Advance Praise for Success Through Quality: Support Guide for
the Journey to Continuous Improvement

This book is truly one that should be carried in the briefcase of anyone
working in the field of quality. It is the quality book I've been searching
for through 20 years of my career; a book that holds all the key elements
of the quality process neatly between its covers. In addition, it contains
the human elements of quality that are so often lacking in tomes pre-
suming to describe quality processes.

Roy J. Winkler

Senior Consultant

Organization & Human Resource Development

Delphi-E Division of General Motors

Success Through Quality is a wonderfully clear, basic review of the fun-
damental concepts of quality . . . rich with examples and practical
applications. What a great reference for those new to the quality world
needing insight regarding the “ABC’s of quality”, people issues, para-
digms throughout the ages, the theories and processes behind continu-
ous improvement, and outcomes, as well as guidelines for application
of continuous improvement in their personal or work lives.

Deborah Klimaszewski, M.Ed.

TQM Coordinator, Owens-Illinois, Inc., Franklin, IN

This book is an excellent introduction for all individuals that want to
learn the basics of quality. It is also a very good refresher for those that
know the quality tenants, but could use a positive motivator to get
themselves ready for the next level of excellence.

Lieutenant Colonel John B. Scott (retired),

Instructor, Command and General Staff College

United States Army Reserve

We have used Success Through Quality in many ways at Ivy Tech State Col-
lege in Indianapolis. We have used it to supplement other material to train
faculty and staff in continuous quality improvement efforts, and as a text
in some of our TQM courses. Students love the clarity and readability of
the text and find it a wonderful introduction to the quality movement.

Ray Nealon

Assistant Division Chair

Business and Technology Division

I found this a very inspirational as well as educational book. Tim Clark
has explained not only the terminology and processes of improving qual-
ity, but also the very basic ways in which one can adopt this life-changing



philosophy. The Library is pleased to continue offering these “Success
Through Quality” workshops for our community. We are extremely grate-
ful for Tim’s commitment to providing this training for those interested in
learning more about having a better quality of life for themselves.

Jacque Schultze

Adult Services Program Librarian

Indianapolis-Marion County Public Library

Indianapolis, Indiana

For those of us new to the process of quality improvement, this book is
an excellent tool. It shows that by applying the steps, continuous
improvement can become a reality with outstanding results.

Jann McMillian

Indianapolis Public School Principal

“Tim Clark has done it! Just like the ocean, Quality is a subject that is
wide and deep. Unlike the ocean, Quality tends to be very dry. In his
new book Tim gives any reader the opportunity to mentally rap their
arms around the subject of Quality in a light, humorous, fact-filled quick
read. Your Quality library will not be complete without Tim’s new book
and you will want to buy copies for friends and colleagues.”

Michael W. Mahanes

Corporate Director of Organizational Development

If T had to pick a book that would serve as a practical, clear and concise
guide to the basics of quality improvement, this book would make the
short list. It not only is a first rate primer for understanding the quality
revolution, but provides down to earth examples that bring quality to
life in a way that all of us can use everyday!

Thomas Mosgaller

Director of Organizational Development

for the City of Madison, WI

In Success Through Quality, Tim Clark has combined ingredients from all
over the world of quality into a unique blend that truly satisfies. His win-
ning recipe of one part “What Do I Need to Know?”, one part “How Do I
Apply What I Learn?”, and one part “Why Should I Apply What I Learn?”,
together with liberal portions of down-to-earth examples and easy-to-
accept advice has provided a book that belongs on every bookshelf. Any-
one, both quality professional and quality apprentice alike, who wants to
make permanent and lasting improvements in their quality of life at work
or at leisure will find Tim’s roadmap an essential guide for their journey.

John R. Murphy, Ph.D.

Senior Research Scientist

Eli Lilly and Company
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Préface

The intent of this book is to accomplish the following objectives:

To provide the reader with a basic awareness and
comprehensive overview of the quality improvement theory,
methods, and basic tools.

To provide a common language and practical guidelines that
will be used by individuals and groups to improve
leadership, decision making, and problem-resolution skills.
The result, I believe, will be a better quality of life for us all.

Success

To laugh often and much; to win the respect of intelligent
people and the affection of children; to earn the appreci-
ation of honest critics and endure the betrayal of false
friends; to appreciate beauty, to find the best in others; to
leave the world a bit better, whether by a healthy child, a
garden patch or a redeemed social condition; to know
even one life has breathed easier because you have lived.
This is to have succeeded.

Ralph Waldo Emerson
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In trg@ction

The starting point of all achievement is desire.

Napolean Hill

Success begins with the desire to achieve an ideal. An ideal repre-
sents a standard of perfection that one can strive for but never
achieve—a fact that makes continuous improvement possible. The
difference between an ideal and the actual is referred to as a vari-
ation, and reducing variation is the key to quality.

Since the beginning of time, human beings have chosen to
take action to achieve a desired outcome. Results from actions are
expressed in words (qualitative) and/or in numbers (quantita-
tive). For example, if you were asked to describe the experience
of eating a meal at your favorite restaurant, you might report that
the food was good, the restaurant was clean, and the service was
fast and friendly. When asked to express the experience in quan-
titative terms, you might mention the cost, the size of the por-
tions, the number of items on the menu, and the temperature of
the food.

Numbers are often used to help provide feedback on the effi-
ciency and effectiveness of our actions or processes. Any type of
number can be classified into two categories: counts and mea-
sures. In the restaurant example, counts are the number of menu
items, the number of items ordered, or the number of people at
the restaurant. Measurement data are derived from some type of
instrument. You would need a thermometer to determine the tem-
perature of the food, and you would need scales to determine the
weight of the portion sizes.

In the 1920s, Dr. Walter Shewhart of Bell Telephone Labora-
tories developed an improved approach for organizing quanti-
tative information that has been accepted internationally as a

xvii
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standard method for communicating numerical information. In
essence, Shewhart established a new standard for numerical lit-
eracy. Dr. Shewhart classified the two types of numbers as
attribute (count) and variable (measures). He also suggested that
there are two causes of variation, two types of mistakes, and two
types of processes. Other terms for processes are routines, habits,
and actions. Shewhart developed a tool called a control chart,
which can be used to help validate that if you always do what you
always did, you will usually get what you always got.

The late Dr. W. Edwards Deming, who was a student and col-
league of Dr. Shewhart and was one of the Americans who taught
Shewhart’s techniques to the Japanese after World War 1II, esti-
mated that a failure to understand the difference between com-
mon and special causes of variation results in a situation where
“ninety-five percent of changes made by management today
result in no improvement.”" Management is another term for a
process owner, and we are all process owners, so in other words, a
lack of understanding of common and special cause variation may
result in a situation where a majority of changes that we make to
either improve efficiency and/or effectiveness result in no improvement.
For example, what percent of your New Year’s resolutions have
you successfully adopted? For those with a low success rate, do
you still develop New Year resolutions?

I started studying the works of Dr. Deming in 1986, and since
then have studied and applied the contributions of other quality
professionals and pioneers such as Dr. Joseph Juran, Phillip
Crosby, Kaoru Ishikawa, and Dr. Donald Wheeler, to name just a
few. In addition, I also started to merge the quality methods with
the success and learning principles taught by people who include
Napolean Hill, Dr. Robert Shuller, Peter Senge, Joel Barker, Tom
Peters, Anthony Robbins, Stephen Covey, and the U. S. military.
Application of this success and quality technology in my profes-
sional life significantly increased my ability to help ensure that the
majority of changes I was involved with either resulted in
improvement or minimized the costs of initiatives that I believed

'W. Edwards Deming, The New Economics for Industry, Government, Education.
Cambridge, MA: Massachusetts Institute of Technology, Center for Advanced
Engineering Study, 1993, p. 38.
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had a low probability of success. I also started to realize that the
quality principles and tools can be applied to improve quality in
any aspect of life.

In supporting others to learn and apply the success-through-
quality technology, I also found that it is helpful to integrate the
principles into the three aspects of change that need to be consid-
ered in bringing about any type of fundamental improvement.

Three Aspects of Change: Mind, Body, and Soul

Three aspects must be considered to bring about any type of per-
manent change: mental or logical aspects (what do I need to
know), physical aspects (how do I apply what I learn), and emo-
tional aspects (why should I apply what I learn).

The answers to what, how, and why questions can be found in
the three critical factors needed to achieve success through
quality:

What do I need to know? Develop a conscious awareness
and understanding of
variation

How do I apply what Adopt the lead-by-example

I learn? approach
Why should I apply what Develop your desire and
I learn? commitment

What: Conscious Awareness and
Understanding of Variation

What do you need to do to start down the road to continuous
improvement? You need to develop an awareness and under-
standing of variation. Reducing variation is the key to quality, and
understanding variation is the foundation needed to determine
whether the change results in improvement.

Learning about variation will likely seem strange or difficult at
first. But this is normal. People usually go through four stages
when learning a new concept or skill. The four stages involve
varying degrees of consciousness (that is, being aware, awake,
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and able to think and perceive) and competence (being sufficient,
adequate, and capable). The four stages in the learning cycle are:

1. Unconscious incompetence—Not knowing you don’t know
(the “ignorance is bliss” stage)

2. Conscious incompetence—You know you don’t know

3. Conscious competence—You can do it, but you have to work
at it

4. Unconscious competence—The new skill becomes a habit
that you can do well without thinking about it

To illustrate the four stages, suppose you are learning how to
play a video game for the first time:

1. Unconscious incompetence—You are unaware of video
games and, as a result, have never played one

2. Conscious incompetence—You develop an interest and start
playing, but you don’t last long

3. Conscious competence—You know how to play, but your
reactions are not automatic—you have to work at it

4. Unconscious competence—Through practice and repetition,
your actions become automatic, which helps you to master
the game and reach this level

The objective is to achieve conscious competence and to work
toward unconscious competence.

How: Lead by Example

How do you achieve continuous improvement? Once you have
learned about variation, you need to apply the methods and tools
that will allow you to reduce it. This can be accomplished through
the lead-by-example approach. This approach, as applied to continu-
ous improvement, has four steps:

1. Learn about the continuous improvement theories,
processes, and tools. Reading this book is a good start.

2. Apply what you learn. To get the point, you must plot the
point.
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3. Teach others through the use of your success story or
example. This not only inspires and helps your students,
but also improves your knowledge and skills.

4. Support others in their efforts to improve quality. Finding
the best, or optimum, way to reduce variation requires
teamwork, since one of us is not as smart as all of us.

Military forces have successfully used the lead-by-example
strategy for thousands of years. More recently, companies have
adopted similar approaches, often calling it cascading. For exam-
ple, Xerox Corporation, a 1989 winner of the Malcolm Baldrige
National Quality Award, successfully implemented its quality ini-
tiative with the help of cascading. In Xerox’s cascading process,
leaders received training, applied the training to improve a
process, helped train others in the organization, and then sup-
ported peers or subordinates as they improved their processes. As
this cycle was repeated, there was a cascading effect throughout
the organization. Overall, Xerox used the cascading process to
train more than 100,000 employees in 4 years.?

Why? Desire and Commitment

Why should I strive for continuous improvement? Knowing what
to do (having a conscious awareness and understanding of varia-
tion) and how to do it (leading by example) are insufficient by
themselves. There must also be a burning desire to want to apply
the knowledge and skills. Desire is the motivation to want to do
something and commitment is the discipline to follow through.
Human motivation is influenced by the degree of pleasure or
pain that people associate with a given course of action. Naturally,
people seek those actions that are pleasurable and avoid those
that cause pain. Of the two, the avoidance of pain can be the more
powerful motivator and includes not only physical but also emo-
tional pain. Examples of emotional pain include fear of failure and
success, loss of security, and self-doubt. An example of how plea-
sure or pain can be used to bring about immediate change was

"David Kearns and David Nadler, Profits in the Dark: How Xerox Reinvented Itself and
Beat the Japanese. New York: Harper Collins, 1992.
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provided by my brother’s dentist. The dentist knew my brother
wasn’t flossing his teeth every day, so he reminded him to “be
sure to floss only those teeth you want to keep.” When I heard this
story, I changed my daily teeth brushing habit to include flossing
only those teeth I wanted to keep—all of them.

To improve the quality of any area in your life, you need to
break out of your comfort zone. You need to analyze the be-
“causes” that prevent you from being “all that you were created
to be.” Change won't occur until you associate pleasure with get-
ting what you want or pain with not getting it. This “break out”
can be facilitated by asking yourself these questions:

e Whatif I do?
e What if I don’t?

* What are the barriers that are preventing me from getting
what I want?

* What can I do right now to overcome one or more of these
barriers?

The answers to these questions need to be as specific and
detailed as possible and written in the present tense. They provide
the foundation for vision and action. Vision fuels desire, and the
quality of the vision determines the level of commitment.

Putting It All Together

Three critical factors are needed to successfully implement a qual-
ity initiative. The relationship of these factors to the three compo-
nents of change are:

1. What: You need to develop an awareness and understand-
ing of variation. This involves learning about such concepts as
common and special cause variation, the two types of mistakes,
the two types of data, and stable and unstable processes.

2. How: You need to lead by example. Unconscious compe-
tence can be achieved by applying the learn-apply-teach-support
model. First, you need to learn and then apply the methods and
tools to improve a process via the plan-do-study-act cycle. Next,
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you can teach others via your example or success story. Finally,
you should support others to improve a process in at least one
aspect of their lives.

3. Why: You need to develop desire and commitment. Desire is
the motivation to want to do something. Commitment is the dis-
cipline to follow through. A vision provides the foundation for
desire and commitment. The quality of the vision determines the
level of commitment.

Developing desire and commitment challenges us to identify
what we want and then develop goals and strategies for achieving
that which we desire. As simple as this principle seems, studies
and surveys suggest that only about 3 percent of people have
written goals and a plan for achieving their goals.

Why should you apply the quality theory, process, and tools?
The answer to this question is a personal decision, but I will pro-
vide plenty of examples that may help you to identify application
opportunities.

To answer “What do I need to know?” the book looks at the
ABCs of quality, people issues, paradigms throughout the ages,
the theories and processes behind continuous improvement, and
outcomes. To address “How do I apply what I learn?” the book
looks at the basic tools of quality and the continuous improve-
ment process. The application guidelines for the continuous
improvement and learning process provided in Chapter 7 incor-
porate the quality methods and tools into specific action steps.






What Do | Need to Know?







The ABCs of Quality: An Overview

Quality is never an accident; it is always the result
of high intention, sincere effort, intelligent direction
and skillful execution; it represents the wide choice
of many alternatives.

Willa A. Foster



4 Section 1 What Do I Need to Know?

This chapter provides an overview of the key points covered in
more detail in subsequent chapters. The first part of this chapter
introduces the various aspects of quality, such as definition, types,
and theory. The second part introduces the components in a
model called the ABCs of Quality.

What Is Quality and How Is It Achieved?

Quality is an ideal that is difficult to define. Sometimes you just
know it when you see it. In simple yet profound terms, quality
means doing the right things right and is uniquely defined by
each individual. “Doing things right” implies efficiency; “doing
the right things” refers to effectiveness (Figure 1.1). Efficiency
and effectiveness are mutually exclusive terms; in other words,
you can do the right thing wrong or the wrong thing right. For
example, you could be very efficient at saving money but not
effective if you lose it all on a get-rich-quick scheme. Con-
versely, you could have a great investment opportunity but not
have enough money to invest. Dr. W. Edwards Deming, a
world-renowned quality philosopher and practitioner, often
illustrated this point in the statement: “Willing workers doing
their best won’t do it; you have to know what to do, then do
your best.”!

Types of Quality

The three types of quality are perceived, expected, and actual. Per-
ceived and expected quality are qualitative and actual quality is
quantitative.

* Perceived quality is based on what you think it is (you know
it when you see it). For instance, many people invest in mutual
funds because they believe mutual funds provide a higher return
than do traditional savings accounts. People buy a mutual fund
from a company that they believe will do the best job in helping
them to meet their financial goals.

Notes from a seminar conducted by Dr. Deming in 1986.
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Quality: Doing theright thingsright

Efficiency + Effectiveness
Doing things right + Doing the right things

Doing your best + Knowing what to do

Figure1.1. Quality can be defined as a combination of efficiency and
effectiveness.

» Expected quality is based either on what you think it will be
or what you want it to be. If the respective mutual fund and/or
the company lives up to your expectations, you may let them
continue to manage your investments. However, if they don’t
live up to expectations, you will probably investigate other
options.

e Actual quality is based on facts or numbers (statistics). The
mutual fund industry is required to follow specific standards for
reporting financial information. This standard reporting makes it
easier for the consumer to estimate risks and to compare perfor-
mance among the various funds.

In 1924, Dr. Walter Shewhart of Bell Laboratories developed
new methods and tools for organizing numerical (quantitative)
information that could be used to control and predict the variation
in a product and/or service. The tools are commonly referred to
as control charts. The methods for organizing numerical informa-
tion are referred to as statistical quality control (SQC).2 SQC is
defined in Table 1.1.

I like to refer to SQC as Success through Quality Choices because
the techniques help you to realize that if you choose to do what
you always did, you will usually get what you always got. As
shown in Figure 1.2, SQC can be used to align all three types of

’Bonnie S. Small, Statistical Quality Control Handbook. AT&T Technologies, Indianapolis,
IN, 1985, p. 7. SQC also incorporates methods such as probability theory and sampling.
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TABLE 1.1. | Success Through Quality Choices.
Statistical With the help of numbers, or data,

Quality we study the characteristics of our process
Control in order to make it behave the way we want it to behave.
Perceive
(think, believe)
SQC
Actua Expect
(facts) (want)

Figure1.2. A model of the “zone.”

quality. This alignment represents what many athletes have
referred to as the “zone.” The zone represents a level of almost
near perfect performance. In other words, you think you're good
(perception), you want to be good (expected), and you are good
(actual).

In the mutual fund example, if you think that saving and
investing in your future will help you to meet your financial
goals, and you invest accordingly, the SQC techniques will help
you to compare actual with expected results.

The Theory of Quality

Albert Einstein remarked that the man who regards his own life
and that of his fellow creatures as meaningless is not merely
unhappy, but hardly fit for life. To improve quality of life, you
must start with a theory, and theory is based on faith. The theory
implied throughout this book is the acceptance that everyone is
born with a special purpose in life and that each person is pro-
vided with the ability and talents needed to achieve this pur-
pose. Your challenge and your quality of life depend on discov-
ering, developing, and using these talents in helping to make the
world a better or more perfect place to live. If you choose to
accept this theory, the purpose of life is to reduce the gap from
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B
A Choices C
People + Paradigms + Process = Outcomes
ldeds + Beliefs + Actions = Results

Continuous improvement by \
reducing variation from the ideal

Figure1.3. A model of continuous improvement.

where you currently are to where you could be if you reached
your full potential. This gap can be reduced through the ABCs of

Quality.

The ABCs of Quality

Choice represents the exercise of free will. The choices people
make determine the quality of the outcome. In other words, people
(A) plus choices (B) equal outcomes (C). People define the ideal and
choose both the paradigm (beliefs) and process (actions) for
achieving the ideal. Outcomes represent the results of the choices.
Since nothing will ever be perfect and quality either gets better or
worse, continuous improvement by reducing variation is the only
way to improve quality. This view of continuous improvement is
represented in Figure 1.3.

The Plan-Do-Study-Act Cycle for Continuous
Improvement and Learning

To guide people in improving quality, Dr. Walter Shewhart devel-
oped a model commonly referred to as the plan-do-check/study-act

(PDSA) cycle.? The PDSA cycle is based on the principle that
learning requires action. In the “plan” phase, the purpose and

*Shewhart used the terms plan-do-check-act; Deming preferred to use the term study
instead of check.
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B
A Choices C
People + Paradigms + Process = Outcomes
Plan Do Sudy
Decide what Take action. Notice what is

you want. or isn't working.

