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Preface

Shayle Uroff,1 who helped Brad Greene to describe work being done at the Apollo School, gave me the following:


A boss drives. A leader leads.

A boss relies on authority. A leader relies on cooperation.

A boss says “I.” A leader says “We.”

A boss creates fear. A leader creates confidence.

A boss knows how. A leader shows how.

A boss creates resentment. A leader breeds enthusiasm.

A boss fixes blame. A leader fixes mistakes.

A boss makes work drudgery. A leader makes work interesting.



As you read this book, return to this page periodically and reread these statements. They will help keep you on track.


CHAPTER ONE

Quality Education Is the Only Answer to Our School Problems

Picture the students in a required academic class at a randomly selected secondary school as a gang of street repair workers. If they were working as hard as the students do in class, half or more would be leaning on their shovels, smoking and socializing, perfectly content to let the others do the work. Of those who were working, few would be working hard, and it is likely that none would be doing high-quality work.

It is apparent, however, that students have thought about quality and have a good idea of what, in their school, is considered quality. I have talked at length to groups of high school students about this subject, and most of them see quality in athletics, music, and drama, a few see it in advanced placement academics or shop classes, but almost none see it in regular classes. While they believe they are capable of doing quality work in class, all but a very few admit that they have never done it and have no plans to do it in the future. The purpose of this book is to explain how to manage students so that a substantial majority do high-quality schoolwork: Nothing less will solve the problems of our schools.

If we accept that the purpose of any organization, public or private, is to build a quality product or perform a quality service, then we must also accept that the workers in the organization must do quality work and that the job of the manager is to see that this occurs. In school, the students are the workers, and right now almost none are doing quality work in class. Those who manage in the schools.—teachers who manage students directly and administrators who manage teachers and some students.—are in most instances highly dedicated, humane people who have tried very hard but have yet to figure out how to manage so that students do significant amounts of quality work.

Is this problem unsolvable? Should we, as we seem to be doing, give up on the idea of many students doing quality work and instead increase the amount of low-quality work—as we do when we settle for trying to reduce the number of dropouts? But if quality education is what we need, does it make that much difference whether a student stays in school and“leans on his shovel”or drops out and“leans on his shovel”?

Or should we look for organizations in which almost all the workers are working hard and doing a quality job and try to apply to the schools what the managers in these places are doing? Although not widely known or applied in this country, there are far better management practices than most school managers know about. This book describes these highly successful practices and explains how school managers can learn to use them. What is significant about these practices is that they are specifically aimed at persuading workers to do quality work. In today’s competitive world, only organizations whose products and services are high quality thrive, and our schools are far from thriving.

Among those who have taught managers to manage so that almost all workers do high-quality work, one name stands out. To quote from Dr. Myron Tribus, one of his disciples:


The man who taught the Japanese to achieve high quality at low cost (after World War II) is an American, Dr. W. Edwards Deming.…. The Japanese faced an“export or die”situation. They had a reputation for shoddy products.…. With the aid of the MacArthur government, they located Dr. Deming, and he proceeded to teach them the methods rejected by our managers. The rest is history.1



What this history tells us is that the Japanese workers, led by managers trained by Dr. Deming, for the first time in modern history made very high-quality products, especially automobiles and electronics, available at a price the average person could afford. Given the opportunity to get high quality for the same price as low quality, consumers are stampeding toward“made in Japan,”and the result is that Japan is now one of the world’s richest countries.

I must mention that today, many years after Dr. Deming introduced his ideas so successfully in Japan, some people have become critical of both how the Japanese now manage and of American managers who claim to be using the same ideas.2 When this criticism is examined, however, it becomes clear that what is being criticized is not what Dr. Deming taught but rather the distortion of his noncoercive ideas by managers who are only paying lip service to Deming as they return to the traditional, coercive management practices that have been associated with the problems Deming has shown how to solve.

