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CliHF'~I'&t? ONE : 

PNSHUUUCTIUN 

STMTEMENT O F  THE PROBLEM 

I t  is n o t  u n u s u a l  i n  t h e  U n i t e d  S ta tes  ta see 

rrewspapers ,  magaz ines ,  or  e l e c t r o n i c  news p r o y r a m a  hlaking 

s t a t e m e n t s  c r i t i ca l  o f  t h e  ~ c ~ v e r n m e n t ' s  d e f e n s e  a c q u i s i t i o n  

sys ten i .  T y p i c a l l y ,  t h e s e  criticisms r a n g e  frorn p o o r  q u a l i t y  

o f  m a j o r  new a i r c r a f t  and a s s c a c i a t e d  s y s t e m s ,  t o  f a u : l t y  

i n e r t i a l  n a v i g a t i o n  s y s t e m s  i n  c r u i s e  m i s s i l e s ,  t o  b r i b e r y  

a n d  c o r r u p t  ion .  Such cri t i c i s r b i  iis n o t  a r - e c e n t  phertonienon, 

however.  I t  h a s  been a t o p i c  of c o n c e r n  a s  e a r l y  a s  1'795 

when t h e  c o n s t r u c t  i o n  of t h e  U. S. 6. Cons,t  it ~ r t  i o n  w a s  

a u t h o r i z e d  by C o n g r e s s  a n d  s c t b s e q u m n t l y  a c c o r i l p l i s h e d  a t  two 

a n d  one- -ha l f  ,t irnes i ts c o n t r a c t e d  cost (F'rcswse, 1992: x x i  ) . 
S i n c e  t h a t  time, t h e r e  h a v e  b e e n  cob-tnt less c a l l s  f o r  refarm. 

More t h a n  t w e n t y  d i  f f e v e n t  major recornmenclat i c - n s  h a v e  b e e n  

p r o p o s e d  o v e r  t h e  l a s t  t h i r t y  y e a r s .  None of t h o s e  e f f o r t s ,  

however ,  h a v e  made a n y  si g n i  F i c a n t  d i  f F e r e n c e  (F1rowse,  

1992:xxi). 

To add  t o  t h i s  d i f f i c u l t y ,  t h e  Ilepar.t;men.t cvf; D e f e n s e  

(DoD) h a s  had  t o  e n d u r e  r e c e n t  p c t b f i c  e m b a r r a s s m e n t  o v e r  



s u c h  q u e s t  i o n a b l e  a c q u i s i t  i o n s  a5 t h e  %7,5121@ ccnf fee  maker, 

3 i , E 0 0  t o i l e t  s e a t ,  $90121 p l i e r ,  $Sin@ hanioier, a n d  $25121 wood 

screw. a l t h o u g h  it rflay n o t  be  f a i r  t o  ~ l - t d g e  t h e  e n t i r e  

f e d e r a l  a c q u i s i t  i o n  s y s t e m  a n  t h e s e  i n c i d e n t s  alone, i t  

c e r t a i n l y  i n t r o d u c e s  t h e  need  f o r  more  e f f i c i e n t  a n d  

c n s t - e f  f e c t  i v e  management. 

The Clrnerican econorny is now i n  t h e  rr i idst  of a 

t r a n s i t i o n  t o  a w o r l d  economy i n c r e a s i n g l y  d n m i n a . t e d  by t h e  

P a c i f i c  B a s i n  c o u n t r i e s .  U n i t e d  S t a t e s  i n d u s t r y  is now 

s t r u g g l i n g  i n  a  w o r l d  where  c o m p a n i e s ,  g o v e r n m e n t  s a n d  

o r g a n i z a t i o n s  must o p e r a t e  mare q u i c k 1  y  a n d  of t ' i c i e n t  l y  i n  

o r d e r  t o  s u r v i v e  ( Y b a r r a ,  1 9 9 2 : l - 2 )  . F o r e i g n  a n d  d o m e s t  xc  

c u s t o r n e r s  are a b a n d o n i n g  t r a d  at i o n a l  r e l a t i o n s h i p s  w i t h  

Rnierican f i r m s  and  are p o s t u r i n g  t h e n i s e l v e s  fur- longer.- term 

commi trflent e w i t h  c u s t o m e r - o r i e n t  e d  o v e r s e a s  providers. 

Government o r y a n i z a t i n n s  are f i n d i n g  i t  e s p e c i a l l y  d i f f i c u l t  

to a p e r a t e  i n  a time o f  a u s t e r e  f u n d i r r g  anci c o n t i n ~ l a l  

d o w n s i z i n g .  

Today, r n i  l i  t a r y  a p e r a t  i u n s  a r e  compet  i n g  fov 

c a n t  i n n a l l y  s h r i n k i n g  b u d g e t s .  U s  a  r e o l . ~ l t ,  K e l l y  H i t -  Forcw 

B a s e  (QFH) is p r e s e n t l y  f i g h t i n y  for s u r v i v a l .  C o n g r e s s  has 

mandated a r e d u c t i o n  i n  Doll e x p e n d i t u r e s  t h a t  w i l l  b e  

a c c c m p l i s h e d  t h r o u g h  wcnrldwide c a n s i d e r a t i n n  f o r  m i l i t a r y  

i n s t a l  l a t  i o n  c l o s u r e s  and r e d u c t  i o n s  i n  DUD p e r s o n n e l .  The 



number of R i r  L a g i s t  ics C e n t e r s  (RLCs) ,  of w h i c h  K e l l y  is 

one ,  is e x p e c t e d  to b e  r e d u c e d  from f i v e  t u  ~ C ~ L I P .  Even i f  

K e l l  y  RFB s u r v i v e s  t h e  i n i t i a l  r o u n d  o f  a n n o u n c e d  closr.~res, 

i t  s t i l l  r e m a i n s  a s  a n  o p t i o n  for f u t u r e  c o n s i d e r a t i a n .  I n  

1993 a l o n e ,  K e l l y  is r e q u i r e d  t o  e x e c u t e  a r e d u c t i c m  i n  

f o r c e  ( RIF) o f  o v e r  n i n e  h u n d r e d  p e r s o n n e l .  

P r e s e n t  1  y, t h e  S a n  A n t o n i o  HLC p r o v i d e s  ~ l a b a l  

l o g i s t i c a l  s u p p o r t  tu t h e  U.6. F l i r  F o r c e ,  a s  w e l l  a s  t h e  a i r  

f o r c e s  o f  approl t  imatel y  s e v e n t y  a1 1 i e d  n a t  i o n s  (San H n t u n i n ,  

1 9 9 Z f i i ) .  I n  o r d e r  t o  m a i n t a i n  its p r e s e n c e  a s  t h e  l a r g e s t  

i n d u s t r i a l  complex i n  Sceuthwest  T e x a s ,  K e l  1 y  f4ir Fc t rce  Base 

-- t h e  San  R n t o n i u  Qir L o g i s t i c s  C e n t e r  -- m u s t  b e  a b l e  t o  

c a n t  i n u e  i ts  m i s s i o n  e f f e c t i v e l y  a n d  w i t h  f e w e r  r e s c n u r c n s .  

D e v e l o p i n g  a s t r a t e g y  t o  s u c c e s s f u l l y  accornp l  i s h  t h i s  e f ' t o r t  

is t h e  fundamental p r c ~ b l e n i  t h a t  r e n ~ a i n s  t h e  f o c u s  o f  t h i s  

s t u d y .  

STWTEMENT OF THE PUHF'OSE 

I n  19138, t h e  b ' e c r e t a r y  of D e f e n s e  s i g n e d  t h e  

"Depar tment  o f  D e f e n s e  ( D U D )  Pcast u r e  o n  O n a l  i t y "  men1orandt.m. 

T h i s  a c t  i o n  f o r m a l l y  a n n o u n c e d  t h e  U e p a r t m e n t  of 13efeneeY s 

i n t e n t  t o  i n c o r p o r a t e  a To ta l  U u a l  i t y  Wanagenlert't (TL!W) 

proyram ( T h e i s ,  1992:l). Fla a b y p r a d u c t  o f  t h i s  i n i t i a t i v e ,  



t h e  U. S. Qir F o r c e  L o g i e t  ics Cornrnartd (CIFLC) l a u n c h e d  a 

cammand-wide r f las terplan  which  r e q u l r e d  t h e  f i v e  R i r  

L o g i s t i c s  Cen t  er5 (FILC5) t o  b e g  i n  r e o r g a r t i  z a t  i o n  by O c t  obet" 

1, 1990. The  6 a n  Flntonin  H i r  L o g i s t i c s  C e n t e r  (SCI-HFC) 

K e l l y  R i r  F o r c e  Rase -- w a s  a p a r t  of t h i s  u n d e r t a k i n g .  

The p h y s i c a l  r e o r g a n i z a t i o n  af  K e l l y  H i r  F o r c e  b a s e  

began a s  schedt.tled on O c t o b e r  1, 199121. I t  i n v o l v e d  a 

" f l a t t e n i n g "  c4f t h e  h i e r - a r c h i c a l  s t r c t c t u r e ,  a n d  a 

rea l ignr f l en t  o f  t h e  o r g a n i z a t i o n  i n t o  i r t d i v i d c t a l  p r o d u c t  

d i r e c t o r a t e s .  Q d d i t  i o n a l l y ,  w i t h  t h a t  b e g a n  a r e n e w e d  

e rnphas i s  o n  t h e  T o t a l  Q u a 1  i t  y  Managentent (T'RM) p r o g r a m .  

T h i s  r e v i s e d  p e r s p e c t i v e  i n v o l v e d  a p a r t  l c i p a t o r y ,  

d e c e n t r a l i z e d  a p p r o a c h  t o  q u a 1  i t y ,  p r o d u c t i v i t y  a n d  

c o n t  i n u o u s  irnproverner~t ( K a l  u z n y  a n d  WcLaugnl i n ,  195Ji':38yl). 

I n  e f f e c t ,  i t  r e q u i r e d  a c o m p l e t e  c u l t u r a l  c h a n g e  w i t h i n  

newly r e u r g a n i z e d  K e l l y .  

The p u r p o s e  o f  t h i s  r e s e a r c h  is t w o f o l d .  F i r s t ,  t h e  

e l e m e n t s  o f  TQM are exarnined i n  order t o  d e t e r r f l i n e  c r i t e r i a  

a g a i n s t  which t h e  s u c c e ~ s  c ~ f  TOM c a n  b e  m e a s ~ t r e d .  S e c o n d l y ,  

u s i n g  t h o s e  cr i ter ia  and  a s u r v e y  o f  e m p l o y e e s ,  t h e  s u c c e s s  

of t h e  TRM i n i t i a t i v e  i n  t h e  C o n t r a c t i n g  1)irec. trr tr-ate of t h e  

S a n  Q n t o n i o  R i r  L o g i s t i c s  C e n t e r  ie e x a m i n e d .  

I n  v iew o f  t h e  y a v e r n m r n t '  5 l o n g - t e r r n  c o r f l m l  t m e n t  t o  



TOM, t h e  i n l p o r t a n c e  of s u c c e s s f  L I ~  i r n p l e n i e n t a t  i u n  c a n n o t  b e  

u n d e r s t a t e d .  Rn e f f c a r t  t o  d e t e r m i n e  t h e  s u c c e s s  of TUN i n  

t h e  C o n t r a c t i n g  Directorate a t  t h e  S a n  Q n t o n i n  iiir L o g i s t i c s  

C e n t e r  h a s  f a r  r e a c h i n g  imp1 icat i o n s .  S i n c e  t h e  1'3W 

r e o r g a n i z a t  i o n ,  a l l  f i v e  A i r  L a g x s t  ics C e n t e r s  are 

s t r i l c t u r e d  i n  siniilar f a s h i o n .  H11 ALCs h a v e  p r o d c t c t  

d i r e c t o r a t e s  which a re  s i m i l a r  t o  o n e  a n o t n e r ,  ~ n  t h a t  t h e y  

are a 1  1 composed o f  matri xed e l e m e n t s  t h a t  p e r f o r m  

s p e c i a l i z e d  f u n c t i o n s .  R l l  a p e r a t e  u n d e r  s i r n i  l a r  r u l e s ,  

r e g ~ ~ l a t i o n s  and  laws. D e t e r r f l i n i n g  t h e  l e v e l  of st.{ccers of 

t h e  TOM i n i t i a t i v e  i n  t h e  C o n t r a c t i n g  D i r e c t c t v a t e  a t  o n e  

FILC, rflay a l l o w  a n a l y t i c  g e n e r a l i z a t i o n s  t n  b e  riiade w i t h  

r e s p e c t  t o  t h e  o t h e r s .  Rt  a minirnum, o n e  may v i e w  the 

r e s u l t s  o f  t h i s  r e s e a r c h  a s  a t - e a s o n  for f u r t h e r  

c a n t e r n p l a t i o n  o f  t h e  irnpl i c a t i o n s  of l ' o ta l  Wual i t y  

Managerflent e f f o r t s  i n  t h e  d e f e n s e  a c q u i s i t  i o n  s y s t e r n .  

list o f  terms and  definitions u s e d  t h r o u g h o u t  t h e  s t u d y  nlay 

b e  s e e n  a t  T a b l e  1.1 ) . 



ORGflNIZflTION OF THE STUDY 

I n  o r d e r  t o  f a c i  l i t a t e  t h e  reader 's u n d e r s t a n d i n g  of 

t h e  i n f o r m a t  i o n  c o n t a i n e d  h e r e i n ,  t h e  niater i a l  is o r g a n i z e d  

i n  a l o g i c a l l y  s e q u e n t i a l  f a s h i o n .  C h a p t e r  t w o  e x a m i n e s  t h e  

a v a i l a b l e  l i t e r a t u r e  o n  t h e  s u b j e c t  of T c t t a l  Q u a l i t y  

Management ,  a n d  p r o v i d e s  a d e s c r i p t i o n  of t h e  k e y  e l e m e n t s  

a n d  f ~ ~ n d a m e n t a l  p r i n c i p l e s  of TQM. C h a p t e r  t h r e e  describes 

t h e  : l e g a l  f r a m e w o r k  f a r  t h e  T o t a l  U u a l i t y  i m p e t u s ,  a s  w e l l  

as t h e  f e d e r a l  a g e n c i e s  w h o s e  r e s p o n s i b i l i t y  i t  is t o  

s u p p o r t  q u a l  i t y  p r o g r a m s  i n  t h e  f e d e r a l  g a v e r n r i 1 e n t .  Unce 

t h e  f o u n d a t i o n  f o r  t h e  TQM initiative h a s  b e e n  e x p l a i n e d ,  

t h e  a c t u a l  s e t t i n g  i n  w h i c h  t h e  s t u d y  w a s  a c c c u n i p l i s h e d  is 

d e s c r i b e d .  I n  c h a p t e r  fo~.~r, t h e  r i re thod o f  r e s e a r c h  u s e d  to ,  

c o n d u c t  t h e  s t u d y  is d i s c u s s e d .  1 -he  pc.pct1a.t i o n  and s a r n p l e  

w i l l  b e  d e f i n e d  a n d  t h e  v e h i c l e  u t i l i z e d  f u r  t h e  g a t h e r i n q  

o f  d a t a  is a l s o  d e s c r i b e d .  H d d i t i o n a l l y ,  t h e  s t r e n g t h s  a n d  

w e a k n e s s e s  of t h e  r e s e a r c h  effort  w i  l l be e x a m i n e d .  T h e  

d a t a  c o l l e c t e d  is a n a l y z e d  i n  c h a p t e r  f i v e .  D e n l a g r a p h i c s  o f  

t h e  s a n i p l e  w i l l  b e  d i s c l . l s s ed ,  as w e l l  a s  the r e s p o n s e  

p e r c e n t a g e s  o f  s p e c i f  ic  e l e n i e n t s  of t h e  r e s e a r c h .  F i n a l l y ,  

c h a p t e r  s i x  s ~ l r f l m a r i z e s  t h e  r e s e a r c h  f i r r d i n g s  a n d  d r a w s  

t e n t a t i v e  c a n c l u s i o n s .  'The i m p l i c a t i o n s  u f  t h e  f i n d i n g s  are 

t h e n  u s e d  t o  rflake s ~ ~ g g e s t i o n s  f o r  f l - l t u r e  r e s e a r c h .  



'Table 1. 1 --------------- ---------- ------ 
D e f i n i t i o n  o f  S e l e c t e d  T e r m s  ---------------- ---- ----------- ------- 

C h a r t  -- U t o o l  f o p  organization a n d  s u m r n a r i z a t i u l ? ;  
a i d s  i n  t h e  a n a l y s i s  o f  d a t a  a n d  d i s p l a y s  o r g a n i z e d  
i n f o r m a t i o n  i n  g r a p h i c  f o r m  ( H i r  F o r c e ,  1 '343:C).  

C o n t r o l  C h a r t  -- H p r o b l e m  s o l v i n g  s t a t i s t i c a l  t o o l  
t h a t  i n d i c a t e s  w h e t h e r  t h e  s y s t e m  is i n  o r  o u t  o f  c o n t r o l ,  
as d e t e r m i n e d  by conipr~ted c o n t r o l  1 i n i i  ts  ( A i r  F o r c e ,  
1'333:C). 

C o n t r o l  L i n i i t s  -- D e f i n e s  n a t u r a l  b o ~ t r r d a r i e s  of a 
p r o c e s s  w i t h i n  s p e c i f i e d  c o n f  l d e n c e  l e v e l s  C u p p e r  c u n t r u l  
l i m i t  (UCL), a n d  lower c o n t r o l  l i m i t  ( L C L )  d e f i n e d  n n  a 
c o n t r o l  c h a r t  3 ( H l r  F o r c e ,  1393:C).  

C u l t u r a l  R e s i s t a n c e  -- l4 f a r m  o f  r-esistar~ce b a s e d  on 
o p p o s i t  icon t o  t h e  p o s s i b l e  soc ia l  a n d / o r  o r g a n i z a t i o n a l  
ccnnsequences a s s o c i a t e d  w i t h  c h a n g e  ( A i r  F a r c e ,  igy';' C) u: 

C u l t u r e  Change -- FI m a j o r  s h i f t  i n  a t t  i t u l j e s ,  n o r m s ,  
s e n t i m e n t s ,  be1 i e f s ,  v a l r t e s ,  coperat  i n g  p r i n c i p l e s ,  a n d  
b e h a v i o r  o f  a n  o r g a n i z a t i o n  ( H i r  F o r c e ,  1 9 9 3 : C ) .  

C u s t o m e r  Flnyane f c ~ r  whom a n  c ~ r g a n i i l a ~ t i ~ n  o r  
i n d i v i d u a l  p r o v i d e s  goods  o r  s e r v i c e s .  C a n  be i n t e r n a l  av 
e x t e r n a l  ( U i r  F o r c e .  1933:C). 

Enlplayee Invo lven icn t  -- H p r a c t i c e  w i t h i n  arl 

o r g a n i z a t i c ~ n  wher-eby e m p l o y e e s  r e g u l a r l y  p a r t i c i p a t e  i n  
rnaking d e c i s i o n s  o n  how t h e i r  W O r K  areas o p e r a t e ,  i n c l  ~ t d  i n n  
making s u g g e s t  i o n s  f u r  improvement, p l a n n i n g ,  g o a l  s e t t i n g ,  
and m o n i t o r i n g  perforr f lance  ( L e a d e r s h i p ,  1'392: 15). 

Erflpc~werrflent H c t  o f  p l a c i n g  a c c o u n t  a b i  l i t  y ,  
a u t h o r i t y ,  a n d  r e s p u n s i b i  1 i t y  f u r  p t - a c e s s e s  a n d  p r c , d u c t s  a t  
t h e  lowest p o s s i b l e  l e v e l .  The e x t e n t  o f  h o w  rnuch a perscon 
is empowered is d e p e n d e n t  a n  t h e i r  c a p a b i l i t i e s  a n d  t h o  
s e r i o u s n e s s  o f  t h e  c o n s e q u e n c e s  ( H i r  F o r c e ,  1993: E) . 



( T a b l e  1. 1 c a n t . )  

E x p e c t a t  i o n s  -- Custorf ler  p e r c e p t  i ons  a b o u t  ROW 

p r o d u c t s  a n d  s e r v i c e s  w i  11 meet s p e c i f i c  c u s t a r n e r  n e e o s  a n d  
r e q u i r e m e n t s .  E x p e c t a t  i o n s  f o r  a  p r o d u c t  or s e r v i c e  a re  
s h a p e d  b y  many factors  i n c l u d i n g :  

T h e  s p e c i f i c  u s e  t h e  c u s t o r f l e r  i n t e r r d s  t o  make 
of i t !  

P r i o r  e x p e r i e n c e  w i t h  sirnilar p r o d u c t  or*  s e r v i c e ;  

R e p r e s e n t a t  i o n s  and c o m m i t m e n t s ;  I .  e. , mat-ket  i n g  
a n d  a d v e r t i s i n g  d e s c r i p t i o n s  ( H i p  F o r c e ,  1393: E )  . 

E x t e r n a l  C u s t o m e r  -- ' Those  wha u s e  t h e  p r o d u c t  ot" 
s e r v i c e  s u p p l i e d  by t h e  o r g a n i z a t i o n ,  b u t  a re  n o t  mernbe r s  c6F 
t h e  o r g a n i z a t  i o n  t h a t  p r o d u c e s  t h e  p r o d ~ l c t  (Hip F o r c e ,  
1 9 9 3 r E ) .  

F e e d b a c k  -- C o m m u n i c a t i o n  froni t h e  c u s t  orfler a b o u t  
how p r o c e s s  o u t p u t  c o m p a r e s  w i t h  c u s t o m e r  e x p e c t a t i a a s  ( M i r '  
F a r c e ,  1 9 9 3 : F ) .  

Uoal -- H b r o a d  s t a t e m e n t  d e s c r i b i n g  a d e s i r e d  
f u t u r e  c o n d i t i o n  o r  a c h i e v e r f l e r ~ t  w i  t h a u t  b e i n g  c p e c i  f  ic about: 
how much a n d  when. T h e  e s t a b l i s h m e n t  of  a g o a l  i m p l i e s  
s u s t a i r ~ e d  e f for t  and  e n e r g y  d l r e c t e d  t o  i t  <:aver a l o n y e r ,  
p e r i o d  of time ( H i r  F o r c e ,  1993:U) .  

I m p l e m e n t a t  i o n  -- Gl s t r u c t u r e d  a p p r o a c h  t h a t  
a d d r e s s e s  a l l  a s p e c t s  (who, w h a t ,  when,  wher*e, why, a n d  how) 
of i n c o r p o r a t  i n g  an in iprover~ient  i n t o  t h e  p r c a c e s s  ( H i r  F o r c e ,  
1 9 9 3 : I ) .  

X n t e v n a l  C n s t c ~ r n e r s  -- T h o s e  who r e a l i z e  t h e  i n i p a c t  
of a p r o d u c t  o r  s e r v i c e  a n d  who a r e  a l s o  m e m b e r s  of t h e  
o r g a n i z a t i o n  t h a t  p r o d c ~ c e s  t h e  p r o d u c t  o r  s e r v i c e  ( R i r  
F o r c e ,  1993: I). 

Measurement -- The a c t  or p r o c e s s  uf q u a n t i t a t i v e l y  
c o m p a r i n g  r e s u l t s  t o  r e q u i r e n i e n t s  i n  o r d e r  t a  a r r i v e  a t  a 
q u a n t i t a t i v e  est irnate o f  per.farrbiance ( H l r  F a r c e ,  1393: M )  . 
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U r g a n i z a t i c n n a l  C u l t u r e  -- R cammon set o f  v a l u e s ,  
be1 i e f s ,  a t t  i t  udes ,  p e r c e p t  i o n s ,  a n d  a c c e p t e d  b e h a v i n r s  
s h a r e d  by i n d i v i d u a l s  w i t h i n  a n  o r g a n i z a t i o n  ( R i r  F o r c e ,  
19'33:C). 

P r o c e s s  -- H s y s t e r f l a t i c  series of act i o n s  d i r e c t e d  
t o  t h e  achieverflent  of a g o a l .  T h e  c a r n b i n a t  ion of p e o p l e ,  
rnachine  a n d  e q u i p m e n t ,  raw materials, m e t  h o d s ,  a n d  
e n v i r o n m e n t  t h a t  p r o d u c e s  a g i v e n  r e s u l t  ( L e a d e r s h i p ,  
19'3%:17). 

P r o c e s s  R c t i o n  7earn (PAT) -- A g r o u p  af i n d i v i d u a l s  
who are k n o w l e d g e a b l e  i n  t h e  s e l e c t e d  p r o c e s s  a n d  c h a r t e r e d  
by s e n i o r  l e a d e r s  o r  p r o c e s s  o w n e r s  t a  a n a l y z e  a n d  imprcrve  a  
t a r g e t  p r o c e s s .  PHTs c a n  be forrned at  a n y  o r g a n l z a t  i n n a l  
l e v e l  (Flir F o r c e ,  1993:P) .  

Uual i t y  -- C o n s i s t e n t l y  m e e t i n g  o r  e x c e e d i n g  
c u s t o m e r  e x p e c t a t  i o n s  ( H i r  F o r c e ,  1993:U) .  

Q u a l  i t y  C i r c l e s  -- Qua1 i t y  ~ r f l p r o v e m e n t  a n d  self 
iniproverflent s t u d y  g r o u p s  cornposed o f  w o r k e r s  a n d  t h e i r  
s u p e r v i s o r  who f u n c t i o n s  a s  a l e a d e r  ( R i r  F a r c e ,  1'3'33:W). 

Q u a l i t y  C o n t r o l  -- H m a n a g e r i a l  p r o c e s s  w h i c h  
c o n s i s t s  o f  t h e  f c ~ l l o w i n g  s t e p s :  (1) e v a l u a t e  a c t u a : L  q u a l i t y  
p e r f o r m a n c e ,  ( E )  curflpare a c t u a l  p e r f o r r ~ i a n c e  t o  q u a 1  i t  y  
g o a l s ,  and  (3) t a k e  a c t i o n  o n  t h e  d i f f e t - e n c e  ( L e a d e r s h i p ,  
199E: 1 8 ) .  

Q u a l i t y  lrflproverflent -- T h e  o r g a n i z e d  crest ion  of 
b e n e f i c i a l  c h a n g e .  Improvement o f  p e r f a r r f l a n c e  tc* a n  
u n p r e c e d e n t e d  l e v e l  ( L e a d e r s h i p ,  1Y9E : 5 8 ) .  

St a t  i st i c a  l P r o c e s s  Cont  ro 1 ( SPC) -- 1 h e  a p p l i c a t i o n  
o f  s t a t i s t i c a l  t e c h n i q u e s  f o r  n iea l ju r ing  a n d  a n a l y z i n g  t h e  
v a r i a t i c a n  i n  p r o c e s s e s  ( H i r  F o r c e ,  1993:S). 

S u p p l i e r s  -- 'The s o u r c e  o f  materials, s e rv~ce ,  o r  
i n f o r n l a t i o n  i n p u t  t o  a p r o c e s s .  Yuppl  iers c a n  b e  i n t e r ~ ? a l .  
or e x t e r n a l  t o  a n  organization or  g r o u p  (Rlr*  F o r c e ,  1393:S). 



( T a b l e  1.1 c o n t . )  

T o t a l  R u a l i t y  -- H s t r a t e g i c  i n t e g r a t e d  s y s t e m  tar  
a c h i e v i n g  c u s t o m e r  s a t  i s f a c t  i o n  t h a t  i n v o l v e s  a1 1 m a n a g e r s  
a n d  employees  and uses q u a n t i t a t i v e  m e t h o d s  t o  c o n t i n u o u s l y  
improve ar, u r g a n i z a t  i o n '  s p r o c e s s e s .  O f t e n  cornbined w i t h  
o t h e r  words  t o  i n d i c a t e  t h i s  a p p r o a c h  tcn v a r i o u s  
o r g a n i z a t i o n a l  f u n c t i o n s  o r  a c t i v i t i e s ,  a s  i n :  T o t a l  Quality 
Management; T o t a l  D u a l i t y  L e a d e r s h i p ;  T o t a l  Q u a l i t y  C o n t r o l ;  
a n d  T o t a l  R u a l i t y  C u l t u r e  ( H i r  F o r c e ,  1 9 3 3 : T ) .  

T o t a l  Q u a l i t y  Management (TQlrl) -- GI t e r m  i n i t i a l l y  
c o i n e d  i n  1983 by t h e  N a v a l  Flir S y s t e m s  Conlmand t o  d e s c r i b e  
its management a p p r a a c h  t o  q u a 1  i t  y  irnprovernent .  S i m p 1  y  p u t ,  
TDM is a management a p p r o a c h  t o  l o n g  tern1 s u c c e s s  
( c o n t i n u o u s  improvement )  t h r u u g h  c u s t o n i e r  s a t  i s f  act i o n .  1 G!M 
is based o n  t h e  p a r t i c i p a t i o n  o f  a1 1  mernbers o f  a n  
o r g a n i  z a t  i n n  i n  i m p r a v i n g  p r o c e s s e s ,  p r o d u c t s ,  s e r v i c e s ,  and  
t h e  c u l t u r e  i r ~  which t h e y  work.  1-RM b e n e f i t s  a l l  
o r g a n i z a t i o n  members a n d  s c t c i e t y .  l ' h e  m e t h o d s  w h i c h  g u i d e  
t h e  implementation o f  t h i s  a p p r o a c h  are f o u n d  i n  t h e  
t e a c h i n g s  o f  q u a l i t y  l e a d e r s  s u c h  a s  P h i l i p  H. C r o s b y ,  W.  
Edwards  Deming, Rrmand V. F e i g ~ n b a c t r ~ l ,  K a o r u  I s h i l t a w a ,  ancl 
3. M. J ~ ~ r a n  ( L e a d e r s h i p ,  1992 r 19). 
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The p u r p o s e  o f  t h i s  c h a p t e r  is t o  p r o v i d e  a 

f o u n d a t  i o n  far' u n d e r s t a n d i n g  t h e  T o t a l  Uua l  i t y  Management 

(TQM) p h i l o s o p h y .  T h e  infcnrrflat ion  p r e s e n t e d  i n c l u d e s  k e y  

e l e m e n t s  caf t h e  TOM a p p r o a c h  t o  management.  Cllsu i n c l u d e d  

i n  t h i s  c h a p t e r  are t h r e e  t a b l e s  w h i c h  o f f e r  a more g r a p h i c  

d e p i c t i o n  o f  what 'TOM r e p r e s e n t s .  Une t a b l e  a d d r - e s s e s  t h e  

d i s p a r i t y  be tween "old s t y l e "  management a n d  t h e  n e w e r  t o t a l  

q u a l i t y  a p p r o a c h  t o  management.  'I'he r e n i a i n l n g  tab les  

pr 'ovide some o f  t h e  y u i d i n g  p r l r ~ c i p l e s  r e q u i r e d  f o r  a 

s u c c e s s f u l  TBM t t - a n s f o m l a t i o n ,  a s  w e l l  a s  a list of " d e a d l y  

d i s e a s e s "  t h a t  d i m i n i s h  q u a 1  i t y  a n d  lower t h e  p r o d u c t  i v l t y  

o f  employees .  

R e c o g n i z i n g  t h e s e  c o n c e p t s  of T o t a l  Oual i t y  

Management c o n t r i  b u t e a  t o  a n  o v e r a f  1 u n d e r n t a n d  i n g  o f  T Q M ' s  

pr.imary t e n e t s .  I t  is f r o m  t h e s e  pr i r t la ry  t e n e t s  t h a t  

c r i t e r i a  f o r  n i e a s u r i n g  t h e  s u c c e s s  o f  ' T Q M  w e r e  d e v e l o p e d .  

Hence, t h e  i n f o r m a t  iarn d i s c c ~ v e r e d  d u l - i n g  t h e  d e v e l o p r f l e n t  o f  

t h i s  chap te r -  is what  p r o v i d e s  a b a s i s  for- t h i s  s t u d y .  



I N f  RODUCT I ON 

T o t a l  Q u a l i t y  Managernent is a ph i loscophy  w h o s e  

c h a r a c t e r i s t i c s  a r e ,  e f f e c t i v e l y ,  t h e  p r o d u c t  of s ta t  1st l c a l .  

q u a l i t y  c o n t r o l  and i n d u s t r i a l  e n g i n e e r i n g .  N e a r l y  a l l  ot 

TOM'S e a r l y  a p p l i c a t i o n s  w e r e  d e s i g n e d  fo r  t h e  u s e  of 

e n h a n c i n g  t h e  e f f i c i e n c y  o f  a s s e m b l y - 1  i n e  o p e r a t  i o n s  a n d  

o t h e r  rol.ut i n e  p r o c e s s e s .  

TOM w a s  o r i g i n a l l y  d e v e l o p e d  by R r n e r i c a n  

s t a t i s t i c i a n ,  W. Edwards  Deming. However,  M r .  Derfling' 5 

appt-c~ach tea manayerflent w a s  a d o p t e d  much rflore 

e n t h u s i a s t i c a l l y  i n  poe t -Wor ld  War I 1  J a p a n  t h a n  i n  t h e  

U n i t e d  S t a t e s  (Swiss, 19'328356). I t  wasnv t tunt i  1 t h e  l ' j / y 1 9  s 

t h a t  Rmerican b t ~ s i r ~ e s s e s  b e g a n  ta  t a k e  s e r i o u s  a c c o u n t  of  

t h e  d i s p a r i t y  be tween  t h e  r n a r k e t  p e r f o r m a n c e s  o f  J a p a n e s e  

p r o d u c t s  and o f  t h o s e  p r o d u c t s  m a n u f a c t u r e d  i n  t h e  U n i t e d  

S t a t e s .  I t  was t h i s  r e a l i z e t i c o n ,  i n  p a r t ,  t h a t  c o m p e l l e d  

11.3, c o r p o r a t i o n s  t o  e x a n l i n e  more c l c c s e l y  t h e  n i a n u f a c t u r i n ~  

. t e c h n i q ~ ~ e s  u t i l i z e d  by t h e  J a p a n e s e .  I t  w a s  t h e n  t h a t  

Rmer ican  e x e c u t  i v e s  b e y a n  t o  r e c o g n i  ze a n d  e n c o u r a g e  i n  

t h e i r  own compan:ies i n t e g r a t e d  q u a l i t y  p r o g r a m s .  

I n  a d d i t  i o n  t o  r n a j o r  p r i v a t e  c o r p o r a t  i ons  s u c h  as; 

G e n e r a l  Mca.tor'.;, Mcntorola, a n d  Xerox,  TL!M h a s  r e c e n t l y  b e e n  



embraced by U. 9. g o v e r n m e n t a l  o r g a n i  z a t  i o n s  as  t h ~ ?  

~.aanagerner~t  p h i l o s o p h y  a f  t h e i r  f u tu r -e s .  T a t a l  rdual i t y  

Managenlent w a s  e v e n  e n d o r s e d  b y  forrner P r e s i d e n t  Bush ,  whc* 

s t a t e d ,  " R e a s s e r t i n g  o u r  l e a d e r ' s h  i p  w i l l  r e q u i r e  a t l r r n  

corflmitnlent tct t o t a l  q u a l i t y  rnanagernent a n d  t h e  p r i n c i p l e s  o f  

c a n t  i n u o u s  irflprovement . . . Qua1 i t  y  l rnpruver~ ien t  p r i n c i p l e s  

a p p l y  . . . t o  t h e  p u b l i c  sectot. a s  w e l l  a s  p r i v a t e  

e n t e r p t m i s e "  ( S w i s s ,  1'3'32: 336). 

Under t h e  d i r e c t  i o n  o f  t h e  Clf f ice of Management  a n d  

Budge t  (OMS),  TGM h a 6  b e e n  d e s i g n a t e d  the o f f i c i a l  

rflarlagerflent-improverflent s y s t e m  of t h e  Ur r i t ed  S ta tes  

government .  'The F e d e r a l  Q u a 1  i t y  i n s t  i t u t e  (Fa1 > was 

e s t a b l i s h e d  i n  1988 tct p r i n v i d e  l e a d e r s h i p ,  e d u c a t i o n ,  

t r a i n i n g  and  t e c h n i c a l  a s s i s t a n c e  i n  q u a l  i t y  ~ m p r o v e m e n t  f o r  

f e d e r a l  rcianagers. H6 a res~t l t ,  t h e r e  r e r r ~ a i n s  a n  o n g o i n g  

e f f o r t  by t h e  f e d e r a l  g o v e r r ~ r n e n t  t o  u t i l i z e  IQl r l  n i e t h o d s  tcl 

a1't;er or-ganizat ;  i o n a l  c ~ ~ l t  u r e s  a n d  i m p r o v e  pub1  i c  rnanagernent 

p r a c t i c e s  ( M i l a k a v i c h ,  1'39@:266>. 

K E Y  ELEMENTS OF UEMINB'B TGM UPL'HOHCH 

The  f o u n d a t  i o n  o f  a n  i n t e g r a t e d  q u a l  i t  y p r o g r a m  must  

b e  a cortipr.ehensive r ~ n d e r s t a n d i n g  o.F t h e  p r c f g r a m y  s 

f u n d a m e n t a l  e l e m e n t s .  I t  is frurfl t h e s e  e l e r n e n t s  t h a t  a n  



cot-ganizat ian  d e v e l o p s  its own a p p r o a c h  t o  c h a n g e  a n d  

o r g a n i x a t  i o n a l  irnprovernent. T h i s  a s p e c t  of 7G1M is impcar tan t  

s i n c e  t h e r e  is n o  s p e c i f i c  set of p l a n s  o r  a c t i v i t i e s  t h a t  

must be  f o l  lowed irl o r d e r  for. a n  o r g a n i z a t  i o n  t o  i n c o r p o r a t e  

a TQM program (Hyde 1392:27). However, w i t h o u t  t h e  g u i d a n c w  

o f  key e l e m e n t s ,  a n  n r g a n i z a t  i o n ' s  foclls may l a c k  direct i n n ,  

and  i n  t h e  end ,  i t  rnay b e  u n a b l e  t o  n i e a s u r e  i ts s u c c e s s  

a g a i n s t  i n i t i a l  e x p e c t a t i o n .  -!.he f o l l a w i n g  k e y  e : ler f ler~ts  o f  

Deming's l ' W M  a p p r o a c h  set t h e  s t a g e  f o r  a f u r t h e r  

u r ~ d e r s t a n d i n g  o f  t h e  i n d i v i d u a l  principles o f  T o t a l  L ! u a l i t y  

Management. 

Worker Involvement  

Frorn a p r a c t  i ca l  s t a n d p o i n t ,  t h e  h e y  tcu improvement  

u n d e r  t h e  TQM p h i l o s o p h y  is t o  i n v o l v e  w o r k e r s  a t  a l l  l e v e l s  

o f  t h e  irnprovernent p r c c e s s .  T h i s  e f f o r t  s h o u l d  b e g i n  a t  t h e  

d a t a  collect i o n  p h a s e ,  a n d  c a n t  i n u e  t h r o u g h  t h e  analysis 

phase ,  u n t  i 1  f u l l  i rnp le rnen ta t  i o n  h a s  b e e n  i r ~ s t a l  l e d .  TWM 

a t t e m p t s  t n  e n s u r e  t h a t  t h o s e  p e r f o t - m i n g  t h e  wat-k h a v e  t h o  

s k i l l s  n e c e s s a r y  t o  d e t e r m i n e  how t o  irnprcwe p r o c e s s e s  a n d  

t h a t  t h e y  h a v e  access t o  o r g a n i z a t i o n a l  p r o c e s s e s  w h i c h  

inccnrpnrat  e t h e i r  e , F f a r t s  i n  t h e  i r i~provernen t  p r o c e s s .  I-UM 

  tresses t h a t  i n v o l v e m e n t  i n  t h e  a n a l y s i s  of q u a 1  i t y  c o n t r o l  

mwasinws s h c ~ u l d  be rernaved t r a r f l  t h e  s p e c i a l i z e d  a n d  



c e n t r a l i z e d  e x p e r t  s ta f f  u n i t s ,  t a  t h e  l i n e  l e v e l  e m p l o y e e s .  

T h e  e m p h a s i s  i n  o n  a l l o w i n g  w o r k e r s  t o  remain close t o  t h e  

d a t a  r e g a r d i n g  t h e  w a r k  e f f c t r t s  t h a t  t h e y  p e r f s t r n i  (Wolf, 

19321217). 

Work Wi th  S u p p l i e r s  

R n a t h e r  p a r t i c u l a r  e m p h a s i s  o f  D e r n i n g ' s  TG!N c o n c e r n s  

t h e  r e l a t i o n s h i p  f a r  w o r k i n g  w i t h  s u p p l i e r s  a n d  

s u b - c o n t r a c t o r s .  E f  fect i v e  TQM p r o g r a r n s  i n t e g r a t e  s u p p l  lers  

i n t o  o n g o i n g  i n i p r o v e m e n t  p r o c e s s a s .  Ueming  decries a w a r d  lnq 

c o n t r a c t s  o n  t h e  b a s i s  o f  l eas t  cast. I n s t e a d ,  a c c o r d l r ~ g  t a  

Denling, c o r g a n i z a t  icons s h u u l d  d e v e l o p  l o n g - t e r m  r e l n t  i o n s h i p r a  

w i t h  s u p p l i e r s .  T h e  p u r p a s e  u f  t h e s e  l o n g - e e r m  a r r a r ~ y e r n e n t s  

is t o  n u r t u r e  a n  a t t  i t u d e  of h a r m o n y  i n  order t o  i n i p r o v e  

s e r v i c e s  or  p r o d u c t .  T h e s e  i r # ip rove r f l en t e  d e m a n d  ef f ect l v e  

w o r k i n g  r e l a t  i o n ~ h i p s  a n d  t r u s t ,  a n d  s u p p l  iers t h e m s e l v e s %  

5hct~t:ld u s e  ccmt  i r ~ ~ l o i ~ s  irflproverflent t e c h n i q u e s  tor t h e i r  own 

p r o c e s s e s .  Demirrg e v e n  s u g g e s t s  t h a t  t h e  discont i n u a t  i o n  ol:' 

a  r e l a t i o n s h i p  is a p p r o p r i a t e  i n  t h o s e  cases w h e r e  t h e  

s u p p l i e r .  r e f # - t e e d  t o  a d o p t  q u a 1  i t y  i m p r o v e r f l e n t  t e c h n i q u e %  

(Wol f ,  1C332ri218). 



Focus  On The Customer  

f i n o t h e r  t e a t  u r e  o f  TOM i n c l u d e s  a f o c c u  an t h e  

cus tonler .  O r g a n i z a t i o n s  s h o u l d  i n t e r f a c e  w i t h  t h e i r  

customers t o  cleterrfline w h a t  t h e y  want ,  how w e l l  t h e  

o r g a n i z a t i o n '  s p r o d u c t s  o r  s e r v i c e s  meet t h e  n e e d s  o f  the? 

c u s t o m e r  ot- c l i e n t ,  and what  c a n  b e  d o n e  t o  a m p r o v e  s e r v a c e .  

T h e  custonier- is, t h u s ,  i n v o l v e d  i n  t h e  irf lprovenier~t  e f f o r t  

(Wolf, 183%:%13). 

E d u c a t i o n  Nnd Development 

Uerniny c o n t e n d s  t h a t  e i  y h t y - f  i v e  p e r c e n t  of t h e  

problenls  a s s o c i a t e d  w i t h  a n y  m r g a n i z a t i o n  can be  fa i tnd  iu'l 

. t h e  s y s t e m  and t h e  r e m a i n i n g  t i f t e e n  p e r c e n t  i n  t h e  p e o p l e .  

R t  t h e  sarne t i r n e ,  however ,  Ueming s u g g e s t s  t h a t  t h e  

p r o c e s s e s  o f  d e v e l o p i n g  w o r k e r  k n o w l e d g e  a n d  s k i  l 1s  are a l so  

sys tenr  problenis .  The most o f t e n  c o n v e n t i o n a l l y  u s e d  p r o c e s s  

i n f o r m a l  l e a r n i n g  o n  t h e  j o b  -- e n s u r e s  t h a t  t h e  

v a r i a t i o n  a f  worker  p e r f o r m a n c e  w i l l  b e  s u b s t a n t i a l  a n d  tha t ;  

mc~ving t h i s  p r o c e s s  tca a l e v e l  h i g h e r  i n  t h e  s y s t e r n  w o ~ l l d  b e  

v e r y  d i f f i c u l t .  I n  TOM, a major method f o r  i m p r o v i n g  t h e  

s y s t e m  is t o  t r a i n  a n d  v e t r a i n  wcnrkers c o n s i t a n t  1 y. Workc.rs 

s h o u l d  be  t r a i n e d  t o  p e r f o r m  t e c h n i c a l  t a s k s  a n d  t o  u s e  



s t a t i s t i c a l  c o n t r o l  a n d  o t h e r  t e c h n i q u e s ,  a n d  t o  rnanagc? 

e f f e c t i v e  working re la t  i o n s h i p s  w i t h i n  a n d  across 

curganzat i o n a l  u n i t s .  T r a i n i n g  a n d  r e t r a i n i n g  are e s s e n t  ia l .  

e l e m e n t s  i n  i rnprav ing  t h e  q u a l i t y  o f  o r g a n i z a i o n a l  

p e r f o r m a n c e  i n  t h e  'TQM p r o c e s s  ( W o l  f, 199E: 22U) . 

THE F'HINCIF'LES OF TO.I'Ht UUCILI TY MRNCIEEMtNI 

I n  t h e  p1.1blic sector, t o t a l  q u a l i t y  management; 

d e s c r i b e s  a l l  t h i n g s  o f  v a l u e  t o  a p u b l i c  s e r v i c e  

o r g a n i z a t i o n  and t o  t h e  e n d  u s e r s  of i t s  s e r v i c e s  or 

p r o d u c t s .  I n  g e n e r i c  t e r m s ,  t h i s  w o r k i n g  d e f i n i t i o n  

incl l . tdes t h e  p h y s i c a l  c h a r a c t e r i s t i c s  o f  t h e  s e r v i c e ,  

p r o d u c t  i v i ' t y ,  e f f i c i e n c y ,  e t h i c s ,  morale, s a f e t y ,  a n d  t h e  

p r u d e n t  u s e  c*f r esusurcee .  F l d d i t i o n a l  e l e r n e n t s  i n c l u d e  a s e t  

o f  p r i n c i p l e s ,  t o o l s ,  a n d  p r o c e d u r e s  t h a t  p r o v i d e  g u l c l a n c e  

i n  t h e  p r a c t i c a l  a s p e c t  of e n s u r i n g  q u a l  i t y  ( K e e h l e y ,  

193Erii). 

