CET 765 

Assignment 7

An Examination of the Role of a Leader in Orchestrating Change

ISO 8402:1994 defines total quality management (TQM) as a management approach of an organization centered on quality, based on the participation of all its members and aiming at long-term success. This is achieved through customer satisfaction and benefits to all members of the organization and to society. In other words, TQM is a philosophy for managing an organization in a way which enables it to meet stakeholder needs and expectations efficiently and effectively, without compromising ethical values.
http://www.iqa.org/information/d2-4.shtml
There are eight principles of quality management:

· customer-focused organization - organizations depend on their customers and therefore should understand current and future customer needs, meet customer requirements and strive to exceed customer expectations 

· leadership - leaders establish unity of purpose, direction and the internal environment of the organization. They create the environment in which people can become fully involved in achieving the organization's objectives 

· involvement of people - people at all levels are the essence of an organization and their full involvement enables their abilities to be used for the organization's benefit 

· process approach - a desired result is achieved more efficiently when related resources and activities are managed as a process 

· system approach to management - identifying, understanding and managing a system of interrelated processes for a given objective contributes to the effectiveness and efficiency of the organization 

· continual improvement - continual improvement is a permanent objective of an organization 

· factual approach to decision making - effective decisions are based on the logical and intuitive analysis of data and information 

· mutually beneficial supplier relationships - mutually beneficial relationships between the organization and its suppliers enhance the ability of both organizations to create value 

http://www.iqa.org/information/d2-4.shtml
Deming’s 14 Points or Principles.

1."Create constancy of purpose towards improvement". Replace short-term reaction with long-term planning. 

2."Adopt the new philosophy". The implication is that management should actually adopt his philosophy, rather than merely expect the workforce to do so. 

3."Cease dependence on inspection". If variation is reduced, there is no need to inspect manufactured items for defects, because there won't be any. 

4."Move towards a single supplier for any one item." Multiple suppliers mean variation between feed stocks. 

5."Improve constantly and forever". Constantly strive to reduce variation. 

6."Institute training on the job". If people are inadequately trained, they will not all work the same way, and this will introduce variation. 

7."Institute leadership". Deming makes a distinction between leadership and mere supervision. The latter is quota- and target-based. 

8."Drive out fear". Deming sees management by fear as counter- productive in the long term, because it prevents workers from acting in the organization's best interests. 

9."Break down barriers between departments". Another idea central to TQM is the concept of the 'internal customer', that each department serves not the management, but the other departments that use its outputs. 

10."Eliminate slogans". Another central TQM idea is that it's not people who make most mistakes - it's the process they are working within. Harassing the workforce without improving the processes they use is counter-productive. 

11."Eliminate management by objectives". Deming saw production targets as encouraging the delivery of poor-quality goods. 

12."Remove barriers to pride of workmanship". Many of the other problems outlined reduce worker satisfaction. 

13."Institute education and self-improvement". 

14."The transformation is everyone's job".
http://www.hci.com.au/hcisite2/articles/deming.htm
The PDSA Cycle – Statistician Walter Shewhart’ description of the improvement cycle, emphasized by W. Edwards Deming.  The four stages of plan, do study, act are essential to continuous improvement success and are the basis for a seven-step improvement process: (1) defining the system; (2) assessing current situation; (3) analyzing causes; (4) trying out an improvement theory; (5) studying the results; (6) standardizing the improvement; and (7) planning for continuous improvement. 

Cleary, Barbara and Duncan, Sally. (1997).  Tools and techniques to inspire classroom 
     learning.  Milwaukee, WI: ASQC Quality Press. 148.

Hypothetically then, let us presume that we wish to implement the use of all of these tools is some fashion in education.  Has it done before?  Yes, with success.  Will it work in my environment or setting?  Probably, if I am willing to buy in – take ownership and adapt.  Deming helped with the reconstruction of Japan and America had to take lessons twenty-five years later.  Nonetheless, the premise of this treatise is to examine the role of a leader in orchestrating change.  Given that the leader of an organization, or subdivision thereof is ultimately responsible for the performance of the organization and given that the leader is motivated to remain in their position, then by what means will they foster the implementation of the tools of TQM, PDSA or Deming’s 14 points?  One could presume that by being in the position of leadership, they are quite capable of issuing an edict that all who are subservient to their position will comply with a new standard for management.  Philosophically, this would result in confusion and organizational anarchy.  By modeling these behaviors then, a technological leader may lead an organization to consensus.  Unfortunately, group management is destined for failure without strong leadership in the top slot.  Truman had it right.  I am sorely tempted to revert to systems thinking when confronted with the dilemma of orchestrating change via the tools of TQM or looking at the systems development cycle.  As I consider this dilemma further, I find evidence that the orchestration of change should come from within the organization – either from the bottom up, or from the customer base (external factors).  Be that as it may, then I still want the problem defined, specific solutions provided, and the use of either a Decision Support System or an Executive Support system.  So, having those desires, where do I find them in American education?  Intrinsically, they are found in the legislative and executive branches of government, rather than within the school systems where they belong.  Having carried it this far in orchestrating change, lets carry it on to the point of assuming that the fatal flaws actually reside within the concept of “public” education rather than attempting to orchestrate change within a failed model, are we not better served to apply these tools in a true business model for privatization of American education as we are being driven by the “legislation” of “No Child left Behind”?  In the final analysis, in order to synthesize tools for management, one needs to have the mind set of a manager, which to some extent, educators have and in some ways will never have.  Teachers are born – not trained.  Behaviors may be modified, but it takes a lot of time and effort.  School administrators are a different breed of cat.  Both my father and grandfather were in the top slot of their professions as a superintendent and a college president.  I have been a manager of a retail store, a CIO for a municipality, a technology director for a k-12 school district, and a director of technology for a college.  I swore to myself that I would never be a school administrator – for there is no apparent methodology for instituting lasting positive change in American Education. 
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