have 

been so dramatic that it has had to limit tours to groups of 12 once a 

month. 

Another example of successful implementation of Total Quality 

Management was at Overland High School in the Cherry Creek School 

District in Colorado. This school district began by creating a quality 

council similar to that of Westinghouse. The council's duty was to examine 

a list of "process-management problems staff members and faculty had 

identified and decide which problems to attack first" (Holt &. Ford, 1996, 

p. 22). In one year, the Total Quality Management program seemed to 

change the culture of the entire school. 
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At Del Norte High School in Albuquerque, New Mexico, 27% of 

freshman failed the required government course. That number was 

decreased to a resounding 10.7% the next year. Although teachers felt 

absenteeism was the enigma, Total Quality Management hard data painted 

a different picture. Low reading comprehension levels and not doing 

homework were the major causes of the lack of student success. Easier to 

read texts were purchased and federal funding was used to help 

ninth-graders work on reading skills. Homework was put on a voice mail 

message that could be accessed by students and parents (Hequet, 1995). 

The last example given is from Kate Sullivan Elementary School, in 

Tallahassee, Florida. This school serves inner city and suburban children 

from quite a diversity of backgrounds. Nancy Duden, principal, felt there 

were many obstacles to overcome (Blankstein & Swain, 1994). One 

problem she faced was that people inherently abhor change. This resistance 

was overcome at Kate Sullivan Elementary School by encouraging parents, 

teachers, and community members to become familiar with Deming's work 

under the direction of Duden. Many felt the leader or administrator was 

supposed to take charge. Duden gave up some of the authority by allowing 

teachers and parents to lead and playing a support role. This has created a 

nurturing environment in which the teachers have become less afraid to 

take risks in leadership roles. 

Another difficult obstacle to overcome is the inherent idea that 

people are lazy. This has given rise to the motivator of fear, which Deming 
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stated could not be a part of a Total Quality Management school. At Kate 

Sullivan Elementary School, report cards were replaced with self-evaluations 

by students, portfolios of student work, and parent-teacher conferences. 

Attaining the grade was no longer the goal; the goal was to continue 

learning and growing (Blankstein &. Swain, 1994). Motivation by fear has 

been replaced by motivation with a common vision. 

So, has Total Quality Management made a difference in these schools 

and other schools across Texas? One factor deeply plunged into the Total 

Quality Management concept is that it is grounded by statistical data. 

Mandates across the nation have called for passage of minimum 

competency tests prior to the handing of a diploma to ensure a quality 

education. However incompatible the terms minimum and quality may 

seem, the Texas minimum competency test will be used in this study to 

determine the effects of Total Quality Management in Texas education. 

Texas Assessment of Academic Skills 

With the increase of worldwide competition as recognized in the late 

1950s due to the accomplishments of Sputnik, Americans began to feel 

threatened as a world power. Consequently, within the next few decades, 

many school reforms were passed (Jackson, 1994). 

As referenced earlier, in 1983, the National Commission on 

Excellence in education published America: A Nation at Risk. This 
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publication led to the legislature passing magnitudes of new regulations and 

policies. Among these reforms were standardized testing at the state levels. 

Texas, as required by state statute (Texas Education Code 

35.030(b)), has for 10 years assessed minimum basic skills in reading, 

writing, and mathematics (cited in TEA Guide. 1995). What is now 

referred to in Texas as the TAAS (Texas Assessment of Academic Skills) was 

formerly the TABS (Texas Assessment of Basic Skills) and then the TEAMS 

(Texas Educational Assessment of Minimum Skills). The TAAS, as we 

know it today, has been administered since 1990. 

The test is given in reading and mathematics grades 3 through 8 and 

10 (exit level) and writing at grades 4, 8, and 10 (exit level). There are now 

also high school course-specific examinations (end-of-course examinations) 

for Biology I and Algebra I. Also, science and social studies are tested at 

grade 8. 

As the names of the prior tests indicate, they were tests of minimum 

proficiencies. The TAAS is a shift in testing from minimum skills to 

academic skills. 