E f f e c t i v e l y ,  'TDM r e p r e s e n t s  a "new c t r d e r  o f  t h i n g s .  " 

I t  means c a n t  inuocts  q u a 1  i t y  impruvernent ,  w i t h  a c u s t o m e r  

f o c u s  and rneasurerflent of  r e s u l t s  ( M a y b e r r y ,  13'32: iiIG?). I t  

i n v o l v e s  q u a l  i t y  c h a n g e s  from a f t e r - t h e - f a c t  i n s p e c t  ions ta 

"up-strearfl" qua1 i t y  m a i n t e n a n c e .  I n  e s s e n c e ,  1'aM is a 

manager~ient i n r m v a t  i o n  t h a t  r e p r e s e n t s  a  s i g n i f i c a n t  



departure  fr-or11 t h e  stat1.t~ q u o  and af fects  t h e  n a t u r e ,  

l o c a t i o n ,  q u a l i t y ,  or q ~ ~ a n t i t y  of i n f o r m a t i o n  a v a i l a b l e  i n  

t h e  d e c i s i a r ~ - m a k i n g  p r o c e s s  (Kal rtzrry and NcLaugh 1 i n ,  

19'32:380). The cornpar-isnr~ xn T a b l e  2. 1 i l l u s t r a t e s  t h i s  

p o i n t .  



Cornpat- i s o n  of Management  S t y l e s  ............................................................ 

TRRDITIONHL MRNRGEWENT TOTRL UUQLITY MHNAtiEMENT 

Needs  o f  u s e r s  o f  p r o d u c t s  C u s t o m e r  ~ O C L I S ,  w h e r e  u s e r s  
and  s e r v i c e s  d e f i n e d  b y  o f  p r o d u c t s  a n d  s e r v i c e s  
s p e c i a l i s t s .  d e f i n e  w h a t  t h e y  wan t .  

E r r o r s  and  w a s t e  to1 e r a t e d  N o  t o l e r * a n c e  for  e r r o r s ,  
if t h e y  d o  n u t  e x c e e d  set waste, a n d  w o r k  t h a t  d o e s  
s t a n d a r d s .  n o t  add  v a l u e  t o  p r o d u c t m  

a n d  s e r v i c e s .  

P r o d u c t  s and  s e r v i c e s  
i n s p e c t e d  for  prc*blerns ,  
t h e n  " f i x e d .  " 

Many d e c i s i o n s  g o v e r n e d  
by a s s u m p t i o n s  a n d  g u t  
. P e e l i n g s .  

P r e v e n t  i o n  o f  p r o b l e m s .  

F a c t - b a s e d  d e c i s i o n s  u s l n g  
h a r d  d a t a  a n d  s c i e n t i f i c  
p r c c e d u r e s .  

Shor t - t e rn1  p l a n n i n g  b a s e d  L o n g - t e r m  p l a n n i n g  b a s e d  
a r o u n d  budge t  c y c l e .  on improving r f l i  s s i n n  

p e r f o r m a n c e .  

F ' roduct  o r  s e r v  i ce B i m u l t a r ~ e o u s  d e s i g n  OF 
d r s i  gned s e q u e n t  a a l l  y  by t o t a l  p r o d u c t  o r  s e r v i c e  
i s o l a t e d  d e p a r t m e n t s .  l i f e  c y c l e  b y  teams tror17 

rflany f u n c t  i o n s .  

C o n t r o l  and  i m p r o v e m e n t  
by i n d i v i d u a l  r n a n a y e r s  
and  s m c i a l i s t s .  

Improvement f o c u s e d  o n  
one - t  i r n e  b r e a k t h r o u g h s  
s u c h  as c c ~ m p u t e r s  a n d  
autcarnat i o n .  

Vertical s t r u c t u r e  a n d  
c e n t r a l  i z a t  i o n  b a s e d  
un c o n t r o l .  

'fearflwork ar11ccng manager-5, 
s p e c i a l  lstr,, e m p l o y e e s ,  
v e n d o r s ,  c u s t  onlers, 
a n d  p a r t n e r  a g e n c i e s .  

C o n t  i n u u u s  i m p r o v e m e n t  oP 
e v e r y  a s p e c t  o f  how wctrk 
is d o n e .  

H o r l  z u n t a  1 a n d  
d e c e n t r a l i z e d  s t r u c t  uro 
b a s e d  o n  max l r n l  z i n g  
v a l u e  a d d a d  t o  p r o d u c t %  
a n d  s e r v i c e s .  



(Table  2 .  l cont .  ) 

Short-term c o n t r a c t s  
awarded on t h e  b a s i s  
c ~ f  p r i ce .  

Vendor p a r t n e r s h  i p of 
long- te rm b u y e r / a e l  le t -  
o b i  i g a t  i o n s ,  b a s e d  cnn 
q u a l  i t y  and c o n t  inuoura 
impravement . 

Scaurcer Pat  Keehley, "TRM f o r  Loca l  Dovernments ,  " F'ubl ic 
_Managerslet-&, Rugust  1932, p. 11. 

Recording t o  G r a c e  Hopper,  t o t  a 1  qua1  a t  y ~nanagernent 

r e l i e s  on t h e  e x e c u t i o n  of a s i m p l e  f o r m u l a s  C + L + t l  + t c?  

-; TOM. That is t o  s a y ,  cus t c~rne r  fcncus + l e a d e r s h i p  -I. t e a m s  

+ t o o l s  = t o t a l  q u a l  i t y  nianagenient (Ulenn,  lY91: 1'7). 

Customer Facus 

In t h e  c o n t e x t  oP TQM, t h e  t e r m  " c u e t o n ~ e r "  r e q u i r e s  

a s l i g h t l y  d i f f e r e n t  p e r s p e c t i v e .  " C u s t o m e r "  d e s c r i b e s  t h e  

henef i c i a r y  of any e f f o r t .  The b e n e f i c i a r y  rnay b e  p e a p l e ,  

o r -gar~iza t inns ,  a f f e c t e d  c i t i z e n s ,  o r  the e m p l o y e e s  o f  t h e  

orgarti z a t  icgn. Bencf iciaries a u t  s i d e  t h e  cnrgani z a t  i o n  a r e  

r e f e r r e d  t o  a e  "external c u s t o m e r s ,  " whi. l e  t h o s e  w i t h i n  arm 

" i n t e r n a l  custamers .  " 

Y)es:i gnat ion ,  however,  is af 1 i t t  l e  c o n c e r n .  f h e  



erf lphasis  is t o  e r n b r a c e  t h e  i d e a  t h a t  TWM p l a c e s  t h e  c ~ t s t o m e r  

f i r s t .  W i t h o u t  t h e  c u s t o m e r ,  t h e  e f f o r t  h a s  n o  v a l u e .  T h e  

c u s t o m e r ,  whethet- i n t e r n a l  o r  e x t e r n a l ,  h a s  e v e r y  r i  y h t  t c ~  

have  t h e i r  r e q u i r e n i e n t  6, n e e d s ,  a n d  e x p e c t a t  i o n s  met t h e  

F i r s t  t irfle, and  n n  e v e r y  o c c a s i c a n .  H c c u r d i n g l  y ,  'Ib!M e x p e r t ,  

Len N a d l e r ,  p r o f e s s e s  q u a l i t y  t o  d e s c r i b e  a n  o f f e r i n g  t h a t  

c o n t i n u a l l y  rfleets or e x c e e d s  c u s t a r n e r  t - e q u i r e r n e n t s .  -1 h i s  

i d e a  a f  q u a l i t y  F u r t h e r  i m p l i e s  t w o  p r o p e r t i e s :  free of 

d e f e c t s  ( t h e  n e g a t  i v e  a s p e c t )  a n d  s a t i s t y i n g  t h e  c u s t a r n e r  

( t h e  p o s i t i v e  a s p e c t ) .  Kn c r e a t i n g  a p r o d u c . t ,  a s e r v i c e ,  or.. 

i n f o r m a t  i o n ,  t h e  t w o  a s p e c t s  m u s t  r e c e i v e  e q u a l  a t t e n t  i c ~ n  

(Glenn,  1991: 17). 

I n  t h e  f e d e r a l  gcavernrflent, t h e  q u a 1  i t y  e m p h a 6 l S  h a s  

t y p i c a l l y  f o c u s e d  o n  m i n i m i z i n g  d e f e c t s ,  o f t e n  u n d e r  the  

narne cnf p r u d u c t  i v i t y ,  z e r o  d e f e c t s ,  o r  q u a 1  i t y  c o n t r c o l .  l h e  

a t h e r  s i d e  o f  t h e  e q u a t i o n ,  s a t i s f y i n g  t h e  c u s t o n i e r ,  h a s  

n e v e r  been  d e v e l o p e d .  Cls a c o n s e q u e n c e ,  t h e  o v e r r i d i n g  

c o n c e r n  h a s  been  t o  c l a r i f y  i s s u e s  r e l a t e d  t o  t o l e r a n c e s  ancl 

s p e c i f i c a t i o n s .  l n t a n g i  b l  e elemer~.ts  s u c h  a s  c o u r t e s y ,  

a r r a n g i n g  work p r o c e s s e s  f u r  t h e  b e n e f i t  of t h e  c u a t a n i e r ,  

t.athet. t h a n  f o r  p e r s o n a l  c o n v e n i e n c e ,  a n d  g e t t  i n g  t h e  

p r o d u c t  or s e r v i c e  t o  t h e  c u s t o m e r  when i t  w a s  p r o m i s e d ,  ham; 

been l a t - g e l y  i g n o r e d  (Wlenn,  199@: 17). &iccompl i s h l n g  t i l : l s  

a s p e c t  o f  t o t a l  q u a l i t y  n ianayement  w i l l  r e q ~ l i r e  a 

t r .ansfor rna t  i o n  o f  . t h e  o r g a n i z a t i o n a l  c u l t u r e .  Gent inucaus  



irnprovemerit e f f n r t s  s h o u l d  b e  d i r ' e c t e d  a t  q u a l a t y  a s  d e t l n e d  

by t h e  c u s t o m e r ,  r a t h e r  t h a n  d r i v e n  by t h e  d e s i r e  t o  s a v e  

mlmney. 

Leaderski i p  

Fllthough r f lanagers  a n d  emplcsyees a re  f u l l  

p a r t i c i p a n t s  i n  s u p p o r t  irig a n d  h e l p i n g  t h e  u r g a n i z a t  Ion 

a c h i e v e  i t s  g o a l s  a n d  o b j e c t i v e s ,  i t  1s t h e  t o p  m a n a g e r s  a n  

o r - g a n i z a t i o n s  t h a t  s h o u l d  be u l t i m a t e l y  i n v o l v e d  i n  t h e  

sett iny  o f  t h o s e  g o a l s  avid O b j e c t i v e s .  -1 o p  management7  5 

r e s p o n s i b i l i t y  i s  t o  c l e a r l y  e m p h a s i z e  t h e  m i s s i o n  af t h e  

u r g a n i z a t i a n  and  t o  a r . t i c ~ t l a t e  a s c h e d u l e  tat' t h e  

p l -ogress ion  uf  t h e  new c o r p o r a t e  i n i t i a t i v e .  I t  is t h ~ ?  

l e a d e r s s h i  p  o f  rflanagement t h a t  a n  a r g a n i z a t  i o n  s h c ~ u l d  t a l l o w  

i n  ca r t -y ing  o u t  its m i s s i o n ,  b a s e d  uporr t h e  n e e d s  of i ts  

c c t s t  omer-3. 

'The "IeG!M a p p r o a c h  is ctf terr  i n c a r r e c t  l y v i e w e d  a s  a n  

c t p p n r t u n i t y  f o r  rr ianagers to a b r c t g a t e  t h e i r  r e s p o n s i  b l  1 ~ t i e s .  

: Ins tead ,  TL!M s h o u l d  b e  r e c o g n x i l e d  a s  a n  e f f o r t  whzch 

pt-ovides t h e  l e a d e r s h i p  t h e  role c+f l e a d i n g  a n d  d i r e c t i n g  

t h e  a c t i v i t i e s  ctf t h e  a r g a n i z a t i c ~ n .  I n  t h l s  r e s p e c t ,  

managers  c a n  a c h i e v e  m e a n i n g f u l  i m p r o v e m e n t s  irr t h e  eervlcr ;?  

and p r o d u c t s  t h e y  p r o v i d e .  T y p i c a l l y ,  t h i s  w i l l  b e  



accomp:l i s h e d  by f o c u s i n g  on t h e  n e e d s  of t h e i r  c u s t a r n e r s  and  

by t a k i n g  a d v a n t a g e  of t h e i r  e m p l o y e e s '  e x p e r i e n c e  l n  

iniproviny . the  p r o c e s s e s  t h a t  are u s e d  t a  rneet t h o s e  n e e d s  

(Moor~s, 1331 :38). O t h e r  p r o - a c t  i v e  a p p r o a c h e s  t o  e f f e c t  IVE? 

q u a l i t y  l e a d e r s h i p  i n c l u d e  t h e  t o . l l a w i n g :  

1. V a l u e  a n d  u t i l i z e  t h e  c u l t ~ t r a l  s t r e n g t h s  a n d  
i d i c t s y n c r a c i e s  of  t h e  work force. 

2. E n c o u r a g e  and  t a k e  s e r i o ~ . \ s l y  emplc tyees '  
s u g g e s t  i o n s  a n d  i d e a s  t a r  i m p r u v e m e n t .  

5. Crea te  a n  e n v i r u n n i e n t  t h a t  i n v i t e s  a n d  p r o r n o t e ? ~  
r i s k - t a k i n g .  

4. E x p e c t  m i s t a k e s  a n d  t a i l u r e s  a s  p a r t  a f  t h e  
p r o c e s s .  

5. P r o v i d e  s u p p o r t  a n d  h e l p  -- n o t  blarfle -- 
when f  a i  1  u r e  n c o u r s .  

6. C e l e b r a t e  l e a r n l n g ,  ntrut 31.1st p o s i t  i v e  r e s u l t s .  

7 .  Reward s u c c e s s  i m m e d i a t e l y  t o  b u i l d  on t h e  
e n e r g y  from a n  achieverfler j t .  

8.  Pr-ornate t h e  p u r s u i t  o f  p o t e n t i a l  new 
i d e n t i t i e s  (Hammond, 1992:1@7). 

Teams 

Teams a r e  v e q u x r e d  t o  s t u d y  and i m p r o v e  t h e  

pt-aoessem t h a t  a r e  i n h e r e n t  elerfler~ts o F  u r g a n i  z a t  i o n s .  

Ider1.t i f y i n y  t h e  c u s t o r c l e r s 7  n e e d s  a n d  de . l ;e r r f l in ing  t n e  

d  i spa r - i  t y  b e t  ween t h o s e  n e e d s  a n d  o r g a n 1  z a t  iona 1 p e r f ' o r m a r ~ c e  

d e s c r i b e s  t h e  i n i t i a l  u n d e r t a k i n g .  



"i'eani c a r f l p n s i t i a n  is t y p i c a l l y  f i v e  t n  e i g h t  

employees,  who a r e  d r a w n  f r a n i  across t h e  u r g a n i z a t i o r ~  

(Glenn,  1991 :19). A d d i t  i u n a l l y ,  t h o s e  i n d i v i d c r a l s  shuu lc l  b e  

e x p e r t s  a t  t h e  work p r o c e s s  -- t h a t  is t o  s a y ,  t h e y  a re  thc? 

i n d i v i d i l a l s  who a c t u a l l y  p e r f o r m  t h e  t a s k s .  T h e i r  c h a r t e r  

s h o u l d  e s p o u s e  a r e s o l u t i o n  of p r o b l e m s ,  or-  a n  improvement  

irt wor-k p r o c e s s e s .  T h e i r  d  i s c o v e r i  es u r  s u g g e s t  i tens SnuLlld 

b e  t e s t e d ,  p i l o t e d ,  and  u l t i r f l a t e l y  in ip lernented.  ''I-he r o l e  ul" 

the qua1 i t y  team i n  irnp:lernent i n g  c n a n g e ,  r a t h e ? '  t h a n  r n e r e l y  

s u g g e s t  i r l g  c h a n g e ,  is iunique i n  t h e  managenierrt p r a x i s  

(Glenn,  i 9 9 1  : I ? ) ,  a n d  e p i t c t m i z e s  t h e  p a r t i c i p a t i v e  n a t u r e  o f  

t h e  TQM pr-ocess. A c c o r d i n g  t u  G l e n n ,  t h e  tear11 c o n c e p t  is 

d e t e r m i n e d  to be  t h e  b e s t  rneans u f  s o l v l r r g  prctblerns a n d  

imprav ing  work p r o c e s s e s .  I t  is t h i s  a v e n u e  t h a t  a l lows 

employees t o  talc= ownet.ship of t h e i r  work a n d  tcn t a k e  p r l c l e  

i n  t h e i r  a c h i e v e m e n t s .  

n c c o r d i n y  t o  Glenrr,  o r g a n i z a t i o n s  t h a t  ernploy t e n  

p e r c e n t  o f  i t s  niernbers o n  teanis a t  arty g i v e n  t inie c a n  be 

cctneidered s u c c e s s f u l  i n  bey  i n n i n g  t h e  TUM i rnplerf lenta t  i o n  

p rwcess  (Olenn,  1'391 : 191. Irl more c u r ~ ~ p e l  1 i n y  s t a t e m e n t ;  o f  

s u c c e s s  is t o  d e f i n e  a ccor~ip:le.t;ed c r ~ l t u r a i  t r a n s f a r m a t  i o n  of 

1q1.1al.ity ar a n  o r - g a n i z a t i o n  t h a t  h a s  as  tear11 rneliibers s i ~ t y  to 

ei yhty  p e r c e n t  o f  its err lp loyees  (Olenrt ,  1'331: 19). 



'The o r g a n i z a t i o n ' s  cohinrmxtment t o  t e a m  b u ~ l d i r ~ g  1s 

cxF pararf lnunt  in ipor ' t ance  t o  t h e  teaoly s s u c c e s s  a n d  s h o u l d  b e  

a t - t i c u l a t e d  as  p a r t  u f  t h e  o r g a n i z a t i o n ' s  p o l i c y .  L x k e  a l l  

a t h e r  TQPl i n i t i a t i v e s ,  tearfl b u i  l d i n Q  m u s t  be a t o p - d o w n  

p r ~ c e ~ s .  fit t h e  v e r y  least ,  team niernbet's m u s t  feel t h a t  

t h e y  are e n d o r s e d  at  t h e  h i g h e s t  l e v e l s  i f  t h e y  are e x p e c t e d  

to d e v o t e  t h e m s e l v e s  t o  t h e  e f fo r t .  Stated s i m p l y ,  t o t a l  

o t - g a n i z a t  i u n a l  cornroi tment  t o  TQM nlus t  b e  real ( F e r t  i k, 

19'31 r 4 4 ) .  

Team R e q u i s i t e s  

The  a b i l i t y  tn f u n c t i o n  e f f e c t i v e l y  as a team to 

accon ip l  i s h  p r e d e t e r m i n e d  g o a l s  r e q u i r e s  n i u r e  t h a n  j u s t  

desire. G l e n n  d e s c r i b e s  .four- a d d i t  lona l  tearfl t r a i t s  t h a t  

a re  r e q u i s i t e s  t o  ~ I - I C C ~ S S :  t r a i n i r ~ g ;  f a c i l i t a t i o n ;  

:Leaderssh lp ;  a n d  s u p p o t - t .  

T r a i r l i n g  is v i e w e d  as a f o u r - f o l d  element: s K l l l  

( t h e  a b i l i t y  af e a c h  i n d i v i d u a l  t o  p e r f a r m  h i s  o r  her-  j c ~ b  

c a r r e c t l y  a n d  c o r r s i s t e r l t l y )  j t h e  s t a t i s t i c a l  t o o l s ;  

i r r t e r p e r s o n a l  d y n a m i c s ;  a n d  t h e  p r i n c i p l e s  of t o t a l  q l - { a l i t y  

rflanagement. 

F a c i l i t a t i o n  is d e s c r i b e d  a s  t h e  d y n a m i c s  o f  



a s s i s t i n g  a team irl r e r n e i n i n y  o n  t r a c k .  I t  dues n o t  i n ~ p l y  

t h a t  t h e  tear11 is t o  b e  t o l d  i n  w h i c h  d i r e c t i o n  i t  s h o u l d  b e  

y a i n y .  R a t h e r ,  f a c i l i t a t i o n  r - e f e r s  tea t h a t  p r o c e s s  w n ~ c h  

assists a tearfl i n  a v e r c u r n i n y  i n i p a s s e s ,  a n d  a s s i s t s  t h e  tear11 

w i t h  t h e  t e c h n i q u e s  af TQM. M l t h o u g h  i n  t h e  b e g i n n i n g  l t  is 

o f t e n  c r i t i c a l  t o  s u c c e s s ,  f a c i l i t a t i o n  b e c o r n e s  less 

i rflport a n t  as  .t earns become more e x p e r i e n c e d  and 

s e l f - s u s t a i n i n g .  

L e a d e r s h i p  is d e f i n e d  a s  t h a t  element u t  t h e  tearfl 

t h a t  g u i d e s  i t  a l o n g  i n  t h e  d i r e c t i o n  t h a t  i t  is c o n s c i o u s l y  

p u r s u i n g .  W h e r e a s  t h e  f ac i l i t a to r  is s o r n e w h a t  p a s s i v e ,  t h e  

teani l e a d e r  r e r ~ l a i n s  an act i v e  p a r t i c i p a n t  i n  a c h  i e v i n y  t h e  

tearn' s o b j e c t  i v e s .  

I n  o r d e r  f o r  tearns t o  s u c c e e d ,  t h e y  n e e d  t o  rr la int  a l n  

t h e  v i s i b l e  suppoi . - t  of top  m a n a g e m e n t .  - r h e  o d d s  f o r  F ~ C I C C F ~ S E ~  

irolprove w i t h  a c o n s i s t e n t  s c h e d c ~ l  i n g  of r n e e t  i n y s  b e t w e e n  t h e  

t ean~  a n d  t h e  r ~ i a n a g e m e n t ' s  q u a 1  i t y  c o u r l c i  1. I t  is h e r e  t h a t  

% h e  q u a l i t y  c u i t n c i l  absolves t h e  tearfl o f  g e r r e r - a t i n y  w t - l t t e n  

r e p o r t s  by h a v i n g  f a c e - t o - f a c e  d  i o c r c r ~ s i a n s .  I -he  tearti alrso 

increases i t s  s e n s a t  i o n  uf erflpctwerment a s  rnanagernent  

d e n i u n s t r a t e s  i ts  s u p p o r t  b y  t a k i n g  t h e  t i r n e  t o  r e v i e w  a n t i  

anccou rage  t h e  tearti' s p ~ n g r e s s  ,t;owat-cl its n b j e c t  i v e s .  



T o o l s  

The .tocsls of TQM are e ~ 4 b j e c . t  t o  t h e  sarne r i g o r -  e.ti 

s c i e n t i f i c  rriethod. With  t h e  e x c e p t i o n  n f  b t ' a i n s t o r n i i n g  and 

. the  F i s h b o n e  diayr-aifl, a l l  o f  t h e  too ls  used irr TGlW are 

st a t  ist i c a l .  Flrnong thenil, t h e  rnnst coniroon a v e  P a r e t o  

a n a l y s i s ,  s c a t t  er- d  iagr-ams,  h is . tugt -ams,  r u n  c h a r - t s ,  box 

p l o t s ,  and r o n t r - a l  c h a r t s  t h p p e n d i x  H I .  T h e s e  tcactls, which  

reniain a necessar-y arrd irripot-t ant  i r ~ g r e d  i erst 1 n t o t a l  q u a 1  i.t y  

rrianagement, need to b e  unders tocad  by nlanagenient a s  w e 1  l as 

by or*yanizat  i o n a l  meo~ber-s ( K l  i n e ,  1992: 7 ) .  

T o t a l  qua1  i t y  managertierit r e p r e s e r r t s  a p a r t  i c i  pa ta r -y ,  

d e c e n t r a l i z e d  a p p r o a c h  t o  q1.1al i ty  a n d  p r - o d u c t i v i t y  

improvement. N e v e r t h e l @ s s ,  t h e  e m p h a s i s  for- the  7L1M s t y l e  

o f  rnanagenient m u s t  b e g i n  a.t t h e  t o p ,  arrd n11.15t; be enibraced 

e m p h a t i c a l l y  and i n  d e t a i l e d  f a s h i o n .  'TQM ae a manager - i a l  

il'incovat i o r ~  is viewed as a p a r a d i g m  sh iF , t  t h a t  a f f e c t s  tile 

whole  o r y a n i z a t  ion .  I t  r e q u i r - e s  art envir*orrmen-b o f  : l o w  

t h r e a t  and inipl i e d  j o b  s e c l . ~ r ' i t  y ,  a n d  t a k e s  t ime t o  implenient; 

a r d  i r ~ e t  i t u t i o n a l  i z e .  TUN d e p e n d s  o n  t h e  s t r e n g t h  0.f 

appare r t t  outcomes,  y e t  t h e  s t r - e r t g t h  of t h e  n a t c o s ~ e a  ius 



1  i l i e l y  t o  depend  a n  t h e  e x t e n t  04  a d o p t  i o n .  H o w  wel l .  

manager-s accurnrnndate t h l s  c y c l e  o f  c lepender tcy  a n d  riianage i ts 

e f f e c t s  w i l l  ultimately d e t e r r n i r ~ e  whether*  f U M  is t r ~ l l y  

a d o p t e d  a n d  i n t e g r a t e d  i n t o  t h e  o n y a i n y  a c t i v ~ t i e s  of  . t h e  

o r g a n i z a t i o n  ( K a l u z n y  a n d  M c L a u g h l i r + ,  1'3'32:30k7). 

Awareness  

Rwar-eness is t h e  f i r - s t  s t a g e  i n  t h e  p r o c e s s  c t f  

a d o p t i o n  of TUN and inc11.1des t h r e e  t r a n s i t i u i - ~ a l  c h a l l e n g e s .  

T h e  f i r - s t  c h a l  l c n y e  is t h e  iden l ;  i f icat  ion n f  ;I prr . forr icance 

yap .  I n  t h i s  e f f a r t ,  t h e  u r y a n i z a t i n n  rtiuves f rnn i  t h e  

a c c e p t a n c e  u f  t h e  s t a t  1.15 q u o  tca t h e  r - e c a y n l t  i o n  t h a t  t i 1 e r . e  

is a d i sc r . epa r~cy  b e t w e e n  how t h e  o r g a n i z a t  i u r t  i s  cl-tr-rent 1 y 

p a r f o r n i i n y  and  haw i t  ccnuld o r  s h o u l d  b e  pe r fu r - r i l r r~g .  

The s e c o n d  c h a l l e n g e  o c c u r s  when rilanagemerjt reali;?esa 

t h a t :  t h e  e x i e t i r t y  d e 4 i n i t i o n  uf c 1 u a l i . t ~  is n o  lor-bger- 

app t -up r ' i a t e  o r  a d e q u a t e .  T h e  t r a n s i t i o n  i r ~ v o l v e s  a 6h:i.fl: 

fr-om a t e c h n i c a l  d e f a n i t i r : + n  rsf q u a l i t y  t o  t h e  r e c o y n i . t i o n  

t h a t  a  sctb.]ect i v e  e v a l u a t i o n  r e g a r d i n g  cus t c t rne~ .  s a t  isPacl'C iur.1 

is r e q u i r e d  as  w e l l .  

'The t h i r d  c h a l l e n g e  i n v a l v u s  t h e  t r a n s i t  i c t r ~  -Fr,z~rb~ ;\n 

e n i p h a s i s  o n  t h e  al.ltoncvny czf t h e  o r y a n ~ z a t i o n ,  to t h e  



I - ecogn i  t ion o f  i n t e r d e p e n d e n c e  o f  a 1 1  p e r s o n n e l  i n v o l v e d  i r . ~  

p r o v i d i n y  q u a l i t y  cef p r o d ~ i c t  or- s e r - v i c e s  ( l < a l u z n y  a n d  

McLaLIghlin, 1992:381). 

I d e n t i f i c a t i o n  

'The s e c o n d  s t a g e  of t h e  a d 0 p . t  ion p r o c e s s  is .tu 

i d e n t i f y  TGlrl a s  t h e  a p p r u p r - i a t e  e u l u t  i o n  t u  t h e  pe r fu r -mancw 

issue. T h i s  awar.cness may corile t n r u u g h  p a s s i v e  a c t i v i t i e s  

s u c h  a s  q u a 1  i t y  seminars or more p r o n o u n c e d  reaL i z a t  ions 

such a s  t h e  s u p e r i c ~ r  p e r f o r m a n c e  0.F c o r ~ i p e t i n g  i n s t i t u t i a n s .  

R e g a r d l e s s ; ,  once TUM is i d e n t i f i e d  a s  t h e  s o l u t r c ~ n ,  t h e  

o r g a n i z a t i o n  mus t  t a k e  s t e p s  t o  a c c e p t  i t  a s  a yr . r idl r ry  

p h i l o s o p h y .  

: [mplernentat  i on  refers  'tck t h e  a c t  ~..ral p r r s e r r c k ,  co-F 'I b!IT 

a s  a n  i n t e g r a t e d  f u n c t i a n  u f  t;hu o r g a n i z a t i o n .  llir 

inst i t u t  i o n a l  i z a t  i o n  p r o c e s s  w i  11 beccame evident a s  

e m p l o y e e s  a t  a l l  l e v e l s  u s e  k e y  w o r d s  t o  d e s c r i b e  

o r - g a r ~ i z a t  i a r j a l  a c t i v i t i e s ,  ar~cl b e c o m e  t r ~ t l y  c c : m l , f o r t a b l e  w i t h  

t h e  u n d e r l y i n g  c o n c e p t s .  



The t r a n s i t  iurral  c h a l  l e r ~ y e s  h e r e  f o c u s  o n  a s s u r i n g  

i n s t  i t u t i a n a l i z a t i o r ~  a n d  i m p a c t  w i t h i n  t h e  ccrqarri  za. ' ictn.  

T t7a in i r t g  a n d  r~ i en to r - i ng  e n s u r - e  t h e  d e v e l o p m e n t  auld pi-c,wtli oF 

. t h e  w a r k  g r o u p s .  O t h e r  a c t i v i t i e s  r e q u i r . e d  f o r .  ? i u c c e s a f n l  

i r ~ l p l e r f l e n t a t i n n  i n c l l l a e  a m a d i f  ica t ion o f  3ctb d e s c r i p t i u r , ~ ,  

r ewavd  e y s t e r n s ,  arid e x i s t  i n g  p e r f o t 7 m a n c e  a p p r - a i s a l  e y s t e m c ,  

( K a l u z r t y  and  M c L a u g h l i n ,  1992:283). 

I n ~ p l e r n e r t t a t i o r ~  o f  a t o t a l  q u a l i t y  riianayaritert.C 

p h i  l u s o p h y  i n  t h e  pub1 ic sector c a n  h a v e  p r o f o u n d l y  p a s i t  i v ~ !  

e f f e c t s ,  pr- iniar i  l y  b e c a u s e  gover-nrnen-Ls a t  dl l l e v e l s  s c t f  f e r -  

f rnrn " d i s e a e e s "  w h i c h  d i m i n i s h  t h e  q l - ~ a l i t y  o f  s e r v i c e s  and 

l o w e r  t h e  p r o d u c t i v i t y  af e m p l u y e e s .  " l ' ab l e  2.2 : l i s . t s  .the 

s e v e n  d i s e a s e s  i d e r r t  i f l e d  b y  L)erning. 



T a b l e  2. k2 

D e m i n g '  s S e v e n  D e a d  l y Diseases - 

1. LHCK O F  CONSTFINCY 151' PUiiPO?iE, resl-11 t i n g  I'r'nni a 
f a i l u r e  t o  p l a n  f o r  s e r v i c e s  t h a t  w i l l  b e  n e e d e d  i n  t h e  
f u t u r e ,  p r o v i d e  l e a d e r s h i p  F o r  c h a n g e ,  a n d  o f  for- r e w a t - c l  i n n  
car-eet- o p p o r - t u r t i t  ies f o r  p u b 1  ic  manage t - s .  

2 EMPHRSIS 01\1 SHORT-1ERlrl ' T H I N K I N G  a n d  t h e  anncta3. 
b u d y e t  c y c l e s  o f  r n a s t  g u v e r n m e n t s  r e i n f  c w c o s  a 
"cost-c1.1Ct i n # "  a p p r o a c h  t h a t  i n h i  b i t s  l o n g - t e r m  ql-la1 i t y  
i m p r o v e m e n t .  

3. THE DEVFISTHTING EFFEC18 DF; HNNUHL "MEHI'I'" 
REVIEWS, c u r v e n t  p e r s o n n e l  p r a c t i c e s ,  a n d  i n d i v i d u a l  
p e r f o r m a n c e  e v a l u a t  i o n s ,  w h i c h  d u  mat-e t c  d e m o r a l  lize t n a n  
d e v e l o p  t h e  p u b l i c  s e r v i c e .  

4. MOBILITY O F  SENIOFI PIRNCIOEMEN'T, ancl r t l s u l t i n y  
d i s c o r l t  i n l - t i t y  i n  a d r t i i r l i s t r a t  i v e  l e a d e r s h i p .  l h e  average* 

t e n u r e  05 a n  a s s i s t a n t  s e c r e t a r y  i n  a f e d e r a l  e x e c u t i v e  
d e p a r t m e n t  is a p p r u x i r n a t e l y  e i y h t e e n  n i o n t h s ;  a t  t h e  s t a t e  
a n d  local l ~ v e l s ,  t u r n o v e t .  i ~ i  o f t  e n  h i  gnar-. 

5. MRNROING BY V I S I B L E  FlLiUIiEG @LONE, arc;,:, l inc~wn ari; 
" r ~ l a n a ~ e r n e n t  by t h e  n u m b e r s ,  " is a p r a c t i c e  e n d e m i c  tca 
s e r v i c e  cnrgar t i za t  i o n s ,  p a r t  i c r t l a r - l y  y o v e r n r ~ ~ e n t a l  , . rnlt  5. 

6. EXCESSIVE PIEUICRL CtiSTS. l ' h i g  a p p l  les niair-lly irt 
t h e  U n i t e d  S t a t e s .  

7. kXCESSIVE L I R B I L I ' r Y  COSTS, t r e q u e n t  1 y 
f ? x a g g e r a t e d  by a t t o l - r t e y ~  wot-king o n  c n n t  l n y e n c y  fees. 

- - - - .- - .- - .- - - - - - - - - - .- . - -. -, - .- .- .- - -- - - - - . - - .- - - - - - - - - .- - . - .- - - - .- - - .- .- .- - - 
Sour-ce:  M i c h a e l  E. M i l a k o v i c h ,  " I o t a 1  i d t . ~ a l i t y  m a n a g e m e n t  -I;uv. 
P i ~ b l i c  F'rctduct i v i t y  Irflpr'overflent, " C4r.rbllc F ' r -aduc t  i v i t y  a n d  
Vlanagenient Rev iew X I V  F a 1  1 1Y3312(: p. 33.  



W. Edwards D e r j i i n y  p r o v i d e s  a n  i n t c + g r a t  a n g  r~iartayer~iwnt; 

phi  l u s a p h y  t o  ci.lre t h e s e  d i s e a s e s .  lrnplenlertt  i o n  1 5  r e q u i r - e d  

by s e r ~ i u r  l e a d e r s  who are  conimi t t e d  t o  c h a n g e .  Demrngl 5 

t h e o r i e s  and  n ie thods  stress b o t h  s tat is t  ice1 p r o c e s s  o a n t r o l  

and b e h a v i o r a l  t e c h n i q u e s  t u  inipr-ove q u a 1  i t  y. Both a s p e c t s  

o f  t h e  p h i l o s o p h y  are e q u a l l y  i r i l p o r t a r ~ t  b e c a u s e  i ' t  i s  t h e  

s y n e r y  ist ic i m p l e m e n t a t  iorr  crf Demirrg' s " f o u r t e e n  p o i n t s + "  

t h a t  l e a d s  .to c o n t  i r r u u ~ l s  i r f lprovernents  i n  q u a 1  i t  y. 

( M i l a k u v i c h ,  1990:i268). T a b l e  2.3 h i g h l i g h t s  t h o s o  

reroedies.  



' T a b l e  2. S --- 
Denling' s F a u r t e e n  P o i n t s  f o r  D l - t a l  i t  y  I m p r o v e m e n t  

1. C r e a t e  c u r t s t  a n c y  of p u r p o s e  towat-d i m p r - a v e m e n t  
caf p r o d u c t  a n d  s e r v  1 ce. 

2. Hdop t  t h e  New P h i l o s o p h y .  

3. C e a s e  d e p e n d e n c e  c8r1 mass i n s p e c t  i n n .  

4. End t h e  p r a c t i c e  o f  a w a r d i n g  c o n t r a c t s  can ,the+ 
b a s i s  o f  p r x c e  t a g  alone. 

5. Impr*ove c o n s t a n t  1 y  a n d  forever . t h e  syster~i cuf 
p r o d u c t  i o n  a n d  s e r v i  oe. 

6. I n s t i t u t e  n lodern  n i e t h o d s  c*P tr-airoil-19. 

7. I n s t i t u t e  l e a d e r s h i p .  

8. D r i v e  o 1 . k  F e a r  sn t h a t  e v e r y o n e  may wt:,rlc 
e f f e c t i v e l y  .For t h e  a r g a n i z a t  ion. 

9. B r e a k  down b a r r i e r s  b e t w e e n  s t a f f  areas. 

18. E l i n i i n a t e  a r b i . t r a ~ - y  n u m e r j . c a l  g o a l s ,  s l c 4 g a n s  
a n d  t a r g e t s .  

11. E l i m i n a t e  w o r k  s t a n d a r d s  a n d  n u m e r i c a l  quotas. 

12. Hernove b a r r i e r s  t h a t  r-ob e m p l o y e e s  O F  t h e i r  
p r i d e  i n  wnrkn iansh ip .  

13. I n s t  i t n t e  a v igoro t . t s  p r a g r a r n  o f  ecl~.ice:+t Ian anc:l 
r e t r a i n i n g .  

14. T a l e  ac t  i o n s  t o  a c c o r ~ l p l  i s h  t n e  O r a n s f o r l i i a t  ion. 

S o u r c e :  M i c h a e l  E. I v l i  1 a k u v i c h ,  " E n h a n c i n g  t h e  O u a l  1 t y a n d  
Pr-oduct  i v i t y  a f  S t a t e  a n d  L o c a l  G o v e r n n i e n t ,  " Nat i o n a l  Civic::  
Review M a y / J u n e  19'30: p. 271. 



T H E  FEEDBHCK C Y C L E  

T o t a l  q u a l i t y  m a n a g e r n e n t 9 e  focile is on t h e  w o r k  

p r o c e s s  and t h e  work g r o u p 9  s r e s p o r ~ a l b i  1 i t y  f o r  makir-fig 

sys te rns  e f f e c t i v e  a n d  enrjur- ing imprc~vecl p r o d u c t  a n d  s e t - v i c e  

q l - t a l i ty .  Given  t h e  e m p h a s i s  o n  p a r t i c i p a t i v e  management  and 

work tearns, rfleasurernents st7oulcl co l lec t ,  n o t  isc,:t a t e  Oiyde, 

1'391-9264'3). Tall asser ts  t h a t  Che a s s e s s e m e n t  caf qr ra l  il;y ir i i  

most a p p r o p r i a t e l y  rnade by t h e  i n d 3 v l d n a l  t - e c e i v l n g  t h e  

pt-oduct o r  se t 'v ice .  k s  a r e s u l t ,  t h e  e m p h a s i s  8cw.n I lJM $3 $1 

mare demanding measurenient  d  i rf lensi  n n  -- o b . t a i n i  n g  d i t-ect 

f e e d b a c k  from p r o d u c t  a n d  s e r v i c e  r e c i p i e n t s  (Hyde,  

1931-92:50). 

'This  t y p e  o f  f e e d b a c k  is g e n e r a l l y  c a l  : led " c i t s t o o l e r ~  

sa t  i s f a c t  i n n "  rfleast.trenient a n d  i t  i n c l  u d e s  eome vet-y bas;lc: 

a s s u m p t i o n s .  F i r - s t ,  t h e  terr~i " c i l s t o m e r "  d e f  i n e e  a r a n g e  at. 

c o n t a c t s  i n  a sygtem.  E a c h  p a r t  of  a n  o r , g a i * l l z a t i n n  h a s  

cu.jtortiers, and is a cus to r f l e r  t a  someone  else. Eieconcl, t h e  

c o n c e p t  of " f o c u s  n n  t h e  c* .~s tomet-"  e x p a r ~ d e  t h e  l ist  O:OF 

p a r t i c i p a n t s  i n v o l v e d  i n  t h e  p r o d u c t  i o n  or s e r v i c e  p r o c e s t i  

t o  i n c l u d e  s u p p l i e r s  ( c o n t t - a c t o r s  a n d  v e i ? d o r s ) ,  i n to t -va .1  

c u s t o m e r s ,  and s i t p p o r t  yt'oups i n  t h e  o r - g a n i  z a t  i o n ,  end 

va l - ious  e x t e r n a l  c c t e b o m e r s  who d x r e c t l y  o r  i n d i r e c t  :l.y 

Y - e c e i v e  s e t - v i c e s ,  i n f o r m a i o n ,  arrd p r o d u c t s .  F i r r a l l  y ,  



custor~iet-  fac1.1~ asel.tnles a b a s i c  set a f  v a l u e s  for- a1 1. 

c u s t o m e r s .  I t  is e q u a l l y  irflpcwtarit t c ,  krmw how much v a l u e  

c u s t o m e r s  a t tach  t o  vat'icnt.~s a 5 p e c t s  05 s e r v i c e  d e l  i v e r y  ut.. 

ot -gan iza t  i o n a l  r e s p o n s i v e n e s s  a s  i t  is to k,now how c u s t u a e r - s  

r a te  t h e  v a l ~ t e  o f  t h e  s e r v i c e  oi.. pr'odf-~ct i t s e 1 . P  (I-lyde, 

1991--92:SYl) Qua1 i t  y inipr-ovenier~t r e q u i r e s  . t h e  i d e n t i f i c a t i o n  

o f  e x a c t l y  what t h e  cus tomet ,  w a r r t s  or is b-eqt-tit-ed t o  ertsl-~r-e 

t h a t  t h e  p r o d u c t  or' s e v v i c e  is n o t h l n g  rnot3e o r *  n o t h i n g  less. 

S i n c e  c u s t a m e r s  i n  t h e  pub1 ic s e c t c ' r  a re  n u t  a1 1 i ;he 

same, ider j t  i f y i n g  t h e i r  cus to r~ le r -  c o n c e r n s  is n o t  a  s i m p l e  

t a s k .  'There is a g r e a t  v a r i a t i o n  i n  t h e  valt . tes  a n d  

o b j e c t i v e s  of conscrnlers a s  w e l l  a s  t h e  f r , e q u e n c y  and  nal;ut-e 

of t r a n s a c t  i o n s .  C o n s e q u e n t  ly, r e c i p i e n t s  of 

s e r v i c e / p r u d u c t  i n  t h e  p u b l i c  sector are c l a s s i f i e d  a s  

c u s t o m e r s ,  c l i e n t s ,  o r  c a p t i v e s  (Hyde,  1'33E-'32: 510). 

Mast u r g a n i z a t  i n n s  c a n  ?,cadi. .ly i d e n t  i-Fy t h e i r  

cus torner  by knowing who ir, t h e  t - e c i p i s n t  or- r e q u e s t w r -  or thr? 

. t r a n s a c t  scan. T h e  c u s t o m e r  cctr1cep.t is s i n i p l  i f i e d  by 

r7ecogn iz ing  t h e  p a r t i e s  o f  e a c h  h a - ~ s i n e s s  exchange. I 'hat  :xs, 

t h e  cus torner  p a y s  f o r  a  s e r v i c e  car p r o d u c t ,  ut- is c h a r g e d  

i n t e r n a l l y  f o r  t h e  s e r v l c e  or-  p r w d u c t  o f  t h e  or-yanzza . t  lun.  



T y p i c a l l y ,  c u s t o r f l e r s  h a v e  a h i g h  d e g r e e  o f  

sel f - d e t e r m i r ~ a t  i o n ,  a r e  i n f l  u e n c s d  by p r i c e ,  ar~cl nor-hial i y 

h a v e  sanie t y p e  o f  c o m p a r a b l e  a l t e r n a t i v e  i n  w h i c h  t o  t u r n  i f  

t h e y  become d i s s a t i s f i e d  (Hyde  , 1991-92:5~?1). 

C l i e n t s  

The term " c l i e n t "  u s u a l l y  d e n o t e s  a l o n g e r  tarm 

r e l a t i o n s h i p  w i t h  a s u p p l i e r -  ot" s e r v l c e  p r c t v i d e r  a n d  i n  rnar~y 

c a s e s  t h e r e  rnay b e  a n  e x c l u s i v e  a r  b i n d i n g  wor-king 

arrangerflent .  The cl ierrt re la t  i o n &  i p  is o f t e n  F*.!rther* 

c o r o p l i c a t e d  by t h e  l a c k  o f  a n y  d i r e c t  p r i c i n g  r~ieci.ranlsm, a s  

i n  t h e  case o f  a d n i i n i s t r a t  i v e  s u p p o r t  services whev'e vat-iaurii 

f u n c t i o n s  a r e  p r o v i d e d  w i t h e r  w i . t h o ~ t t  c h a t - y e  ctr a t  s p e c l f  l e d  

r a t e s  o v e r  which t h e  c l i e n t  h a s  l i t t  le c o n t r - o l  (l..fyde, 

1991-92:50). 

C a p t i v e s  

C a p t i v e s  h a v e  t h e  f e w e s t  o p t i o n s  orld the  1eas.c 

amol.tnt o f  sel f  - d e t  e r n i i n a t  i o n  arnong a 1  k aet .v i  ce reci p l  e n t  s. 

