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. ABSTRACT

The purpose of thls project was to develop an easy to use handbook for manager
and leader training on TQM bemg used by busmesses in the Umted States. TQM is bemg
called,: the most significant shift in American management thought and practice since the
Industrial Revolution. As many managers are learmng, TQM presents radrcal new
challenges to tradltlonal management It demands a dramatlc rethmkmg about how
decisions are made, how work is evaluated, and how commumcatlon is conducted in the
Workpiace. Which skills and abilities must managers develep to ensnre snccess of TQM
» andrebfoc’us the organi_zation’s resources and energies on serving the needs of its
eustomers? The primary focus of this project is a Quality Review process, designed to

establish a cause-and-effect relatlonshrp between quality and 1mmed1ate and long-term

- busmess objectlves all des1gned to facrhtate the ease of 1mplementat10n of TQM within

any orgamzatlonal structure.
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Introductlon




| Significance of 'the Project'
Clearly, an abundance of tools exist to 1mplement quality 1mprovement ‘within an
orgamzatlon however Very few corporate managers have the background knowledge or
. skills necessary to provrde the trammg The focus of this project was to ﬁll the gap by
) ‘developmg a TQM 1nstruct10nal program for busmess leaders. '
"leltatlons and Dellmltat_lons N |
o ~ A number of limitations and-Delimitations surfaced during the development_of |
this proj ect. These limitations and Delimitations are presented in the next section. "
- Limitations. The followmg hmltatlons apply to thls prOJect |
1. The materrals currently avallable for planmng TQM instruction in busrness limit the
scope of thls project. | | o
2. The resources avallable to managers 1nterested in 1mplement1ng TQM further limit
the project. _ |
Dehmltatlons The followmg Dehrmtatlons apply to th1s project:
1. The prOJect is designed specifically for managers in business. |
2. Th‘e proj e‘ct is delimited to the -most frequently employed strategies for assisting
business leaders. |
Definition of Terms o -
"The following terms are defined as they apply to this proj ect:
Strategy--A broad course' of ‘action, chosen from a number of alternatives, to accomplish a
‘stated goals. - - o H o
Suppllers--Ind1v1duals teams, or organlzatlons that provide 1nput to a work group or
| customer Supphers are internal or external
, Tlmehness--The promptness w1th which quality products and services are

del1vered relatlve to the customer’s requlrements



{
S,

= Total Ouahtv Management (TOM)-—Co operatlve form of operatlng an L
orgamzatlon m away that rehes on the talents of both labor and management
‘ contlnually ‘1mpr0\}7es quahty an_d productlvrty-usmg 'teams and facts in decls_lon‘ =
Vanable--A data terrn to 1dent1fy Values w1th1n some range that appear w1th a certaln ,_ : o
frequency or pattern | |
Orgamzatlon of the PrOJect ’ |
ThlS project is d1v1ded 1nto four chapters Chapter one provrdes an 1ntroduct10n to L
| the context of the problem purpose of the prOJ ect 51gn1ﬁcance of the pI'Q]CCt 11m1tat10ns
and dehmltatrons and deﬁmtron of terms Chapter Two consists of a rev1ew of the :
e hterature ‘Chapter Three outhnes the populatlon to. be served and the pI'O_] ect de51gn

: Chapter Four presents the conc1u51ons and recommendatlons gleamed from the pI‘Q]CCt

. : The pI‘O_] ect and references follow Chapter Four



CHAPTER TWO
| Revnew of the therature |
Introductmn . ., '
Chapter Two conslsts of a dlscusslon ‘of the. relevant llterature Spemfically, the e
. basrc 1deas behmd TQM quahty, meetlng the customer s requlrements contlnuous |

1mprovement the guldlng pr1n01ple and teams and groups are the pnmary vehrcles for
I _

o planmng and problem solvmg

The Basrc Ideas Behlnd TQM : ;
Busmess orgamzatrons face more mtense dynamic compet1t1on than ever before
‘Thls level of competltlon has made it that world—class quahty and serv1ce ‘was no longer
) an optlon--rt is both the pnce of entry into the rrlarketplace and the on]y way to stay alive
once y: you are in it (Harrmgton 1991) Global competltron teaches that quahty cannot be -
‘faked or hurried to market. The culture of trust and empowerment that produces superb.
’ \products and serylces in a time frame for the market cannot be faked. Ina sense,
: 'increaslng global competitlon has‘taught the sar‘rire lesson nature teaches on the farm--that
you reap what you sow. The real/insight was thalt natural laws or principles govern ‘all of
life (Schm1dt 1992). , SRR l .
A study conducted by Kayser (1 990) showed that many people when asked to
: descrlbe the1r orgamzatlon would begm to draw an orgamzatlonal chart or talk about
' divisions and departments lmes of authorlty, bosses and subordlnates In total quahty
o ‘managed orgamzatrons people were more likely to pay attentlon fo who supphes them
_with: what they needed to do the1r JOb and the customer who they produced For example |
- a company that had a. ﬂeet of trucks, truck drlvers were the customers of mechamcs who

. servrce the trucks; To improve service to the drivers, the mechanics 1nterv1ewed them.

The mechanics were the c_ustorners of the parts and supplies department, who routinely



| _ask them about their expectatlons for t1mely delivery of the rlght parts Foreach |
transactlon there was a suppher and a customer who may be 1ntemal or extemal A
system of 1nterdependent relatlonshlps who effectlveness depended on how well supphers
‘understand and meet their customer requlrements (Kayser 1990) Accordmg to Covey |
- (1994) author of First Things First, when the organization was thought of in thls way-- B
| ~when everyone became concemed about meeting their customer requirements—many
‘things change. Reahstic commumcatlon ﬂowed more freely because internal customers
’ had to let their suppliers know what they needed in order to do their _]ObS ‘ |
4 " 'When the Malcolm Baldndge Nat10na1 Quahty Award examiners visited the
,Cadillac Motor Car Division plant in Detr01t Michigan, they asked a worker who was
polishing a bumper “Who is your customer‘7” The worker replied, “Do you mean my
1ntemal or extemal customer?” The examiner said, “Tell us about both,” to which the
worker responded, “That fellow over there i is my internal customer, responsible for »
cleaning the bumper and putting on the chrome. My external customer is the person who
buys the car” (Grayson & O’Dell, 1990). |
Quallty--Meetmg the Customer s Requlrements :

Researchers have concluded that customers, not engineers, not designers or
accountants set the ultimate criteria for quahty (L1kert 1967). Customers are never
regarded as people to Whom the product is presented in a “take it or leave it” sprit. In
some ways this was a supreme act of faith--to beheve that if customers are satisfied, they
will continue to patronize, and the organization wili continue to survive. Success comes
| in delighting customers, they will bring’ others with them and the company will flourish;

~if their needs can be _anticipated, the ultimate in quality will have been achieved.
Everything the organizatiOn does Was'directed toward this objective (Senge, 1 990)’.

| ‘Frederick W Smith, CEO of Federal Express Corporation, put it this way ina -



Research indicate

ather than just individuals.




