Eastern Illinois University

The Keep

Masters Theses Student Theses & Publications

1984

A Proposal for the Implementation of a Qualit
Circle Program at Cumberland High School

Joseph A. Ciaccio

Eastern Illinois University

This research is a product of the graduate program in Educational Administration at Eastern Illinois
University. Find out more about the program.

Recommended Citation

Ciaccio, Joseph A., "A Proposal for the Implementation of a Quality Circle Program at Cumberland High School” (1984). Masters
Theses. 2801.
https://thekeep.eiu.edu/theses/2801

This is brought to you for free and open access by the Student Theses & Publications at The Keep. It has been accepted for inclusion in Masters Theses
by an authorized administrator of The Keep. For more information, please contact tabruns@eiu.edu.


https://thekeep.eiu.edu
https://thekeep.eiu.edu/theses
https://thekeep.eiu.edu/students
www.eiu.edu/edadmin/educational_administration.php
www.eiu.edu/edadmin/educational_administration.php
mailto:tabruns@eiu.edu

THESIS REPRODUCTION CERTIFICATE

TO: Graduate Degree Candidates who have written formal theses.

SUBJECT: Permission to reproduce theses,

The University Library is receiving a number of requests from other
institutions asking permission to reproduce dissertations for inclusion
in their library holdings. Although no copyright laws are involved, we
feel that professional courtesy demands that permission be obtained
from the author before we allow theses to be copied.

Please sign one of the following statements:
Booth Library of Eastern Illinois University has my permission to lend

my thesis to a reputable college or university for the purpose of copying
it for inclusion in that institution's library or research holdings.

v/a /s o
/=7 "

Date Author

I respectfully request Booth Library of Eastern Illinois University not
allow my thesis be reproduced because

Date Author



A PROPOSAL FOR THE IMPLEMENTATION QF A

QUALITY CIRCLE PROGRAM AT CUMBERLAND HIGH SCHOOL
(TITLE)

BY

JOSEPH A. CIACCIO

FIELD EXPERIENCE
XTHESI&

SUBMITTED IN PARTIAL FULFILLMENT OF THE REQUIREMENTS
FOR THE DEGREE OF

Specialist in Education

IN THE GRADUATE SCHOOL, EASTERN ILLINOIS UNIVERSITY
CHARLESTON, ILLINOIS

| HEREBY RECOMMEND THIS THESIS BE ACCEPTED AS FULFILLING
THIS PART OF THE GRADUATE DEGREE CITED ABOVE

)20-4Y

DATE — ~1~ ADVISER

T COMMITTEE MEMBER o

PR — A
"/ COMMITTEE MEMBER /' r

DEPARTMENT CHAIRPERSON /




A Proposal For The Implementation
Of A Quality Circle Program
At Cumberland High Schoal

By

Joseph A. Ciaccio

B. S. in Ed., Eastern Illinadis University, 1970

M. S. in Ed., Easteam Hlinois University, 1974

ABSTRACT OF A FIELD STUDY

' Sybmitted in partial fulfillment of the requirements for the
degree of Specialist in Educational Administration in the
Graduate School, Eastern Dlinocis University
- Charleston, Illinais.
1984



ABSTRACT

Statement of Purpose

Al

The prpase of this study was to implement a participative management
pEogram at Cumberland High Schoal in Tdledo, Ilinais. The researcher, who had
been mrincipal at the schoal for five years, believed that participative
management may be a salution #0 what he perceived as problems within the
schoal. These @oblems included low teacher morale, below average student
achievement, and a lack of open obmmunicat:ion between individual teachers and
teachers and administrators. In addition, teacher qains in effectiveness and
goductivity, ;s basaed on formal teacher evaluation reparts, were minimal.

The Quality Circle parbidpative management apgroach, as reviewed in
- literature, scemed directad at the core of these mroblems. Thus, this study was
| deemed timely and relevant.

Procedure

Paricdpative management in the form of Quality Circles is relatively new
to industry and somewhat new %0 the field of education. Much of the raearc;h
in Chapters ane and two reviews both industrial and educational use of this
type of employee relations model as well as giving justification for its
implementation.

Chagter three identifies the participants in the program and describes the
instrumentation wad to judge the effectiveness of the program. Chapter four,
after summanizing the research findings, lists six recommendations for the
implementation of Quality Circles at Cumberland High Schoal.
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CHAPTER 1

OVERVIEW OF THE PROBLEM

Statement of the Project Goal

Many members of the alder generation of ‘;vorkers have been oonditioned
by the era of the great depression. They are stHll concermed about their basic
needs at the survival level. Such individuals, many of whom occupy positions in
management have to learn to cope with a new kreed of American worker. Many
young people now start at a higher level of expectations. Because they are
better educated, they have a l:roaa understanding of what is going_on in the
warld around them. They want to influence their sarroundings %0 a greater
extent than dni workers in the past. This same group aof individuals are
characterized through such activities as picketing nucdlear plants or staging
@otest marches in front of the White House. They are skeptical about the
gonouncements made by leaders in government, education, and business. As
members of the new generation of employees, they insist in maintaining their
independence {(Patchin, 1981).