I n  rflost i r ~ s t a n c e s ,  c a p t i v e s  ar -e  n o t  e x p o c t e d  tc t  p a y  t o r  the 

s e r v i c e s  t h e y  r e c e i v e ,  or  a l l o w e d  oib.tch c h o i c e  r e p a r d i n g  the.! 

c o n t e n t  o f  t h e  s e r - v i c e ,  b e c a u s e  t h e  s e l - v k c e s  at-e pr*cov~ded a?* 



d e s i g n e d  to r - e g u l a t e  t h e i v  b e h a v i c s r ,  1. e., p t - l s o r l s  (Hycle, 

1'391-9E:51). 

C u s t c ~ m e r  Sa-t i s f  act i o n  

TQM dernanda t h a t  u r g a n i z a t i o n s  u n d e r s t a n d  t h e  

c o m p l e t e  s p e c t r u r f l  of t h e i r  p r o d u c t  and  s e t - v i c e  r e c i p i e n t r i i  

and  i n s i s t s  t na t  t h e  r n e t h a d s  u s e d  t o  g a u g e  c u s t o m e ~ -  

s a t  i s f a c t i o n  p r o v i d e  o b j e c t i v e  i n f o r m a t r o n  t - e g a r d i n g  t h e  

r e s u l t s .  The c o n c e p t  o f  s a t  isfact  i n n  i~ inipor-tarot tcs d e f i n e  

b e c a u s e  i t  e x t e n d s  b e y o n d  s i n i p l y  m e a s u r i n g  a p p r o v a l  r a t i n g s .  

T h e  f e e d b a c k  o b t a i n e d  s h o n l d  e n a b l e  t n e  o r y a n i z a t i a n  t o  111ake 

d e c i s i o n s  a b o u t  cork i n u o u s  in iprovernent  of the q u a 1  i t  y of a t!:i 

p r o d u c t s  and  s e r v i c e s .  

Rccc<rd ing  t o  Harlan arrd K a r p ,  " C u s t  ortier. sa t  i s F a c t  i n n  

c a n  be  d e f  i r e d  a s  ' r e s u l t s .  ' R e s u l t s  ar-e t h e  c u s t o m e r '  s 

p r o f  i ts t h a t  a r e  i m p r o v e d  when a s u p p l i e r ' s  prcvduc.ts o r  

s e r v i c e s  a r e  i n s t  a1 led  i n  t h e  customer-' s b u s l r $ e s s  o p e r - a t  lor , .  

R e s u l t s  a r e  a p r o d u c t  of t h e  s k l l l  w i t h  w h i c h  s ~ . l p p l i c t - s  

a p p l y  t h e i r  p r o d u c t s  a n d  s e r v i c e s  t o  t h e  f u n c t i o n s ,  

o p e r a t  i o n s ,  and  p r o c e s s e s  of  t h e i r  c r . ! s tc~mers .  I n  ef tect ,  

s a t  i s fack  i u n  v a l u e s  are  a p p 1 i c : a t i u n  v a l u e s  (I-lyde, 

1991--92:51). " 



For pub1 ic  sector a r g a n i  z a t  i o n s ,  c u s t u r ~ ~ e t -  

s a t i s f a c t i o n  r e q u i r e s  a d e t a i l e d ,  s u b s t a n t i v e  k n o w l e d g e  o f  

how services and p r o d u c t s  w i  11 be u s e d ,  c u r r e n t  a n d  f u t l - ~ r ~ ?  

e x p e c t a t  i o n s ,  and a n  a s s e s s m e n t  of r e s u l t s  i n  terms o f  

" qua1 i t  y  perfc~rmal?ce .  " F e e d  b a c k  an how s e r v i c e s  a n d  

p r o d n c t s  a r e  b e l n g  u s e d  p r u v i d e s  f o c u s  a n d  h e l p s .  TUm 

o r g a n i z a t i o n s  l i n k  t h e i r  p r o d i . ~ c t l a n  and s e r v i c e  p r o c e s s e s  t c ,  

u s e r  needs .  l i s c e r t  a i r ~ i n g  e x p e c t  a t  i o n s  p r o v i d e s  o o n t  e x t  

which e n a b l e s  t h e  ' IUM c ~ r g a n i z a t i o n  t o  rnake b e t t e r  

a s s e s s m e n t s  o f  u s e r -  n e e d s  a n d  dernands. i- i n a l  l y ,  e v a l  u e t  lny 

resl.tlts t h r o u g h  qctal  i t y  p e r f u r n l a n c e  c r i t e r i a  p r - o v i d e s  

p r i o r a t i z a t i a r ~  g i v i n g  t h e  TUN o r g a n i z a t i o n  e x t e r n a l  r a t i n g s  

o f  i ts  i n t e r n a l  p r o c e s s e s  (Hyde,  1 - 2 .  Ihese 

p e r f o r m a n c e  cri tevia w h i c h  a r e  most  v i s i b l e  to ~ t s e r - s  i r c l  u d e  

at a  minimum: 

+ react icon t irfle a n d  r e s p o r ~ s i v e n e s s  t o  
p r o b l e m s / e r ~ ~ e r g e n c i e s ;  

+ ccarflmitment ten s c h e d u l e  cc~rclpl l a n c e  j 

+ conimi t nicnt t o  budget /oc ,s t  cont r r : , l  g 

r clefec t  r a t e  (e t . ro r / campl  a r l ce  ?.a-te a n  r-riquest ) ; 

+ p r a f e s s i o l ? a L i s n ~  -- wcwk a t t  i % u d e / q u a l  i t y  
commi t m e n t  ; 

r s e r v i c e  a , t t  i t u d e  -- i d e n t  i t  icat xon wl- th  user. '% 
n e e d s ;  a n d  

i 6  f o l l o w - u p  o n  c o m p l a i n - t s  a n d  m i s t a k e s  ( i lyde ,  
1991-9&?:31). 



The l i te ra t   ire i d e n t i f i e s  a number- of pr.inci p l e s  o f  

T o t a l  Q u a l i t y  Managernlent, a s  w e l l  a s  t h e  s t a g e s  o f  a d o p t s o r ~  

o f  t h e  TON s t y l e  o f  rtlanageriier~t. 1 -hese  p r - i n c i p l e s  w i l l  a c t  

as t h e  c o n c e p t s  u s e d  t o  g u i d e  t h i s  s t u d y .  C h a p t e r  ful.!r w i  11. 

i d e n t i f y  s p e c i f i c a l l y  t h o s e  I'QM p r - i n c i p l e s  a g a i n s t  w h i c h  

e r~ lp loyee  s~.it'vey r - e s p o n e e s  w i  1 l b e  m e a s u r e d .  C l f  ter  

q u a r ~ t i f y i n g  t h a s  d a t a ,  t h e  l e v e l  ta w h l c h  - IOM h a s  b e e n  

s u c c e 6 s f ~ i l  l y  i r ~ i p l e m e n t e d  by t h e  C a n t r a c t  i n y  U i r e c t u r a t e  at; 

t h e  Ban Rrl tonio H i r  L a g i s t i c s  C e n . t e r  w i l l  b e  d e t e r n i i n e d .  

CONCLUSlON 

T o t a l  q u a l i t y  nlanagement (TLIM) 1 5  e n  o r g a n i z a t i o r 1 c 7 1  

p h i  l o s o p h y  t h a t  stresses meet irrg cr-tsturner- r e q u i r e m e n t  5 and 

e x p e c t a t  i o n s  t h e  f i r s t  t i m e ,  e v e r y  t i r n e .  'I h s s  p h l l o s a p h y  r e  

i r~lpleniented throl.tgh t h e  u s e  ctf a nlarlagerncnt pr0:~cess w h i c h :  

1) i d e n t i f i e s  and corrects prcnbler~is  by m e a n s  o.F data,  n o t  

o p i n i o n s  o r  ernot iunsg 2 )  ertipowera e r ~ ~ p l o y e e s  a r ~ d  u s e s  teanisi 

t o  i d e n t  i P y  and so lve  pr-oblerfls; a n d  5 )  c o n t i n u n u s l y  s e e k s  t o  

irnprove t h e  a n t  i re  o r g a r t i e a t  iony 5 a b i  1 i t  y t o  meet or' e x c e e d  

t h e  demands o f  i n t e rna l  a n d  e n t e r - n a l  custort ier-s  ( K l  i n e ,  

13'32:7). 

Th16 p r o c e s s  h a s  b e e n  q u a n t l f  l a d  by &race tlopper. ~ r s  



t e r m s  Of ClIStcmr~ler fcacus, l e a d e r s h i p ,  teams, a n d  t o o l s .  Irb 

a d d l t l o n  t o  t h e s e  b road  principles w h i c h  w e r e  d i s c u s s e d  irl 

t h e  l i t e r a t u r e ,  TUM p r o c e s s e s  c o n t a i n  a majority of t h e  

following p r i n c i p l e s :  

t o p  l e v e l  s u p p o r t  a n d  cnr~imitment ; 

a c u s t a m e r  d r i v e n  o r i e n t a t  i o n ;  

enlpluyee inva lve r f l en t  i n  p r o d u c t l v i t y ' a n d  q u a l l t y  
improvement e f f o r t s ?  

r e w a r d s  f o r  q u a l  i t y  a n d  p r o d u o t  l v i t y  ach iever ren t  ; 

t r a i n i n g  i n  method-  for- i m p r o v i n g  p r o d u c t  i v i t y  
and q u a l i t y ;  

r e d u c i n y  b a r r l e r s  ten p r o d u c t i v i t y  a n d  quality 
improvement ; 

p r o d u c t  i v i t y  and q u a l  it y measurer iincl s t a n d a r d s  
t h a t  are m e a n i r ~ g f  ul t o  t h e  implement  i n g  
d e p a r t r f l e n t / n n i t ,  a n d  ; 

w r i t t e n  v i s i o n  or  r n i e s l o n  s t a t e r n e n t a  w h l c h  a r e  
l i n k e d  d i r e c t l y  ten t e a m - e s t a b l i s h e d  t a rge t s  o r  
g o a l s  ( K l i n e ,  19'32:7). 

I n  corder tea a d o p t  a n d  irnplernerlt 'IOm, t h e r e  must 

f i r s t  b e  a  s e n s e  o f  a w a r e n e s s .  D u r i n g  t h i s  5 - t a g e ,  t h e  

u r g a n i z a t  i o n  r e c o g n i z e s  a d i s p a r i t y  be tween how i t  is 

p e r f o r m i n g  and how i t  s h o l l l d  b e  p e r f o r m i n g .  I'he n e x t  s t a g e  

is to  i d e n t i f y  TUN a s  t h e  a p p r a p r i a t e  s o l u t i o n  t o  t h e  

pe lAfurmance  problerfl. F i n a l  1 y ,  t h e  implement  a t  i o n  o f  '1'01yl 

w i l l  b e  r e a l i z e d  t h r o u g h  c h a n g e s  i n  t n e  c n r g a n i r a t i o n a l  

cu1. t  crre, sl.1~11 a s  niodif i c a t  i o n s  t a  ~ o b  d e s c r l p t  i c ~ n s ,  rewarcl 



systerns, a n d  a p p r a i s a l  cr itel-ia a n d  p r - o c e d u r e s .  

The  i r ~ l p l e m e n t a t  ion of 1 Q m  c a n  h a v e  p a s i t  i v e  e f fec ts  

b e c a u s e  i t  c o u n t e r s  t h e  s e v e n  "diseases" t h a t  t y p i c a l l y  

p l a g u e  g u v e r n m e n t  a , - g a n i  z a t  ions. T h e  " c u r e "  t cn t h e s e  

d i s e a s e s ,  i n  f ac t ,  are f o u n d  i n  t h e  i n t e g t - a t e d  m a n a g e m e n t  

p h i l o s o p h y  of Deming'  s f o u r t e e n  p o i n t s  for  q u a 1  l t y  

in iprovement  ( t a b l e  2.3). 

S u c c e s s f u l  i n t e g r a t  i u n  of Tota l  B u a l  i t  y Ranager t ien t  

relies, i n  p a r t ,  on how c o r f l p l e t e l y  i t  p e r r ~ l e a t e s  a n  

o r g a n i z a t  i u n .  Members  r~iclst become faroi  1 i a r  w i t h  t h e i r -  

o r - g a n i n a t  ic!n a n d  b e g i n  t o  r e c o g n i z e  o t h e r  f u n c t i o n a l  

c c~n lponen t  s aa c u s t  orners ra t  h e r  t h a n  cor t lpet  i t  ors. C h a p t e r -  

t h r e e  p r o v i d e s  t h e  v e h i c l e  for u n d e r s t  and i n g  t h e  s e t t i n g  irr 

w h i c h  ' t h i s  r e s e a r c h  is a c c n m p l  islied. I t  is h e r e  t n c t  t h e  

l e g a l  f r -ar~iewark i n  w h i c h  TUN t - e c e i v e s  its a u t h o r - i t y  is 

d e s c r i d d ,  a n d  t h e  e p e c i f  i c  o r g a n 1  z a , t  i o n  u n d e r  s t u d y  is 

e x a m i n e d .  



CHCIPTEK THREE: 

THE sE.rr iw 

RELEVFINCE 

The p u r p o s e  of t h i s  c h a p t e r  is t o  p r e s e n t  t h e  l e g a l  

frarnework i n  w h i c h  t h e  'Total U u a l  i t y  Managenlent i n i t  i a t  l v e  

a t  K e l l y  FIFB r e c e i v e s  its a u t h o r i t y .  'I h e  f e d e r a l  a g e n c i e s  

whose r e s p o n s i b i l i t y  i t  is t o  s u p p o r t  q u a l i t y  p r o g r a m s  

t h r o i l g h o ~ l t  t h e  f e d e r a l  yoverr tment  w i l l  a l s o  b e  d i s c u s s e d .  

F i n a l l y ,  t h i s  c h a p t e r  w i l l  e x p l a i n  t h e  o r g a n i s a t  i a n a l  

c a m p u s i t i o n  o f  K e l l y  HFB a n d  w i l l  d e s c r i b e  t h e  a c t u a l  

s e t t i n g  f o r  t h i s  s t u d y .  

S i n c e  t h e  199@ r e n t - g a n i z a t i a n  of K e l l y  F l i r  Force 

Base, i n d i v i d u a l  c o r n p a n e n t s  o f  t h e  Bart H n t o r t i a  HLC h a v e  beer'] 

a 1  iyned  a l o n g  i n d i v i d u a l  p r c n d ~ ~ c t  l i n e s ,  a l l  of  w h l c h  w o r l t  

toward t h e  a r g a n i z a t l o n ' s  a v e r a l l  g o a l s .  I n  t h i r  l-ashlo>n, 

each  o r g a n i z a t  i o n  s e r v e s  as  b o t h  b e n e f i c i a r y  a n d  b e n e f a c t o r -  

o f  t h e  TQM p a r t n e r s h i p .  U n d e r s t  a r ~ d  i n g  ' t h i s  o r g a n i e a t  i o n a l .  

c o n c e p t  p r o v i d e s  t h e  b a s i s  f o r  u r ~ d e r e t a n d i n y  t h e  r e s u l t s  o f  

t h i s  r e s e a r c h .  T h i s  c h a p t e r  c o n t r i b u t e s  t u  t h a t  e f f o r t  

th t -ca~~gh a c o m p r e h e n s i v e  d e l  i n e a t  i n n  o f  t h e  r e s e a r c h  eett  i n y .  



'THE TQM I N I T I A T I V E  IN THE FEDEHHL GOVERNMENT 

E x e c u t i v e  Order 12637 o u t  1 irtes t h e  long- te rm e f f o r t  

t o  inlplement t h e  t o t a l  q u a l i t y  r~lanagement p r o c e s s  i n  t h e  

f e d e r a l  qovernrflent. I t s  o b ~ e c t i v e  i s  t o  i n v o l v e  t o p  f e d e r a l  

exect.lt i v e s ,  managers  arid employees i n  c r - e a t  i n g  a c u l t u r e  o f  

e x c e l l e n c e  t h a t  emphas izes :  

+ M e e t i n g  custarfler r e q u i r e m e n t s  a n d  e x p e c t a t  i o n s ;  

* C o n t i n u o u e l y  i m p r u v i n g  p r o d u c t s  a n d  s e r v i c e s  
t h r o u y h  teamwork; 

+ T r a i n i n g  erflployeer, i n  p r o b l e n l - s o l v i n g  s k i l  l a  and 
s e e k i n g  p a r t i c i p a t i o n  i n  rn lp rav ing  u p e r a t  i o n s ;  

* Rewarding e m p l o y e e s  I'ar t h e i r  p r o d u c t i v i t y  and 
q u a l i t y  a c h i e v e m e n t s ;  

+ B e t t i n g  q i l a l i t y  a n d  p r o d u c t i v i f  y  g o a l s  ancl 
h o l d i n g  nianagers a c c u u r t t a b l e  f u r  t h e l r  
p e r f  orr~iance 9 

+ U s i n g  q u a l i t y  and p r a d u c t i v i t y  n l e a s u r e s  t o  t r a c k  
p r o g r e s s ,  p r o v i d e  f e e d b a c k ,  a n d  p l a n  f u r  
i ap rover t~en t  ( B u r s t e i n ,  1389: im3). 

I n  TUM, t h e r e  are n e i t h e r  q u i c k  f i x e s  n o r  q u i c k  

t ' e s u l t s  (McMil l a n ,  1998: 114). T a t a l  Q u a l i f y  Managenlent 

r e q u i r e s  a  lortg-term corflmitaent by f e d e r a l  m a n a g e r s  t o  

ernsure t h a t  imprcnvehlents are c u n s l s t e n t  a n d  lnc ren len t  al. I t  

may r e q u i r e  y e a r s  t o  d e v e l o p  a n  envir-unrtlent w h i c h  p l a c e s  a 

prerfliurn a n  e x c e l l e n c e .  I n  o r d e r  t o  a c c o s m c d a t e  t h a t  e f f o r t ,  



t h e  f e d e r a l  goverrlnlent h a s  d e v e l o p e d  s u p p o r t  o r g a n a  z a t  l u n s  

or- r e d e f i n e d  sorne u f  t h e  r e s p u n s i b i  l l t  ies c t f  e x l s t  i r l g  

entities. 

C e n t r a l  Rgency S u p p a r t  

Off  ice o f  Management a n d  Budge t  (LIMB) : T h e  DMU 

p r o v i d e s  c e n t r a l  l e a d e r s h i p ,  c o o r d i n a t  i o n ,  a n d  t e c h n i c a l  

a s s i s t a n c e  t o  f e d e r a l  a g e n c i e s  i n  t h e i r  qctal i t y  e n d e a v o r s .  

I t  a c c o m p l i s h e s  t h e s e  t a s k s  b y  n ' lon i to t - i r~g  ager tcy  p r o g r e s s ,  

i n t e g r a t  i n y  p r o d u c t i v i t y  p l a n s  w i t h  t h e  b u d g e t a r y  p r o c e s s ,  

a n d  p r o v i d i n g  inforr61at i a n  t h r o u g h  t h e  F e d e r a l  P r o d u c t i v i t y  

Hosaurce  C e n t e r  o n  s t r a t e g i e s :  f u r  impr -ov i r~y  p r o d u c t  i v l t  y  and  

q u a l  i t y .  R d d i t  i o n a l l  y ,  t h e  OMH h o l d s  w o r k s h o p s ,  s e m i n a r s  

a n d  c o n f e r e n c e s  fa r  m a n a g e r s  o n  e i g n i f  i c a n t  q u a 1  ity s n d  

p r o d u c t i v i t y  t o p i c s .  

Off ice of P e r s o n n e l  Management (OF'M) r T h e  OF'tfi 

r e v i e w s  c u r r e n t  p e r s o n n e l  p o l i c i e s  a n d  p r a c t i c e s ,  and  

recommends a p p r a p r i a t e  c h a n g e s  tcn faci  1 i t a t  e p r o d u c t i v i t y  

a n d  q u a l  i t y  irilprcwement. T r a i n i n g  f o r  f e d e r a l  e n l p l u y e e s  o n  

pt -od~lc t  i v i t y  and quai i t y - . r e l a t e d  i s s u e s  is a lso  p r o v i d e d .  

F i n a l  1  y, t h e  OF'M assists a g e n c i e s  i n  jcob p l a c e m e n t  a n d  

r e t r a i n i n g  t o  m i n i m i z e  d i s l a c a t i c n n  of ernplcayees. 



F e d e r a l  Q u a l i t y  I n s t i t u t e  ' 1 :  T h e  FG!I p r o v i d e s  

ql.\al i t  y  a w a r e n e s s  t r a i n i n g  col.(rses t o  f e d e r a  1 nianagenient 

t eams ,  and t h r o u g h  a  Federa:L M a s t e r  L u n t r - a c t ,  f ac i  l i t a t e s  

access t o  p r i v a t e - s e c t o r  qlual i t y  e x p e r t s  who c a n  a s s i s t  

a g e n c i e s  i n  implement ing  total q u a 1  i t y  management .  

P r e s i d e n t '  s C o u n c i  1 o n  Management i m p r o v e m e n t  

(F'CMI) : The PCM:[ o f f e r s ,  w i t h  CIMB, a l e a d e r s h i p  r o l e  i n  t h e  

improverflent e f f o r t .  'The F'CMI, r e p r e s e n t  i n g  t h e  nia j~lr  

e x e c u t i v e - b r a n c h  a g e n c i e s ,  c ~ n d e r t a k e s  s p e c i f i c  p r o j e c t s  t o  

d e f i n e  and promote  e f f e c t i v e  m e t h o d s  f o r  i m p r o v i n g  q u a 1  i t y  

a n d  p roduc t  i v i t y  th rc*~tghc~c l t  governrf lent  ( B u r s t e i n ,  19t13: i614). 

THE YWN WNTDNIQ WIH LOUISTICS CENTER 

"The San  Flntonio  Flir L o g i s t  ics C e n t e r  (SA-HLC) , carte 

a f  f i v e  R i r  L o g i s t i c s  C e n t e r s  i n  t h e  U n i t e d  States ,  erflpluyrj 

n e a r l y  17,QQO peop le .  I t s  ni issicwi is t o  p r n v ~ d e  1cagis . t ; ics  

s u p p o r t  t o  a p p r o x i m a t e l y  78 a1 l i e d  a i r  f o r c e s  at-ol-~nd t h e  

g l o b e ,  i n c l u d i n g  its p r i m a r y  customer, t h e  U r ~ l t e d  S ta tes  fair 

F o r c e  (San Flntonio, 193E c i ) . 

T h i s  l o g i s t i c  s u p p o r t  e n c o m p a s s e s  a w i d e  r a n g e  nf 

a c t i v i t i e s ,  i n c l u d i n g  a c q u i s i t i o n ,  e n g i n e e r i n g ,  

d i s t r i b u t i o n ,  and m a i n t e n a n c e  o f  weapon s y s t e m s  a n d  o t h e r  



cortirfladities t h a t  w i l l  h e l p  e n s u r e  t h e  l o n g - t e r m  h e a l t h  a f  

c u r r e n t  and f u t ~ l r e  R i r  F o r c e  s y s t e m s .  M a n a g i n g  a mi.tlti-year. 

budget  o f  o v e r  $15 b i l l  i o n ,  t h e  SFI-CILC h a n d l e s  a p p r c t x i r f l a t e l y  

s e v e n t y - f  i v e  p e r c e n t  o f  t h e  Qir F o r c e '  s e n g i n e  i n v e n t c . r y ,  

a ln las t  a  q u a r t e r  o f  a m i l l i o n  s t o c k  i t e r n s ,  a l l  liir F o r c e  

n r t c l e a r  o r d n a n c e ,  and a l l  a e r o s p a c e  f u e l s  u s e d  by t h e  H i p -  

F o r c e  and NQBR. K e l l y  is a l s o  a  d e s i g n a t e d  r e f u e l i n g  s t u p  

f o r  t h e  s p a c e  s h u t t l e ' s  " p i g g y b a c k "  m o t h e r  s l i i p ,  a n d  

manages, s u p p o r t s ,  a n d  p r o v i d e s  d e p o t  r i i a i n t e n a n c e  far 

numerous R i r  F o r c e  a i r c r a f t ,  i n c l u d i r r g  t h e  8-52 Homber, C:-Y 

Galaxy, and t h e  new 12-17 c a r g o  a i r c r a f t  ( 6 a n  Hnton ic t ,  

1 9 9 2 : i ) .  

Much l i k e  c o m p a n i e s  i n  p r i v a t e  i n d u s t r y ,  t h o  SR-CILC 

o p e r a t e s  a l o n g  p r o d u c t  o r  s e r v i c e  l i n e s .  I n  t h i s  way, a s  

many precesses and f u n c t i o n s  a s  p o s s i b l e  a r e  c o m b i n e d  i n  

o r d e r  t o  manage i ts p r o d u c t s  more econorflical l y .  T h i s  i s *  a 

r e l a t i v e l y  new way a f  d o i n g  b u s i n e s s  f a r  t h e  HLC;. F ' r i u r  t o  

t h e  O c t o b e r  133B r e o r g a n i z a t i o n ,  a1 1 ccf t h e  R i r  I'orce 

L c ~ g i s t  i c s  Command' s RLCs were o r g a n a  z e d  a l o n g  f unc. t  i c ~ n a l  

l i n e s ,  w i t h  s e p a r a t e  d i r e c t o r a t e s  f o r  f u n c t  i c ~ n s  s u c h  a5 

r n a t e r i e l  rnanagerflent a n d  m a i n t e n a n c e .  T h e  c u r r e n t  

o r g a n i z a t i o n  is t h e  r e s u l t  o f  a p r u c e a s  act loron team a p p r o a c h  

t o  p l a n n i n g  a new s t r u c t u r e .  O p e r a t i o n s  a r e  now cenl:erecl  

a round  s i x  prcqd~tct d i r e c t o r a t e s ,  e a c h  p o s e s s i r r g  a1 1 thc? 

n e c e s s a r y  s k i l l s  t o  a c c u r n p l i s h  t h e  e n t i r e  s p e c t r u r n  of 



s u p p o r t  f o r  t h e i r  " p r o d u c t .  " T h e s e  o r g a n i z a t i o n s  a re  t h e  

F l i r c r a f t ,  P r o p u l s i o n ,  R e r a s p a c e  E q u i p m e n t ,  l ' e c h n c ~ l o g y  anc:l 

I n d u s t r i a l  S u p p o r t ,  R e r u s p a c e  F u e l s ,  arrd S p e c i a l  Weapcwrs 

D i r e c t o r a t e s  ( 6 a n  f i n t c ~ n i o  1992: i ) .  

T y p i c a l l y ,  t h e  i n d i v i d u a l  d i r e c t o r a t e s  a re  

i d e n t i f i e d  by a t w o  le t ter  a b b r e v i a t i o n .  I d e a l l y ,  t h e s e  

symbol s  p r o v i d e  i d i o m a t i c  r e p r e s e n t a t i o n  o f  t h e  

o r g a n i z a t i o n s  t o  w h i c h  t h e y  refer. F u r  e x a a l p l e ,  t h e  

D i r e c t o r a t e  of S p e c i a l  Weapons  i s  i d e r ~ t  i f i e d  by t h e  s y m b o l  

"SW." However, w i t h  t h e  v a s t  nurnber  o f  s y m b o l s  ~ ~ t i l i z e d  b y  

t h e  R i r  F o r c e ,  t h e  l o g i c  ctf t h l s  p r a c t i c e  is n o t  a l w a y s  

p o s s i  b l e .  I n  o r d e r  t o  p r e v e n t  a d u p l  icat  i n n ,  i d e n t i f y i n g  

letters a r e  a f t e n  a s s i g n e d  w h i c h  rnay no.t a p p e a r  t o  d i t - e c t  l y  

r e p r e s e n t  t h e i r  assaci a t  e d  names .  

The F l i r c r a f t  D i r e c t c a r a t e  (LR) m a n a g e s  a1 1 a s p e c t s  of 

buying  new a n d  m o d i f i e d  sys t e r f l s ,  t o  r e p a i r i n g  arrd d e l i v e r i n y ~  

t h o s e  a l r e a d y  e r s t a b l  i s h e d .  T h e  manayernent  , p r c ~ c u r e m e n t ,  a n d  

m a i n t e n a n c e  o f  roore t h a n  14, @a16 a i r c r a f t  e n g i n e s  a s s i  gned  t o  

t h e  C e n t e r  is t h e  r e s p o n s i b i  l i t y  of t h e  F ' r o p c i l s i o n  

D i r e c t o r a t e  (LF ' ) .  V i r t u a l l y  e v e r y  R i r  F o r c e  w e a p u n  s y s t e m  

is s u p p o r t e d  by t h e  H e r o s p a c e  E q u i  prflent D i r e c t c u r a t e  (LU) . 
S p e c i f i c a l l y ,  its f u n c t i o n  is t o  n ianage ,  buy ,  r e p a i r  avrd 

rflanuf a c t  u r e  s u p p o r t  a n d  test e q u i p m e n t  usecl o n  t h o s e  w e a p o n  

sys terns ,  and  t o  p r n v i d e  e n g  i n e e r i n y  a n d  t e c h n i c a l   upp part. 



The Technology and Support Directorate ( T I )  assures that the 

other Product Directorates understand and use the latest 

worldwide technological and scientific developments. The 

vital link between supply ar~d c ~ n s ~ m p t  icw~ of a1 l &lit- Force 

fuels is provided by the Rerospace Fuels Directorate ( S F ) .  

Rnd, finally, the Special Weapons IJirectcarate (SW) provides 

worldwide logistics support for nit. Force arganizat inns with 

a nuclear weapons capability (5an Antonio, 1992:i i). In 

addit ion to these primary product directorates, the SG-FILC 

maintains a nuniber crf suppot-t arganizat iuns. tina of' these 

organizaions, the Contracting Directorate, will remain ths  

~ C ~ C L I S  caf this study. 

THE COWTHRCTING DE HEC'TURCJ'IEI 

The Contracting Directorate (F'K) i s  an urganizat ion 

whose responsibility entails the acquisition of assets in 

support of niil itary operat iane worldwide. K ,  which stands 

for "procurement contracting, " is a 6el f-contained func:t ion 

that manages the procurenlent process frsom the pcnirt-t of' 

solicitation thrucrgh the final stages o f  del.ivery of items. 

These tasks include, but are not limited tu, the advertising 

and issuing of solicitations; the eva11.1ati.on of variolrs b:idrii 

and proposalsf deter~flinat ions of contracto~ respccnri bi l ity; 



t h e  develaprnent  and  award  o f  cortt ract s; a n d  t h e  p a s t  -award 

f u n c t  i a n  o f  c o n t r a c t  a d n l i n i s t r a t  i o n  a n d  d e l i v e r y .  

P r i o r  t a  O c t o b e r  1998, t h e  Directorate of 

C o n t r a c t i n g ,  a l t h o u g h  st  i 11 a f u n c t i c t n a l  u r g a n i a a t  i o n ,  

performed its d u t i e s  f r o m  a c e n t r a l l y  l o c a t e d  f a c x l i t y .  I h e  

e x c e p t i c ~ n  t o  t h i s  w a s  t h e  b a s e  c o n t r a c t i n g  o f f i c e  whose  

r e s p o n s i b i l i t i e s  f o r  b a s e  s u p p t  ies,  c o n s t r u c t  i o n ,  a n d  

s e r v i c e s  were e x e c u t e d  f r o m  a s e p a r a t e  f a c i l i t y .  

S i n c e  t h e  r e o r g a n i  z a t  i n n ,  c o n t r a c t  i n 1  perecwtnel  h a v e  

been " rna t r ixed"  i n t o  t h e  v a v i o u e  p r u d c ~ c t  d i r e c t o r a t e s .  T h i s 3  

e f f o r t  r e p r e s e n t s  a p a r t  of t h e  m a s t e r p l a n  w h i c h  erilpfiaoi z e s  

c o n s o l  i d a t  icon and e f f i c i e n c y ,  a n d  is d e s i g n e d  t o  r e d u c e  

dclpl icat i o n  i n  e f f o r t  a n d  e n h a r l c e  cus.borner- s u p p o r t .  

'I'he C o n t r a c t i n g  Directorate fcrnct  i o n s  u n d e r  t h e  

l e a d e r s h i p  o f  o n e  d i r e c t o r  and o n e  d e p u t y  d i r e c t o r .  'The 

non-matrixed sub-component s i n c l u d e  t h e  C o n t r a c t  Pol i c y  

D i v i s i o n  (F'KC) , R e s o u r c e s  t ianagewent  U i v i  s i c t n  (PKX ) , 
T e c h n i c a l  S u p p a r t  U i v i s i o n  (PKT), a n d  t h e  O p e r a t  iccrtal 

C o n t r a c t i n g  D i v i s i o n  (F'KO) . T h e  R e s a u r c e s  Management 

D i v i s i o n  (PKX) is f u r t h e r  r e d u c e d  t o  t h r e e  i n d i v i d u a l .  

b ranches :  Program U n a l  y s i e  a n d  R e s o u r c e s  B r a n c h  ; C o n t r a c t  

Pe r fo rmance  f l r i a l y s i s  Hranch  1 a n d  P e r s o n n e l  a n d  T r ~ i n i n y  

Branch. S i m i l a r l y ,  t h e  O p e r a t i o n a l  Cant;rac.l;iny D i v i s i o n  



(PKO) d i r e c t s  t h e  a c t i v i t i e s  of f o u r  s u b o r d i n a t e  enti t ies:  

S y s t e n l s  B r a n c h  ; Comniod i t ies B r a n c h  ; C u n s t  r u c t  i a n  n r a n c h  ; a n d  

S e r v i c e s  B r a n c h .  T h e s e  n n n - r n a t r i  x e d  c o m p o n e n t s  of t h e  

C o n t r a c t  i n g  Directorate, r e f e r r e d  t o  a s  t h e  "horne-of f ice" 

c o m p o n e r ~ t s ,  p r o v i d e  e i t h e r  t h e  f L I ~  1 r a n g e  c*f o r g a n i z a t i o n a l  

s u p p o r t  f o r  t h e  e n t i r e  d i r e c t c n r a t e ,  or function a s  b a s e  

c c n n t r a c t  i ng .  T h e  r e m a i n i n g  p e r s o n n e l  w i t h i n  t n e  C o r l t r a c t  i r ~ g  

D i r e c t o r a t e  a r e  r n a t r i x e d  i n t o  e a c h  nf  t h e  s i x  p r o d u c t  

d i r e c t o r a t e s ,  and p r o v i d e  t h e  service u f  a c q u i s i t  i o n  

managenlent f o r  e a c h  of t h o s e  p r o d u c t s .  U n  o r g a n z a t i a n a l .  

b l o c k  d i a g r a m  of t h e  C o n t r a c t i n g  D i r e c t o r a t e  is f o u n d  a t  

a p p e n d i x  R. 

By d e s i g n ,  merf lbers  of t h e  C a n t r a c t  i n g  U i r e c t n r a t e  

who p r o v i d e  s e r v i c e s  fo r  t h e  i n d i v i d u a l  p r o d u c t  d i r e c t o r a t e s  

s h o u l d  b e  f u l l y  n i a t r S i x e d .  I n  o t h e r  w o r d s ,  CIK e m p l o y e e s  

s h o u l d  b e  p h y s i c a l l y  s i t u a t e d  w i t h l n  areas a l r e a d y  o c c u p i e d  

by rnembwrs of t h e  i n d i v i d u a l  p r o d u c t  directorates. Ideal  1 y,  

t h i s  p h y s i c a l  r e l a t i o n s h i p  s h o u l d  p l a c e  c u n t r a c t i n g  

p e r s o n n e l  i n  close p r o x i m i t y  t o  t h e  i n t e r n a l  c u s t o r t i e r s  w i t h  

whom t h e y  most o f t en  confer. H o w e v e r ,  i t  is d i f f i c u l t  ti> 

d e t e r m i n e  t h e  e x t e n t  t c ~  w h i c h  f u l l  m a t r i x i n g  h a s  been 

a c c o n ~ p l i s h e d .  T h i s  may b e  a t t r i b u t e d  t o  a n u m b e r  of 



r e n u v a t  i o n  p r o j e c t s  p r e s e n t l y  t a k i n g  p l a c e  a t  K e l l y  MFH, and 

t o  a c o n t i n c l a l  d o w r ~ s i z i r ~ g  e f f o r t ,  b o t h  caf w h i c h  may r e q u i r e  

t h e  r e d i s t r i b u t i o n  o f  p e r s o n n e l .  N e v e r t h e l e s s ,  m a t r i x i n g  i s  

not  an  e l e m e n t  o f  TQM, b u t  r a t h e r  a p r o d u c t  of t h e  

I - e o r g a n i z a t i u n  which w a s  h o p e d  would  f a c i l i t a t e  t h e  'TOM 

implementa t  i o n  p r o c e s s .  

N c q t w i t h s t a n d i r ~ g  t h e  effect u f  m a t r i x i n g ,  t h e  t c ~ t a l  

q u a l i t y  e f f o r t  h a s  b e e n  u n d e r w a y  s i n c e  13138, a n d  t h e  

r e o r g a n i z a t i c t n  o f  K e l l y  RFH w a s  begun  i n  C jc tober  1930. ' fUM 

is a s t a n d - a l o n e  p r o c e s s  t h a t  d o e s  not t a k e  m a t r - i x i n g  i n t o  

accoun t .  R e a l i s t i c a l l y ,  h o w e v e r ,  i n  t e r m s  o f  t h l s  

p a r t i c u l a r  s t u d y ,  it is i r f lpor t an t  t o  t - @ c o g n i z e  t h a t ,  

m a t r i x i n g  is n o t  w i t h o u t  c o n s e q u e n c e .  

Each p r o d u c t  d i r e c t o r a t e  is t a s k e d  w i t h  t h e  

r e s p n n s i b i l  i t y  o f  d e t ~ r r f l i n i n g  its own q u a 1  i t y  g o a l s  artd 

0 b j e C t i v e 5 ,  and f o r h l u l a t  i n g  i ts  own 'TQM i n i p l e n l i n t a t  i o n  p l a n .  

S i m i l a r l y ,  t h e  C a n t r a c t i n g  D i r e c t o r a , t e  n l a i n t a i n s  i t s  own 

q u a l i t y  agenda.  T h u s ,  a s  a r e s u l t  of sia.tr . ixing, a peel-(liar" 

s i t c ~ a t  i o n  emerges.  G i v e n  t h e  p h y s i c a l  d i s p a e i i  t ion o f  m o s t  

o f  t h e  c o n t r a c t i n g  e m p l o y e e s  w i t h i n  t h e  p r o d u c t  

d i r e c t c ~ r a t e s ,  PK e m p l o y e e s  becc~me b o t h  t h e  b e n e f i c i a r i e s  and 

b e n e f a c t o r s  o f  t h e  TQM p a r t n e r s h i p  w l t h  t h e i t -  p r o d r i c t  

d i r e c t o r a t e .  E f f e c t i v e l y ,  t h e n ,  r e s p o n s e s  ta t h e  s u r v e y  

i n s t r u n l e n t  u t i l i z e d  i n  t h i ~  s t u d y  niay r e f e k e c f  a t t i t u d e 3  ant1 



a p i n i o n s  t h a t  cross c w g a n i z a t  i n n a l  1 irces. 

Rn a t t e m p t  t c ~  m e a s u r e  t n e  TUN i n i t i a t i v e  e x c l u s i v e  

t u  t h e  c o n t r a c t i n g  d i r e c t o r a t e  would  r e q u i r e  a ninre 

I ,  d e l i b e r a t e  a p p r o a c h .  'This s t ~ h d y ,  hclwever, is d e s i g n e d  t o  

: i: measilre t h e  a t t  it i t d e s  a n d  o p i n i c s n s  of P K  e n i p l o y e e s  i n  t h e i r -  

n a t i l r a l  work e n v i r o n m e n t .  The  i n f  1 u e n c e  caf t h e  p a r t n e r s h i p  

o r g a n i z a t i o n  o n  PK e m p l o y e e s ,  t h e n ,  rflay p r a v i d e  a b a s i s  f o r  

a  b r o a d e r  g e n e r a l i z a t i o n  of t h e  s u r v e y  resi~lts. 

The t a r g e t  g r o u p  far t h i s  s t u d y  is t h e  p o p c t l a t i o n  of 

t h e  C o n t r a c t i n g  Directorate. The  a c t  i lal  se t t  irrg f o r  t h i s  

r e s e a r c h  i n c l u d e s  a1 1 F'K m a t r i x e d  a n d  ncnn-matri xed  

o r g a n i z a t i o n a l  c n m p a n e n t s  w i t h i n  t h e  S a n  f i n t o n i n  R i r  

L o g i s t  ic5 C e n t e r .  Fls of March 1, 1993, t h e r e  w e r e  5@'7 

c i v i  1  i a n a  eniployed b y  t h e  C o n t r a c t  i n g  Ulrectorate. H1tho1-tgh 

r n i  l i t a r y  mer~ibers a l s o  h o l d  p o s i t  i o n s  t h r o u g h o u . t  t h e  

C o n t r a c t i n g  Directorate, t h a t  e x a c t  number is llnknown at. 

t h i s  tirfle. W h i l e  same members of t h e  m i l i t a r y  e n J o y  a mcwe 

"permanent"  s t a t u s  a s  a c u n t r a c t i r r g  e m p l o y e e ,  marly r~lembev-s 

f r e q u e n t l y  " r a t a t e  t h r a i i g h ,  " e i t h e r  on c a r e e r  b raadmni r ig  

programs, o r  as  a r e s u l t  o f  a l i m i t e d  a s s i g r i n ~ e r t t .  However, 

s t a t  istics p r o v i d e d  by t h e  L ' e r s o n n e l  a n d  7 r a i n i n o  B r a n c h  



(F'KXF') of t h e  Resources Management D i v i s i o n  (L 'KX)  i n d i c a t e  

t h a t  m i l i t a r y  members  t y p i c a l l y  c o m p r i s e  a n  est i m a t e d  s i x  

p e r c e n t  of  t h e  PK w o r k f o r c e .  

, I  

I n  o r d e r  t o  m i n i m i z e  t h e  impac t  o f  the! 

c o n g r e s s i o n a l l y  m a n d a t e d  d o w n s i z i n g  e f f o r t ,  i n c e n t i v e s  w e r e  

, )  I o f f e r e d  f o r  r e s i g n a t i o n s  a n d  e a r l y  r e t i r e m e n t .  He a r e s u l t ,  

t h e  a c t u a l  number of p e r s o n n e l  i n  t h e  C ; o n t r a c t i n g  

D i r e c t o r a t e  is u n d e r g o i r ~ g  c o n t  i n u a l  change .  UP f h e  more4 

t h a n  n i n e  h u n d r e d  e m p l o y e e s  t a r g e t e d  f o r  r e d u c t i o n ,  1BC are  

r e q u i r e d  t o  be d i s p l a c e d  froni t h e  Cor~tract  i n g  Direetara te .  

The most r e c e n t  s ta t i s t ics  a v a i l a b l e  i n d i c a t e  t h a t  

s e v e n t y - s i x  c o n t r a c t i n g  p e r s o n n e l  had s u b m i t t e d  r e s i g n a t  innra 

or r e q u e s t s  f o r  ret i rer f lent  . However,  t h e  t i  nie cor~strairr'ts 

o f  t h i s  s t u d y  d o  n o t  p e r m i t  an e x a c t  de te t ' n i ina t io r t  o f  

s e p a t w t  i o n  d a t e s  for e m p l o y e e s .  1 - h e r e f o r e ,  d e t e r m i r ~ i n g  t h e  

p r e c i s e  number o f  e m p l o y e e s  c u r r e n t l y  a v a i  l a b I e  a t  t h e  t i n i e  

o f  t h i s  s t u d y  is n o t  p o s s i b l e .  ' I 'able 5.1 i d e n t i f i e s  . t h e  

, .. o f f i c i a l  number a n d  p e r c e n t a g e  o f  F'K emplcoyees by p a y y r a d a  

a s  of  March 1, 1993. 

Chaptet- f o u r  e x a m i n e s  t h e  s t r a t e g y  u s e d  t o  i d e n t i f y  

m a t r i x e d  and n o n m a t r i x e d  p e r s o n n e l  w h o  ccarflbine t o  f ot-r~~ t h e  

s a m p l e  f o r  t h i s  s t u d y .  The  s u r v e y  i n s t r n m e n t  u s e d  t o  

rneasctre t h e  a t t i t u d e s  arrd o p i n i o n s  o f  C o n t r a c t i n g  p e r s o n n e l .  

is a:lso d i s c u s s e d ,  a l o n g  w i t h  t h e  method by w h i c h  



d i s t r i b ~ t t i o n  o f  t h e  q u e s t i a n n a i r e  is accomplished. 

F i n a l l y ,  t h e  p a r t i c u l a r  s t r e n g t h s  and w e a k n e s s e s  caf t h e  

methodology a r e  i n t r o d u c e d  and d e f i n e d .  

Table  3. 1 

C o n t r a c t i n g  D i r e c t o r a t e  -- trt?plnyees by P a y g r a d e  ............................................................ 

C i v i l i a n  Number P e r c e n t  

S e n i o r  E x e c u t i v e  
OM-15 
OM- 14 
CiM-13 
GS-13 
08- 1 i? 
66-11 
OS-09 
QS-08 
66-67 
OS-66 
GS-05 
66-64 
GS-03 

M i l i t a r y  approx .  316 appro%.  6 . V l  - - - - - - - - - - - - - ------------- 

T o t  a 1 apprc(x. 53'7 apprnx .  1 W .  1 



CHGPTER FOUR:  

METHODOLOBY 

The r ~ i e t h o d o l o g y  u t i l i z e d  to a c c o r n p l i s h  t h i s  

s i n g l e - c a s e  s t u d y  e f f u r t  is a c o m b i n a t i o n  of document  

a r ~ a l y s i s  and  s u r v e y  r e s e a r c h .  T h e  case s t u d y  s t r a t e g y  is 

c o n s i d e r e d  a p r e f e r r e d  method o f  r e s e a r c h  when "how" o r  

"why" q u e s t  i o n s  are b e i n g  p o s e d ,  when t h e  i n v e s t  i g a t c n r  h a s  

1 i t t l e  c o n t r o l  o v e r  e v e n t s ,  a n d  when t h e  f o c u s  is on a 

c o n t e m p o r a r y  phenomenon w i t h i n  s o m e  real-1 i fe c o n t e x t  ( Y  i n ,  

1981~1). I n  t h i s  p a r t i c u l a r  r e s e a r c h  e f f o r t ,  a l l  t h e  

c r i t e r i a  are met. 