T— Continuous improvement 4—’

Act
Change your approach until you get what you want.

Figure1.4. A model showing how the ABCs of Quality can be
combined with the Ultimate Success Formula™.

goals are identified. In the “do” step, action is taken. In the
“study” or “check” phase, results are analyzed. In the “act” step,
follow-up actions are determined.

Anthony Robbins, who is a human behavior and communica-
tion expert and author of Awaken the Giant Within, has developed
his own version of the PDSA cycle, which he refers to as the “Ulti-
mate Success Formula.”™ It’s stated simply as: *

PDSA The Ultimate Success Formula™

Plan Decide what you want.

Do Take action.

Study Notice what is and isn’t working.

Act Change your approach until you get what you want.

The PDSA cycle implies a progression from one step to the
next. However, progression through each step in the cycle
requires choices and, generally, many of us choose not to go
through all four phases of the cycle.

The ABCs of Quality can be combined with the Ultimate Suc-
cess Formula™ (Figure 1.4).

*Anthony Robbins, Awaken the Giant Within. New York: Summit Books, 1991, p. 38.
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People: The Power of Vision
Plan: Decide What You Want

Where there is no vision, the people perish.

Proverbs 24:18

The power of vision has been known for centuries. A vision pro-
vides a standard and represents an ideal future result. It provides
direction and purpose. A vision can help you identify the “right

thing.”
Have you ever said, “I can’t wait until . . .” “Someday I
will. . .” “Next time I will. . .” or “Tomorrow I am going to. . .”?

Statements such as these represent a dream, desire, or vision to
accomplish something. You cannot strive to do the “right thing”
without a vision of what the “right thing” is. If you don’t know
where you are going, how will you know when you get there?

The movie The Karate Kid gave an excellent lesson in establish-
ing a vision. The young boy in the movie had the dream of learn-
ing karate. His karate master used some innovative methods to
teach the ancient art. One way he taught the boy to envision suc-
cess was to show him how to trim a Bonsai tree:’

The master said, “Just trim the tree.” The student replied,
“But what if I don’t do it right?” The master tells him,
“Close your eyes, picture a tree, and then, as soon as you
have the tree, think of nothing else. Open your eyes and
trim the Bonsai tree to match the picture.” Once again,
the boy said, “How do I know it’s going to be right?” The
master replies, “If it comes from inside of you, it’s right.”

Visions come from inside of you. They are important for peo-
ple as well as organizations and nations.

Great leaders develop, communicate, sell, and support visions.
An example of a national vision was the one President John F.
Kennedy announced to the world in May, 1961, that before the

5The Karate Kid, RCA /Columbia Pictures Home Video, Columbia Pictures Industries, Inc.
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end of the decade, the United States should commit itself to
putting a man on the moon and returning him safely to earth. He
provided a vision that inspired and challenged Americans. As a
result, the vision became a reality. Similarly, the vision at Disney
World is to make every person’s experience the happiest day of
his or her life.®

Victor Frankl, a Jewish psychologist who survived the Nazi
concentration camps, confirms the theory that vision is required
for survival. In his book Man’s Search for Meaning,” he wrote:

It is a peculiarity of man that he can only live by looking
to the future. And this is his salvation in the most diffi-
cult moments of his existence, although he sometimes
has to force his mind to the task.

Personal Vision

One of the first steps needed to improve the quality of your life is
to decide what you want. What is your purpose in life? What are
you good at? What do you enjoy doing? What do you think you
would be good at? What things have you done for other people
that gave you the most joy? What things would you like to do for
other people?

If you were suddenly told that you had only a short time to
live, what would you do differently? How would you live your
life differently? After you are gone, what will your friends and
family say about you? What would you want them to say about
you? Would you have any regrets?

To help clarify the answers to these questions, write a short
paragraph on what it would be like if you were achieving your
unique purpose in life. Make it as specific and detailed as possi-
ble. Then compare what you want with what you have. The dif-
ference between what you want out of life and what you currently
have represents a problem or an opportunity for improvement. If
you do not take any action to get what you want, you are incur-
ring an opportunity cost. You are either getting better (that is,

Josh Hammond and James Morrison, The Stuff Americans Are Made Of: An American
Strategy for Quality Improvement. New York: Macmillan Publishers, 1996, p. 87.

Victor Frankl, Man'’s Search for Meaning, 3rd edition. New York: Simon and Schuster,
1984, p. 81.
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closer to what you want) or worse (that is, further from what you
want) because every day you procrastinate represents a lost
opportunity. Time is a nonrenewable resource.

Actor and director Michael Landon, who directed and starred
in such popular television shows as Bonanza, Little House on the
Prairie, and Highway to Heaven, lost his battle with cancer. But
before he passed away, he made the following statement, which
shows how he felt about the importance of living your life to the
fullest:®

Somebody should tell us, right at the start of our lives,
that we are dying. Then we might live life to the limit,
every minute of every day. “Do it!” I say. Whatever you
want to do, do it now! There are only so many tomorrows.

Choices: Paradigms and Processes
Do: Take Action

If Columbus had turned back, no one would have
blamed him. No one would have remembered him
either.

Unknown

Paradigms

In dictionaries, a paradigm is defined as a pattern or example. Par-
adigm is also another word used to describe the rules, beliefs,
mental models, theories, assumptions, stereotypes, or attitudes
that people develop to help them create or solve problems.
Paradigms can represent the greatest barrier for achieving qual-
ity because they influence perceptions, which, in turn, influence
actions. If you have paradigm paralysis—the disease of certainty—
you see only facts and not problems. On the other hand, if you have

8Anthony Robbins, Awaken the Giant Within. New York: Summit Books, 1991, p. 529.
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paradigm flexibility—the attribute of being visionary—you will see
that a change can represent opportunities and new possibilities.’
Examples of Paradigm Paralysis

Although paradigms represent mental processes that are invisible,
paradigm paralysis can become quite visible through statements
such as:

* We've always done it that way.
e Don’t rock the boat.
e We've tried that before.

It'll never fly.

Good enough.

The boss will never go for it.

If it ain’t broke, don’t fix it.
e We'll let you know.

Just because that’s the way it is or has always been doesn’t mean
that’s the way it should be or always has to be. For example, at one
time, people had the paradigm (belief) that the earth was flat; there
were even maps available to prove it! Ship captains in western
European countries who accepted the paradigm that the earth was
tlat only sailed east to trade. But a few pioneers did not accept this
paradigm, thinking that the earth may be round. They took a risk
by sailing west and discovered new (to them) worlds. Even after it
was proven and demonstrated that the earth was round, this fact
was not quickly accepted. It took hundreds of years for the popula-
tion of the world to accept that the earth was round."

°Joel Arthur Barker, Future Edge: Discovering the New Paradigms of Success. New York:
William Morrow and Company, Inc., 1992, p. 211.

YA common perception is that Columbus helped to prove that the earth was round.
Paul Boller, Jr., professor emeritus at Texas Christian University, stated in his book Not
So! that 15th-century Europeans, from astronomers to church leaders, believed the
planet was shaped like a ball. He said that Washington Irving made up the saga of
Columbus battling the flat-earthers in his 1828 book.
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Stereotypes

Am I not destroying my enemies when I make
friends of them?

Abraham Lincoln

Stereotypes are often negative paradigms that can result in people
taking discriminatory actions that result in suboptimal (that is, not
the best) outcomes. In the area of race relations, Dr. Martin Luther
King, Jr. believed that the ideal situation would be that one day,
his children would be judged on the content of their character and
not the color of their skin." This vision could be expanded to
include all types of prejudice—in other words, that one day, all
people will be judged on the content of their character and not
their skin color, ethnic background, age, body weight, social sta-
tus, appearance, where they live, etc. Continuous improvement in
the area of human relations requires that people share common
ideals and work together to achieve them. The quality methods
and techniques provide an approach for measuring progress
against any ideal.

Paradigm Shifts

A paradigm shift occurs when old rules are replaced with new ones.
It is achieved when 51 percent of the population accepts the new
rules. To prevent yourself from being trapped by paradigm paral-
ysis and to help identify the “right thing,” ask yourself a para-
digm shift question every day:

What can I do today that seems impossible but, if it could
be done, would fundamentally improve the quality in
my life?

"Extracted from the speech I Have a Dream, delivered by Martin Luther King, Jr. on the
steps of the Lincoln Memorial in Washington, D.C. on August 28, 1963.
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Processes and Process Owner

We have met the enemy and he is us.

Walt Kelly—Pogo

A process is a series of actions that people choose to take to achieve
an outcome or result. Other words for processes include “sys-
tems” (a system is a series of processes), “routines,” “habits,”
“actions,” “means,” “methods,” and “how things get done.” The
terms process and system are used throughout this book to mean
the same thing.

A process owner is anyone who has the power and responsibil-
ity to change a process. Since everything is done via a process,
everyone is a process owner. The degree of ownership is deter-
mined by the degree of responsibility and control. Control falls
into three categories: direct control, some control, and little con-
trol. Another term that is synonymous with control is power. Opti-
mal approaches for achieving continuous improvement require a
synchronization and balance of power among all the stakeholders
in the process.

Outcomes
Study: Did Change Result in Improvement?

Outcomes are the results of choices. Individuals who embrace the
philosophy of continuous improvement also accept the paradigm
that outcomes either get better or they get worse. For example,
suppose a company spends the same amount of time and mater-
ial to produce a similar level of service year in and year out, but
the costs of labor and materials are continually rising. The organi-
zation either has to absorb these costs and earn less profits (a con-
dition that the company would likely conclude is worse) or it has
to pass those costs onto the customers (a condition that many cus-
tomers would conclude is worse). Obviously, the processes are not
being improved; something needs to be done or the company may
eventually go out of business.
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Continuous Improvement
Act: Change Your Approach Until You Get What You Want

Continuous improvement is achieved by reducing variation in a
process. Care must be taken, however, not to improve one part of
the process at the expense of the others. This is referred to as sub-
optimization (for example, “three steps forward and one step
back”). The best or optimum course of action is one that results in
a situation in which everybody wins or at least is not any worse
off. This is referred to as optimization (“three steps forward and no
steps back”). The desire for optimization is commonly referred to
as freedom and liberty.

The ABCs of Quality and the American System
of Government

The United States was founded upon the ideals that all people are
created equal, that they are endowed by their creator with certain
inalienable rights, that among these are Life, Liberty, and the pur-
suit of Happiness.'? Our founding fathers accepted the belief (par-
adigm) that we all have “natural rights,” and they accepted the
responsibility for developing a system (process) of government, as
defined in the Constitution and Bill of Rights, to ensure these
rights.

Efforts to continually improve the system are evidenced by
past amendments to the Constitution and new laws. Applying the
quality principles to the political process requires the process
owners (We the People) to monitor numerical indicators to help
evaluate how well we are living up to our ideals and to help deter-
mine when change in policy or law results in improvement. Some
examples of possible indicators include the following:

Principle Indicator

Life Life expectancy, crime rates
Liberty Tax rates, voter turnout

Pursuit of happiness Yearly income, home ownership,

graduation rates, race relations

2Declaration of Independence.
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In July 1993, both houses of Congress passed the Government
Performance and Results Act. Its purpose is to improve program
effectiveness by requiring federal agencies to track performance-
based outcomes. In effect, a process now exists that can be applied
to Congress as well. The state of Oregon (see Community Quality,
Chapter 8) provides a working model of this concept applied at
the state level."®

Key Points to Remember

Quality is doing the right things right and is an ideal that is
uniquely defined by each individual. The three types of quality
are perceived, expected, and actual. Perceived quality is influ-
enced by theories of what “the right thing” is and, therefore, is
more powerful than facts. Expected and perceived quality are
subjective or soft measures of quality because they are based on
beliefs and opinions. Actual quality is based on facts or statistics
and is more of an objective measure. Statistical quality control is
used to compare perceived and expected quality with actual
quality.

People are free to determine what the ideal should be and to
choose, either intentionally or unintentionally, both the paradigm
and the process that affect the quality of their lives. Although
eliminating variation is not possible, reducing variation through
optimization is the key to quality.

BThe Statistical Abstract of the United States. The National Data Book contains facts on a
wide variety of areas. It is published by the Department of Commerce and
information is also available at: www.fedstats.gov.



People and Quality

No wise fish would go anywhere without a
porpoise. Why, if a fish came to me, and told me he
was going on a journey, I should say with what
porpoise?

The Mock Turtle!

IThe Mock Turtle is a character in Lewis Carroll’s book Alice in Wonderland.

17
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Basic Needs
What Do You Want? Why Do You Want It?

People define quality by how well their needs and wants are met.
Needs and wants, like efficiency and effectiveness, can be mutu-
ally exclusive terms. A need is anything required for your physio-
logical and psychological health. For example, you need water to
survive. A want is something that you would like to have but
don’t need to exist. For example, you might want a new television,
but you don’t need it to survive. Sometimes, you can both need
and want an item. For example, you need food to survive, but you
might want a particular type of food.

Maslow’s Hierarchy of Needs

Abraham H. Maslow identified a hierarchy of needs and expecta-
tions that is common to all people.? Unless an individual’s devel-
opment is blocked by the social environment, Maslow believed
the desire to pursue a vision, or unique purpose in life, is the dom-
inant motivating force in people. He referred to this desire as a
need for self-actualization. To reach the level of self-actualization,
Maslow identified a hierarchy of needs that follows a predeter-
mined order of importance:

* Physiological needs. Food, air, water, procreation, and shelter
are needed for basic health and survival. These needs must be met
before all others.

e Safety needs. Safety needs include physical security and
freedom from war, crime, physical abuse, and accidents. They
also include the need for freedom from fear, anxiety, chaos, and
stress and the need for structure, law, and order.

* Social needs. Social needs represent the requirements to
belong and be loved. People need each other. For example, no

2Abraham H. Maslow, Motivation and Personality, 3rd edition. New York: Harper
Collins Publishers, 1954, 1987.
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one can grow all the food, make all the clothes, build all the
roads, or provide for all medical needs. In addition, humans ini-
tially need parents and society to meet their physiological and
safety needs. As people become more independent, they also
become more interdependent. This evolution into interdepen-
dency can be seen by the types of decisions made or actions
undertaken:?

Types of Decisions or Actions

Dependent You do it for me.
Independent Idoit.
Interdependent We do it.

* Self-esteem needs. Most people want to do a good job—even if
you don’t think they do, they think they do! Satisfying the need
for self-esteem leads to self-confidence and a sense of value as a
contributing member of society. Esteem includes esteem from
others as well as self-esteem.

* Cognitive needs. Everyone is born with the desire to learn,
develop, know, comprehend, understand, and explain. The plan-
do-study-act cycle of continuous improvement provides a road
map that can be used to develop knowledge and understanding.

* Aesthetic needs. The need for beauty—which is represented
by art, music, architectural and interior design, style of clothes,
etc.—inspires the human spirit. Ugliness, on the other hand, pro-
vokes a sense of deprivation and even physiological or psycho-
logical sickness.

* Self-actualization needs. Self-actualization is exercising your
personal power to pursue your unique purpose in life—to be “all
that you were created to be.” Maslow believed that only a small
percentage of the population ever reaches the self-actualization
level.

As mentioned earlier, this hierarchy implies that some needs
have to be met before others. For example, if people are starving,
the need for food takes precedence over the need for socialization.

*Stephen Covey. The 7 Habits of Highly Effective People. New York: Simon and Schuster,
1989, p. 49.
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According to Maslow, people progress up the hierarchy one step
at a time until a lower-order need resurfaces.

Maslow identified preconditions that significantly affect peo-
ple’s abilities to achieve self-actualization:*

Preconditions for the basic needs are freedom to speak,
freedom to do what one wishes so long as no harm is
done to others, freedom to express oneself, justice, fair-
ness, honesty, orderliness in the group. These condi-
tions are defended because, without them, the basic sat-
isfactions are quite impossible or, at least, severely
endangered.

Governments, communities, and families represent political or
social systems that are formed to help ensure these preconditions.
M. Scott Peck, in his book The Road Less Traveled, reinforces the
importance of providing a support structure so that individuals
can strive to reach their full potential:®

The ultimate goal of life remains the spiritual growth of
the individual, the solitary journey to peaks that can be
climbed only alone. Significant journeys cannot be
accomplished without the nurture provided by a suc-
cessful marriage or a successful society. Marriage and
society exist for the basic purpose of nurturing such indi-
vidual journeys.

Hierarchy of Needs in the Workplace

In his book The Motivation to Work, Frederick Herzberg developed
a theory of needs that is more applicable to work settings. He clas-
sified basic needs into two categories:®

* Hygiene Factors. The word hygiene is a medical term that
refers to the preventive actions that need to be taken to maintain
good health. Maslow’s hygiene factors needed to maintain orga-

*Maslow, Motivation and Personality, p. 22.
M. Scott Peck, The Road Less Traveled. New York: Simon and Schuster, 1978, p. 168.

fFrederick Herzberg, Bernard Mausner, and Barbara B. Snyderman, The Motivation to
Work, 2nd edition. New York: John Wiley & Sons, 1959.
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nizational health deal mainly with the external work environ-
ment and are related to Maslow’s physiological, security, and
social needs. Hygiene factors include the need for job security
and enrichment, safe working conditions, fair wages and bene-
tits, and fairness in work assignments and promotions. People
expect these factors in their workplace. Although the lack of these
factors can be dissatisfying, their presence does not motivate
employees.

* Motivational Factors. These factors deal mainly with the work
itself and focus on developing an individual’s potential. They are
related to Maslow’s self-esteem, cognitive, aesthetic, and self-
actualization needs. Motivational factors include the need for
receiving recognition for a job well done, being assigned respon-
sibility for work projects, and being provided developmental
career opportunities. The presence of these factors can motivate
employees.

A Gallup survey conducted for Inc. Magazine on employee atti-
tudes confirms Herzberg’s theory. According to the survey,
employees found these factors critical to job satisfaction:”

¢ Having the opportunity every day to do what they do
best

¢ Having a supervisor or someone at work who cares about
them as people

* Having their opinions count
¢ Having opportunities to learn and grow

e Working for an employer whose mission makes them feel
that their jobs are important

¢ Having the materials and equipment to do their work
right

¢ Working for a company that is “family friendly”

”"The Happiest Workers in the World.” Inc. Magazine. May 21, 1996, p. 66. This
national survey was conducted by the Gallup Organization and was based on 803
respondents, with a 95 percent confidence level plus or minus 3.5 percent.
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Two Types of Motivation: Theory X and Theory ¥

I once told a manager, “You don’t get quality and
productivity by intimidating and humiliating
somebody.” He said, “Damn, those were the things
I was good at!”

Tom Peters

There are two types of motivation: intrinsic (comes from within)
and extrinsic (comes from other people or things). Intrinsic moti-
vation prompts an individual to take action because it brings joy,
self-satisfaction, and happiness. Extrinsic motivation prompts an
individual to take action because it brings external rewards, such
as pay, acknowledgment, acceptance, and recognition.

Beliefs about people’s motivations influence the process (that
is, management/leadership styles) used for working with others
in group situations. Douglas McGregor identified two opposite
styles of management/leadership. These styles are referred to as
Theory X, which assumes the worst in people, and Theory Y,
which assumes the best.?

Theory X infers that people don’t like to work. It is character-
ized by strict rules and performance standards, threats, and pun-
ishments in the workplace. Theory Y presumes that people seek
joy, responsibility, and use of their creative and intellectual abili-
ties in their work. It is characterized by flexibility, empowerment,
and recognition and rewards in the workplace.