The TAAS test represents a more comprehensive assessment of the 
instructional targets delineated in the TEKS [Texas Essential 
Knowledge and Skills], the state-mandated curriculum, and assess 
higher-order thinking skills and problem-solving ability. (Academic 
Excellence Indicator System Report. 1995, p. 11) 

As stated earlier, students take exit-level TAAS in 10th grade. 

Students must pass all three areas (reading, writing, and mathematics) prior 

to graduation. Students not passing any or all sections the spring of their 
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sophomore year will retake the area needed each of the subsequent times 

the test is administered until passing. There is no limit to the number of 

times a student may take the test. 

This particular study is primarily concerned with exit-level TAAS 

scores, so the only viable groups to elicit responses from are high schools. 

All data were desegregated to include socioeconomic status, ethnicity, 
« 

gender, dropout, and attendance rates. 

Summary 

In this chapter, a reasonably extensive review of literature was 

presented. This review included a discussion of the relative history of 

education and education management, a look at the development of current 

Total Quality Management principles, and their application to education. 

Furthermore, discussion was included on the Malcolm Baldrige Award and 

its pilot prodigy, as well as the Texas Quality Award. Also, information on 

the TAAS was outlined. 

The section on the history of schools gives the reader some insight 

into the reason schools are operated as they are today. Also, information is 

given to show the logic that has converted our schools to their current 

status. Reasoning is also given as to the impetus driving the need for 

change in American schools. 

One such change agent, Total Quality Management, is discussed in 

the next section. Contributions by Total Quality Management guru 
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W. Edwards Deming is given, as well as the contributions of Juran, 

Feignbaum, and Crosby. 

Section 3 defines Deming's 14 points and their implications for 

education in America today. Five brief examples of schools implementing 

Total Quality Management are related next. In section 4, the quality award 

for businesses and education is shared. 

Finally, the instrument used for the study, Texas Assessment of 

Academic Skills, is briefly described. Relevant information on the campus 

group is related in this section as it pertains to this study. 



CHAPTER 3 

RESEARCH DESIGN AND METHODOLOGY 

The research design and methods used to test the hypotheses in this 

study are examined in this chapter. The first section, Target Population, 
* 

includes information on the target population and the schools that were 

matched to this population. The second section, Instrumentation, Research 

Design, and Collection of Data, includes information on the development 

of the research instruments and definitions of the variables. 

Target Population 

The targeted population for this study is from Texas public schools 

that administer exit-level Texas Assessment of Academic Skills. Thirty 

schools whose personnel have had Total Quality Management training are 

compared with 30 like schools that did not receive the training. 

The schools with personnel formally trained in the Total Quality 

Management principles were from various regions across the state of Texas. 

These schools were then matched by size, demographic variables, and 

socioeconomic status with 30 schools that had not had personnel go 

through the training. 

The target population for this study included Texas schools that had 

received training in the principles of Total Quality Management. The 

51 
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individual subjects surveyed from each school were chosen based on their 

direct involvement in the training aspect of the Total Quality Management 

principles on their campuses. 

The schools were identified through a literature review and the 

rosters were provided for this research through the publication Quality 

Progress (Klaus, 1996) and the American Association of School 

Administrators Total Quality Network- The procedure used was to identify 

the key personnel involved in the implementation of the Total Quality 

Management program, ascertain the year in which the principles were 

taught, and verify the teaching of Deming's 14 points. 

The schools varied in student population number, demographic 

variables, and socioeconomic status. The schools were then matched using 

the campus group indicator, in the Academic Excellence Indicator System 

Report (1995), by systematic random assignment. 

Instrumentation, Research Design, and 
Collection of Data 

Instrumentation 

The Texas Assessment of Academic Skills was initiated in 1990-91, 

was designed to focus on students' higher order thinking and 

problem-solving skills. The Texas Assessment of Academic Skills is 

administered in grades 3, 4, 5, 6, 7, 8, and 10 (exit-level). Results are 

reported as a basis for students passing tests in the subject areas of reading, 
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writing, and mathematics. The outcomes are reported as the percentage of 

students passing all tests taken, and students failing to pass the exit-level 

test are not eligible to receive the Texas high school diploma. 