The d a t a  g a t h e r i n g  v e h i c l e  u s e d  t o  c o n d u c t  t h i s  case 

s t u d y ,  t h e  s u r v e y  i n s t r u f f l e n t ,  is p e r h a p s  t h e  m o s t  f r e q u e n t l y  

u s e d  rnethad o f  o b s e r v a t i o n  i n  t h e  s o c i a l  s c i e n c e s .  I t  is 

a d v a n t a g e o u s  i n  s t u d i e s  t h a t  h a v e  i n d i v i d u a l  p e o p l e  a5 t h e 3  

u r l i t s  o f  a n a l y s i s  a n d  is e s p e c i a l l y  s u i t a b l e  f o r  o b t a i n i n g  

d e s c r i p t i v e  s t a t  istics f o r  l a r g e  p o p u l a t  i n n s .  Slarvey date.\ 

are a l s o  b e n e f i c i a l  f o r  e x p l a n a t o r y  o r  e x p l o r a t o r y  e f fo r t s  

( B a b b i e ,  1983:289). 

The most common met h o d s  of o b t a i n i n g  s u r v e y  



informat ion are observation, interview, and quest iannaire. 

The questionnaire may be administered in three ways: 1)  

self-administered, completed by the respondents; '2) 

interviewer-administered in a face-to-face sit uat ian in 

which the items are read to the respondent and the answevs 

are recorded1 or 3) the interviewer-administered telephone 

survey (Babbie, 1983: ch. 7 ) .  Uf these options, the 

self-administered questionnaire is typically recognized as?. 

the more efficient and cost-effective means of gathering 

data (Babbie 1983:235). It is also considered mare useFul, 

i r ~  situations where respondents are asked ta express 

opinions or attitudes that rnay be unpopular. In this case, 

the anonymity implied in the self-administered questionnaire 

rnay encourage the participation of reluctant Sl-Lbje~tS 

(EIabbie, 1383:237). Fls a result of these factor-a, the 

self-administered quest iannaire was used to address the 

research quest ion. 

Fllthough the term "questionnaire" suggests a 

collect ion of quest ians, an examinat ion of the typioal 

questionnaire wi 1 1  probabl y reveal as many st aternente as 

quest ions. This design is riot wi thaut r-easan. Hesearch 

often focuses on determining the extent ta which respondents 



h o l d  a p a r t i c l l l a r  a t t i t u d e  o r  p e r s p e c t i v e .  I f  a b r i e f  

s t a t e m e n t  r e g a r d i n g  a t t i t u d e  or p e r s p e c t i v e  c a n  b e  

e x p r e s s e d ,  t h e  r e s p o n d e n t  c a n  b e  a s k e d  t o  i n d l c a t e  t h e  

d e g r e e  t o  w h i c h  h e  or s h e  a g r e e s  car d i s a g r e e s .  R e n s i s  

L i k e r t  h a s  f o r m a l i z e d  t h i s  p r o c e d u r e  t h r o u g h  t h e  c r e a t i o n  o f  

t h e  L i k e r t  scale. T h i s  i n s t r u m e n t  is f o r m a t t e d  i n  a s t y l e  

w h i c h  a1 lows r e s p o n d e n t s  t o  a d d r e s s  a n y  p a r t i c u l a r  s t a t e n l e n t  

b y  s t r o n g l y  a g r e e i n g ,  a g r e e i n g ,  d i s a g r e e i n g ,  s t r o n g l y  

d i s a g r e e i n g ,  a n d  s o  f o r t h  ( B a b b i e ,  1983: 132). 

Two o p t i o n s  may b e  ~ t t i l i z e d  i n  t h e  c c n n s t r u c t i o n  af  

q u e s t  i o n n a i t - e s .  Dne o p t  i o n  is t o  p r e s e n t  " o p e n - e n d e d  " 

q u e s t i o n s  w h i c h  r e q u i r e  t h e  r e s p o n d e n t  t o  a n s w e r  i n  h i s  o r  

h e r  own words .  The  s e c o n d  o p t i o n  is t o  p o s e  q ~ . \ e s t i o r ~ s  or 

s t a t e m e n t s  w h i c h  r e q u i r e  t h e  r e s p o n d e n t  t o  select a n  answer 

from among a list p r o v i d e d  b y  t h e  r e s e a r c h e r .  T h i s  m e t h o d  

is r e f e r r e d  t o  a s  " c l o s e - e n d e d .  " 

I n  t h e  c o n s t r u c t i o n  of t h e  c l o s e - e n d e d  

q u e s t  i o n n a i r e ,  r e s p o n s e  c a t e g c w i e s  p r o v i d e d  s h o u l d  b e  

e x h a u s t i v e .  T h i s  d e s c r i b e s  a s i t u a t i o n  w h e r e  a l l  p o s s i b l e ?  

r e s p a n s e s  t h a t  m i g h t  b e  e x p e c t e d  are a v a i l a b l e  f o r  

s e l e c t i o n .  C a t e g o r i e s  m u s t  a l s o  b e  n i u t u a l l y  e x c l u s i v e .  I n  

t h i s  case, t h e  r e s p o n d e n t  s h o u l d  not feel c o m p e l  l e d  t o  

select more t h a n  o n e  r e s p o n s e  f o r  a r ~ y  o n e  q u e s t  ion. 

I n s t r u c t i o n s  p r e c e d i n g  t h e  q u e s t i o n n a i r e  s h o l l l d  a d v i s e  t h e  



r e sponden t  t o  select t h e  "one" b e s t  answer  for  e a c h  o f  t h e  

q u e s t  i o n s  o r  s t a t e m e n t s  (Habbie ,  1 9 B 3 :  133). 

T h e r e  a r e  a number uf a d d i t i o n a l  g u i d e l i n e s  which 

s h o u l d  be f u l  lowed d u r i n g  c o n s t t - u c t  i o n  of t h e  q u e s t  i o n n a i r e .  

F i r s t ,  t h e  s t a t e m e n t s  o r  q u e s t i o n s  s h o u l d  be c l e a r  and 

t~nambiguous. Q u e s t  i o n n a i r e  items s h o u l d  be  so p r e c i s e  tha t ,  

t h e  r e sponden t  h a s  a  c o n f i d e n t  u n d e r s t a n d i n g  o f  t h e  q u e s t i o n  

b e i n g  asked.  Second, " d o u b l e - b a r r e l e d "  q u e s t  iorrs s h o u l d  be 

avoided .  Doctble-barreled s t a t e m e n t s  d e s c r i b e  items which 

t y p i c a l l y  c o n t a i n  twu  q u e s t  i o n s  c o n n e c t e d  w i t h  t h e  

c o n j u n c t i o n  "and, " bu t  a 1  low f o r  o n l y  o n e  r e s p o n s e  which 

would a p p l y  t o  t h e  e n t i r e  s t a t e m e n t .  U u e s t i u n s  and 

s t a t e m e n t s  must a lsct  p r o v i d e  i n q u i r y  i n t o  a S ~ b j e e t  i n  which 

t h e  r e s p o n d e n t s  a r e  knowlegeable .  'The q u e s t  i o n s  s h o u l d  

remain  r e l e v a n t  t a  t h e  p o i r ~ t  o f  t h e  s t n d y ,  and  be  s h o l ' t ,  

~ ~ n c o n i p l i c a t e d ,  and u n b i a s e d  (Babb ie ,  1983: 135). 

METHODS OF DISTRIBUTION 

! 
i There  a r e  s e v e r a l  methods a v a i l a b l e  f o r  t h e  

d  istri but i o n  o f  s e l f  - a d m i n i s t e r e d  q u e s t  i o n n a i r e s .  The most 

common method u t i l i z e s  t h e  p o s t a l  systerfl. T y p i c a l l y ,  t h e  

q u e s t i o n n a i r e  is d i s p a t c h e d  v i a  m a i  1, accutnpanied by a  

letter of  e x p l a n a t  i o n  and a  s e l f - a d d r e s s e d  and 6.t amped 



e n v e l o p e  f o r  r e t ~ n - n i n g  t h e  c o m p l e t e d  q u e s t i o n n a i r e .  A n o t h e r  

method i n v o l v e s  t h e  a d n i i n i s t r a t  i n n  of t h e  q u e s t  i n n n a i r e  ta  a 

g r o u p  o f  r e s p o n d e n t s  g a t h e r e d  s i n i u l t a n e o u s l y  a n d  a t  t h e  same 

l o c a t i o n .  R more r e c e n t  i n v e n t  imn h a s  b e e n  t h e  u s e  of t h e  

horfle d e l i v e r y  s y s t e m .  I n  t h i s  case, t h e  r e s e a r c h e r  v i s i t s  

t h e  home and e x p l a i n s  t h e  s t u d y .  The q u e s t i o n n a i r e  is left 

t o  be  c o m p l e t e d  and  p i c k e d  u p  by t h e  r e s e a r c h e r  a t  a  l a t e r  

d a t e .  T h i s  method c a n  a lso b e  m o d i f i e d  by e i t h e r  o f  t w o  

ways. One, t h e  s u r v e y  c a n  be m a i l e d  t o  t h e  r e s p o n d e n t s  a n d  

p e r s o n a l l y  c o l l e c t e d  a t  a la ter  d a t e .  Twu, t h e  q u e s i o r ~ n a i r e  

can be  p e r s o n a l l y  d e l i v e r e d  a l o n g  w i t h  a s e l f - a d d r e s s e d ,  

s t a m p e d  e n v e l o p e  f o r  r e t u r n  t h r o u g h  t h e  p o s t a l  s y s t e m .  

O v e r a l l ,  r e s e a r c h e r s  whu ~ r t  i 1  i z e  a n y  v a r i a t  i a n  cuf t h e  hcnrfle 

d e l i v e r y  s y s t e m  e n j o y  a h i g h e r  c u n i p l e t  i o n  ra te  t h a t  t h o s e  

who u t i l i z e  t h e  m a i l  s y s t e m  i n  e x c l u s i v e  P a s h i a n  ( H a b b i e ,  

19838223). 

STRENWHS OF SURVEY RESERRCH 

U t i l i z i n g  t h e  s e l f - a d m i n i s t e r e d  q u e s t i o n n a i r e  tar 

s u r v e y  r e s e a r c h  p r o v i d e s  a nurflber of a d v a n t a g e s .  Flrtiong thent 

a r e  economy, e f f i c i e n c y ,  r e l a t i v e  ease c ~ f  respc t r t ee  

t a b u l a t i o n ,  a b s e n c e  o f  i n t e r v i e w e r  b i a s ,  a n d  anonyrn i t  y  oT; 

r e s p o n d e n t s .  T h e s e  c h a r a c t e r i s t i c s  m a k e  s u r v e y  r e s e a r c h  

p o s s i b l y  t h e  b e s t  method a v a i l a b l e  fo r  c o l l e c t i n g  d a t a  o n  a 



population too large to observe directly. Surveys are also 

considered excellent vehicles tor measuring attitudes and 

orientations in a large population (babbie, l383:&!89). 

Surveys are accornrnodat ing instruments of 

measurement. The survey instrclment allows the researcher %(:n 

develop operational definitions frTofn actual observat ions. 

Based upon those observat ions, any number uf quest ions rliay 

be asked on a given topic, offering considerable flexibility 

in the analysis of results (babbie, 1963eE38). 

Rddit ionall y, numerous standard or previuusly 

executed questionnaires are easily accessible to 

researchers. This availability reduces the hardship and 

t in~e involved in developing new instruments for each 

assessment effort. Bt andard i zed quest ionnaires are 

generally considered strong with respect tu measuren~ent 

reliability. The instrument asks the same quest ion to all 

participants. If the study were repeated using the sarflfl 

survey instrument and sample, similar results -- re1 iabi lity 
-- would be obtained (Lockwood, 1381r466).  



WERKWESSEG O F  SURVEY HESEaRCH 

In spite of its Strength5, survey research also 

maintains a number of inherent weaknesses. Occasional 1 y, 

the requirement for standardization of the survey instrument 

tn all pau'ticipants reeults in inappropriate queatianing For.. 

part of the sample. Standardized questionnaire items ofterr 

represent the least corlimun denominator in assessing 

attitudes, orientat ions, circumstances, and experiences. 

Designing questions that are minimally appropriate ta all. 

respondents occasianal ly leaves absent those quest ions that 

are most appropriate to many respondents. In this context, 

survey research rnay result in superficial coverage of a 

complex topic (Babbie, 1983n23t3). 

Although surveys have the advantage of flexibility, 

they are also burdened with inflexibility. Studies 

involving direct ubservatibn rnay be rnodified as field 

conditions warrant. However, surveys typically require that; 

an initial study desi gn remain ~~nchanged throughocct. If the 

researcher becomes aware of an important new variable which 

affects the phenonienun under study, it is difficult tct make 

the adjustnlent without reinventing the survey instrument, or 

perhaps compromising the research effort altogether. 

Another weakness of survey reseach is the potential. 



f o r  a r t i f i c i a l i t y .  Flnswers t o  a q u e s t  iorrrraire niay n o t  

n e c e s s a r i l y  r e f l e c t  t h e  r e s p o n d e n t ' s  a c t u a l  a t t i t u d e  o r  

o p i n i o n .  T h i s  p e c u l i a r i t y  l e n d s  w e a k n e s s  t o  t h e  

i n s t r u m e n t ' s  l e v e l  o f  v a l i d i t y .  F l d d i t i o n a l l y ,  v a l i d i t y  may 

b e  a f f e c t e d  by t h e  f a c t  t h a t  t h e  o p i n i o n s  ctf p e o p l e  s e l d o m  

t a k e  t h e  form o f  " s t r o n g l y  a g r e e ,  a g r e e ,  d i s a g r e e , "  a n d  so  

or .  S u r v e y  r e s p o n s e s  must ,  i n s t e a d ,  b e  r e g a r d e d  as 

a p p r o x i m a t e  i n d i c a t o r s  o f  w h a t  t h e  r e s e a r c h e r  h a d  

c o n t e m p l a t e d  d u r i n g  t h e  fr-arnirrg of t h e  q u e s t  i o n  ( R a b b i e ,  

1983:238). 

THE INSTRUMENT 

The method u t i l i z e d  t o  g a t h e r  d a t a  far  t h i s  r e s e a r c h  

employed t h e  u s e  of a t e n  p a g e  q u e s t i a n n a i r e .  The  

q u e s t i o n n a i r e  w a s  a t t a c h e d  t o  a n  i n t r o d u c t a r y  c o v e r  p a g e  

which  e x p l a i n e d  t h e  p u r p o s e  o f  the stl-idy, d e s c r i b e d  i ts  

c o n t e n t ,  and  p r o v i d e d  i n s t r u c t  i o n s  f a r  c o m p l e t i n g  t h e  

i n s t r u n l e n t  ( B a b b i e ,  1983:236). T h e  e u r v e y  w a s  d e s i  ~ n e d  t o  

g a t h e r  i n f o r n i a t  i o n  r e g a r d i n g  e m p l o y e e s '  a t t  i t u d e s ,  c i p i n i o n s ,  

a n d  l e v e l  o f  i n v o l v e m e n t  i n  t h e  T o t a l  Q u a l i t y  Management 

i n i t i a t i v e  w i t h i n  t h e i r  o r g a n i z a t i o n .  

The q u e s t  i a n r t a i r e  is c o n s t r u c t e d  i n  f o u r  p a r t s .  

P a r t  I i s  i n t e n d e d  t o  f o c u s  o n  t h e  s e v e n  p r i m a r y  t e n e t s  o f  



T c ~ t a l  Rual  i t y  Managerflent (Swiss, 19'32~357). U c c o r d i n g l  y ,  

t h e s e  t e n e t s  are p r e s e n t e d  i n  s e v e n  i n d i v i d u a l  sect i o n s  

e n t  i t l e d r  1) Employee empowerment a n d  p a r t i c i p a t i o n ;  2) 

Custorfler foc1.16; 3)  Management a n d  l e a d e t - s h i p 4  4 )  T o o l s  anrl 

rneasurernente; 5) Employee t r a i n i n g  ; 5) Qua1 i t y  a s s u r a n c e ;  

a n d  7 )  Teamwork. 

Between f i v e  and e i g h t  s t a t e m e n t s  are  m a t r i x e d  i n t o  

e a c h  s e c t i o n .  The s u b j e c t  is a s k e d  t o  r e s p o n d  by p l a c i n g  a n  

" X u  i n  t h e  box t h a t  b e s t  r e p r e s e n t s  h i s  csr h e r  a t t i t u d e  t o  

t h e  c o r r e s p o n d i n g  c o n c e p t .  T h e  st a te rnen t  s p r e s e n t e d  are 

c l o s e - e n d e d ,  w i t h  l i m i t e d  a v a i l a b l e  r e s p o n s e s  i n  L i k e r t  

f a s h i o n .  P a r t  I o f  t h e  q u e s t i o n n a i r e  w a s  d e v e l o p e d ,  t o  some 

e x t e n t ,  by m o d i f y i n g  q u e s t  i o n s  d i s c o v e r e d  i n  a 1 4 9 2  O e n e r a l  

Flccount i n g  Off  ice (QRO) r e p o r t .  T h e  OCIO d o c ~ ~ m e n t  descr-ibet:l  

t h e  r e s u l t s  of a q u a l i t y  s u r v e y  p r e v i o u s l y  i s s u e d  t o  f e d e r a l  

o r g a n i z a t i o n s  be tween  March a n d  Gept  ember  1392 ( G e n e r a l  

Flccount i n g  Off ice, 1992). 

R t o t a l  o f  f o r t y - f i v e  s t a t e m e n t s  are p r e s e n t e d  i n  

s e c t i o n  one.  Of t h e  f o r t y - f i v e ,  f i f t e e n ,  or o n e - t h i r d  at' 

t h e  statements are r e v e r s e d .  T h i s  s t r a t e g y  r e q u i r e s  

r e s p o n d e n t s  t o  r e v e r s e  m e n t a l i t y  a n d  mark a n s w e r s  o p p o s i t e  

of t h a t  which would n o r m a l l y  be  rflarked i n  ttie case caf a 

p o s i t i v e  s t a t e m e n t .  The d e c i s i o n  t o  r e v e r s e  s t a t e n i e n t s  o r  

q u e s t i o n s  is a m a t t e r  o f  d e s i g n  p r e f e r e n c e .  



Babbie suggests that negative items a1 low for 

misinterpretation and should be avoided (Babbie, 1983:134). 

However, in att itudinal measurements, revet'se statements 

help to negate the tendency of respondents to answer all 

quest ions by simply agreeing or disagreeing. The reversing 

strategy was utilized in this study with the intent of 

strengthening validity. It is believed that this was 

accomplished by niinin~izing the respondent's tendency to 

lapse into a state of apathy which might be more prevelant 

in standard posit ive-st atement questionnaires. 'The seven 

tenets of TOM presented in Part I cornprise the ccbncepts used 

to guide this research effort. 

Part 11, designed by the researcher, is intended to 

gather information of a more general nature. In this part, 

there are ten statements which focus on the strategic 

planning process of TQM implementat ion, and on percept ion~s 

regarding the respondent's supervisor. Again, these 

statements are designed in Likert scale fashion. Four of 

the ten questions, or slightly rnore than one-third, are 

reverse-oriented. These quest ions are relevant to the 

iesrres of supervisory part i t i  pat ion, Derninp' s Fourteen 

Points for Wual ity Improvement (Table 2.3), arid Deming1 s 

Seven Deadly Diseases (Table 2 . E )  as described in chapter 

two. 



P a r t  I I 1  o f  t h e  q u e s t  i o n n a i r e  a1 lows for  a n  

open-ended r e s p o n s e .  T h e  i n s t r u c t i o n s  s i m p l y  a d v i s e  t h e  

r e s p o n d e n t  t h a t  P a r t  I 1 1  is h i 6  o r  h e r  o p p o r t u n i t y  t o  

e x p r e s s  any  o p i n i o n  t h e y  may h a v e  r e g a r d i n g  t h e  T o t a l  

Q u a l i t y  Management i n i t i a t i v e  i n  t h e i r  o r g a n i z a t i o n .  The? 

p u r p o s e  o f  i n c l u d i n g  an open-ended s t a t e m e n t  1s t o  e n h a n c e  

t h e  l e v e l  t o  which t h e  i n s t r u m e n t  is e x h a u s t i v e ,  a s  

s u g g e s t e d  by B a b b i e  ( B a b b i e ,  13831133). 

P a r t  XV o f  t h e  s u r v e y  w a s  d e v e l o p e d  by t h ~ ?  

r e s e a r c h e r  a n d  c o n t a i n s  f i v e  s i m p l e  q u e s t i o n s  d e s i g n e d  t o  

collect background d a t a  on t h e  p a r t  i c i p a n t s .  The  

r e s p o n d e n t s  are m e r e l y  a s k e d  t o  circle t h e  correct a n s w e r  

f r o m  among t h e  list o f  p o s s i b i l i t i e s  g i v e n  w i t h  e a c h  

q u e s t i o n .  Only  q u e s t i o n  f i f t y - e i g h t  a l l o w s  f o r  a 

c o n t i n g e n c y  r e s p o n s e .  

T h i s  d a t a  is c o l l e c t e d  f o r  t h e  p u r p o s e  o f  

d e t e r m i n i n g  demograph ice. Relat i o n s h i p s  b e t  ween r e s p o n d e n t s  

e x h i b i t i n g  similarit ies i n  t h e i r  a n s w e r s  may n u t  p r o v e  

r e l e v a n t  t o  t h e  r e s e a r c h .  However, s i n c e  it is o f t e n  

d i f f i c u l t  t o  d e t e r m i n e  t h e  r e l e v a n c e  o f  d e m o g r a p h i c s  i n  

a d v a n c e ,  i t  is c o n s i d e r e d  p r u d e n t  t o  c o l l e c t  t h e  i n f o r n a t i o r ~  

a s  a c o n t i n g e n c y .  



The o r d e r i n g  o f  s t a t e m e n t s  f o r  t h e  f u l l  

q u e s t  i o n n a i r e  f o l l o w s  t h e  a d v i c e  of tcabbie.  P a r t  I ,  sect i o n  

o n e ,  b e g i n s  w i t h  s t a t e n i e n t s  t h a t  are i n t e r e s t i n g  e n o u g h  to 

c a p t i v a t e  t h e  r e s p o n d e n t .  I n  t h i s  case, t h e  c a t e g o r y  caf 

"Employee empowerment a n d  p a r t  i c i p a t  i o n "  d i r e c t  1 y  i n v o l v e w  

t h e  r e s p o n d e n t  t o  t h e  p a i n t  w h e r e  h e  o r  s h e  would  "warrt" t o  

a n s w e r .  Clt  t h e  same t i r o e ,  h o w e v e r ,  t h e  q u e s t i o n s  are n o t  

t h r e a t e n i n g .  Sect i o n s  t h a t  h a v e  a less d i r e c t  r e l a t i o n s h i p  

w i t h  t h e  r e s p o n d e n t ,  a n d  are t h e r e f o r e  less c o m p e l l i n g ,  ara 

p l a c e d  between t h e  rnore i n t e r e s t i n g  sect i o n s .  The  r e q u e s t  

f o r  d e m o g r a p h i c  i n f o r m a t  i o n  is i n s e r t e d  a t  t h e  e n d  t o  a v u i d  

l e a v i n g  t h e  a p p e a r a n c e  t h a t  t h e  q u e s t i o n n a i r e  is j u s t  

a n o t h e r  r o u t i n e  form i B a b b i e ,  1'383:Z15). 

The q u e s t i o n n a i r e  was p i  lo t  t e s t e d  i n  t h e  F t e r s o n n e l  

Directorate (DP) a t  t h e  Ban R n t o n i o  R i r  L o g i s t i c s  C e n t e r .  

P e r s o n n e l  who a g r e e d  t o  c o r n p l e t e  t h e  s u r v e y  a l s o  a g r e e d  t o  a 

r o u n d t a b l e  d i s c u s s i o n  o f  t h e  i n s t r u m e n t  a t  a la ter  d a t e .  

T h e  p i l o t  s u r v e y  w a s  t e s t e d  f o r  f e a s i b i l i t y  of t h e  scheme.  

M i n o r  c h a n g e s  t o  t h e  w o r d i n g  a n d  l e n g t h  o f  t h e  instrument 

w e r e  a c c o m p l i s h e d  t h r o u g h  a c o n s e n s u s  o f  t h e  r o ~ ~ r ~ d t a b l e  

p a r t i c i p a n t s .  The p i  l o t  test in# o f  t h e  q u e s t  i o n n a i r e  

c o n t r i b u t e d  t o  t h e  i n s t r u m e n t ' s  c o n t e n t  and  f a c e  v a l i d i t y .  

C o n t e n t  v a l i d i t y  is t h e  d e g r e e  t o  w h i c h  a m e a s u r e  i n c l u d e s  

t h e  r a n g e  o f  meanings  w i t h i n  t h e  c o n c e p t  ( T h e i s ,  199e:47). 

F a c e  v a l i d i t y  d e s c r i b e s  a s e n s e  of corflnion agreement betwrer.1 



individual mental irnagee and its association witl.1 i? 

part icnlar concept (Babbie, 1983: 1 17). The survey 

instrument utilized in this study is found at Rppendix C. 

SRMPLINB TECHNIQUE 

R survey population is that aggregation of elements 

from which the survey sample is actually selected (Uabbie, 

1983~147). The survey pop~llation selected fur this research 

was the Contracting Directorate at the San Rntonio Hir 

Logistics Center. The rarnpling units consist of all 

rnatrixed and non-matrixed components that combine to 

formulate the Contract ing Directorate, a s  described in 

chapter three. Fls seen in the organizational block diagram 

(appendix H), there are a total of forty-three available 

sampi ing units. The sampling frame was obtained by 

retrieving from the electronic base locator system, a 

listing of all members in each of the forty-three units. 

For the purpose cqf this study, the unit af analysis is the 

individual member. 

The sampling frame accounted for 495 individual 

mermbers within the sampling units. Fin inquiry to the 

Personnel and Training Branch (F'KXP) regarding the actual 

number of rnembers employed in the Contracting Directorate 



r e v e a l e d  o n l y  a n  estimate as  o f  March 1, 1993. 'This nurnber, 

as s e e n  i n  t a b l e  3.1, i n c l u d e s  567 c i v i l i a n  e m p l o y e e s ,  p l u s  

a n  u n d e t e r m i n e d  number o f  a d d  it i o n a l  m i  1  i t  a r y  r$iembers 

t o t a l l i n g  up t o  s i x  p e r c e n t  of t h e  P K  p o p u l a t i o n ,  a r  a n  

a d d  it i o n a l  316 mernbers. The t o t a l  nurfiber o f  c o n t r a c t  i n g  

e m p l o y e e s ,  t h e n ,  is b e t w e e n  507 a n d  537.  T h e r e f o r e ,  t h e  

d i s p a r i t y  be tween  t h e  s a n l p l i n g  frame o f  495 a n d  t h e  maxirnum 

p o p u l a t i o n  o f  537  is b e t w e e n  2.4 a n d  8.4 p e r c e n t .  I n  a 

w o r s t  -case s c e n a r i o ,  t h e  sarnpl i n g  f r a m e  would v e p r e s e n t  n o  

less t h a n  91.6 p e r c e n t  o f  t h e  p o p u l a t i o n .  Flccorcling t o  

B a b b i e ,  s a m p l i n g  f r a w e s  o f t e n  d o  n o t  t r u l y  reflect t h e  f u l l .  

corflplerflent o f  t h e  p o p u l a t i o n .  I n  t h e s e  cases, t h e  

r e s e a r c h e r  c a n  i g n o r e  a small d i s p a r i t y  i f  i t  c a n n o t  b e  

e a s i l y  c o r r e c t e d  ( B a b b i e ,  1983: i&#). Due t o  t h e  c o n t i n u a l  

r o t a t  i o n  o f  m i l i t a r y  members a n d  t h e  p r e s e n t  e m p h a s i s  n n  

d o w n s i z i n g  a s  d e s c i r b e d  earl ier  i n  c h a p t e r  t h r e e ,  t h e  

d i s p a r i t y  a s  n o t e d  h e r e  w i l l  rerf lain wi thnut :  f u r t h e r  

a t t e n t  ion.  

However, a s  a c o n s e q u e n c e  o f  t h e  dynar f l i c s  p r e s e n t l y  

e x p e r i e n c e d  by members of t h e  C o n t r a c t i n g  D i r e c t o r a t e  a t  

K e l l y  UFB, t h e  method o f  s a m p l i n g  w a s  a c o n c e r n .  Since 

r a n d o m n e s s  c a n n o t  i n s u r e  r e p r e s e n t  a t  i v e n e s s  ( C o l  a d a r c i ,  

1900493)  t h e r e  r e m a i n e d  some q u e s t i o n  r e y a r d i n g  t h e  e x t e n t  

t o  which e i t h e r  random or s t r a t i f i e d  s a m p l i n g  would  p r o v i d ~ >  

a n  a c c u r a t e  r s p r e s e n t a t  i o n  o f  t h e  p o p u l a t i o n .  Thus ,  i n  a n  



effort to maximize the validity of the study, the sample 

utilized in this research was the same as the population. 

The questionnaires were delivered to PK employees 

using a modified version of the home delivery method. Rftet- 

establishing the sampling frame, cone point of contact and 

one alternate was selected in each of the forty-three 

sampling units. Ruestionnaires were delivered to the paints 

of contact for distribution to the members of their 

respective eampl ing units. The survey instruments were 

completed by PK employees and returned to the points oF 

contact within three days, at whxch time they were picked up 

by the researcher. 

During the threea day sampling period, the full 

population of PK members was not available for- participation 

in the study. The absences were likely attributable ta 

matters such as i 1 lness, temporary duty assignments, 

scheduled leave, and early r'et irement s and resi anat ions due 

to the downsizing effort. However, since no pattern or 

reason for the absenteeism c o ~ ~ l d  be pctsitively identified, 

the affected members were not distinguishable from the 

remainder of the population. Consequently, the sarnpls 

remained valid for the purpose of this study. 



G u e s t  i o n n a i r e s  w e r e  a d m i n i s t e r e d  t a  4 L  7 a? t h e  495 

c o n t r a c t i n g  emplc lyees  o r i g i n a l l y  c o n t e m p l a t e d  as t h e  

s a m p l i n g  frame.  T h i s  r ' e p r e s e n t s  a d e l i v e r y  ra te  of 134.2 

p e r c e n t .  Of  t h e  417 q u e s t  i o r m a i r e s  r e l e a s e d ,  co r f lp l e t ed  

i n s t r u n i e n t s  were r e c e i v e d  from 213 e m p l o y e e s  f a r  a response.? 

r a t e  o f  f i f t y - o n e  p e r c e n t .  The over 'a l  l r a te  a f  

p a r t  i c i p a t  l a n  w i t h  r e s p e c t  t o  t h e  i n t e r ~ d e d  s a m p l  ~ r t y  frar~ie? 

w a s  43.8 p e r c e n t .  C h a p t e r -  f i v e  p r o v x d e s  a n  a n a l y s a s  o f  t h e  

s u r v e y  d a t a .  



OVERVIEW 

The d a t a  a n a l y z e d  i n  t h i s  c h a p t e r  w e r e  c o m p l l e d  f r o m  

213 conlple ted  q u e s t  i o n n a i r e s  r e c e i v e d  f rom 417 pa t - t  i c i p a n t s  

o v e r  a  t h r e e  d a y s  p e r i o d .  f4 v a r i a t  icnn u f  t h e  home d e l i v e r y  

s y s t e m  was u t i l i z e d  i n  t h i s  s u r v e y  e f f o r t  i n  a n  a t t e m p t  i;o 

s r ~ h a n c e  t h e  p o t e n t i a l  f o r  r e s p o n s e s  o v e r  t h e  s n o r t  p e r l o d .  

T h i s  method proved e f f e c t i v e ,  a s  t h e  o v e r a l l  r e s p o n s e  

7 - e s u l t e d  i n  a  f  i ' f t y -one  p e r c e n t  ra te  o f  r e t u r n .  

The m a j o r i t y  o f  t h e  s u r v e y  w a s  d e s i g n e d  i n  t h e  

L i k e t - t  f n r r ~ i a t .  I n  P a r t  I ,  t h e  d a t a  were exarflined i n  t e r m s  

o f  t h e  TQM m a t u r i t y  l e v e l  w i t h i n  t h e  r e s p o n d e n t s 7  

nrganizat i r :w~.  Seven  d i s t i n c t  c a n c e p t s  were u t  i 1 i z e d  i n  t n e  

t e s t i n g  o f  T'GIM m a t u r i t y .  P a r t  I T  g a t h e r e d  rflore g e n e r a l  I r e d  

i n f o r r i ~ a t  i o n  c o n c e r n i n g  the o r g a n 1  z a t  i o n '  s s t r a t e g i c  p l  arlnlrrg 

e f f o r t ,  and u p i n i u n s  r e g a r d i n g  t h e  r e s p o n d e n t s 7  s u p e r v i s o r s .  

&,art I I I  of t h e  s ~ ~ r v e y  was t h e  o r ~ l y  open-ended  q t l e s t l o n .  

E x c e p t  f o r  sunie r e q u i r e d  minor c h a n g e s  i n  p u n c t u a t i o n ,  

r e s p o n s e s  t o  P a r t  I T I  w e r e  t r a n s c r i b e d  v e r b a ' t  i r f l ,  a n d  a r e  

found  a t  Rppendix D. Huwever, for-  t h e  p u r p o s e  of c l a r l t y  



a n d  u n i f o r n i i t y ,  n c c a s i o n a l  c o m m e n t s  or- o t h e r  i n f o r m a t  lor1 

w e r e  a d d e d  by t h e  r e s e a r c h e r ,  a n d  a r e  i d e n t i f i e d  b y  i t s  

e n c l o s u r e  i n  b r a c k e t s .  R11 cumrnen t s  were i n c l u d e d  w i t h u u e  

f ~ t r t h e r -  e d i t i n g .  I n  L'art V I ,  d e r n c q r a p h i c  inforrnat i n n  w a s  

g a t  her-ed. 

L  I KERT SCRL I  NG 

L i  k e r t  s c a l  i n g  r e p r e s e n t s  a s y s t e m a t i c  and r e f i n e d  

r ~ i e a n s  f o r  c o n s t r u c t  l n g  i n d e x e s  f r c m  q u e s t  l u n n a l r e  data.  .'i.hc> 

t e r m  " L i  k e r t  sca le"  is a s s o c i a t e d  w i t h  a q u e s t  i n n  tarrnat 

t h a t  is f r e q u e n t l y  u s e d  i n  c o n t e m p o r a r y  s u r v e y  

q u e s t  i u n n a i r a s .  Hasical l y, t h e  r e s p o n d e n t  is p r e s e n t e d  w i t h  

a s t a t e m e n t  i n  t h e  q u e s t i o n n a i r e  a n d  is a s k e d  t o  i n d l c a t e  

w h e t h e r  h e  or s h e  " s t r o n g l y  a g r e e s ,  " " a g r e e s ,  '+ " d i s a g r e e s ,  " 

" s t r o n g 1  y  d i s a g r e e s ,  " o r  is " u n d e c i d e d ,  " Rny r e a s o n a b l e  

rncqdi f  i ca t  icon of t h e  w o r d i n g  ctr' r ' e spor rse  c a t e g c k r i e s  rnay b e  

u s e d  ( B a b b i e ,  1983g388). 

The  p a r t i c u l a r .  v a l u e  of t h i s  format is t h e  

~narflbig1.1ous o r d i n a l  i t y  of r e s p o n s e  c a t e g o r i e s .  I f  t h e  

r e spcnnden t  s were per-mi t t  e d  t o  v o l u n t e e r  o r  select s u c h  

a ~ i s w e r s  a s  "sort of a g r e e ,  " " p r e t t y  much a g r e e ,  " " r e a l l y  

a g r e e , "  a n d  sea f o r t h ,  i t  w o u l d  b e  i r f l p c t s s i b l e  t o  m a k e  v a l i d  

J ucigenlents r e g a r d i n g  t h e  r e l a t i v e  ~ t ~ e r i g t h  n f  a g r e e m e n t  



i n t  ended by t h e  v a r i o u s  r e s p o n d e n t s .  The  L i  k e r t  formal ;  

r e s o l v e s  t h i s  dilernnia ( B a b b i e ,  3 : .  I t  is t h e  

commonly a c c e p t e d  p r a c t i c e  t o  a s s u m e  t h a t  L i  k e r t  scales are 

e q u i d i s t a n t  and  c a n t  i n u o u s ,  a n d ,  t h e r e f o r e ,  interval-level 

d a t a  ( D i L e o n a r d i ,  l988:Sl). 

The L i k e r t  format a l s o  l e n d s  i t s e l f  t o  a r a t h e r  

s t r a i g h t f c ~ r w a r d  me thod  o f  i n d e x  c o r l s t r u c t  i o n .  S i n c e  

i d e n t i c a l  r e s p o n s e  c a t e g o r i e s  are  u s e d  t o r  s e v e r a l  i terns 

i n t e n d e d  t o  rneasi t re  a g i v e n  v a r i a b l e ,  e a c h  s u c h  i t e r n  cart be2 

s c o r e d  i n  a u n i f o r m  m a n n e r .  Scales sometimes ernploy  a n  e v e n  

number  o f  va11.1es w h i c h  farces t h e  r e s p o n d e n t  t o  select a 

v a l u e  frcnro e i t h e r  t h e  n m g a t i v e  car t h e  p o s i t i v e  h a l f  cqf t h e  

scale. However, t h e  p r e f e r e n c e  i s  to u s e  a n  o d d  n u m b e r  of  

r e s p o n s e s  which  p r o v i d e s  t h e  p a r t  icl  p a n t  a  b a l a n c e d  s ca l e  

a n d  a  neu t t - a1  o p t i . a n  ( D i l e o n a r d i ,  15&13:?1). W i t h  f i v e  

r e s p o n s e  c a t e g o r i e s ,  s c n r e s  o f  z e r o  t o  f o u r ,  or o n e  t o  f i v e  

m i g h t  b e  a s s i g n e d ,  t a k i n g  t h e  d i r e c t i o n  o f  t h e  itenis i n t o  

a c c o u n t .  For. exarnple ,  a  w e l g h t  of  t i v e  rn lght  b e  ass1 g n e d  t o  

t h e  resparose  " s t r o n g l y  a g r e e "  f o r  p o s i t i v e  i t e m s ,  a n d  t o  

" e t r o n y l y  d i s a g r e e "  f o r  n e g a t i v e  i t e m s  ( B a b b i e ,  1'9k!.3:.36U). 

I n  t h i s  manner ,  o v e r a l l  s c o r e s  r e p r e s e n t i n g  t h e  surorflat i o n  01" 

s o u v e s  r e c e i v e d  c a n  b e  d e t e r m i n e d .  Irl f u r t h e r  balancing of 

t h e  s c a l e  may a l s o  b e  e m p h a s i z e d  b y  assigning v a l u e s  t o  

c a t e g o r i e s  i n  terms of n e g a t i v e  a n d  p o s i t i v e .  F o r  e x a m p l e ,  

far f i v e  c a t e g o r i e s ,  t h e  u s e  af -2 t o  +?, i n s t e a d  of ld t o  4 



o r  1 t n  3, (DiLeunar-d i ,  8 1 ,  may p r o v e  mcwe d e s l r a o l e .  

The  L i k e r t  n ie thod rel ies u n  c e r t a i n  p o s t u l a t i a n .  I t  

assurires  t h a t  a n  o v e r a l l  score b a s e d  a n  t h e  r e s p o n s e s  t o  

it e m s  t - e f l e c t  i n g  a  par-t  i c u l a r  v a r i a b l e  u n d e r  c u r t s i d e r a t  i o n  

p r -uv ides  a  r e a s o n a b l  y good ~~~~~~~~e of t h e  v a r i a b l e .  'IThesf? 

a v e r a l : l  scar3es are n u t  n e c e s s a r l  l y  t h e  t i n a l  p r o d ~ l c t  o t  

i n d e x  c o n s t r u c t i o n ;  r a t h e r ,  t h e y  may b e  u s e d  i n  a n  item 

a r ~ a l y s i s  t u  select t h e  b e s t  iterfls. E s s e n t i a l l y ,  e a c h  lterfl 

is c o t - r e l a t e d  w i t h  t h e  lar 'ge, c o m p o s i t e  m e a s u r e .  I t e m s  t h a t  

c o r r e l a t e  h i g h e s t  w i t h  t h e  c a m p o s i t e  measur-e a r e  assnri led t o  

pr-ctvide t h e  b e s t  i n d i c a t o r s  of t h e  v a r i a b l e ,  a n d  o n l y  t h u 5 ~ :  

iterfls would be  i n c l u d e d  i n  t n e  i n d e x  u l t i m a t e l y  u s e d  f u r  

a n a l y s i s  ul; t h e  v a t - i a b l e .  L i  k e r - t - i t e m  r e s p o n s e  c a t e g o r x e e a  

a s s u m e  t h a t  e a c h  i t e m  h a s  a b o u t  t h e  same i n t e n s i t y  a s  t h e  

rest. T h i s  is t h e  k e y  r e s p e c t  i n  w h i c h  t h e  L i k e r t  me thod  

d i f f e r s  frorfl s c a l i n g  as t h e  terrii is t y p i c a l l y  u s e d .  ( H a b b l e ,  

1 3 8 3 : 3 8 1 ) .  

LEVEL OF' 7'Cllvl MRTURITY 

U l t i r f l a t e l y ,  t h e  p u r p o s e  o f  t h i s  r e s e a r c h  1s t o  make 

soma d e t e r m i n a t  i o n  a b o u t  t h e  p e r c e p t  i o n s  o f  e m p l o y e e s  

r:onc:err#ing t h e  TG!M i n i t  i a t  i v e  i n  t h e  C a n t r a c t  i n g  Directot-ate 

a t  K e l l y  RFH. I n  niaking t h i s  d e t e t - m i n a t  i o n ,  s u r v e y  research 



w a s  c o n d u c t e d  u s i r ~ g  a  s e l f - a d m i r r i s t e t . e d  questionnaire. ' i h n  

p u r p o s e  w a s  t o  g a t h e r  e n o u g h  i n f o r m a t i o n  t a  a n a l y z e  

employees '  a t t i t u d e s  r e g a r d i n g  t h e  s e v e n  p r i h i a r y  t e n e t s  

a s s o c i a t e d  w i t h  TQM. S e c a n d a r i : l  y ,  t h e  d a t a  would  p e r r n l t  a n  

e x a m i n a t i o n  o f  t h e  TOM i r n p l e r n e n t a t i n n  s t r a t e g y ,  a s  w e l l  an .s 

-Few fundarflental  c o n c e r n s  of T@M d y n a m i c s .  R e s p o n s e s  to t h e  

q u e s t  i o n n a i r e  r e f l e c t  t h e  a t t i t u d e s ,  o p i n i o n s ,  and  l e v e l  of" 

involverflent a s  p e r c e i v e d  by e m p l o y e e s  of t h e  C o n t r a c t i n g  

Directorate.  E f f e c t i v e l y ,  t h e  r e s p o n s e s  a l l o w  f o r  a 

d e t e r m i n a t i o n  o f  m a t u r i t y  r e g a r d i n g  7L!M w i t h l n  t h e  

car-ganizat ion.  H s  r n a t t l r i t y  is d i r e c t l y  p r o p o r t i o n a l  tcg 

s u c c e s s  i n  terms o f  i m p l e m e n t a t i n n ,  t h e  r e s u l t s  of t h e  

s u r v e y  w i l l  a1 law f u r  a c a n f  i d e n t  e v a i u a t  I o n  of t h e  '1TQiq 

i n i t i a t i v e .  

The s e v e n  c c ~ n c e p t s  u s e d  i n  t h i s  s t u d y  w e r e  c h o s e n  t c ~  

r e f l e c t  t h e  severs p r i m a r y  t e n e t s  o f  T o t a l  Uual  i t y  

Management. I n  o r d e r  t o  rneasilre e a c h  of  t h e  s e v e n  

v a r i a b l e s ,  be tween  f i v e  a n d  e i g h t  s t a t e n i e r ~ t s  w e r e  m a t r i x e c j  

r ~ n d e r  e a c h  c o n c e p t  beirrg t e s t e d .  H e s p u n d e n t s  w e r e  a s k e d  tct 

i d e n t  i f y  t h e  a n s w e r  t h a t  b e s t  r e p r e s e n t s  h i s  r e r  h e r  a t t  i t  udo  

w i t h  r e g a r d  t o  t h e  c o r r e s p o n d i n g  i t e r n .  



The  d a t a  p r e s e n t e d  i n  t h l s  c h a p t e r  reflect t h e  r a w  

n u m b e r  a n d  p e r c e n t a g e  i n  w h i c h  t h e  r e s p o n d e n t s  itlent i t y  w l t h  

e a c h  of  t h e  f i v e  ca ' tegcar-ies.  T h e  c a t e g o r i e s  a re  r a n k e d  i n  

terms of " S t r o n g l y  H g r e e ,  " " R g r r e ,  " "Don' t Know, " 

" D i s a g r e e ,  " a n d  " S t r o n g l y  D i s a g r e e .  " F n r  t h e  pu rpcase  of 

t h i s  s t ~ . ~ d y ,  a n d  a s  a m e a n s  uf c o n d u c t  i n g  o v e r a l l  s e u r l n g  a n d  

i t e r n  a n a l y s i s ,  t h e  r e s p o n s e  c a t e g o r i e s  a re  w e i g h t e d  

r e s p e c t i v e l y ,  b e g i n n i n g  w i t h  +Z f o r  s t r o n g l y  a g r e e ,  t o  -E 

far s t r c ~ n g l y  d i s a g r e e .  I n  t h e  case of r e v e r s e  s t a t e h t e n t s ,  

t h e  v a l u e s  are r e v e r s e d .  T h e  f u l l  r a n g e  o f  scale f u r  each 

i n d i v i d u a l  s t a t e m e n t  is +4Sb t o  -42b. H e v e r s e  staterner~t s 

are i d e n t i f i e d  by t h e  s y m b o l  " L l i j ,  " w h i c h  w i l l  b e  p l a c e d  

b e f o r e  e a c h  k t e r n  t h a t  is r e v e r s e - o r i e n t  ed. 