This book will explain how Dr. Deming’s ideas can be brought undistorted into our schools so that the present elitist system, in which just a few students are involved in high-quality work, will be replaced by a system in which almost all students have this experience. Once they do have this experience, which for almost all of them would be a totally new one, students will find it highly satisfying. They will no more turn down the chance to continue doing this kind of work than does the well-managed factory worker. But further, as I will soon explain, students are not only the workers in the school, they are also the products. Once they see that they themselves are gaining in quality, they will make an effort to continue this option, just as we continue to buy the quality products of Japan.

Deming, before his death in 1994, labored for thirty years in Japan before more than a few American industrialists paid attention to him. More are now listening because they have become aware that paying attention to what he had to say may mean their very survival, but teachers and administrators have no such incentive. They have every reason to believe that they will survive whether or not bethey change what they have done for so long. So as much as Deming’s ideas are likely to increase the quality of our education, moving“managing for quality”into practice in our schools will not be easy.

To help administrators and teachers to accept these new management ideas, I will explain the principles of choice theory, with which I have been identified for well over ten years. Choice theory reveals, far better than any existing theory, both why and how all of us behave. It explains both why Deming’s ideas, when they are used correctly, work so well and how these ideas can be brought into schools. I do not believe those who manage students will make any major changes in what they do if they do not clearly understand the reasons for these changes. Therefore, choice theory, as it relates to managing for quality, will be explained in detail beginning in Chapter Four.

To me there is a remarkable parallel between the American manufacturers who ignored Deming’s suggestion that they make quality their number-one priority after World War II and our seeming lack of concern today that only a few students in any secondary school do what we, or even they, would call high-quality schoolwork. Like the automakers in the seventies who concentrated on building low-quality, high-profit cars and might have gone bankrupt had competition been unrestricted, our schools have focused on trying to get more students to do enough work, even though that work is almost never high quality, to reach the low-quality standard required for graduation. But, for reasons I will explain in this book, as long as our goal is to“get more of them to do enough to get through,”we will only fall further behind.

This claim is confirmed by the disturbing reports printed almost daily in our newspapers that show American college students to be in the minority among graduate students in math and science in our own country; foreign students predominate. And as flawed as any machine-scored tests may be, the latest studies show that American thirteen-year-olds, whose scores on achievement tests have been dropping steadily, now rank below almost all their counterparts in the rest of the world in math and science.3

As difficult as this is for most teachers to believe, I contend that this continuing drop is caused by the fact that our traditional system of managing students sends a clear message to almost all students that low-quality work is acceptable. Probably fewer than 15 percent of those who attend do quality academic work in school, and even many of these do far less than they are capable of doing. We fail to realize that the way we manage ignores the fact that very few people—and students are no exception—will expend the effort needed to do high-quality work unless they believe that there is quality in what they are asked to do.

While the manager cannot make people do quality work—choice theory contends that no one can make anyone do anything—it is the job of the manager to manage so that the workers or the students can easily see a strong connection between what they are asked to do and what they believe is quality. And as long as we continue to embrace expediency (“get them through”) as an excuse to compromise on quality, our schools, already behind, will continue to slip.

That we are not doing this is supported by the fact that many public school teachers, desperate for better education for their own children, are strapping themselves financially to send their children to private schools, which they believe are doing a better job of quality education than the public schools. This is not to say that private schools are actually better than public schools, but only that they are perceived to be so by many people, including many teachers.

It would be extremely difficult to come up with an exact definition of quality education that would apply to all situations. Even without being able to define it, however, we can almost always recognize quality when we see it. Ask any school administrator to take you through the school and show you some high-quality work in any subject area, and I am certain that you will agree that what you are shown is quality. What is similar about all this work is that none of it could be graded or evaluated by machines—quality never can. Further, as I will explain later when I discuss choice theory, it is almost impossible for us to do or see anything without making a fairly accurate appraisal of the quality of what we see or do.

Throughout the rest of this book, I will continue to use the industrial analogy of workers and managers because I think it is both accurate and appropriate. The students are the workers of the school, and high-quality work, whether it is waiting on tables or academics, is the difference between the success or failure of the organization. The teachers are the first-level managers, and the administrators are middle- and upper-level managers. As in industry, the productivity of any school depends mostly on the skill of those who directly manage the workers—the teachers. But according to Deming, their success depends almost completely on how well they, in turn, are managed by the administrators above them.