The Beld of education has not escaped this phenomenon, but is one of thé
]ést to deal with changing employee relations. Currently, American education is
plagued by high staff turnover, chronic atsenteeism, disApline problems, lack of
commitment, declining pupil competence, teacher burmn-out, low self-esteem,
frustration and. disappaintment (Chapee, 1983). In a time when education faces
an unending barrage of criticisms, administrators in Illinais, espedally middle
management, face substantial new challenges in employee relations with the
advent of cullective bargaining legislation. Nichdls (1982) identifies educational

:



management problems furthe; by stating that academe seems either to suffer
from very indecisive leaders or, like the business world, to employ chief
executives who see themselves as "lone ranger” bosses who are paid to make
tough, quick decisions. According to Nichals, these rapid fire commanders tend
not to last very long. Their hasty, uninformed dedsions often backfire. They
may spend months mending shattered morale and back-pedaling in a fashion that
eventually destroys their dynamic image. As Nichal's cpinion indicates, in arder
to successfully achieve quality education, superintendents, pinapals, and
teachers must establish an atinosphere conducive to dealing with #oday's chsis
in education.

In the industral world, many companies have adopted vardous humanistic
m in dealing with their work force, partidpative management being a part
of many of these plans. The most universally known plan of particdpative
;nanagemépt is the Quality Circle plan. The Quality Circle Program is a
" management wal that allows for participatory decision making. It is a way aof
capturing the innovatative resources in a work force. It is founded on the belief
that people are the most impartant resource and the key to gproductivity. This
study dealt with the use of the Quality Circle concept as a catalyst in salving
educational problems.

Background and Significance of the Field Study

‘As- Nichals indicated, not only are the nation's schodls at nsk, but
pobably (and more accurately) the nation's schoal administrators' jpbs are at
Study after study, including a recent ane by the State Board of Education

(1984) indicate that the administration of a schoal system is a major factor in
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determining the quality of a schoal. To achieve quality in an atmosphere of
aollective hargaining, Richard Williams notes that the administrator must be
willing to share information with the union, must fuster open and frank
discussion of issues, must allow descent without oonsidering the descentar
disloyal and unprofessional, must work with the ﬁnion and others to improve the
quality of the schonl, and must at the same time be ahle to be a calleague and
the manager (Willilams, 1977). A common theme revalving around the words
communication, marale, trust, and invalvement is emerging as management's key
to suwcess, Paul Fard maaffirms this philosophy for the new successful
admimswator in the following:

A bhealthy organization is characterized by a sense of purpase,
high communication, morale, mutual tnst, ‘and oblem salving
apahbilities. It is the administrator's major responsikility to attend to

.arganizational health for this is the basis upon which leadership potential
| and a productive instructional change process rests (P. 42).

Fard goes on to recommend discussion with influential staff members
concerning their idaas in program improvement (Fard, 1980).

Howard Karlitz conductad a survey of administrators at an Akron, Ohio
warkshop in 1977 trying to identify perceived solutions to administrator/teacher
problems. The fallowing recommendations were given by the group:

.l. Show genuine interest in the teachers.

2. Keep $eachers well informed about the schoal system.

3. Invalve teachers in almost all dedsions in @alicy making.

4. Give more %eacher recognition when it is due. Too dften there

is cticism leveled at those who have not performed as they



should have or when they have made mistakes, but not enough
do we recogiize the efforts of individuals, and, of oouzse,. this
goes beyond a dallar and cents value you can place on it.

5. Use staff meetings far prohlem salving using a semihar approach

(Karlitz, 1977, P. 118).

Keys and Bartunek in their 1979 study on "Orgamzation and Development
in Schoals” dite a 1975 Rand Carporation study on "change" projects. The study
notes that such imposed changes on education as mainstreaming, gifted
programs, hilingual education, schoal district oconsalidation, and cthers, are
doomed to failire without internal acceptance. However, prolects with a
poblem-salving thnust are more likely to result in change since the project
ad;ir&ed goals are impartant to teachers, pnno.pals, parents, and students
(Keys and Bartmmek, 1979). Example after example are witness to management
- problems when “grass roots" involvement is neglected in the educational arena.
Fifteen years after its inception with hundreds of million dollars expended, the
Director of Chapter I programs cites as his most pressing single problem the
failure of reqular cass teachers and schoal base administratars to integrate the
sipplemental remelial services into the basic educational program (Chapey,
1983). _

"Gallager (1984) of the Chicago Tribune relates the teacher particpation
problem to the most recent impused state mandates. Gallager writes:

One year after a national commission detailed the shortcomings of

American education, many states and schoal distncts have

responded by imposing rougher dassroom routines and curmculum

standards. But the long term success of this rescue effort is still

3



considered doubtful b; some educational planners because %0

little has been done to beef up the commitment of the average

dasssoom teacher . . . We have to find ways to make teachers

feel we're not taking them for granted, that they have a leading

role to pay in implementing reforms and that they will get

recognitioa for it (P. 15).