To m e a s u r e  t h e  a t t i t u d e  a n d  p e t - c e i v e d  o v e r a l l  i e v e l  

of i n v o l v e m e n t  i n  t e r m s  of erflpnwermel?t; a n d  p a r t  i c i p a t  l o n ,  

~111plcayees  were a s k e d  t o  of fe r  a r e s p o n s e  t o  s i n  staterflents. 

'The f it-st s t a t e m e n t  w a s ,  " E m p l o y e e s  are e m p o w e r e d  t o  PIJPEUC: 

qua1 i t y  ir(cpruvement ideas. " Flrnong t h e  r e s p o n s e s ,  13 p e r c e n t  

nf  t h e  p a r t i c i p a n t s  s t r o n g l y  a g r e e d ;  44 p e r c e n t  a g r e e d ;  ~mst; 

less t h a n  ItI p e r c e n t  e i t h e r  d i d  rrco,t kr~crw o r  f a i l e d  t o  



r e s p o n d ;  a b o u t  cine-fout'th of t h e  r e s p o n d e n t s  d l s a g t - e e d  ; a rm 

less t h a n  8 p e r c e n t  s t r o n g l y  d i s a g r e e d .  G t o t a l  of 94  

r-espunderrt  s a g r e e d  t h a t  e r n p l o y e e s  a r e  empowered  t c8 p u r s u e  

q u a 1  i t y  inrpr-ovenlent i d e a s .  S i n c e  t h e  o v e r a l l  s c o t - i n g  uf 

t h i s  itern I - e s u l t e d  i n  a p o s i t i v e  62, t h e  l a r g e s t  p o s i t l v e  

r e s p o n s e ,  " a g r e e ,  " is d e t e r m i n e d  t o  b e  t h e  most a c c u r a t e  

o v e r a l l  i n d i c a t o r .  

"The n e x t  i t e m  r e a d s ,  "fls a r e s u l t  of 1 Urn, e r n p l o y e e s  

n o w  h a v e  m o r e  a u t h o r i t y  t o  make d e c i s i o n s . "  F o u r  p e r c e n t  of 

. t h e  r e s p o n d e n t s  s t r o r ~ g l y  a g r e e d ;  o n e - t o u r - t h  a g r e e d ;  1 7  

p e r c e n t  d i d n '  t krlow ar d i d n '  t r e s p o n d  ; o v e r  416 p e r c e n t  

d i s a g r e e d  ; and j u s t  over  1 Q p e r c e r l t  st r n n g l  y  d i s a g r e e d .  

Winety- two r e s p o n d e n t s  d i s a g r e e d  w i t h  t h i s  statement, g i v i n g  

th ic ; i  i n d i v i d u a l  iterfl t h e  l a r g e s t  scare a f  -52. " lhe  

r e s p o n s e ,  " d i s a g r e e , "  is t h e  b e s t  ove ra l l  i n d i c a t o r  ~ n f  t h i ~ i i  

statement, which  h a s  a n  o v e r a l l  w e l g n t e d  score o f  -.?lil. 

S t a t e m e n t  t h r e e  is r e v e r s e - o r i e n t e d .  i t  r e a d s ,  

"F ' a r t  i c i p a t  i n n  irj TOM is n o t  e n d o r s e d  througncaict  t h e  

u r g a n i z a t  i o n .  " S e v e n t e e n  p e r c e n t  of  t h e  r e s p o r l d e n t w  

s t r o n g l y  a g r e e d ,  w h i l e  a p p r o x i r f l a t e l y  o n e - t h l r d  a g r e e d ;  

almost 28 p e r c e n t  d i d n ' t  know o r  d i d  not  r e s p o n d ;  n e a r l y  a 

q u a r t e r  of t h e  r e s p o n d e n t s  d i s a g r e e d  ; a n d  Y p e r c e n t  s t r o n g l y  

d i s a g r e e d .  Over  h a l f  o f  t h e  r e % p o n d e n t s  e i t h e r  s t r c a n g l y  

a g r e e d  o r  a g r e e d .  T h e  s t r o n g e s t  i r ~ d i c a t o r  f o r  t h 1 5  i t e r r l  is 



" a g r e e ,  " whlch found a n  o v e r - a l l  s c o r e  ot -b8. 7 h e  a v e r - a l l  

c o r ~ l o o s i t e  far t h i s  s t a t e m e n t  is -35. 

T h e  n e x t  s t a t e r n e n t  r e a d s ,  "Employees  are  g i verr t h e  

I - e s p n n s i b i  1  i t y  and  e n c o u r a g e d  t o  i m p r o v e  t h e i r  w a r + (  

p t -ccessec , .  " 'Iwel v e  p e r c e n t  c8f t h e  r e s p o n d e n t s  st r u n g  l y  

a g r e e d ;  almost h a l f  o f  t h e  r e s p o n d e n t s  a g P e e d ;  '7 percent ;  

e i t h e r  d i d n '  t r'espcsnd or  dic lny t kncnw; abuLlt one-four- th  

d i s a g r e e d  ; a n d  5 per-cen-t s t r o n g  1 y d i s a g r e e d .  T h e  o v e r a l  I. 

c o m p o s i t e  f o r  t h i s  i t e m  : i s  p o s i t i v e  70. Thus ,  t h e  r e s p o n s e  

" a g r e e ,  " which  g a r n e r e d  a n  i n d i v i d u a l  s c o r e  n f  iw@, most 

a c c u r a t e l y  r e p r e s e n t s  t h e  o v e r a l  l a t t i t u d e  toward t n i s  

e t a t e n l e n t .  

'The f i f t h  s t a t e m e n t  r e c e i v e d  a n  o v e r a l l  c n m p a s ~ t e  

score o f  5@. The s t a t e r n e n t  r e a d s ,  ".fhe o r g a n i z a t i u n  h a s  a 

pr -ocess  f o r  recei v:ing a n d  e v a l  u a t  i n g  e m p l o y e e s 7  improvernewt 

i d e a s .  " E i g h t  p e r c e n t  s t r o n g l y  a g r e e d  w l i i  le a n  e q u a l  nl.\mber* 

s t r c w g l y  d i s a g r e e d ;  4lR p e r c e n t  a g r e e d !  n e a r 1  y a t h i r d  o i d r ! '  t 

know or d i d  n o t  r e s p o n d ;  and  i G  p e r c e n t  d i s a g r e e d .  W i t h  a 

pcas i t  i v e  s c o r i n g  nf 50, t h e  most: a c c u r a t e  i r ~ d l c a t c W  ot 

e m p l o y e e s '  o p i n i c t n  t a  this i t e r n  is " a g r e e , "  which  w a s  

s e l e c t e d  by 86 r e s p o n d e n ' t s .  

S h e  l as t  itern, which  is d e s i g n e d  t a  test emp. loyee  

a t t i t u d e  t o w a r d  en~puwet-ment a n d  p a r t  i c i p a t  i o n ,  is a 



r-eve?-se-orqi e n t e d  st a t  erilent . I t  r e a d s ,  "Management 9 s 

d u l e g a t i c w ~  af a ~ t t h a r i t y  t o  e r n p l o y e e e  h a s  n o t  lrrcreased w i t h  

TQM." T h i s  s t a t e m e n t  r e c e i v e d  t h e  h i g h e s t  o v e r a l l  scare of 

n e g a t  i v e  llB. Rpproxir f la te ly  one-f  i f t h  of t h e  e m p l o y e e s  

s t r o n g 1  y  a g r e e d  w i t h  t h i s  s t a t e m e n t ,  w h i l e  a n o t h e r  43 

p e r c e n t  a g r e e d .  S i x t e e n  p e r c e n t  d i d n 3 t  knuw o r  t a i l e d  tcn 

r e s p o n d ;  18 p e r c e n t  d i s a g r e e d ;  a n d  o n l y  1 r e s p o n d e n t  o u t  of' 

@vet-y EG? s t r o n g 1  y  d i s a g r e e d .  N i n e t y  r e s p o n d e r l t s  a g r e e u  w l  t h  

t h i s  s t a t e m e n t ,  which p r o v i d e s  t h e  b e s t  o v e r a l l  i n d i c a t o r  OF 

a t t i t u d e  f o r  t h l s  itern. 

I n  o r d e r  t o  g e t  a c o n f i d e n t  m e a s u r e  nf t h e  e n t i r e  

v a r i a b l e  "empower-ment a n d  p a r t i c i p a t i o n ,  " t h e  c c ~ r n p o s i t e  

s c o r e s  0.F a 1  l s i x  ~ % E ? P I B  were cornblned.  The r a n g e  of t h e  

scale f u r  e a c h  iten1 is +426 t o  -426. The o v e r a l l  s c o r i n [ ; l  

.For- t h e  c o n c e p t  o f  ernpuwerrnent auld p a r t i c i p a t i o n  is a 

n e g a t i v e  33 o n  a f u l l  c o m p o s i t e  r a n g e  of +E556 t o  -2556. 

T h i s  s c a r s e  i n d i c a t e s  a  n e g a t i v e  a t t i t u d e  by emplctyees  

r e g a r d i n g  t h e  o r - g a n i z a t  i o n ' s  p r u g r e s s  t o w a r d  empower-ing i t s  

w o r k f o r c e  a n d  e n c o u r a g i n g  a  deeper-  s e n s e  cbf w o r k e r  

p a r t  ici p a i o n .  'I'he i n d i v i d u a l  a n d  c o m p o s i t e  scores of a 1  4. 

iterns mat t.ixed u n d e r  t h e  c o r l c e ~ l t  oP empawerrnent a n d  

p a r t i c i p a t i o ~ ?  c a n  be s e e n  i n  T a b l e  5.1. F i g ~ t r e  5.1 provider: 

a g r a p h i c  r - e p r a s e n t a t i o n  of t h e  o v e r a l l  r a t i n g 5  of t h e  i t e m s  

m a t r i  xed  u n d e r  t h i s  ernpuwerrnent c o n c e p t .  



T a b l e  5.1. 

EMPLOYEE EMPOWEHMEN f HND PI4H I LCIPH TlUN ............................................................ 

E n i p l o y e e s  ar'e en ipowered  t n  pcct-sue q u a l i t y  i n i p r a v e n i e n t  i d e a s :  

R e s p o n s e s  L ' e r c e n t  a g e  score 

S t r o n g l y  R y r e e  e8 
R g r e e  94 
Don '  t Know/No R e s p o n s e  EQ 
D i s a g r e e  SS 
S t r o n g l y  D i s a g r e e  16 

~ o t a l  e l3  1 BO 6;5 

Fls a r e s u l t  of 'IQM, e r f l p l ayeee  now have m o r e  a u - t h a t - 1 . t ~  t;ct 
make d e c i s i o n % :  

t t e s p u n s r s  FVercent ;  a g e  tjcor'e 

S t r o n g l y  Wgree  9 
Rgr -ee  32 
Don '  t K r i a w / N o  R e s p o n s e  36 
D i s a g r e e  92 
S t r o n g l y  D i s a g r e e  2 4 

T o t a l  213 1 ldld -7@ 

LRJ P a r t i c i p a t  iori i n  7G!M is not  e n d o r s e d  t n r c + u g h o u t  t h e  
o r g a n i z a t i o n :  

t i e s p o n s e s  C'erceriC a g e  t iccare 

S t r o n g l y  Wgree  3 7 
R g r e e  68 
Don '  t Know/No Respcnnse 4 i4 
D i s a g r e e  Siil 
S t r o n g l y  D i s a g r e e  t L3 

'rot a1 e l3  1 Bld -56 



( T a b l e  5. 1 c a n t .  ) 

E m p l o y e e s  are g i v e n  t h e  r e s p o n s i  b i  1 l t y  arid encourages t n  
i m p r o v e  t h e i r  w o r k  p r o c e s s e s :  

R e s p o n s e s  P e r c e n t a g e  score 

S t r o n g l y  C4gree 23 
R g r e e  1 lnln 
Don3 t Know/Nu R e s p o n s e  19 
D i s a g r e e  '3t3 
S t r o n g l y  D i s a g r e e  1 1 

T o t a l  213 la@ 7 ln 

T h e  o r g a n i z a t i o n  h a s  a p r o c e s s  far r e c e i v i n g  a n d  
eval  u a t  inn e m p l o y e e s '  i r f l p r o v e m e n t  i d e a s :  

R e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g l y  H g r e e  16 
R g r e e  86 
Don3 t Know/Nu R e s p o n s e  &(a 

I j i s a g r e e  34 
Strcw9g l y  D i s a g r e e  1 7 

T o t  a 1 213 I ldu 3 UI 

CRJ Mariagernent ' s  d e l e g a t i o n  ot authority to e m p l o y e e s  
h a s  n o t  i n c r e a s e d  w i t h  TUN: 

R e s p c n n s e s  b ' e r c e r i t a g e  Score 

S t v o n g l y  R g r e e  4111 
Hy 7-ee 9l3 
Dori' t Know/No R e s p o n s e  3 4 
D i s a g r e e  At3 
S t r o n g l y  D i s a g r e e  11 

T o t a l  213 1 V)ld -1 10 

COMPDSITE SCORE 1270 1 (nu -53 

------" 

R a n g e  f o r  C o m p o s i t e  S c o r e  is +2S56  tea -E556 



Figure 5 .1  
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CUSTOMER FOCUS 

The s e c o n d  c a n c e p t  of t h i s  s t u d y  U s e d  t o  measur-e t h e  

p e r c e p t  i o n s  u f  TOM is c u s t o m e r  f o c u s .  S e v e n  s t a t e n i e n t s  w e n ?  

rflatri xed u n d e r  t h i s  p r i n c i  p:le. H g a i n ,  e m p l u y e e s  w e r e  a s k e d  

t o  r e s p o n d  i n  L i k e r t  f a s h i o n .  T h e  first q u e s t i o n  s t a t e s ,  

" T h e  a r g a n i z a t  i o n  a s  a w n o l e  is n u t  c u s t a m e r  o r i e n t e d .  " 

T h i s  s t a t e n l e n t  w a s  p o s e d  i n  r e v e r s e - o r i e n t a t  i o n .  S i x  

p e r c e n t  o f  t h e  r e s p u n d e n t s  s . t r u r r g l y  a g r e e d ;  a t l o u t  

o n e - q u a r t e r  of t h e  p a r t i c i p a n t s  a g r e e d ;  1lD p e r c e n t  e i t h e k -  

d i d n ' t :  krlow o r  d i d n ' t  ?"espcand; j u s t  o v e r  41n p e r c e n t  

d  i & a g ~ e e d  ; a n d  16 p e r c e n t  st r a n g  1 y  d i s a g r e e d .  The  most 

a c c u r a t e  i n d i c a t o r  far t h i s  s t a t e r n e n t  is " a g r e e ,  " w h i c h  w a s  

s e l e c t e d  by 8'7 r e s p o n d e n t s .  'The o v e r a l l  scare fur. t h i s  

s t a t e r n e n t  is a p o s i t i v e  72. 

The s e c o n d  st ater f lent  reads, ".I  h e  o r g a r ~ i z a t  :bctrd 

p r o n i o t e s  t h e  u s e  o f  c u s t o m e r  f e e d b a c k  l u o p s  t o  i m p r o v e  i t ~ s  

p rcncesses .  " S e v e n  p e r c e n t  o f  t h e  r e s p o n d e n t s  s t r c ~ n g l  y  

a g r e e d ;  o n e - t h i r d  a g r e e d ;  une-f i f  t h  of e r f lp ioyees  did!?' t kl-low 

cur- d i d n '  t r e s p o n d ;  a n o t h e r  cane-+, h l r d  a i s a g r e e d  ; a n d  tl 

p e r c e n t  s t r o n g l y  d i s a g r e e d .  I n  t h i s  s t a t e m e n t ,  t h e  

r e s p o n s e s  are s p r e a d  r a t h e r  e v e n l y  a c r o s s  t n e  positive a n d  

n e g a t i v e  o p t i u n s .  H s  a r e s u l t ,  t h e  u v e r a l l  c u r ~ i p o s i b e  f o r  

. t h i s  s t a t e r f l e n t  is p o s i t i v e  la .  S i n c e  o n l y  a r e - f i t t h  of t h e  

r e s p o n d e n t c  d idn31;  know, i t  car1 b e  assumed t h a t  t h e  



o r g a n i z a t i a n  is f a i r l y  w e l l  d i v i d e d  o n  t h i s  i s s u e ,  

The n e x t  s t a t e m e n t  p r e s e r ~ t e d  is, " S u r v e y s  are 

eor~imonly used  a s  a t o o l  t o  i m p r o v e  o u r  u n d e r s t a n d i n g  of 

c u s t o m e r  s u p p o r t .  " S e v e n  p e r c e n t  5 t r o r 1 g l y  a g r e e d  w i t h  t h l s  

s t a t e m e n t  ; 2'3 p e r c e n t  a g r e e d  ; 17  p e r c e n t  d i d n '  t know o r  

f a i l e d  t o  a n s w e r ;  o v e r  o n e - t h i r d  d i s a g r e e d ;  arm o v e r  lk? 

p e r c e n t  s t r o n g l y  d i s a g r e e d .  The  r e s p o n s e  s e e n  as t h e  most 

a c c ~ ~ r a t e  i n d i c a t a r  t o r  t h i s  %tater i lent  1s " d i s a g r e e ,  " a s  -/a 

r e s p o n d e r i t s  c h o s e  t h i s  o p t  i o n .  'Fhe o v e r a l l  score f nt. t h  ~ $ 5  

s t a t e m e n t  is -33. 

I n  r e s p o n s e  t o  t h e  s t a t e m e n t ,  "Empluyees  c a n t  i n u a i  l y  

s t r i v e  t a  s a t i s f y  t h e i r  i n t e r n a l  c u s t o m e r s ,  " u v e r  l l d  p e r c e n t  

o F  t h e  r e s p o r r d e n t s  s t r o n g l y  a g r e e d ,  whl le u v e r  h a l t  a g r e e d .  

T e n  p e r c e n t  d i d n ' t  Iknow o r  d i d n 9  t r e s p o n d ;  o n e - t i f t l i  o f  t h e ?  

r e s p a n d e n t  5 d i  s a g r e e d ,  and  or11 y 4 p e r c e r ~ t  s t r c ~ n g  1 y  

d i s a g r e e d .  T h i s  s t a t e r f l e n t ,  ~ t l t  i m a t e l y  s c o r i n g  I@@, r e c e i v e t j  

t h e  h i g h e s t  co r f lpos i t e  r a t i n g  arflong t h e  " c u s t n m e r  t o c u s "  

iterns. The b e s t  i n d i c a t o r  f o r  t h i s  s t a t e m e n t  is " a g r e e ,  " 

w h i c h  w a s  s e l e c t e d  by e n  o v e r w h e l m i n g  114 r e s p o n d e n t s .  

I 'he r ~ e x t  s t a t e m e n t  is, a  r e v e r s e d  iterfl w h i c n  r e a d s ,  

"F'rc8blerns e x p r e s s e d  by i n t e r n a l  a n d  e x t e r n a l  c u s t a r i l e r s  a re  

n n t  q c t i c k l y  r e s o l v e d .  " S e v e n  p e r c e r r t  s t r o n g 1  y  a g r e e d  wh i l ~ ?  

6 per.cen.t st r u n g  l y d i s a g r e e d .  C l l  riic,s.t '10 p e r c e n t  of t h e  



 spanden dents a g r e e d ;  a p p r a x i r n a t e l y  a q u a r t e r  o t  empictyees  

d i s a g r e e d ;  and  2'> p e r c e n t  d  l d n '  t I.tnc~w u r  d  l d n Y  t a n s w e r .  I he 

b e s t  i n d i c a t o r  t u r  t h x ~  iten1 is " a g r e e ,  " w h ~ c h  w a s  c h n s e n  by 

8EI r - e s p u n d e n t s .  "l'tie o v e r a l l  cornpczsite score f o r  t h i s  iterti 

is --.31n. 

The n e x t  i t e m  5t a t  es, "Ple thods  ta m e a s u r e  a n d  

n l o n i t  at- e x t e r n a l  c u s t u r n e r  sa t  isfact i n n  h a v e  b e e n  i m p l e r ~ i e n t e d  

i n  my o r g a n i  2a.t ion .  " Un:L y  2' p e r c e n t  s t r u n g l  y  a g r e e d  ; 22 

p e r c e n t  a g r e e d ;  n e a r 1  y  3@ p e r c e n t  d  i e a g r e e d  g 15 p e r c e n t  

e t r - o n y  l y  d i s a g r e e d ;  a r ~ d  31 p e r c e n t  -- t h e  h i g n e s t  l n c l i v r c i ~ l a l  

score c t r~der  t h i s  item -- d i d n ' t  know ar d i d n '  t r e s p o n d .  

N e v e r - t h e l e s s ,  t h e  c o m p o s i t e  v a t  l n g  f a r  t h i s  statemer~t is 

r11ir11.r.j 64.. S i x t y - t w u  r e s p o n d e n t s  c h o s e  t o  d i s a g r e e ,  whi l e  31. 

c h u s e  t o  s t r o n g l y  d i s a g r e e .  B o t h  uf t h e s e  r e s p o n s e s  

g a r n e r e d  i r ~ d i v i d i - r a l  sccwes UP n e g a t  i v e  62, t h u s  n o  single 

r e s p o n s e  c a n  h e  used as t h e  most  a c c u r a t e  l n e a s u r e  of 

a t t i t u d e  f o r  t h i s  i t e m .  However, i b  is f a i r  t o  s a y  t h a t  the?  

o v e r w h e % m i n g  a t t  itr.tde t;award t h i s  s t a t e r f l e n t  is nega ' t  i v e .  

I n  r e s p o n s e  to t h e  r - e v e r s e - o r i e n t e d  s t a t e m e n t ,  ''6) 

system f o r  managing c r l s t  ctrfler complaints h a s  n o t  b e e n  

d e v e l o p e d  i n  my a r g a n i  z a t  i o n ,  " 14 pel-cent  o f  t h e  

p a r t  : i c i p a n t s  c h u s e  "st;r-ong:L y a g r e e ,  " w h i l e  uver- ewe-.third 

a g r e e d .  Flnnthel- a n e - t h i r d  e i t h e r  didrrl  t I<nuw or d i d n '  t 

r - e s p o n d ;  18 p e r c e n t  d i s a g r e e ; ,  a n d  on1 y r pet7cent  s t r c ~ n g l  y  



d i s a g r e e d .  I -he o v e r - a l l  score f o r  t h i s  i t e m  is -83. 

T h e r e f o r e ,  t h e  r11as.t a c c u r a t e  i n d i c a t o r  is " a g r e e ,  " w h l c n  w a s  

s e l e c t e d  b y  73 r e s p o n d e n t s .  

T h e  " c u s t o m e r  f o c u s "  c u n c e p t  w a s  t h e  most p o s i t  l v e l y  

r a t e d  v a r i ab l e  1-lndev.going m e a s u r e m e n t .  However, its 

w e i g h t e d  c o m p o s i t e  score s t i l l  r e s u l t e d  i n  a n e g a t i v e  rat  l n g  

uf -3tJ on a f u l l  c o n l p a s i t e  r a r t g e  of +253& t o  -2556. i h e  

r a n g e  o? e a c h  i n d i v i d u a l  i t e r n  is +4%b ta - 4 Z I J .  - l h e  

i n d i v i d u a l  nl.~nher-s, p e r c e n t a y e s  a n d  scores can b e  seen m u r 6 ~  

c l e a r l y  i n  T a b l e  5.2. F ' r o v i d e d  i n  F i g u r e  5.i: is a g r a p h  

w h i c h  r e p r e s e n t s  t h e  c o m p o s i t e  scores o f  e a c h  i t e m  w i t h i n  

t h e  c o n c e p t .  I f  a d d r e s s e c l  :left: t o  r i g h t ,  t h e  g r a p n  w i l l  

r e p r e s e n t  r e s p o n s e s  t o  t h e  statenients i n  t h e  a t - d e r  t h a t  t h e y  

w e r e  p r e a s e n t e d  ~ u r ~ d e r  . t h i s  c o n c e p t .  



'Ta b:L e 5. 2 

CUSTOMER FOCUS 

I The a r g a n i z a t i o n  a s  a w n o l e  is n o t  c u s t o m e r  a r l e n t e d :  

Respctnses  P e r c e n t a g e  Score 

S t r o n g l y  Hyree  13 
R g r e e  5 9 
IScun' t Know/Nu R e s p o n s e  1 '3 
D i s a g r e e  8 7 
S t r o n g l y  D i s a g r e e  35 

T h e  o r g a n i z a t i o n  p romvt  ea t h e  use a P  c u s t o r ~ i e r  f e e d b a c k  
Icnope t o  improve its p r o c e s s e s :  

R e s p o n s e s  P e r c e n t  a g e  S c o r e  

S t r o n g  1 y  Wgree 13 
Flyree  75 
Dur~ '  t Knaw/No Response  44 
D i s a g r e e  63 
S t r o n g l y  D i s a g r e e  i6 

T o t a l  213 1 i4ul I 0  

S u r v e y s  are common1 y  u s e d  as  a tact1  t o  impt-ove aLir 

u n d e r s t a n d i n g  o f  c u s t o m e r  s u p p o r t  : 

St  r o n g  1 y  Hgree  14 
Wgree 62 
Dcon' t Know/No Response  3 '7 
D i s a g r e e  7 5  
S t r o n g  1 y  D i s a g r e e  25 

Tot; a 1 213 1 tln -;35 



( T a b l e  5.2 c n n t . )  

E r f l p l o y e e s  c a n t i n u a l l y  s t r i v e  t a  s a t i s f y  t h e i r  internal 
c u s t o m e r s :  

R e s p o n s e s  F ' e r c e n t  a g e  Score 

S t r o n g l y  R g r e e  24 
R y r e e  114 
Don' t Know/No R e s p o n s e  E 1 
D i s a g r e e  46 
S t r o n g l y  D i s a g r e e  8 

T o t a l  213 1 @La 1 lillb 

C R I  F'roblerns e x p r e s s e d  by internal a n d  e x t e r n a l  cus tor t re t -5  
at-e not q u i c k l y  r e s o l v e d :  

H e s p o r ~ s e e  F ' e r c e n t  a y e  Scare 

S t r o n g l y  R g r e e  16 
R g r e e  BlZl 
Dun* t Know/Nu R e s p o n s e  47 
D i s a g r e e  58 
S t r o n g l y  D i s a g r e e  12 

T o t a l  213 irdlb -316 

M e t h o d s  t o  toeasitre a n d  rnctnitor- e x t e r n a l  c u s k o r n e r  
s a t  i e f a c t  i u n  h a v e  b e e n  i m p l e m e n t e d  i n  my a r g a n i z a t i o n :  

R e e p u n s e s  P e r c e n t a g e  Score 

S t t - a n y  l y  R g r e s  6 
a g r e e  48 
D u n *  t Knuw/Nu R e s p o n s e  66 
D i s a g r e e  62 
S t r o n g l y  n i s a y r e e  3 1 

T o t a l  213 1G1m -64 



( T a b l e  5. 2 c u r ~ t .  

ERJ A system for. managing customel-  ccbmplaint s h a s  n o t  
beer1 d e v e l o p e d  i n  my n r g a n i z a t l o n :  

R e s p o n s e s  P e r c e n t a g e  score 

S t  rang l y A g r e e  29 
Rgree  73 
Don' t Know/Nc* liespcqnse 68 
D i  s a g r e e  38 
S t r o n g l y  D i s a g r e e  5 

Total 213 1610 -8' d 

COMPOSITE SCORE 1491 1816 -316 

Range f a r  C o m p o s i t e  S c o r e  i s  c2556 to -2556 
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The t h i r d  c o n c e p t  of T o t a l  Q u a l i t y  management 

Lit 11 i z e d  i n  t h i s  s t u d y  is "managerflertt and l e a d e r s h i p .  " T h i s  

v a r i a b l e  is rneasured w i t h  t h e  u s e  o f  s e v e n  e t a t e r n e n t s  i n  

w h i c h  r e s p o n d e n t s  w w e  a s k e d  tea a n s w e r  by i n d i e a t  lny t h e i r  

l e v e l  of agreement o r  d l s a y r e e n i e r t t  w i t h  r e g a r d  tct e a c h  

s t a t e m e n t .  'l'he f i r s t  i t e n 1  matt ' ixed 1-lrtder. t h i s  v a r i a D l e  is; 

r e v e r s e - o r i e n t e d .  I t  r e a d s ,  "Wanagement a o e s  n o t  a l l o w  

a d e q u a t e  time t o  work o n  q u a 1  i t y  p r o j e c t s .  " ]-he m a j a r i t y  o r  

r e s p o n d e n t s  a n s w e r e d  p o s i t i v e l y .  F i f t e e n  per-cent  sty-cangl y 

a g r e e d ;  36 p e r c e n t  a g r e e d ;  a , P P L I ~ ~ ~  o f  t h e  eralp1oyees 

d i s a g t ' e e d ;  o r ~ l y  6 per-cent  s t r c t n y l y  c t i sayl -eed;  a n d  a l m u s t  

nne-f i f t h  d i d  n a t  r e s p c w ~ d  o r  d i d n '  t know. I h e  o v e r a l l  BCUY-E? 

f o r '  t h i s  item is -62. R s  a ~ ~ e s u l t ,  t n e  b e s t  i r ~ d i v l t l ~ ~ a l  

irod ica tc t r -  is " a y r e e ,  " t ~ n  w h i c h  77 e n l p l o y e e s  r-espa:~nded. 

The  n e x t  iterfl s-tat;=.; t h a t  "Managemerrt v i s i b l y  

s u p p o r t s  and p a r t  i c i p a t e s  i n  q u a 1  i t y  improvement  e f f o r t s .  " 

O n l y  5 p e r c e n t  s t r c n n g l y  a g r e e d  w h i l e  almas-t X I @  p e r c e n t  

a g r e e d .  T 'wer~ty-ei  yh t  p e r c e n t  d hsayreea ;  n e a r 1  y 15 por-cent  

st t-anal y d i s a g r e e d ;  a n d  a n a t  n e r  15 p e r c e n t  e i t h e r  d i d n '  t 

know or f a i l e d  t o  r-eepcand. T h e  c o m p o s i t e  score f o r  . th i s i  

statenierlt is -15. Cll'thouyh t h e  c t v e r a l l  r.a%Zny fo t -  t h i s ;  i . k e m  

is n e g a t i v e ,  t h e  low f igur . e  i n d i c a t e s  t h a t  o p i n i o n s  

r e y a r d i n g  t h i s  s t a t e m e n t  are f a l r - l y  w e l l  d i v i d e d .  



I n  r - e s p o n s e  . to  t h e  s.tater,ient, "Llual i t  y  e f f o r t s  on 

p a r t  of t h e  e n i p l a y e e s  a r - e  r e w a r d e d  b y  managemen t , "  o n l y  4 

p e r c e r h  o f  t h e  r e s p o n d e n t s  s t r . a n g l y  a g v e e d .  T h i r t y  p e r c e n t  

a g r e e d  w h i l e  art alrnost e q u a l  a n e - t h i r d  disagreed. B i x t s e r ~  

p e t - c e n t  o f  t h e  r e s p o n d e n t s  s t r - o n g l  y  d i s ag r ' e ed .  S e v e n t e e n  

p e r c e n t  of t h e  r e s p o n d e n t s  f a i l e d  t o  a n s w e r  or. answeu'ed 

" d o n '  t know. " T h e  o v e r - a l  l score f o r  t h i s  s t a t e n l e n t  1 5  

n e g a t  i v r  5'7. 'Th i s  j.nd icates t h a t  che nlosr: a c c u r - a t e  rnieas~.!r€2 

of o p i n i o n  f o r  t h i s  item is " d i s a g r e e , "  w h l c n  was s e l e c t e d  

by 7@ r e s p o n d e n t s .  

T h e  n e x t  item ryeads ,  " G ! ~ ! a l i t y  is a tcop p r i u r i , t y  t o  

m a n a g e m e n t .  " O n l y  Y p e r - c e n t  s t r o n g l y  a g r e e  t u  this 

stat e r n e n t ,  w h i l e  o v e r  o n e - f o u r t h  a g r e e d  8 a n o t h e r  o n e - - t h  i r d  

d i s a g r e e d ;  16 pe t - cen t  s t r o n g 1  y  d i s a g r e e c l ;  a n d  u n e - f i f t h  ol' 

t h e  r e s p a n d e n t s  e i . t h e r  d i d n ' t  r 'espond o r  d i d n ' t ;  know. ' T i l e  

overal 1 scat-e f o r  t h i s  i t e r n  is a n e g a t i v e  61. T h e  r~s'apc8r~se2 

t h a t  rnosk a c c u r a t e l y  r o e a s u r e s  t h i s  i t e r n  8s " d i s a g r e e ,  " w h i c h  

was s e l e c t e d  by 72 r e s p o n d e n t s .  

U n l y  3 e m p l o y e e s  s t r - o n g l y  a g r e e d  t h a t  "lrlanagement 

h a s  a b a n d o n e d  t h e  i.!se o f  ' s h o t - t c ~ . ~ t / q u l c l r .  C lx '  soltrtions tc, 

s o l v i n g  l o n g - - r a n g e  p r o b l e m s .  " T e n  p e r c e r ~ t  a g r e e d ;  a t n l i - c i  

m f  t h e  r e s p o n d e n t s  d i d n '  t r e s p a ~ d  o r  d i d n '  t know; 3'7 p-r5cc+rrt 

d i s a g r e e d  w i t h  t h e  staternent ; a n d  n e a r - l y  o n e - t  i f t h  s t r c t n g l y  



d i s a g r - e e d .  T h e  c o m p o s i t e  score of n e g a t i v e  l k : 8  tor. t h i s  

s t a t e m e n t  r e p ? - e r 5 e n t s  t h e  mast e m p h a t i c  u p i n x u r l  of a l  l ctle 

i t e r n 5  n i a t r i x e d  under-  t h e  " m a n a g e m e n t  a n d  l e a d e r s h a p "  

v a r i a b l e .  Hu th  " d i s a g r e e "  a n d  " s t r - u n y l y  d i s a g r e e "  

c a t e g o r - i e s  h a d  i n d i v i d u a l  s c o r - e s  u f  -76. "Those t w o  

t - e s p o n s e s  c u m b i r ~ e d  ta c a p t u r e  over. c t ne -ha l f  of a l l  

r - e s p o n d e r ~ t s .  

'The n e x t  r i t e t e r ~ l e n t .  I-mads,  "Managenlent  r -u infc~rc :ws  t n e  

p o l  icies a n d  p r , o c e d u r e s  o f  ' T o t a l  O u a l  i t y  Mal?agenient. " O n l y  

4 p e r c e n t  o f  t h e  r e s p u n d e n t s  s t r o n g l y  a g r e e d ;  alritoet a 

foc t r - t h  a g r e e d ;  uvet-  a t h i r d  o f  t h e  r . e s p o n d e n t s  d i s a y r e e d ;  lC!, 

p e r c e n t  s t r o n y  l y  c l i s a g r - e e d ;  a n d  aver o n e - , t i  t t h  d i d n '  ,t 

r . espand  at-  d  i d n '  t know. 'I-he cnr t lpasr  t e  scor.13 o f  -610 .I'ot- % h i s  

i t e m  is b e s t  r e p t - e s e n ' t e d  b y  t h e  c t p i n l o n  " a y r e e , "  w h i o n  was 

c h o s e n  by 75 t - e s p c ~ n d e n t s .  

T h e  f i n a l  s . t a t e r n e n t  m a t r ' i x e d  u n d e r  t h e  "rnar~ag~eriient. 

and l e a d e r s h i p "  v a r i a b l e  r e a d s ,  " T h e  V n t a l  i3.1a:L i t y  

M a n a g e m e n t  c a n c e p t  is e m b r a c u d  i n  ' t op -down '  f a s h  lorn t ~ y  

n ianager+ien t .  " O n l y  1 o u t  of e v e r y  210 e m p l o y e e s  s t r . o l ? n l y  

a g r e e d  ; 22 p e r c e n t ;  a g r e e d ;  n e a r l y  one- t :nur7th d i d n '  't krmw u?' 

f a i l e d  t o  r e s p o n d )  31.3 p e t - c e n t  d i s a y r e e d ;  a n d  a l m o n t  

one-f i f t  h  st r a n g  l y d i s a g r e e d .  Th 1 s st a t  ement t ' e 5 p P e S e n t  5 

the first itern i n  w h i c h  t h e  roast accl.\rate meas~lt-e f a l l ! e  

w i t h i n  e i t h e r  of . t h e  " s t r a n y l y "  ca t ey (u r . i e s .  l n  t h i s  casa, 



t h e  h i g h e s t  i n d i v i d u a l  score nf -7U is nwned by t h e  

" e t r n n y l y  d i s a g r e e "  c a t e g o r y  w h i c h  w a s  s e l e c t e d  by S r  

G e s p n n d e n t s .  l h e  o v e r a l l  scot-e for t h e  s t a t e n l e n t  is mint.~:r 

77. R e s p o n d e n t s  c h o s e  r ~ e g a t  i v e  opt i o n s  a v e r  pcnsi t  i v e  

a p t  i o n s  i n  t h i s  c a t e g o r y  a t  a r-ate o f  n e a v r y  2 t o  :I. 

T h e  r a n g e  of s c a l e  f a t *  e a c h  i r l u i v i d u a l  staternerot is 

+426 t o  -426. The  cavet-all  c o m p o s i t e  scare f o r  t h i s  variable) 

i s  r ~ e y a t  i v e  l r e l  o n  a r a n g e  a f  -c29BS t o  -SC3&i. ' I h i s  

r e p r - e s e n t  s a n  o v e r w h e l m i n g l y  n e g a t i v e  o p i n i o n  of riianagement; 

a n d  leadership w i t h  r - e s p e c t  t o  1'UP:. No.t orre o f  t n e  

st aternent s p r e s e n t e d  under' t h i s  c o n c e p t  were s c o r e d  w i t  t i  ;A 

p o s i t i v e  riumbet.. T a b l e  5. 5 pr-ovlcles  c l a r i t y  fcqt- t l . 1 ~  

ind  i v i d c t a l  nurobers ,  per-tentages, a n d  s c o r e s .  IZi l u r e  5. i5 

p r o v i d e s  a g r a p h i c  r-epr.esen.tat  lor! of t h e  c u r i ~ p o s i t e  t a ' t a l r i  

f o r  e a c h  r ~ i a t r i  xed i tern i.trtcJet- "Manayeriient a n d  L e a d e r s h i p .  " 

The yr-aph,  v i e w e d  l e f t  to ,  r i g h t ,  c a r - r e : i a t e s  w l t h  s t a ' t a m e n t s  

irr t h e  o r d e r  a s  pt-eseni;ed ~.tr~der. t i ?  is c o n c e p t .  





( T a b l e  5. 5 c o n t .  ) 

Q u a l  i t y  is a t a p  p r i o r i t y  t o  managemen t :  

R e s p o n s e s  P e r c e n t a g e  Scnrc 

Strccragl  y Mgree  11 
R g r e e  c= .- .,a 
Uon' t Know/Ncn R e s p o n s e  42 
D i s a g r e e  72 
St rc tng  1 y D i s a g r e e  

T o t a l  21 3 1 klkl -L 1 

M a n a g e m e n t  h a s  a b a n d o n e d  t h e  u s e  of " s h u r t c u t / q u l c R  fix" 
s o l u t i o n s  t o  s o l v l n g  l a n y - r a n g e  problems: 

K e s p n n s e s  P e r c e n t a g e  Scorn 

S t r o r ~ g l y  R y r e e  3 
G g re@ .-,.. 
D o n '  t Kncaw/No R e s p o n s e  '7 1 
D i s a g r e e  7 8  
S t r o n g l y  D i s a g r e e  3 C.J 

M a n a g e m e n t  r e i n f o r c e s  t h e  p a l l c l e s  a n d  p r o c e d u r e s  o f  
T o t a l  G!rial l t y  h a n a g e m e n t  : 

S t r o n g  1 y H g r e e  U 
h y r e e  49 
Dun' t Know/Nu R e s p o n s e  43 
D i s a g r e e  i 5  
St  r a n g  1 y Ui s a g r e e  35 

T o t a l  213 1 @U -84A 



( i 'able 3. 3 cork. ) 

The Tcrtal Qua1 i t  y Fflarragement concept i s  eraDPaCed i n  
"top-down" fashion by  rtlanagement: 

Responses Percent age 6cor.e 

Strong 1 y G g r e e  i l n  
C l g r e e  47 
Dun' t Know/Na Response 5 1 
Disagree  t; 6 
S trong ly  Disagree 3'3 

Total  31.3 lBlD -77 
......................................................... 
COMF'DB 1 TE SCORE 1 413 1 1 ldch -4bl 

Range for ComposlCe Scure is +dYbZ t o  -Z'd&i 



Figure 5.3 
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T h e  c o n c e p t  o f  t o o l s  a n d  m e a s u r e m e n t s  is e x a r n l n e d  i n  

t h i s  s t u d y  by e v a 1 , n a t  i n g  tlie r e s p o n s e s  t o  s i x  statements 

f r o m  s u r v e y  r e c i p i e n t s .  T h e  r a s p o n s e  c a t e g o r i e s  are 

d e s i g n e d  i n  t h e  Lil.cer-t format. T h e  f i r s t  statement math-ixed 

u n d e r  t h e  " t o o l s  an0 measu t ' e rnen t s "  c o n c e p t  r e a d s ,  "-liie work 

p r o c e s s e s  o f  r~iy o r - g a n i z a t  ion h a v e  b e e n  d r f  i r e d .  " F i v e  

p e r c e n t  o f  t h e  r e s p u n d e n t s  s t r o n g l y  a g r e e d  w h i l e  7 p e r c e n t  

s t r o n g l y  d i s a g r e e d .  N e a r l y  h a l f  of t h e  p a r t i c i p a n t s  a g r e e d ;  

o n e - f o u r t h  d i s a g t - e e d ;  a n d  14 p e t - c e n t  e i t h e r  d i d  nwt know, nr- 

e l e c t e d  not t o  r e s p o n d .  'The most a c c u r a t e  i n d i c a t o v  t o  

r e p r e s e n t ;  t h i s  iten1 is t h e  I - e s p u n s e  " a g r e e .  " - ihe  overa l  i 

w e i g h t e d  score f o r  t h i s  s t a t e m e n t  is p o s l t  i v e  42. I h e  

n u m b e r  a f  r - e s p o n d e n t s  w h o  answer-ed  " a g r e e "  t o  t h l s  s t a t e f t l e n t  

t o t a l l e d  1i93. 

T h e  s e c o n d  s t a t e m e n t  reads, "Lvleaningful n l e a s u r e s  a re  

a v a i l a b l e  t c ~  e m p l o y e e s  for u s e  i n  d e t e r m i n i n g  t r e n d s  i n  w o r k  

p r o c e s s e s .  " O n l y  3 p e r c e n t  o f  . t h e  f i r l d  s t r c c n g l y  a g r e e d  

w i t h  t h i s  s t a t e m e n t .  One-f i f t h  oF t h e  r e s p o n d n r r t s  a g r e e d : ;  

o n e - f c b u r t h  d i d n "  tltnow or- rflerel y  d i d r ~ '  t r e s p o n d  ; 41 p e r - C ~ ' r ~ t  

d i s a g r e e d  j a n d  more  t h a n  f lLl p e r c e n t  s t r - o n g l y  d i s a g r e e d .  '1 1 1 ~  

r e p r e s e n t a t i v e  r e s p o n s e  f o r .  t h l s  item is "c l i sagr .ee ,  " w h l c h  

w a s  c h o s e n  by I36 of tlie r e s p o n d e n t s .  T h e  o v e r a l l .  scot-e for' 

t h i s  s . t a t e m e n t  is -'75. 



The n e x t  iten] is r e v e r s e - o r i e n t e d .  I t  r e a d s ,  " ' ihs  

o r g a n i z a t i o n  d u e s  n o t  e n s u r e  t r i a t  r e p o r t s  are a c c u r a t e  ano 

u s e f  ~ u l .  " E i g h t  p e r c e n t  c.f t h e  r e s p c z n d e n t s  s t r o n g l y  a g r e e  

w h i l e  an alnlcqst e q u a l  b p e r c e n t  s t r c n n q l y  d i s a g r e e .  Llvet- a 

q u a r t e r  o f  t h e  e h i p l u y e e s  a g r e e ,  w h i l e ,  aga i r r ,  a n d  almctst  

e q u a l  24 per-cent  d i s a g r ' e e .  T h e  l a r g e s t  i n d i v i d u a l  s c o r e  

c o r r e s p o r ~ d s  ta  t h o s e  who e i t h e r  d o n ' t  know car d i d  not: 

r e s p o n d .  T h i s  m i g h t  rjcrggest t h a t  t h e  r t a t e r c ~ e n t  1 5  tcno 

p o o r l y  c o n s t r u c t e d  t o  a1 l o w  p a r t i c i p a n t s  a n  o p p o r t u n i t y  to 

select a c o n f i d e n t  r e s p o n s e .  Howeve,., i t  hiay a l so  r e f l e c t  

t h e  i n d i c a t i o n  t h a t  c a n  b e  o b s e r v e d  at  f a c e  vali.ie -- t h a t  76 

r e e p c m d e n t s ,  a r  36 p e r c e n t  of the f i e l d ,  d o  n o t  kr~ow t h e  

a c c u r a c y  or- u s e f u l n e s s  of repcat'ts. I t  s h a u l d  b e  p o i n t e d  

o u t ,  however ,  t h a t  . t o r  t h o s e  t h a t  a i d  t -espond,  t h e  t h e  

n l a j a r i t y  r e s p o n d e d  n e g a t i v e l y ,  which  accc8unts  f a r  t h e  

o v e r a l l  scc8r.e of  rn inus  15 fctr t h i s  i t e m .  

The  s t a t e n l e n t ,  " S t a t  1st ical t o o l s  a n d  procesr:  

c o n t r o l  c h a t - t s  a r e  t y p i c a l l y  n o t  u s e d  or u n d e r s t o o d  by 

e n ~ p l o y e e s ,  " is a 1  s o  r e v e r ' s e - o r i e n t  ed .  'i h i t - t e e n  p e r c e n t  

s t r o n g l y  agt-eed, w h i l e  o n l y  4 p e r c e n . t  s t r o n g l y  c l l s a g r e e d .  

R l m o s t  h a l f  o f  a 1  1 r e s p a n d e n t c i  a g r e e d  w i t h  t h i s  statement. 

