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EHRPTER ONE X

INTRODUGCTIDN

STATEMENT OF ThHE PROBLEM

It is vt unusual in the United States to see
riewspapers, magazines, or electromnic news programs making
statemerts critical of the goverrnment's defense acquisition
system. Typically, these criticisms range from poor gquality
af major new aircraft and asscciated systems, to faulty
irertial wavigation systems in oruise missiles, to bribery
and corruption.  Sueh criticism is not a recent phernomencrn,
however, It has beer a topic of concern as early as 1799
when the construction of the U.5.5. Constitution was
authorized by Congress and subseguenrntly accomplished at two
and ane~half times its cantracted cost (Frowse, 1992ixxi).
Since that time, there have been countless calls for reform.
More than twenty different magjgor recommendaticorns have been
propogsed aver the last thirty years. Norme of those efforts,
however, have made any significarmt difference (FMrowse,

1992 uni) .

Te add to this difficulty, the Department of Deferse

(DaD) hag had to endure recent public embarrassment over



such questiconable acquisitions as the $7,50@ coffee maker,
%1,200 toilet seat, 920 plier, 302 hammer, and 250 wood
screw. Although it may not be Fair tao gudge the entire
federal acquisition system on these incidents aleorne, it
certainly introduces the need for more efficient and

cost—effective managament.

The American economy igs now i the midst of a
transition to a world ecoromy inereasingly domimated by the
FPacific Hasin countries. United States industry is row
strugpling in a woerld where companies, goverrments and
organizations must ocperate more quickly and efficiently in
arder to suwrvive (Ybarra, 1998:1-2). Foreign and domestic
customers are abandoning traditional relationships with
Rmerican firms and are posturing themselves for longer-term
commitments with customer-oriented overseas providers.
Government crpganizaticons are finding it especially difficult
to operate in a time of austere funding and continual

downeizing.

Today, military operations are competing for
continually shrinking budgets. RAs a result, Kelly Air Force
Base (AFB) is presently fighting for survival. Congress has
mandated a reducticn in Dol expernditures that will be
accomplisghed through worldwide comsideration for military

installation closwres and reductions in DeD personmel.  The

——



number of Air Logistics Centers (RLCs), of which Kelly is
one, is expected to be reduced from five to faur. Even if
Kelly AFB suwrvives the initial round of announced closures,
it still remains as an option for future comsideraticor, In
1993 alone, Kelly is required to execute a reduction in

foree (RIF) of over nine hundred personnel.

FPresently, the San @Arntonic ALEC provides global
logistical support to the U.8. Air Forcey, as well as the air
forces of appraoximately seventy allied rnatiorms (S8an Antonio,
1992 pi) . In order to maintain its presence as the largest
industrial complex in Scuthwest Texas, Helly Air Force Hase
- the San fAntonioc Air Logistics Cernter - must be able to
continue its mission effectively and with fewer rascurces.
Developing a strategy to successfully accomplish this effort
is the furdamental problem that remains the focus of this

study.

BTATEMENT OF THE FURE{QBE

In 1988, the SHecretary of Defernse sigred the
"Departmert of Defense (Do) Posture on Guality" memorardum.
This action formally armounced the Departwmernt of Defernses
intent to irncorporate a8 Total Quality Managemewt (TUM)

pragram (Theis, 1992:1). As a byproduct of this ivitiative,



the U.8. Rir Forece Lopgistics Command (BFLC) laurnched a
command—~wide masterplan which reqguired the five Rir
Logistics Centers (ALCs) to begin recrpganization by October
i, 199&. The Ban Antonmioc Air Logistics Center (SA~-ALLC) —-

Kelly Rir Force Base —— was a part of this undertaking.

The physical reorganizatiorn of Kelly Air Force Base
began as scheduled on Octaber 1, 1994, It invalved a
"flattewming" of the hierarchical structure, and a
realigrnment of the organizatiorn into individual product
direstorates., (dditionally, with that begarn a rerewed
emphasis on the Total Quality Marnagement (TAM) program,
This revised perspective involved a partaicipatory,
decentralized approach to quality, productivity and
cont inuecus improvement (Kaluzrny and MclLaughlin, 1992:380).
In effect, it required a complete cultural charnge within

newly recrganized Helly.

The purpose of this research is twofold. First, the
elements of TOM are sexamimed in ovder to determine criteria
against which the success of TOM carn be measured. Secondly,
uging those coriteria and a suwrvey of employees, the success
of the TOM initiative in the Contracting Directorate of the

San Antaornio Air Lopistices Center is examirned.

In view of the goverrmment?s long-term coammitment to



TGM, the importance of successful implementatiorn carnmot be
understated. An effort to determine the success of TEM in
the Contracting Directorate at the Sarn Antonio Air Legistics
Center has far reachimg implications. Since the 1999
recorganization, all five Rir Logistics Cenmters are
gstructured in similar fashicowm. All ALCs have praoduct
directorates which are gsimilar ta one ancthner, in that they
are all composed of matrixed elements that perform
specialized functions. All operate uwider similar rules,
regulations and laws. Determining the level of success of
the TOM initiative in the Contracting Directorate at one
ALC, may allow analytic gereralizaticoris too be mede with
respect to the others. At a minimum, one may view the
results of this research as a reason for further
contemplation of the implications of Total Guality
Management efforts in the deferse acquisitiorn system. (K
list of terms and definiticons used throuphout the study may

be seen at Table 1.1).