Cumberland Unit District #77, the setting for this field study, is
characterized by many of the descrigtive protlems referenced above. There has
been high staff taym-over and high administrative tirn—over. A recent survey of
faculty and noo~ertified personnel indicated low morale and numerous
ocomplaints (see Appendix A). Conversely, there appears %0 be a correlation
between district successes in music, vocational education, computer currculum
and positive administrative/staff relationships in thase particular areas. These
[uCTesSes a]low for the hypothesis that nurturing a positive administrative image
‘and extending it to additional staff members will result in additional success.

In seeking increased participatory management, groblem solving can take
pace in a syseematic, professional manner such as that provided in the Quality
Circle System. Teacher lounge complaints based on opinion can be replaced by
decisions arrived at by research and data callection. Energy devoted to staff
oonflict can be directed at improved teaching performance. Administrators
within District #77 have the oppartunity, through Quality Circles, to make
teachers partners in the educational p@rocess.

Specific Project Objectives

1. At the completion of the 1984-85 schoal year, the teaching

staff at Cumberland High Schoal invalved in the Quality Circle



Pmogram will demonstrate an improvement in attitude, problem
a:iving, and interaction as measured by the Quality Circle
member survey (see Appendix B).

2. At the oompletion of the 1984-85I schoal yéar teacher
productivity will imgrove as measured by increased performance
in meeting evaluation goals as compared to the gxevious year's
written evaluation instrument {see Appendix C).

3. By the oomplétion of the 1984-85 schoal year, there will be an
improvement in administrator teacher relations as measured by
teacher responses on the Administrative Image Questionnnaire
(see Appendix D). |

4, By the end of the 1984-85 schoal year, the Cumberland High
Schoal staff will exhibit commitment and responsihility in
dealing with schoal groblems as indicated by 60% staff
membership in the Quality Circle Program.

Operational Definitions

For the purpase of this study "teacher morale” is defined as a mental and
emotional condifion of an individual ar group of teachers with regard to their
daily teaching activities. A positive outcome of this study would be nurturing of
a gmnve attitude by teachers toward their everyday work activities. It is
mped that ingredients involved in the Quality Circle, giving the individual
-teacher a significant waice in their workplace actvites, will lead to positive
teacher morale. _

As is related to this study "teacher productivity” is defined as the amount

of swces a teacher has in affecting student achievemert. Duning the past



three years student achievement, as measured by standard achievements tests,
has been inconsistent. The researcher believes that teacher evaluation aimed at
improving teacher productivity has been unsuccessful. He theorizes that
increased pEarticipation and invalvement by teaéhers in gxsob]em solving will
result in significant gains in teacher productivity.

The definmition of "Quality Circles"” although found in many different
sources, is consistent with the following given by Chapey (1984): "A Quality
Circle is a group of people who meet reqularly to identify issues, to analyze
moblems, and to suggest actions (P. 394). Linder (1984) refers to the purpase of
Circles when he describes them as "a concept that has been wsed by U.S.
business and ifrdm;try over the past ten years to address the moblems of
employee particpation, effidency, and groductivity” (P. 9).

Quality Circles are distinguished from past committee approaches through
Itheir meticulous sructure, This structure consists of the fallowing as presented
by the IMlinais State Board of Education:

1. Problem Identification and Selection - Using a formal

trainstroming technique, a list of problems is generated by
Circle Members. Clarfication occurs fallowed by a voting
Erocess that allows for the problems-to be grioritized. Then the
group votes to select the number one problem they want to
adopt.

2. Problem vVerification - The Circle Members gather data and

analyze it to verify that the selected problem is indeed a

pgoblem. Data is displayed using bar charts, Pareto charts, line
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graphs and so on. Spexdalists may be callad in to assist the
Circle in this step.

3. Caxse and Effect Anmalysis - Using basic cauwse and effect
analysis ar process cause and effect analysis, the major cause(s)
of the problem is identified. | '

4. Cawse Venfication - The Circle Members again gather data and
analyze it to verify that they did identify the primary cause of
the problem.

5. Salution Generation and Selection - The Circle Members use the
formal trainstorming technique and wvoting pocedure to
generate lutions to the mobhlem. After phortizing the
salutions, the Circle selects the number one salution or package
of sohtions they wish to esent to management. Circle
b;lembets must also callect information to support and "sell" the
salution to management.

6. Management Presentation - A verbal presentation invalving all
Circle Members is made to the Circle Leader's supervisor. The
entire grocess is reviewed uwsing the charts that were developed
along the way. This @ocess gives the Circle Members
recognition. The Supervisor then has a spedfied amount of time
in which to respond in wrting to the Circle indicating his/her
acceptance or rejyction of the recommendations.

Summarizing the pghilosophy of Quality Circle, it consists of three main

components: trust between management and workers, awareness of each persons

srengths and w@aknesses, and the nurturing of a family feeling.