There is not time to send__messages up through many layers of a hierarch_y to get a
' decision* Customers‘ want responses right now' | Companies that get their product to the e
. marketplace first have the best chance to capture the market Flex1b1hty was also »

1 important to the modern orgamzatlon Departmental llnes must be overcome or

V ellmmated to solve problems 7 ‘ | | o

| Surveys conducted show that thlswas ‘one of the mostvdifﬁ_cult aSpects -OfTQM to |
sell to U.S. citizens, "‘Continual improvement” dOes not come easily or naturally -

“ ‘Workers prefer quick, dramatrc changes followed by perlods of calm. Employees :

respond well to crises but when thlngs are operatmg smoothly, the guldelme was “Do not
: rock the boat. If our customers are strll buymg and not complamrng, why should we |

~ worry” (Walton, 1990, p. 44)‘7 o |

“ Researchers recommend that Total Quallty managers have to turn thls attltude N

- around. Managers have to sustam their comm1tment to day in, day out effort to keep

raising the bar and not settle for anythmg less. Where orgamzatlons have succeeded in
'domg so places like Motorola Xerox, and F ederal Express--the results astound even the .
B more optrmrstrc supporters Motorola was str1v1ng to make products that have only 34
defects per mllhon (Grayson 1988) | | | }

Researchers ask the questron can workers be trusted to do the consc1ent10us _]Ob
on their own or must they be watched carefully, prodded wrth rewards and threatened -
- with punlshment‘7 Managers and psychologlsts have pondered thls questlon for many

’ v’years with mrxed ﬁndlngs Successful and unsuccessful managers have been on both

| 81des of this issue and can “prove thelr conﬂ1ct1ng conclusrons w1th dramatlc examples._
Douglas McGregor (1960) labelled the ﬁrst group “Theory Y” managers who assumed
fthat workers are essentlally trustworthy and that they want to do a good job and be

, creatlve Theory X” managers on the other hand assumed that workers are essentlally



~'4.1azy and uncreatrve and that they wanted to do as llttle as possrble ‘

| A comprehens1ve rev1ew of Worker JOb satlsfactlon reveals that most managers in
‘ the Umted States are probably somewhere in between behevmg that you can trust some o
: workers but others have to be contmually watched and motrvated others w1th some
"combmatlon of rewards and pumshments or they will take advantage of the organlzatron.
Tradltronal managers are hkely to lean toward Theory X behav1our usmg managenal

- power 11m1ted by an 1ncreasmg array of laws and by restrlctlons 1mposed by unlons An

~ increasing array of laws puts 11m1ts on the exer01se of that power and where unlons are

¢ involved to the hmrts are even stricter. In general however supervrsors and managers

are expected to be on the 51de of the orgamzatlon rather than on the side of the workers ;

- Workers are to be d1rected not “coddled” (McGregor 1960)

McGregor (1960) stated that total quality managers operate from a strong set of

. Theory Y assumptlons TQM managers viewed workers as key actors in the organlzatlon |

who wrll generally use good Judgement and act consc1ent10usly if they are glven clear

goals to achleve and are prov1ded w1th the necessary skills, knowledge tools and

author1ty to do the1r job: The respon51b111ty of the manager was to make sure that this

| happens Managers became coaches to increase workers competence and facﬂltators to '

prov1de the conditions necessary to do thelr job. . The pr1nc1pal job of themanager wasto |

set realistic go‘als-'-us'ually.withthe assistance of the Vvorker--andgto establish ways to |

* measure progress toward those goals ‘ | ‘ |
Research has revealed that culture i in the Umted States emphasize individual

‘ performance. The 1nd1v1dual was lauded--pralse was given the hero who risks a llfe to

: 'save aperson in drstress the sherlff who stands up to the mob the courageous

entrepreneur who struggles to bulld a bus1ness Therefore it was natural for:

organizations to recognrze outstanding 1nd1v1dualsv_who made exceptlonal contributions to



; 1 the success of the orgamzatron (Juran 1989)
Juran (1989) determmed that TQM organlzatlons focus more attention on team
‘contrlbutlons. Although excepttonal 1nd1v1dua1s were sometlmes h1ghhghted more:
- rewards and recognltlon go to teams Slnce more of the solutlons to problems and
: \ilncreases in product1v1ty come form groups it was natural to recogmze and reward them,
| rather than individuals. In thls settrng, 1nd1vrduals were more llkely to view their co-
- workers as colleagues and teammates rather than as competltors
| Accordlng to Walton (1986) when workers are viewed as assets tralmng was
i ‘._seen as an 1nvestment As competence of the workers grows, the worth of the ‘company

P also i mcreases Efforts are made to keep the trammg budget intact durmg d1ff1cult times.

L iDermng (1986), the most noted TQM guru in the U.S., devoted two of his famous-

fourteen pornts for quahty management to 1mprov1ng the competence of the work force
“-Inst1tute trammor . and “Encourage educat1on and self-lmprovement for everyone -'(page:
67. ) The vice presrdent for human resource development is one of the most influential

“ executlves ina TQM orgamzat1on Interestmg to note that in] apanese firms, the officer in
charge of human resource development outranks the chief financial officer.

- Summary 5 |

‘ | The hterature 1mportant to th1s pI‘OJCCt was presented in Chapter Two The basic
1deas behmd TQM quahty—meetmg the customer s requlrements contmues

R 1mprovement the gu1d1ng pr1nc1ples and teams and groups are the pr1mary vehlcles for

: vplanmng and problem solvmg were the toplcs presented



R ‘.'."""resources used and content vahdatlon process 1s presentei |
- 1s presented The Chapter concludes w1th a summ_ r

- Populatlon Served

1. Lastly, the handbook design

The handbook 1s 1ntended for use by busmess executrves who are seekrng to

2 ‘-‘:‘tflmpI'OVe the quahty performance of thelr compames Thls handbook is for all m1ddle ,\ e

R ; managers that have recelved memos from the powers that be 1nc1t1ng them to estabhsh SRR

e and mamtam quahty wh11e meetlng productlon 1nventory, revenue and cost Obj ectlves ;1,' o .