ORGANIZATION OF THE STUDY

In order te facilitate the reader’s understanding of
the information cortained herein, the material is organized
in a logically sequential fashion. Chapter two examines the
available literature on the subject of Total Wuality
Management, and provides a descoription of the key elements
and fundamental principles of TOM. Chapter three describes
the legal framework for the Total Guality impetus, as well
as the federal agercies whose responsibilility it is to
suppart quality programs in the federal govervnmernt. Unce
the foundation for the TGM initiative has been explained,
the actual setting in which the study was accomplished is
described. In chapter foury the method of research used to
conduet the study is discussed. The populaticn and sample
will be defivned avd the vehiole utilized for the gathering
of data is also described. RAdditionally,; the sirengths and
weakresses of the ressarch effort will be examived. The
data collected is analyzed in chapter five. Demncgraphics of
the sample will be discussed, as well as the response
percentages of specific elemernts of the research. Finally,
chapter six summarizes the research findings and draws
tentative conclusions. The implications of the findirgs are

then used to make suggestions for futures research.

e oy
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Chart —— A tonl for organizaticon armd summarizationg
aids in the analysis of data amd displays ocrganized
information iw graphic form (Air Forge, 1993:0).

Control Chart -— A problem solving statistical tool
that indicates whether the system is in or out of caontrol,
as determined by computed control limits (ARir Force,
1993:0).

Control Limits -—— Defiwmes mnatuwral bourndaries of a
process within specified confidence levels (upper control
limit (UCL), and lower contyol limit {(LCL) defined on a
cantrol chartl (Aiv Force, 1393:0).

Cultural Resistance —— B form of resistarnce based on
aoppogition to the possible social and/or organizational
consequences associated with change (Rir Force, 1993:0)

Culture Change —— A major shift in attitudes, rorms,
sentimerts, beliefs, values, operating principles, and
behavior of an organization (Hir Force, 1993:0).

Customer — fAnyone for whom an orpganization or
individual provides pgoods o services. Can be internal oe
external (Air Forece, 1993:0).

Employvee Involvement —— & practice within an
organizatiorn whereby emplovess regularly participate in
making decisicons on how their work areas operate, including
making suggestions for improavement, plamiingy goal sett ing,
and monitering performnance (Leadership, 1392:15).

Empowermnent —— RAot of placivng accountability,
authority, and responsibility for processes and praducts at
the lowest posszible level., The extent of how much a person
is empowered is dependent orn their capabilities and the
seriousness of the conseguernces (Air Foree, 1993:318).



(Table 1.1 cort.)

Expectationsg —— Customer perceptions about how
products and services will meet specific customer reecs and
requirements. Expectations for a product or service are
shaped by many factors incluading:

The specific use the customer intends to make
af it

Frior experience with similar product or servicej

Representations and commitmentsy i.e., marketirng
and advertising descriptions (Air Force, 13933:1E).

External Customer —— Those who use the product or
service supplied by the organization, but are rnot members of
the organization that prodaces the product (Aiy Foorce,
1993:E).

Fegdback —— Communication from the customer abowutd
how process cutput compares with customer expectaticns (Hir
Force, 1993:1F).

GBoal —~- A broad statement describing a desired
future condition or achlevement withowt being specific aboub
how much and when. The establishment of a goal implies
sustained effort and ernergy directed to it over a longer
pericd of time (Hir Forcey 1993:6).

Implementaticon -— A structuwred approach that
addresses all asspects (who, what, whern, where; why, and how)
aof inecorporating an improvement into the process (Alr Force,;
1993:1).

Internal Customers -— Those who realize the impact
of a product or service and who are alsco members of the
arganization that produces the product o service (Ailr
Force, 1993:1).

Measurement —— The aoct or process of guantitatively
comparing resulits to reguiremernts in order to arrive at a
quantitative estimate of performance (Hir Force, 1993:M).



(Table 1.1 caont.)

Organizatiomal Cultwe —— A common set of values,
beliefs, attitudes, perceptions, arnd accepted behaviars
shared by individuals within arn organization {Air Force,
1993:0).

Frocess ~— A systematic series of actioms dirvected
to the achiesvement of a goal. The combination of people,
machine and squipment, raw materials,; methods, and
environment that produces a given resuclt {(Leadership,
1i992:17) . :

Frocess RAotion Team (FAT) —— A group of individuals
who are knowledgeable in the selected process and chartered
by senior leaders or process owrers o analyze and improve a
target process. PATs can be formed at any organizatiornal
level (Air Force, 189932:P),

Quality =-- bLomsistently meeting or exceedirng
customer expectations (Air Force, 1993:0).

Fuality Circles —— fQuality improvement and self
impravement study groups camposed of workers and their
supervisor who functiorns as a leader (Air Force, 1893:06D).

Guality Control -~ A maragerial process which
consists of the following steps: (1) evaluate actual quality
performance, (2) compare actual performance to quality
geals, and (3) take action on the differevice (Leadership,
1992:18).

Ghuality Improvement —— The corganized coreaticon of
beneficial change. Impravement of performance to an
uriprecedented level {(Leadership, 1992:18).

Statistical Frocess Control (B8RC) — The application
of statistical techrmigues for measuring and analyzing the
variation in processes (Air Force, 1993:8).

Buppliers ~—~ The scource of materials, service, or
information input to a process. Suppliers can be internal
or eaxternal to an organization or group (Rir Foree, 1993:5).

B



(Table 1.1 cont.)

Total Buality —— A strategic integrated system tor
achieving customer satisfaction that involves all managers
and employees and uses guantitative methods to continucusly
improve an organization's processes. Oftern oombivned with
other words to indicate this approach to various
orgarizational functions or activities, as in: Total Guality
Maragement; Total Puality Leadership; Total Suality Corntrolg
and Total Quality Culture (Air Force, 1995:T7).

Total CGuality Managemsnt (TUM) —— A term initially
coirned in 1985 by the Naval Air Bystems Command to describe
its management approach to quality improvement. Simply put,
TGM is a maragement approach to long term success
(continucus improvemernt) through customer satisfaction, TG
is based on the participation of all members of an
organization in improving processes, products, services, and
the culture in which they work. TOM benefits all
aorganization members and scociety. The methods which guide
the implementation of this approach are found in the
teachings of guality leaders such as Philip E. Crosby, W.
Edwards Demirng, Rrmand V. Feigenbaum, Kaoru Ishikawa, awd
Jo M. Juran (Leadership, 1992:19).