"Steering comaittee” as related to the Quality Circle participative
canagement program is defined by the Illincis State Board of Education. The
steering committee "is a group of people who lead the Quality Circle acitivity
and set goals and objectives far the grogram.”

Assumptions

I is assumed that the standard Quality Circle grocedures will be adhered
to in relation to teacher training énd actual prohlem solving.

R is assumed that there is a direct carrelation between improved teacher
marale and poductivity and improved student achievement.

This fiedd study will deal with a pilot group (7 teachers) who met the
valuntary requirement of the Quality Circle Progr.arn. The mechanics of training
and comgleting of the Quality Circle system will not be considered in the study.

~ Nancertified personnel will not be included in the pilot group.

Quality Circles historically and for the purpase of this study will not
address the fallowing issues:

a) negotiated contract items such as salary or benefits.

b) disciplinary glices

C) grievances

d employment or termination golicies

e) personalities |

f) issues contrary to state statutes, regulations or State Board of

Education galicy.



CHAPTER I

REVIEW OF LITERATURE AND RELATED RESEARCH

Participative Management

As early as 1973 Ratsoy conducted a study which propased that moves
toward participative management approaches and away from rigid hierarchical
arganization of schoals should lead to positive consequences such as improved
aipecvisnr effectiveness, greater teacher satisfaction, less student alienation
and improved student achievement. .

Mitchell-Wise (1978), s=aking from a teacher's paint of view, indicated
that it is common knowledge in education that information relayed by
administrators in formalized positions is often distrusted, distarted, o
ocompletely overlooked. Teachers must igdentify with the source and be
. comfartable in the setting. Mitchell-Wise goes on ® say that in these
drcumstances other teachers, who have an awareness of the situation and a
ocommitment ®o the @ograms, are the best source for disseminating the desired
information.

Mitchell-Wise also made recommendations closely parallel #o a Quality
‘Circle Program. She states that a juint effort must be m.ade to minimize the
perceived difference between teachers and administrators and ® determine
common goals. Groups must respect and enhance each cother with respect o
. pdorties and expectations. Data must be valid and relevant #o the shared
situations. AD significant data neals wo be made avéi]able to avaid false and
misleading assumptions. Time and energies must be used efficiently so that good
warking relationships are not jeopardized. Mitchell-Wise explains the importance

L}
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of data collection when she notes the power is inherent in both administration
and staff. "This power generates energy and change; it should be used to its
fullest. In arder for power to be used as a positive force it must be based on
knowledge and rationality." (P. 13) _

Levin (1981) wrote that because a main educational function is to prepare
warkplace mles, educaton's arganizational forms and functions tend to '
carespond to those of the workplace. He made a strong case for the
inevitability of participatory management in education when he reasoned that
education has created today's participative movement in industry today by
mgoducing a workforce that is over-educated in relation to available b

This has. caused unrest in the industnal workplace which, in time, has
turmed these workplaces toward greater democratization. If Levin's theary balds
_ ‘true, this eventually will create a mare democratic educational organization,
where accarding to Levin, “former attempts by educators such as Pestalozz,
Neef, and Dewey failed the test of implementation because they did not
aorrespond to industry." Levin felt that these consequences for education would
result in a push for four changes. These include participatory decision malciné,

individual problem salving, minimum competencies, and peer tutoring.



-

Productivity and Potential Protlems

Bellanca (1984) notad that any disadvantages encountered in the Quality
Circle process are greatly outweighed by the many positive aspects of the
pogram. In general he noted the benefits of participatory decision making,
motivational climate, people development, and the emphasis on an improvement
[rocess.

Mare spexifically, Bellanca notes that "in the two years since the first . .
. training the following accomplishments have been noted:"

1. Quality Circles is a people building method that motivates

seachers and administrators to improve.

2. Qual.ity Circles is a team-building method that motivates

esachers and administrators #o seek out win-win solutions.

3. ‘Quality Circles get results. When meetings produce results,

individuals are more willing to give time and energy.

Eldon Shafer, President of Lane Community Callege in Euwgene, Oregon,
listed successes in Quality Circle use in several areas. A computer review and
development grocess was developed by a department which found itself adding
cowrses more on whim than on a carefully thought-out plan. A computerized
listing and scorng grocess was developed for a departrﬁent whose members
became concemed over the growing amount of time devoted o testing instead
of teaching. Processes for ooocdination, scheduling dasses, rotation of
equipment were all developed at Lane during a single school year. (Shafer, 1982)

As in all new grograms, prohlems adse which need to be snlved and this
awareness may then benefit future Quality Circle partidpants. Although the

Quality Circle oconcept dates back to the Japanese development in 1962, the
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first verified educational Quality Circle was begun in January, 1981, at Central
Piedmont Community Callege in Charlotte, Nath Caralina. Dr. Lynn Maretz,
Directaor of Quality Circles at Central Piedmont gave examples of that callege's
experience in the area of implementation prohlems.

1. Becawse of its industnial arigins, many teachers q\ustioned ise

applicakility.