The Academic Excellence Indicator System is a report of student 

achievement for purposes of accountability and recognition that consists of 

information attained by the state on individual student's scores and campus 

scores, as well as district-wide report. The report consists of 12 specific 

divisions and gives 2-year information in 30 categories. The 12 divisions 

give information ranging from the state averages of all students passing to a 

percentage of special education students passing. The 12 specific categories 

are as follows: (a) state, (b) region, (c) district, (d) African-American, 

(e) Hispanic, (f) white, (g) Native-American, (h) Asian/Pacific Islander, 

(i) male, (j) female, (k) economically disadvantaged, and (1) special 

education. 

The individual campus Texas Assessment of Academic Skills report 

has one more category than the district report. This category is the campus 

group. The campus group is a comparison group of 40 schools that are 

demographically similar. From this group, schools very similar in nature to 

the schools whose personnel were trained in Total Quality Management 

principles could be determined. 

The test results were reported by ethnicity (African-American, 

Hispanic, white, Native-American, and Asian/Pacific Islander), gender, 

economically disadvantaged, and special education. Ethnic groups reported 
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on in this particular study were limited to African-American, Hispanic, and 

white. This was primarily due to the fact that the schools that had received 

training in Total Quality Management had student populations primarily of 

those ethnicities. 

Furthermore, test results are separated by gender (male and female) 

and a category for percentage of economically disadvantaged students is 

reported. The report is provided based on each area (mathematics, reading, 

and writing) and then by percentage of students passing all tests. 

Also, utilized for this study was the information presented on student 

dropout rate and student attendance. These numbers are made available in 

the report from the state-wide educational database known as PEIMS or 

Public Education Information Management System. This system is the 

basic means through which the state collects information on organizations, 

staff, students, and finances. 

Research Design 

The quasi-experimental study was done using ordinal data in an ex 

post facto manner (research was gathered after the effect of the independent 

variable had occurred). Therefore, a non-parametric test (the 

Mann-Whitney U) was chosen as the primary test statistic. The results 

were further validated by a second test, the independent t-test. The 

Statistical Package of Scientific Studies at the University of North Texas 

was utilized for data analysis. 
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Collection of Data 

The idea behind the study was to collect Texas Assessment of 

Academic Skills data from schools that had had personnel trained in the 

principles of Total Quality Management and then to compare that data to 

schools that had not had personnel trained in the principles of Total 

Quality Management. Consequently, the first step in the collection of data 

was to identify target schools-ones in which Total Quality Management 

principles had been taught to school personnel. A 7-year study from the 

publication Quality Progress (Klaus, 1996) was the inception point for data 

gathering. A second source of schools that had received training in the 

principles of Total Quality Management was obtained from the American 

Association of School Administrators' Total Quality Network, Texas 

Division. A total of 31 districts containing 66 high schools were named. 

Contact was then made with a person, usually the staff development 

director of the district to obtain information on the training. Respondents 

were asked to provide the year of training. 

Exit-level Texas Assessment of Academic Skills scores (passage 

percentiles) were collected for each of the Total Quality Management 

schools, the year of training, the year after training, and three years after the 

training in the Total Quality Management principles. Likewise, exit-level 

Texas Assessment of Academic Skills scores for the matched-group schools 

were gathered. Data in reference to exit-level Texas Assessment of 
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Academic Skills scores were attained through the Academic Excellence 

Indicator Report. Information was attained on all exit-level factors 

(i.e., demographic, ethnic, gender, etc.), as well as on dropout and 

attendance rates. 

The hypotheses developed for this study were tested with a 

Mann-Whitney IJ test for non-parametric studies. The results were then 
« 

validated with an independent t-test. All hypotheses were tested at the .05 

level of significance. 

1. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of students in Texas public schools 

whose personnel have received Total Quality Management training and 

those of students in schools whose personnel have not received training. 

2. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of Hispanic students in Texas public 

schools whose personnel have received training in Total Quality 

Management and those of Hispanic students in schools whose personnel 

have not received training. 

3. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of African-American students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of African-American students in schools whose personnel 

have not received training. 