CHAFTER TWos

REVIEW OF THE LITERATURE

RELEVANCE

The purpose of this chapter is to provide a
fourdation for wderstanding the Total Quality Maragement
(TRM) philosophy. The information presented includes key
glements of the T approach to maragement. (Also included
in this chapter are three tables which offer a more graphic
depiction of what TOM represents. DOre table addresses the
disparity betwsen "aold style" management and the newer toctal
gquality approach to mamagement. The remairning tables
provide some of the guiding principles required for a
suceessful TEM transformatiorn, as well as a list of “deadly
diseases” that dimimish quality arnd lower the productivaty

of emplayees.

Recagnizing these concepts of Tatal Guality
Management contributes to an overall undewataﬁdiﬂg of TOM =
primary tenets, It is from these primary ternets that
criteria for measurivng the success of TOM were developed.
Herce, the informaticon discovered during the develcpment of

this chapter is what provides a basgis for this study.



INTRODUCTION

Total Quality Maragenment is & philasophy whose
characteristics are, effectively, the product of statistical
gquality control and industrial erngireering. Neariy all of
TOM!s early applications were desigrned for the use of
enhancing the efficiercy of assembly-line cperations arnd

ather routine processes.

TOM was oripinally developed by Rmerican
statistician, W. Edwards Deming. However, h. Deming's
approach to management was adopted much mors
enthusiastically in past-World War II Japan than in the
United States (Swiss, 19921306). I wasrn’t until the 197Y¢’s
that American busiresses began to take sericocus account of
the disparity between the market performances of Japanese
products and of those products manufactured in the United
States. It wag this realization, ivn part, that ccmpelled
U. 5. corporations to examine more clasely the manufacturing
bechniques utilized by the Japarese. 1t was thern that
American executives began to recogrize and encourage in

their own companigs integrated gquality programs.

In addition to major private corporations sueh as

Feneral Motors, Motorols, and Xerox, TOM has recently been



embraced by U. 5. goverrnmental organizations as the
managenent philosophy of their futwres. Total Guality
Management was evern endorsed by former President Bush, who
stated, "Reasserting our leadership will require a fivrm
commitment to total quality management amd the prirnciples of
continuous improvement . . .« Guality impravement principlies
apply « + . %o the public sector as well as private

enterprise’" (Bwiss, 1992:256).

Under the direction of the Dffice of Marnagement and
Budget (OMB), TOM has been desigrated the official
management—improvement system of the United States
gavernmernt. The Federal Ouality Institute (FRI) wam
established in 1988 to provide leadership, education,
training and techrnical assistarnce in quality improvement for
faderal managers. As a result, there remains an angoing
effort by the federal poverrment to utilize T0OM methods to
alter organizational cultures amd improve public managemant

practices (Milakaovich, 199@:266).

KEY ELEMENTS OF DEMING*'E T&M ARFROALCH

The foundation of an integrated quality program must

be & comprehensive understarnding of the program’s

fundamerntal slements. I+ ig from these 2lements that ar



organization develops its own approach to change and
organizational improvement, This aspect of TGM is impeartant
sirvice there is rno specific sebt of plams or activities that
must be feollowed ivn order for an orpganization to incorporate
a TEM program (Hyde 1932:27). However, without the guidance
of key elements, an orgenizetion’®s focus may lack direction,
ard in the end, it may be urnable to measure its sucress
against initial expectation. The following Key elements of
Demingts TOM approach set the stage for a further
understanding of the individual privnciples of Total Quality

Marnagemert .

Worker Invalvemert

From a practical starndpoint, the key to improvement
urnder the TEM philosophy is to involve worhkers at all levels
of the improvement process. This effort should bepin at the
data collection phasey and cantinue Through the analysis
phase, until full implementaticn has been installed. T
attempts to ensuwre that bthose performing the work have the
skills necessary ta determirne how to improve processes and
that they have access o organizational processes which
incorporate their efforts in the improvement process. TEMm
astresses that involvement im the analysis of quality comtrol

measuwres shouwld be removed from the specialized and



cerntralized expert staff units, to the line level employees.
The emphasis is on allowivng workers to remaiv close to the
data regarding the work efforts that they perform (Waolf,

199&:217).

Work With Suppliers

Arnotheyr particular emphasis of Deming®s TUM concerns
the relationship for working with suppiiers and
sub—contractors. Effective TOM programs i1ntegrate suppliers
into ongoing improvement processes. Deming decries awardang
contracts on the basis of least costb. instead, according to
Deming, organizations should develaop loang—term relationships
with suppliers. The purpose of these long—term arrangements
is to nurture an attitude of harmony in order to improve
services or product. These improvements demard effective
working relationshipe and trust, and suppliers themselves
should use continucus improvement technigues foy their own
processes. Deming seven sugoeshs that the disconbingation off
a relationship is appropriate in those cases where the
supplier refused to adopt quality improvement technigues

Wl f, 1998:218).



Facus On The Customer

Arcther feature of TOM includes a focus on the
customerr. Organizations should interface with their
customers to determine what they want, how well the
crganizationts products or services meet the needs of the
customer or client, &nd what carn be done to improve service.
The customer is, thus, invoelved in the improvemewnh effort

(Wol Fy, 199E:1219).

Educatiorn Amd Develapmernt

Deming contends that eighty—-five percent of the
prablems associated with any organization carn be found i
the system and the remaining fifteen percent in the people.
At the same time, however, Deming suggests that the
processes of develoaping worker Krowledge and skills are also
system problems. The moat often conventionally used process
—— infarmal learninp on the jJob — ensures that the
variation of worker performance will be substantial and that
moving this process to a8 level higher in the system wauld be
vary difficult., In TOM, a magor mebthod for improving the
gystem is fto train and retrain workers constantly. Wor kers

shaould be trairned to perform fechnical tasks and to use



statistical control ard other technigues, and to manage

af fective working velationships within and across
organzational units. Training and retraining are essential
elements in impraving the guality of crganizaional

parformance in the TEM process (Wolf, 199&2Ed).