2. The teaching staff is composed of a highly educated membership

which sometimes Jeads to excessive philosophizing and semantic
hair splitting. This creates a problem in getting these drcles to
focus efficiently.

3. Budget restrictions in the public sactar are ancther negative

facto.r. Tied to this is a growing percepton by teachers that
they will not be able to affect change. This feeling has been
artured by budget cuts, salary freezes, lack of parental
suppart, and student dismgpline prohlems (Maretz, 1983, P. 177).

Kahn warns of the danger of administrators consciously ar unconscously
attempting to manipulate drcles. He sees the Quality Circle as a possible
Machiavellian tactic, pointing out that the administzator-chooses the fadliratar
whose b is to establish, coordinate, and direct the Quality Circle. The
facilitator gives the administrator continuous reparts on grogress and items
being discussed within the circle. Thus, the administrator knows what the group
is daing, feeling, and saying. Dissenters in.the group can be identified and
treated accurdingly (Kahn, 1984),



Implementation

Despite the neoteric nature of Quality Circles, literature is available as
relates to implementation. Warnings are given concerning the importance of long
range planning pbor to any attempt at implementation. Bellanca (1984)
summarizes the schoal prindpal's rale with Quality Circles:

1. Inform faculty about Quality Circles and encourage partidpation.

2. Train leaders and members to use the method.

3. Cansult with each drcle as invited.

4. Provide requestad data, ideas, and suppart.

5. Communicate regularly with leaders about the progress of the drcle.

6. Review minutes with the leaders.

7. Assist leaders to interpret palicy conflicts,

8. Respond to drcle recom mendations.

9. Eincourage members and recognize accomplishments of each arcdle.

10. Communicate with the central administration about progress and results
of drcles.
11. Evaluate the drcle program (P. 6).

Mare general implementation guidelines emphasize grior top level
commitment, wvoluntarism, slow growth, and general crganiz;‘:ltion. Many
mdwzduals and groups must accept the mer.its- of the program.

A summary of steps for implementation of drcles was given as part of a
panel discussion by Babington et al:

1. Obtain top level commitment.

14



2. Establish a suitable a:ganizat:ional climate for the a@rogram.
a. Management must "buy in" to the concept of participatory
decision making.
b. The union must be invalved from the beginning in any plans.
¢. A plot study can be considered. ' :
d. An awareness grogram on Quality Circles should be provided
to all employees.
3. Apmaint a Steering Committee.
4. Select a facilitator and movide training for tim/her.
5. Adopt goals and objectives for the mrogram. This helps establish
reasonable expectations and avoids confusion.
6. Develop operating @licies.
7. Select a promising area to begin implemehtation.
8. Keep the grogram vnluntéry.
9. Provide training.
10. Inform and communicate regularly with everyone.
11. Start slowly and let the program grow slowly.
12. Be open and positive.
13. Develop methods of recognition.
14. Maintain puhlicity (Bahington, Bandy, and Chase, 1984, P. 71).

Other Research

The trainstorming aspect of Quality Circles is described by Bellanca
(1984) as being more highly structured in arder to keep the group on task. Re
notes that educatars, like many grofessional, tend to say whatever they want,

whenever they want and balk at formal structure. Only with structure and

15



eventual positive results can this be accomplished. The structure descrited by
Bellanca can be hroken down into the fallowing:

1. Do not judge ideas. Negative responses or gestures such
as raised eyehrows, sighs, a head shakes are not
talerated.

2. One idea is resented at a time. Only one person speaks
at a time in a round rohin approach.

3. Vadety is important. Discussion is a refinement process
that starts with a vast vadety of ideas.

4. Energy is needed to stay on task. A tempnning and ending
time for meetings are grictly enfarced. Idle chatter and
stanes are not acceptable (P. 2)

Admimstrators "buying in" %0 the Quality Circle concept must understand
.,‘that their authonty is not being threatened. Marchant (1971) dexcrbes
particpative management as “foraing decisions down to the level best suited to
determine them by virtue of availability of relevant information and the effect
of the dedsion on the operation.” Linder {1984) concurs when he notes that
schoal districts "will realize that areas of responsihbility charged %o the
superintendent and schoal board should remain with them.". He suggests areas
under the jurisdirtion of prinapals and teachérs be the basis of drcle mojects.
He gives examples of "low student effort, parent pressure, conflicts in
scheduling, paperwork, test results, and schoal bus tehavior" (P. 11).

Beth Bandy, director of Quality Circles for the Ilinais State Board of

Education supports management advantages with statistics showing over 90

16
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cercent of the recommendations made by the Circle in their grogram have been
accepted by management (Bandy et al., 1984).

The growing populanty of Quality Circle is noted by Edward Wa}cm
(1984). with Quality Circles, business's focus changes from checks on mroduction
to actual quality production. He also cites the versatility of Quality Circles
observing the Sperry Carparation, which has Circles in areas ranging from
engineering, marketing, and accounting to software development. Quality Circles
are in department stores, hospitals, hotels, airlines, banks, and government
dffices (Wakin, 1984). _

Linder (1984), summarizes several Circle concepts when he states that the
[rimary reason people jain a wvaluntary aorganization is that there is indeed
something in it for them. The same principle apglies to Quality Circle members.