One outcome of the Industrial Revolution was the develop-
ment of management systems that relied mainly on a Theory X
style of leadership. New forms of extrinsic motivation were
developed with the intent of increasing productivity. These
included gimmicks, such as competition, rankings, merit sys-
tems, quotas, and grades. These are gimmicks because they do
not improve the system that created the perceived need for this
type of motivation. Dr. W. Edwards Deming referred to these

8Douglas McGregor, The Human Side of Enterprise. New York: McGraw-Hill, 1960.
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types of gimmicks as “deadly diseases,” the effects of which can
devastate people, organizations, and productivity.’

For example, one deadly disease, individual rankings, often
takes the form of performance appraisals. A destructive effect of
performance appraisals is that the supervisor (rater) becomes the
primary customer instead of the person who will receive the prod-
uct or service being produced. As a result, some employees
become obsessed with defining how the supervisor defines “out-
standing” and have little interest in meeting the needs of the true
customer.

Leaders in organizations that have successfully embraced a
quality initiative have adopted more of a Theory Y style of lead-
ership. Jack Welch, Jr. of General Electric (GE) captured the
essence of this leadership style in his vision for GE:"

Vision for General Electric

. . a company where people come to work every day in
a rush to try something they woke up thinking about the
night before. We want them to go home from work want-
ing to talk about what they did that day, rather than try-
ing to forget about it. We want factories where the whis-
tle blows and everyone wonders where the time went,
and someone suddenly wonders aloud why we need a
whistle. We want a company where people find a better
way, every day, of doing things; and where, by shaping
their work experience, they make their lives better and
your company best.

Involved versus Committed

Given a typical bacon and egg breakfast, the
chicken is involved, the pig is committed.

Most people in the workforce know their job’s minimum stan-
dards—in other words, they know what it takes to just get by.

‘W. Edwards Deming, Out of the Crisis, 2nd edition. Cambridge, MA: Massachusetts
Institute of Technology, Center for Advanced Engineering Study, 1986.

Josh Hammond and James Morrison, The Stuff Americans Are Made Of: An American
Strategy for Quality Improvement, 1993, p. 26.
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(This is true for children in school as well.) Various surveys have
suggested that people often feel the system they work in requires
them to use very little of their potential.

Some employees consider themselves to be involved if they
just show up, while others are completely committed to the tasks
at hand. What can make the difference between having employees
who do the minimum or having employees who use their full
potential? The answer lies in whether employees understand how
they can contribute to achieving a common vision and whether
they are empowered to improve their processes.

Leaders who have successfully embraced quality initiatives
realize that continuous improvement is not possible without
developing the full potential of employees and letting them use
that potential. These leaders have adopted a new way of thinking;:

Old Paradigm New Paradigm
If only they would do it. What isn’t perfect and what can I/we
do to improve it?

Continuous improvement requires leaders who can inspire
people to strive to achieve the ideal. Thus, the leader’s principal
role is to help others learn and develop. Through helping others,
the leader learns and develops as well.

The great leader is seen as servant first, according to Robert
Greenleaf, author of The Servant As Leader. Greenleaf stated that
the best test of a leader’s skills is to answer these questions:"

Do those being served grow as persons; do they become
healthier, wiser, freer, more autonomous while being
served? And, what is the effect on the least privileged in
society; will he benefit, or, at least, will not be further
deprived?

When a leader serves his or her employees by helping them
develop and use their full potential, great things can happen. Ide-
ally, the long-term trends of a leader who continually improves
quality are symbolized in Figure 2.1.

"Robert K. Greenleaf, The Servant As Leader. Indianapolis, IN: The Robert K. Greenleaf
Center, 1970, pp. 2-7.
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M
any Things gone right

—~—— Things gone wrong
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Time ——

Figure2.1. Trends in quality over the long term.

Key Points to Remember

Quality is doing the right things right and is defined by each indi-
vidual. Maslow supported the theory that everyone has a need to
use his or her talents to develop his or her unique potential. He
referred to this as a need for self-actualization. Self-actualization
represents an ideal future state that cannot be achieved without
support from other people.

Herzberg identified a hierarchy of needs in the workplace that
he classified as hygiene factors and motivational factors. Employ-
ees’ motivational levels are determined by the degree of owner-
ship they feel they have in working to meet customer needs.

Extrinsic motivation is doing something for a reward or out of
tear of a consequence. Intrinsic motivation is doing something for
the fun of it or because it seems like the right thing to do. Contin-
uous improvement requires leaders who can develop a high
degree of intrinsic motivation. The source for this inspiration is a
vision that focuses on meeting the needs of other people.
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Paradigms Throughout the Ages

The only thing new in the world is the history you
don’t know.

Harry Truman

27
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The intent of this chapter is to provide an overview of the signifi-
cance that paradigms have had and will continue to have on qual-
ity in all aspects of life.

A Million Years Ago

Early man accepted variation as a way of life. Over a million years
ago, people had to make their tools out of stone to survive.! In
determining if the stone would meet their requirements, they had
to make sure it was of a certain size and hardness.

As the human race evolved, new products such as pottery,
weapons, clothes, and shoes had to be developed to deal with
variations in the environment. Mankind also needed such things
as books, art, toys, and jewelry to make life more enjoyable. Inno-
vations in products led to trade or bartering within a community.
Bartering between communities occurred when early adventurers
explored the world and found new civilizations with different
types of products. New products led to increased demand, which
expanded markets and led to more trade.

Egyptians and Measurements

As families merged into tribes and tribes into communities and
nations, cities emerged and served as a focal point for support, fel-
lowship, and commerce. As cities grew, so did the need for bigger,
more permanent buildings. The Egyptians were among the first civ-
ilizations to extensively use measurements when constructing the
pyramids and other buildings, thereby reducing variation. Such
measurements were converted to specifications and tolerances.

Craftsmen in the Middle Ages

Early craftsmen converted raw materials into finished products
that could be sold directly to the customer. The seller’s reputation

'Walter A. Shewhart, Statistical Method from the Viewpoint of Quality Control. New York:
Dover Publications, 1986, p. 1.
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and income were affected by the quality of the product. As
markets expanded, so did the need to increase productivity and
quality.

During the Middle Ages, craft guilds emerged, which helped
increase productivity and control variation in materials and work-
manship. A master craftsman hired apprentices and then trained
and developed them into journeymen and craftsmen. This system
is prevalent today in skilled trades, for workers such as carpen-
ters, masons, plumbers, machinists, and electricians.

The Industrial Revolution

The Industrial Revolution began with the ability to control varia-
tion through what is referred to as interchangeable parts. A modern
example of interchangeable parts can be found in ballpoint pens.
If you buy 10 identical ballpoint pens, take them apart, throw the
parts in a box, and then reassemble them, they will all work. The
parts from one pen will work in another.

If you were to try this with pens created by craftsmen in the
Middle Ages, the pens would likely not work. In other words,
parts from one pen would not work in another due to variation in
the parts. To make it work, adjustments would be required. For
example, if the top section of the pen was too long, the bottom sec-
tion would have to be shortened so that the two pieces could fit
together.

The use of interchangeable parts in the United States can be
traced back to the middle of the 18th century. A French gun-
smith developed a system for manufacturing muskets to a stan-
dard pattern.? When Thomas Jefferson, ambassador to France at
the time, witnessed this demonstration, he asked George Wash-
ington to help him persuade Congress to try this new system
in America, where it took gun manufacturers 3 years to make
1000 muskets. Congress was persuaded, and Eli Whitney was

*David A. Hounshell, From the American System to Mass Production, 1800-1932.
Baltimore, MD: Johns Hopkins University Press, 1984, pp. 26-27; 31.
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awarded a contract to produce 10,000 muskets over a period of
2 years.? This represented a change in paradigms:

Old Paradigm New Paradigm
1000 muskets in 3 years 10,000 muskets in 2 years

It took Whitney more than 10 years, however, to reduce the
variation in materials and work processes so that the parts could
be interchanged. Due to the long-term benefits of the process, the
government permitted a scheduled overrun—a precedent that’s
still common today.*

Interchangeable parts made mass production possible. With
mass production came numerous other changes in how work was
approached:

* Jobs were broken down into the simplest components. As a
result, it was possible to train immigrants, many of whom couldn’t
speak English, to perform the jobs by simply showing them what
was required.

* Standards and specifications were developed for products, and
inspectors were added to each stage of production to screen out
defective parts. Defective parts were rejected, scrapped, or reworked.

* The contracting process changed. Contracts for materials,
supplies, and parts included specific standards. In addition, con-
tracts were often awarded on the sole basis of lowest cost.

Assembly Lines and Scientific Management

Henry Ford’s contribution to mass production was the assembly
line. With this type of operation, employees could remain in place
while the work moved past them for some type of assembly. Before
the advent of the assembly line, it took Ford 13 hours to manufacture
a car; after installation of assembly lines, it took only 93 minutes!” In

*Lloyd P. Provost and Clifford L. Norman, “Variation Through the Ages.” Quality
Progress, December 1990, p. 40.

*Ibid.

°*David Halberstam, The Reckoning. New York: William Morrow and Company Inc.,
1986, pp. 80-81.
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addition, variation in cost and time was reduced, productivity was
increased, wages were increased, and cars became affordable to the
masses.

During this time, Frederick Taylor, who is known as the
father of scientific management, gained fame by studying and
measuring individual tasks in a steel mill. From this study, he
determined that productivity could be increased by rearranging
workstations and the flow of materials through the mill. This
was the first of many time-and-motion studies that allowed
Taylor to determine the most efficient way to perform jobs. This
led to performance standards and quotas for both workers and
suppliers.

The quota system for workers established the standard of
“good enough” once the quota was reached. Managers were paid
to think, and workers were paid to perform. This created an orga-
nizational culture in which employees were required to “check
their brains at the door.”

Interchangeable parts, assembly lines, mass production, and
Taylor’s scientific management theory produced dramatic
increases in industrial productivity. These factors helped to
make the United States the strongest economic power in the
world.®

Since these approaches for managing quality and people were
deemed “successful,” other manufacturers, government, and ser-
vice industries adopted them. Even educational institutions
hopped on the bandwagon. Children progressed through the
grades like parts in an assembly line, regardless of individual
variation. The number of missed questions on quizzes and tests
became the work standard or inspection criteria. If students
answered enough questions correctly, it was “good enough” and
they received a passing grade.

There is no question that the Industrial Revolution improved
the overall quality of life for almost everyone. But its downside
was that the resulting management system did not develop

Lloyd Dobyns, “Volume XIII: America in the Global Market,” part of The Deming
Library. Washington, DC: CC-M Productions, 1987-91. Distributed by Films Inc.,
Chicago, IL.
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employees’ potential, which represented a devastating opportu-
nity cost. Dr. W. Edwards Deming summarized this cost:”

With the storehouse of skills and knowledge contained in
its millions of unemployed, and with even more
appalling underuse, misuse, and abuse of skills and
knowledge in the army of employed people in all ranks
and in all industries, the United States may be today the
most underdeveloped nation in the world.

Another flaw with the resulting management system was the
lack of knowledge and understanding of variation. Efforts to cor-
rect that flaw, however, began in the 1920s with the advent of the
control chart combined with the application of the plan-do-study-
act (PDSA) cycle.

Control Charts and the PDSA Cycle

Dr. Walter A. Shewhart’s development of the control chart and the
PDSA cycle provided methods for controlling variation so that
quality could be continually improved. “Good enough” no longer
had to be accepted. Shewhart’s methods could be used to facilitate
the mass production of quality and quantity. In other words, the
high-quality levels of craftsmanship could be combined with the
economies of mass production. All companies had to do was use
the control chart and the PDSA cycle—but convincing them to use
these tools turned out to be a long, difficult process.

Paradigm Paralysis

Paradigm paralysis is the disease of certainty.

Joel Barker

While most people shunned Shewhart’s techniques, a few visionar-
ies adopted them, one of whom was Deming. Deming began his

"W. Edwards Deming, Out of the Crisis. Cambridge, MA: Massachusetts Institute of
Technology, Center for Advanced Engineering Study, 1986, p. 6.
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career with the U. S. government as a mathematical physicist at the
U. S. Department of Agriculture. He was one of the first individu-
als to apply Shewhart’s techniques to a nonmanufacturing applica-
tion: routine clerical operations during the 1940 population census.?

After World War II began, the U. S. War Department adopted
Shewhart’s techniques, but classified them as “top secret.” During
the war, Deming served as an advisor to the War Department and
helped train more than 31,000 technical personnel on statistical
quality control (SQC).

After World War II ended, Shewhart’s techniques were declas-
sified, but they were also abandoned by American manufacturers,
who never quite understood the power of the new paradigm.
Why did manufacturers turn their backs? As Lloyd Dobyns, coau-
thor of the book Quality or Else, stated in Volume XIII of the Dem-
ing Video Library, “After the Depression and World War II, the
problem for American industry was not quality; it was quantity.
They could sell anything they could make.”

Immediately preceding the war, America was in the midst of
the Great Depression. America’s decision to enter the war created
an enormous, immediate demand for soldiers and war materials.
Women were hired in record numbers to work in the factories at
relatively high-paying jobs. Raw materials were rationed and ded-
icated to the war effort as American factories were converted from
making consumer goods to war materials. In addition, Japanese
and European factories were virtually destroyed during the war,
which reduced competition for a few years after the war ended.

In fact, at one point after World War II, the United States con-
trolled one-third of the total world economy and made half of all
manufactured goods sold anywhere in the world."” The Depres-
sion, rationing, and control of one-third of the world market cre-
ated enormous demand for consumer goods." And American
consumers had plenty of money because there was not much to

$Nancy R. Mann, The Keys To Excellence. Los Angeles: Prestwick Books, 1988, p. 8.

*Lloyd Dobyns and Clare Crawford-Mason, Quality or Else. New York: Houghton
Mifflin Company, 1991, pp. 17-19. See also Lloyd Dobyns, “Volume XIII: America In
The Global Market,” The Deming Library. Washington, DC: CC-M Productions,
1987-91.

0Ibid.

Tbid.
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spend it on during the war, so they accepted the quality of Amer-
ican products. As a result, companies adopted the philosophy of
“If it ain’t broke, why fix it?”

Paradigm Flexibility

The real act of discovery consists not in finding
new lands but in seeing with new eyes.

Marcel Proust

While U. S. companies were focusing on quantity, Japanese com-
panies were focusing on quality. Deming was one of many Amer-
icans who taught the quality improvement methods to the Japan-
ese. Others included Homer Sarasohn, Charles Protzman,
Armand Feigenbaum, and Joseph Juran. Deming was first invited
to Japan in 1947 by the Supreme Command for the Allied Powers
and was asked to help the Japanese apply SQC in conducting the
tirst postwar census. The Japanese invited Deming back in 1950 to
conduct a series of lectures on SQC. What Deming taught the
Japanese was nothing different than what he had taught the
Americans during the war. He was committed to helping Japan-
ese leaders accept the new paradigm for improving quality. He
reinforced two basic principles:

1. Top management (process owner) is responsible for
quality because it has the power and responsibility to
improve the processes that determine the quality of the
product or service.

2. The customer is the most important part of the production
line. It is the customer who defines quality and identifies
the requirements that processes are designed to meet.

Deming promised that if organizations would implement the
improvement methodology, they would start this chain reaction:'

¢ Improve quality

2Deming, Out of the Crisis. p. 3.
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Decrease costs because of less rework, fewer mistakes,
tewer delays, fewer snags, and better use of machine-time
and materials

¢ Improve productivity

Capture the market with better quality and lower prices

Stay in business

Provide jobs and more jobs

Deming told the Japanese that if they adopted the new para-
digm of continuous improvement, they would start to capture
market share within 5 years. They did begin to capture the mar-
ket share in some industries within 5 years; however, it took
them 10 to 20 years to accomplish this goal in other markets,
such as cars and consumer electronics. The rest, as they say, is
history.

In appreciation of Deming’s efforts and with royalties from a
book based on his lectures, the Japanese Union of Scientists and
Engineers (JUSE) developed and named their quality award the
“Deming Prize.”"® This award is given to recognize those compa-
nies that continually improve the quality of their products and
services through the application of SQC.

Another American whom the Japanese credit with helping
them to improve quality is Dr. Joseph M. Juran. Jungi Noguchi,
executive director of JUSE, stated categorically that “Dr. Juran is
the greatest authority on quality control in the entire world.”"*
Juran was invited to Japan in 1954 and helped train the entire
managerial hierarchy on how to manage for quality. Juran’s
approach evolves around a trilogy of Quality Control, Quality
Improvement, and Quality Planning. Juran estimated that in
traditionally managed organizations, 99 percent of manage-
ment’s time is spent on control and 1 percent on improvement.
Juran suggests that managers who strive for continuous

BKaoru Ishikawa, What Is Total Quality Control? Englewood Cliffs, NJ: Prentice-Hall,
Inc., 1985.

“An Immigrant’s Gift: The Life and Contributions of Joseph M. Juran. Adapted from
the script for the television documentary An Immigrant’s Gift. Script by John Butman
and Jane Roessner. More information is available at: www.juran.com.
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improvement should spend about 10 percent of their time on
improvement and 90 percent on control.”

If you substitute process owner for management, Juran offers
good advice for personal improvement. For example, quality con-
trol refers to maintaining a daily routine or process. Quality
improvement represents efforts to improve an existing process or
develop a new one. Given a typical 40-hour week, Juran chal-
lenges us to spend 4 hours on improvement. Quality planning
suggests that we document our improvement goals to provide
teedback on the effectiveness of our actions.

“The Sleeping Giant” Awakens'®

During the 1970s and 1980s, American manufacturers took note of
Japan’s strong presence in the marketplace and attempted to
understand how the Japanese were achieving quality. It was sim-
ilar to the ancient parable of the blind men trying to describe an
elephant—everyone who touched the elephant perceived some-
thing different. Some said, “It’s a Japanese cultural thing.” Others
said, “They have newer plants and equipment.” A few even
claimed, “They must be cheating.”

In June 1980, U. S. companies were given a clue. NBC aired the
documentary “If Japan Can, Why Can’t We?” When Deming was
interviewed, leaders of American corporations, such as Ford and
General Motors, listened and rediscovered his message. American
car manufacturers were among the first to try the new quality par-
adigm. This was fortunate because cars represent one of the
biggest portions of the international trade balance. A lack of suc-
cess in this market results in a large loss of jobs.

As Figure 3.1 shows, U. S. car manufacturers needed to do
something.”” A comparison between the number of “things gone

5]. M. Juran, Juran on Leadership for Quality: An Executive Handbook. New York: The Free
Press, 1989, p. 306.

In the movie “Tora, Tora, Tora,” after the Japanese bombed Pearl Harbor, the second-
in-command of the fleet turned to Admiral Yamamoto and exclaimed, “You have won
a great victory, Sir.” The admiral turned away and solemnly said, “You don’t
understand. We have awakened a sleeping giant.”

"William W. Sherkenbach, The Deming Route to Quality and Productivity—Road Maps
and Roadblocks. Washington, DC: CEEP Press Books, 1988, p. 17.
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Figure3.1. U.S. versus Japanese cars: Customer-reported things gone
wrong.

wrong” on American cars versus Japanese cars from 1976 to 1984
shows that problems with Japanese cars decreased more steadily
than those with American cars. Ford executives credited this spe-
cific chart with helping them immediately understand how the
Japanese were “doing it.”!®

The customer-reported “things gone wrong” is one of many
effective measures of quality because, even though it might take
the same amount of time and material to achieve the same level
of quality each year, the costs of labor and materials go up con-
tinually. In other words, companies must get better (that is, con-
tinuously improve) by reducing the number of “things gone
wrong”—or they risk getting worse because of rising costs,
which are usually passed on to the customer. Organizations that
do not successfully adopt the continuous improvement para-
digm are putting their survival at risk. They are gambling on the
belief that their competitors are operating under the same set of
rules.