THE PRINCIPLEE OF TOVAL BUALITY MANAGEMENT

In the public sector, total guality mamagement
describes all thimgs of value to a public service
crganization and ta the end users of its services or
products. Ivi gereric terms, this working definition
includes the physical characteristics of the service,
productivity, efficiency, ethics, morale, safety, and the
prudent use of resources. Rdditional elements include a set
of principles, tools, and procedures that provide guildance
in the practical aspect of ensuring quality (Keehley,

199z:11).

Effectively, TOM represents a “new order of things."
It means continuwcus quality improvement, with a customer
focus and measurement of resulits (Mayberry, 1992:12@0. 1t
involves quality charges from after—-the-fact ivspections to
"up~stream" guality mainternance. In essence, TONM is &

marmagenent irmovation that represents a sigwnificant



departure from the status quo and affects the mnabture,

location, gquality, or guantity of information available in

the decisior—making process (Kaluzwy and Mebaughling

1992:38@). The comparisorn in Table 2.1 illustrates this

poink.




Table 2.1
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TRADITIONAL MANAGEMENT TOTAL QUALITY MANAGEMENT

Needs of users of products Customer fococus, whers users

and services defined by
special ists.

Errorg and waste tolerated
if they do not exceed set
standards.

Froducts and services
inspected for problems,
then "fixed."

Many decisions goverwed
by assumptions armd gut
feelings.

Short—term planning based
araund budpet cyecle.

Froduct or service
designed sequerntially by
isclated departments.

Cortrol and improvement
by imdividual mamagers
and specialists.

Improvement focused on
one~time breakithroupghs
such as computers and
automation,.

Vertical structure and
centralization based
ar pantral.

—_

of products ard services
define what they want.

No tolerance for errors,
waste, arnd work that does
rct add value to products
antd services.

Fravertion of problems.

Fact-based decisiorns using
hard data awnd scientific
procedures.

Lowg~term plarning based
on improving mission
performance.

Bimultanecus design of
tetal product or service
life cycle by teams from
many furnctions.

Teamwork among mManagers,
speacialists, employees,
vendors, oustomers,

and partrer agencies.

Camtirucus improvement of
eveary aspect of how work
i‘:—:: d':ll"le-

Hoarizontal andg
decentralized structure
hased orn maximizing
value added to products
and services.



(Table 2.1 cont.?

Bhort-term contracts Vandor partrmership of
awarded on the basis lavig—-term buyer/sel ler
of price. aobligations, based on

quality and continuous
improvemant,
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Saurces Pat Keehley, "TGOM for Local Goverrments, " Fublic
Management, August 139, p. 11.

According to Grace Hopper, total quality manapement
relies an the execution of a simple formulas T + L + $1 + t&
= TOM. That is to say, customer focus + leadership + teams

+ taols = teotal quality management (Glenr, 1991:17).

Customer Focus

Irnn the context of TOM, the term Ycustomer' requires
a slightly different perspective. "Customer" descoribes the
beneficiary of any effort. The bemeficiary may be people,
organizations, affected citizens; or the employees of the
organization. HBeneficiaries cutside the crganization are
referraed Lo as "extermal customers, " while thaose within are

"internal customers.”

Degigrnation, however, is of little concerr. The



emphasis is to embrace the idea that TOM places the customer
first. Without the customsr, the effort has no value. The
customer, whether internal o exterrnaly, bhas every right to
have their requirements, needs, and expectations met the
first time, and on every occasion. FAcoccordingly, TN expert,
Len Nadler, professes guality to describe an offering that
continually meets o exceeds customer requirements., This
idea of guality furdher implies two properties: free of
defects (the negative aspect) and satistying the customer
(the positive aspect). In creating a product, a service, or
information, the two aspects must receive squal attention

(Glevrm, 1991:17).

Ir the federal goverrmenty the guality emphasis has
typically focused on minimizimg defects, often under the
name of productivity, zero defects, or guality control. The
abther side of the eguaticom, sabtisfying the customer, has
rnever been developed. As & consequence, the overriding
concern has been fo olarify issues related to boalerances and
specificaticons., Intangible elements such as courtesy,
arranging work processes for the bernefit of the customer,
rather than for persoral conveniernce, and getting the
product or service o the customer whern it was promised, has
been larpgely igrorved (Glerw, 1%9Z217). Accomplishing this
aspect of total guality marnagemert will require a

transformation of the organizationzal culture. Camt iruous



improvement efforts should be directed at quality as cgetfined
by the customer, rather than drivem by the desire to save

MOTIEY

Leadership

Although mamagers and smployees are full
participants in supporting and Pnelping the organizatiorn
achieve ite goals and objectives, it is the top managers in
organizatlong that should be dultimately involved in the
gatting of those goals and objectives. JTop management?s
respongibility is to clearly emphasize the mission of the
arganization amd to articulate a scheduls for the
pragression of the new corporate initiative. It is the
leadership of management that arn crganization shcould ftollow
irm carryimg out its missicom, based uwporn the rneeds of its

customers,

The TOM approach is aoftern 1mcorrectly viewed as an
apportunity for managers to abrogate their responsibilities.
Instead, TOM shouwld be recognized as an effort which
provides the leadership the role of leadimg and directing
the activities of the crganizaticn. in this respect,
marnagers can achieve meaningful improvemernts in the service

and products they provide. Typically, this will be

[N
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accomplished by focusing orn the needs of thneilr customers and
by taking advantage of their employvees! experiernce in
improvirng the processes that are used to meet those resds
(Hoons, 1991:38). Othey pro-active approaches to effective

quality leadership include the following:

1. Value and wtilize the cultural strengths and
idiosyncracies of the work force.

Ervicourapge and take sericusly employees?
suggestions and ldeas for improvemernt.