57 

4. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of white students in Texas public 

schools whose personnel have received training in Total Quality 

Management and those of white students in schools whose personnel have 

not received training. 

5. There will be no significant difference in exit-level Texas 
I 

Assessment of Academic Skills scores of male students in Texas public 

schools whose personnel have received Total Quality Management training 

and those of male students in schools whose personnel have not received 

training. 

6. There will be no significant difference in exit-level Texas 

Assessment of Academic Skills scores of female students in Texas public 

schools whose personnel have received Total Quality Management training 

and those of female students in schools whose personnel have not received 

training. 

7. There will be no significant difference in dropout rates of Texas 

public schools whose personnel have received Total Quality Management 

training and those of students in schools whose personnel have not received 

training. 

8. There will be no significant difference in attendance rates of Texas 

public schools whose personnel have received Total Quality Management 

training and those of students in schools whose personnel have not received 

training. 
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Chapter Summary 

This chapter, the Research Design and Methodology Chapter, was 

introduced and presented in two sections. The first section explained the 

population for the study, how it was selected, and how matching schools 

were determined. The second section, Instrumentation, Research Design, 

and Collection of Data, related information about the testing instrument, 

methods, and procedures employed to collect data. 



CHAPTER 4 

PRESENTATION AND ANALYSIS 

OF DATA 

In this chapter, the results of data analysis are presented. First, 

discussion lends itself to the initial telephone survey of the schools targeted 

by Quality Progress (Klaus, 1996) and the American Association of School 

Administrators' Total Quality Network in Texas. Secondly, reasoning for 

the rationale of the test years chosen for the study will be explained. Next, 

a reporting of the data obtained will be shared. 

It was the purpose of this research to examine how a unique 

management style, Total Quality Management, would affect Texas 

Assessment of Academic Skills scores. Thirty schools whose personnel had 

received training in the principles of Total Quality Management were 

selected and matched with 30 schools that had not received the training. 

In the fall of 1997, personnel in 31 school districts were contacted via 

telephone. All schools contacted were selected from a listing in the 

publication Quality Progress (Klaus, 1996), as schools involved in the Total 

Quality Management training, or from a list of schools provided by Robert 

McNeil (personal communication, March 24, 1998), Director of the Total 

Quality Network for the American Association of School Administrators. A 
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representative at all potential schools was contacted. All persons contacted 

were very cooperative and willing to share information about their 

particular school's involvement in Total Quality Management training. Of 

the 31 districts contacted, 23 districts had a person in the district available 

that had been employed when the training took place. The contact people 

were then asked to give the year training had taken place, and a yes or no 

response or explanation as to the use of Deming's 14 points in their • 

training. Of those respondents, 30 school campuses had had training in 

Deming techniques. These schools were then matched using the Academic 

Excellence Indicator System campus group indicator. 

The data were collected by categories for total score, dropout rates, 

and student attendance, by means of the internet, for the year of training, 

the year following the training, and then again 3 years out. The same data 

were collected for each matched school. The data were then tabulated and 

analyzed by computer. Computer-generated tables were constructed from 

the statistical information. The following is a presentation of the data. 

Research Questions and Hypotheses 

Research Question 1: Will training of school personnel in the Total 

Quality Management principles increase Texas Assessment of Academic 

Skills scores? The following six hypotheses provided direction for answering 

this question: 

Hypothesis 1 --There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of students in Texas public 
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and those of students in schools whose personnel have not received 

training. 

Hypothesis 2~There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of Hispanic students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of Hispanic students in schools whose personnel have 

not received training. 

Hypothesis 3--There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of African-American students in 

Texas public schools whose personnel have received Total Quality 

Management training and those of African-American students in schools 

whose personnel have not received training. 

Hypothesis 4-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of white students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of white students in schools whose personnel have not 

received training. 

Hypothesis 5-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of male students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of male students in schools whose personnel have not 

received training. 
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Hypothesis 6-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of female students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of female students in schools whose personnel have not 

received training. 

Research Question 2: Will training of personnel in Total Quality 

Management principles affect the student dropout rate? The following 

hypothesis provided direction for answering this question: 

Hypothesis 7-There will be no significant difference in dropout rates 

of Texas public school students whose personnel have received Total 

Quality Management training and those of students in schools whose 

personnel have not received training. 