F i f t e e n  p e r c e n t  d i d  rrot know s = a r  d i d  nett r e s p o n d ,  w h i l e  16 

p e r c e n t  d i s a y r e e d .  'The o b v i o u s  i n d i c a t o r  f o r  t h i s  s t a t e m e n t ;  

is " a g r e e ,  " which w a s  s e l e c t e d  by 1ln4 r - e s p o n d e n t s .  I he 



w e i g h t e d  c o m p o s i t e  fo r  t h i s  itern is n e g a t l v e  11~1, which 

r e p r e s e n t s  t h e  l a r g e s t  ove ra l l  s c u r e  of a l l  t h e  statenientra 

r n a t r i x e d  u n d e r  t h e  "totals a n d  measur -e rnen t"  c o n c e p t .  

'The n e ~ t  itern r e a d s ,  " U r g a n i z a t ' l o n a l  p t - u c e s s e s  arc? 

cont i n u a l  l y  r e v i e w e d  i n  o r d e r  t o  d i s c o v e r  a r e a s  n e e d i n g  

improve r f l en t  . " T h r e e  p e r c e n t  r r s p o u d e d  by  st r u n g  1 y  ag ree i l - !g  g 

n e a r l y  n n e - f i f t h  a g r e e d ;  almost a q u a r t e r  of t h e  

p a r t i c i p a n t s  e i t h e r  d i d n ' t  know ar f a i l e d  t o  r e s p o n d ;  4 5  

p e r c e n t  d i s a g r e e d  w i t h  t h i s  stater'ient ; a n d  1U p e r c e n t  

s t r o n g 1  y d i s a g r e e d .  '!'he m u s t  acc~trate  i n d i c a t o r -  caf thin 

statement is " d i s a g r e e ,  " w h i c h  w a s  c h o s e n  by  '3a 

par - t  i c i p a n t s .  T h e  a v e t - a l l  score f o r -  t h i s  statenlent ir. o 

n e g a t i v e  84. 

T h e  las t  i t e m  u n d e r  t h i s  c o n c e p t  s ta tes ,  "The 

o r g a n i  z a t  i on  u s e s  t u a l s  a n d  measu r - e rnen t s  t o  e v a l u a . t e  it; 

p r o g t - r s s  t o w a r d  T o t a l  Q u a l i t y  i m p l e r n e n t a t i o n .  " U n l y  4 

p e r c e n t  s t ? - o n g l y  a g r e e d ,  w h i l e  less t h a n  1lh p e r c e n t  s t l - n n g l y  

d i s a g r e e d .  Twent  y - t h r e e  p e r - c e n t  o f  t h e  r e s p o n d e n t s  a p r e e c l ;  

35 p e r - c e n t  d i s a g r e e d  ; and 2'3 p e r c e n t  d  i d n '  t k r ~ o w  or d l d ~ ? ~  i; 

r - e s p n n d .  T h e  c o m p o s i t e  score f o r  t h  1s s t a t t e r n e n t  1s --5@. 

T h e  m u s t  c u m p e l l i n g  i n d x c a t o r  f u r  t h i s  i t e m  is " d i s a g r e e , "  

w h i c h  w a s  s e l e c t e d  by 7 6  v e s p c t n c l e n t s .  

W i t h  e a c h  i n d i v i d u a l  itert? h a v l n y  t h e  p c t t e n t i a l  t c ~  



5core w i t h i n  t h e  r a n g e  of +426 t o  -426, t h e  w e i y h t e d  score 

fo r  t h i s  c o r i c e p t  is n e g a t i v e  292. '1-he f u l l  r a n g e  o f  t h e  

c o m p o s i t e  scale is +25Y6  t o  -3556. R11 iterns ~ o a t r r x e d  t.lnder. 

t h e  " too ls  a n d  a e a s u r e r f l e n t s "  c o n c e p t  r e c e i v e d  n e g a t  s v e  

c o m p o s i t e  ecores, e x c e p t  t h e  staterflent r e f e r r i n g  t o  t h e  warl.<, 

p r o c e s s e s  of t h e  0 , - g a n i z a t i o n .  T a b l e  5.4 p r c c v i d e s  a n  

o r g a n i z e d  format f o r  v i e w i r r g  t h e  nmnibers,  p e r c e r r t a g e s ,  and 

sccares f u r  s t a t e m e n t s  u n d e r  t h i s  v a ~ i a b l e .  H d d i t  ianai  l y ,  

f i g c ~ r e  5.4 c o n v e r t s  t h e  c o m p n s i t e  i n d i c a t o r s  i n t o  g r a p h  

f o r m .  I f  adc l r -essed  left t o  v i g h t ,  t h e  yr'aph w 1 l : L  c o r - r e s p o n d  

r e s p e c t  i v e l y  t o  t h e  s t a t e n i e n t ~ ,  as  t h e y  were p t - e s e r r t e d .  



The w o r k  p r o c e s s e s  o f  niy o r g a n i z a t i o n  h a v e  b e e n  defined: 

Fieepc.nses P e r c e n t a  je score 

St r u n g  1 y  R g r e e  11 
H g r e e  1 1113 
Don' t Know/No Response  ;J 1 
D i s a g r e e  53 
S t r o n g l y  D i s a g r e e  13 

T o t a l  EL.3 1 l40 45 

M e a n i n g f u l  m e a s u r e s  a r e  a v a i l a b l e  t o  e rnp layees  tat. u s e l n  
d e t e r m i n i n g  t r e n d s  i n  work p r o c e s s e s :  

R e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g  1 y R g r e e  '7 
R g r e e  45 
Dctn' i; Knuw/No Rosponse 5 1 
D i  s a g r - e e  8 6 
S t r o n g  l y  D i s a g r e e  24 

T o t a l  2 13 1 @ln -'7 5 

CR3 T h e  o t . y a n i z a t i u n  d o e s  r1o.t e n s u r e  . that  r e p u r x t s  a re  
a c c u r a t e  and u s e f u l  3 

Fteepmnses P e r c e n t  a g e  Score 

S t r o n g l y  R g r e e  1 8  
Q g r e e  55 
Don' t Know/No Response  76 
D i  s a q r e e  32 
S t r o n g  l y  D i s a g r e e  12 

Total  21.3 1 ln0 -13 



CRI S t a t  1st ical  t o o l s  and p r o c e s s  c o n t r o l  char- t  s are 
t y p i c a l  1 y n o t  used o r  u n d e r s t o o d  by erf lp loyees:  

Hespconses !-'ercent a g e  Scare 

St r n n g l  y Q g r e e  28 
A g r e e  la4 
Dan' 1; know/No Kesponse  3 '3 
D i s a g r e e  34 
St r o n g l y  D i s a g r e e  8 

T o t a l  213 1 BYl -I l l o  

O r g a n i e a t  i o n a l  p r o c e s s e s  are c a n t  l n u a l  1 y r e v i e w e d  i n  
o r d e r  t c ~  d i s cove? .  a r e a s  need  l n g  improvement : 

H e s p a n s e s  P e r c e n t a g e  Score 

S t r o n g l y  Ugree  '7 
R g r e e  3'3 
Don' t Knuw/No Response  5 1 
D i s a g r e e  95 
B t r a n g l  y D i s a g r e e  2 1 

'Total x i  3 i La44 -64 

The  o t - g a n ~ z a t  lor, uses  t o o l s  ant j  n ieasurements  t o  e v a l u a t e  
~t s p r o g r e s s  toward  'To'tal U u a l  i t y  impler , ienta t  I on :  

Hesponse s  P e r c e n t a g e  Score 

St t - ang l  y Aaree El 
R q r e e  46 
Don' t Knnw/No Response  b 2 
D i s a g r e e  7 6 
St r a n g 1  y D i s a g r e e  1 '3 

L;lclb tcr -2556 Range  fcw' Compos i te  Bcor'e is +"' 
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EMF'LOYEE T'HCIl:I\1Tl\lG 

Employee  t r a i n i n g  is e x a m i n e d  by evaluating t n e  

r e s p o n s e s  t o  s i x  s t a t e m e n t s  m a t v i  xed  u n d e r  t h  1s c o n c e p t .  

H e s p n n d e n t s  were a s k e d  t o  i d e n t i f y  t h e  l e v e l  i n  whlch  h e  or -  

s h e  a g r e e s  or d i s a g r e e s  t n  e a c h  o f  t h e  s i x  c a r r e s p o n d i n g  

st at e m e n t s .  The  t irst itera T m K e S  t h e  s t a t e m e n t ,  "The 

o r g a n i z a t i o n  h a s  o n - g o i n g  TUM t r a i n i n y  F a r  t h e  e n t i r e  

wear-kfor-ce. " Fln e v a l i t a t  ion o f  r e s p o n s e s  indicates tna t  '9 

p e r c e n t  s t r o n g  1  y a g r e e d  ; almost h a 1  f o f  t h e  r e a p a n d e n . t s  

a g r e e d ;  11 p e r c e n t  d i d  n o t  know or e l e c t e d  nctt t a  r e s p o n d ;  

o n e - f  i f t h  o f  e m p l o y e e s  d i s a g r e e d ;  a n d  t w e l v e  p e r c e n t  

s t r ' o n g l y  d i s a g r e e d .  The o v e r a l l  w e l g h ~ t e d  s c o r e  tar- t h l s  

item is 52. The  rnost accurate i n d i c a t a t .  of t h i s  s t a t e n l e n t  

is " a g r e e ,  " which r e c e i v e d  t h e  a t t e n t  i o n  o f  I t 4 4  resprsnclents .  

T h e  s e c o n d  item s t a t e s ,  " l 'he o r g a n i  e a t  i o n  100146 f o r  

a>-eas w h e r e  j o b  . t r a i n i n g  is e t l l l  n e e d e d . "  O n l y  5 p e r c e n t  

s t r o n g l y  a g r e e d  t o  t h i s  s t a t e m e n t ,  whi lr 43  p e v o e n t  a g r e e d .  

J u s t  crnder 2YI p e r c e n t  e i t h e r  d i d n ' t  know or' t a i l e d  t o  

r e s p o n d ;  j u s t  o v e r  2t4 p e r c e n t  d i s a g r e e d ;  and 12 p e r c e n t  

s t r o n g l y  d i s a g r e e d .  T h i s  item r - e c e i v e d  a w e i g n t e d  scare uf 

15. Even  t h o u g h  t h e  c u r n p u e i t e  scot-e is low, t h e  nl-rmber #of 

r e s p o n d e n t s  who c h a s e  " a g r e e , "  w a s  s u b s t a n t i a l  e n o u g h  t o  

f i n d  "agree" t o  b e  t h e  b e s t  i n d i c a t c w  f u r  t h i s  s t a t e r n e l - ~ t .  

N i n e t y - t w o  p a r t i c i p a n t s  s e l e c t e d  " a g r e e .  " 



' f h e  statement, " f a t a l  Wual x t y  Manageralent training 

h a s  h e l p e d  en ip loyees  i n  t h e  performance of t h e l r  jobs ,"  

r e c e i v e d  t h e  f o l l o w i n g  r e s p o n s e s :  three  p e r c e n t  s t r o n g l y  

a g r e e d  ; over- o n e - f o u r t h  o f  t h e  p a r t  i c i p a n t s  a g r e e d ;  EH 

p e r c e n t  d i d n ' t  krlcaw o r  e l e c t e d  n o t  t o  r e s p o n d ;  a l m o s t  3kl 

p e r c e n t  d i s a g r e e d  ; and 13 p e r c e n t  st*-orcg l y  d i s a g r e e d .  " rh~3 

c o m p o s i t e  t o t a l  f o r  t h i s  item is m i n u s  4L3. The rbimast 

a c c u r a t e  i n d i c a t o r  is " d i s a g r e e ,  " whrch w a s  c i k e d  by 61. 

r e s p o n d e n t s .  

''She n e x t  s t a t e m e n t  1s r e v e r s e d .  I t  r ~ e a d s ,  

"Employees  h a v e  n o t  beer1 t r a i n e d  i n  t h e  u s e  o f  s t a t i s t i c a l ,  

t oo l s  a n d  p r o c e s s  c o n t r a 1  c h a r t s .  " O p i n i o n s  a r e  clear on 

t h i s  item. T h i r t e e n  p e r c e n t  s t r o n g l y  agreed,  w h i l e  43 

p e r c e n t  a g r e e d .  Only 16 p e r c e n t  i n d i c a t e d  "dctn' t know" or  

d  i d n '  t r e s p o n d ;  one-f i f t h  uf emplccyees d i s a g r e e d ;  and  o n l y  6 

p e r c e n t  s t r o n g l y  d i s a g r e e d .  The  ccarflposlte v a l u e  Of t h i s  

item is minus  BE. T h e  m a s t  r e l i ab le  i n d i c a t o r  f o r  t h : i r  

s t a t e i f l e n t  is " a g r e e ,  I' w h ~ c h  w a s  i d e n t i f i e d  o n  96 

q u e s t  i o n r l a i r e s .  

Only 2 p e r c e n t  of t h e  f i e l d  s t r o n g l y  a g r e e d  t h a t ,  

" T h e  o r g a n i i l a t  i o n  p r o v i d e s  cr-oss t r a l n i n g  appot-t  r t r r i t  ies 'For 

its e m p o l  yea s .  " However, n e a r l y  one--quar ter -  o f  ' the  

p a r t  ici p a n t s  a g r e e d .  'Twelve per -cen t  d rdn'  t knctw or- d irlrr' t 



r e s p o n d ;  4@ p e r c e n t  d i s a g r e e d ,  a n d  j1.1sc o v e r  o n e - f i f t h  old 

r e s p o n d e n t s  s t r o n g l y  u i s a g r e e d .  T h a s  item p r u v i c l e s  t h e  

s t r o n g e s t  r a t i n g  i n  t h e  "emplcayee  t r a i n i n g "  r a a t t - i x .  Thw 

c o r n p o s i t e  t o t a l  for  t h l s  s t a t e m e n t  is m i n u s  106. T h e  most 

t e l l  i n g  r e s p o n s e  is " s t r c v n g l y  d i s a g r - e e ,  " w l i ~ c h  w a s  c h o s e n  b y  

44 r e s p o n d e n t s .  'Ihe i n d i v i d u a l  score o f  t h a t  s e l e c t i o n  is 

i n i n u s  8t3. 

T h e  las t  s t a t e m e n t  i n  t h i s  m a t r i x ,  is 

t - e v e r s e - o r i e n t e d .  I t  reads, " E m p l o y e e s  at-e  n u t  e n c o u r a g e c l  

t o  u s e  T o t a l  Q u a l i t y  c o n c e p t s  t o  i m p r o v e  t h e i r  w u r k  

p r o c e s s e s .  " E l e v e n  p e r - c e n t  of; t h e  r e s p o n d e n t s  s t t ' ong  1 y 

a g r e e d  w i t h  t h a t  s ta tement ,  w h i  :la only 5 p e t - c e n t  s t r o n g l y  

d i s a g r e e d .  O v e r  a q u a r t e r  o f  e h i p l u y e e s  a g r e e d ;  39 p e r c e n t  

d i s a g r e e d  ; a n d  16 p e l - c e n t  d i d n '  t know o r  d l d n '  t r e s p c l r ~ d .  

O v e r a l l ,  t h e  i t  en1 s c o r e d  12. 'The niost aCcl.trete i n d  i c a t  a? 

f o r  t h i s  s t a t e m e n t  is " a g r e e ,  " whach w a s  i d e n t i f l e c l  o n  133 

s u r v e y s .  

T h e  a v e r a l l  v a l u e  a s s i g n e d  t o  t h e  c a n c e p t  of 

" e m p l n y e e  t r a i n i n g ,  " is n e g a t  i v e  159 a n  a c o m p o s i t e  s c a l e ?  

t - a n g i n g  frurn +ZSS6 t o  -EBSti. T h e  r a n g e  tar e a c h  s t a t e n l e n t  

is +426 t o  -426. 'Table 5.5 o f f e r s  an o r g a n i z e d  fccrraat Pm.. 

ccnnlpar ing  n u m b e r s ,  p e r c e n t a g e s ,  a n d  scores t o r  statements 

p r e s e n t e d  u n d e r  t h i s  v a t - i a b l e ,  F ~ g u r e  5.5 p r o v i d e s  a 

c o t - r e s p o n d i n g  g r a p h  w h a c h  a V f e r - s  a n  o v e r v i e w  of t h e  x t e r f l s  



c u n t a i r ~ e d  w i t h i n  , t h e  "employee t r a i n i n g "  m a t r i x .  Heading 

l e f t  t o  r i g h t ,  % h e  graph w i l l  c o r r e l a t e  d l r e c t l y  to t h e  

stat erflents in  t h e i r  w d e r  o f  p v e s e n t a t  ion . 



l ' a b l e  5.5 

kMPLDYEE 1 'HWI NINO 

T h e  o r g a r ~ i z a t i o n  h a s  o n - g a l n g  -IUM t r a i n l n g  f a r  t h e  e r 1 t i r . e  

w o r k f o r c e :  

R e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g  l y R g r e e  e @I 

a g r e e  1 ln4 
Don' t Know/No R e s p o n s e  23 
D i s a g r e e  4i3 
S t r o n g l y  D i s a g r e e  26 

T a t a l  213 1 Qlfa 3 2  

T h e  ~ r g a n i z a t i o n  l o o k s  f o r  areas w h e r e  j ob  t r a i n i n g  is 
st t 1 1  n e e d e d :  

H e s p c ~ n s e s  P e r c e n t a g e  Scctre 

S t r o n g  l y Flgree  I B 
F l g r e e  92 
Dan '  t K n o w / N o  t iespcanse 39 
Ui s a g v e e  4 '7 
St r a n g  l y D i s a g r e e  25 

T o t a l  213 1 lnln t S 

T a t a l  O u a l  l t y  Management  t r a l n i n g  h a s  h e 1  ped  e m p l o y e e s  i n  
t h e  pek.forr~iai -~ce of t h e i r  j n b s :  

H e s p o n s e s  C'er-cent a g e  Scare 

S t r o n g  l y Flgree  7 
R g r e e  y '7 

Don' t l<now/l\ln R e s p n n s e  59 
D i s a g r e e  61 
S t r o n g l y  D i s a g r e e  29 

T o t a l  213 1 @Cn -4tl 



( 'Table  5. 5 c o n t  . ) 
LR3 Eniployees h a v e  n o t  been  t r a i n e d  3r1 t h e  u s e  af 
stat  ist i c a l  t o o l s  and  pr 'ocees  c o n t r a 1  c h a r t s :  

H e s p n n s e s  P e r c e n t a g e  S c o r e  

S t r o n g  1 y  R g r e e  ;1- 7 
R g r e e  '3 l5 
Don1 t Know/Nce R e s p a n s e  3 ti 
D i s a g r e e  42 
S t r o n g l y  D i s a g r e e  13 

T o t a l  ~ 1 3  100 -6s 

The  o r g a n i z a t i o n  p r o v i d e s  c r n s s  t r a i n l n g  a p p o r t  u n i t  les tar 
its e m p l o y e e s :  

Hespnv~aes  P e r c e n t a g e  %care 

S t r a n g  1  y  Rgr-ee 7 
U g r e e  YU 
Don1 t Know/No Response  E8 
D i s a g r e e  8 4  
S t r o n g l y  D i s a g r e e  4 4  

Total 213 1 UUI -1ld.3 

CR3 Employees  are n o t  e n c o ~ n - a g e d  t o  u s e  Total Q u a l i t y  
c u n c e p t s  t o  improve t h e i r  work  p r o c e s s e s :  

S t r o n g l y  Rgt-ee 23 
Figree 5 '7 
Don' t Know/No Response  34 
D i s a g r e e  MS 
S t r o n g l y  D i s a g r e e  16 

'Total ?I3 18VI 12 
......................................................... 
COMPOSITE SCORE 1278 1 W I d  -159 

Range  f u r  Cumpus i te  Score is +ES5b t o  -2536 
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QURLITY HSSUHHNCE 

Q u a 1  i t y  a s s u r a n c e  is t h e  si ~ t t i  of s e v e n  pr ima?-y  

t e n e t s  u s e d  i n  t h i s  s t u d y .  S u r v e y  r e s u l t s  from e i g h t  

i n d i v i d u a l  iterns w i l l  be u t i l i z e d  i n  t h e  examination of t h l s  

p a r t i c u l a r  c o n c e p t .  R g a i n ,  t h e  q u e s t i o n s  are L i k e r t  

f o r m a t t e d .  'The f i r s t  i t  e m  u n d e r  q u a l i t y  a s s u r a n c e  s tates ,  

" T h e  o r g a n i z a t i o n  l o o k s  f o r  r ~ o t  c a u s e s  t o  p r a b l e r n s . "  Tnree! 

p e r - c e n t  o f  t h e  c o m p l e t e d  s u r v e y s  were i d e n t i f i e d  a s  

" 5 t r o n g l y  a g r e e ; "  316 p e r c e n t  a g r e e d ;  s l i g h t l y  more t h a n  

one-f i f t h  d i d  n o t  r e s p o n d  o r  d i d  n o t  know; o v e r  c~ne- th l r -c !  ctT 

t h e  e n i p l u y e e s  d i s a g r e e d ,  w h i l e  12 p e r c e n t  s t r o n g l y  

d i s a g r e e d .  T h e  o v e r a l l  s c o r e  g i v e n  t o  t h i s  i t e m  is m i n u s  

4 6 .  T h e  b e s t  i n d i c a t o r  o f  a p i n l o r r  r e g a r d i n g  t h i s  s t a t e m e n t  

is " d i s a g r e e ,  " w h i c h  w a s  s e l e c t e d  b y  7Z p a r t i c i p a n t s .  

T h e  n e x t  i t e m  r e a d s ,  " ' l h e  o r g a n i e a t  r o n  fa1 l 0 0 w s  u p  on 

c c e t - r e c t  i v e  a c t i o n s  t o  p r e v e n t  a r e c u r r e n c e  of t h e  sarfle 

p t -nb l em.  " Ur8l.y 4 r e s p n n d e n t s  c h o s e  " s t r o n g l y  a g r e e ,  " wh1ct.1 

is e q u a l  t o  less t h a n  1 p e r c e n t .  'Twenty-e igh t  p e r c e n t  

a g r e e d ,  w h i l e  46 p e r c e n t  e i ther  d u n '  t know o r  d e c i d e d  r~ot  tc, 

r e s p o n d .  T h e  most p ro rn ine r r t  inclicatot. f o r  t h i s  itern is 

" d i s a g r e e , "  w h i c h  was c h o s e n  b y  '77 r e s p o n d e n t s .  Orrly 1s 

p e r c e n t  a t r o r r g l  y  d i s a g r e e d .  T h e  overal l score to r  t h 1 6  i t e n l  

is -64. 



P a r t i c i p a n t s  w e r e  q u e r i e d  w i t n  t h e  s t a t e m e n t ,  

" E m p l o y e e s  are  e n c o u r a g e d  t o  S p e n d  t i m e  e n s u r i n g  'upstream' 

qua1 i t y  r a t h e r  t h a n  ' d o w n s t r e a r ~ i '  f l x e s .  " L e s s  t h a n  1 

p e r c e n t  s t r o n g l y  a g r e e d  w i t h  t h i s  st aterf lent .  Twent y - f o u r  

p e r c e n t  a g r e e d ;  j u s t  less t h a n  one-f  i f t h  d i d  n o t  r e s p o n d  o r  

d i  d n '  t know; 46 p e r c e n t  d i s a g r e e d  ; a n d  la  p e r c e n t  s t r o n g 1  y  

d i s a g r e e d .  'This  i t e m  s c o r e d  a n  o v e r a l l  t o t a l  o f  m i n u s  Hb. 

The  p r l r f l a r y  i n d i c a t o r y  is " d i s a g r e e , "  whlch w a s  s e l e c t e d  by 

98 r e s p n n d e n t s .  

The  n e x t  item, wh l c h  is r e v e r s e - o r i e n t e d ,  r e a d s ,  

"TQM h a s  n o t  a f f e c t e d  t h e  p r a c t i c e  o f  a w a r d i n g  c o n t r a c t s  on 

t h e  b a s i s  o f  p r i c e  t a g .  " T h i r t e e n  p e r c e n t  r t r c ~ n g l y  a g r e e d ;  

40 p e r c e n t  a g r e e d ;  316 p e r c e n t  were u n a b l e  t u  resporrd  u r  d i d  

nett know; 13 p e r c e r ~ t  d i s a g r e e d ;  a n d  o n l y  4 p e r c e n t  s t r o n g l y  

d i s a g r e e d .  T h i s  s t a t e m e n t  w a s  a s s i g n e d  a w e i g h t e d  v a l u e  0' 

n e g a t i v e  94. The p r i m a r y  i n d i c a t o r  af a t t i t u d e  was t h e  

r e s p c ~ n s e  " a g r e e ,  " which w a s  s e l e c t e d  by &8 p a r t  i c i p a n t s .  

I n  r e s p o n s e  to, "Wnnual p e r f n r m a n c e  a p p r a i s a l s  t a k e  

t h e  e m p l o y e e ' s  e f f o r t s  t o w a r d  q u a l i t y  lrrta a c c o u n t ,  " o n l y  ti 

p e r c e n t  caf e m p l o y e e s  s t r o n g l y  a g r e e d .  'I went y - t h r e e  p c r c e n t  

a g r e e d ,  however ,  23 p e r c e n t  a l s u  d i s a g r e e d ,  a n d  a n a t h e ? .  25 

p e r c e n t  s t r o n g l y  d i s a g r e e d .  T h e  r-erflaininfl 23 p e r c e n t  e i t h e r  

d i d n ' t  know or d i d  not: ar-~swer. b3 w e i g h t e d  u v e r a l l  score o f  

m i n u s  16;3 was . a s s i g n e d  t o  t h i s  item. T h e  riiaet compel  l i n g  



i n d i c a t o r  f a r  t h i s  s t a t e m e n t  is t h e  r e s p o n s e ,  " s t r o n g 1  y  

d i s a g r e e , "  which  was  identified urr 53 o f  t h e  s u r v e y s .  

T h e  n e x t  r e v e r s e d  i t e m  s ta tes ,  "TUM h a s  n o t  a f f e c t e d  

t h e  p r a c t  ice o f  ' managenlent b y  t h e  n i~n ibe r s '  . " Twenty-one 

p e r c e n t  s t r o n g l y  a g r e e d  to t h i s  s t a t e r n e n t  w h i l e  a n  

a d d  i t  i o n a l  35 p e r c e n t  a g r e e d .  T w e l v e  p e r c e n t  d i s a g r e e d  and 

o n l y  4 p e r c e n t  s t r o n g l y  d i s a g r e e d .  T h e  " d o n ' t  kr~ow" 

r e s p o n s e  w a s  i d e n t i f l e d  o n  o n e - f o u r t h  o f  t h e  c o m p l e t e d  

q u e s t i o n n a i r e s .  The niost v a l i d  i n d i c a t o r  for t h i s  iterll is 

" s t r n n g l y  a g r e e "  which w a s  s e l e c t e d  by 4 5  e m p l o y e e s .  Ih l re  

i t e r n  r e c e i v e d  a n  a v e r a l l  w e i g h t e d  s c o r e d  o f  rilinus 1r:l. 

Ln r e s p o n s e  t o  t h e  s t a t e r n e n t ,  "Management encourager ;  

e m p l o y e e s  t o  'Fcacus on  q u a 1  l t y  b e f o r e  prclduct  ion ,  " less t h c l r ~  

1 p e r c e n t  e t r c o n g l y  a g r e e d  w i t h  t h a t  s t a t e m e n t  w h i l e  14 

p e r c e n t  a g r e e d .  E l e v e n  p e r c e n t  d i d  n o t  know or f a i l e d  t o  

a n s w e r .  The o v e r w h e l m i n g  w e i g h t  o f  r e a p o n s e a  f e l l  t o  t h e 3  

l a s t  t w o  o p t  icsr~s. F o r t  y - f o u r  p e r c e n t  d i s a g r e e d  w i t h  

" q u a 1  i t y  b e f o r e  p r o d u c t  i o n ,  " w h i l e  a n o t h e r  Sld pe t -cen t  

s t r o n g l y  d i s a g r e e d .  T h e  most a c c u r a t e  i n d i c a t o r .  to r  t h i s  

item is " s t r o n g l y  d i s a g r e e "  w h i c h  r e c e i v e d  a n  l n d i v l d u a l  

v a l u e  of rriinus IEB. W i t h  a n  o v e r a l l  w e i g h t e d  score o.P nrir~lls 

1137, t h i s  i t e r n  r e c e i v e d  t h e  s t r o n g e s t  scare u f  a1 1 q u e s t l o n r i i  

r n a t r i x e d  u n d e r  t h e  q ~ ~ a l  i t  y  a s s u r a n c e  c o n c e p t .  I t '  5 war-th 

nient i o n i n g ,  i n  fac t ,  t h a t  t h i s  i t e n 1  r e c e i v e d  t h e  s t r c w i y e s t  



r a t i n g  a f  a n y  o f  t h e  f i f t y - f i v e  s t a t e r ~ i e n t s  b e i n g  a s s e s s e d .  

The  l a s t  item r n a t r i x e d  under- " q u a l i t y  a s su r - ance"  

states,  "The  o r g a n i z a t i o n  d o e s  n o t  u t i l i z e  l U 1 4  t o  maximize 

qua1  i t y  from s u p p i  iet's. " S i x t e e n  p e r c e n t  crf t h e  r e s p o n d e n t s  

s t r o n g l y  a g r e e d  ; 37 p e r c e n t  a g r e e d ;  a l m o s t  31a pe t -cen t  e i t h e r .  

d i d n ' t  know c,r d i d n ' t  r e s p o n d ;  15 p e r c e n t  d ieagr -eed ;  a n d  

o n l y  3 p e r c e n t  s t r a n g l y  d i s a g r e e d .  l ' h i s  i t e m  r e c e i v e d  a n  

o v e r a l l  s c o r e  o f  minus 98. The  most: v a l i d  i n d i c a t o r  is 

" a g r e e ,  " which  c a p t  t.(red 79 r e s p o n s e s .  

'The c o n c e p t  o f  q u a 1  i t  y  assu t ' ance  was a s s i g n e d  a n  

o v e r a l l  factor  o f  minus  795 o n  a curaiposite s c o r i n g  r a n g e  o f  

+a408 tcn -3408; by f a r  arid away t h e  s t r o n g e s t  ~ i t a t e m e n t  made 

i n  t h e  way o f  TBM. The e i a h t  individl . la1 iterns euarnirled 

w i t h i n  t h i s  r t ia t r ix  were a l l  a s s i g n e d  n e g a t i v e  v a l u e s .  'Table  

3. 6 a l  l a w s  f o r  a  more irnmed i a t e  con ipar ieon  o f  the n ~ t m b e r s  

and  v a l u e s  t-elat i v e  t o  t h e  q u a i  l t y  a s s u r a n c e  c o n c e p t .  T h e  

r a n g e  o f  scale for- e a c h  i n d i v i d u a l  statement 1s +426 t o  

-426. F i g u r - e  5.6 p r o v i d e s  a more v i s u a l  r ' e p r e s e n t a t  i o n  i n  

t h e  f o r m  o f  a  g r aph .  The  bat's i n d l c a t e  t h e  c=ompccsite scares 

o f  e a c h  n f  t h e  iterna p r e s e n t e d  i n  o r d e r  h e r e ,  and  cor'relate 

r e s p e c t i v e l y  t o  t h e  g r a p h  as  i t 1  s a d d r e e s e d  f r o m  l e f t  t o  

r i g h t .  



' F a b l e  3.b 

QUHLI'I-Y HSSUIIHtUGE 

T h e  o r g a n i z a t  i o n  l o o k s  f o r  root c a u s e s  t o  p r u b l e m s :  

R e s p o n s e s  P e r c e n t  a g e  score 

S t r o n g l y  R g r e e  7 
R g r e e  64 
Don' t Knnw/Nu Respanse  44 
D i s a g r e e  72 
S t r o n g l y  D i s a g r e e  26 

T o t a l  Z13 lQld  -46 

T h e  a r g a n i z a t  i o n  fa1 l o w s  up on c o r r e c t i v e  act ions f cu 
p r e v e n t  a r e c u r r e n c e  o f  t h e  same problem:  

I4esponses  L'ercent  a g e  score 

S t r o n g 1  y  Q g r e e  4 
agree SY 
Don' t K n o w / N a  Hespanse  46 
D i  s a g r e e  7 7 
S t r o n g l y  D i s a g r e e  2 7 

T o t a l  213 1  0@ -64 

E ~ f l p l o y e e s  are encaur-aged t o  s p e n d  t i m e  e n s u v i n g  
"upletr-earn" ql-tal i t y  r a t h e r  t h a n  "duwnstrearfl"  f l x e s l :  

l i e s p o n s e s  P e r c e n t  a g e  Score 

Strcnng l y  R g r e e  3 
R g r e e  5 m  
Don' t Know/No Response  4121 
D i s a g r e e  98 
S t r o n g l y  D i s a g r e e  '2 .> 

LL. 

T o t a l  213 1'2x3 -86 



( T a b l e  5. 6 c o n t .  ) 

CR3 TOM h a s  n o t  a f f e c t e d  t h e  p r a c t i c e  af awar-ding 
c o n t r a c t s  o n  t h e  b a s i s  of p r i c e  t a g :  

R e s p o n s e s  P e r c e n t  a g e  Bcnre  

S t r o n g l y  H g r e e  2 '7 
Flgree  86 
Don' t Know/No R e s p o n s e  63 
D i s a g r e e  38 
S t r o n g  1 y  D i s a g r e e  '3 

T o t a l  e ia  1 ~ l z l  -134 

Hnnua l  performance a p p r a i s a l s  t a k e  t h e  e m p l o y e e ' s  e f t a r t s  
t o w a r d  q u a 1  i t y  i n t o  a c c o u n t  : 

t i e s p a n s e e  L ' e r c e n t a g e  Score 

St r a n g  1  y R g r e e  5 
a g r e e  4 8 
D o n '  t K n o w / N o  R e s p o n s e  55 
D i s a g r e e  55 
St v o n g  1 y  D i s a g r e e  5 3 

T o t a l  21  1@@ -1  (63 

ER3 TBM h a s  n o t  a f f e c t e d  t h e  p r a c t i c e  o f  "rnanagerflent by 
t h e  numbers": 

H e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g  1  y  H g r e e  4 5 
H g r r e  7 5 
D o n '  t Know/No Response  58 
D i s a g r e e  26 
S t r o n g l y  D i s a g r e e  9 

T o t a l  el3 1 (d@ -121 



( T a b l e  5.6 c o n t .  ) 

Management e n c o u r a g e s  e m p l o y e e s  t o  t o c u s  on q u a l ~ t y  
b e f o r e  p r o d ~ t c t  i o n :  

R e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g l y  a g r e e  3 
R g r e e  e9 
Don' t Know/No Hespunse  23 
D i  oagree 94 
S t r o n g l y  D i s a g r e e  64 

T o t  a l e l 3  1V)u -187 

CR3 T h e  o r g a n i z a t i o n  d o e s  n o t  u t i l i z e  7G!M t o  maximize 
q u a 1  i t y  f r o m  s u p p l i e r s :  

R e s p o n s e s  F ' e r c e n t a g e  Score 

S t r o n g l y  R g r e e  33 
R g r e e  79 
Dan' t Know/No l i e sponse  6 1 
D i s a g r e e  33 
S t r o n g  1 y  D i s a g r e e  7 

T o t a l  913 1 @a -9t3 

COMPOSITE SCORE 1704 l @ID -799 
......................................................... 
R a n g e  f o r  C o m p o s i t e  Score is +3408 t o  -34W 



Figure 5.6  

Range of Scale is +426 to -426 
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F o r  t h e  p i l r p o s e  of t h i s  r e s e a r c h ,  t h e  s e v e n t h  and  

f i n a l  c c * n c e p t  u n d e r  s t u d y  is t h a t  e n t i t l e d  " t eamwork ."  1r1 

o r d e r  tc l  e v a l u a t e  t h i s  v a r i a b l e ,  t h e  r e s p o n s e s  from s u r v e y s  

a d d r e s s i n g  f i v e  i n d i v i d u a l  s t a t e r f l e n t s  w i  11 b e  e x a m i n e d .  The  

f i r s t  of t h e s e  s t a t e m e n t s  r e a d s ,  "The e n t i r e  o r g a n i z a t i o n  

becomes  i n v u l v e d  i n  ql-tal it y  e f f  ar t  s. " Frorn t h e  r e s p o n s e s  

r e c e i v e d ,  3 p e r c e n t  s t r o n g l y  a g r e e d ;  o v e r  o n e - f i f t h  of t h e  

r e s p o n d e n t s  a g r e e d ;  14 p e r c e n t  d i d  n o t  know n r  f a i l e d  t o  

a n s w e r ,  47 p e r c e n t  d i s a g r e e d ;  a n d  14 p e r c e n t  s t r o n g l y  

d i s a g r e e d .  The most a c c u r a t e  i n d i c a t o r  f o r  t h i s  s t a t e m e n t  

is t h e  r e s p o n s e ,  " d i s a g r e e ,  " which  w a s  s e l e c t e d  by 1aZIB 

r e s p o n d e n t s .  

The  s e c o n d  i t  e m  is a reverse -cnr  i e n t e d  s t a t e m e n t  

which  r e a d s ,  "Wual i t y  tearn irnprnvenient  i d e a s  t y p i c a l  1 y  do  

n o t  r e c e i v e  p o s i t i v e  c o n s i d e r a t  i o n .  " l e n  p e r c e n t  of t h e  

r e s p o n s e n t s  a n s w e r e d ,  " s t r o n g  1 y  a g r e e ;  " a l m o s t  a t h i r d  Q V  

t h e  p a r t i c i p a n t s  a g r e e d ;  30 p e r c e n t  d i d  n o t  know or c l i d n ' t  

answer-; almost o n e - f o l - ~ r t h  d i s a g r e e d  ; and 4 p e r c e n t  s t r o n g  1 y  

d i s a g r e e d .  The  w e i y h t e d  o v e r a l l  v a l u e  a s s i g n e d  t h i s  item is 

n e g a t i v e  4;1. The b e s t  i n d i c a t o r  f u r  t h i s  s t a t e m e n t  is 

a g r e e ,  w h i c h  was s e l e c t e d  by 69 p a r t i c i p a n t s .  

T h e  n e x t  itenl s tates,  c supervisor^ and  nianagerr; 



e n c o u r a g e  e m p l o y e e s  t o  becorfle members o f  t e a m s . "  F i v e  

pe r -cen t  s t r o n g l y  a g r e e d ;  37 percerrt; a g r e e d ;  17 p e r c e n t  a i d  

n o t  know o r  f a i l e d  t o  a n s w e r ;  alrf lost  n n e - t h i r d  o f  e r n p l o y e e s  

d i s a g r e e d  ; a n d  1@ p e r c e n t  s t r o r t g l  y d i s a g r e e d .  7 h e  

i n d i v i d u a l  r e s p o n s e  h a v i n g  t h e  h i g h e s t  s c o r e  is "agree,"  

which w a s  a s s i g n e d  t h e  v a l u e  o f  78. However, t h e  o v e r a l l  

c o m p o s i t e  is n e g a t i v e  6. k c o r d i n g  t o  B a b b i e ,  i n  o r d e r  t c r  

b e  an  u1.t i n a t e  i n d i c a t c n r ,  a r e s p o n s e  rnust r e p r e s e n t  t n e  

cn r f lpos i t e  ( R a b b i e ,  1'383:381>. I n  t h i s  rase, t h e  c o n i p o s i t e  

is a n e g a t i v e  f a c t a r  w h i c h  c a n n o t  be r e p r e s e n t e d  by a 

p o s i t i v e  v a l u e .  I t  w o u l d  b e  f a i r  t o  s u g g e s t  t h a t  o p i n i o n  un 

t h i s  r j t a . t ement  is r e a s o n a b l y  w e l l  d i v i d e d .  

E m p l o y e e s  w e r e  a s k e d  t o  r e s p o n d  t o  t h e  s t a t e m e n t ,  

"Manayernen.t c c ~ n r j i d e r s  t h e  tear11 c o n c e p t  a s  a  r e 1  i a b l e  a n d  

u s e f u l  meana of r e s o l v i n y  p t - o b l e r w  a n d  i m p r o v i n g  work 

p r o c e s s e s .  " Tct t h i s ,  5 p e r c e n t  s , t r o n g l y  a g r e e d ;  alnloet 41Ll 

p e r c e n t  a g r e e d ;  u n e - f a u r t h  of e m p l o y e e s  e i t h e r  d i d  n o t  know 

o r  F a i l e d  t o  rerjpcancl; 2P p e r c e n t  d i s a g r e e d )  a n d  n e a r l y  1Ql 

p e r c e n t  $;kt-ong 1 y  d i s a g r e e d .  T h i s  i t e r n  r e c e i v e d  a n  a v e r a l  I. 

score c,.f =" ,a. The most r - e l i a b l e  i n d i c a t o r  o f  t h l s  i t e r n  IS 

t h e  r e s p o n s e ,  " a g r e e , "  w h i c h  w a s  c h o s e n  by 84 r e s p c ~ n o e n t s .  

The  f i n a l  s t a t e m e n t  w i t h i n  t h i s  m a t r i x  is rmver'sed. 

The i t e n 1  r e a d s ,  "My w o r k l o a d  p r e v c n t s  me from s p e n d i n g  time 

orb tearils. " Twenty  p e r c e n t  o f  t h e  r e s p o n d e n t s  cj t r*nngly 



agr-eed j o v e r  4121 p e r c e n t  aq r -eed ;  o n l y  6 p e r c e n t  d i d  ncnt 

a n s w e r  or d i d n ,  t know; more t h a n  25 p e r c e n t  d i s a g r e e d ;  a n d  6 

p e r c e n t  s t r -ong: ly  d i s a g r e e d .  F1 cor i lpos i t e  s c o r e  o f  n e g a t i v e  

89 w a s  a s s i g n e d  to t h i s  i t e m .  The r e s p o n s e s  " s t r o n g i y  

a g r e e "  and " a g r e e "  bo th  r e c e i v e d  individual Weigh ted  scores 

of n i inus  86, a n d  wol.tld t h e r e f a r e ,  b o t h  q u a l i f y  as t h e  

a c c u r a t e  i n d i c a t o r s .  Wuwever, s i n c e  b a t h  v a l u e s  a r e  

n e g a t i v e ,  t h e  e f f o r t  t c -  nrake a niur'e p r e c i s e  d e t e r m i n a t  i u n  i s  

unneceesar-y .  

The w e l g h t e d  c o m p c t s i t e  score a s s i g n e d  t o  t h e  c o n c e p t  

o f  teamwork. is -815, o n  a c o r ~ ~ p o s i t e  s c a l e  o f  +813@ t o  -;113U. 

Each i n d i v i d u a l  i t e r n  score is b a s e d  on  a scale of +42b t o  

-426. T a b l e  5.7 p r o v i d e s  a n  a r g a n i z e d  f o r m a t  f o r  v i e w i n g  

r a w  numbers ,  p e r c e n t a g e s ,  a n d  scores a s s i g n e d  tct e a c h  

s t a t e r n e n t .  a d d i t i o n a l l y ,  f i g u r e  5 . 7  o f f e r - s  a QT3aphiC? 

r e p r - e s e n t a t  i o n  o f  t h e  c u m p o s i t  e t o t a l s  f o r  e a c h  s t a t e r n e n t  

p r e s e n t e d .  



T a b l e  5.7 ------------------ 
'TEHMWOKK 

--- 

The e n t i r e  o r g a n i z a t i o n  becc-n~es  i n v o l v e d  i n  q u a 1  i t  y  
effol- tsr  

S t r o n g  1  y  R g r e e  tj 

R g r e e  47 
D a r t '  t Kr~ctw/No Response  316 
D i s a g r e e  i @0 
S t r o n g l y  D i s a g r e e  30 

T a t  a l 313 1 CZlB - la1 

CRJ P u a l  i t y  team lrflprovement l d e a s  t y p i c a l l y  do n o t  
r e c e i v e  p o s i t i v e  c o n s i d e r a t i o n :  

H e s p n n s e s  P e r c e n t a g e  Score 

S t r o n g l y  R g r e e  2@ 
R g r e e  69 
Don' t Knnw/Nu Response  65 
D i s a g r e e  S 1 
S t  r a n g  1 y  D i s a g r e e  13 

To t  a  1 213 1 'a@ -4s 

S u p e r v  i s c t r s  and  m a n a g e r s  encour -age  employees, t o  became 
niembers o f  teams : 

R e s p o n s e s  P e r c e n t a g e  Score 

S t r o n g 1  y  f4gree 11 
R g r e e  -8 13 
Don1 k Know/No Response  3 B  
D i s a g r e e  6 !b 
S t r o n g l y  U i s a g r e e  ea 

T o t a l  213 1 'a@ -6 



( T a b l e  5.7 cont. ) 

Management c o n s i d e r - 5  t h e  team c o n c e p t  a s  a r e l l a b l e  and 
u e e f  u l  nieans 01' r e s o l v i n g  p r o b l e m s  a n d  i r f lp rovlng  w o r k  
p r o c e s s e s :  

R e s p o n s e s  F'ercent a g e  Mcore 

S t r o n g l y  R g r e e  11 
a g r e e  84 
Dony t Know/No Respcwise 53 
Di = a g r e e  47  
S t r o n g l y  D i s a g r e e  18 

T o t  a1 813 1 la0 23 

CR3 My w o r k l o a d  p r e v e n t s  m e  f r n r n  s p e n d i n g  t l r n e  on teams: 

R e s p o n s e s .  P e r c e n t  a g e  6ccnre 

S t r u n g  1 y U g r e e  4 3 
F l g r e e  86 
Dcnn' t Hnuw/Nc, R e s p o n s e  1 4  
D i s a g r e e  57 
S t r o n g 1  y  D i s a g r e e  13 

Tot: a l ~ 1 3  1 lnlD -89 

COMF'QSI TE SCORE l a 6 9  1 lbln -2 1 5 

R a n g e  f a r -  Corf lpcts i te  S c o r e  is +213lA t o  -2131D 



Figure 5.7 

ORCANl7AllONA INVOLMMENT IN TOM D W  GET P O S l l M  CONSOEWTDN MGW ENCOUWES lEA!d MEMBERSHIP 

Range of Scale is f 4 2 6  to -426 



GENERQL TOM 

U l t h o u g h  t h e  seven  p r i m a r y  t e n e t s  of T o t a l  i d u a l l t y  

Management  rerbiain a s  t h e  f u n d a m e n t a l  c o n c e p t s  u s e d  to  g u i d e  

t h i s  s t ~ c d y ,  a d d i t i c ~ ~ a l  indicators of 7 Q M  c a n  a l s o  e n i s t .  