Quality Circle members must believe their particpation makes a difference.

17



CHAPTER IIL

DESIGN OF THE STUDY

General Design

The focus of this research is the development of a Quality Circle
Program for Cumberland High Schoal which may eventually be adopted
throughout Unit #77 and adapted to meet the needs of other schoal districts.
The Quality Circle Program will be developed from a review of the literature
and research as well as modifications necessary and unique to District #77.

The basic pghilasophy of Quality Circle is successful particpative
management:  administrators and teachers working together to identify and
salve educational problems. This field study will examine whether the Quality
Circle problem-salving approach can be implemented in the district and then
; '.measure whether it meets the problem-salving objectives intended.

It shiould be noted that every effort will be made for initial success of
the pilot group, through the selecion of problems that can be mare easily
anlved than more comglex situations. The Quality Circle concept by design has“a
long term view.of success. Emphasis is placed on quality, while permitting "nsk
and experimentation", and talerating short term losses. Tﬁe first year of data
mnectiop and analysis will not be as si.gniﬁéant in measuring the success of the
frogram as the second and third year of measurement.

In addition %o the actual Quality Circle group, a steering committee will
be formed oompased of this researcher, the Schoal Board Secretary, Jim
Carpenter, who is a former Board member presently invalved in Quality Circle
at the industrial level, and a member s=lectad 'bS( the teachers' union.

18



The teaching staff of Cumberland High School will serve as the population
for this research. The teaching staff of Cumberland High Schoal is compasad of
338 of Cumberland High School graduates, individuals who were barn and mised
in Cumterland County. At the Elementary level this local trend soars to 708,
for a district-wide total of 57% of C.U.D. #77 teachers who were bam and
raised in the community.

Sample and Population

The sample population of this study will be seven teacher walunteers who
will form the plot Quality Circle group. These seven teachers expressed
interest in being Quality Circle members after being exposed to presentations
and literature gescribing the Qualitjf Circle concept.

Two teachers are from the social studies department, two are from
quidance, and one each is from physical education, art, and the schoal librarian.
: 6ne of thé seven is the teacher union president, tliree are strong supparters of
the building administration, one has filed the only grievance distnct-wide in the
past three years, and two may be oconsidered neutral in respect to their
alleqiance between administration and teachers.

Data Coallection and Instrumentation

An instrument has been developed in relation to each of the objectives of
this study.

Obective one seeks improvement in teacher attitude, willingness and
ahility in problem-salving, and improved teacher/teacher, teacher/administration
interaction. The survey instrument is adapted from that used at Central
Piedmont Community Callege and is divided into three categares (See Appendix
B).
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Attitude is me@asured through questions concerning ocommunication, tnust,
awperation, and commitment. Problem-snlving is judged by teacher evaluation
of the techniques common to Quality Circle problem-malving. These techniques
include cause and effect analysis, development of consensus based solutions, and
the ahility to implement salutions. Interaction is measured with questions
dealing with communication between teacher, administrator, and student. The
measuring instrument for this objacfive allows teachers a choice of better,
warse, ar no change in gauging Quality Circle effect in these three areas.

The second objective of this study is to improve teacher productivity. The
present teacher evaluation instrument will allow for measurement of this
increase ar decrease in productivity. Final evaluations of the seven members of
the gilot group will be analyzed using the mreceding two years evaluations as a
basis of measurement.

Ob'péctive three of this study seeks improvement of teacher/administrator
relations. The Administrative Image Questionnaire will be completed by teachers
invalved in the Circle Program. The administrator, most aoften the building
grindpal, should be designated. With a "before” and "after” relative to Quality
Circle implementation the questionnaire will serve as the measurement for this
obective (See Appendix D). _

Finally, an important measure of Quality Circle success is the growth in
the number of teachers valunteering for membership into the Circle. This
researcher has set a goal of 60% staff membership by the beqginning of the
following year. This is an increase from the pilot group of 7 to 19 teachers out
of the high schoal staff of 32.



Data Analysis

The steering committee described earlier in this study will be the group
responsible for analyzing the data derived from the instruments described
above.This committee will adapt the same cawse and effect df'agram used in the
Quality Circle Program in analyzing data (see appendix E). Each question in
both the member survey and administrative questionnaire will be bxoken down
into percentages to allow for detailed analysis.

A teacher moductivity form developed by the researcher will be
completed by the building grincipal for analysis by the steering committee. This
form is based on the teacher evaluation instrument and covers a three year
eeriod (s2e appendix F).Teacher gartidpstion will be measured by the
percentage of ' new membership above the anginal seven as well as the
percentage of total membership relative to the 32 teachers at Cumberland High
~School.