Research Question 3: Will training of school personnel in Total 

Quality Management principles affect the student attendance rate? The 

following hypothesis provided direction for answering this question: 

Hypothesis 8--There will be no significant difference in attendance 

rates of Texas public school students whose personnel have received Total 

Quality Management training and those of students in schools whose 

personnel have not received training. 

Reporting of the Data 

The following narrative provides information on the eight hypotheses 

with regard to the data obtained from the Academic Excellence Indicator 

System reports. 
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Hypothesis 1-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of students in Texas public 

schools whose personnel have received Total Quality Management training 

and those of students in schools whose personnel have not received 

training. Scores were divided into groups with Total Quality 

Management training (Group 1) and groups without Total Quality 

Management (Group 2) training and further divided into year of training 

(Yl), first year after training (Y2), 3 years after training (Y3), and grand 

total for all years (Y4). These findings are presented in Table 1. The 

second through fourth 

Table 1 

Comparison of Texas Assessment of Academic Skills Percentages for All 
Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Yl 63.57 17.02 58.18 12.85 1.39 .717 

Y2 64.03 17.51 60.31 15.15 .88 .382 

Y3 75.76 13.53 74.32 10.64 .46 .649 

Y4 67.79 16.91 64.27 14.74 1.10 .078 

Note, p < .05. SD = Standard Deviation. Yl = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 
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hypotheses were concerned with ethnicity of students and how 

implementation of the program might affect Texas Assessment of Academic 

Skills scores. 

No significant differences were found with j> < .05 between the 

percentage of students passing in schools who had personnel trained in 

Total Quality Management and those who had not had personnel trained in 

Total Quality Management. Therefore, the null hypothesis was retained. 

The second through fourth hypotheses were concerned with ethnicity 

of students and how implementation of the program might affect Texas 

Assessment of Academic Skills scores. 

Hypothesis 2-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills Scores of Hispanic students in Texas 

public schools whose personnel have received Total Quality Management 

and those of Hispanic students in schools whose personnel have not 

received training. 

Scores were divided by years (from year of training received to 3 

years after the training) and by trained or nontrained groups. These 

findings are presented in Table 2. 

No significant differences were found with p < .05 between the 

percentage of Hispanic students passing in schools who had trained 

personnel in the principles of Total Quality Management and those who 

had not had personnel trained in the principles of Total Quality 

Management. Therefore, the null hypothesis was retained. 
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Table 2 

Comparison of Texas Assessment of Academic Skills Percentages for 
Hispanic Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Y1 36.88 19.60 33.23 17.90 .663 .510 

Y2 39.95 16.31 35.64 19.01 .823 .415 

Y3 56.56 14.36 51.00 23.12 1.010 .316 

Y4 44.46 18.81 39.92 21.32 1.130 .420 

Note. j> < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

Hypothesis 3--There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of African-American students in 

Texas public schools whose personnel have received Total Quality 

Management training and those of African-American students in schools 

whose personnel have not received training. 

Scores were divided by years (from year of training received to 3 

years after the training) and by trained or nontrained groups. These 

findings are presented in Table 3. 
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Table 3 

Comparison of Texas Assessment of Academic Skills Percentages for 
African-American Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Y1 44.59 18.20 43.68 16.33 .181 .857 

Y2 42.46 19.42 41.75 18.91 >—<
 

00
 

.891 

Y3 55.13 13.73 58.64 17.07 -.837 .406 

Y4 47.39 17.97 48.23 18.98 2.130 .698 

Note, g < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

No significant differences were found with f> < .05 for 

African-American students passing the Texas Assessment of Academic Skills 

in schools who had trained personnel in the principles of Total Quality 

Management and those who had not had personnel trained in the principles 

of Total Quality Management. Therefore, the null hypothesis is retained. 

Hypothesis 4-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of white students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of white students in schools whose personnel have not 

received training. 
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Scores were divided by years (from year of training received to 3 

years after the training) and by trained or nontrained groups. These 

findings are presented in Table 4. 