T h e  literatt.~re s c c g g e s t s  t h a t  leadership p l a y s  a key r u l e  i n  

t h e  TWM pr.ocess. 'She ph 1 l a s o p h y  c a n n c ~ t  be s u c c e s s f u l  l y  

i n c o r p o r a t e d  into a n y  o r y a n i  ra t  i o n  w i  thcnut t h e  f nl i s u p p o r t  

of managehient frorn t h e  t o p  o f  t h e  o r y a n i z a t l o n ,  dawn. U t h e r  

i m p a r t a n t  i s s u e s  i n c l r t d e  t h e  i n l p l e m e n t a t i o n  s t r a t e g y ,  a n d  

h o w  t h o r o u g h l y  t h e  e m p l o y e e  becarnee a p a r t  o f  t h a t  p r o c e s s .  

The  s t a t e m e n t s  p r e s e n t e d  i n  P a r t  I I were d e v e l o p e d  

by t h e  r e s e a r c h e r ,  a r ~ d  Fctcus prirf lar ' i ly  on t h e  s t r a t e g i c  

p l a n n i n g  p r o c e s s  o f  t h e  o r g a n i  z a t  i o r ~ ,  a r ~ d  en ip loyees '  

p e r - c e p t  i o n  regal-cl ing their s u p e r v i s o r s .  The r e s p a n s e s  t o  

t h e  s t a t e r n e n t c ,  i n  P a r t  I 1  h a v e  b e e n  t a b u l a t e d  a n d  a s s i g n e d  

ccarf lposi te  s c o r i n g  v a l u e s  i n  t h e  sarne rnanner a s  t h a t  whlci? 

w a s  aooc~oipl  i e h e d  i n  P a r t  I .  

The  first statement r e a d s ,  " 1  know my ~ r g a n l z a t l c t r ~ '  s 

s h o r t - - r a n g e  q u a 1  i t y  yc la ls .  " F o u r  p e r c e n t  s t r c o n g l y  a g r e e d  to 

this s t a t e a ~ e n t j  a l a o s t  4121 p e r c e n t  a g r e e d ;  1 c~uC of e v e r y  3 

r - e s p u n d e n t s  d i d  n u t  k.now o r  n l e r e l y  e l e c t e d  n o t  t o  a n s w e r ;  2 t J  

percar8 . t  d i s a g r e e d  ; arld 13 p e r c e n t  s t  r-ongl y  a g r e e d .  I ' h e  

c c ~ r ~ i p o s i t r  scc8t.e a s s i g n e d  t o  t h i s  ~terfl is 8. Hs a r e a u l t ,  



t h e  u l t  i n l a t e  i n d i c a t o r .  is "agree,  " whicn  r e c e i v e d  ar.1 

i n d i v i d u a l  s c c w e  o f  83. 

'The n e x t  s t a t e r f l e n t  r e a d s ,  " I  h a v e  been  empowered by 

my s u p e r v i s u r . "  Only  7 p e r c e n t  s t r o n g l y  a g r e e d ,  w h l l e  1~ 

p e r c e n t  s t r o n g l y  d i sag t ' eed .  F c ~ r t y - o n e  p e r c e n t  a g r e e d ;  o v e r  

25 per-cent  d i s a g r e e d 1  a n d  13 per -cen t  d i d n 9  t know o r  f a i l e d  

tca r e s p o n d .  The  o v e r a l l  w e x g h t e d  s c o r e  f u r  t h 1 s  s t a t e n l e n t  

is 11. The n1c8E.t a c c u r a t e  l n d n c a t o r ,  the r t ,  is " a g r e e ,  " which  

was s e l e c t e d  by Eid r e s p o n d e n t s .  

Only  5 p e r c e n t  o f  e m p l o y e e s  s t r o n g l y  a g r e e  t h a t ,  'Vlvry 

s u p e r v i s o r -  e n l b r a c e s  TOM a n d  p r a c t i c e s  1-QlY t e c h n i q c r e s .  " 

T h i r t y - e i g h t  p e r c e n t  a g r e e d ;  o n e - . f i f t h  of; t h e  p a r t  l c i p a n t s  

d i d  n o t  r e s p o n d  or- d i d  n o t  know; a v e r  a q u a r t e r  o f  t h e  

r e s p o n d e n t s  d isagr 'eed  w i t h  t h i s  s t a t e r f l e n t  ; a n d  i l p e r c e n t  

s t r o n g l y  d i s a g r e e d .  ' T h i s  s t a t e m e n t  r e c e i v e d  arid o v e r - a l l  

v a l u e  o f  -I .  H:L,bhoccgh 82 p a r t i c i p a n t s  i n d i c a t e d  t h a t  t h e y  

a q r e e  w i t h  t h i s  s t a t e m e n t ,  t h e  most a c c u r a t e  i n d i c a t o r  must  

b e  a r e f l c c t : i o n  of t h e  octrf lpasi te .  S i n c e  tile c o n ' l p n s i t e  is 

n e g a t i v e ,  t h e  o n l y  p o s s i b l e  opticour i n  identifying t h e  rnost 

a c c ~ . ~ r a t e  i n d i c a t a r  i s  t h e  r e s p o n s e ,  " d z s a g r e e ,  " w h i m  w a s  

c h o s e n  by 55 r e s p o n d e n t e .  

'The n r>c t  i t e r n  r e a d s ,  "TOM is s u c c e e s t u l  i n  my 

o r g a n i . z a t  i n n .  " Only d p e r c e n t  o f  t h e  par-t i c i p a n t s  s t r o n g l y  



a g r e e d  w i t h  t h i s  s t a t e r ~ l e n t  3 alrtlast 20 p e r c e n t  a g r e e d ;  

o n e - f  n t ~ r - t h  o f  t h e  r e s p o n d e n t s  d i d  r ~ o t  a n s w e r  or o i d n ' t  know; 

3t3 per-cent  d  i s a g r e e d ;  a n d  15 p e r c e n t  s t r o n g 1  y d i s a g r e e d .  

T h e  cnr t ipos i t e  score f o r  t h i s  i t e m  is n e g a t i v e  9in. -1he nrcost 

c o m p e l  1 i n g  i n d  i c a t n t -  is " d i s a g r e e ,  " which w a s  i n d i c a t e d  o n  

81 o f  t h e  comp: le ted  q u e s t i o n n a i r e s .  

"Mnnager~ient d o e s  n o t  f ul 1 y  embrace  TUN, " is m 

r e v e r s e d  s t a t e r ~ i e n t .  Twent y-two o f  t h e   respondent^ s t r o n g 1  y  

a g r e e d  w h i l e  a n  a d d i t i o n a l  a7 p e r c e n t  a g r e e d .  iJnly 14 

p e r c e n t  d i d  n o t  s e s p o n d  or  d i d n ' t  know; o v e r  o n e - f i f t n  ot 

t h e  r e s p o n d e n t s  d i s a g r e e d  ; and  6 p e r c e n t  s t r o r r g l  y d i s a g r e e d .  

T h i s  iterci r e c e i v e d  a n  o v e r a l l  w e i g h t e d  s c o r e  o f  -~9. 7 n e  

nlost accurate i n d i c a t o r  f n r  t h i s  statement is " s t r o n g l y  

d i s a g r e e ,  " whlch w a s  s e : l e c t e d  by 46 r e s p o n d e n t s .  

'I'he s t a t e m e n t ,  " T h e  d i r - e c t u r a t e  k e e p s  enlployeerii 

a p p r - i s e d  of TL!M p r a g r e s s  t o w a r d  i ts gcta ls ,  " w a s  s t r o n g l y  

a g r e e d  t o  by S p e r c e n t  o f  t h e  r e s p o n d e n t s .  E i g h t e e n  pe r -cen t  

a g r e e d  w h i l e  a n o t h e r  iE) p e r c e r ~ t  o i d  n o t  know or f a 1  l e d  t a  

r e s p o n d  ; 43  perce l? t  o f  t h e  r e s p o n d e n t s  s e l e c t e d  " d i s a g r e e ,  " 

w h i l e  I6 p e r c e n t  c h o s e  t o  s . t r a o n g l y  d i s a g r e e .  T h i s  staterflerrt 

r e c e i v e d  a w e i g h t e d  a v e r a l l  score u f  rflinl.rs 103. I ' he  

r r l t i r t i a t e   indicator^ f o r  t h i s  i t e r n  1s " d i s a g r e e ,  " w n l c n  

r e c e i v e d  thm a t t e n t  i o n  o f  91 p a r t  i c x p a n t s .  



T h e  nex.l: r e v e r s e d  s ta tenlent  r e a d s ,  " I  d a  n o t  knctw my 

o r g a n i  z a t  ian' 6 . l o n g - - ~ a n g e  q u a 1  lt y  g o a l s .  " F o u r t e e n  pe t . cen t  

s t t - u n g l y  a g r e e d  t o  t h i s  s t a t e m e n t ;  o v e r  h a l f  of t h e  

e m p l o y e e s  a g r e e d  ; rilore t h a n  one-f i f t n  d i s a g t T e e d  ; a n d  L 

p e r c e n t  s t r o n g l y  d i s a g r e e d .  L e s s  t h a n  I @  p e r c e n t  e i t h e r  d i d  

nct t  r e s p o n d  or d i c l n 7 ' t  know. * I h 1 5  i t e r n  r e c e i v e d  a w e l g n t e a  

c o n i p o s i t e  v a l u e  of m i n u s  182. 'The most a c c u r a t e  i n d l c a 2 ; a r  

is " a g r e e ,  " w h i c h  w a s  c h o s e d  by l l l n  p a r i c i p a n t s .  " u g r e e "  

w a s  s e l e c t e d  by r e s p o n d e n t s  a t  a r a t e  of t w o  a n d  o n e - h a l P  

t i r n e s  i t s  n e x t  closest coralpet i t o r .  

I n  r e s p o n s e  t n  t h e  staterflent, "The  o r g a n i z a t i o n  i a a  

c o n i l i i i t t e d  t o  T o t a l  O u a l  x t y  Managerflent,  " o n l y  b p e r c e n t  

s t r n n g l y  a g r e e ,  w h i l e  13 p e r c e n t  s t r c ~ n g i y  d i s a g r e e d .  Cllmosl: 

o n e - f  cqut-th of t h e  r e s p a n d e n t s  a g r e e d ;  Zl p e r c e n t  u l d n '  t 

t - e s p o n d  or. d  i d n '  r; !+now; a n d  over  o n e - t h i r d  o f  t h e  

p a r t  i c i  p a n t  s d i s a g r e e d .  T h i s  i t  em w a s  s c o r e d  w l  t h  an  

overa l l  vaL ue o f  n e g a t  i v e  69. I ' he  mast r e 1  i a b l e  indicator 

is " d i s a g r e e ,  " w h i c h  wae indicated an 74 qucs.t l o n n a l r e s .  

-lhe n e x t  r e v e r s e d  i t e r n  r e a d s ,  "Ny s u p e r v i s o t -  doe:; 

n o t  a p p r e c i a t e  my ef.Ports t o w a r d  qua1 l t y .  " t i i x  p e r c e n c  

s t r o n g l y  a g r e e d ;  1'7 p e r c e n t  a g r e e d ;  over  a Fol.rrth o f  the? 

r e s p m n d e n t s  d i d  n o t  know or fa i led  t o  r e s p o n d ;  4 W  per-cer8.t 

d i s a g r e e d  ; a n d  iln p e r c e r l t  s t r o n g 1  y d i s a g r e e d .  T h i s  item 

r e c e i v e d  a c o m p o s i t e  r a t i n g  uP 64. - l he  most r e l r a b l e  



i n d i c a t o r  'For t h l s  iterfl is  "disagree," whlch w a s  c h o s e n  by 

83 ert iployees.  

T h e  l as t  iterfl matrixed u n d e r  " IUM b e n e r a l ,  " 1s a 

r e v e r s e d  s t a t e m e n t ,  whlcli r e a d s ,  "The ' s y s t e m '  is not 

cornpat  r b l e  w i t h  T o t a l  Q u a 1  i t y  Planaqernent. " I h l r t y - c t n e  

p e r c e n t  o f  t h e  r e s p o n d e n t s  s t r o n g l y  a g r e e d  a n d  a l m o s t  4k!l 

p e r c e n t  a g r e e d .  These  t w o  c a t e g o r i e s  a c c o u n t  f a r  / v  p e r c e n t  

o f  t h e  r e s p o n s e s .  E l e v e n  pe t -cen t  d i d n '  t know cat' d l a n '  t 

a n s w e r ,  13 pet -cent  d i s a y r e e d ,  a n d  a n 1  y  ti p e r c e n t  s t  ro r rg l  y  

d  i eagr -eed .  T h i s  s t a t e n l e n t  r e c e i v e d  t h e  s t r o n g e s t  r a t  r n g  oP 

a1 l t h e  itenis rflatrixecl uncler t h l s  heading. I t  h a s  b e e n  

a s s i g n e d  a  v a l u e  of r l e g a t i v e  Ibb. I 'he o v e r w h e l r ~ ~ i n y l y  

a c c u r a t e  i n d i c a t o r  is " s t r o n g 1  y  aqr'ae, " whlch w a s  l d e n t  i t l e d  

on 66 c ~ o m p l e t e d  q u e s t  i u r t n a l r e s .  

'Thc* :~rvformaf i o n  c a n t a l n e d  l lnoer  t n l s  h e a d x n g  is 

r e s t a t e d  i n  T a b l e  3.8. The  info?-niat  inl-8 was p u t  r n t o  

o r g a n i z e c l  tor-mat t o r  t h e  ease a ?  ccnrnparlng r a w  d a t a ,  

p e r c e n t a g e s ,  and composite scot-es. However, r t  is  d l  f ficrrlt . :  

*;a d e t e r m i n e  w h a t  v a l u e  t h l s  i n f o r r t i a t l o n  rflay h a v e  i n  a 

c o m b i n e d  f o r m a t ,  s i n c e  e h e  d a t a  r e p r e s e n t s  o n 1  y a n  a s s e m b l y  

of p e r t i n e n t ,  b u t  n o n - - c c ~ n n e c t e d  i n f  arnia t  ion. The t - e s p u n s c s  

f u t l r d  h n r e  niay b e  e x t r a c t e d  a n d  u s e d  t o  s1.1bstant ia te  o t h e r  

d a t a  a s  p r o v i d e d  i n  L i a r - t  I o f  t h i s  r e sea r -ch  p r a J e c t ;  ctr, t h e  

inforniat i o n  may b e  used w i t h  o t h e r  d a t a  t o  i d e n t i f y  t r e n d s  



i n  t h e  t - e s p a n s e s  p r o v i d e d  by t h e  p a r t i c i p a n t s  o f  t h i s  study. 

I n  a n y  e v e n t ,  % h e  o v e r - a l l  c o m p o s i t e  score tor  t h e  "IL,!lrl 

General" h e a d i n g  is m i n u s  547 a n  a c a m p o s r t e  scale o f  + 4 2 6 ~ i  

t c i  -426B. Each i n d i v i d u a l  i t e n 1  score is b a s e d  on a scale cuf 

+426 f o -426. T o  w h a t e v e r  e x t e n t  t h i s  i n f o r r n a t i n n  is tuui-td 

u s e F u l ,  l t  may o e  v iewed  i n  q r a p n  f o r m  at F i g u r e  S . B .  - Ine 

g r a p h ,  when e n g a g e d  f rom l e f t  t a  r i g h t ,  pr 'nvides a v ie l i a l  

r e p r e s e n t a t  i n n  o f  t h e  c o m p o s i t e  scores tar e a c h  o f  t h e  t e n  

e lements  i n  t h e  order p r e s e i ? t e d  h e r e .  



T a b l e  5.e 

TOTHL OUHLITY WliNI-IGEMtiN'l ktlNtHHL 
- 

I k n o w  my o r g a n i z a t i n n ' s  s h n r t - r a n g e  g o a l s :  

R e s p o n s e s  P e r c e n t  a g e  S c o r e  

St r a n g  1 y O g r e e  9 
F I g r e e  03 
Don5 t Know/Nn R e s p o n s e  45 
D i s a g r e e  39 
S t r o n g  1 y D i s a g r e e  1 '7 

T o t  a l 21.3 1 ~3121 8 

3 h a v e  b e e r ,  empowered  b y  my s u p e r v l s o r r  

H e s p u n s e e  P e r c e n t a g e  Score 

St r c rng  l y Hclr.ee 1 S 
R g r e e  88 
Dnn'  t Know/No H e s p c t r ~ s e  2& 
D i s a g r e e  9 7 
S t r o n y  'I y Dl. s a g r - e e  25 

T o t a l  212 i @ln 1 1  

M y  s u p e r v i s a r  e r n b r a c e s  'TQN a n d  p r a c t i c e s  1'QM t e c h n i q u e s :  

HPSPUYISPS Percent a g e  Scar-e 

S t r o n g l y  FIgree  l l d  
A g r e e  Ui2 
D o n y  t Knnw/No H e r p o n s e  42 
D i  s a g r - a @  35 
St r n n g  1 y D i s e g r - e e  24 

T o t a l  e i s  1 at4 - J 



( T a b l e  3. E)  c a n t .  ) I 
TQM 15 euccess%uL i n  my o r g a n l z a t l n n :  I 

Kesponres ICbercent a g e  score I 
S t r o n g l y  Agree b 

R g r e e  4 1 
Don' t Kr~ow/No Response 54 
D i s a g r e e  61 
S t  r n n g l y  D i s a g r e e  3 1 

T o t a l  213 1 nld -%I 

CR3 Manageri~ent d o e s  r ~ n t  f u l l y  embrace -1UPl: 1 
Responses  P e r c e n t a g e  Score? I 

G t r a n g l  y  H g r e e  46 
FIgree 7 B 
Dcm'  .t Know/No Hespanse Si 
D i s a g r e e  45 
S t r n n g l  y D i s a g r e e  13 

T o t a l  

The  d i r e c t o r a t e  keeps eroplayees apprl s e d  a f  TUM progress3 
tckward i ts g o a l s :  

Respc~nses  C'er-cent a g e  S c o r e  I 
S t t - o n g l y  A g r e e  la 5 2 0 
R g r e e  3 8 1 8  3 H  
Dun' t Know/No Response 39 1 B @L!I 

D i s a g r e e  '3 1 43  - 9 1 
S t r o n g l y  D i s a g r e e  35 16 -7ZJ 

T o t a l  213 l @ O  -1163 



( T a b l e  5.8 c o n t .  ) 

CRI I do n o t  knaw my o r g a n i z a t i o n P s  l o n g - r a n g e  q u a . l l t y  
g o a l s :  

R e s p o n s e s  P e r c e n t  a g e  Score 

S t r o n g l y  A g r e e  31L1 
Rgr-ee ilk? 
Don' t Know/No Response  1 '7 
D i s a g r e e  4 4  
S t r o n g l y  D i s a g r e e  1 L. .j 

T o t a l  213 1 lbld -1CW 

The n r g a n l z a t l c ~ n  is cnrnrfl l t ted t o  ' l o t a l  L lua l i ty  
Management : 

R e s p o n s e s  C'ercent  a g e  bccere 

S t r o n g  1 y  H g r e e  11 
Flgree 4 9  
D o n '  t Know/No Hesponse  4 6  
D i s a g r e e  74 
S t r o n g  1 y  Disagree 3.3 

Total 21.3 1 ILtk4 -6'3 

CRJ M y  s ~ . ~ p e r v l s o r  d o e s  n o t  a p p r e c i a t e  my e f f a r t s  tceward 
quality: 

f lesporrsee P e r c e n t a g e  kicore 

S t r o n g  1 y  H g r e e  12 
Flgree 3 7 
Don" Kr~ow/Na Hesponse  59 
D i s a g r e e  85 
S t r o n g  1 y  D i s a g r e e  

T o t a l  213 1 ma 64 



( T a b l e  5 . 0  c a n t .  ) 

55. CHJ The "systerfl" 1s not cunlpatxb le  w i t h  iota1 Ouallty 
Management : 

Hespnrrses C'ercentage  Score 

S t r u n g 1  y a g r e e  66 
R g r e e  85 
Don' t K n o w / N o  R e s p o n s e  23 
Iji s a g r e e  2.7 
S t r o n g  1 y D i s a g r e e  is 

T o t  a1 213 I lziln -1bb 

COMPOSITE BCOHE P15c3 1 [ha -b47 

Range  f u r  Cornpusrte Sou?-@ 1 s  +426d t o  -426U 



Figure 5.8 

1 TOTAL QUALITY MANAGEMENT GENERAL - PART I I i  
I COMPOSITE SCORES I 

Range of Scale is t426 to -426 



The  open-ended q u e s t  i o n ,  number t s  t t y - s i x ,  a1 lowed 

t;he r e s p o n d e n t s  a n  o p p o r t u n i t y  t o  e x p r e s s  any o p i n i o n  h e  or- 

s h e  m a y  h a v e  r e g a r d i n g  t h e  T o t a l  Q u a l i t y  Planagement 

i n i t i a t i v e  w i t h i n  t h e i r  o r q a n i n a t l a n .  S e v e n t y - t o u r  

e m p l o y e e s  rcspondec l  t o  t h i s  q u e s t i o n  w i t h  t h e i r  own 

n a r r a t  i v e e  o n  T o t a l  Q u a l i t y  Managenlent. T h i s  e q u a t e s  t o  a 

t h  i t - t y - , P i v c  p e r c e n t  r e s p c m s e  rate. 

Many o f  t h e  r e s p o n d e n t s  e x p r e s s e d  f e e l i n g s  ot 

f r u s t r a t i a n  w i t h  t h e  -ION i n l t i a t i v e ,  s u g g e s t i n g  t h a t  t h e  

f a i  l u r e  of-' 'I'UM w a s  t h e  r e s p o n s i  b i  1 i t y  o f  management. 

Comments  s u c h  a s  " l i p  s e r v i c e , "  ancl "gocad 01' bay n e t w o r k "  

w e r e  u s e d .  Sorole r e s p o n s e s  were s u p p o r t i v e  o f  I W M ,  b u t  many 

s t i l l  a d m i t t e d  t h a t  management ' s  f a i l u r e  t o  c o m n l i t  t o  t n e  

T Q M  p h i  l o s o p h y  niake t h e  t r a n s i t -  i o n  p r o c e s s  r r e a r l y  i o ~ p o s s i b l m  

tc, a c h j . e v e -  tiortie r 5 e s p n n d e n t r  tacak i s s u e  w i t h  t h e  i d e a  af 

TG!M a s  a n  incornpat  i b l e  s t y l e  a f  r,ianagement w l t h i n  a m i l i t a r y  

e r r v i  ro r s i i~en t  . 

k p p e n d i u  U o f f r t - s  a l l r j t x n y  o f  comments p rnv idec l  by 

t h e  s u r - v e y  p a r t i c i p a n t s .  E x c e p t  f o r  some rninar c h a n g e s  i n  

p u r r c t u a t  icsrt, cornments were C r a n s o r i  bed verba'b i r f l ,  and  W i t h o u t  

e d i t i n g .  However, f o r  t h e  p u r p o s e  of c l a r i t y  a n d  

uni f o r m i  t y, o c c a s l c ~ n a ; l  oorflnlents or o t h e r  l n t o r m a t  l o n  w e r e  



a d d e d  by . t h e  r e s e a r c h e r ,  a n d  a re  d l s t  l n g i c l s h e b l e  by t h e l r  

e n c l a s ~ l r e  i n  b r a c k e t s .  No cornmente were e x c l u d e d  frorrl t h i s  

s t u d y .  

E v a l ~ l a t  i n 1  t h e  s u c c e s s  af t h e  T o t a l  U u a l l t y  

Maneger~lent  i n i t i a t i v e  w i t h i n  t h e  C o n t r a c t i n g  D l r e ~ t o r d t e  a t  

t h e  B a n  Clntonico H i t -  L o g i s t i c s  C e n t e r ,  f i r s t  r e q u i r e d  a 

c o n f i d e n t  u n d e r s t a n d i n g  uf t h e  c r i ter ia .  'The l i t e r a t u r w  

d e s c r i  bed t h e  prlmat-y t e n e t s  o f  '1 UM, which were u s e d  t o  

d e v e l o p  t h e  c o n c e p t s  by which  T U M  c o u l d  b e  m e a s u r e d .  

F u n d a r n e n t a l l y ,  t h e  g u i d i n g  principles were e s t a b l i s h e d  as: 

1 ) empowerment a n d  p a r t  i c i p a t  i o n ;  E) c u s t u m e r  f o c u s ;  Y )  

rnanwgerflent a n d  leader-ship; 4 )  t o o l s  a n d  rfleas~~ree; 3) 

e r ~ i p l a y e e  t r a i n i n g ;  6 )  q u a l i t y  a s s u r a n c e ;  and 7 )  t e a m w o r k .  

6l number o f  s t a t e m e n t s  w e r e  d e v e l o p e d  to a c c u r a t e l y  

r e p t - e s e n t  ear:h o f  t h e  c r i t e r i a  b e i n g  measured .  The  

st a t e r f l e n t s  w e r e  m a t r i x e d  u n d e r  e a c h  o f  t h e  c o n c e p t s ,  arta 

r e l e a s e d  i n  t h e  f o r m  o f  a L i k e r t - f o t - m a t t e d  questionnaire. 

D v e r  ha1.F o f  t h e  e n t i r e  p o p u l a t  l a n  o f  t h e  C o n t r a c t  i n 4  

D i r e c t i t r a t e  r -ssponded t o  t h e  s u r v e y .  The r e s u l t  w e r e ?  

t a b u 1  a t e d ,  r e s p o n s e  r a t  ee w e r e  d e t e r m i n e d ,  a n d  COnVerfed 

i n t u  p e r c e n t a g e s .  



Tn o r d e r  t o  e v a l u a t e  t h e  r e s u l t s  a f  t h e ?  

q u e s t i o n n a i r e ,  e a c h  r e s p o n s e  c a t e g o r y  w a s  a s s i g n e d  a v a l u e :  

+2 f o r  t h e  s t r o n g e s t  p o s l t i v e  r e s p o n s e ;  +i f o r  a p o s i t i v e  

r e s p o n s e ;  0 f o r  a  " d a n ' t  know" r e s p c t n s e ,  or- roo r e s p o n s e ;  - d  

for a n e g a t i v e  r e s p o n s e ;  a n d  -@ f o r  t h e  s t r o n g e s t  n e g a t l v e  

r e s p o n s e .  G i  n c e  t h e  L i  k e r t  rneasur-erflent c a t e g u r i  es are 

o r d i n a l  a n d  e q u i d i s t a n t ,  t h e  i n t e n s i t y  l e v e l  o f  p o s i t i v e  and 

n e g a t i v e  r e s p o n s e s  a re  e q u a l .  

M e a s u r e m e n t s  were made for e a c h  o f  t h e  s e v e r :  

c o n c e p t s  by c a l c u l a t i n g  t h e  v a l u e  o f  e a c h  s t a t e r f l e n t  rna t r lwed  

u n d e r  t h a t  s p m c i f i c  v a r i a b l e .  'The c a l c u l a t i o n  w a s  b a s e d  on  

n ~ t r n b e r  05  r e s p o n s e s  and s t r e n g t h  uf e a c h  r e s p o n s e .  H f t e r  

c o m p l e t i n g  t h e  niatheniat ics, e a c h  s t a t e m e n t  w a s  a s s i g n e d  a 

value, e i t h e r  p o s i t i v e  cst- n e g a t i v e .  k f t e r  a l l  s t a t e m e r l t s  

w e r e  c a l c u l a t e d ,  t h e i r  v a l u e s  were cnrnbined t o  d e v e l o p  a 

f i n a l  c o m p o s i t e  s c o r e  ,Pat- t h a t  e n t i r e  variable. 

Each o f  t h e  s e v e n  v a r i a b l e s ,  o r  c o n c e p t s ,  wol-lld 

r e s u l t  i n  h a v i n g  a n  a s s i g n e d  p o s i t i v e  nr n e g a t l v e  v a l u e .  Hrl 

averel 1 v a l ~ . l e  o f  niore t h a n  z e r o  w o ~ l l d  i n d i c a t e  a p o s i t l v e  

a t t i t u d e ,  o p i n i o n ,  o r  p e r c e p t  i o n  r e g a r d i n g  t h a t  c o n c e p t .  H 

c m m p o e i t e  scc8iae ~ c f  less t h a n  z e r o  would r e s u l t  i n  a n e g a t i v e  

a t t i t u d e ,  o p i n l o n ,  o r  p e r c e p t  i o n .  l ' h e  corf lpos i te  score  1s 

d e k e r m i n e d  by cornbininy t h e  v a l u e s  o f  e a c h  s t a t e r f l e n t  



mat r - i xed  a s  a nleasnrernent a f  t h a t  v a r i a b l e .  E a c h  s t a t e m e n t  

has t h e  p o t e n t i a l  t o  be a s s i g n e d  a v a l u e  of a n y  score w i t n l n  

the r a n g e  o f  c4SG t o  -496. Th~.ls, t h e  c o m p o s i t e  score to r  

each ccnncept w i l l  depend o n  b o t h  t h e  scores 0 . F  t h e  

s t a t e m e n t s  and  t h e  nurflber o f  s t a t e o l e n t s  n i a t r i x e d  under- e a c h  

cc~ncs-pt. S i n c e  t h e  i n u i  v i d u a l  c o n c e p t s  contain v a r y i n g  

nuniberr o f  s t a t e m e n t s ,  t h e  r a n g e  o f  e a c h  c o n c e p t  v a r i e r s  

a c c o r d i n y l y .  T a b l e  5.9 lists t h e  r a n g e s  tor t h e  c o r o p o s l t e  

sccjres of eacll c o n c e p t ,  a n d  t h e  r a n g e  fccr t h e  measu remen t  of 

TOW G e n e r a l ,  u n d e r  F'art XI. 

T a b l e  5.9 
- -- -------- - ----- 

RRNGE O F  BCHLE FOH COMPOSITE k iCUk I3  -- ------ ------ ------------------------- 

Employee Empowerment 
and  P a r t i c i p a t  lor1 

Mana yornent and 
Leader-shi  p  

Tucgls and Measurenient r 

Employee 7 r a i n i n g  

Quai i t  y f4 s su rance  



I h e  o v e r a l l  r e s u l t s  o f  t h e  s t u d y  rflay be v l e w e a  i n  

t h e  IDN Surnniary of S t a n d a r d i z e d  Cumposi t  S c o r e s ,  F i g u r e  5.9. 

I n  r e a d i n g  t h e  g r a p h  t r o r f l  left t n  r i g h t ,  t h e  b a r s  r e p r e s e n t :  

1 )  enipowerment a n d  p a r t i c i p a t i o n ;  2) c c i s t o s e r  f o c u s ;  3 )  

rflanagerflent and  l e a d e r s h i p ;  4 )  t n a l s  a n d  rfleaeures; 5) 

e r f lp loyee  t r a i n i n g  ; 6 )  q u a 1  i t y  a s s u r a n c e ;  and ' 7 )  tearflwor-k. 

The las t  bat- r e p r e s e n t s  a corapcts i te  v a l u e  of t h e  r e s p o n s e s  

from P a r t  2 1. 

S t a n d e r d i  z i n g  t t ia cnrblposit scares is r e q u l r e d  i n  

ordet-  tct e n h a n c e  v a l i d  i t  y  a n d  deter r f l i r ie  relat  l v l t y  o f  e a c h  

cc tncep. t .  T 'h l s  is a c c o n i p l i s h e d  by flrst c l i v i d i n g  t h e  

c o n l p o s i t e  score of e a c h  v a r i a b l e  by t h e  nuniber of f a c t o r - s  o r  

i t e m s  u s e d  tcn m e a s u r e  i t .  T h i s  p r o v i d e s  r e l a t l v e  equal l t y  

among t h e  c o r ~ c e p t s .  I'he r e s ~ ~ l t a n t  f i g l i r e  is t h e n  a i v i d e d  by 

213, which d e n o t e s  t h e  nurtlber of r e s p o n s e s  received. T h e  

R a n g e  of  S c a l e  For F i ~ u r e  5.9 i s  c? t o  -2, which r e p r e s e n t s  

t h e  maximuni p o t e n t i a l  s t r e n y . t h  of  e a c h  i r r d l v i d u a l  a n s w e r .  

A r e v r e w  o f  t h e  d a t a  s u g g e s t s  t h a t  t h e  e n l p i o y e e s '  

o v e r a l l  p e r c e p t  i o n s  r - e g a r d l n g  t h e  TOM l n l t  ia t  i v e  w i t h l n  

t h e i r -  a t * y a n i i : a t  i o n ,  is o v e r w h e l r , ~ r n g l  y  n e y a t  i v e .  Of t h c  

s e v e n  p r i m a r y  t e n e t  f e s t e c l ,  m 3  1 r e c e i v e d  a n e g a t i v e  r a t  i n y .  

T h e  d a t a  f u r t h e r  s ~ t g g e s t s  t h a t  "cl.tstoroer f o c u s "  i s  t h e  

v a r i a b l e  w h i c h  is p e r c e i v e d  i n  t n e  l e a s t  n e g a t l v e  way, 

fo l  lowed  by "eropowerment a n d  p a r t i c i p a t i o n .  " UP a1 l C h e  



i n d i v i d u a l  c:anoepts measi-!red, f i v e  out o f  s e v e n  h a d  a t  Least  

one s ta ter~ ler l t  whlch w a s  v i e w e d  p o s i t i v e l y  by e m p l o y e e s .  I w o  

of  the  v a r i a b l e s ,  "management artd l e a d e r s h i p ,  " and "qrral i t y  

aesLlrar~ce" c o n t a i n e d  no i r ~ d i v i d ~ t a l  e l erner~ts  w l t n  a p o s i t i v e  

r a t i n g .  



Figure 5.9 

TOTAL QUALITY MANAGEMENT 
SUMMARY OF STANDARDIZED COMPOSlT SCORES 

EMRWEE TRAINING WWMSCWINCE 6Q MWORK TOW. W WMT, E N E W  

Range of Scale is +2 t o  -2 



EMPLOYEE EMF'CJWEHMEN'r ClND PRRT TCIPAT'TilRI 

E m p l o y e e s  g e n e r a l l y  f e e l  empowered  t o  p u r s u e  q u a l i t y  

ideas i n  t h e  w o r k p l a c e .  ' h i s  o p i n i o n ,  w h i c h  r e c e i v e d  a 

r a t i n g  of s i x t y - t h r e e ,  w a s  f u r t h e r  s u p p o r t e d  i n  Part  I I  

w h e r e  ei y h t y - e i  y h t  e m p l o y e e s ,  s a i d  t h a t  t h e y  feei ernpcaweretl 

b y  t he i r  s u p r v i s o r s .  

13n t w o  s e p a r a t e  o c c a s i n r r s ,  erflplcmyees cctnr  irrt leu t h a t  

a r ~ t h u r i t y  is n o t  d e l e g a t e d  t o  then1 b y  managemen t .  E m p l o y e e %  

f u r t h e r  a t a t e  t h a t  '7-QM h a s  h a d  n o  a f f e c t  urn e r t c u u r a g i n g  the  

p r o c e s s  o f  d e l e g a t  ion. 

li:lmost h a l f  uf a l l  e m p l o y e e s  s t a t e d  t h a t  

p a r t i c i p a t i o n  i n  'TWM is n o t  e n d o r s e d  t h r o u g h o u t  tho2 

o r g a n i z a t i o n .  CIgain,  t h l s  p e r c e p t i o n  w a s  s u p p o r t e d  z n  Part 

I 'I ccf t h e  q c t e s t  i o n n a i r e  w h e r e  e m p l o y e e s ,  s t a t e d  t h a t ,  

o v e r a l l ,  s u p e r v i s c n t - a  ne i ther  e r n b r a c e  n o r  p a r t  lci p a t e  i n  3 OM. 

T h e  r e s j p o n s e  w a s  mare eniphat  i ca l l  y  n e g a t i v e  when e m p l o y e e s  

we?-e a s k e d  i f  managerf lent ,  r a . t h e r  t h a n  s u p e r - v i s o r s ,  tlll 1 y 

embrace TUM. 



CUSTUMER FOCUS 

C o n t r a c t i n q  er f lp loyees  b e l i e v e  t h a t ,  a s  a whole ,  t h e  

o r g a n i z a t i o n  is c u s t u r f l e r  o r i e n t e d ,  a n d  t h a t  t h e y  c o n t i n u a i l y  

s t r - i v e  t o  s a t i s f y  t h e i r  i n t e r n a l  c u s t o m e r s .  Employees  a l so  

s a i d  t h a t  w h i l e  t h e  o r g a n i z a t i o n  p ron lo tes  t h e  u s e  o f  

cns tarner .  Feedback  icanps  tu i m p r o v e  1 ts p r o c e s s e s ,  s u r v e y s  

a re  n o t  t h e  t o o l s  b e x n g  u s e d  t o  a c c o r n p l i s h  t h a t  t a s k .  

Hesponclents  a g r e e d  t h a t  prublerns e x p r e s s e d  by 

i r r t e r n a l  auld e ) c t e r n a l  cus tonier-s  are n o t  q u i c k 1  y r e s o l v e d .  

Emplayeesi  a l so  a g r e e  t h a t  a  c u s t o m e r  c o m p l a i n t  s y s t e m  n e e d s  

t o  b e  d e v e l o p e d .  Most s t a t e d  t h a t  t h e y  are n o t  aware o f  a 

s y s t e m  w i t h i n  t h e i r  c ~ r g a n l z a t i n n  which  is ckeed t o  monl tar -  

a n d  r ~ i e a s u r e  c l r s ton ie r  s a t  i s f a c t  i o n .  

O v e r a l  :I, pcoor rnarks were scored by managerner~t i n  t h e  

TQM i n i t  i a t  i v o .  Emp: luyees  a g r e e  t h a t  managero~ent d u e s  n o t  

a l l c + w  them1 e n u c ~ g h  .time 'to w o r k  orr q u a l i t y  p r a y e c t s .  

R e s p n i ? d e n t s  alrjo s t a t e d  t h a t  q ~ . ! a l i t y  is n o t  o n e  of  

manager f l en t ' s  t o p  prsc+r-i . t  ies, a n d  tha t ;  erflplcayees wno ua 

p a r t i c i p a t e  i n  t h e  q ~ . t a l i t y  e f f n r t  are  n o t  r e w a r d e d  f a r  t h e i r  

e f f u r . t s .  Hawever, e v e n  t h o u g h  t h e y  are n o t  r e w a r d e d ,  



c a n t r a c t i n g  e r n p l a y e e s  do b e l l e v e  t h a t  r~ ianageaen t  a p p r e c x a t e s  

t h e i r .  e f f o r t s  t o w a r d  q u a l i t y .  

R e s p o n d e n t s  erflphat i c a l  1 y  r e ~ e c t  t h e  nc8t ion t h a t  

managenrent h a s  a b a n d o n e d  s h o r t c u t s  and  q u i c k  F i x e s  i n  

s o l v i n g  prublerna.  En ip layees  a l s o  b e l i e v e  t n a t  70m p a i i c z e s  

and p r o c e d u r e s  are rtat r e i n f o r c e d  by mar~agernent. 14 s t r o n g  

n e g a t i v e  o p i n i o n  was  vctlced by p a t ' t i c i p a n t s  when a s k e d  i f  

TDM is enlbraced by managerflent I n  a  "top-down" f a s h i o n .  Thlci 

n e g a t i v e  u p i n i a n  w a s  I - s i n f o r c e d  a g a l n  i n  P a r t  1 1  where  t h e  

r e s p c t n s a  o f  " s t r o n g  Ly a g r e e "  w a s  g i v e n  t o  t h e  e t a t e n l e n t  tha t ;  

mar~agernent  d o e s  n a t  t u.L l y  ernbrace -1 BN. 

TOOLS AND NERSUREMENTS 

Fllthcough oartt r a c t  i n g  e m p l o y e e s  a g r e e  t h a t  t h e y  

c rnder r , t and  t h e i r  o r g a n i z a t i o n l e  work p r o c e s s e e ,  t h e y  a l s o  

a d r n i t  . t h a t  t h o s e  p r o c e s s e s  a re  n o t  c o n t l n L l a l l y  r e v l e w e d  'tcw 

impt'cwement. P a r t i c i p a n t s  a l so  s t a t e d  t h a t  meaningfl-11 

m e a s u r s s  are  nwt a v a i l a b l e  t o r .  t h e i r  u s e  in d e t e r n l l n l r r g  work 

t r e n d s .  R e s p o n d e n t s  s t r o n g l y  e x p r e s s e d  t h a t  t h e y  n e i t h e r  

u 5 r  nc'r- n n d e r s t a r ~ d  sjt at  ist lcal tc f io l s  a n d  p r o c e s s  c a n t r - a 1  

c h a r t s .  F ~ . ~ r t h e r m o t - e ,  e rnpioyees  s ta te  t h a t  t h e y  h a v e  never'' 

beer1 .tra:ined i n  t h e  c ls je  o f  % h o s e  t o o l s .  



F'K erilp:lcbyees b e l i e v e  t h a t  t h e  o r g a n l z a t l o n  s t a l l  

s c $ p p u ~ . t s  T'QN t r a ~ i ? i n g  f o r  t h e  e n t i r e  w o r k f o r c e ,  and  t h a t  t h e  

u r g a n i z a t  i o n  s t i l l  l o o k s  t o r  areas i n  which j o b  t r a i n r n g  1s 

n e e d e d .  However, t h e y  s t r e n u c , u s l  y d i s a g r e e  t h a t  

c r c s s s - t r a i n i n g  o p p o r t  u n i t  ies are a v a i  l a o l e  t o  therfl. 

C u n t r a c t i n y  e m p l o y e e s  a l s o  d u  n o t  b e l i e v e  t h a t  t h e ?  

TLZM t r - a i r l i n g  t h e y  h a v e  r e c e i v e d  h a s  h e l p e d  them i n  t n e  

perforr~iar t i -e  of t h e i r  j o b s .  

The  q u a l i t y  a s s u r a n c e  c o n c e p t  r e c e i v e d  t h e  poor-est  

r a t i n y  o f  a l l  t h e  v a r i a b l e s  rneastlred, and  w a s  f o l l u w e d  by 

rflanagerflent a s  t h e  o n l y  t wu c c t n c e p t s  wnlch r e c e l v e d  n e g a t  i v e  

scores <,I-t a l l  oF i t=  n1ntri) ied items. 'The s t a t e n i e r t t  t h a t  

t ' e c e i v e d  t h e  sj . t ronges. t  n e g a t i v e  r a t i n g  w a s ,  "management 

e n c o u r a g e s  q u a l i t y  b e f u r e  p r o d u c t i o n . "  R e s p o n d e n t s  furttier- 

s t r o n g l y  s u g g e s t e d  t h a t  t h e y  are  rtcnt e n c o u r a g e d  t u  s p e n d  

t i m e  on " ~ipr; treart i"  q u a 1  i t y  r a t h e r  t h a n  "downstream" r i x c s .  

G d d i t  i a n a l  l y ,  e m p l o y e e s  s t a t e d  t h a t  t h e  o r g a n l z a t  l u n  does 

n o t  f o l  l a w  u p  un c n r r e c t  i v e  a r t  i u n s  i n  order t o  p r e v c n t  

r e c u r r e n c e s  o f  . the  sarfle prnblern.  



Par-t i c i  p a n t s  eH p r e s s e d  t h a t  -1 G!m h a s  n o t  a f f e c t e d  

e i t h e r  t h e  p r a c t i c e  o f  a w a r d i n g  c o n t r a c t s  based  o n  p r i c e  

tag ,  ar , t h e  p rac ' t  ice o f  "ritanagenient by t h e  number-s. " 

R e ~ p c t n d e n t s  s t r e n n o u s l y  a g r e e d  t h a t  t h e i r  e f f o r t s  toward 

qua1 i t y  a r e  n o t  . t a k e n  into accaun l ;  dur'iny anrrual  a p p r a i s a l s .  

T h i s  w a s  r .einfor-ced e a r l i e r  dut - lny t h e  "mar~aqemerrt and  

l e a d e r s h  :i p" summar-y when emp:loyees a p p l i e d  a r ~ e g a t  i v e  scar-e 

t o  t h e  s t a t e m e n t ,  " l l c t a l i t y  e f f o r t s  o n  p a r t  o f  t h e  eniployee  

a?-e T-ewardecl by rilanagerflent. " 

PK emp:loyees b e l i e v e  t h a t  r~ianagement c o n s i d e r s  t h e  

teani c o n c e p t  a r e l i a b l e  a n d  1.tcjeful tool  f o r  r e s o l v i n g  

pr-ublems and  iriiprov i ng p r o c e s s e s .  However, si x t  y-cine 

p e r c e n t  o f  t h o s e  same e m p l o y e e s  h a v e  s a i d  t h a t  t h e l r  

wat-k l caacl p r e v e n t s  .them frorn s p e n d  1 ny .t i n i e  o n  t earns. 

Rdd it- i o r ~ a l l  y, t h e  r - e s p o n d e n t s  b e 1  i e v e  t h a t  rrnprc~venler~t idc?asii 

as a r e s u : l t  caf t e a h i s  c lo  n o t  r e c e i v e  p o s i t i v e  c c ~ n s l d e r ' a t l o n  

from manapenlent.  

Even t h o u g h  emp:loyees e x p r e s s e d  c o n f  iderhce ' tha't  the  

o r i a n i  z a t  i n n  is c n ~ t c ~ m e r  or i e n t e d ,  t h e i r  s t r o n g e s t  t%espo1-15~? 

u n d e r  t h e  t e a m w o r k  v a r i a b l e  emphas l  z e d  t h a t  t h e  erst ire 



u r g a n i  ra-t i o n  d o e s  n o t  becctrele i n v a l v e d  i n  qua1  x t y  e f  t a r t s .  

Alt t iuugtl  t h e  i n t a n g i b l e  n a t u r e  o f  c o n c e p t s  ruakes t h e  

r a e a s u r i n g  o f  TG!M a d i f f i c u l t  t a s k ,  t h e  l i t e r a t u r e  s u g g e s t s  

t h a t  t h e  cc811cept o f  teams 1s sonlewhat q u a n t i f i a b l e .  