P

Create an envirorment fthat invites and promobes
risk—-taking.

L

4, Expect migtakes and tailures as part of the
Pracess.

Y. Provide suppert and help —-— rnet blame -—-—
when failure ccours.

b. Celebrate learning, not gust positive resuits.

7. Reward success immediately to build om the
enargy fTrom avn achievemnert.

8. Promote the parsuit of potemtial new
identities (Hammond, 1398:1407).

Teams

Teams are required to study and improve the
processes thabt are irnherent elements of organizations.
Idertifying the customers® reeds and determining thne
disparity betweern those rneeds and organizaticonal performnarnce

describes the initial uwndertaking.



Team composition is typically Tive to eight
employees, who are drawn fraom acroess the organization
(Glevm, 1991:19). FAdditionally, those individuals should be
experts at the work process -— that is to say, they are the
individuals who actually perform the tasko, Their charter
should espouse a resolution of problems, o an improvement
irm work processes. Their discoveries or suggestions showld
be tested, piloted, arnd ultimately implemented,. The rale off
the gquality team in implemernting change, rather tham merely
supgpesting change, is unigue in the management praxis
tGlenn, 1921:139), and epitomizes the participative mature of
the TOM process. According to Glemm, the team concept is
determined to be the best mears of solving problemns and
impraving work processes. It is this avernus that allows
gmployees to take ownership of their work and to take pride

im their achievements.

Roeording to Glevr, organizations that emplay ten
percent of its members on teams at amy given tinme can be
considered successful irn begirming the TEM implementation
procress (Blemn, 18991:19). A more compelling statement of
suceess is to define a completed cultural tramsformation of
quality as an organization that has as team wmembers sixty to

gighty percent of its employees (GBlern, 19213149,



The organization’s commmitment to team building is
of paramount importance to the team'®s suceess and should be
articulated as part of the crganizationt!s policy. Like all
aother TOM initiatives, team building must be a top—down
PrOCHEGS. At the very least, team membsrs must fYeel that
they are endorsed at the hiphest levels if they are expacobted
to devote themselves to the effort. Stated simply, tokal
crrganizational commitment to TOM must be real (Fertik,

193144},

Team Reguisites

The ability to function effectively as a beam to
accomnplish predetermined goals reguires more than just
desire. Glevn descoribes Four additional team trailts that
are requisites to successy training; facilitationmy

leadership; and support.

Training is viewed as a fouwr—fold element: skill
{(the ability of each individual to perform his or her job
correctly and consistently)) the statistical toolsy
interpersomal dynamicsy and the principles of total guality

managemant.

Facilitaticon is described as the dyrnamics of



asgsisting & team in remaining on track. it deoes not 1mply
that the team is to be told in which direction it shnouwld be
geing. Rather, facilitation refers to that process wnich
assists a team in overcoming impasses, and assists the team
with the techrniques of TGM. Alibhouph 1w the begirmning 1% as
often oritical to sucress, facilitation hecomes less
important as teams become more experienced arnd

sel f-sustaining.

Leadership is defirned as that element ot the team
that guides it alormg in the direction that it is conzsciously
pursuing. Whereas the facilitator is somewhat passive, the
team leader remains an active participant in achieving the

team’s objectives.

In order for teams o succeesd, they need to maitmtain
the visible support of top management. The odds for suycoess
improve with a consistent schedulinpg of meetings between Lthe
tean and the managements guality council. It i here that
the quality council abscolves the team of gernerating wratten
raports by having face-to-face discussions, The team alsc
increases its sensatiaorn of empowermernt as managemernt
demnonstrates its support by takivng the time to review and

encowrage the team’s progress btoward 1ts objepctilves.



Tools

The tosls of TEM are subgect to the same rigor as
scientific methad, With the exception of brainstorming and
the Fishborne diagram, all of the tools used in T are
statistical. RAmong them, the most commorn are Fareto
analysis, scatter diagramsg; histograms, run charts, box
plots, and comtrol charts (Appendixk A). These tools, which
vemain a rnecessary and important ingrediert i1n total quality
rraragement, need to be understood by management as well as

by organizaticnal members (Kline, 1992:7).

ADORTION AND IMPLEMENTATION

Total gquality management represents a participatory,
decentralized approach to guality arnd productivity
improvemant. Nevertheless, the emphasis for the TUM style
af management must begirn at the bop, arnd must be embraced
emphatically and in detailed fashion. TOM as & managerial
inmovation is viewed as a paradigm shift that affects the
whole organization. It reguires an envirvonment of low
threat and implied job security, and takes time tTo inplement
arid institutionalize,. TEM depends on the strength of

apparernt outcomes, wvebt the strength of the oubcoomes 1w



likely to depernd on the extent of adeoptiorn. How well
nanagers accomnodate this cyecle of dependerncy and manage its
effects will ultimately determine whether THM is truly
adopted and integrated into the ongoinmg activities of the

organization (Kaluzry and dMelauwghlin, 1392:384).

AWAareness

Awareness is the first stage in the process of
adopiion of TOM arnd imcludes three btransitional challenges.
The first challenge is the identification of a performance
gap. In this effort; the organization moves from the
acevaeptance of the status guo to the recoapgriticon that there
is a discrepancy between how the organization is currently

performing and how it couwld or should be performiirng.

The second challenge acours whern managemant realizes
that the existing definition of guality is8 no lonpger
apprapriate or adeguate. The trarnsition iwnvolves a shifh
from a technical definition of guality to the recognition
that a subjgective evaluaticn regarding custowmer satisfaction

is reguired asz well.

The third challenge invalves bthe tramsition Ffrom an

emphagis on the autonomy of the orgarnization, Lo the



recognition of interdependence of all persorwmel imvolved in
praviding gquality of product or gservices (Kaluzny and

Molaughlin, 1992:381).