Table 4 

Comparison of Texas Assessment of Academic Skills Percentages for White 
Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Y1 70.18 13.82 65.72 9.51 1.46 .150 

Y2 71.36 13.67 67.28 11.93 1.23 .223 

Y3 83.19 8.38 79.93 9.98 1.37 .176 

Y4 70.98 12.21 72.94 12.96 0.12 .211 

Note. j> < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

No significant differences were found with g < .05 for white students 

passing the Texas Assessment of Academic Skills in schools who had trained 

personnel in the principles of Total Quality Management. Therefore, the 

null hypothesis is retained. 
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The fifth and sixth hypotheses were concerned with the gender of 

students and how implementation of the program might affect their Texas 

Assessment of Academic Skills. 

Hypothesis 5--There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of male students in Texas 

public schools whose personnel have received Total Quality Management 

training and in those of male students in schools whose personnel have not 

received training. 

Scores were divided by years (from year of training received to 3 

years after the training) and by trained or nontrained groups. These 

findings are presented in Table 5. 

No significant differences were found with j> < .05 for male students 

passing the Texas Assessment of Academic Skills in schools who had trained 

personnel in the principles of Total Quality Management and those who 

had not had personnel trained in the principles of Total Quality 

Management. Therefore, the null hypothesis is retained. 

Hypothesis 6-There will be no significant difference in exit-level 

Texas Assessment of Academic Skills scores of female students in Texas 

public schools whose personnel have received Total Quality Management 

training and those of female students in schools whose personnel have not 

received training. 
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Table 5 

Comparison of Texas Assessment of Academic Skills Percentages for Male 
Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Y1 63.05 17.97 60.43 12.19 .662 .511 

Y2 65.74 17.73 62.02 16.69 .838 .406 

Y3 76.40 14.24 74.84 12.47 .450 .654 

Y4 68.40 17.53 65.76 15.23 .634 .535 

Note, g < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

Scores were divided by years (from year of training received to 3 

years after the training) and by trained or nontrained groups. These 

findings are presented in Table 6. 

No significant differences were found with |> < .05 for female 

students passing the Texas Assessment of Academic Skills in schools who 

had trained personnel in the principles of Total Quality Management and 

those who had not had personnel trained in the principles of Total Quality 

management. Therefore, the null hypothesis is retained. 



70 

Table 6 

Comparison of Texas Assessment of Academic Skills Percentages for Female 
Students 

Year 

Group 1 Group 2 

t-Score Significance Year Mean SD Mean SD t-Score Significance 

Y1 62.42 16.87 55.93 14.07 1.630 .111 

Y2 62.02 17.88 58.76 15.76 .748 .457 

Y3 75.16 13.05 71.00 11.84 1.290 .201 

Y4 66.53 17.03 61.90 15.13 1.150 .238 

Note, g < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

The seventh and eighth hypotheses were concerned with student 

dropout rates and student attendance rates and how implementation of the 

Total Quality Management training might affect them. 

Hypothesis 7--There will be no significant difference in dropout rates 

of Texas public schools whose personnel have received Total Quality 

Management training and those schools whose personnel have not received 

training. 

Scores were divided by years (from year of training received to 3 

years after the training) and training or nontrained groups. These findings 

are presented in Table 7. 
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Table 7 

Comparison of Dropout Rates 

Group 1 Group 2 

Year Mean SD Mean SD t-Score Significance 

Y1 2.24 1.61 2.42 1.47 -.453 .652 

Y2 1.67 0.99 1.93 1.32 -.838 .405 # 

Y3 1.36 0.90 1.38 0.84 -.089 .929 

Y4 1.76 1.25 1.91 1.30 -.611 .544 

Note, g < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

No significant differences were found with p < .05 for dropout rates 

in schools who had trained personnel in the principles of Total Quality 

Management and those who had not had personnel trained in the principles 

of Total Quality Management. Therefore, the null hypothesis is retained. 

Hypothesis 8-There will be no significant difference in attendance 

rates of Texas public schools whose personnel have received Total 

Quality Management training and those schools whose personnel have not 

received training. 