The New Quality Paradigm™

In the 1990s, a new paradigm shift is occurring. In the past, the
traditional view of quality held that if variation in a product or

8Adoption of the New Philosophy, Volume 1V, The Deming Video Library, CC-M
Productions, 1988.

“There are many labels for what I refer to as the quality paradigm. Common terms used
are “total quality management,” “continuous quality improvement,” and “total quality.”
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service fell within certain specifications or standards, it was
“OK” or “good enough.” If a product did not meet specifications,
it was rejected.

Cost of Quality

The cost of quality is the sum of costs spent on prevention,
appraisal, and failure. Similar to the old saying, “An ounce of pre-
vention is worth a pound of cure,” a common generalization
regarding the cost of quality is that it costs one dollar to prevent a
problem, $10 to find it, and $100 or more to fix it, recognizing that
all costs of failure are unknown and unknowable. Failure costs
include customer-reported things gone wrong as well as costs
associated with fixing problems before the customer receives the
product/service. Appraisal costs are costs of inspecting and moni-
toring. Prevention costs represent investments designed to elimi-
nate failure costs and minimize appraisal costs. Examples include
the following;:

* Failure. Customer and employee complaints, warranty
work, rework, scrap, lawsuits, traffic accidents, war,
addictions, crime, health problems.

* Appraisal. Monitoring, inspection, evaluating, testing.
Health examples include periodic exams and tests.

* Prevention. Education, training, support networks, policies,
laws, foreign aid, regulations, U.S. Constitution, and Bill of
Rights. Health-related examples include diet, exercise,
personal hygiene.

Under the traditional view, the cost of quality has been esti-
mated at 20 percent to 40 percent of sales or budget—a cost (or
hidden tax) that is passed on to the customer.’

The new paradigm, however, requires continuous improve-
ment, even if the product or service is within specifications.
Everyone affected by the process must work together to find the
best (optimal) way to continually improve quality by reducing
variation. The cost of quality under this approach is estimated to

YDavid K. Carr and Ian D. Littman, Excellence in Government. Arlington, VA: Coopers
& Lybrand, 1990, p. 10.



Chapter 3 Paradigms Throughout the Ages 39

be as little as 2.5 percent of sales.” This means organizations that
continually improve the quality of their products and services can
have a 17.5 percent to 37.5 percent price advantage over compa-
nies that operate under the old paradigm of quality! It is impor-
tant to note that the most important costs cannot be measured. For
example, what are the costs of a lost or dissatisfied customer?

The Motorola Corporation is a good example of a company
that has successfully reduced its cost of quality. The company
reports in its New Truths of Quality booklet that, from 1986 through
1991, its quality efforts saved the organization over $2.2 billion
simply by reducing defects in manufacturing processes. This rep-
resented a savings of more than 6 percent of sales—just for doing
things right.”> Motorola has a goal of reducing defects to no more
than 3.4 defects per million parts.” It has also estimated that for
every dollar it invests in people through training, it gets $30
back.** Japanese quality expert Kaoru Ishikawa stated that
“investment in education pays off and can be returned 100 to 1000
times as results pour in from many different quarters.”

Companies that have adopted the new quality paradigm con-
centrate their energies on meeting customer needs and exceeding
customer expectations by doing the right things right. In addition,
to help reduce the cost of quality, they use only those suppliers
that have successfully adopted the continuous improvement par-
adigm. They work with these suppliers to reduce the supplier
costs of quality and expect a share of the savings. Because each
supplier represents an additional source of variation, the number
of suppliers are kept to a minimum. Consider these examples:

* Motorola Corporation adopted a goal of reducing the
number of suppliers from 5000 to 400*

¢ Xerox Corporation went from 5000 vendors to 400 partners”

#Phillip B. Crosby, Quality Is Free. New York: McGraw-Hill, 1979, p. 15.

2New Truths About Quality. Motorola Corporation. Schaumberg, IL.

BJeremy Main, Quality Wars. The Free Press. New York: Macmillan, 1994, p. 127.
uTbid. p. 174.

Blshikawa, What Is Total Quality Control? p. 126.

*Lloyd Dobyns and Crawford-Mason, Quality or Else. p. 144.

#Richard Whitely, The Customer-Driven Company. Reading, MA: Addison-Wesley,
1991, p. 64.
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* Reynolds Aluminum went from 1400 to 40 suppliers in its
shipping and transportation functions®

¢ In its shipping and transportation functions, AT&T reduced
the number of carriers from 3000 to 51

Many suppliers to companies such as Motorola are now fol-
lowing this same process with their suppliers. This, in itself, rep-
resents a significant paradigm shift for the business community.

In their efforts to continuously improve, many companies
have put leading-edge tools to use, such as:

® The Malcolm Baldrige National Quality Award Criteria. In
1987, the United States created the Baldrige Award to recognize
U. S. companies that strive for performance excellence. The
Baldrige Award criteria identify standards of excellence found
among the highest-performing organizations in the world today.
Research studies conducted by the National Institute for Stan-
dards and Technology (NIST), an agency of the U. S. Department
of Commerce, estimated that given a theoretical investment of
$1000 in recipient’s common stock, Baldrige award winners
achieved the following results:*

The 18 publicly traded winners, as a group, outper-
formed the Standard and Poors (S&P) 500 by approxi-
mately 2.4 to 1, achieving a 362.3 percent return com-
pared to a 148.3 percent return for the S&P 500.

The group of six, publicly traded, whole company win-
ners outperformed the S&P 500 by greater than 2.7 to 1,
achieving a 394.5 percent return compared to a 146.9
percent return for the S&P 500.

The Department of Labor has developed a series of support mate-
rials to assist organizations that are interested in using the Baldrige
criteria as a strategy for assessing the effectiveness of quality
improvement initiatives (see Appendix B for more information).

BIbid.

¥General Accounting Office Report, “Defense Transportation Commercial Practices
Offer Improvement Opportunities.” General Accounting Office, Washington, DC.
November 1993.

¥Results of Baldrige Winners, Common Stock Comparison. Third NIST Stock
Investment Study, 1988-1996 (www.quality.nist.gov).
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® The I1SO-9000 Series Standards. The International Organiza-
tion for Standardization (ISO), which consists of more than 91
countries including the United States, has developed international
standards that are used to improve reliability and efficiency. These
standards are referred to as the ISO-9000 series standards. Com-
panies are often required by their customers to have their quality
programs registered to the standards. This certification is con-
ducted by independent auditors.

* QS5-9000 Standards. The “Big Three” U. S. automakers (Ford,
Chrysler, and General Motors) have consolidated their respective
supplier certification programs with ISO-9000 and added addi-
tional requirements for improving both efficiency and effective-
ness. These new standards for the auto industry are referred to as
QQS-9000. In addition, the automakers have jointly published a ref-
erence manual for using Shewhart control charts.*® The newest
standard being prepared by the Big Three is TE-9000, which will
apply to all nonproduction part suppliers.

Key Points to Remember

It’s the nature of competition in business today
that if you're not getting better, you're getting
behind . . . because somebody, somewhere, will
have discovered another breakthrough that will
drive the industry’s quality standard to yet a
higher level. That is the quality challenge that
every competitive business faces. It’s the
challenge that every successful company will have
to meet.

Alex Trotman, Chairman, Ford Motor Company

*IChrysler Corporation, Ford Motor Company, and General Motors Corporation,
Statistical Process Control. Issued 1992, Second Printing March 1995, Copyright 1992,
1995.
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Reducing variation has been the key to quality since the begin-
ning of time. In the 1920s, Shewhart discovered and developed a
revolutionary approach that can be used to continually improve
the quality of any product or service. Shewhart’s methods have
been proven and accepted internationally as a standard method
for communicating statistical information.

In June 1986, Deming estimated that the full spectrum of
Shewhart’s contributions would not be realized for another
half-century.® I hope this book, in some small way, will help
accelerate that paradigm shift.

Shewhart, Statistical Method from the Viewpoint of Quality Control. p. ii.



The Theories and Processes Behind
Continuous Improvement

Beaver: Gee, there’s something wrong with just
about everything, isn’t there Dad?
Ward: Just about, Beav.!

IConversation from the television series “Leave It To Beaver.”
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Since the beginning of time, the greatest challenge in life has always
been the desire to bridge the gap between an ideal or desired con-
dition and an actual situation. This gap is commonly referred to as
a “problem,” “need,” “opportunity,” “difference,” or a “variation.”

Variation is so much a part of our life that we are unaware of
it. This is evident in such commonly used phrases as “it depends,”
“it’s always different,” “it’s not the same,” “it varies,” “it’s
unique,” or “nothing is perfect.” Reducing variation is the key to
quality, and developing a conscious awareness and understand-
ing of the variation principles is needed to help determine when
change results in improvement.

Everyday Examples of Variation

Variation can be found in everything around you. Consider these
examples:

People. It is generally accepted that no two people are alike.
No two people have the same fingerprints. Brothers and
sisters, raised in the same family, are different in likes and
dislikes as well as in personalities. Even identical twins are
not exactly alike.

Weather. Weather falls into patterns or seasonal cycles and is
different every day. Have you ever noticed the similarity of
weather forecasts within your city or throughout the
country? Similar information is presented, yet each weather
forecast is a little different.

Typical day. If you kept track of the time it takes you to
perform specific tasks during a typical day, it would become
quite evident that no two days are ever exactly alike.

Clothes. Have you ever noticed the differences in the fit and
teel of shirts, dresses, pants, or shoes that were supposed to
be the same size?
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The Degree of Variation Depends
on the Measurement Used

If you ever think two things are exactly alike, just refine the mea-
surement! You'll soon discover that they’re not. Consider these
examples:

Weight. Your weight when measured in pounds may be
relatively the same from day to day. However, daily variation
would become more evident if your weight was measured in
ounces or grams.

Distance. The distance routinely traveled to work, school, or
to a friend’s house may appear to be the same when
measured in miles. But if the distances were measured in
tenths of a mile, feet, or inches, the variation would be more
evident.

Time. Time varies significantly when measured in hours,
minutes, or seconds. For example, if a work day begins at
8:00 A.M., this standard technically means 8:00 rounded off to
the nearest minute: 7:59:31 to 8:00:29. Nobody is ever going
to get to work at exactly the same time every day; it just
depends on how closely you want to measure it. The
standard for time in an Olympic event is often measured in
tenths (0.1), hundredths (0.01), and thousandths (0.001) of a
second.

Manufactured products. Variation is an age-old problem in
manufacturing. There may appear to be no variation in parts
that are measured in hundredths of an inch, but if measured
in thousandths or ten-thousandths of an inch, the variation
from the standard may be significant.

Service. Do you always receive friendly, helpful, courteous
service? Have you ever had to have something fixed more
than once or had to return your dinner at a restaurant
because it did not meet your expectations?
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The Purpose of Standards and Specifications

Since no two things are exactly alike, standards, specifications, rules,
laws, policies, and regulations have been developed to control vari-
ation and to indicate when performance varies significantly.

You likely experienced variation and standards at an early age
when you learned how to write. No two of your letters were ever
exactly alike; but if you stayed between the lines, you met the
standard of “good enough.”

Try this experiment.? Write the letter A several times, and then
have a friend do the same.

When looking at the results, you will notice that

* You cannot write the letter A twice in exactly the same
way

* You have no way of knowing how your next A will differ
from the last one

¢ There is something about your As that makes them
recognizably different from those written by your friend

This experiment can help explain the relationship between
variation and standards. People may try to eliminate variation by
tracing the letter A using a stencil or even using a laser printer to
print identical A’s, but some variation will always exist. To notice
it, all you have to do is refine the measurement.

Facts, Problems, and Variation

To develop an appreciation for variation, it helps to understand
the interrelationship between facts, problems, and variation.

*Western Electric, Statistical Quality Control Handbook. Indianapolis, IN: AT&T, 1985, p. 7.
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Facts

And that’s the way it is.

Walter Cronkite

A fact is a statement based on an objective observation. The fol-
lowing statements represent facts:

¢ The national debt exceeds $5 trillion

¢ Violent crime averaged 13.7 million offenses from 1984 to
1994

Problems

Nothing is good or bad, but thinking makes it so.

Hamlet

When is a fact a problem? It depends. A problem is typically
defined as a perceived difference between a desired condition
(want) and an actual condition (fact). Problems require a choice as
to the desired condition—and choices vary. Many people would
agree that violent crime and an increasing national debt are severe
problems for Americans. However, some economists believe that
the debt is insignificant, while some people accept crime as a fact
of life.?

Figures 4.1 and 4.2 illustrate how facts (points) can be plotted
on a trend chart. These facts represent problems if you believe that
the national debt and crime should be decreasing in the long term.

*In the article “Wrong Number,” the editors of Forbes magazine take the position that
the debt is not important “until the net interest burden becomes insupportable, or
unless the deficit is financed by the inflationary printing of money.” The article further
states that the proportion of government spending as a percent of the Gross Domestic
Product (all the goods and services produced by U. S. workers) is the bigger problem
(Forbes, Dec. 5, 1994).
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Figure4.1. Trend chart showing U.S. debt (in trillions).
(U. S. Department of Commerce.)
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Figure4.2. Trend chart showing violent crime statistics (in millions).
(Statistical Abstracts of the United States, The National Data Book.
Washington, DC: U. S. Department of Commerce, 1996, Table 310, Crimes and
Crime Rates, by Type: 1984 to 1994, p. 201.)

Many people choose to accept that once a desired condition is
achieved, there is no longer a problem. This situation is commonly
referred to as the status quo.

Variation

Variation represents a factual difference between the ideal outcomes
in a perfect world versus the actual outcomes. An ideal outcome
and a desired outcome are not necessarily the same. They can rep-
resent different degrees of variation. For example, an ideal outcome
would be no crime and no need for a national budget, but given
reality, a desired outcome might be less crime and a smaller deficit.

Given the variation principle, a problem is defined as an unac-
ceptable degree of variation. A “solved” problem represents an
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acceptable degree of variation. In other words, a problem is never
solved because variation can never be eliminated. However, peo-
ple still have a choice as to what they would consider the ideal as
well as what they would consider an acceptable or unacceptable
degree of variation.

In the case of nutrition, for example, you will never have the
ideal (perfect) amount of required vitamins, minerals, and other
nutrients that are needed for good health (that is, there will
always be a degree of variation from the ideal). Hunger represents
an unacceptable degree of variation. When you satisfy your
hunger by eating something, you have an acceptable degree of
variation.

The alignment of facts, desires (problems), and ideals (varia-
tion) is the foundation for conflict and/or agreement. Generally,
people can agree on the facts and what the ideal would be in a
perfect world. Conflict arises from differences in desired out-
comes. For example, the signers of the Declaration of Indepen-
dence disagreed on many issues, such as the amount of control
that would be granted to the federal government versus the state.
Slavery was another divisive issue. However, they agreed to the
fact that English rule was unacceptable and agreed on the ideals of
life, liberty, and the pursuit of happiness. Unfortunately, the
unresolved issues led to the Civil War. Abraham Lincoln’s
address at Gettysburg reconfirmed the commitment to the Amer-
ican paradigm.

Four score and seven years ago our fathers brought forth
on this continent, a new nation, conceived in Liberty,
and dedicated to the proposition that all men are created
equal. Now we are engaged in a great civil war; testing
whether that nation, or any nation so conceived and so
dedicated, can long endure. We are met on a great bat-
tlefield of that war. We have come to dedicate a portion
of that field as a final resting-place for those who here
gave their lives that the nation might live. It is altogether
fitting and proper that we should do this. But, in a larger
sense, we cannot dedicate—we cannot consecrate—we
cannot hallow—this ground. The brave men, living and
dead, who struggled here have consecrated it, far above
our poor power to add or detract. The world will little
note, nor long remember, what we say here, but it can



50 Section1 What Do I Need to Know?

never forget what they did here. It is for us the living,
rather, to be dedicated here to the unfinished work
which they who fought here have thus far so notably
advanced. It is rather for us to be here dedicated to the
great task remaining before us—that from these honored
dead, we take increased devotion to that cause from
which they gave the full last measure of devotion; that
we here highly resolve that these dead shall not have
died in vain; that this nation under God, shall have a
new birth of freedom; and that government of the peo-
ple, by the people, for the people, shall not perish from
the earth.

The quality improvement methods and tools help people
reduce variation, and measure progress against an ideal. Since
1924, SQC and SPC have been validated by the best minds in the
world and are accepted internationally as a standard way of mea-
suring quality. From their inception until the 1980s, these tech-
niques were primarily applied to manufacturing processes. Begin-
ning in the 1980s, the approach was applied to other industries,
such as service, government, education, and health care. Now it is
even being applied by individuals to resolve personal, social, and
political issues. Shewhart’s methods are so simple and profound
that they can be taught to and applied by children as well as cor-
porate and political leaders.

Behavior Over Time: Statistical Process Control

An SPC chart represents behavior over time, or trends. It can be
used to display the trends of any type of data, including total
sales, productivity, crime, weight, commuting time, bowling or
golf scores, and rates of return from mutual funds.

SPC charts are trend charts with a special feature: upper and
lower control limits. Control limits are determined by calculating
what is referred to as standard deviation.* Shewhart developed sev-
eral formulas for calculating control limits based on the type of
data that was being studied and adopted three standard deviations

*Chapter 6 provides instructions for developing an individual moving range control
chart (X-MR).
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Figure4.3. Average weekly commuting time.

as the practical and economical limits upon which action should be
taken. Three standard deviations above the average is the upper
control limit; three standard deviations below the average is the
lower control limit.

There are different types of SPC charts. For example, Figure
4.3 represents an average (mean) and range control chart. The
top chart displays the average weekly commuting time. For
instance, the average commuting time was 14.7 minutes during
the first week and 13.2 minutes during the second week. The
bottom chart displays the differences, or range, between the
highest and lowest commuting times during the week. During
week one, the highest commuting time was 17.9 minutes and the
lowest 12.3 minutes. The difference is 5.6, which is plotted on the
range chart to provide additional information on day-to-day
variation.

Two Types of Processes

A process is a series of actions used to achieve an outcome. Other
terms for process include “habits,” “routines,” and “methods.”
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Shewhart determined that there were two types of processes: sta-
ble (predictable) and unstable (unpredictable).

If all of the data fall within the control limits, the process is
said to be stable, or in a state of statistical control. The charts in
Figure 4.3 indicate that the commuting process is stable. Stable
does not necessarily mean good, however. For example, you
could have a stable process for your commute, but still be late for
work every day. To validate that an improvement resulted in a
change, a process must be stable.

If a data point falls outside the control limits, the process is
said to be unstable, or not in a state of statistical control. If a process
is unstable and you want to maintain its predictability, it must be
brought into control. This can be done by investigating the special
cause (s) and removing them if they can recur.

Two Causes of Variation: Common and Special

If all of the data fall within the upper and lower control limits, the
cause of the variation is due to normal causes. This is called com-
mon cause variation. If one or more data points fall outside the lim-
its, the variation is due to unusual causes. This is called special
cause variation.

Knowledge of common and special causes helps you to make
optimum decisions. A problem due to a special cause may
require little or no action, but a problem due to a common cause
requires a permanent change to the process to reduce or elimi-
nate it.

For instance, although you may always get to work on time,
you will never get to work at exactly the same time every day. This
variation is due to common causes, such as the route taken or hit-
ting the snooze button on the alarm clock and sleeping in a little
longer. If you wanted to reduce your average commute time,
improving the process would require a permanent change, such
as selecting a new route or getting up earlier every day.