Identification

The second stage of the adopticon process g bt
identify TOM as the apprapriate solution tao the performance
issue. This awareness may come trrough passive activities
such as gquality seminars or nore profownced vealizaticons
guch as the superior performance of competing institubions.
Regardless, once TEM is identified as the salution, the
organization must take steps to accept it as a guwiding

philosophy.

Implementation

Implemnentat icon refers to the actual presernce of TOmM
as an integrated function of the organization. The
institutionalization process will become evident as
enployees at all levels use key words (o descoribe
organizational activities, and become truly comfortable with

the wderlying concepts.

s G B m



The transitioral challenges here foous on assuring
instituticnalization and impact within the orgarrizaticrm.
Training and merntoring ensure the develoapmernt and pgrowih of
the work pgroups. Other activities required for successful
implementation include a modification of Job descoriptions,
reward systems, and existing performarnce appraisal systems

(Kaluzny and Molaughling 1992:3835).

Implementaticn of & total guality marnagement
philosophy im the public sector can have profoundly positive
ef fects, primarily because goverrments at all levels suffer
from "digseases" which dimiwish the guality of services avd
lower the productivity of employses. Table . & lists the

sever dissases idemtified by Deming.
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1. LACK OF CONSTANCY OF PFURFOSE, resulting Trom a
failure to plan for services that wiill be reeded in the
future, provide leadership For change, and offer rewarding
carear opportunities for public managers.

E.  EMPHASIS ON SHORT-TERM THIMKING and the arnrnual
budget cycles of most govermments reinforces a
"cost-cubtting” approach that irmhibits long-—term guality
impravemert.

. THE DEVASTATIMG EFFECTS OF ANNUAL “mERIT"
REVIEWS, current perscrrnel practices, and individual
performance evaluations, which do more to demoralize than
develap the public service.

4. MORILITY OF SENIDR MANAGEMENT, and resulbting
discontindity in administrative leadership. The average
tenure of an assistant secretary in & federal executive
department is approximately eightesn monthsy; at the state
and local levels, tuwrnover is often higher.

S, MANAREING BY VISIHLE FIGURES ALONE, alss Rrunown as
"mamagemant by the riumbers, " is a practice sndemic to
service organizations, particularly goverrnmerntal wats.

&. EXCESSIVE MEDICAL CO8TS. This applies maanly in
the United States.

7. EXCESBIVE LIMARILITY CO&8TS, freguently
exaggerated by attorrneys working on contingency fees.

Source: Michael E. Milakovich, "Total Wuality Maragement for
Fublic Producktivity Improvement, " Fublic Froduchivity and
Maragement Review XIV Fall 1930: p,ad.




W. Edwards Deming provides an inbtegrating managemneni
philosaphy to cure these diseases. Implemention 18 reqguired
by senior leaders who are committed to change. Deming's
theories and methods stress bobth statistical process contral
ard behavioral techrnigues to improve guality. Botihh aspects
of the philosophy are eqgually important because it 1s bthne
synmergistic implementation of Deming?'s "fourteen polnts”
that leads to continuous improvements in guality.
{(Milakavich, 1292:&268). Tabkle 2.8 highlights theses

remedies.



Tabhle &.,35

Deming’s Fourteen Roints for Quality Improvement
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1. Create constarncy of purpose toward improvemant
of product and service.,

2.  Rdopt the New Fhilosophy.
e Cease deperndence o mass inspection.

4. Evid the practice of awarding contracts an the
basis of price tag alone.

Sa Improve constantly and forever the system off
production and service.,

B Institute modern methods of tralniirg.
7 Institute leadership.

8., Drive out fear soa that everyomne may worke
effectively Ffor the organizaticorn.

D Braeak down barriers between statf aress.

14, Eliminate arbitrary rnunerical pgoalsy slopgans
and targets.

11. Eliminate work standards and rumsrical guotas.

1z, Remove barviers that rob employess of their
pride 1in workmanship.

13, Institute a vigorouws pragram of education ancd
retraining.

14. Take actionsg to accomplish the transformation.
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Scuwrece: Michael E. Milakovich, "Enhancing the Guality and
Fraductivity of State and Local Government, " National Ciwvio
Review May/Jume 19990 p. &71.




THE FEEDBACK CYCLE

Total guality marnagement'’s foocus is on the work
process and the work group’s responsibility for making
systems effective amd ensuring improved product and service
guality. Given the emphasis on participative marnagement and
work teams, measurements should codlect, not 1gsoclate [(Hyde,
19391~-9&:143). TOM asserts that the assessement of gquality is
most apprapriately made by the irndividual receiving the
product or service. HE a result, the emphasis on TuM 18 &
riove demanding measuremant dimernsion —— obtaining direct
feedback from product and service recipients (Hyde,

1991950 .

This type of fesdback is gernerally called "customer
satisfactiorn”" measuremaent amd 1t includes some very basio
assumpbicons. First, the term "customer' defines a range of
contacts in a system. Each part of an organization bhas
customers, and is & customer to soneorne else. Hecond,; the
cangaept of “fopus o the customer" expands the list of
participants invelved ivn fthe producticr or service process
to include suppliers (contractors and vendors), internial
customers, and support groups in the arganizaticwn, and
various extermal customers who directly or indirectly

receive services, informaiorn, and products. Fimally,
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customer focus assumes a basic set of values foor all
customers. It is egually important to know bow muach value
customers attach $t0 various aspects of service delivery o
crganizaticonal responsiveness as it is to kriow how customers
rate the value of the service or product itself (Hyde,
1991--52:88) Quality improvemernt requires the idewmtification
of exactly what the customer warnts or is reguived to ensure

that the product or gservice is nothing more or rothing less,

Since custamerd in the public sector are wnict all the
same, identifying their customer concerns is not a simple
task. There is a great variation in the values and
objectives of consumers a5 well as the ftreguency and nature
af transact iomg. Consequerntly, recipients of
service/product in the public sector are classified as

customers, clients, or captives (Hydea, 1992-92:58).