In his 1982 book, addressed to industry but whose message applies even more urgently to the schools, Deming says,“This book teaches the transformation that is required for survival, a transformation that can only be accomplished by man. A company cannot buy its way into quality—it must be led into quality by top management. A theory of management now exists. Never again may anyone say that there is nothing new in management to teach.”4

Most of those concerned with the problems of our schools have not focused as specifically on how students are managed as I will in this book. When pressed for a solution, both professionals and nonprofessionals say better teaching is the answer, without realizing that much of what they consider better teaching is really better managing. They call for better teaching because we all remember, regardless of the course, working harder and learning more from some teachers than from others. We also remember thinking how good it would have been to have had more teachers like those.

Our main complaint as students (and this has not changed) was not that the work was too hard, but that it was boring, and this complaint was and still is valid.“Boring”usually meant that we could not relate what we were asked to do with how we might use it in our lives. For example, it is deadly boring to memorize facts that neither we, nor anyone we know, will ever use except for a test in school. The most obvious measure of the effective teachers we remember is that they were not boring; somehow or other what they asked us to do was satisfying to us.

Here perhaps is a major difference between a teacher who understands his or her role as a manager and one who does not; the manager is willing to expend effort to assign work that is not boring because he or she knows that it is almost impossible for bored workers to do high-quality work. As I will explain in Chapter Four when I introduce you to choice theory, the teacher who is a good manager is not boring because he or she has figured out how to teach in a way that makes it easy for students to satisfy their basic needs when they do the work. If teachers do not teach in need-satisfying ways, then they almost all resort to coercion to try to make students learn.

As this book will attempt to explain, effective teachers manage students without coercion. While less effective teachers may be just as concerned about students personally, when they teach they slip into the coercive practices that destroy their effectiveness. Coercive teachers are the rule, not the exception, in our schools. But, if increasing the number of teachers who manage students without coercion, like the good teachers we remember, is the solution to this pressing problem, no one in power seems to want to address this issue.

For example, none of the recommendations in A Nation at Riskfocused on how teachers managed students. That report claimed that what we needed was a longer school day and year, stiffer graduation requirements, and more homework, all coercive practices.5 Since it failed to address the fact that longer hours and harder courses with the same teachers for whom students were not now doing quality work would change nothing, it is hardly surprising that this report has not led to any significant improvement in the schools.

What has surfaced that seems effective is a new focus on changing the school structure, and the most popular new configuration is the magnet school. Here, both teachers and students have more choice: Teachers can teach more of what they enjoy, and students can learn more of what interests them. When this occurs, there is no need for coercion. There is already clear evidence that both students and teachers work harder and do more quality work in magnet schools than they do in the less flexible, more coercive neighborhood schools in most school systems.

But, published research documents that magnet schools and other structurally innovative schools can also fail if traditional coercive management prevails. For this reason, many of these schools are now doing much less than they are capable of doing. This is not because their structure is faulty but because, after a good start, many teachers who made a successful effort to improve the way they managed students are being hampered by administrators who tell them that the quality work both they and their students are doing is not acceptable.

And it is not acceptable to administrators, according to the research of Linda McNeil, Professor of Education at Rice University, because it does not include enough of the low-quality schoolwork that state-mandated achievement tests measure.6 Nothing of high quality, including schoolwork, can be measured by such standard, machine-scored tests. If we were interested in measuring what these successful magnet school teachers are doing, this could easily be done through in-depth interviews, observation of a statistically significant sample by qualified observers, and follow-up studies to see if future academic performance was enhanced by this good work. It is symptomatic of our present self-destructive system that students are made aware in a wide variety of coercive ways that low-quality work that can be measured by machines is the top administrative priority of almost all school systems.