I ? c c c ~ r d i n g  t o  Glenn,  c t r g a n i  r a t  i o n s  t h a t  employ t e n  p e r c e n t  af 

its rnernber-s a n  tearns a t  a n y  g i v e r ,  time c a n  be  c o r t s ~ d e t - e d  

scrocessfl .11 i n  treginr , . ing t h e  7 W l  l m p l e m e n t a t z a n  prc ,cess .  

G l e n n  c o n t  i n u e s  by s u g g e a t  l n g  t h a t  a c a n i p l e t e  c u l t  t.tral 

t r a n s f a r m a t i a r ~  h a s  a c e ~ ~ r r e d  when t n e  u r y a n l z a t l o n  h a s  a s  

tear11 members, s i x t y  to e i g h t y  p e r c e n t  o f  its e m p l o y e e s  

( G l e n n ,  1991 $19). 

H c c o r d i n g  t o  t - e s p o n s e s  t o  q u e s t  l o n s  s i x t y  and  

si x t y - a n e  r e g a r d i n g  teanl membership ,  118 o f  t h e  21.3 

r e s p c ~ n d e n t c ,  s t a t e d  t h a t  t h e y  h a v e  b e e n  or} tearns. However, 

o f  t h o s e  110 e m p l o y e e s ,  o n l y  f i f t y - o n e  s t i l l  participate i n  

t e a r n  frr.nct:lons. t s t i m a t i c ~ n s  b a s e d  CWI t h e s e  f i g u r e s  indicate 

t h a t  a t  o n e  t l m e ,  a p p r a x i n l a t e l y  one-ha1 f  o f  t h e  e m p l o y e e s  

R a v e  s e r v e d  o n  t e a m s .  N a w ,  however ,  t h e  n r g a n l z a t  i c ~ n  as  a 

whcrle rnay emplay  o r s ly  ( a p p r o x l r n a t e l y )  twert ty p e r c e n t  of i t 5 3  

mernber  ctn tearn. 7 h  is i n d i c a t e  a r e v e t - s a l  of  t r e n d  r e g a r o i n g  

t h e  i n t e g r a t i o n  o f  Tcs ta l  ti!ual i t y  Marrager~ient i n  t h e  

C a n t r a c t i n y  K)iretorate a t  t h e  t jan Ur~tcrniO HLL. 



CHHPTER S I X :  

SUlrlMFIHY AND CUNCLUSItlNS 

One 1 i r f l i t a t  i u n  n f  t h x s  r e s e a r c h  p r o j e c t  is I n h e r e n t  

i n  t h e  u s e  crf o n l y  o n e  s u r v e y  instrument. S h e  r e s p a n s e s  tct  

s u r v e y  c lues t  i c o n n a i r e s  c a n  b e  t h e  p r o d u c t  a f  particular 

b i a s e s .  nmcang t h e s e  are:  1 )  a "social  d e s i r a b i l i t y "  

t e n d e n c y  w h i c h  c a u s e s  a respcnnden t  t o  a n s w e r  i n  rnanner w h l c n  

is p e r c e i v e d  tco b e  s o c i a l l y  a c c e p t a b l e ;  3) " a c q u i e s c e n c e "  

t e n d ~ ? n c i e s  wh x c h  p r o d u c e  r e s p o n s e s  t h a t  a g r e e ,  or converse :L y  

d i s a y t - e e ,  w i t h  a l l  o r  nlost o f  t h e  q u e s t  i o n s ;  a n d  3) 

" e x t t . e r ( ~ i t y  b i a s e s  w h i c h  r e s u l t  i n  a t e n d e n c y  t o  u s e  o r  a v o i d  

e x t r e m e s  i n  r e s p o n d i r ~ y  (Uunharn, 1373: 14) .  T h e s e  phenoniena 

m a k e  t h e  r e l i a b i l i t y  c8.F t h e  s u r v e y  d a t a  d i t f l c ~ l l t  t c*  

a s c e l - t a i n .  

T h e  f i n d i n g s  af  t h i s  s t u d y  c o n c l u d e  t h a t  e m p l o y e e s  

af  t h e  Cont  r a c k  i n 0  Directorate h a v e  d e v e l o p e d  a r e a s o n a b l ~ 2  

u r ~ d e r s t a n d i r ~ c l  of t h e  T o t a l  Uua l  i t y  Manageroen,t p h l  l U ~ a p h y .  



T h e  s t u d y  f u r t h e r  s u g g e s t s  t h a t  e m p l o y e e s  t a v o r  t h i s  s t y l e  

of niartagertient . However, b a s e d  upan  conirflent s received, sunte 

raembers  r e m a i n  u n s u r e  ctf h o w  t o  e n c o u r a g e  t u l  l 

i m p l e m e n t a t  i o n  o f  t h e  c o n c e p t .  

The l i t e r a t u r e  s u g g e s t s  t h a t  management p l a y s  a key 

r u l e  i n  e n s u r i n y  t h a t  t h e  'TUM p h i  l o s u p h y  c o n t i r ~ u e s  t o  grow 

and perri leate t h e  u r g a r t x z a t i c m  t a r g e t e d  f o r  a t o t a l  q u a l x t y  

t r a n s i t  ion .  One o f  t h e  f  ur tdamenta l  p r i n c i p l e s  af T o t a l  

Q u a l i t y  Management is t h a t  t h e  p h i l o s o p h y  must b e  t u l i y  

e r ~ i b r a c e d  by rnartayenient fi-or11 t h e  t a p  o f  t h e  o r g a n i z a t i o n ,  

dclwn. W i t h o u t  - t h e  s u p p o r t  o f  rflanagerflertt, e m p l o y e e s  would  

rtvC beconie ertipowered t o  wcork t o w a r d  c o n t  i n u a u s  p r o c e s s  

i m p r a v s r t ~ e n % r ,  and  t h u s ,  would  f a i l  t o  m a k e  t h e  t r a n s i t i o n  t o  

a n  environnier t t  p r e d i c a t e d  o n  q u a 1  i t y .  I 'he rest.llts o f  t h e  

s u r v e y  i r t d : i c a t e  t h a t  t h i s  is c l e a r l y  t h e  case. k m p l a y e e s  

h a v e  s t a t e d  erephat ical l y  t h a t  management has f a i l e d  t a  f u l l y  

ernbt-ace or  s u p p o r t  T o t a l  Glual i t y  Marragernent. 

'The c o n c e p t  a f  q u a l i t y  i a  o n e  t h a t  is d e f  i r e d  b y  t h ~ 9  

c u s t o r t i e r .  :In s p i t e  o f  t h r s  f a c t ,  rne thods  tcl m e a s u r e  aria 

m o n i t c a r  c u s t o m e r  sa t  isfact i o n ,  i r tc l l .~ding t h e  u s e  o f  s u r v e y s ,  

h a v e  r ~ o t  b e e n  set i s f a c t a r . i  l y  deve:lnped.  Furtherrflor-e, 

r e s p u r t d e n t s  a d m i t  t h a t  a s y s t e n ?  for rflanaging cus tomer* 

c o m p l a i n t s  h a s  n o t  been d e v e l o p e d  w i t h i n  t h e  0rganiza.G i o n .  

R s  a rest.\lt, pl-oblems e x p r e s s e d  by i n t e r n a l  and  e x t e r n a l  



c u s t c m e r s  ar-e n o t  q u i c k l y  r e s o l v e d .  

R n o t h e r  f u n d a m e n t a l  p r i n c i p l e  o f  TUN d i c t a t e s  t n a t  

q u a l i t y  p r e c e e d s  q ~ t a n t  i t y  o n  t h e  list o f  c t r g a n i z a t  i o n a l  

p r i o r i t i e s .  Hcawever, r e s u l t s  of t h e  q u e s t  ic tnnai r -e  i n d i c a t e  

t h a t  managenlent d o e s  n u t  al low en lp loyees  a d e q u a t e  t i r n e  t o  

p u t - s u e  qua1  i t  y p r u j e c t s .  A n  ernployee  v e s p o n s e  ~ a - t  i o  o f  rnnre 

t h a n  two- to-one s t a t e d  t h a t  t h e y  are e x p e c t e d  t o  s p e n d  t i m e  

e x e c r t t  i n g  "downs t ream"  f i x e s  r a t h e r  t h a n  "upstr-earn" q u a l i t y ,  

a n d  t h a t  q u a 1  i t y  is less i m p o r t a n t  t n  management t h a n  

pt-oduc.t ion .  F ~ t r t h e r m c 8 r e ,  r e s p o n d e n t s ,  a t  a  rate of t h r e e  

a n d  o n e - h a l f  t u  o n e ,  a g r e e  t h a t  management-by-the-numbers isi 

st i l l  t h e  p r e v a i l i n g  p h i  l o s n p h y  w i t h i n  t h e i r  o r g a n l z a t l o n .  

Rf ter -  rnore t h a n  f i v e  y e a r s  crf T o t a l  Q u a l i t y  

Management, niembet-s n f  t h e  C o n t r a c t  l n g  Directorate a t  t h e  

San A n t a n i a  Fllr L o g i s t i c s  C e n t e r  h a v e  e x p r e s s e d ,  t h r o u g h  t h e  

e x e c u t  i n n  of a sur-vey,  t h a t  t h e  T o t a l  Q u a l i t y  IYanagenlent 

i r ~ i t  i a t  i v e  i n  t h e i r  c t r g a n i z a t l o n ,  h a s  t h u s  f a r ,  rer f la lned 

u n s u c c e s s f u l .  ~ m p l e m e n t  i n g  t h e  TQRl p h i  l o s o p h y  r e q u i r e s  a 

ccvrnple te  c u l . t u r a l  char rga  t h a t  is ernbraced f rom t h e  heacl c t t  

the a t - g a n i z a t  i o n ,  down t o  t h e  last enrployee.  I h e  I'BIfl 



p h i l u s a p h y  r e q u i r e s  a f u l l  t r a n s i t i o n  frnrn w 

p r o d c l c t  i o n - o r i e n t e d  e n v i r o n m e n t  t o  o n e  which  is predicated 

on q u a l i t y .  

Nichct le  boo: lsry  B i g g a r t  c o n t e n d s  t h a t  c n a n g e  1s an 

act u f  d e s t r ~ l c t i o n  as nlc~ch a s  a n  act o f  c r e a t i o n  (Biggar - t ,  

1977:41EI). R e o r g a n i z a t i o n  p r e s u m e s  t h e  reject i o n  or  

s u p e r c e s s i a n  o f  o l d  n i e t h o d s  i n  f a v o r  o f  rtewer o n e s ,  The n e w  

o r g a n i  =at  i o n  r o i l s t  s y s t e r f l a t  ical l y  d e s t r o y  f o r m e r ,  cornpet l n g  

s t r r t c t u r e s  b e f o r e  t h e  rilethuds and  nlanagement t e c h n i q u e s  ol;' 

t h o s e  f o r n l e r  s t r u c t u r e s  g a i n  s u c c e s s f u l  i r n p l a n t a t  i o n  inten 

t h e  new u b - g a n i z a t i o n  ( B i g g a r t ,  1Ei77:410). Cambininy and  

i r r t e g r a t  i n g  t h e  e:lernerrts caf t w o  s e p a r a t e  o r g a n i z a t i o n s  

a1 l o w s  f o r  t h e  c tnderroininy o f  new o r y a n i z a t i o n a l  a b j e c t  i v e s .  

Even w:ith t h e  r e s t r u c t u r i n g  a n d  a t t e m p t e d  ' t r a n s i t  i o n  

of t h e  o r - y m q i z a t i a n a l  c u l t r r r e  a f  t h e  C u n t r a c t ~ n g  

D i r e c t  orate,  rt1anayemen.t h a s  f a i l e d  t o  a b a n d o n  a n t i q u a t e d  

l e a d e r - s h i p  p r a c t i c e s .  T h e  i n t e g r a t i o n  o f  TR14 is 

irscorflpat i b l e  w i t h  a n  e n v i r o n m e n t  whicn st l l l  u t i l l z e s  

n c ~ m b e r s  as a rrieasureo~enl; of p r o d i l c t  i v i  t y .  

The r e s u l t s  o f  t h e  q u e s t i o n r ~ a i r e  c l e a r l y  i n d i c a t e  

t h a t  p r o d u c t  i o n ,  n o t  q u a l i t y ,  remair~s as a rnanayement 

p t - e r o g a t  i v e .  I t  r e m a i n s  t h e  m e a s u r e  by w h l c h  b o t h  

m a r ~ a g e m e n t  a n d  ea~p lcuyeea  ere e v a l u a t e d .  I n  o r d e r  f u r  'TUlPl t c l  



b e  e f f e c t i v e ,  nlanagement rflust be w i l l i n g  t o  a b a n d o n  t h e  

p r a c t i c e s  o f  t h e  o l d  systerf l  a n d  a d o p t  t h e  p h l l u s a p h l e s  of 

t h e  new. 'l'lie measurements u s e d  to  g a u g e  p r o d u c t i v i t y  now 

nlust b e  e x c h a n g e d  fcrr t h o s e  t h a t  r-eward employees and 

managers a l i k e  f o r  t h e i r  e f f o r t s  t o w a r d  q u a l i t y  g o a l s .  i ince 

t h i s  c h a l l e n g e  is a c c e p t e d  by rflanagerflent, o t h e r  a s p e c t s  o f  

TPM w i l l  b e g i n  t o  t a k e  s h a p e .  However,  w i t h o u t  a 

nlanagernent-sponsor-ed a d o p t i o n  of t h e  TOM philosophy, t h e  

p r - i n c i p l e s  o f  'TOM w i l l  n e v e r  g a i n  access t n  a s y s t e m  

incccmpat  i b l e  w i t h  i t s e l f .  I t  w i  11 c u n t  i n u e  i r r h e r e n t  l y  

f l a w o d  and s e 1 . f - d e f e a t  ing.  
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SOVMWESP lGXRS STm U N I W I T Y  
601 University Drive 

san m c o s  TX 78666-4616 

(Department of Political Science) 

Dear PK Employee: 

You have beer] selected to voluntarily participate in a research study which 
examines the level of success of the Total Quality Management initiative in 
the contracting Directorate. This case study is a requirement for the 
completion of a Master's Degree of Public Rdministration at Southwest Texas 
State University. ?his study, and the attached survey instrument, remain 
independent of Kelly Am. No one except faculty members of Southwest Texas 
State University wlll ever see your responses. 

The purpose of this questionnaire is to obtain information regarding your 
perceptions of the Totai Quality initiative in your organization. Your 
responses will be used to determine whether the contracting component of 
Kelly AFB is experiencing successful implementation of TQM. 

When results of this survey are tabulated and results published, readers will 
k unable to iden~ify any specific individual. The survey results will be 
viewed in terms o: overall perception. Please DO NOT sign, or in any way, 
identify yourself on your w e y .  

If you would like a copy of the summary results, or have questions, you may 
contact the researcher at the following address: 

Rick Wil lians 
9001 Wurzbach Rd #501 
San Antonio TX 78240 
(210) 558-7093 

The questionnaire contains sixty-one (61) items. Part I contains forty-five 
(45) itens which examine your attitude and involvement in the fundamental 
aspects of TQM.  Part I? lists ten (10) items of a general TQM nature. Par: 
III provides you an opportunity to express your opinion regarding WM. 
Finally, Part IV contains five (5) items requesting background information. 

Your participation in this study is totally voluntary. Thank you in advance 
for your participation and cooperation. 

APPENDIX C 



part I of this scrvey is designed to gather information regarding your 
attitude, opinion, and level of involvement concerning the Totai Quality 
Management initiative. It consists of seven (7) brief sections entitled: 
i) Employee mpowerment and Participation; 2) Customer Focus; 3) Management 
and Leadership; 4 )  Tools and Measurements; 5) Employee Training; 6) Quality 
Assurance; and 7) Teamwork. 
............................................................................. 

Section 1 ) : EMPLOYEE EMPOWERMENT AND PARTICIPATION 

This section examines the level in which employees feel empowered 
and involved in the Total Quality initiative. Please respond to each 
statement jy placing an "X" in the one box that best represents your attitude 
to the corresponding TQN concept. Indicate whether you Strongly Agree (SA), 
Agree (A), Don't Know (DK), Disagree (D), or Strongly Disagree (SD). 

1. Elnployees are empowered to 
pursue quality improvement ideas. 

2. As a result of TQM, employees 
now have more authority to make I ! 1 [ I [ 1 i I 
decisions. 

3 .  Participation in l Q M  is not 
[ : r :  endorsed throughout the [ ; :  

organi zat i on. 

4. Employees are given the 
responsibility and encouraged i j :  ! ! ; ! ! :  
to Improve their work processes. 

5 .  Tne organization has a process 
for receiving and evaluating [ 1 ! ! [ ! [ ! [ 1  
employees1 improvement ideas. 

6. Management's delegation of 
authority to employees has not I 1  ' ? I ?  ! ? ! I ;  
increased with TQI.1. 



Sect ion 2) : C U S m  FOCUS 

This section looks at the organization's customer service system, 
both internal and external, and examines the employee's perception of 
customer needs and expectations. Please respond to each statement by placing 
an I,XU in the one box that best represents your attitude to the corresponding 
TQM concept. Indicate whether you Strongly Agree (SA) , Agree (A), Don't Xnovl 
(DK), Disagree (D), or strongiy Disagree (SD). 

l : j [ i :  7. The organization as a whole is [ ,  : ! I  
not customer oriented. 

8, The organization promotes the 
use of customer feedback loops [ l ~ ~ ! ! ~ ~  I 
to improve its processes. 

9.  Surveys are common1 y used as a 
tool to improve our understanding [ I [ I I : I :  
of customer expectation. 

l o .  Employees continually strive to 
satisfy their internal customers. : f j : :  r ? 1 

11. Problems expressed by internal 
and external customers are not [ : i l [ ! : 1 [ 1  
quickly resolved. 

12. Methods to measure and monitor 
external customer satisfaction 
have been implemented in my [ ! [ ! [ ! ! I ! :  
organization. 

13. A system for managing custmer 
complaints has not been I ! ;  ! ! ; : ! [ ?  
developed in my organization. 



Sect ion 3) : MANAGBENT AND LEADGRSHIP 

This section examines employee perception of management's lnvolvement 
in the TgM process, and its efforts to guide the TQM activities of the 
organlzat ion. please respond to each statement by placing an "X" in the one 
box that best represents your attitude to the corresponding TQM concept. 
Indicate whether you Strongly Agree (SA) , Agree (A), Don't Know (DK) , 
Disagree (D), or strongly Disagree (SD). 

14. Management does not a1 low adequate 
time to work on qualiry prolects. [ ] [ [ 1 t l ! i  

15. Management visibly supports and 
participates in quality [ ! i l [ : ! l ! :  
improvement efforts. 

16. Quaii ty efforts on part of the 
employees are rewarded by - 7 ! ! [ !  I ! ! [ !  
management. 

i7. Quality is a top priority to 
management. 

18. Management has abandoned the use 
- 1 .  of "snortcut/quick fix" solutions [ 1 [ ; . 

to solving long-range problems. 

19. Management reinforces the 
? wlicies and procedures of I ! ]  

Total Quality Management. 

20. The Total Qua1 ity Management 
concept is embraced in : j l !  
"top-down" fashion by management. 



Section 4 ) : TOOLS AM) MEASLTREMENTS 

This section views the scope, management, and use of data that 
facilitates the organization's ability to improve processes, products, and 
service.  Please respond to each statement by placing an "Xu' in the one box 
that best represents your attitude to the corresponding TQM concept. 
Indicate whether you Strongly Agree (SA) ,  Agree ( A ) ,  Don't Know (DX), 
Disagree (D), or Strongly Disagree (SD). 

21. The work processes of niy 
T .  organization nave hen defined. I ! [ :  3 ; :  

22. Meaningful measures are available 
to empioyees for use in 
determining trends in work I ! :  1 ! 3  
processes. 

23. The organization does not ensure 
that reports are accurate and [ ! [ 1 ! .  ' [ :  ~ r :  
useful. 

24. Statistical tm:s and process 
cont ro :char t sare typica l lynot  1 : : *  L 

used or understooci by enlployees. 

25. Organizational processes are 
' r -  continually reviewed in order to 1 . L  ; [ j :  

discover areas needing improvement. 

26. The organization uses tmls and 
measurements to evaluate its L ! [ l i j L ,  i 

progress toward Total Qua: i ty 
implementation. 



Sect ion 5 ) : EMPLOYEE TRAINING 

This category examines the organization's efforts to develop and 
utilize the full potential of the workforce, The objective behind training 
is to encourage quality improvement and enhance personal and organizational 
growth. Please respond to each statement by placing an "X" in the one box 
that best represents your attitude to the corresponding TQM concept. 
Indicate whether you Strongly Agree (SA), Agree (A), Don't Know (DK), 
Disagree (D), or Strongly Disagree (SD). 

27. The organization has on-going lQN 
training for the entire workforce. [ ] [ [ : 

28. The organization looks for areas 
where job training is still [ 1 [ :  t r ~ *  : ! 
needed. 

29. Total Quality Management training 
has helped e~nployees in the L I r 
performance of their jobs. 

30. hlployees have not been trained 
i : in the use of statistical tools . 7 r 

and process contro! charts. 

31. The organization provides cross 
l r '  1 '  training opportunities for its [ . , ; [ .  

employees. 

32. hlployees are not encouraged to 
i q  use Total Quality concepts to L 

improve their work processes. 



sect ion 6) : QUALITY AsSIJRWK!E 

This section examines the organization's approach to total quality, 
and the integration of quality control with continuous qality improvement. 
Please respond to each statement by placing an "X" in the one box thar best 
represents your attitude to the corresponding Mbt concept. Indicate whether 
you Strongly Agree ( S A ) ,  Agree (A), Don't Know (DK), Disagree (D), or 
Strongly Disagree (SD). 

33. The organization looks for roo: 
causes to problems. [ : [ l ! j [ l [ !  

34.  The organization follows up on 
corrective actlons to prevent a I [ :  
recurrence of the same probieni. 

35. Employees are encouraged to spend 
t iae ensuring "upstrem" quality [ [ : [ j [ ; { !  
rather than "downstream" fixes, 

36. TQM has not affected the 
' i  practice of awarding contracts [ I ! ? :  ; : i !  

on the basis of price tag. 

37. A~lual performance appraisals 
take the e~nployee's efforts [ I f ! [ .  l [ j [ :  
toward quality into account. 

3 8 .  T Q M  has not affected the 
practice of "management by the i j [ j [ l [  ! [ !  
nunhrs . " 

39. Management encourages empioyees 
to focus on quality before I [ : [ : ! ]  
~roduction. 

40. The organization does not 
ul.i ;ize TQM to maximize 1 

J r 

quality from suppliers. 



section 7): TEAMWORK 

This category examines the employee's involvement on teams as well 
as the organization's approach to teamwork. Please respond to each statement 
by placing an "X" in the one box that best represents your attitude to the 
corresponding TQM concept. Indicate whether you Strongly Agree (SA), Agree 
(A), Don't Wow (DK), Disagree (D), or SrrongLy Disagree (SD). 

41. The entire organization becomes 
involved in quality efforts. 1 1  

r i  ! ? : l L J . , [ :  

42, Qua1 i ty team improvement ideas 
typically do not receive [ ! [ I ! ] [ !  ! I  
positive consideration. 

43. Supervi sors and managers 
encourage employees to become [ j [ ] [ j [ ! l j  
members of teams. 

44. Management considers the team 
concept as a reliabie and usefui [ ] [ ] [ j  [ [ j 
means of resolving problems and 
improving work processes. 

45. My workload prevents me from 
spending time on teams. [ l ~ > ~ ! ! ~ .  r 1 



Part I1 of this survey is designed to gather general information regarding 
your attitude, opinion, and level of involvement concerning the Total Quality 
Management initiative. It will focus primarily on the strategic planning 
process of your organization to implement TQM, and perceptions regarding your 
supervisor. Please respond to each statement by placing an "X" in the one 
box that best represents your attitude to the corresponding TQM concept. 
Indicate whether you Strongly Agree (SA), Agree (A), Don't Know (DK), 
Disagree (D), or Strongly Disagree (SD). 

46. I know my organization's 
short-range quality goals [ 1 ! 1 [ 1 :  1 

47. I have been empowered by 
my supervisor. 3 [ ; :  

48. M y  supervisor embraces 'IQM and 
i I 1  practices mM techniques. : 1 .  : i : 7 

; ? 

49. T Q M  is successful in my 
organization. 

50. Management does not fully 
[ ] i j [ j [ ?  embrace m. 

51. The directorate keeps employees 
f apprisedofTQMprogresstoward [ ] [ I  [ I [ 1 

its goals. 

52. I do not know my organization's 
long-range quality goals. ! ] ! I r  ~ l i ] : !  

53 .  The organization is committed 
to Total Quality Management. [ ! [ '  , [ I [ ; [  

54. My supervisor does not appreciate 
my efforts toward quality. [ 1 [ ! 1 1 [ ! [ :  

5 5 .  The "systemu is not compatible 
with Total Quality Management. [ ! [ ! ! ! ! I t 1  



PART I11 -- K W A L  QUALITY MA- OPEN RESPONSE 
(Zesponse number 56) 

Part 111 of this survey is to ailow you an opportunity to express any opinion 
you may have regarding the Total Quality Management initiative in your 
organization. You may use as much or as little space as you desire: 



PART IV -- BPIXGROUND I N F D ~ T I O N  

This section of the survey contains questions of a personal nature. The 
information will be used solely to group employees in order to determine if 
any relationships exist between respondents who exhibit similarities in their 
answers. 

Please circle the appropriate letter to indicate your response: 

57. Which status describes your employment? 

A.  Civilian 
B. Military 

58. What is your grade level? 

A. GS 1-3 
B. GS 4-5 
C .  GS 6-7 
D. GS 8-9 
E. GS 10-i2 
F .  GS/C;M 13 and above 
G. If mi 1 itary, please provide your rank 

59. What group are you in? 

A. Non-supervi sory 
B. First-level supervisor 
C. Second-level supervisor 
D. Third-level supervisor or higher 

60. Have you ever been on a Quality Improvement Team? 

A .  Yes 
B. NO 

61. Are you currently on a Qua1 i ty Imporvement Team? 

A. Yes 
B. NO 



RESPONSES TO OPEN-ENDED QUESTION 
(number 56) 

1. My feeling is the organization's goals are still driven by 
numbers and statistics. If it's a choice between looking good 
and TQM, looking good is still gonna win every time. We are 
here at the convenience of the organization and the customer, 
in that order. Higher and faster production is still favored 
over quality, knowledgeable production. Performance profiles 
need to be adjusted to account for the difficulty of the work 
as well as the numbers produced. 

2. Everyone play[sl the TQM game to keep mgmt [management] 
happy. No feedback from customers. Management thinks all is 
well. 

3. None. 

4. TQM is "talked" real well but not really practiced. 

5, Quality, TQM, receives only "Lip Service." 

6. I have not seen any evidence at my (buyer) level to 
suggest there have been projects/programs to achieve any TQM 
goals. Other than "numbers" trained, no goals or statistics 
have been publicized. 

7. TQM is a quality improvement ph[il]osophy which has been 
"mandated" as our new system. With the required endorsement 
from Top management, it has had little visible success with 
the lower echelon. 

8. A )  I believe TQM is a wonderful concept if it could be 
applied equally with the civilians and military side. 
Although the civilian side of the base is pretty much TQM 
minded, I don't believe the military will ever be (ex[amplel: 
Private having his ideas approved by a General). Military is, 
and always will be, a trickle-down concept. 

APPENDIX D 



B) I have seen TQM work on the civilian side with great 
results. Sometimes the quality ideas bring about a negative 
response in which a Quality Circle is implemented. To date, 
more circles need to be formed even to smooth out little rough 
spots that still exist. 

C) TQM classes are great for team building, and last[s] in 
the minds for a couple of weeks thereafter for great teamwork. 
Some say this is a great concept - -  others say "1 can't be 
bothered by it." 

9. I feel although management may support TQM concept, I 
don't feel they give it the proper attentlon it needs. 

lo. Employees are authorized to pursue quality improvement 
ideas but are not empowered to make decisions. 

11. In our organization, all employees belong to a work center 
team and actively participate to improve the processes. Our 
supervisor encourages this participation and empowers us to 
develop ideas, solve problems and recommend possible solutions 
for this review. The majority of the times he approves the 
recommendations presented to him. 

12. TQM is encouraged, but when it comes to getting documents 
out, quality is often sacrificed for "getting it out on time!" 
The number game affects quality. 

13. I believe that upper management talks about TQM but does 
not believe it will work. The perception is that management 
is afraid to give employees the authority to do their jobs. 
There is no open door policy and management is rarely seen 
unless a problem develops. Communication between employees 
and management is poor. Negative attitudes are predominate. 
Employees are not given the opportunity to express their 
concerns to upper management. 

14. I believe there was an initial desire to attain a TQM 
organization, but it has since lost its steam. Management is 
once again driven by the same numbers they were always driven 
by. The workers are essentially lldumpedu on to get the job 
done again. I have been specifically told that my workload 
prohibits my involvement in teams of any Sort. 

15. TQM will not succeed until management understands that the 
employees, both management and those that do the day to day 
work, must learn to communicate with each other. (Currently, 



employees are talked to, not - 1 .  Employees should be viewed 
as a valuable resource and not a liability. Often, TQM ideas 
are too broad in scope. Employees need to see results from 
small changes, not from large abstract ideas. 

16. I happen to be very involved with TQM in my organization. 
I would never be as honest with my opinions on TQM at work as 
I am on this survey. The truth is that management does not 
believe in TQM. My direct supervisor does not espouse TQM - -  
He just does it. He does not see the need for surveys, pareto 
charts, etc. He just empowers everyone. That i& true TQM. 
He is in the minority among supervisors. He is not running 
scared. Supervisors are very scared of losing power and 
control. This is especially true in a governmental 
environment. Supervisors here are very threatened by people 
who are capable and knowledgeable. There is no way that 
supervisors would ever willingly give up power. 

17. TQM seems like a good idea in theory but in practice it is 
lacking feasibility in government because govlt is not in 
business to make a profit. I feel quality comes from an 
individual that takes pride in their own job and in doing 
their part for the overall mission. In many areas of 
government, employees are bound by so many regulations and 
legalities that they don't have any (or very little) control 
over their work processes. 

18. Why does "Total Quality ManagementR promote "Totally 
Unqualified Employees?" Hypocrisy at its best! Classic Image 
vs Substance issue!l! 

19. Total Quality Mgmt is a waste of time. I believe everyone 
has been trying to do thelr best. Besides some t[raini]ng 
brochures, everything else has not affected me. I still try 
to do a quality job. 

20. TQM implementation has been a disaster. Empowerment of 
employees is a farce. 

21. Appraisals are sometimes not given fairly, therefore 
moralte] a lot of times is low. I see alot of people not 
practicing quality in their jobs, they just don't care. Some 
employees feel that if its not in their job description, its 
not their job, therefore they don't have to do the job. right. 
I feel if I'm told to do something I will do it to the best of 
my ability and do it right. Why have anyone come back and you 
have to do it again. I take pride in my job and I like what I 
do. I think some people are not given the credit where its 



due, but why do anything about it[?] TQM is not working 
around me, because to me [there are] too many attitude 
problems. TQM is here to stay and I think it can work and we 
should continue to practice total continuous satisfaction to 
your customer, but I think it  will take a long time for it to 
work. 

22. TQM will not work in a governmental situation. Who is our 
customer? It should be the U.S. taxpayer but I'd hate to have 
to wait around for the "delightedu response of that customer. 

23. ~ o o d  effort, but impossible to carve out in a bureaucracy. 

24. Have not had any TQM training or even talked about it 
here, seems like we're way behind and management doesn't 
care. 

25. I have not been at Kelly long, nor have I attended any TQM 
classes/training session. 

26. Mgmt speaks about Quality, however, business goes on as 
usual. Quality begins with the employee being motivated to do 
an excellent job for self pride. We get paid for doing a good 
job. Those who don't should get appropriate appraisals. 
Those who do, should get appropriate rewards. 

27. [Cross-training opportunities are] perceived by some 
employees as an attempt to place more responsibility on them 
without any empowerment. Job enhancement has been as a 
euphemism for more - -  no extra pay, no promotion. [Regarding 
empowerment], . . I am a clerk, who's working on my MBA and 
have 10 years of experience. My supervisors have trusted me 
to do various tasks. 

28. As long as management "good 01' boys1' exist, TQM will 
never become a viable process. 

29. There is the "official positiont1 of management which 
strongly supports TQM, and then there is the position. 
Basically, few employees believe that Mid level management has 
anything but "lip servicev to the TQM type of management. 

30. TQM is not being practiced in the contracting area due to 



gridlock with the Federal Acquisition Regulations [FAR], that 
must be followed. Most PCOs [Procurement Contracting 
officers] do not want to deviate from the standard FAR. 

31. Rick. I hate to answer essay questions. 

32. 1 do not know much about TQM. 

33. I've not seen or heard much on quality in quite some time. 
Has it stopped? 

34. This survey is qualified in that I have -- never been asked 
to participate on a quality team. 

35. The TQM concept is NOT compatible with the military 
authority concept. TQM is probably a better business concept. 
I do not know if TQM is a better military concept in terms of 
executing a mission. The military job is not to cut costs and 
increase profits - -  Its job is to effectively protect the U.S. 
interests with the required force. Strong central authority 
and control is arguably the best concept for the military 
mission. 

36. The concept of TQM is not only plausible and implementing, 
but desirable; however here at SA-ALC - -  not a snowballfs 
chance in hell of actually being used. 

37. TQM at Kelly has a strong surface commitment by 
management. However, to be successful, you can't treat TQM as 
a program. It's a way of doing business. Down at the grass 
roots level, the impression here is that we're still playing 
the numbers game and dealing with micromanagement. One strong 
positive is that since PRs [purchase requests] are tracked 
since initiation date at Kelly , pre-award problems cannot be 
buried by the buyer. They must be resolved either by PR 
cancellation for engineering rescreenlng, or by the buyer 
working with the requirements people towards resolution. We 
need to develop measurements of quality related to 
contracting. The key is to develop a performance appraisal 
system that rewards "qua1 i ty before production. '' 

38. [Regarding customer focus] A majority of the peopIe in 
this organization are too busy focusing on themselves. 
[Regarding management and leadership] "Old habits die hardM is 
the expression. I sometimes believe KAFB walted too late to 
change the focus of this organization. [Regarding employee 



training] Contracting personnel continuously receive training 
for their particular job, but never are any courses being 
offered to understand the jobs of our counterparts. 
[Regarding teamwork] We now sit within the same vicinity as 
our counterparts - -  but we have the same bad relationship. 

Section 1: Participation and quality is nothing new. 
Every employee/employer should know the importance of quality 
and "doing a good job." Personally, this is how I was raised. 
Everyone should also know that i f  a particular process isn't 
working that they can work with their counterparts/colleagues 
in getting it fixed and not wait for management to flx it. 

39. At Kelly AFB, Contracting and Manufacturing - -  nothing 
much has changed except that we have some people speaking 
rhetorically about T.Q.M. Total Quality Management is not 
well defined, communication is poor, some people don't know 
what their function(s) are. It seems as if management is 
playing the Total Quality Management game. They speak as if 
they know what they are saying but their/our actions show 
that, in reality, they have no idea what we are doing. I 
think we are just hoping for the best. Employees can see that 
Kelly A.F.B. doesn't know what they are doing when it comes to 
TQM. If a person must learn something they should go to a 
master. In this case, it would be Dr. Deming. Enclosed is a 
copy of Dr. Demingfs Fourteen Steps Toward true T.Q.M. The 
items circled in red are areas that need to be resolved. [The 
circled items were: point 1 - -  constancy of purpose; 
point 4 - -  Awarding business on the basis of price tag; point 
8 - -  drive out fear; point 9 - -  break down barriers between 
departments and people (respondent gave this point particular 
emphasis). The first step that before truly embracing T.Q.M. 
is that Mr. Phillip W. Steely [Director of Contracting] and 
the commander of Kelly A.F.B. should speak wlth Mr. Deming who 
now lives in Washington, D.C. If you are interested, [call] 
information for his number. 1t is listed and he will answer 
any questions you may have or he will refer you to the right 
person to speak with. Good luck to you. [Respondent attached 
four additional pages of printed information describing Dr. 
Deming and other quality consultants, and their respective 
seminar schedules]. 

40. I believe that top management really does - not - embrace TQM 
the way it is supposed to be in works. They impose the 
concept because it has been imposed on them from "higher ups." 
But, I do not believe that they want to give up "their power" 
that they've had in the past. Until such time that the 
present top management is gone and replaced by fresh new 
management that have experience in what TQM is all about, wilk 
we see results of the way it should be done. 



41. TQM by design is not easy to implement given time 
constraints, resistance to change, workloads, etc. But, its 
long-term rewards are probably beyond measure if the entire 
program were followed and continually used. This directorate 
"mouthed" its benefits but after the initial steps in the 
process, let it slide into a corner raising its name "TQM" 
only occasionally. Too bad - -  it could have done wonders in 
our present right-sizing mode of operation. To start and then 
stop a promising program with obvious benefits just caused 
frustration and wasted manhours at all levels. It became 
another of those new flash-in-the-pan programs that were never 
allowed to really get going and mature. The fault lays in 
middle and top management's laps. To say one thing and 
practice another promotes negative attitudes, not motivation. 
~ t s  a good approach and overall program to those who 
understand it. 

42. Team Kelly is on the road to TQM. We have been on the 
road for 30 months. In some respects we have "hit the wall" 
and now are at a crisis; the crisis of pushing through this 
barrier and institutionalizing TQM. Many "real" barrlers 
exist, primarily in the area of measurement. simply, if they 
cannot measure it, we can't measure process improvement. Team 
Kelly will overcome these obstacles but, alas, I fear it will 
take another 10 years. 

43. Seems to be a good idea but doesn't seem to work as well 
as it should. 

44. We need more management support as to job opportunity 
enhancement. And, more on the job training classes. Some 
employees are being placed [as] road blocks to job success, so 
how can they ever achieve upper mobility? 

45. Most employees feel top management gives TQM lip service. 

46. The teams put together to review process actions under the 
TQM concept are asked to do so as an additional duty rather 
than full time. Thus, only "lip servicet1 is given to the 
project, therefore, flnal reports are inaccurate, incomplete, 
and when briefed to management, carries little or no weight. 
SO management pays little or no attentlon to recommendation - -  
thus TQM goes out the window. Therefore, management gives the 
impression that they could care less about TQM. 

47. Until specific individuals, who do not buy into TQM are 
obviously removed as a result of their poor TQM initiative, 
the program will not be successful. Many upper level 



management personnel have built their power base and become 
successful through self reliance and independent action, 
therefore 100 percent participation in the TQM arena is 
impossible for some and difficult for others. The boss must 
exercise his/her power to enforce the program and send that 
message to those folks sitting on the fence. 

48. The initial TQM thrust within PX was good. We 
restructured the organization to make it more conducive to 
communication flow and customer support. We also energized 
the workforce by tralning it in the fundamentals of TQM and 
teambuilding. However, at [the] same time we placed TQM in a 
very short-term posture with the attitude that change and 
success would be immediate. This created unrealistically high 
expectations. We also told the workforce that by becoming 
more efficient we would eliminate jobs and thus displace 
employees (This has ultimately come true in the form of a RIF 
((Reduction in Force)). TQM has been chaotic and has served 
as a disincentive for the workforce due to the administration 
of the effort. Moral[e] is at an all time low. 

49. No Thanksl 

50. Top management (PK and LD) needs to practice what it 
preaches. 

51. TQM has been abandoned. [They] tell you TQM exists, then 
they pressure you for production numbers. Many people stated 
TQM but not practiced [TQM]. 

52. After three years, we are still being bombarded with 
posters/slogans and stories. TQM has not been embraced as a 
way of life. Little in the way of training has been given 
since every member of the organization was required to attend 
the initial "Quality Orientation." My concern is that the 
changes necessary cannot be implemented due to the levels of 
approval required to change the system in a very fundamental 
way (Congress, executive). 

53. I feel that management endorses TQM; however some of the 
improvements are short term relief to problems instead of long 
range strategies. There is not very much discussion of 
quality except at the director's call when a manager and a 
non-manager receive the quality awards for the quarter. We 
have been given the AFMC [Air Force Material Command] quality 
goals, however I r m  not specifically sure what my organizations 
specific goals for quality [are]. I also get the feeling that 
some supervisor's are reluctant to empower their employees, 



i.e, the supervisors have a control problem. Possibly they 
are afraid of losing it, 

54. outdated systems hinder full involvement in TQM, 
especially with the downsizing we are experiencing. ~n our 
area, most of our problems are with systems and paperwork. 
old data systems that can't be updated here at ~ e l l y  that 
involve problems unique to this base. 

5 5 .  TQM is embraced by high level management but not by mid 
level managers (1.e. OM 13s and 14s) who have to account for 
old requirements, 

56. TQM is a DoD program, and therefore DOD makes the rules. 
DoD mandates Affirmative Action for promotions due to their 
atrocities practiced in the past in regard specifically to 
women and every other race except Caucasian. DoD says it is an 
Equal Opportunity Employer. DoD has laws and regulations it 
must obey. Logical business decisions are not always 
acceptable by law. Total Quality Management can not truly 
exist in DoD even though everyone would want you to believe 
SO. 

5 7. NO COMMENT l 

5 8 .  We believe as a group in TQM but we continue to see 
"stone-age" "strong-hold" techniques and tactics used to no 
avai 1 because it only causes the slow-up of work and low 
morale. It's a great idea i f  and when it's implemented to the 
fullestllll Year 2010, huh7 

59. I have been involved in 2 QITs [Quality Improvement Teams] 
and 1 PAT [Process Action Team]. One QIT has been ongoing for 
a year and a half and mgt continues to want to drag i t  on and 
on. The frustrating part of participating i n  these QITs and 
PATS is that you examine a problem, collect data, and make 
recommendations - -  then the report seems to go to File 13 and 
nothing is ever heard about any of the recommendations. That 
makes you feel that all your time and effort was for nothing. 
As far as empowerment goes - - it sounds great, but it's not 
really a concept that's been embraced. I think employees were 
willing to try it, but mgt hasn't been willing to empower us 
and let go. Micromanagement is back - -  big time1 Every time 
you turn around, there's another status report to fill out or 
you have to report verbally to the supervisor. 



60. Management does not recognize the efforts of the "littleu 
people, especially those who are not college-educated. We are 
at a dead end as far as promotions, while promotions for 
higher ups are frequent. They do not follow TQMl As far as 
they're concerned, we are not worth the effort. 

61. It's not working in my area. It's just used on paper. 

62. TQM was working for a while but [the organization] has 
gotten back to the old way of contracting by asking status on 
PR and delinquency and back to the numbers game - -  Therefore, 
it appears that the employees are only being measured by 
output, not quality work. Management needs to accept TQM 
before it expects their employees to accept TQM. They "talk 
the talkn but they don't "walk the walk." 

63. TQM is not the answer to all problems. There are other 
wparadigms" that are on the leading edge to solving 
organizational problems/effectiveness. The key to successful 
program[s], such as TQM, is the lead by management and good 
leadership and the ability to express to all its benefits1 

64. TQM will not be successful in this organization until 
management stops redefining quality as production. 

65. I feel that TQM is good, but for it to work within the 
government, it has to be modified. To date, I have not seen 
where all of PK personnel have attended TQM workshops. Some 
sections are focusing on the implementation of quality, while 
others are doing nothing. Some employees take the initiative 
to ensure quality is in everything they do, which offset[s] 
the balance of working in the organization, because some 
people are talking quality and others are not. 

66. ltls a "pet projectn for someone that will eventually 
pass. 

67. Empowerment is not experienced here in PK. There is a 
high need for TQM but there doesn't seem to be much interest. 
I've never seen any kind of process chart or any kind of goals 
or processes on paper. Morale is very, very low in this 
branch and needs much uplifting. 

68. I feel the managers need to be audited to see if they 
actually know their job[s]. Most of them got to where they 
are at because they knew someone or are married to another 
manager. Particularly the women in management are all married 



to managers or dated one, but I can't blame them. If I was a 
woman, I would sleep my way to the top, too. Some managers 
tend to take advantage of their position and abuse their leave 
by doing extra activities during duty hours with his/her 
friends (of same race). These individuals are a1 lowed to make 
up their time [but] they almost never do1 But if a minority 
does it they are always having action taken against them. As 
low as the morale is, this activity should be stopped. But 
the people such as clerks do not get heard. I am fortunate to 
not work in an environment as stated but I would not tolerate 
discrimination and close minded managers of any sort. Believe 
me, the lower level employees need any support we can receive. 
Not self centered management [who are] always contradicting 
themselves. Again, action should be taken toward these 
managers l 

69. TQM needs to start at the top and go down. Efforts at the 
bottom are worthless Without TQM at the top. Management is 
not willing to sacrifice production now in order to implement 
long range TQM efforts. 

70. Presently, TQM is at a standstill. The effect of the DoD 
downsizing cannot be measured so (it seems) management is 
concerned on meeting current requirements without regard to 
correcting flaws within the system (used by internal 
customers). Keep in mind our system is designed around very 
long lead times (sometimes years) before a product/service 
comes to fruition. So far, the kinks in the system remain and 
our only recognizible measure of TQM is customer satisfaction 
- -  after the fires have been put out. The processes in the 
early stages of the system require overhauling. 

71. PK as a -- whole - -  from the Director directly to employees 
- -  embraces TQM. Product Directorates, LPK and LDK embraces 
it. But PKO is very, very complacent, They are not opened to 
change. tlItrs their way" or No way. I believe there's a lot 
of negative energy in PKO and it reflects in employees' 
relationships with one another. A TQM process needs to be 
implemented as soon as possible. 

72. TQM does not work in a Govt. setting because the employee 
has no incentive to cut costs or be more efficient. There is 
no profit sharing etc., that provides incentives like private 
industry has. 

73. Not enough participation. 



74. TQM is a good theory, but there are too many unwilling 
ones to make it work totally. Mgmt wants TQM but they push 
production down your throat, so TQM takes a backseat. Upper 
mgmt refuses to believe workload is a problem, but from the 
worker standpoint it is a BIO problem. It seems that you are 
penalized for being on a team because the workload is still 
there. 