# company pohcy is to do it nght the ﬁrst trme

i ;Handbook Development

e » ’Thrs handbook is for every frustrated employee Who has ever been told that the new PRy

. The next sectron of the prOJect provrdes an overvrew of the handbook

‘ “'_f'f“.development process Specrﬁcally, the resources employed 1n the handbook development‘ :

ey -process and the handbook des1gn are rev1ewed

RS resources used to develop the handbook and the content vahdatron process The content

Handbook Resources and Content Vahdatron ThlS sectlon descrlbes the f e

'for thls handbook has been extracted from ex1st1ng materlal Specrﬁcally, the book Out of E,

. :ffiCns1s by Demmg ( 1986) A panel of experts from busrness and 1ndustry vahdated the }_‘: i i ey

ug;content and strategles outllned in thls handbook
| The contents of th1s handbook Were de51gned to be used asa gu1ded dlscussmn R

] lesson plan Each page is la1d out to be utllrzed as an overhead shde presentatlon w1th the o ;




L i‘igroup leader actmg as the facﬂltator for the group The handbook is d1v1ded 1nto four R

2 vblocks w1th each block taklng approxrmately two hours to cover The classes Were

ﬁdesrgned fora a max1mum of 12 students per class wrth each class be1ng subdrvrded 1nto o
_'groups of four each to extrapolate data for drscussron on the vanous subject matter then
3 ﬁre—presented to the 12 member groups as a whole | o i |
| leandBookDesrgn | ’ _ b o R v
b Block I—The Quallty Culture was desrgned to glve an 1ntroduct10n into TQM

; Block I deﬁned quahty and gave each scholar the opportunlty to g1ve and dlSCllSS the1r |

o »"1nd1v1dual deﬁmtlon of what quahty was to them Deﬁnltlons and Myths of Quallty, ,

| "along w1th how Cultural Change expenences Values and norms were dlscussed in Block | " , |
- : I Why culture is 1mportant along wrth the Pr1nc1ples of Quallty, end up the dlscusswn
| , vpresented in Block I S ‘ o | '
| In Block H was found the actual format for the 1mplementat10n of a quahty
’" bprogram w1th1n any orgamzatlon Block 1L, beglns w1th the establlshmg of a v151on

K 'statement the srgnrﬁcance of a v1sron statement 1s to be well developed in the ﬁrst

A pomon of thls dlscussmn Next the group w111 learn how to orgamze a group for B

o 1mprovement elements of leader comrmtment and how to burld and mamtaln a good
" ‘;productlve team. Stages of group development and developlng an actlon plan round out
B _ Block II Block II also 1ncluded the quallty wheel exerc1se along w1th supplemental
P "-‘readlngs to enhance the knowledge of the group and fac111tator o »

Block III 1dent1fy customers supphers dlfferentlates between 1nternal and

‘ »external customers and supphers Block III explamed customer/suppher ahgnment W1th1n' ’f‘_: .=

‘the orgamzatlon, by descrlblng work as a process and the concept of process ownershlp, it

o v.also recogmzes opportumtles for 1mprovement And ﬁnally the four phases of contmuous '

- .1mprovement is dlscussed






R ‘presented Lastly, the“ CA pter concludes w1th a summary
o ,.v>-'.,1Conclus10ns | . e

o The conclus1on extracted from thls pro;ect,follow

CHAPTER FOUR

Conclusnons and Recommendatmns
. "':._.:iIntroductlon ]':f:: 0 ’
Included in Chapter Four 1s a presentatron of the conclusrons gleamed as a result o '

o 'of completlng thls pI'O_] ect Further the recommendatlons extracted from thls prOJ ect are o

o 1 The utlhzatlon of the ha dbook 1f_’pr0perly followed WIH allow the managers o o

i ”‘-i : 'f and busmess leaders the opportum “to 1mplement a TQM program W1th1n any 51ze

R Recommendatlons

e g‘;’:.These recommendatlons esultmg from thlS prOJect follow N '

fER j.orgamzatlonal structure e

. 2The procedures tha the handbook explams 1n a toplcal format glves each manager and

busmess leaders the opportumty to 1mplement a TQM program w1th1n any 51ze

orgamzatlonal structure B

o Sl It 1s recommended that busmess leaders, usmg :thl h‘h book as a gulde lmplement S

B TQM to meet the needs of thelr a55001ates and'comp 1.-'" ,'




Summary |
Chapter Four rev1ewed the conclusmns denved from the pl‘O_] ect Lastly, the |

recommendatlons extracted from thls prO_] ject were presented
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INTRODUCTION

 BLOCKI
THE QUALITY CULTURE
One of the" crucial ingredients in TQM is uriderstéhding the quality culture. All bf '

us work within a culture—an organizational culture to which we attach our own ideas of

reality. To understand the role and importance of quality in our lives, we have to first .

‘recognize the realities (perceived and real) of our own culture. That recognition provides

the launch pad for determining where we want to go.

~ OBJECTIVES: Upon completion of this block,. you should be able to:.

e Explain what quality means to you.
e Explain the importance of cultural change."
e Identify pioneers and their ideas.

e Summarize basic quality principles. -

20 -



WHAT IS QUALITY

———
ae——

T_he following quéstidnnaire provides you the opportunify to think abbﬁt your own
perceptions of qﬁélity. Think ébbut why you ansWered as you did Whilé ‘cdmpleting the
~ questionnaire. |

My idea of:

- A quality car is

A quality vacation is _

A quality job is

A Quality'boss is

' A quality subordinate is

- A quality service s

The person responsible" for quality is

Quality in my job is

~Quality in my organization is

- NOTES —



" DEFINITIONS OF Q

GSA

BOEING

ODI

DOD

Mecting the customers needs by continualy improving the

way we do business.

v Quality is proving our custdrhérs with products and services o

“that c0n_siétently meet their needs and expectations.

Doing right things right.

Doing thé'ﬁght thing right the first time, always striving fOf '

' improvcment, and always satisfying the customer.
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. Meeting the 'cuétomers needs the first time and every time.