This is beautifully illustrated by the following academic equivalent of the Boston Tea Party:


A group of seniors at Torrance’s academically rigorous West High School intentionally flunked the latest California Assessment Program test in an attempt to send a message to administrators who they believe place too much emphasis on the exam.…. At the school Wednesday, student body President Kelle Price, who said that she did not intentionally fail the test, said some seniors became disgruntled when some teachers interrupted classes to prepare them for the [state] tests. She said students also believed that administrators—who visited classes to stress the importance of doing well—were too concerned with maintaining the schools image.…. At West High, there was much debate Wednesday about who—if anyone—places too much emphasis on the tests. Bawden [the principal] blamed the state Department of Education and the press which does not publish other indicators of a school’s performance.…. Bill Franchini, who heads the Torrance Teachers Association, …. blamed it on a trickle-down effect, saying the pressure starts with the state department.…1 and works its way down through the local school districts, principals, teachers and eventually students.“I think they [students] are feeling like pawns in a game that is much bigger than they are,”he said.7



These assessments are all correct. Intelligent students who want high-quality education are rebelling against the coercion from the top down to do well on low-quality tests. Coercion begets coercion. Anyone who knows history knows this is true.

It is important to be aware that one of the reasons for the success of magnet schools is that there are not too many of them. If there were an attempt to increase their numbers without increasing the number of teachers drawn to them by the opportunity to be free and innovative, there might not be enough teachers to supply many more of these magnet schools. We should keep in mind that the power of innovation is not that it increases the number of effective people, but that it gives the effective people we have a better chance to demonstrate their effectiveness. What magnet schools do that works is far more than structural. When they work, it is because they are also better managed. When they fail, it is usually because they are managed in the traditional coercive way that has produced the low-quality work that predominates now.

Therefore, the shortage of effective teachers is not a problem that can be solved by a new structure. It is caused by how we train and manage teachers and can only be solved by improving the way we do this, no matter what the structure of the school. Teachers who are effective managers will be effective in any school setting, but they will be less effective if they are managed differently from the way they manage students. The good teachers we remember should be especially revered because in most cases they had the strength to manage students far better than they themselves were managed.

If through better administration we can increase the number of effective teachers, we will soon see a wide variety of structural improvements in many schools, improvements made possible and brought about by the increased numbers of more confident, more professional teachers and, because of them, more hard-working students doing quality work. Creating large numbers of magnet schools before improving school management to the point where many more students are involved in quality work is putting the cart before the horse.

This book is about managing schools for quality and, in doing so, moving any school toward being what I will call a quality school. I will focus on how teachers can manage students more effectively and on how administrators can use the same methods to manage teachers. The management method I will suggest is very different from the school management now in place in most schools. As I have already begun to explain, it is based on choice theory and utilizes the proven quality methods of W. Edwards Deming. It is almost unused in schools, although it is being used with great success in a few corporations. The Ford Motor Company may be a particularly apt example.

However, I doubt if the corporations who have improved their management and who are now struggling to maintain what they have accomplished have any idea that what they are doing is explained by a coherent, easily understood theory. As good as Deming’s ideas are, it is my belief that they will not spread as widely as needed, or even continue to be used as much as they are, unless many more managers, especially those who manage our schools, realize that they are based on an understandable and usable new theory that is far different from the one most managers use now.

Although there may be the beginnings of a management revolution in a few major industries, these changes are far from widespread, and almost none have reached the schools. Here, as in most industries, teachers and students are being managed in the same way they always have been, the same way that people have been managed for centuries, by a method based on an ancient,“common-sense”theory of how we function, which is best called external control.

But, as I will show when I begin to explain choice theory in Chapter Four, external control theory is wrong. When it is used to manage people, it leads to a traditional management method that I will call boss-management. Boss-management is ineffective because it relies on coercion and always results in the workers and the managers becoming adversaries. Bossing rarely leads to consistent hard work and almost never to quality work, and nowhere is this more obvious than in the schools. Managing for quality demands a new noncoercive method of management that I call lead-management. I will begin to explain this method in detail in Chapter Three.

As many of you know, this is not the first time I have written about the use of choice theory in the schools. Choice Theory in the Classroomfocused on how the knowledge of this new theory can persuade teachers to use cooperative learning to replace lecturing and individual desk work.8 But while the feedback on this important change has been very positive, progress has been slow. And it is now apparent to me that progress will continue to be slow until we are able to change from boss-management to lead-management.