Customers

Most organizations can readily identify their
customer by knowing who is the recipisnt o requester of the
bransaction. The customer concept 1s sinplified by
recagnizing the parties of each business exchanpe. That is,

the customer pays for a service or producty or is charged

internally for the service or praoduct of the organizat 1o



Typically, customers have a high degree of
self~determination, are influernced by price, and normally
have some type af comparable altervative irn which to turn if

they become dissatisfied (Hyde ,1991-32:35¢).

Clients

The term "client! usuwally dernctes a longer term
relationship with A supplier or service provider and in many
cases there may be an exclusive or binding working
arrangement. The eclient relationship is often Further
complicated by the lack of any direct pricing mechanism, as
in the case of administraktive support services where various
furnctions are provided either without charge or at specified
rates over which the client has little contrel (Hyde,

1991~92:15@) .

Captives

Captives have the fewest options and the least
amaurt of self-determinaticon among all servvice reciprernts.
In most instarnces, captives are rnobt expected to pay for the
gervices they receive, or allowed muach cholce regarding the

cortent of the service, because the sarvices ave provided or



designed to regulate their behavior, 1.e.y prisons (Hyde,

1991-32:181).

Customer Satisfaction

TEM demands that orpgamizations urmderstand the
complete spectrum of their product and service recipients
arnd insists that the methods used to gauge customer
satisfaction provide abgective information regarding the
results. The concept of satisfaction is important to defirne
because it extends beyornd simply measuring approval ratings.
The feedback obtained should enable tne orpanization to make
decisions about contiruocus improvement of the gquality of 1tw

products and services.

According to HMarnman and Harp, "Customer satisfaction
can be defined as "results.? Results are the customer's
prafits that are improved whev a supplier's products o
gprvices are irnstalled in the customer?s business operation.
Results are a product of the skill with which suppliers
apply their productas and services to the Functions,
aperations, and processes of their customers. In eftect,
sabtigsfaction values are applicaticon values (Hyde,

1991-92:51) ., "



For public sector crganizabions, customer
gatisfacticon regquires a detailed, substantive krowledge of
how services and products will be used, current and Future
expectations, and arn assessmernt of results in terms of
"guality performnarce. " Feedback on how services arnd
products are being used provides focus and helps TOM
arganizations link their production and service processes to
user needs. Ascertaining expectaticorns provides covntext
which emables the TOUM organmizaticon to make better
assessments of user rneeds and demands. Finally, evaluating
results through guality performance criteria provides
prioritizaticon giving tne TUM organization external ratings
of its internal processes {Hyde, 13991-9&:528). These
performance criteria which are most visible to users include

at a minimumns:

* reaction time and responsiverness to
problems/emergencies;

*  pommitment to schedule compliarnce;
¥ commitment to buwdget/caost contrody
# defect rate (error/conpliance rate om request)

# professicoralism —— work attituwde/guality
commitment §

# gervice attitude ~— identification with user's
rneeds; and

* tollow-up orn complaints and mistakes (rFlyde,
1991-32:01).



CONCEFTS

The literature identifies a rumber of principles of
Toetal Guality Mariagement, as well as the stages of adoption
of the TGM style of management. These principles will act
as the corncepts used to guide this study. Chapter four will
identify specifically those TiM principles agaivst which
enplayase survey responses wWwill be measuwred. Rfter
quantifying this data, the level to which T6M bas been
successfully implemented by the Contracting Directorate at

the HSam Antorio Alr Logistics Center will be determined.

CONCLUSION

Tatal guality mavnagemernt (TUM) is an organizaticonal
philasaphy that stresses mesting customer requiremnents and
expectations the first tiwme, every time. This pbirlascphy is
implemented through the use of a nianmapgement process whioch:
1) idertifies and corrects problems by mears of data, not
opinicns o emotionsy &) empowers employeses and uses beams
to identify and solve problemsi and 3 pcomtinuously seeks fo
improve the entire organization?’s ability to meet o exceed
the demands of internal and external customers (Kline,

1992:7).

This process has been guantified by Grace Hopper in
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terns of customer foous, leadership, teams, and tools. I
addition to these broad principles which ware discussed 1n
the literature, TOM processes conbain a magority of the

Ffallowirg principles:

*  tap level support and comnmitment i
*  a customer driver orientaticmg

¥ employee involvement in productivity and gualaty
improvement efforbsy

¥ rewards for quality and productivity arhievement )

* training in methods for improvivg productivity
arnd gquality;

* reducing barriers to productivity eand gquality
impravement

* productivity and quality neasures and standards
that are meaningful to the implemenrting
department/unit, andj;

¥ written vision or mission statements which are

linked directly to team-established targets or
peals (Kline, 1392:7).

In order to adopt and implement THM, there must
firet be & sense of amwareness. During this stage, the
organization recognizes a disparity between how it 1s
performing and how it should be perfarming. The rext stapge
ig to identify TAM as the appropriate solution to the
perfarmance problem. Finally, the implementation of  TGM
will bg realized through changes in the ocrganizational

culture, such as modifications to Job descriptions, reward



systems, and appraisal ocriteria and procedures.

The implementaticon of TUM can have positive effects
berause it cournters the seven “"diseases" that typircally
plague goverrment organizations. The "cure® o these
dispases, in facty; are found in the integrated managemnent
philosaphy of Demirg?’s fouwrteen points for guality

improvement (table £,3).

Buccessful integration of Total Buality Management
relies, in part, own how completely it permeates an
organization. Members must become familiar with their
crganization and begin to recogrnize aother furnctional
compornants as customers rather than competitors. Chapter
three provides the vehicle for understanding the setting im
which this research is accomplished. It is here tnat the
legal framework in which TOM veceives its authority is
describéh, arid the spegific organizatior under study 19

examired.