Suppose, however, that you were unusually late one day
because the road was blocked due to a serious accident. This vari-
ation is due to a special cause. If the road was cleared by the next
day, no action on your part would be needed to make sure you
arrived on time.
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Two Types of Mistakes

To guess is cheap. To guess wrongly is expensive.

Old Chinese Proverb

Shewhart concluded that there are two types of mistakes that can
be made when making decisions and solving problems:

Mistake 1—To react to a fact or problem assuming it was a
special cause when it was actually due to a common cause

Mistake 2—To react to a fact or problem assuming it was due to
a common cause when it was actually due to a special cause

Shewhart realized that never making Mistake 1 or Mistake 2
was impossible. His aim was to regulate the frequency of the two
mistakes to achieve minimum economic loss.”

New Way of Thinking Needed

In case of the commuting example, people generally accept the
fact that they arrive faster on some days than others. If the aver-
age commuting time was 11.5 minutes the first week, 13.7 minutes
the second week, and 14.9 minutes the third week, people might
consider this normal. The control chart illustrated in Figure 4.3
indicates that the “normal” range would fall between 11.11 min-
utes (lower control limit) and 17.17 minutes (upper control limit).
In quality thinking, the conclusion is drawn that there is no statis-
tical significance in the week-to-week ups and downs. Although
this conclusion may appear to be common sense, the application
of this knowledge is not so common. To illustrate this point
through the use of the following example, substitute commuting
time for the average number of missed questions on a daily quiz
taken by a class of 20 children.

*W. Edwards Deming, The New Economics for Industry, Government, Education.
Cambridge, MA: Massachusetts Institute of Technology, Center for Advanced
Engineering Study, 1993, p. 102.
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A few years ago, my older son started bringing home
math tests and quizzes with poor grades (D’s and F’s). D’s
and F’s indicate that he missed many questions. I asked
him if he thought the problem was due to a common cause
or a special cause. In other words, I wanted to know if all
the other kids were having problems—that is, common
causes resulting from a stable process—or if it was just
him. He concluded that since all of the other kids also did
poorly on the tests and quizzes for that class, the results
were common. I then analyzed where he was having diffi-
culty and was able to help him to change his process,
which eliminated the problem. I also talked with the
teacher, who confirmed that the problem was common.

Mistake 1 would be blaming my son for the missed questions
(to include assigning grades) when the fault was actually due to a
process that he did not have the knowledge, power, or responsi-
bility to change. Mistake 2 would be assuming that all of the chil-
dren were having problems if, in reality, it was just my son. A spe-
cial cause in my son’s case might have indicated a different type
of problem, such as some type of learning disability.

Dr. W. Edwards Deming and Dr. Joseph Juran estimated that
the majority of problems in any process are due to common
causes. Reducing common causes of variation is the responsibility
of the process owner(s). The cause-and-effect diagram introduced
in Chapter 6 provides an easy method for identifying process
owner(s).

As was mentioned in the introduction, Deming believed that
95 percent of changes made by management today make no
improvement. Another way of looking at this issue is that when
we take action to improve a situation, how often do the changes
result in a fundamental improvement, and how do we know?

On a personal level, have you ever repetitively reminded
(nagged) someone about a behavior that you wanted him or her
to change? How often did your advice result in a fundamental
change in the other person’s behavior? Or vice versa; how often
are you reminded by someone else of a behavior that he or she
would like you to change and how often have you made a funda-
mental change as a result?

What percent of laws result in improvement? For example,
the National Voter Registration Act of 1993, which took effect in
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Figure4.4. Voter turnout—presidential elections 1932-1996.

January of 1995, was designed to register more voters in hopes
that the voter turnout would increase. Figure 4.4 indicates that as
a percent of the voting age population, the percent of people who
voted in 1996 did not improve.°®

What percent of newspaper headlines that refer to numerical
information create the perception that something unusual hap-
pened (special cause) when in fact (based on a control chart), it has
not (common)? Consider these examples:

“Voter turnout lowest since 1924” (The Associated Press,
November 1996). The headline may be true, but Figure 4.4
indicates that the turnout percentage was not unusual.

“Motor voter law results in the highest percentage of voter
registration since reliable records were first available in 1960”

SVital Statistics on Congress, 1993-1994, Table 2-1, pg. 48. The 1996 results are provided
by the Federal Election Commission based on data drawn from Congressional
Research Service reports, Election Data Services Inc., and State Election Offices. Figure
4.4 represents an individual moving range control chart or X-MR Chart. The X-MR
Chart is discussed in more detail in Chapter 6.
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(Federal Election Commission report to Congress). The
headline is true, but as a percent of the voting age population
registered to vote in federal elections from 1976 to 1996, the
percent of increased registrations represents a common
cause.”

Reporting on the percentage of high school seniors who
smoke daily, USA Today, on June 21, 1994, reported, “Teen use
turns upward.” Dr. Donald Wheeler, in his article Lies, Damned
Lies and Teens Who Smoke, developed a control chart on the per-
centage of high school seniors who smoke daily based on facts
provided by the Institute for Social Research, University of
Michigan. He concluded, “There is no evidence that the percent-
age of teenagers who smoke has increased. Neither is there evi-
dence that this percentage has decreased during the past 10
years. The only headline for these data that has any integrity is
‘No change in teen use of tobacco.” . . . Anything else is just
propaganda.”®

Commercial advertisements are often guilty of the same mis-
takes. For example, diet commercials often promote a celebrity
who lost weight by using a particular program. The perception
created is that everyone (common cause) who buys this program
will lose weight. To validate this perception, ask the advertisers to
show you the facts so you can determine if the celebrity represents
a special cause (only a few people who buy the program lose
weight and keep it off) or whether he or she represents a common
cause (the majority of people who buy the program keep the
weight off). You can also ask similar types of questions to validate
the claims made in television info-commercials that promote “get
rich quick” programs.

"Federal Election Commission. Percentage of the voting age population registered to
vote. Individual moving range (X-MR) chart used for the years 1976-1996 respectively:
68.96, 65.22, 68.68, 65.12, 71.16, 66.31, 69.14, 65.18, 70.61, 67.28, 74.4. Individuals chart:
UCL = 80.156, LCL = 56.582. Moving range chart: UCL =14.484. LCL = 0. Data
available at: www.fec.gov

8Donald J. Wheeler, Lies, Damned Lies and Teens Who Smoke. Published on the SPC Press
home page at: www.spcpress.com. Annual percentages of high school seniors who
smoke daily. Individual moving range (X-MR) chart used for the years 1984-1993
respectively, 18.8, 19.6, 18.7, 18.6, 18.1, 18.9, 19.2, 18.2, 17.3, 19.0. Individuals chart:
UCL = 20.71. LCL = 16.57. Moving range chart: UCL = 2.54. LCL = 0.
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Key Points to Remember

Shewhart’s methods provide a foundation for decision making
and problem solving that require a fundamental change in think-
ing. In the past, people have been trained to make decisions based
on gut feelings or on relatively few hard or soft facts. But this tra-
ditional approach tends to blame people for outcomes that they
do not have the knowledge, power, or responsibility to change.

The continuous improvement paradigm requires people to
determine if the fact or problem is due to a common cause or a
special cause. This knowledge becomes the foundation for mak-
ing better decisions, whether they are based on facts or intuition.
Developing a knowledge and understanding of variation will
change the way you look at the world forever and can lead to
unprecedented levels of quality.






Outcomes: Closer To or Further From the Ideal

Quality is doing the right things right and is
uniquely defined by each individual

Author
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Optimum (best) results are achieved when quality is improved in
one area without making it worse in another. Since people
affected by the change determine if things are better or worse, it
helps to involve them in any improvement initiative. It also helps
if everyone working on the issue shares a common understanding
and knowledge of the improvement methods and tools.

Many organizations are making great strides in developing
effective customer and supplier relationships in order to reduce
the variation in perceived, expected, and actual quality levels. A
common method for developing this partnership includes the fol-
lowing steps:'

1. Identify the people (stakeholders) affected by the process.
This consists of direct, indirect, and internal customers. Direct cus-
tomers are those who buy the product or service. Internal cus-
tomers are employees of the organization, and indirect customers
are anyone else who would be affected if the organization went
out of business—for example, suppliers, families, or communities.

2. Identify the basic needs of everyone identified in Step 1 and
identify the respective products and services that you are cur-
rently providing to meet these needs.

3. Ask your customers to identify their expectations. In part-
nership with the customers, develop related feedback measures
that will provide the evidence required that expectations are being
met. Modify and update these indicators as needed.

Table 5.1 summarizes how this method is being applied right
now among the reader, the writer, and the publisher.

Perceived, Expected, and Actual Quality

A perception is a belief that is formed from an event and reinforced
through experience. When we eat a meal at a restaurant, we expe-
rience the event with all five senses—we see, hear, touch, smell,
and taste. We then interpret the experience and, based on past
experiences, associate positive, negative, or neutral feelings with

!Adopted from Total Quality Transformation® Foundation for Leaders. PQ Systems.
Copyright QIP, Inc./PQ Systems Inc., November, 1992.
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TABLE 5.1.  Partnership Method.

Product/ Feedback
Stakeholders Needs Service Expectation Indicators
Reader To receive credible  This book To learn Increased
and practical and use knowledge
information for something and success
achieving
success through
quality
Writer To share knowledge Useful To help people Customer
and experience information learn and feedback,
that will help apply unit sales
others improve knowledge
quality
Publisher To have satisfied Published To have Sales, repeat
customers, books, sales customers customers,
increased sales, catalog, toll- like the surveys
and repeat free order book and
business desk recommend

it to others

the observation. We then store the experience as a memory. If we
were to describe the event, we could express it in words, pictures,
images (qualitative), or numbers (quantitative).

Perception of an event leads to expectations that either rein-
force or change beliefs. For example, if people had a positive
experience at the restaurant, they might become repeat cus-
tomers; if not, they may tell others about their bad experience
and try something new. The factual part of the event (the num-
bers) is so much part of the experience that people don’t even
think about it.

Achieving success through quality choices (5QC) requires an
awareness and an alignment of perceived, expected, and actual
quality. Although these principles can be applied to any aspect of
life, this chapter focuses on how they relate more to selling and
buying products and services.

Perceived Quality

Perceived quality is a subjective or soft measurement based on the
present. It is the basis for the saying, “The customer is always
right.” Customers take action based on their perceptions. The
purpose of advertising or promotions is to influence people’s
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perceptions so that they will take some kind of action. The same
techniques that you can use to develop your desire and commit-
ment are also used by advertisers to influence and develop your
desire and commitment toward their product and/or service.
The optimal goal for many companies is to provide the type of
service that will lead to gaining customers for life.

Advertisers strive to convince customers that the quality of
their product or service, for example, brand A, is better than
brand B. Advertising associates the benefits that you will
receive with a product or service and/or what you might miss
if you don’t buy. The most effective advertising attempts to
incorporate as many of the five senses as necessary to make an
association between the respective product/service and your
memories or experiences. Based on factual information, brand A
may be better, but if the customers do not believe it, they will
continue to buy brand B. Perceptions are usually more power-
tul than facts.

Perceived quality is not limited to products. During a politi-
cal election, the candidates try to positively influence the voters’
perceptions as to who can best deliver the American dream.
Negative advertising by the opposing candidate tries to con-
vince the voter of the bad things that could happen if the other
person is elected. Although surveys indicate that people do not
like negative commercials, facts indicate that they can be
extremely effective.

Associated with perceived quality are:

* Perceived needs. People believe they have certain require-
ments that must be met. Sometimes these perceived needs don’t
match reality. For example, suppose Jane lives in the safest neigh-
borhood in the world, according to statistics. She doesn’t feel safe,
however. Since security is an important need to fill, Jane may be
persuaded to buy better locks, insurance, an alarm system, or
even a gun.

* Latent needs. People have needs and wants that they don’t
know about. These are called latent needs. For example, 100 years
ago, consumers would not have expected they would someday
want radios, cars, telephones, televisions, or videocassette
recorders. These innovations are developed by companies that
hope they can meet people’s latent needs. Success in discovering
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latent needs creates new demands for products and services,
which expand markets and create new jobs.

One of the dangers for companies is assuming that they know
their customers’ needs and know what the customers think about
the quality of their products and services. Surveys and market
research are often used to measure perceptions. In many cases,
these tools can provide valuable information, but they can also
lead to faulty conclusions.

Expected Quality

Based on experience with the product, if people get what they
expect, they might become loyal customers until someone else
convinces them that the new brand X is even better. To prevent
this from happening, suppliers are quite aware of the need to
introduce “new and improved” versions of their products.

When asked, “Who creates expectations—the customer or the
supplier?” most people respond “the customer.” But expectations
usually are created by others. For example, it is the companies, not
the customers, that create expectations for products and services.
Deming summarized this point succinctly:

The fact is that the customer expects only what you and
your competitor have led him to expect. The customer
generates nothing. No customer asked for electric
lights.

Companies often measure products or services by how well
they meet customers’ requirements. But expectations, once cre-
ated, constantly rise. People have come to expect bigger, better,
faster, and cheaper products and services. This concept of contin-
ually rising expectations is captured by the saying, “What have
you done for me lately?”

One of the ironies of continuous improvement is that as cus-
tomers, we expect positive change, but as suppliers (employees),
change is often resisted. One method for minimizing this resis-
tance is to involve the stakeholders in the change process.

*W. Edwards Deming, The New Economics. Cambridge, MA: Massachusetts Institute of
Technology Center for Advanced Engineering Study, 1993, p. 7.
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Some companies try to anticipate customers’ rising expecta-
tions. For example, the Federal Express Corporation tries to stay a
step ahead of its customers” expectations by accepting the belief
that its customers want perfection and they want it cheap. This
was the sentiment behind an advertisement in which a customer
proclaimed:*

I want it on time and in the proper hands. I want it done
correctly, accurately, exactly, precisely, perfectly, effi-
ciently, reliably, expertly, proficiently, faithfully, totally,
absolutely, unequivocally, unmitigatedly, maturely, flaw-
lessly, supremely, unsurpassedly, and certainly without
fault. I want it unharmed, unbotched, untainted, and
unscrewed-up, and most of all, I want it done cheap!

While expectations can be helpful because they prompt com-
panies to improve their products and services, they can also be
harmful. For example, in some communities, the percentage of
high school graduates who decide to continue their formal educa-
tion is virtually zero, while in other communities it is over 95 per-
cent. One major cause of this difference is low community expec-
tations that reinforce the perception that people are helpless to
improve their situation.

Actual Quality

Actual quality is more of an objective or hard measure than per-
ceived or expected quality because it is based on facts or numbers.
Quite frequently, numbers are used to influence perceptions. She-
whart’s methods provide a standard method for using numerical
information to help validate that brand A is better than brand B.
Actual quality includes facts from the past and present, which can
be used to help predict the future. The mutual fund industry pro-
vides a good model for providing customers with access to infor-
mation that can be used to compare expected results with actual
results. Independent sources collect the facts, and newspapers
provide daily and weekly summaries on sales results. Literature
provided by companies provides historical information and
describes the process they use to achieve their results.

’Federal Express advertisement, copyright 1993.
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The Dynamic Trio

Perceived, expected, and actual quality can be found in all types
of situations. They are not mutually exclusive. For example, sup-
pose an election for the mayor is coming up in Muckville, a city
besieged by crime. All three types of quality can be found in this
election:

* Perceived quality. Some citizens of Muckville vote for the can-
didate they believe will do the best job of fighting crime.

* Expected quality. A television ad for the candidate opposing
the incumbent mayor asks, “Are you better off now than you were
2 years ago?” In other words, the ad is asking, “Did you get what
you expected—did crime go down?”

* Actual quality. Some voters look at statistics published in a
local newspaper to validate the effectiveness of any changes that
were made by the incumbent mayor. Newspapers often publish
trends and may eventually convert the trends to control charts if
the readers support this type of improvement.

When voters start comparing facts with perceptions, they also
start to realize that one person or one political party can’t fix prob-
lems such as crime. Rather, all of the citizens have to learn and
apply continuous improvement concepts in areas in which they
have the power and responsibility to improve. The application
guidelines provided in Chapter 7 can be applied to help resolve
almost any type of issue.

Evaluating Quality in Products and Services

One car company just redefined how quality
should be measured.

GM Advertisement

To get a process closer to the ideal, you need to not only take
actions to eliminate common causes of variation but also confirm
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_ Automobile Cost Comparisons.

Vehicles Achieva Accord Camry
Maintenance* $ 959 $2,756 $1,499
Repairs $ 512 $ 366 $1,283
Operating cost** $4,084 $4,098 $4,358

Total cost $5,555 $7,220 $7,140

that those actions are actually reducing variation. This can be
done by studying the process’s outcomes to determine what is
and isn’t working.

In 1992, General Motors (GM) started promoting a standard
definition as to “how quality should be measured.” It sponsored
an independent test to compare the quality of its Achieva to the
highly rated and best-selling Honda Accord and Toyota Camry.
The test concluded that the Achieva’s average total cost of opera-
tion, including maintenance, repairs, and operating costs, was
$5,555 for the first 100,000 miles. This amount was less than the
Accord’s and the Camry’s average total costs, which were $7,220
and $7,140, respectively.* This advertisement helped to create a
perception that the quality level of the Achieva was just as good
as that of the Accord and Camry. Table 5.2 provides the cost com-
parisons.

GM was trying to start a revolution in the auto industry by
raising the expectations of all car buyers. If GM can build a car
that can be operated for 100,000 miles for an average total cost of
$5,555, then all car manufacturers should be able to do it. In other
words, GM was attempting to raise car buyers” expected quality
level.

But do the actual quality level and costs match the expected
ones? According to the commercial, the 100,000-mile test was con-
ducted on a sample size of six Achievas, three Hondas, and two
Camrys. Variation and the small sample size are the basis for the
footnote in the GM advertisement that states: “Consumer experi-
ence may vary.”

Y Summer 1992: One Car Company Just Redefined How Quality Should Be Measured. It Goes
Further Than the Test Track.” General Motors Advertisement, 1992. In Table 5.2, the “+”
indicates that the figures are based on the manufacturer’s recommended maintenance
schedule, and the “++” indicates that fuel, fluids, and routine wear-outs are included.
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This advertisement caught my attention because I like GM’s
definition of how quality should be measured. I also bought a
Camry in 1992 and I expected that my costs would be less than
$5,555. I estimate my actual total costs for the first 100,000 miles
were $4,800. I also don’t expect to spend much more than $4,800
during the next 100,000 miles of operation.

GM'’s comparison of total cost of use is not only applicable to
cars, but also to any type of product or service. Companies that
offer extended warranties have to know their warranty costs in
order to make money on the service.

With such data, companies could provide consumers with an
estimated total cost of their products and services (initial cost
plus the average cost of use). Such information would be invalu-
able to consumers. For example, suppose you have a choice
between two similar products: Product A, which has an initial
cost of $600, and Product B, which has an initial cost of $650. If
you perceive that both products are identical, you might buy the
less expensive one (Product A). But what if the maintenance
costs of Product A over a 5-year period were estimated to be
$150 and those for Product B were zero? Regardless of your
choice, you would have more facts to make a more informed
decision.

Quality and Price Comparisons

Product A Product B
Initial cost $600 $650
5-year average repair costs $150 _ %0
Total costs $750 $650

Organizations that successfully apply SQC are able to reduce
the total costs of their products or services. In addition, they can
often provide them at an initial cost that is much less than that of
the competition.

The continuous improvement paradigm, in effect, provides a
common language for customers and suppliers—a language that
can be used to match perceived and expected quality with actual
quality. This can be summarized in four words: “Show me the vari-
ation.” In other words, you must compare what you want
(ideal/desired outcome) with the current or past situation to
determine if quality is getting better or worse.
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_ Paradigm Shift.