Scores were divided by years (from year of training received to 3 

years after the training) and training or nontrained groups. These findings 

are presented in Table 8. 
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Table 8 

Comparison of Attendance Rates 

Group 1 Group 2 

Year Mean SD Mean SD t-Score Significance 

Y1 93.64 2.37 94.28 1.11 -1.34 .186 

Y2 93.51 2.38 94.28 1.25 -1.57 .122 
* 

Y3 94.07 1.72 94.69 1.10 -1.68 .098 

Y4 93.74 2.17 94.42 1.16 -1.92 .097 

Note, p < .05. SD = Standard Deviation. Y1 = year of training, Y2 = 
first year after training, Y3 = 3 years after training, and Y4 = grand total 
for all years. 

No significant differences were found with p < .05 for attendance 

rates in schools who had trained personnel in the principles of Total Quality 

Management and those who had not had personnel trained in the principles 

of Total Quality Management. Therefore, the null hypothesis is retained. 



CHAPTERS 

SUMMARY, FINDINGS, CONCLUSIONS, DISCUSSION, 

AND RECOMMENDATIONS 

This final chapter reflects on the findings of the study and gives 

conclusions based on these findings. It further lends itself to discussion of 

these conclusions and ends with recommendations for further study. 

Summary 

In the fall of 1997, an individual in selected school districts was 

interviewed to determine if their certified personnel had completed training in 

the management model of Total Quality Management. If they had received 

training, data were obtained to ascertain the following: (a) to determine if the 

training had affected exit-level Texas Assessment of Academic Skills scores, 

(b) to determine if the training had impacted the dropout rates of students, 

and (c) to determine if the training had impacted attendance rates of students. 

The sample for this study included 30 Texas schools that had personnel 

formally trained in the principles of Total Quality Management and had Texas 

Assessment of Academic Skills scores information available on the Academic 

Excellence Indicator System report and an equal number of matched schools 

that had not had the training. 
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This investigation focused on 30 pairs of matched schools. The 

following research questions were addressed: 

1. Will training of school personnel in the Total Quality Management 

principles increase Texas Assessment of Academic Skills scores? 

2. Will training in Total Quality Management principles affect student 

dropout rates? 

3. Will training in Total Quality Management principles affect student 

attendance rates? 

The research problem was approached utilizing data from the Academic 

Excellence Indicator System to determine the correlation, if any, of training of 

personnel in Total Quality Management principles on exit-level Texas 

Assessment of Academic Skills scores. Evaluations were done with students as 

a whole, across ethnic groups, and with respect to gender. Furthermore, 

evaluation was done to see the effect, if any, on dropout rates and student 

attendance rates. Two statistical techniques, the Mann-Whitney U and the 

independent t-test were employed to analyze the data brought forth by this 

research investigation. Hypotheses were tested at a .05 level of significance. 

From the results of this data analysis, the following findings are reported. 

Findings 

The following information relates the findings of the eight hypotheses of 

this study. The findings of this study reveal that there are no significant 

differences in the Texas Assessment of Academic Skills scores of students in 

schools where school personnel had been trained in the principles of Total 
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Quality Management and those of students in schools whose personnel had 

not been trained in the principles of Total Quality Management. 

The findings of this study reveal that there are no significant differences 

in the Texas Assessment of Academic Skills scores of Hispanic students in 

schools whose personnel had been trained in the principles of Total Quality 

Management and those of Hispanic students in schools whose personnel had 

not been trained in the principles of Total Quality Management. The findings 

of this study reveal that there are no significant differences in the Texas 

Assessment of Academic Skills scores of African-American students whose 

school personnel had been trained in the principles of Total Quality 

Management and those of African-American students in schools whose 

personnel had not been trained in the principles of Total Quality Management. 

The findings of this study reveal that there are no significant differences in the 

Texas Assessment of Academic Skills scores for white students whose school 

personnel had been trained in the principles of Total Quality Management and 

those of white students in schools whose personnel had not been trained in the 

principles of Total Quality Management. 