CHAPTER IV

- SUMMARY, CONCLUSIONS, RECOMMENDATIONS

Education in the United States must utilize the resource of teacher power
to salve the @ohlems it faces today. To widen the distance between
management and teachers through bitter power struggles, strikes, and disputed
anllective bargaining agreements, is oounterproductive %0 achieving quality
education. With the introduction of participative management pxograms, many
industries in owr ocountxy have reversed the trend of negative employee
relations. With new callective bargaining laws giving teacher unions mare vaice
in schoal operations, it seems logical that schoals structure themselves o allow
for _teacher participation in salving schoal ;Iob]em;s.

The Quality Circle approach, with emphasis on facts and data callection,
‘seems an ideal tool in uniting administratars and teachers in groblem salving., In
addition, the Quality Circle approach takes aim at the adversanal mle between
tmacher and adadnistrator which has been cultivated during the past few years
by pressures and demands for accountahbility and teacher evaluation.

Education and educators are at a arossroads. On the verge of a crisis in
labor relations, it will be difficult w focus on curriculum, teacher preparation,
finances, and other areas in desperate need of remediation. It thus seems logical
that the development of an employee relations gnlicy which will facilitate the
remediation of ather educational problems must be the goal.

Conclusions

Upon a review of the literature the researcher is immediately impressed

by the indgience of the Quality Circle Progra.m. This would also account for
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many of the problems descnibed in ‘the literature. Several themes run through
the text of the literature, one being that administrators must héve mare
"people" skills than ever before. A premium is placed on honesty and trust by
the teaching staff in the administrator/teacher relationship. ~ Today's
administrator must deal with and foster high morale in his staff.

Numerous educational. studies in the research indicate that true success in
educational innovation must have the cooperation of the cdlassroom teacher. It
would fallow the reasonable approach to innovation would be teacher
invalvement from the inception. This would again call on the effarts of a
skillful administrator.

Within tr.xe Quality Circle Program itself the coasensus of literature lists
top-level commitment, slow movement, and maintenance of structure as integral
parts of - success. Ranging from the Board of Education through the
_superintendent, and middle management, their must be a willingness and
acceptance of the gogram. This commitment must be both financial and
philosophical.

Finally, Quality Circles achieve success slowly. The Circle goal of
long-term success, with its complex structure, extends groblem salving, in many
instances, w0 months. It will. be difficult for educators ar A'meticans in general,
who are used to the "quick fix" to cherish the necessary patience in proceeding
with the @mm.

" Recommendations

1. The researcher recommends that a pilot program of Quality

Circle be implemented at Cumberland High Schoal.
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2.

3.

4.

6.

The steering committee must formulate and present a popasal
to the Board of Education, outlining the Board's responsihilities,
This would include financlal facts and parameters of teacher
invalvement as listed eadier in this study. ;
The steering committee must recommend a fadlitatar who will
be trained to lead the group in Circle structure. Facilitatar
selection is critical since this person will be the symbal of the
intagrity of the group.

Every effort should be made to achieve success in the initial
meetings. Recommended areas which could be addressed are
aedit and tme allotment for semester exams, achievement
scare analysis, teacher use of secretanal time, and a system far
taacher telephone wusage.

The pilot Quality Circle group should formally repart back to
the entire staff concerning their operation as well as their
recommendations.

The program should be evaluated with the instruments
developed. Analysis and recommendations by the steering
committee should be presented to the slpel:intendeﬁt and Board
of Education. |
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APPENDIX - A

OPINION SURVEY - SUMMARY
Cumberland Unit #77 Teachers and Non-Certified Staff

February, 1984
(Results reflect percentages only when indicated)

What do you think are the biggest problems which the schools in this
community must face?

(Rank Order)

a. TFinances, Salaries, Money, Etc. 69
b. Community Support, Parent Apathy, Etc. 47
c. Student Attitude, Discipline, Low Self-Image 27
d. Management, Leadership, Conflict, Priorities 21
e. Communications with Community & Staff 14
f. Quality Education, Dedication, Etc. 14
g. Too Many Sports 10

Less than 10 - Attention to Slower Students, Facilities, Curriculum,
Teacher Burn Out, Class Size, Drugs & Alcohol, Attracting Top New
Teachers, Schools Image to Others.

By using A, B, C, D, F; How would you grade your local schools?

A - 15 - 147
B -~ 44 - 437
C - 35 - 347
D- 8- 7%
F- 0

By using A, B, C, D, F; How would you grade the teachers in your local

A-19 - 197
B - 55 - 537%
C - 24 - 247
D- 4- 47
F- 1- 1%

How do you feel about financial support for schools?

| Too Much About Right Too Low
Local Taxes 8 60 -
State Aid 2 25 73
Federal Support 7 28 66
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How do you feel about instruction received in the following:

| Excellent Acceptable Needs Improvement
Reading 23 51 36
Math 23 56 23
Science 15 72 15
Social Studies 12 76 13
Language Arts 17 68 18
Computer Education 11 53 - 33
Vocational Education 14 ' 61 22

Do you feel that the school year/school day should be lengthened?