'MYTHS OF QUALITY

Quality mea’ns. goodnéss, luxufy, shininess, or weight. : ‘
Quality is intangible and therefbre ﬁotl meas;j;able.

There is an “¢cono@ics of quality” (e.g.,v “We can’t afford it.”). ‘
The worlge‘fs: oﬁginate quélity problems. | e

Quality originates in the quality department.
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|L 1 | B CULTURAL CHANGE

w—
—
e ————————————
— e ———————————— —— — — —

_WHAT IS CULTURE" : B
- “Stones myths, and analogles convey the orgamzatlon svshared values or culture The e -
stronger the culture and the more it is d1rected toward the marketplace the less need for
B polrcy manuals organrzatlon charts, procedures and rules The people way down the hne ;
S ‘ | know what they are supposed to do because of a handful of guldrng values that are crystal

clear.”

A f-To‘niPeters_ | )

'} WHAT INFLUENCES CULTURE"

Expenences Results of common day—to-day, on—the-Job experrences of employees
' Values: Includes honesty, trust, openness",'arid_loyalty in an organization.' o

“Norms: Other elements include: survival needs, unwritten rules, informal organization,

. taboos, sacred cows, cliques,etc.” . . o

'WHY IS CULTURE IMPORTANT"
v Workers who feel relatrvely good about thelr _]ObS thelr colleagues at work and the

organlzatron overall are more. hkely to _]om a never-endmg pursult of total quahty



— wmony ]

Many pioneers of quality tell us precisely what quality is and ‘whatb quality is not. ‘Oné
thing is clear--quality is not new. Not surprisihgly, an early pioneer of quality is an |

~American by the name of W. 'Edwards Deming.

'Dembing in America o - I ~ 1940s
Deming goes to Japan S o 1950
Japanese adopt Deming’s principles , B 19505

Transformatioh of Japanese economy
Japan emerges as a leader of quality
American business rediscovers Deming N R 1980 -

US Government adopts quality - | 1988
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||  COMPARING PHILOSOPHIES ____

DEMING - “A PREDICTABLE DEGREE OF UNIFORMITY AND DEPENDABILITY,

AT LOW COST, AND SUITED TO MARKET.”

o EmphéSizes managcment’svcdrﬁmitfhent.
° : ‘Partivcipative:management étylg.
. Ccinfinuoﬁs improverheht. i
e Reduce or control variétion-. :
JURAN - “FITNESS FOR USE.”

e Breakthrdugh in attitude.

° Project-By-project implementation.
e Mostuseful to middle manager.
e Journey from symptom to cause to remedy.. ‘- .

CROSBY - “CONFORMANCE TO REQUIREMENTS.”

o Transform to quality culture.
e  New mariagément philosophy.
o Top-ddwn approach.

 -  Zero defects.
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| _ PIONEERS OF QUALITY - DEMING, JURAN, AND CROSBY — AGREE: _ |

. Producing a qﬁal_ity prodﬁé‘tbor service cost less because there is leés waste.
e Preventing probléms is better than detccting' a.nd cofrecting. them.

e  Statistical data should bé'used to measure quality. . i
. o Managers rieéd to take a léédéfship rolevibri improving QUality._

o Managers and emp-loyees> need fréining in quality ‘improvementv.
. | Organizations need to dévélop a quality managerﬁént system.
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- Ir——m ROL__E'_'TT\I @GII‘{E__‘CULTURE -
PrOméte fecdback on quality7 teamwork, bﬁdé of Wofkménship, and baﬁiers. |
Review 6rgénizaﬁon-pqliéiéé/proC¢sse;s/structuie. | -
,vProrvno‘te ‘;cultmal’ﬁésics;’:

Get customer feedback.

Base decisions on fevxcts.‘

Demohst‘rate. c§nstapt improvefnent |
Continue educatioh aﬁd tfainmgf»

Set the tempo. |

.ReWmd' and 'recognizé imprVe"m,entbinitiaﬁve‘s’ énd results.

Provide funds/time/persbnnel/equipment.
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s .PRINCIPLES OF Q‘UALITY

vWe ve dxscussed many concepts of quahty, all of which are 1mp0rtant All
of them, however, can be boiled down to four key prmclples displayed on .

. the Quahty Wheel Notlce the wheel is dependent on the strength and propér B

mamtenance of each spoke

GUALITY CULTURE >

‘ bUSTowan

. (: OMMITMENT Qv ALUES§ |Mpnovemsri)

WAY OF LIFE
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| || __ QUALITY WHEEL _

Values v
Integrity

e Responsiveness
e Accountability
e Service ‘

The Customer

- o Customer satlsfac’uon
‘Who are our internal/external customers?
Process improvement/unit quality teams
Continuous improvement chain

Measurement v
e Establish basehnes

e Should be influenced by customer requlrements o

. Show improvement

Co_mmitment
Top-down led.
Participative
Teamwork
Accountabl11ty/respon51b1hty
Ownership ,
o Supporting 1nfrastructure :
' Quahty Culture
o e Quality as a way of llfe v

- Never endlng” R
We all have a “stake.”
Participative management style -
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Traditional
| Aut}_ioritariap o .
| | Fear of knowledge - ‘ .
Norisk-taking .
| Fear éf job lo‘s's_‘ - .
Status qﬁo .
' Systems policies .
“Beé;t-on” supplief ’. 
“Distant‘.from éustomers‘ . .
Specialist in’ kstatisti‘cs‘ .
‘ .Wbrk on reéult .
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. WAY OF LIFE

Néw‘ S

 Participative

Open discussion

Encourage change
Job security
~Continuous improvement

~ Policies that inspire: people

Work with supplier
Close to customers

People trained in basic tools |

Focus on the process



SUMMARY
We ve dlscussed pehceptions and deﬁmtlons of quahtyb and the 1mportance of the
cultural change necessary for quahty 1mprovement J apan isa clear example of cultural
_change in action because 1t places great Value on the pr1nc1p1es of quahty In a nutshell
quahty 1nvolves change and cha.nge can be frlghtemng but, change is cruc1a1 to R

. improvement.

~“IT SEEMS, IN FACT, AS THOUGH THE SECOND HALF OF
- A MAN’S LIFE MADE UP OF NOTHING BUT THE HABITS
© HE HAS ACCUMULATED DURING THE FIRST HALF.