The findings of this study reveal that there are no significant differences 

in Texas Assessment of Academic Skills scores for male students whose school 

personnel had been trained in the principles of Total Quality Management and 

those of male students in schools whose personnel had not been trained in the 

principles of Total Quality Management. The findings of this study reveal that 

there are no significant differences in Texas Assessment of Academic Skills 
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scores for female students whose school personnel had been trained in the 

principles of Total Quality Management and those of female students in 

schools whose personnel had not been trained in the principles of Total 

Quality Management. 

The findings of this study reveal that there are no significant differences 

in the dropout rate of schools where school personnel had been trained in the 

principles of Total Quality Management and the dropout rates of schools • 

whose personnel had not been trained in the principles of Total Quality 

Management. The findings of this study reveal that there are no significant 

differences in the attendance rates of schools whose personnel had been trained 

in the principles of Total Quality Management and the attendance rates of 

schools whose personnel had not been trained in the principles of Total 

Quality Management. 

Conclusions 

The following conclusions were extracted based upon the findings of this 

study. These conclusions apply only to the subjects of this study. 

1. There is no positive correlation between training of personnel in the 

principles of Total Quality Management and Texas Assessment of Academic 

Skills scores. 

2. There is no positive correlation between dropout rate and training of 

personnel in principles of Total Quality Management. 

3. There is no positive correlation between student attendance and 

training of personnel in principles of Total Quality Management. 



77 

Discussion of Conclusions 

Although the benefits of Total Quality Management are heralded in 

many arenas, including the field of education, it must be concluded from this 

study that training of school personnel in Total Quality Management 

principles would not be an effective means of making gains on Texas 

Assessment of Academic Skills scores. This conclusion is made from a very 

small span of time, over a 3 year period, and this factor too, must be given • 

regard when considering the impact or lack therein of the training on Texas 

Assessment of Academic Skills scores. 

Another important point that should be given consideration is the 

nature of the Total Quality Management model itself. Total Quality 

Management is a customer-driven management tool that strives to continually 

improve the quality of its product. In business, as in education, the product 

begins as raw material. However, herein lies the paradox. Although the 

principles of Total Quality Management can be applied in any organization, 

rarely, except in the case of education does the raw material come in the form 

of humanity. The human aspect of school business sheds a very different light 

on the word "quality." Perhaps, a quality product in the form of students 

should not be measured quantitatively. 

Furthermore, Total Quality Management is an on-going process. 

Consequently, to train in Total Quality principles without monitoring, 

retraining, and revisiting the initial training, in itself, attributes to denial of 

measurable gains. 
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Finally, it is important to note that all schools across the state of Texas 

have been mandated to improve Texas Assessment of Academic Skills scores. 

The very nature of this mandate might possibly be enough to undermine the 

numerical findings of this study. 

Recommendations 

It is recommended that those interested in being trained in the Total 
« 

Quality Management model do so for benefits other than those that might be 

gleaned from an increase in Texas Assessment of Academic Skills scores. 

Recommendations for Further Study 

The following general recommendations are made for further study: 

1. Further study should be done to expand on the findings of this study. 

It is recommended that the model indicated be allowed several more years to 

impact these schools. 

2. Further study is recommended using a testing instrument other than 

the Texas Assessment of Academic Skills. 

3. Further study is recommended for different levels of school 

organization (i.e., elementary, intermediate, or middle schools academic 

scores). 

4. Further study is recommended for achievement areas other than 

Texas Assessment of Academic Skills scores. 

5. Further study is recommended to determine the impact of the model 

on factors other than student achievement, such as teacher morale. 
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TQM COMMITMENT 

To: Quality and Customer Satisfaction 
By: Bd. of Educ., Admin., Teachers 

and critical mass of Stakeholders 

NEEDS ASSESSMENT (Mega, Macro, Micro) 

Collect: Soft and Hard Feedback Data 
From: Students. Employees, and Stakeholders 

QUALITY SPECIFICATIONS 

by grade level 
SERVICES—i . . .. , 

I by functional area 
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Figure 2. Total Quality Management School District Implementation 
Model. From TQM for Education. Educational Technology 16(Q\ / d i 
by J. Herman and J. Herman, 1995, June. ' ' 
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