Cooperative learning works well because through it students gain power. Lead-managers support this approach because they have discovered that the more they are able to empower workers, the harder they work. In contrast, bosses want to be in charge. They are not comfortable giving workers as much power as cooperative learning requires.

Moving to lead-management, however, means breaking with tradition, and this is always hard to do. In the schools it will be especially hard, even harder than in industry. As Chapter Two explains, this is because embedded in education is a major obstacle not found in most places where people work.


CHAPTER TWO

Effective Teaching May Be the Hardest Job There Is

It is unlikely that we will ever move from boss-management to lead-management unless we overcome the obstacle that stands in the way of making this necessary change. This is our failure to understand how difficult it is to teach effectively. We continue to think that if we just buckled down and really tried, we could easily boss our teachers into doing better. Nothing could be further from the truth. What makes this obstacle so difficult to overcome is that most people, educators included, do not see it as an obstacle. Unless it is clearly seen for what it is, there is little chance that we will overcome it and it will continue to block what we must do, which is to change the way we manage both students and teachers.

Almost everyone in our society shares a huge misconception about teaching. By“everyone”I mean not only the general public, but also teachers as well as parents, administrators, school board members, politicians, educational news reporters, and even the college professors who run teacher-preparation programs. What almost all fail to understand is that being an effective teacher may be the most difficult job of all in our society.

Before I explain why this is so, let me define what I believe effective teaching is. An effective teacher is one who is able to convince not half or three quarters but essentially all of his or her students to do quality work in school. This means to work up to their capacity








































To Brad Greene

Brad has been working with me since the mid-1980s when he was the principal of the Apollo School in Simi Valley, California. He had been following my ideas since the early 1970s and asked me to join him at Apollo to see if, together, we could figure out how to move that school to a Quality School. In the five years we worked together we came very close to that goal. Had Brad stayed at Apollo I am sure it would have happened. But he became so involved with the ideas in this hook, many of which we created together, that he wanted to work directly with the Glasser Institute as an instructor so he could spread what he had learned to other schools. He successfully completed our training and has been one of our outstanding instructors for many years. The thousands of teachers and administrators he has taught and continues to teach confirm what I discovered when I began to work with Brad. I am proud to be associated with him.


Author’s Note

Since the publication of this book in 1992, I have changed the name of the theory that governs all I do from Control Theory to Choice TheorySM* I did this because the term control theory is both misleading and hard for people to accept. It was not my term to begin with, and I think changing to the new term, choice theory, will be much more acceptable for both teachers and students. While the name has been changed, everything written about the theory in this book is completely accurate.

Choice theory, however, has been expanded and clarified in my 1998 book, Choice Theory: A New Psychology of Personal Freedom. All school personnel should find Chapter 10 of that book, “Schooling, Education and the Quality School,” especially helpful. In it, I introduce a great many new ideas that can be very effective in the classroom and will help you to reach students who seem uninterested or even antagonistic to school. If you have any questions about what is written in any of my books or how to get more involved as an individual or as a school with my quality school ideas, write, call, fax, or e-mail me at:


The William Glasser Institute
22024 Lassen Street, Suite 118
Chatsworth, CA 91311
phone: (818) 700-8000
fax: (818) 700-0555
web site: www.wglasser.com
email: wginst@wglasser.com




BOOKS BY WILLIAM GLASSER

Choice Theory: A New Psychology of Personal Freedom

Staying Together

The Quality School Teacher

The Quality School

Choice Theory in the Classroom
 (formerly Control Theory in the Classroom)

Schools Without Failure

Reality Therapy

Positive Addiction

OEBPS/images/9780062035295_L01.png
& HarperCollins e-books





OEBPS/images/9780062035295_cvi.jpg
# HarperCollins e-books

Quality School










OEBPS/page-template.xpgt
 

   
    
		 
    
  
     
		 
		 
    

     
		 
    

     
		 
		 
    

     
		 
    

     
		 
		 
    

     
         
             
             
             
             
             
             
        
    

  

   
     
  





OEBPS/images/9780062035295_cvi.png
& HarperCollins e-books

Quality School