- Fyodor Dostoevsky o



BLOCK 11
WHY QUALITY

: Now that we’ve begun to formulate our own more pre01se deﬁmtlons of quahty, :
| let’s look at Why quahty is so 1mportant Your orgamzat1on is probably a quahty
o orgamzauon SO why do We need thls course? Regardless of how well We re domg, we’ re_i o

valways capable of 1mprov1ng our serv1ce The Quallty Wheel stresses 1mprovement and

o the 1mportance of constantly lookmg at our. processes 1n order to become better The ‘

g v' ;consequences of neglectmg 1mprovement are severe as the Tree concept w1ll show
| B OBJ ECTIVES Upon completlon of th15 block you should be able to W
. . Descnbe the cost assoc1ated Wlth quahty 1mprovement

e Summanze the beneﬁts of quahty

e Explaln the quahty/product1v1ty relat1onsh1p




* The tree shows examples of cost, some, which are apparent, others which are not. Maﬁy - o
- of the costs can be reduced or ehmlnated Some; like 1nspect10n is necessary assumlng o

- we're inspecting the right thmgs in the nght amounts. Think about examples of costs in h |
your own work settmg What is the 1mpact of these costs'? :

~An 1mportant aspect of the cost of quahty is the investment cost necessary to 1mprove o
quahty Training costs can be quite substantial, as can the cost associated with process
- improvement. Time and material con51derat10ns are crucial elements to consider in' any

- quality improvement effort. Yet while the cost of quality can be high, the long-term cost -

-of “business as usual” is even hlgher And the long-term beneﬁts of quahty far exceed
 initial cost. . . .

QUALITY TREE

= ‘APPARENT

MISTM_(ES

. REWORK OVERTIME

INSPECTION

| LESS APPARENT

CUSTOMER

LOW MORALE DISSATISFACTION

INCREASED
INVENTORY

DUPLICATION OF EFFCRT



“SNOWBALL EFFECT” _

Once we’ve 1dent1fied the cests of quahty, we’re in a better posxtxon to
see the benefite assoclated w1th quality. Many thmgs come to mind: |
more effectlve, less costly service to our customerS' less time spent oﬁ

the same progect, and happler customers. The “snowball effect” below
- demonstrates the'earlier a problem is corrected the less expensiv‘e it will E

be to fix - in terms of time, money, and manpower..

-



_QUALITY/PRODUCTIVITY RELATIONSHIP ||

The message behlnd the tree and the “snowball effect” is th1s serv1ce to customers 1s
3 dependent on our ab111ty to: do the nght thrngs the rlght way Anythmg less short changes a :
those we serve as well as ourselves Unfortunately, the very processes we often use

- .prevent us from domg the rlght th1ngs the nght way The Quahty Target on the next page

: ‘:clearly deprcts the areas 1n wh1ch we often ﬁmctton sometlmes through no fault of our

own. As leaders we have a respon51b111ty to focus on c0n51stently h1tt1ng the “bull’s eye
,Our target 1.s to meet our customers’ needs wnhm our capabrhtles. . !
| The Crucial question is “How important are’ your activities to the servicez-you provide your
customers‘?”You’H prob’ably- ﬁnd that "sorne are but manyare not. That is ‘the challenge‘: '
you face--how do you “1dent1fy and ehmmate” ummportant activities and i 1mprove the -‘
essent1a1 ones? we’ll dlSCllSS more about the “how later. The 1mportant point is
productfvity may decrease if we ‘regard ail of our ‘wo’rk activiti‘es as prOductive. If we o
~don’t beheve all our act1v1t1es as productlve If we don’ t beheve all our act1v1t1es are
f productlve and value-added then process 1mprovement prov1des us the opportumty to
_increase overall product1v1ty Th1s isa result of i 1mprov1ng the v1ta1 few processes we. .

' perform to accomphsh our organlzatlon s mlssmn



 QUALITY TARGET

TRWW-  RIGHTTHINGS =~ WRONG WAY *

~ WTRW-  WRONGTHINGS = RIGHTWAY

 WIWW-  WRONGTHINGS  WRONGWAY




SUMMARY

We looked at yvhy quahty is 1mportant for busmess | Even though we’re an
outstandmg orgamzatlon Wlth a superb track record we have often des1gned processes
that 11m1t our ablhty, as well as that of our subordlnates to serve our customers well
| _:Quahty isa means to eonsrstentl.y 1mprove serv1ce to all our customers It 1nvo1ves a. |
cultural change and accepta.nce of the reallty that we can, and must shed ‘barrlers to -
3 ?quahty service. All of us. would rather spend our WOrkmg day domg the rlght thmgs the
’ | | : nght way the ﬁrst t1me rather than redomg many thmgs over and over unt11 they re ﬁnally

-nght. :

 “WEDON'T ALWAYS HAVE TIME TO DO
~ ITRIGHT THE FIRST TIME, BUT WE
T ”ALWAYS HAVE TIME TO DO IT OVER””

i Mlke Brown/Lorene Johnson:’ N

| “DOING WHAT'SRIGHTISNTTHE

- PROBLEM. IT'S KNOWING WHAT’S
i - RIGHT”

LyndonB Johnson:.*




. vthe last block of 1nstruct10n

| "BLOCK 111

PROCESS IMPROVEMENT

o ,INTRODUCTION

We 1ntroduced the concepts and unportance ( the cost and beneﬁts of qualrty in' o

,,1s block prov1des us the opportumty to explore our
R relatlonshlp w1th our customers more: [ he lp S answer these questlons Who -

o are our customers‘7” and “How do we know whether or ot we e meetmg our customers :

' ‘**’;“._v':needs?"’" Wevwﬂl then‘.slookﬁat»wOrk'as a pro’c"e‘ssand» o to spot opportumtles to 1mprove _' o

:that process The block w1ll end w1th a d1scussmn of four phases of the contmuous } L

. 1mprovement process

Thrs block beglns w1th an exercrse des1gned to help you understand the a

o 1mportance of the customeru., After all serv1ce'and support are what we prov1de-- i SEIEI

SR "1nternally to the orgamzatlon as well as externally

| .'OBJECTIVES Upon complenon of thls block you should be able to

- i o " :vIdentlfy your customers and suppllers and d1fferent1ate between 1ntemal and