Customer Farmer’s Past Present

Need Requirement Paradigm  Paradigm Future Paradigm

Food Till land to Plow horse Tractor What seems impossible
gIrOW Crops but practical?

Efficiency, Effectiveness, and Paradigm Shifts

If quality is getting worse, if the competition is getting better, or if
customers’ expectations are rising, you need to change your
approach. Basically, you need to improve efficiency or improve
effectiveness. Efficiency is concerned with improving existing
products and services, and effectiveness is concerned with devel-
oping new products and services to meet needs and expectations.

The difference between improving efficiency versus effective-
ness can be seen in the evolution of farming. A century ago, horse
breeders raised and sold plow horses to farmers. These breeders
may have asked their customers how they could improve their
product—a question to which the farmer likely replied, “I need a
horse that is twice as strong and eats half as much.” While the
breeders were trying to develop a more perfect horse (improving
efficiency), someone else was inventing a new product—the trac-
tor (improving effectiveness).

As Table 5.3 shows, the plow horse and the tractor represent a
paradigm shift in meeting the farmers’ need to till the land so that
they can grow crops and thus provide food to their customers.
Paradigm shifts are desirable because they tend to delight the cus-
tomer by closing the gap between actual and expected quality.

Paradigms do not necessarily replace each other; sometimes
they coexist. For example, Amish farmers still consider the plow
horse an accepted paradigm.

Another example of improving efficiency versus effective-
ness can be found in the history of communication. AM radio
was the major source of communication and home entertain-
ment in the 1930s and 1940s. While other suppliers were striving
to make the perfect AM radio, someone else was developing a
new product—the AM/FM radio. The introduction of AM/FM
radios has made AM-only band radios virtually obsolete. This
continuous improvement cycle is illustrated in Figure 5.1
through a series of steps.
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Quality: Doing the Right Things Right
Goal: Improve efficiency Paradigm  Goal: Improve effectiveness
(Doing things right) shift (Doing theright things)
If you always do what you always What today seemsimpossible, but, if it
did, you will usually get what you + could be done, would fundamentally
aways got. improve quality?
Latent Need:
1. AM radio
2. AM radio 3. AM/FM radio
4. AM/FM radio 5.7

Figure5.1. Continuous improvement cycle.

The paradigm shift didn’t stop with the AM/FM radio. The
invention of the black-and-white television replaced the radio as
the major source of home entertainment and created new markets.
The development of color television reduced the demand for
black-and-white television. To expand their markets and increase
sales, manufacturers of AM/FM radios made them smaller and
more portable and added options such as cassette and compact
disk players.

Quality and Creativity

Creativity is a concept that is essential for paradigm shifts. Cre-
ativity is needed to answer the paradigm shift question: “What
seems impossible today, but, if it could be done, would funda-
mentally improve quality?” In other words, what is impossible
but yet practical?

To identify the impossible, observe how the product or service
is being used or provided and then identify (create) the ideal
opposite fact or situation. For example, in the 1950s, the process of
watching television included:

¢ Getting up to turn the television on
¢ Getting up to adjust the sound
* Getting up to change the channel (limited to three or four)

¢ Getting up to turn the television off



70 Section1 What Do I Need to Know?

“Getting up” is a noticeable theme in the process. The opposite
of “getting up” is “not getting up.” So one answer to the 1950s
question, “What today seems impossible but yet practical?” was
the remote control. If this paradigm shift question was asked
today, the answers might lead to the development of a “smart” TV
that is voice-activated and tracks your viewing preferences so you
don’t have to spend a lot of time scanning for your favorite shows.

These same techniques can be applied within an organization
in producing a product or service. The answers to the paradigm
shift questions are commonly referred to as employee suggestions.
A challenging goal for leaders within organizations is to chal-
lenge employees to create 100 to 200 suggestions per year
(two—four per week), of which 95 percent are implemented.® This
challenge could also be extended to direct and indirect cus-
tomers. John Franke, former United States Department of Agri-
culture (USDA) administrator, summarized the results and chal-
lenges of the USDA’s suggestion program in the following
statement:

At USDA we had an employee suggestion campaign, and
were pleased that we got 2,700 suggestions in one week
and put 2,300 of them into effect. Then I learned that Toy-
ota implements 5,000 employee suggestions per day.

Suggestions identify either common (majority) or special
causes of variation. Reducing variation requires cooperation
among the process owners. The learn-apply-teach-support model
(see “Introduction”) can be used by the stakeholders to help sup-
port the cultural transformation that is needed to sustain a com-
mitment to continuous improvement.

To survive and prosper, suppliers not only have to strive for
efficiency, but also search for and accept new paradigms for meet-
ing customer requirements. Improving effectiveness requires a
focus on meeting basic human needs that are timeless. Products
and services for meeting these needs are usually temporary. Once
a new product or service (paradigm) has been accepted, the next
challenge is to strive to make it better until it is replaced or
enhanced by the next paradigm.

°C. Collett, J. Colletti, ]. DeMott, G. Hoffherr, and J. Morgan, Making Daily Management
Work: A Perspective for Leaders and Managers. GOAL/QPC, 1992, p. C-186.
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Key Points to Remember

The outcome from a process continuously gets closer to or further
from the ideal. To get a process closer to the ideal, you need to not
only take actions but also confirm that those actions are actually
improving the outcome. This can be done by developing effective
customer /supplier/stakeholder relationships and studying out-
comes to determine what is and isn’t working.

If the actions are not working, a new approach is needed. This
approach can focus on either improving efficiency or improving
effectiveness. While improving efficiency can bring the existing
product or service closer to the ideal, it will not create a paradigm
shift. Paradigm shifts, which can lead to customer delight, can
only be achieved by improving effectiveness.
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The Basic Tools of Quality

If your only tool is a hammer, everything looks like
a nail.

Unknown
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The majority of all problems occurring within a process can be
solved with the use of a few basic tools. These tools include the
flowchart, cause-and-effect diagram, Pareto chart, scatter dia-
gram, histogram, run chart, and control chart.

Japanese quality expert Kaoru Ishikawa expressed the need
for all citizens to be proficient in the basic tools of quality:'

In the case of Japan, the fact that top management down
to the line workers can use these seven tools is quite sig-
nificant. In fact, the rate of utilization is perhaps the best
in the world. Over 99.9 percent of Japanese people grad-
uate from middle school and anywhere from 92 to 93 per-
cent graduate from high school. They do not find it diffi-
cult to use these tools.

Flowcharts

A flowchart, which is also called a “process chart,” is a picture
(graphical representation) of a process. As Figure 6.1 shows, basic
symbols identify start and stop points, processes, and decisions.

The diamond-shaped decision symbol provides an excellent
source of facts (data) that you can use to plot points to monitor
improvement efforts. For example, suppose Ellen, a math teacher,
wants to improve her teaching abilities. As Figure 6.2 shows, she
can plot whether her students met the class objectives to monitor
her progress.

In a perfect process, there would be no need for decisions. For
example, if Ellen’s students always met the class objectives, the
decision step in the process wouldn’t be needed. The flowchart
could go from “Give Quiz” directly to “End” since there would be
no variation. But, in reality, variation exists in all processes, and as
a result, there are literally hundreds to thousands of decisions to
be made every day. The people closest to a process are in the best
position to make those decisions and, hence, should be empow-
ered to do so.

'Kaoru Ishikawa, What Is Total Quality Control? Englewood Cliffs, NJ: Prentice-Hall,
Inc., 1985, p. 199. Ishikawa defined these tools as: cause and effect diagram, check
sheet, control charts, scatter diagram, Pareto chart, stratification chart, and
histogram.
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Figure6.1. Basic flowcharting symbols.

Teach skill Give quiz
T No

Figure6.2. Flowchart for teaching a skill.

Objectives
met?

1100
1080
1060

1040 \

1020

1000 —— = =
980
960
940
920
900

Score

73 75 77 79 81 83 8 87 89 91 93 95 97
Year

Figure 6.3. National mean SAT/SAT I scores. The maximum score is
1600.

Run Charts

A run chart, which is also referred to as a “trend chart,” identifies
outcomes from a process over time. It provides an initial indica-
tion of whether a process is getting better, getting worse, or stay-
ing about the same.

For example, an indicator that is commonly used to measure
the effectiveness of schools is the Scholastic Assessment Test
(SAT). Figure 6.3 provides a trend chart of average SAT/SAT I
scores from 1972 to 1997.2

21997 College-Bound Seniors; A Profile of SAT Program Test Takers, The College Board. In
1995, the College Board recentered the score for all tests in the SAT program.
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Histograms

Over a century ago, mathematicians found that statistics recorded
in large numbers tended to fall into definite patterns. Such pat-
terns, referred to as “normal” patterns or distributions, resembled
a bell-shaped curve. The curve is referred to as a “normal” distri-
bution curve. The histogram identifies the shape of the distribution
(normal or abnormal), the spread of results (wide or narrow), and
the location of the average.

To illustrate the normal curve and to provide an example of how
to develop a histogram, let’s say that you want to record the number
of minutes it takes to commute to work each day. The first day, it
takes you 9 minutes, so you plot this data point on a horizontal scale:

X
24 56 7-8 9-10 1112

On the second day, your commute takes 9.5 minutes, so this
data point is added:

X
X
24 56 7-8 9-10 11-12

As the commute times for each day are plotted, a shape or dis-
tribution emerges. Notice how most data gather near the center
and how the shape tends to taper off away from the center:

X
X X
X X X
X X X X X
24 56 7-8 9-10 11-12

When the x’s are replaced with bars, a frequency distribution
called a histogram emerges (Figure 6.4). This can also be shown as
a distribution curve with upper and lower control limits added
(Figure 6.5).

Dr. Walter A. Shewhart discovered that, although not all data
from a process fall into a normal distribution, the averages gener-
ated from a stable distribution always provide a normal distribu-
tion.? In other words, if you plot your daily commuting time, the

*John McConnell, Analysis and Control of Variation, 3rd edition. Manly Vale, New South
Wales, Australia: Delaware Books, 1987, p. 25.
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2 4 6 8 10 12
Figure 6.4. Histogram.

LCL UCL

Figure 6.5. Distribution curve.

distribution may not appear to be normal, but if you record your
average weekly commuting time, this distribution will tend to be
normal.

A histogram is often used in conjunction with run or control
charts because numbers displayed only on a run/control chart can
be deceiving. For example, suppose two groups of 10 students,
Group 1 and Group 2, are given a math test. In Group 1, two stu-
dents receive A’s, two receive B’s, two receive C’s, two receive D’s,
and two receive F’s. In Group 2, all 10 students receive C’s. If you
simply compare the averages of these two groups, they appear to be
identical; both groups had an average score of C. But the results from
Group 2 represent a higher degree of predictability. The more pre-
dictable a process, the easier it is to test the effects of a change on it.

Cause-and-Effect Diagrams

The cause-and-effect diagram, also referred to as the “Ishikawa Dia-
gram” because it was developed by Kaoru Ishikawa, graphically
represents the relationship between an effect and all possible
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causes. (Why don’t we always get perfect results? Be-“cause”. . .
Each cause or reason for imperfection is a source of variation.

Causes are usually grouped into major categories to identify

sources of variation. The categories typically include:
* People—Anyone involved with the process

* Methods—How the process is performed and the specific
requirements for doing it, such as policies, procedures,
rules, regulations, and laws

* Machines—Any equipment, computers, tools, etc., required
to accomplish the job

* Materials—Raw materials, parts, pens, paper, etc., used to
produce the final product

* Measurements—Data generated from the process that are
used to evaluate its quality

e Environment—The conditions, such as location, time,
temperature, and culture, in which the process operates

A cause-and-effect diagram for improving the results of a test

in school might look like the diagram in Figure 6.6.

People Method Equipment
Parents Teachers w Computers
N N S— . —

Learning style

Students Homework \«——mmm

_ —_—
P r O C e S S Missed
guestions
Resources Tests
Textbooks — —
—> .
Fear Quizzes
Materials Environment Measurement

Figure6.6. Cause-and-effect diagram for test.
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Each cause is a source of variation that can be classified into
one of three categories: (1) causes over which you have direct con-
trol, (2) causes over which you have some control, or (3) causes
over which you have little or no control. After you classify the
causes, another option is to assign an individual’s name to the
cause. This will help identify the people you need to involve or
people who might be impacted by any changes you make to the
process. It is recommended that you first reduce the causes that
you can directly control. These causes also provide a starting
point for defining the problem. For example, suppose Ellen, the
math teacher, thinks that homework is a cause of variation in her
students’ test scores. A problem statement or improvement theory
may be: If more homework assignments are given, then students
will miss fewer test questions.

Typically, a cause-and-effect diagram is used to identify the
causes of a problem, such as “missed questions.” This tool, how-
ever, can also be used to identify resources needed to implement
a solution to a problem. For example, suppose Ellen determines
that her students can improve their test scores if they use a math
software program in class. The software program then becomes
the “effect,” and the major categories (such as people, method,
equipment, materials, environment, and measurement) can be
used to identify factors that need to be considered when selecting
the software.

Pareto Charts

The Pareto chart was developed in 1950 by J. M Juran, who named
it after Italian sociologist and economist Vilfredo Pareto, propo-
nent of the theory that most results come from a few causes. He
noted that approximately 80 percent of the wealth in Italy was
controlled by 20 percent of the citizens. The 80 percent/20 percent
theory has been repeatedly tested and validated in the business
world. It has been used to predict various effects and their causes,
such as:

* Approximately 80 percent of sales come from 20 percent of
the customers
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Number and percent of students
25 who missed the question

0
20 40%

15
30%

10

0,
5 10% 5% 5%

3 10 9 1 5
Question number

Figure6.7. Pareto chart of missed questions on a test.

¢ Approximately 80 percent of the work is done by 20
percent of the employees

* Approximately 80 percent of problems come from 20
percent of the causes

For example, the Pareto chart in Figure 6.7 lists the most fre-
quently missed questions on a 15-question test. Questions 3, 10,
and 9 account for 80 percent of the missed questions.

Scatter Diagrams

A scatter diagram shows the relationship between two variables. It
is often used to help determine whether there is a relationship, or
correlation, between a problem (effect) and a possible solution
(cause). The correlation can be positive, negative, or nonexistent.
Although a scatter diagram does not prove a cause-and-effect
relationship exists, it does help identify improvement theories
that can be validated through the use of a control chart.

A scatter diagram showing a positive correlation would look
similar to the one in Figure 6.8.

This diagram shows that the more homework assignments are
completed, the higher number of right answers are scored on the
test. In other words, it indicates that the method to correct the
problem has resulted in improvement.
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60

Right
answers

1 2 3 4 5 6 7 8 9 10
Number of homework assignments completed

Figure 6.8. Scatter diagram showing a positive correlation.

Right
answers

0

1 2 3 4 5 6 7 8 9 10
Number of homework assignments completed

Figure 6.9. Scatter diagram showing a negative correlation.

A scatter diagram showing a negative correlation would look
similar to the one in Figure 6.9.

This diagram shows that the more homework assignments
are completed, the fewer number of right answers are given
on the test. In other words, it indicates that the method to cor-
rect the problem may have actually caused the problem to
worsen.

A scatter diagram showing no correlation would look similar
to the one in Figure 6.10. This diagram indicates that the method
to correct the problem did not indicate improvement.
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answers
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O1234 5 6 7 8 9 10

Number of homework assignments completed

Figure 6.10. Scatter diagram showing no correlation.

Control Charts and Two Types of Data

Control charts are run charts with control limits. They are used
to identify the trends of facts or numbers (statistics). Shewhart
determined that statistics fall into two categories: attribute data
and variable data.

Attribute data can be classified and counted. Examples include
information that can be classified as yes or no, true or false, pass or
fail, or go or no-go. Examples of attribute data include:

Process Attribute Count/Ratio
Flipping coins Heads or tails Number of heads
or tails
Employment Employed or Number of employed
unemployed or unemployed
Graduation Graduated or Number of graduates
dropped out or dropouts
Sport contests Won or lost Number of wins or
losses
Lotteries Won or lost Number of winning

or losing tickets

Variable data cannot be classified, but they can be expressed in
measurements. Examples include the following:

Characteristic Measurement
Height Feet, inches, centimeters, or millimeters
Weight Pounds, ounces, or grams

Time Years, days, hours, or minutes
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There are different types of control charts for attribute and
variable data. Shewhart developed formulas for calculating con-
trol limits based on the type of chart used. Matching the right
chart to the data being studied helps to minimize making one of
two mistakes when changing a process (see Chapter 4, Two Types
of Mistakes).

Control Charts for Attribute Data

Attribute control charts are used to monitor the count or percent-
age of things gone either right or wrong. The most common types
of attribute charts are:

* The c chart. The count, or c, chart records how many times a
certain instance occurs over time when the characteristic being
counted can theoretically occur an unlimited number of times. For
example, a ¢ chart could be made to record the number of phone
calls received by a mail-order company in a day or to record the
number of car accidents in a week.

® The u chart. The u chart is used to count things by units and
can be used when sample sizes are constant or variable. If the unit
being analyzed is a test in school, the count would include the
number of questions answered right or wrong. If subgroups vary
more than 25 percent, special calculations are required.

® The np chart. The number-of-affected-units, or np, chart
records the number of defective units found per sample when
sample sizes are constant. In a school example, a chart could be
developed to record the number of missed questions on a weekly
test consisting of 50 questions. Another example would be to chart
the number of invoices with mistakes every week out of a sample
of 100.

® The p chart. Used when sample sizes are constant or vari-
able, the percent, or p, chart records the percentage of units found
per sample. If subgroups vary more than 25 percent, special cal-
culations are required. In the school example, the chart could be
used to plot the percentage of right/wrong answers on a test.
Essentially, the np and p charts show the same information—that
is, they give information on how the process is varying—but their
methods differ (count versus percentage).
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Constructing attribute charts is a fairly easy task. You just need
to plot the points. For example, if constructing a c chart, you sim-
ply plot the number of phone calls received. The control limits for
attribute charts follow standard practice: the upper control limit
(UCL) is put three standard deviations above the average, while
the lower control limit (LCL) is put three standard deviations
below the average.

Control Charts for Variable Data

Variable control charts, used when a characteristic needs to be
measured, require that two charts be developed. One chart is used
to monitor the variation in the average value (usually called the
mean or X-bar value) of the characteristic being measured, and one
chart measures the range (R value) from the mean. The mean and
range are calculated from samples within subgroups of data. The
three most common types of variables charts include the average
and range, the median and range, and the average and standard
deviation.*

A control chart that can be used for either attribute and vari-
able data in which the subgroup size is one is referred to as an
individual moving range chart or X-MR. This chart is used for indi-
vidual measures such as commuting time, body weight, sales fig-
ures, percent of total income invested in a savings account, miles
per gallon, and crime statistics. This chart was used for the exam-
ples provided in Chapter 4.

The following chart provides sample data that will be used to
illustrate the steps involved in developing X-MR charts.”

*QIP Inc./ Productivity Quality (PQ) Systems Inc. Improvement Tools: Variable Charts,
p- 1, QIP Inc./PQ Systems Inc., V-2 revised 8/2/91

*The amount of data required for calculating control limits varies with the type of
chart being used. Generally, 15-25 data points are recommended before calculating
control limits. However, when limited data is available (see examples in Chapter 4),
control limits can be calculated using less data. For more information, I recommend
the books: Short Run SPC and Understanding Statistical Process Control by Donald J.
Wheeler, published by SPC Press, Knoxville, TN.
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Sample Data

Individuals

Measure Moving Range
20
25
18
16
18

Total 97 16

Average 194 4

AR
N NN Ol

Here are the steps to create an X-MR chart:

Step 1. Calculate the average for the individuals measures. To cal-
culate the average, you add the individuals measures together.
This sum is then divided by the number of measures. For the data
just given, the average is:

20+25 +158 +16 +18 :% _194

Step 2. Calculate the moving range. The moving range is the dif-
tference between the consecutive readings expressed in positive
numbers. For example, the difference between the first individu-
als measure of 20 and the second of 25 is 5. The difference between
the second measure of 25 and the third of 18 is 7, etc.