Yes 4 No 99

How do you feel about placing a limit on viewing TV by children during
the school week?

Yes S5l No 41

(It should be noted that this question was misunderstood, for some
thought at school and some thought at home.)

How do you feel about extra-curricular activites in your schools?

o | Excellent About Right Needs Improvement
Music - Band & Vocal 20 48 30
Clubs & Organizations 4 64 22
Football I 29 65
Basketball 1 i 49 49
Volleyball 20 66 10
Wrestling 6 67 20
Track 10 71 14

Does this school district need citizens committees?
Yes 61 No 38

Total Semt -~ 133

Total Returned - 104

= 78.207%
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For the following items, please indicate your judgment of the effect
of your workgroup's use of Quality Circle processes:

APPENDIX B

Quality Circle Member Survey

(Please use "NA" if item does not apply)
1. Attitude Factors (within group)

A.
B.
C.
D.

E.

Communication within group

Trust within group
Cooperation/teamwork within group
Commitment to achieving group's
improvement goals

Other: '"Having fun together"

2. Problem Solving Factors

A.
B.
C.
D.
E.
F.
G.
H.

Goal Setting/prioritizing

Problem identification/prioritizing
Cause.& effect analysis

Data collection/analysis/use _
Developing consensus-based solutions
Obtaining administration support
Implementing solutions

Other:

3. Interaction Factors

Confidence in administration's support
Providing input that helps your super-
visor manage

Communications with administrations
Communications/interchange with
students

Communications with other work-

groups

Other:

29
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APPENDIX C

Final Evaluation Form

Teacher

School Year

1. Goal #1 Goal Movement:

Goal #2
Goal #3
Goal #4
Goai #5

Comments regarding Exceptions to meeting goals:
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Final Evaluation Form - Page Two

" I1. Date of Initial Conference

Progress Conference

Final Conference

Evaluation: No Evidence Progress
' of Progress Toward Goal
Goal #1 2 3 4 5 Goal #1 2 3 4 5
Reached Goal Reached Goal Exceeded Goal
with Exception Goal #1 2 3 4 5 Goal #1 2 3 4 5

Goal #1 2 3 4 5

Teacher comments on progress and performance

Principal comments on progress and performance

Teacher Signature - Date

Principal Signature Date
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10.

11.

12.

13.

‘APPENDIX D

ADMINISTRATIVE IMAGE QUESTIONNAIRE

Does this person express his/her ideas
smoothly and articulately?

Is this person patient, understanding,
¢onsiderate and courteous?

Does this person show interest &
enthusiasm toward his/her work?

Does this person demonstrate a
thorough knowledge & understanding
of those areas of school adminis-~-
tration related to his/her job role?

Does this person demonstrate the
initiative and persistence needed to
accomplish goals & objectives?

Does this person support those
responsible to him/her?

Does this person adjust rapidly to
changes in plans or procedures?

Does this person function effectively
under pressure?

Does this person consider divergent
views?

Does this person encourage staff members
to raise questions and express opinions?

Does this person assign tasks to personnel
capable of carrying them out?

Does this person show a willingness to
try new approaches or methods?

Does this person clearly define and
explain what is expected of staff members?

32

Resgonses

1 = Poor

2 = Fair

3 = Satisfactory

4 = Good

5 = Excellent
Before After
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345
12345 12345



14.

15.

16.

17.

18.

19.

20.

21.

_22.

23.

2‘4.

25.

26.

27.

Does this person treat staff members in an
unbiased & impartial manner?

Does this person create a feeling of unity
& enthusiasm among those in contact with
him/her?

Does this person demonstrate a sense of.
humor at appropriate times?

Does this person make effective decisions?

Does this person effectively evaluate
programs, practices and personnel?

Does this person coordinate the efforts
of those responsible to him/her so that
the organization operates at peak
efficiency?

Is this person conscious of the problems
that exist on your level?

Does this person maintain control of his/
her emotions when things are not going
right? -

Does this person demonstrate leadership
which results in meeting important goals
and objectives?

Are this person's grooming and attire
appropriate?

Are this person's communications properly
written and do they accurately express his/
her thoughts and ideas?

Does this person support the policies,
procedures, and philosophy of the super-
intendent’'s office?

Does this person create an atmosphere in
his/her building (or department) which is
conducive to effectively meeting goals and
objectives?

Does this person create a sense of trust-
worthiness when interacting with him/her?
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Teacher A

No Evidence
of Progress

APPENDIX F

TEACHER PRODUCTIVITY

Progress Toward
Goal

Reached
Goal

Exceeded
Goal

1982~83
1983-84
1984-85

Teacheg_g

1982-83
1983-84
1984-85

Teachgq_g

1982-83
1983-84
1984-85

Teacher D

1982-83
“1983-84
" 1984-85

Teacher E

1982-83
1983-84
1984-85

Teacher F

1982-83
1983-84
1984-85

Teacher G

 1982-83
1983-84
1984-85

Teacher H

1982-83
1983-84
1984-85
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