- "_;extemal customers and supphers A
o ,: o bUnderstand customer/suppher ahgnment wrth your orgamzatlon :
0 ,“_"-‘Descnbe work as a process and the concept of processv ownershrp
i . - __'»'ifl{ecogmlze opportunrtles t‘or 1mprotfement . S

- e . Understand the four phases of contlnuous 1mprovement




 [[_customER/suPPLIER RELATIONSHIP |

o . The customer/suppher relatronshlp 1s a key concept m any quahty orgamzatlon Whlle '

T : we may ﬁnd ourselves a suppher 1n some S1tuat10ns ‘we- are hkely to ﬁnd we are also o

’ customer 1n other 51tuat10ns By recogmzmg th1s basw premlse of serv1ce we can then N -
- determme who our customers and supphers are and what they need Only by knowmg S

i fwour customers needs can we work on meetmg them One cautron however we can only 2

| - meet our customers needs vnthm the capab111t1es of our orgamzatlon Anythmg more

- Yw111 be detnmental not only to us; but in the long-tenn to our customers as well

D

o fememnac | | fowmema [ ] i || oo |0
UPPLIERS | LTS | supeuees || | L customers| | VTRUTS ) customers| -




- ‘-CON__TINUOUS_ IMPROVEMENT -

LIMPROVES 4 : ' xﬁa#ﬁovss o
CQUALITY o N ' PRODUCTIVITY

 INCREASES’ = | w
READINESS {0 Tp CNCOURAGES. ACHIEVES .

v AND 0 W INNOVATIONS } SERVICE

 SURVIVABILITY N a EXCELLENCE
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“'WHO ARE YOUR CUSTOMERS?

~ Take a few minutes and think about your customers and suppliers. Record them below,

and we’ll discuss them as a group.

'EXTERNAL

Suppliers ‘v PR P . ~ Customers

~ INTERNAL

Suppliers B S - Customers
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ALIGNMENT OF CUSTOME S/SU PLIERS :l:l

' Customer/ suppher ahgnment sets the stage for meetmg our customers needs Wlthm our o
: capabrhtles Unfortunately, we may not always meet. our customers needs. For example =
i '\ye s‘ometlmes proylde our customers what we. thlnk they need or perhaps more than they Yv
' :need We should work w1th our customers to accurately determme the1r requlrements and n )
‘hovs‘/ Wwe can best meet them Prov1d1ng too much can result in Wasted resources that our '
‘ »'.customers may not actually need or yvant Ahgnment is an agreement between customers S
and supphers on the product or serv1ce bemg prov1ded and the measurement of quahty for
| ) that product or servrce On the followmg page are for key questlons Wthh can help us.

: kmore accurately assess and meet the needs of our customers.

- “IT IS NOT THE EMPLOYER WHO

" PAYS WAGES--HE ONLY HANDLES
‘"THE MONEY. IT IS THE PRODUCT :
. THAT PAYS WAGES ”? ‘ :

Henry Ford
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- || —___FOUR ALIGNMENT QUESTIONS __

o ‘Su‘p'p_ liers,éhoul_d ask:

1. o What is your re'qu»i‘»remerit?'b |
2. How will you use What"Ivgiv.,’e’ yp'u?v
3. | ,{HoWérriI satisfying your requirements?

4. - HowCanIimpfdvé? IR




II o _ o WORK AS A PROCESS
What .iis a process?
A series of tasks that provide a produét or service. |
‘Who is the proééss owner?
~ “The lowest rankir_lg person_who Wlth a stroke_ of é pén, can auﬂ_lorize changing the -

process.”



_SPOTTING OPPORTUNITIES FOR IMPROVEMENT _

* Breakthrough: A change for improvement; a dynamic decisive movement to new higher -

We must help our people overcome fearof:

- . Repnsal

'« Providing information.

s Notknowing

e 'Gii;irig.up, cbnﬁol. BT :




FOUR PHASES OF THE CONTINUOUS IMPROVEMENT -
PROCESS--IDEA |

Identlfy the problem/opportumty for nnprovement

e Understand the charter/obJ ectlve
; o Identlfy problems/lmprovement Opportunities.
.' g Prioritiié/select the most 'sigﬂiﬁcént problem(s)
o " Develop a‘pr‘oblerbnb statement. o |

Determine the facts/root cause (s).

e Gather data.

. L‘ist‘ possible root-caitus-es/iniprovemént.opportunities.
.« Ahalyée ‘caﬁs‘e/effe”c't rglatiéﬁships. |
. Select primary ro‘otbcaus'e(s‘) o |

Evaluate solutions and prepare an action plan.

e Listvposslibie solﬁtions. h
; | Select fhe beét soiutién(s) .
. Prepare an a;;tion plan.
" Act on the plan. |
| ZOV Gain or_ganizaﬁonal suppbrt.
e Implement the solﬁ;cioﬂ. -
.« Track effe;_ct‘i'venéf’sls:.i_b | g
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' SUMMARY

We discussed the 1mportance of customers and supphers and effectlve questions
~ We can use to deterrnme our customers needs and proper alrgnment All too often we

assume our .customers- needs and elther p‘rovrde too much or not enough. Unfortunately,

.we also often prov‘i.vde, the‘erongthing_., We cannot pay 4ﬁlip service” to thrs crucial
, relationship, nor.can ‘we assume _We k_noW" best what our ‘custorners need; ‘Both issues )
g require analyses and care,’.o:.__tirerWiseiWerisk' failing to proi/i_de quality ‘sup'port and
service. | -‘

_ In addition,'welooked at work as a process w1th emphasis on spotting ‘

‘opportunitie_s for improvernent.‘ The _focus of all discussions up to now centers on
, irnproving our processes. ‘We knovrf most people want to do well intheir work ;- i’s the - e
. ;processes we must concentrateon improiring.k ’I'DEAvproiIides a structured apptoach to

identify and effect positive changes in the process improVement_ effort.

‘4 “ITIS NOT WISE TO BE WISER‘
~ THAN NECESSARY ?