Step 3. Calculate the average of the moving range values. To calcu-
late the average, you add the moving range values together. This
sum is then divided by the number of values. In the example data,
the average of the moving range is:

5+7+2+2 _16 _
4 4
Step 4. Calculate the control limits for the individuals graph. To

calculate the upper control limit (UCL) for the individuals
graph:

4

* Determine the appropriate weighting factor. The weighting
tactor, which depends on the size of the moving range subgroup,
is obtained from published tables. For the X-MR chart, the appro-
priate weighting factor is 2.66.
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* Multiply the appropriate weighting factor times the average
of the moving range (this was calculated in Step 3). In other
words, 2.66 x 4 =10.64.

* Add the sum just determined to the individuals average
(this was calculated in Step 1). In other words, 10.64 + 19.4 = 30.04.
This number is then rounded off to 30.0, which is the upper con-
trol limit.

This UCL calculation is often expressed using the following
formula:

UCL = Individuals Average + (Weighting Factor x MR Average)
Or, in the case of this example:

UCL =194 + (2.66 x 4)
UCL =194 +10.64
UCL =30.0 (rounded)

To calculate the lower control limit (LCL) for the individuals

graph:

* Determine the appropriate weighting factor. Since the same
data are used, this factor will be the same as the one used to cal-
culate the UCL (2.66).

e Multiply the appropriate weighting factor times the average
of the moving range (this was calculated in Step 3). In other
words, 2.66 x 4 = 10.64.

* Subtract the sum just determined from the individuals aver-
age (this was calculated in step 1). In other words, 19.4 - 10.64 =
8.76. This number is then rounded off to 8.8, which is the lower
control limit.

This LCL calculation is often expressed using the following formula:
LCL = Individuals Average — (Weighting Factor x MR Average)
Or, in the case of this example:

LCL=19.4 - (2.66 x 4)
LCL=194-10.64
LCL = 8.8 (rounded)
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Figure 6.11. Control chart for the individuals measure.

After the UCL and LCL are calculated, they can be plotted,
along with the individuals average, on the individuals graph.
Figure 6.11 shows this graph for the example data.

Step 5. Calculate the control limits for the moving range graph. To
calculate the UCL of the moving range graph:

* Determine the appropriate weighting factor. Once again,
the weighting factor depends on the size of the moving range
subgroup and is obtained from published tables. There are dif-
ferent tables for individuals and moving range graphs. The
appropriate weighting factor for the individual moving range
graph is 3.267.

e Multiply the appropriate weighting factor times the average
of the moving range (this was calculated in Step 3). In other
words, 3.267 x 4 = 13.07. This number is then rounded to 13.1,
which is the upper control limit.

This UCL calculation is often expressed using the following
formula:

UCL = Weighting Factor x MR Average
Or, in the case of this example:

UCL =3.267 x4
UCL =13.1

No calculations are necessary to determine the LCL of the
moving range graph. The lower control limit is always zero.
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Figure 6.12. Control chart for the moving range.

After the UCL and LCL are calculated, they can be plotted,
along with the moving range average, on the moving range
graph. Figure 6.12 shows this graph for the example data.

The standard method for displaying variable control charts is
to place the individuals chart over the moving range chart.

Control Chart Interpretation

What do you do with the X-MR control chart you’ve constructed?
While Chapter 7 discusses the process improvement cycle in
much more detail, here is an overview of how this chart can be
used to monitor improvement efforts:

Step 1. Analyze the chart to see if there are any special causes based
on the following conditions.®

¢ Any point outside the control limits

* Run of seven points to include seven or more points in a
row above or below the center line; seven or more points in
a row going in one direction, up or down

¢ Any nonrandom patterns to include: too close to the
average; too far from the average; cycles

There are several out-of-control test options to include: Automotive Industry Action
Group (AIAG) tests, AT&T tests, Duncan’s tests, Gitlow’s Attributes and Variables
tests, Hughes’ tests, Juran’s tests, and Western Electric Zone tests. The examples used
in this text are based on AIAG tests.
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If special causes exist, it means the process is unstable. Thus,
you need to go to Step 2. If the patterns indicate only common
causes, you can go to Step 3.

Step 2. Investigate the special causes of variation and remove them if
they can recur. Validating an improvement action requires a stable
process. If the special cause is an expected consequence of an
improvement action, go to Step 4; otherwise the special cause
needs to be identified and removed.” This is best accomplished by
the people closest to the process.

Step 3. Reduce common causes of variation. Common cause varia-
tion can be reduced by:

¢ Identifying some of the reasons why the process isn’t
perfect (causes of variation)

¢ Selecting a cause that you have the power and
responsibility to change

* Developing and implementing a change that will reduce or
eliminate that cause

¢ Collecting additional data to validate if the change resulted
in an improvement. A trend of seven or more consecutive
points up or down, or seven or more consecutive points
above or below the average, can indicate a change in the
process.

Step 4. Monitor the process to ensure improvement is maintained.
There is an important difference between validating whether the
change resulted in improvement and monitoring the process to
ensure that improvement is maintained. For example, suppose
you decided to change routes to improve your commuting time,
after which you plotted your commute times for another seven
days. As Figure 6.13 shows, there was a process shift, which is
indicated by seven points in a row below the average (points
26-32). At this point, you have validated that the change resulted
in improvement. To ensure that the improvement is maintained,
you would need to continue to monitor the process.

’Although you can improve an unstable process, technically, you can not validate the
change you made resulted in the improvement.
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X-bar UCL = 17.17; Mean = 14.14; LCL = 11.11
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Figure 6.13. Control chart after a change.

Key Points to Remember

H. G. Wells remarked that, one day, statistical thinking will be as
necessary for efficient citizenship as the ability to read and write.
That “one day” is now.

The basic tools of quality can be used to solve the majority of
quality-related problems. They represent an improved method for
organizing facts (statistics/numbers) and a better way to deter-
mine if change results in improvement.



The Process of Continuous Improvement
and Learning

Doing or saying the same thing over and over
again and expecting a different result indicates
optimism, fear, lack of knowledge, and/or insanity.

Author

93
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Process and Paradigm

The continuous improvement paradigm implies that a problem
is never solved because variation is never eliminated. In other
words, a problem represents an unacceptable degree of varia-
tion, and a solved problem represents an acceptable degree of
variation.

The plan-do-study-act (PDSA) cycle represents the continuous
improvement process. It is a common sense method that people
unconsciously use to resolve any type of problem. The PDSA cycle
can be linked to the traditional problem-solving approach:

PDSA Traditional Problem Solving

Plan 1. Identify the problem (actual situation)
2. Identify the causes (reasons or excuses)
3. Develop alternatives/solutions (desired conditions)
Do 4. Implement the best alternative/solution
Study 5. Compare actual results with the desired conditions
identified in Step 3
Act 6. Repeat the cycle until you get what you want

The traditional problem-solving process can be further broken
down into four phases: problem recognition, decision making,
problem resolution, and follow-through. These phases are flow-
charted in Figure 7.1.

Problem recognition ~ Decision making Problem resolution Follow-through

Identify the Select an Compare Take_
: desired to appropriate
facts alternatives ;
actual action

Acceptable
results?

Problem?

Repeat
the cycle

Figure7.1. Phases in the traditional problem solving process.
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In any type of problem-solving or decision-making process,
choices are mandatory and problems are optional. Here is how it
works: In the problem-recognition phase, you choose if the facts
represent a problem. If you think there is a problem, you proceed
to the decision-making phase. At this point, you choose which
alternative you think will improve the situation and then decide
whether or not to implement it. If you decide to implement the
selected alternative, you proceed to the problem-resolution phase.
At this time, you take action and determine if the results from the
change are acceptable. Finally, in the follow-through phase, you
take appropriate action until you get what you want.

The transition from traditional problem solving to continuous
process improvement requires an awareness that problems repre-
sent outcomes from either a stable or unstable process, causes of
problems are due to variation that is either common (usual) or
special (unusual), and optimal approaches require the develop-
ment of a common or shared vision based on the ideal.

The merging of the problem-solving approach and continu-
ous process improvement paradigm results in a refined continu-
ous improvement and learning process. While this process is
“not new,” it now incorporates new ways of thinking. Table 7.1

TABLE 7.1. A Refined Continuous Improvement
and Learning Process.

Plan Problem recognition
1. Identify the facts
2. Identify and define the process—this includes identifying the
requirements and desired/ideal outcomes
3. Plot points to determine if the variation in the process can be predicted

Decision making

1. Identify causes and/or develop alternatives

2. Select the best (optimum) alternative

3. Develop an action plan to implement the selected alternative(s)

Do Problem resolution
1. Take action to implement the selected alternative(s).

Study 2. Compare actual results with expected outcomes—share lessons
learned
Act Follow-through—take appropriate action based on the results of the

initiative
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Problem recognition Decision making Problem resolution Follow-through
Identify causes
Identify the facts ¥ and/or develop
alternatives
Plan ";e?_“fy t";"d Select the best
efine the alternative
process
Plot points to Develop an
assess process action plan
predictability
Yes
Problem?
No
Do Implement Take action
plan?
No
Study Compare a_ctual
results with
expected
results
Take
Acceptable appropriate
results? action
Act Yes
Repeat the \ 4
cycle(s)

Figure7.2. A continuous improvement and learning process.

highlights the subtle changes between the old and the new con-
tinuous improvement and learning processes (additions are in
italics).

Figure 7.2 provides a flowchart of the process, which begins
with the selection of an issue and never ends because variation
is never eliminated. The application guidelines provide addi-

tional details for each step in the process.
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TABLE 7.2. | Getting Started with Tools.

Problem Decision Problem Follow
Basic Tools Recognition Making Resolution through
Working with Ideas
Brainstorming X X X X
Cause-and-effect X
diagrams
Flowcharts X
Action plan X X
Working with Facts
Run charts X X
Control charts X X
Scatter diagrams X
Histograms X X
Pareto charts X

How the Basic Tools of Quality Fit In

Although each of the basic tools of quality can be used in any
phase of the process, the chart in Table 7.2 provides an introduc-
tory guide to the tools commonly used in each phase of the
process. When working with groups/teams, additional tools will
include group dynamics, facilitation, and meeting management.

Guidelines for Applying the Continuous
Improvement and Learning Process
The following guidelines provide specific details for each

step in the continuous improvement process, as reflected in
Table 7.1.

Problem Recognition

Comparing the desired outcome to the actual outcome can be
accomplished by following these steps:

1. Identify the facts. Describe the current situation. What is cur-
rently happening? What information is currently being used to
provide feedback relevant to the issue?



98 Section 2 How Do I Apply What I Learn?

2. Identify and define the process. A flowchart is a good tool to use
to document and communicate actions that are taken or could be
taken to achieve intended outcomes. Prior to developing a flow-
chart, you should:

a.

b.

Identify basic needs. What requirements should the process
meet?

Identify the people who are directly or indirectly affected by
the process and identify their respective needs. What
products and services are currently being provided to meet
these needs? In an organization, for example, direct
customers include people who buy the product or service;
internal customers are employees; and indirect customers
include other stakeholders such as suppliers, families; and
community. In Chapter 5, Table 5.1 provides an example of a
matrix that can be used to organize this information.

Identify desired outcomes. Desired outcomes include what
people on all sides of an issue say they want or expect from
the process.

Identify ideal outcomes (if different from desired). What
would people on all sides of the issue agree on as the ideal?
Challenge existing mind-sets: What seems impossible today
but, if it could be done, would fundamentally improve
quality? In other words, what seems impossible but yet is
practical? Summarize the ideal outcomes in a vision
statement that people working in the process believe is
inspiring and achievable. This statement should be brief and
should accurately describe what the situation will be like
once the vision is achieved. In addition to vision, other
common terms used to provide focus for action are end-state
and intent.

Ascertain commitment. To help develop commitment to a
common or shared vision, record the answers to the
following questions: How will you feel or what will the
situation be like if the ideal/desired outcome is achieved?
What will it be like if the ideal is never achieved? Answers to
these questions need to be specific, descriptive, written in the
present tense, and frequently reviewed.

3. Plot points. What feedback/outcome measures (facts, data,
evidence, observations, opinions, benchmarks, etc.) will indicate
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progress toward the ideal? Develop a behavior-over-time (run or
control) chart to determine if the process is stable or unstable and
to measure progress toward the ideal. Run or control charts are
like road signs—they help indicate how many miles you have
gone and still need to go.

Decision Making

Developing and selecting an alternative(s) can be accomplished
by following these steps:*

1. Identify causes and/or develop alternatives. In the decision-
making cycle, you can either identify causes of the existing
problem and then select alternatives, or you can skip identify-
ing causes and go right to developing alternatives. This situa-
tion represents different sides of the same coin. For example, if
you wanted to work on an issue, such as increasing voter
turnout, you could either identify the causes as to why people
don’t vote, which would help you to identify alternatives, or
you could just develop alternatives, like volunteering to register
more voters.

A cause-and-effect diagram is a useful tool to record causes.
Using such a tool, you should:

a. Identify the causes. What are the possible causes of the
problem? Classify these causes according to the amount of
control the individual or group has over them. The degree of
control can be broken down into:

e Direct control
e Some control
e Little control

The risks of making changes that will result in improvement
are directly proportional to the category of control or power
the individual or group has over the respective cause.
Generally, the more people involved in resolving the issue
who have direct control over one or more of the causes, the
higher the odds of success.

!Adapted from the U. S. Army’s tactical decision-making process.
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b. Develop alternative solutions for achieving the outcome.
Alternatives represent improvement theories (that is, “If I do
this, then this will happen”). Typically, there are two courses
of action:

e Standardize (stabilize/maintain) the process. This is achieved
by developing procedures (rules, laws, or regulations) and
then monitoring the process to eliminate special causes
when they occur. The improvement cycle for this
alternative is referred to as the standardize-do-study-act
(SDSA) cycle. The goal in process standardization is to look
for ways of minimizing the resources needed to maintain
the process. In other words, don’t do or say anything that
does not add value to the process. This could be as simple
as accepting the situation and putting resources on higher
priority projects.

e Improve the process. The scope of improvement can be either
evolutionary or revolutionary. Evolutionary improvement
involves incremental changes over time. Revolutionary
improvement involves drastic changes that are
implemented all at once. Revolutionary improvement is
commonly referred to as starting over from scratch,
reinventing, reengineering, or redesigning.

The example of personal body weight illustrates the
concepts of standardization and improvement. If you
developed a routine for maintaining your existing weight,
this would represent standardization. If you successfully
dropped 10 pounds and kept the weight off, this would
represent an evolutionary improvement. If you drastically
changed your lifestyle, such as adopting a vegetarian diet
and exercising every day, this might represent a revolutionary
improvement.

2. Select the best alternative. An optimum solution is one that
has a positive impact on everyone affected by the solution both
in the short and long term. This is referred to as a win/win situ-
ation. A win/lose or lose/lose situation is one in which people
affected by the solution believe that it benefits someone else at
their expense. For example, consider the American Revolution.
At the time, it was an alternative that was perceived as a win for
some of the colonists and a loss for those wanting to maintain
the status quo. In the long term, the American Revolution is
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_ Three Alternatives.

Possible Impacts: Win (+); Lose (-)

Solutions A B C D Net effect
Alternative 1 + + + + Win/Win
Alternative 2 + - + + Win/Lose
Alternative 3 - - — - Lose/Lose

_ Comparing Alternatives.

Comparison Criteria
Ranking: 1 =low; 5=high  Alternative1  Alternative2  Alternative 3

1. Cost 1 3 5

2. Benefits 5 3 1

3. Desire and commitment 5 2 4
to change

Total 11 8 10

generally perceived as a win/win situation. Nuclear war is an
example of an alternative that most people would agree is a
lose/lose situation.

The matrix in Table 7.3 identifies three alternatives that have
either a positive or negative impact on other areas (A through D).
An area could represent an individual, group, nation, and so
forth.

When selecting the best alternative, you should:

a. Analyze each alternative. What are the advantages (benefits)?
What are the disadvantages (concerns)? How will the people
who are affected by the change feel about it? What are some
of the possible unintended outcomes? Will it unite or divide
people? Answers to these questions identify criteria that can
be used for comparing alternatives.

b. Compare alternatives. Develop criteria and rank the
alternatives. For example, suppose you identified three
alternatives and ranked them using the criteria shown in
Table 7.4. Based on the ranking, Alternative 1 is the best
choice.

3. Develop an action plan to implement the selected alternative.
An action plan identifies tasks, time lines, resources, and
responsibilities.
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Problem Resolution
Problems can be resolved by taking the following steps:
1. Take action to implement the selected alternative(s).

2. Compare actual results with expected outcomes. What was sup-
posed to happen? What actually happened? What went right?
What went wrong? What will you do differently next time? If you
are monitoring progress with trend or control charts, you need at
least seven points either upward or downward, or seven points
either above or below the average, to have a statistically signifi-
cant trend.

Document your success stories, alias “lessons learned,” so
that they can be used as a future reference and/or to help educate
others.

Follow-through

Continuous improvement can be achieved by taking the appro-
priate action based on the results of the initiative. There must
be a balance of standardization and continuous improvement
(incremental or radical) for significant and lasting progress.
Improvement, like quality, is uniquely defined in each situ-
ation, but it usually involves meeting one of the following
challenges:?

1. Doing more with less—Having to meet a higher standard
with fewer resources

2. Doing the same with less—Having to meet the existing
standard with fewer resources

3. Doing more with the same—Having to meet a higher
standard with the same resources

*Continuous improvement can also include doing more with more and doing less with
less. A company that is increasing its products and services, hiring more employees, or
opening more locations to deal with increasing customer demand is an example of
doing more with more. An organization that is selling off parts of its business so that it
can specialize in a few key areas is an example of doing less with less. Trend and/or
control charts of critical performance measures can help validate the category of
continuous improvement.
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The Continuous Improvement Process at Work

The following examples provide summaries of how the contin-
uous improvement and learning process was applied to
improve basketball free throw shooting, to implement a more
effective savings and investment process, and to develop this

book.

Basketball Free Throw Shooting’

1. Problem recognition. In a basketball game, when you are in
the act of shooting and another player makes physical contact
with you, you are given a free shot referred to as a free throw. 1
noticed that my younger son had a stable process for hitting, on
average, four out of 10 (40 percent) free throws. He agreed to test
anew process to see if his average could be improved. The desired
outcome was a higher free throw shooting percentage. I defined
an ideal free throw as one that goes in through the middle of the
rim, lands on the same spot on the floor every time, and rolls
straight back in the shooter’s direction after landing.

2. Decision making. I believed that a few adjustments (evolu-
tionary improvements) in my son’s process would increase his
accuracy. The first adjustment was for him to place his right foot
at the middle of the foul line (he is a right-handed shooter). Other
adjustments required him to visualize the ball going in before he
shot and to focus on the front middle of the rim as he shot.

3. Problem resolution. These changes to his process resulted in
an improvement in practice of an average of 36 percent. During
the season, he hit 37 of 52 free throws for an average of 71 per-
cent. While my son’s average is nowhere near the world record
for consecutive free throws, he was quite happy with his
improvement. (Tom Amberry, who was 72 at the time, set the
world record by making 2750 free throws over a 12-hour period
on November 15, 1993. For practice, he shot 500 free throws a
day.)