Ph111ppe Qurnault
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| ‘BLOCK : IV

1 MPLEMENTATION

- INTRODUCTION

| We dlscussed basrc concepts, tools, and techmques of quallty and how they can be used |

k to 1mprove our: processes What started w1th a v1s1on has evolved 1nto a quahty supportf; : S

' ‘Structure dependento_n_each.qf us and vour.-com»_mltment to our cus_torners, leaders, and B
” ‘subordmates JoS s - | . | “ L
» ‘i.Total quahty 1s a leadersh1p rn1t1at1ve and respons1b111t‘y,-not another management |
o program The comm1tment of top management is cruc1a1 o the total quallty effort
B FComm1tted leaders must understand the vision for the1r organ1zat10n to 1nsp1re the1r | A_
: k‘ 'subor'dlnates ~and' polnt the way tothe future. Leaders must develop a plan contlnuous ;
e improvement throughout the1r organlzatlon To lead this effort superv1sors and
bmanagers must understand and stress the 1mportance of ateam approach as part of the

qua11ty 1mprovement 1n1t1at1ve

f OBJECTIVES Upon complet1on of th1s block you should be able to:

P Understand the v1s1on and how company is organlzed for quahty lmprovement
| 0 Recognlze,and eXplam the 1mpor-t_‘ance‘ andelements of leader comrn1trnent. ‘
e Realiz‘;e th_ev‘ value of ‘effectiveteam;buildlngin your orgiani‘zation.. .

. Understandthe purpose and characteristiCS’ o‘f a 'vision‘ ‘statement; |

- e Develop an action plan to strengthen _th‘e ‘quality culture within your organization.
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L -Quallty Executlve Board
B Whati Deﬁnes pohcy, estabhshes budgets and creates a v151on for the i
command.v PR

Y‘Who::':' Key staffpersonnel——chalredbyCEO R

: Quallty Councll
Who . Key llne and staff personnel
What: | Estabhshes objectlves determrnes prlorltles and prov1des over51ght

for staff and subordlnate units.

P_rocess Owner

Wno: ery staff personnel;; -

: What: | Supports the tearn; retfienvs kteam progress,’ rewards/recogniZes ‘
team. ‘ “

Process ’ImproVement}’ Teg.inf

Who: “ Functional experts

What: Identlﬁes process lmprovement opportumtles solves problems ,

1mp1ements solutlons. Management-dlrected_.; i

. Team Leader_- ‘

‘Who:  Key 'Staff and liner personnel,, ‘

SR S




What ) Leads the team9Schedules/co-ordlnatesmeetlngs,11'1forms others o |

| 'TeamMember

' Wh Staff and lme personnel

‘What: Part1c1pates on teams supports team members 1mplements Lo

: solutlons

" o Facllltator

: | Who Key staff and 11ne personnel
| Wh Coaches teaches, adv1ses
i, . -;Management/Sl'lpefrvisor o
| Wh:o:r Key staffpersonnel et
What; Empowers subordmate Aprov1des role modei and promotes change L
) _' . Unlt Quallty Team . |
Wh | Work center personnel
.:What:“ | Identlﬁes work center 1mprovement opportunltles solves problerns,bc'
1mplernents solutlons Voluntary partrcrpatlon B |
e rlndl;"lduals EN R
e Who Lmepersonnel i

~ What:  Help others, make individual improvements, participate on teams.



——

ELEMENTS OE LEAD

R'COMMITMENT__T -

— — — ——
—_— — ——

T Encourage and support change i

e Attend Quality meetings at all levels.

e Part1c1pate regularly 1n the quahty tra1mng effort

e Practlce management by walkmg around (MBWA)

| 'g:SOl[Ve pro’bl‘e_msy using est_ab.lvls_hve,d lvn‘fra‘s\tru/ctu_re. '

B o Use theiq»ualjty' counoilv'i (or ecjitl_i\’é:ll'ént)‘_to‘identify/Prioritize' opportunities for o

‘improvement.

e Empoyve'r quality’tear_ns‘to develop/irnplernent.solutions.

+ Allocate resourc‘es (rime 'andl‘m‘oney).- SRR

. E Prowde requlred personnel and tlme for» quahty act1v1t1es ( councﬂ
~meetings, bprocess 1mprovement tearns, trarmng, ete. ) A

: Provide money for top-doWn‘training:tlaroughout the‘organiiz'_atidﬁ. _ o
: ,Prov1de personnel/money/ttnmeffaell1t1es/edu1pment for -

unplementatlon of solutlons

| ', | DEMONSTRATE LONG-TERM COMMITMENT TO IMPROVE-'.’ T

o MENT IN THE FACE OF SHORT TERM PRESSURES

Be w1111ng to pay up front costs to satlsfy long-term goals and beneﬁts

e Include continuousimprovement pin ~1(‘)ng-"ter1"n» plans., o

5



o .Inc_lud‘e cobntinuoruvs' impfovemcnt in lOng—térrh plans. ’
‘.o 'Und_erstanc‘ling‘ théf though éé)me resﬁlts will be }ir.nmedi’ate, many
B will take mqnths/ygars of co’rhrﬁitrf;éht to effeét :c'ultu,ral change.
- Reward-qi;ality_inifiativeg
° RccQgﬁizé iﬁdivi&ual/tcam accvorr‘l'plli‘s.hm‘ents‘.‘ '
e Ufilize» monefairy r‘ew:ardﬂs.
e Provide time off. "A
® Be time.ly and $p¢ciﬁé, E
Establish/promoté, 'po'lijc’i’esb to supboi‘t quality in the oi{gsi;iizjiat»ion.
| "o. " erte poiicy léﬁcfs _émphasising fhéi@portance of ‘QUélity in the , = |
.c')rganiz,ati‘on. o | | e |
° W’rife ‘periodic mémés/léﬁeré or‘art’icles fqrv loca:l‘publicatioxi;s | | :
. hjgﬁlighting quahty i}s'su@sié;nd' Suqqess,:fétOries.'. ». _  

e Make quality a reg;ilar agehd‘ei‘ item at staff fneetings.' - o
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~ TEAM BUILDING

Why we use teams.
@ Create synergy 1+1>2).

e Expand expertise in addressing the issue. -

Provide different perspectives in solving a complex issue.

e Improve attitudes, foster co-operation and team spirit. '

Increase buy-in decisions.

Types of Quality Improi}ement Teams

Unit quality teams (UQT)
. Volunfary ﬁmétional co-worker participation. -
o Address work‘cent'er issues.

& Recommend improvement solutions to management.
- Process Improvement teams (PIT).

54



~ Process Improvement teams (PIT).

- Formed by proéeSs_owncr.- '

Organized by work process.

Clear _‘clt'lartelv'v.,

Maybe crqss-ﬁmctioﬁal. PUE
5-10 membéré.. '

: ..'Process apbrové,ch;o‘ "impr:o‘Vem.ent.. f
; | Designéfed' team le.ade'r'_.v )

 Assigned facilitétor._' o

- Process Owner

 Identifies process.

Requests facilitatbr_.j_ B h

"Assigns’"téamlle_ader.‘:, :
 Assigns/request team members.
Develops parameters for team. -

‘Works with affected organization. - -

Appom@d by Pfééjessv owner.

:"’Expevr,t.in' bveralljﬁféce'ss; N o

Leads team iyﬁ‘procé'ss_i‘mprQVemehtféffért; , o

N



Team Members
¢ Functional experts




STAGES OF GROUP DEVELOPMENT
L Forming |
. Why am I hefé?
e Whatdol hav'ebto offef‘? |

e Will I be accepted?

1. Storming.
e Who is in charge?
e Power relationships emerge.

-®. Alliances are formed.

ITI. Norming.
e Everyone’s ideas are heard.

e Differences handled openly and consistently.

e Everyone supports decisions.

V. Performing. -

Synergy is present.
Success is achieved.

V. Adjourning
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® Feel loss at t‘_eamvbrea‘.k-up?, ,
® Need for appreciation, self-worth is high. |

.. »Tr’ansfer of responsibility and ownership are paramount.
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—_TEAM MEMBER ROLES

A clﬁster of associated _behaviors that an indif/idﬁél_ will tend to
exhibit in a group.

Individuals can have more than oné role and emphasizes certain roles
at differéﬁt ltimés; E

- Two broad categories

o Task-related behavior; Focﬁs on the “what”—what needs to
be done to accomplish the task succeSsﬁJlly.

e Process-related behavior: Focus on the “how” —how team is working asa

group.
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" THE VISION STATEMENT

me— So—— —
— — m——

PURPOSE OF A VISION STATEMENT
‘e Goal driven to create unit esprit de corps.

® Promotes customer/supplier alignment to meet organizational
objectives. =

® Encourages corhﬂﬁtment’, support, and enthusiasm.
e Providesa foundation for strategic, long-term planning. -

CHARACTERIsiICS FOF-A ‘VISICZ)I\.'I} S’II’IATEMENT
" Dynamic/inspiring. B
’0  _FOrie'nt.ed towardblong-feljfm bbjeCtives.
. . '} General, c;:hall:engi»ng‘, meanmgful, e’mdv afchievable."{

e ) Applicable. tb"evei'yoﬁé; '
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. PROMOTE/COMMﬁNiCAiE_‘ THE VISIONSTATEMENT

' Use'comoﬁ terms elasiijundei"stbod by all individu‘alsbin the organization.
Monifor lindi{fid\%aﬁl béhayior to ensure mesSége is undefstood. | |

' Cofnmﬁnicate the vision as ‘ofteln as poésible bé_th ,ye;rbally‘ and in written forrﬁ.
‘Ensure leaders throughbut the oréaniiation_.ap?ly the vision fo théir WOri; center.

Periodically fe-e{faIUate to ensure validity and applicability. '
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. OEstabllshan 1nfras tructure, eg, staff,qu allty councﬂs, process : PR

- improvement teams; recognition/reward systems, and training -



Allocate resources.

e Ensure adequaté time, money,'faciliti'es, equipment, and personnel -

are allocated for trainihg.

® Ensure adequate time is available for individuals to function in their -

place in the quality ihfrastructure, such as quality 'coﬁnéils, PITs, etc. .

® Dedicate adequate resources to implement corrective solutions and/or

preventive actions.

¢ Allocate resources (time/money) for reward/recognition system.

Develop reward/recognition system. -
~ ® Use existing military aWards. L

e Develop additiorial incentives such as time off, monetary awards,

‘certiﬁcates of appreciation, quarterly awa:rd_s, etc.
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| ccrtiﬁcatgs of app;'eciation; q1’1a11ef1y awards, etc.
. _ Rewzird“ul‘)o’;h ipdi'viduals and éctio.nvteams;_
_‘0 Publicize award's, success stories, initiatives, and fesults.. o
Instifptionéli_se quality;'
e Formalize the systém in Writing;

e Include structuré, training requirements, reward/recognitibn system,
. gdal setting, measurements, process analysis, and problem-solving |
approaches.

® Routinely use the quality structure and techniques.

Baseline

® Purpose of baselining: Néed'to know current position before
determining where you want to go. Béseliné will help you:
o Construct a picture of how processes are W6rking. _

e Determine strengths and weaknesses.
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‘e prov1de a ba515 for measunng progress

Measure monltor and analyze

e . .Analyze current process status, take measurements, 1dent1fy current L e

T .problems and opportumtles for mprovement, and modrfy customer‘»,_ ;

C satlsfactlon

e ,v_;,Establlsh requlred measurements analySIS techmques charts ete.,

; to be used

AS, - -

Benchmark—-com are perfonnance agalnst competltlon or other

world-class orgamzatlons




SUMMARY

* We discussed the importance of leader coihinitinent and initiatives to make
quality a priority in our organizations. Our subordinates will want to support a focuson
quality, but they will expect us as leaders to set the pace. Your ¢ommit1nent involves

both talking and walking the quality journey.



 APPENDIX A

PROJECT EVALUATION FORM
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PROJECT EVALUATION FORM

1. List all factors inside the handbook that you feel are too hard to understand
about the Total Quality Management Handbook.
a. L - '

2. List the areas of the handbook that are easy to understand.

3. How do you feel the handbook should bk; written? Why?
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~ APPENDIXB
- POST—EVALUATION FORM



| ros_vaLATIONFORM

This form is to glve an 1nsrght as to how the handbook is percelved by 1ts users The
degree of success depends on how each questlon is welghed by its users. Please 01rcle the

. d1rect10ns‘7 S e o2 3 v 45

‘appropriate number that best descnbes your success Wlth the questlon

‘Numberl—Lowest R o NumberS nghest

Was the handbookclearandcon01se‘7 1 2 3 - 4 - 5 v i,

Dld the handbook offer easy to follow i

.'iDo youbeheve thathandbook is LA SR
.‘necessary‘7 2 L e 123 4 5

Wasthe datamfonnatlveandhelpful‘? 1 2 3 4 5 »f

Descnbe what you feel was the most

~ important aspect of the handbook?

What parts of the handbook need improyerrrent? -

List any further topics you feel will ‘give a better understénding to the user’s needs.

‘ o
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