*Timothy Clark and Andrew Clark, “Continuous Improvement on the Free-Throw
Line.” Quality Progress, October 1997, pp. 78-80.
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4. Follow-through. Between seasons, my son went to a basket-
ball camp where one of the instructors advised him to change his
process, which he did. During the next season, his free throw
shooting average, as well as his other shots, dropped by 20 per-
cent. We then went back to his old process, and his shooting
returned to normal.

A Family Investment Strategy

1. Problem recognition. When he was old enough, my older son
wanted to earn some spending money, so he started his own busi-
ness of mowing grass, raking leaves, shoveling snow, and baby-
sitting. My son’s process for managing money was simple and
predictable (that is, stable): Make money; spend money; repeat the
cycle. To my son, the fact that he wasn’t saving any money was a
fact but not a problem; in other words, the process was good
enough. As a parent and process owner,* however, I felt that the
process presented a problem; in other words, the process wasn'’t
good enough. I envisioned what might happen once he was old
enough to get his own credit cards. Customers have latent needs,
and in this case, my son’s latent need was for me and his mom to
develop his understanding of the importance of managing money
and investing in the future.

2. Decision making. Our first attempt to reduce variation was to
use all of the standard parent lectures, hoping that these discus-
sions would inspire him to improve his process.

3. Problem resolution. After a few months, my wife and I real-
ized that the only time he was saving anything was when we
remembered to tell him to make a deposit. We then required him
to save 50 percent of everything he earned. We also required him
to plot points. When he started keeping records of his earnings
and deposits, he began to enjoy seeing the balance in his savings
account increase. Money should be enjoyed, but it should also be
invested and put to work.

4. Follow-through. After a couple of years, the mandatory 50
percent deposit was replaced with a voluntary rate of 10 percent.

*Technically, parents are the process owners for children who are under the age of 18.



Chapter 7 The Process of Continuous Improvement and Learning 105

Despite the fact that we changed the standard, he continues to
save and invest a minimum of 10 percent and sometimes as much
as 100 percent of what he earns.

Motivated by my son’s example, my wife and I started plotting
points on our own savings history. In his book The Richest Man in
Babylon, George S. Clason suggests that you save and invest 10
percent of what you earn. In other words, you “pay yourself first”
and put your money to work for you.° Because of my son’s exam-
ple, our family has been introduced to a whole new paradigm. We
are now plotting points on the amount of money our savings are
earning.

Writing This Book

1. Problem recognition. I put off writing this book for several
years for two “good” reasons: I don’t like to write, and the only
time I have to write is in the evenings and on weekends. I associ-
ated massive pain with replacing my free time with something
that I did not like doing. To help develop my desire and commit-
ment, I started imagining (visualizing) and writing down all the
good things that could happen once the book was completed. This
turned out to be an extensive list that I reviewed and updated reg-
ularly. The more I reviewed and refined this list, the more com-
mitted I became to writing the book.

2. Decision making. Two of the biggest barriers that I had were
time and a dislike for writing. The alternatives that I selected
were to review and refine my list of ideal outcomes and to spend
just 2 hours a week on writing.

3. Problem resolution. The more I wrote and rewrote, the easier
it became. This motivated me to increase the amount of time I
spent writing. Also, the more I reviewed my list of ideal outcomes,
the more I began to associate pleasure with working on the book,
which helped overcome my procrastination. One of my biggest
breakthroughs was accepting the fact that the book will never be
perfect.

5George S. Clason, The Richest Man in Babylon. New York: Penguin Group, Penguin
Books USA Inc., 1955.
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4. Follow-through. Once a preliminary draft of the book was
developed, I gave copies to friends and customers who were inter-
ested in helping me improve it. The reader survey questionnaire
in Appendix C was also added to solicit feedback and recommen-
dations for future improvements.

Key Points to Remember

Key differences between the old and new problem-solving
processes are being aware that problems represent unacceptable
degrees of variation and are a result of a process. Processes are
either stable or unstable, and reducing process variation requires
optimal approaches. Optimization is achieved when quality is
improved in one area without making it worse in another. People
affected by the process determine if the situation got better or
worse.

One of the significant advantage gained by applying the qual-
ity methods and tools is that they provide a common language for
determining when change results in improvement. Documenting
lessons learned and communicating success stories is a great way
of helping others who may be working on resolving similar
issues. Perhaps the most significant benefit of this technology is
that it results in a 100 percent success rate because you always
learn something new.

Application of the continuous improvement and learning
process creates a chain reaction. Improvement requires change,
and change requires action. Action leads to experience, and expe-
rience can lead to knowledge. Knowledge of the impacts of the
change, to include intended and unintended results, leads to wis-
dom. Wisdom is increased by taking more action.
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The Leadership Challenge

Management is doing things right, leadership is
doing the right things.

Warren Bennis and Peter Drucker
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Given the choice between chaos and order, people generally choose
order. Given this desire for order or stability, there are usually more
people who accept the status quo (as evidenced by results and not
words) than those who want to take action to change it. It is this
condition that creates a need for leaders. Change can be managed,
but change that results in improvement must be led.

The leadership function requires presentation of an alternative
future or end state that inspires the leaders and their followers to
take action to achieve it. The end state could be a safer community
where doors can be left unlocked at night, or something more
common such as a family vacation in which each family member
has the chance to choose a day’s activity that presents the oppor-
tunity for each individual to be a leader and a follower.

As was mentioned at the beginning of this book, change
requires the answers to three basic questions:

1. What do I need to know (logical)?
2. How do I apply what I learn (physical)?
3. Why should I apply what I learn (emotional)?

The answers to these questions lie in three critical factors that
need to be present in a continuous improvement initiative:

1. What?  Develop a conscious awareness and understanding of
variation

2. How?  Adopt a lead-by-example approach

3. Why?  Develop your desire and commitment

It is hoped that this book has given you inspiration, helped
you develop a conscious awareness and understanding of varia-
tion, and shown you how to apply what you have learned so that
you can lead others down the path to continuous improvement.
Leading others down the path, however, can be challenging. It
requires not only management capabilities, but also leadership
abilities.

Differences hetween Management and Leadership

Management represents the efficiency or science side of quality,
deals with the present, and is where we spend most of our time.
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Differences between Management
and Leadership.

Quality: Doing the Right Things Right

Paradigm

Management Shift Leadership

If you always do what you + What seems impossible today
always did, you will but, if it could be done,
usually get what you would fundamentally
always got. improve quality?

Efficiency + Effectiveness

How + What and why

Action + Vision

Short term + Long term

Order + Chaos

Science + Art

Continuous improvement

Routines, habits, and stable processes (commonly referred to as
comfort zones) are developed to help us improve or maintain effi-
ciencies. This condition is symbolized in the statement: If you
always do what you always did, you will usually get what you always
got. If you don’t like what you're getting, then you must make a
fundamental change, and this requires leadership. Leadership
represents the effectiveness or the art side of quality and focuses
on the future. It is symbolized by questions such as: What can be
done to improve the situation? or What today seems impossible,
but, if it could be done, would fundamentally improve quality?
Dr. Robert Shuller suggests asking yourself: What great thing
would you attempt if you knew you could not fail?

Table 8.1 contrasts the differences between management and
leadership. It's important to note that leadership qualities are
additive to management qualities; both are required for continu-
ous improvement.

The challenge of leading others to learn and apply the princi-
ples of continuous improvement should not be underestimated.
To many people, most of the principles appear to be common
sense, nothing new, or just another management fad. In addition,
it is relatively easy to develop an academic understanding and
knowledge of the quality rhetoric, but true understanding only
comes by applying this knowledge. It is similar to the distinction
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in sports between fans and players. A fan, without ever playing,
can be an expert on a particular sport and can even write books
about it. But a player, through years of practice and experience,
has a level of knowledge and understanding that a fan will never
have. Continuous improvement is not a spectator sport. To learn,
people have to get in the game.

The following chart, developed by Joiner Associates, Inc., illus-
trates that on any given issue, the dynamics of change is an unsta-
ble process. Leaders represent the avid supporters and, like the
active resisters to change, are relatively few in number and repre-
sent special causes. The majority of people represent common
causes and are neutral, undecided, or persuadeable about
change.!

LCL ucL

Many

I Neutra
NUMb Resisters Supporters
umber or leaning Undecided or leaning
of people that way that way
) Persuadable
Few
Active Avid

- — .
resisters major change supporters

One of the best ways for leaders to get others to support
change is to enroll them in a common vision. A vision addresses
the emotional aspects of change and creates a belief (perception),
desire, and an expectation that action will lead to results. The log-
ical aspects of change provide the feedback (facts) that changes
are resulting in improvement. Success stories are the fuel that sus-
tains the commitment to the vision.

!Copyright, 1987, by Joiner Associates, Inc., All Rights Reserved. Reproduced by
permission of Joiner Associates, Inc., P.O. Box 5445, Madison, WI 53705. Upper and
lower limits added by the author.
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Enrolling Others in the Vision

Joel Barker, in his video Discovering The Future: The Power of Vision,
provides the following guidelines for developing a common
vision:?

1. It must be developed and driven by leaders. Leaders must
talk with and listen to their followers, but leaders alone
must develop the vision.

2. Leaders must share the vision with their followers, who
must agree to support it. Understanding and support
equal agreement. This focus improves decision making.

3. The vision must be comprehensive and detailed. It must
identify how everyone will contribute and participate.

4. The vision must be positive and inspiring. It must have
reach and be worth the effort.

In regard to the role of values (such as truth, honesty, justice,
fairness, loyalty, and respect for other people) in a vision, Barker
states that values are the way to measure the rightness of the
vision’s direction. He also emphasizes the importance of combin-
ing management (action) and leadership (vision) to achieve indi-
vidual, organizational, national, and world visions. He summa-
rizes their relationship as follows:’

Action without Vision just passes the time. Vision with-
out Action is just a dream. Action with Vision can change
the world.

The Vision Community

In their book The Leader In You, Stuart Levine and Michael Crom
reinforce the important role that visions have in unleashing the

?Joel Barker, Discovering the Future: The Power of Vision. Burnsville, MN: Charthouse
Learning Corp., 1991.

*Ibid.
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enormous potential all people possess. In the following passage,
they share the thoughts of Paul Fireman, chairman of Reebok
International, on the importance of building what Joel Barker
refers to as the “Vision Community”:*

You need to build enrollment. . . . Idon’t think you can
dictate that to people. I don’t think you can tell people,
“Go. March. Do this.” What you need to do is to take the
time to enroll people in your thinking, your vision, your
dream, your fantasy, whatever it is you're doing. Enroll
them. It takes time. It takes effort. It takes continual rein-
forcement. But you don’t dictate. You enroll.

If you enroll one person, then you have a metamorpho-
sis. You change someone, and that person becomes able
to enroll ten people. They become able to enroll a hun-
dred people.

.. . It’s like the old cowboy movies where the hero was
going to make the final battle against the villain and res-
cue the heroine. As the hero was riding on his white
horse, with one other guy next to him, a person joined in
from the right. Then ten more on the left. And they keep
going until finally, at the end of thirty seconds, there are
seven hundred people riding, dust flying, and they’re on
their way to the final shot.

You can’t wait until you call everybody up and say. “Will
you join me at River Creek?” You make them want to
come along. You ride. You go. And you just suck every-
body else with you. The music rises. And you find that
when you get there, whether you needed seven hundred
or nine hundred, the point is that you're riding. And they
want to ride along. You've got to make them want to ride
along.

Enrolling people in a common vision can occur not only in the
workplace, but also in the communities in which they live.

4Stuart Levine and Michael Crom, The Leader In You. New York: Simon and Schuster,
1993, pp. 46-48.
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Community Quality Initiatives

There are many community quality initiatives throughout the
United States that are designed to introduce, train, and support
people to improve quality. Here are a few of them:

Indianapolis, IN. In Indianapolis, representatives from various
quality-related professional associations, local colleges, and the
public library are testing a unique prototype that was developed
to raise the quality awareness of the general public and to sup-
port leaders who want to learn, test, and apply the quality
improvement methods and tools. The design of this initiative was
inspired by the philosophy of Thomas Jefferson, who believed
that if you want an enlightened society, you must have an
enlightened citizenry.

Jackson, MI. To support citizens in their community to develop
the full potential of the person, family, neighborhood, organiza-
tion, and institution, the community leaders in Jackson have
developed a community transformation initiative that is designed
to create competent people through the generation and distribu-
tion of wealth, power, beauty, values, and knowledge.” They
describe these categories as follows:

¢ Wealth—The opportunity for all people to have
reasonable resources to meet their own needs and the
needs of their families, neighborhoods, organizations,
and institutions

* Power—The opportunity for all people, families,
neighborhoods, organizations, and institutions to share in
decisions that affect their well-being

* Beauty—The opportunity for all people to find meaning in
their lives, to experience belonging in the community, and
to enjoy a clean, healthy environment

* Values—The opportunity for all people, families,
neighborhoods, organizations, and institutions to have the

SJackson CommUnity Transformation Project (CTP). For more information, contact the
Jackson Community College, 2111 Emmons Rd., Jackson, MI 49201.
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means to shape the values and ethics of the community
and to have access to resources for resolving conflict

* Knowledge—The opportunity for all people, families,
neighborhoods, organizations, and institutions to be able
to learn and develop their unique talents, skills, and
abilities

Oregon. Citizens throughout Oregon are working together to

achieve three strategic goals by the year 2010:

¢ Provide the best educated and prepared workforce

* Maintain the state’s natural environment and uncongested
way of life

* Maintain a diverse, internationally oriented economy that
pays high wages

To accomplish this vision, they have developed performance
indicators to measure progress in reaching the three goals. Their
work has already led them to win an Innovations in Government
award, which is presented by the Ford Foundation and the
Kennedy School of Government.®

Key Points to Remember

Enrolling others in the vision to continuously improve is not an
easy task. It requires not only management capabilities, but also
leadership abilities. Perhaps the following quote from Joel Barker
provides the best inspiration for quality leaders:

Action without Vision just passes the time.
Vision without Action is just a dream.
Action with Vision can change the world.

For more information, contact the Oregon Progress Board, 775 Summer St. NE, Salem,
OR 97310, telephone (503) 986-0039, Internet: www.econ.state.or.us/opb/index.htm.



Co:{@sion

TheEnd. . . and the Beginning?

A jouney of a thousand miles begins with a single
step.

Chinese Proverb
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Achieving success through quality requires the courage to take
action, the knowledge to evaluate the effects of the actions, and a
burning desire and commitment to make a quality difference.

How do you make a difference? You have already started by read-
ing this book and reviewing the basic principles of quality.

What do you do now? Pick a process that you have the power
and responsibility to improve. Your challenge is to reduce varia-
tion in one area without making it worse in another. You can start
by developing a run or control chart on the outcomes from a per-
sonal, family, community, or national process in order to deter-
mine if they are predictable and/or to evaluate past or future
efforts to improve the situation. This becomes the foundation for
your success story and a starting point for supporting others to
learn and apply the quality technology.

Why should you do it? You need to ask yourself, “What would
my world be like if I helped myself and others to be ‘All that I was
created to be?”” More importantly, you need to consider what
might happen if you don’t. Perhaps this unknown philosopher
said it best:

When I was young and free and my imagination had no
limits, I dreamed of changing the world. As I grew older
and wiser, I discovered the world would not change, so I
shortened my sights somewhat and decided to change
my country. But it too seemed immovable. As I grew into
my twilight years, in one last desperate attempt, I settled
for changing my family, those closest to me, but alas, they
would have none of it. . . . And now as I lay on my
deathbed, I suddenly realize: If only I had changed
myself, then by example, I might have changed my fam-
ily. From their inspiration and encouragement, I would
have been able to better my country and who knows—I
may have changed the world.

—From the tomb of a crypt in Westminster Abbey, 1100 A.D.



App\ej}ﬁxes

There will never be a book that is all things to all people, and
this one is no exception. Some of the tools discussed, such as his-
tograms and control charts, were presented to offer an introduc-
tion to the reader and will require additional study. Appendixes A
and B identify books, videos, and other training resources that can
help you develop and expand your understanding of quality.
Appendix C features a feedback form for you to complete on how
well this book has met your expectations.
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A Few Sources of Books, Videos, and Training

American Society for Quality (ASQ). Founded in 1946, ASQ is a non-
profit educational and scientific society comprised of over 130,000
members with chapters and sections located throughout the
world. Its purpose is to create, promote, and stimulate interest in
the advancement of quality improvement in industry, education,
business, the service sector, and the community. ASQ offers books,
training courses, and videos. Its monthly magazine, Quality
Progress, is an excellent source of information on U. S. and world-
wide quality initiatives.

ASQ has developed a program especially for K through 12
schools that is referred to as “Koalaty Kid.” This program links
ASQ sections and businesses with schools that are interested in
applying quality theories, processes, and tools.

ASQ, 611 E. Wisconsin Ave., P.O. Box 3005, Milwaukee, WI
53201, telephone (800) 248-1946 (U.S. and Canada), fax (414) 272-
1734, Internet: www.asq.org

GOAL/QPC. GOAL/QPC is a nonprofit organization specializ-
ing in research, publishing, and training for quality, productiv-
ity, and competitiveness. It offers books, training, and videos.
Especially recommended is the Memory Jogger II—A Pocket Guide
of Tools for Continuous Improvement and Effective Planning and the
Memory Jogger. There are two versions: one for business and one
for education.
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GOAL/QPC, 13 Branch St.,, Methuen, MA 01844, telephone
(978) 685-3900, fax (978) 685-6151

Charthouse International Learning Corporation. Charthouse offers
two excellent videos by Joel Barker: Discovering the Future: The
Business of Paradigms and Discovering the Future: The Power of
Vision.

Charthouse International Learning Corporation, telephone
(800) 328-3789, fax (612) 890-0505

The Robert K. Greenleaf Center. The Greenleaf Center’s mission is to
fundamentally improve the caring and quality of all institutions
through a new approach to leadership, structure, and decision
making. Servant-Leadership emphasizes increased service to oth-
ers, a holistic approach to work, promoting a sense of community,
and the sharing of power and decision making. The Greenleaf
Center offers books, publications, newsletters, videos, and work-
shops that promote the work of Robert Greenleaf.

The Robert K. Greenleaf Center, 921 E. 86th St., Ste. 200, Indi-
anapolis, IN 46240, telephone (317) 259-1241, fax (317) 259-0560

Simply Better! Simply Better! is a network of employment and
training professionals and organizations committed to continuous
improvement of their services and outcomes, to customer satis-
faction, and to exceptional quality. The Simply Better! network
includes private industry councils, private sector service
providers, state governments, employment service agencies, and
U. S. Department of Labor regional and national offices. The Sim-
ply Better! network provides support and materials for organiza-
tions interested in meeting the standards of excellence identified
by the Malcolm Baldrige National Quality Award criteria.
National office: telephone (202) 219-5585, ext. 222. Internet:

http:/ /esc.ttrc.doleta.gov/simplyb/



Customer Feedback

Guidelines. Using a copy of this form, or a blank piece of paper
with the questions numbered, please respond to the following
questions:

1.

Approximately when did you read the book (month and

year)?

Yes No

Would you buy this book for someone else
Yes No

. Would you recommend this book to someone else?

Maybe, if
Strongly Strongly
Disagree =~ Agree  Agree
4. This book improved my 0 1 2 3 4 5
knowledge and
understanding of quality.
5. This book provided me o 1 2 3 4 5

with some techniques
that I can use to improve
the quality in my life.
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6. What are one or two things you liked most about the
book?

7. What are one or two things that could be improved?

8. What are your other comments or recommendations?

9. May I use your name and comments in future promotions
of the book?

No: Yes: If yes, please complete the
following;:

Name (please print):

Signature:

Please forward to:

Timothy Clark

Email: tjclark@aol.com

Thank you for taking the time to complete this survey.
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