GCHARTER THREE:

THE SETTING

RELEVANCE

The purpose of this chapter is to presernt the legal
framework in which the Total Quality Management initiative
at Kelly OFE receives its authority. The federal agencies
whose responsibility it is to support guality programns
throughout the federal govervmernt will also be discusmsed.
Finally, this chapter will explain the organizational
pomposition of Kelly AFR and will describe the actual

setting for this study.

Since the 1930 reocrganization of Kelly Air Force
Base, individual caomponents of the Sarn Antonioc ALL have beer:
aligred along individual product linesy all of which work
toward the crganization’s overall goals. I this fashion,
gach organization serves as both bereficisry and benefactor
of the TGM partwership. thrnderstanding this crganizational
concept provides the basis for uwrderstandirng the results of
this research. Thisg chapter contributes to that effort

through a comprehensive delingation of the research setting.



THE TGM INITIATIVE IN THE FEDERRL GOVERNMENT

Executive Order 12637 outlines the long—term effort

to implemert the total guality management process 1n the

federal government. Its cbjective is ta involve top federal

executives,

excel lenca

In

maragers and emplayees in oreating a culture of

that emphasizes:

Meeting customer reguirements and expectaticonsg

Continuously impraving products and services
thraugh teamworks;

Training employees in problem—soalving skills and
seeking participation in inproving cperaticnsg

Rewarding emplayees for their productivity ang
guality achievemerts;

B8etting quality anmd productivity goals and
helding managers accountable for their
performance;

Ugsimng quality and proguctivity measures to track

mragress, provide feedback, and plarn for
improvemnent (Burstein, 1249:183).

TOM, there ara neither guick fixes rnor guick

results (MeMillan, 1998:114). Total Ouality Management

regquiires a

long—term commitment by federal managers to

grsure that improvements are consistent and inoremental. It

may reguire years to develop an environment which plares a

premium on

gxcellence. In order to accommodate that effart,
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the federal government bas developed support organizations
ar redefirned some of the responsibilities of existing

enitities.

Central RAgency Support

Office of Management and Budget (OMRB): The OMB
provides central leadership, coordinatiorn, ard techwical
assistance Yo federal agerncies in their quality endeavors.
It acecomplishes these tasks by monitocring agerncy progress,
integrating productivity plans with the budgetary process,
and providing information throwugh the Federal Productivity
Rescurce Center on strategies for improving productivity and
guality. Additionally, the OMER holds workshops, seminars
and conferences for managers on significamt quality and

productivity topics.

Office of Persornnmel Management (ORMI+r  The DM
raviews current personmel policies and practices, and
recommends appropriate changes to facillitate productivity
arnd quality improvement. Traininmg for federal employees o
productivity and gquality-related issues is alsc provided.
Finally, the 0OPM assists agevncies in job placemewnt and

retraining to minimize dislocation of enplayees.
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Federal Duality Institute (FL1): TYhe FQI provides
quality awareress trainming courses to fedeval management
teamns, and through a Federal Master Contract, facilitates
accegs to private-sector quality experts who can assist

agencies in implementing total gquality management.

Fresident?s Council on Management Improvement
(PCMI): The PCMI offers, with UME, & leadership r»ale iwm the
improvemnent effort. The FEMI, represanting the major
executive-branch agencies, undertakes specific projects to
defing and praomote effective methods Ffor improving quality

and praoductivity throughout goverrnment (Burstein, 1989:184),

THE 8AN ANTRNIO AIR LOGISTICS CENTER

The Ban Antonic Air Logistics Cernter {(HA-ALC), are
af five Air Laogistics Centers in the United States, employs
nearly 17,00 people. Its misgion is to provide logistics
support to approximately 78 allied air forces arownd the
globe, inciudirng its primary customer, the Uraited States HMir

Force (8an Antonio, 189928:i).

This logistic support encompasses & wide range of

activities, including acquisiticw, ernginesring,

distribution, and maintenarnce of weapon systems and ather



commodities that will help ernsure the long~term health of
cyrrent and future Air Force systems. Managing a multi-year
budget of over %15 billion, the SA-ALC handles approximately
seventy-five percent of the Air Forcels engivne inventory,
almost a gquarter of a million stock items, all Air Force
rnuclear ordrnance, and all aerospace fuels used by the Rir
Force and NABA. Helly is also a designated refueling stap
for the space shuttle's "piggyback" mother ship, and

marnages, supports, and provides depot maintenarce for
rnumercus Rir Force aircraft, includiwvg the B-952 Bomber, OC-8
Galaxy, and the new C—-17 cargo airecraft {(Ban Antonico,

199221,

Much like companies in private industry, the SA-ALC
aperates along product or service lines. In this way, as
many processes and furnctions as possible are combined in
crder to manage its products more ecoromically. This is &
relatively rnew way of doing business for the ALL. Frrior to
the Octobeyr 1930 reorpanization, all of the Hir Force
Logistics Commarnd’s ALCS were organized along furncticnal
lines, with separate directorates for furmcticorms such as
materiel marnagement and maintenance. The current
organization is the result of a proacess actirom team approach
to planming a new structure. Uperations are now centered
arcund six product directorates, each posessing all the

necessary skills to accomplish the entire spectrum &F



suppart for their "product.? These crpganizations are the
Rircraft, Fropulsion, Aerospace Eguipmernt, Techrnology and
Industrial SBupport, Aerospace Fuels, and Bpecial Weapors

Rirectorates (San Ontovic 1992:i).

Typiecally, the individual directorates are
identified by a two letter abbreviation. ldeally, thess
symbols provide idiomatic repressrntation of the
crganizatiorns ta which they refer. For example, the
Directorate of EBpecial Weaporns ig identified by the symbal
"SW." However, with the vast rumber of symbols ubilized by
the Air Forece, the lagic of this practice is rnot always
possible. Ir order to prevent & duplicaticon, idenmtifying
letters are often assigned which may not appear to directly

reprasent thelir assocciated rames.

The Aireraft Directorate {(LA) manapes all aspectzs of
buying new and modified systems, to repairing arnd delivering
those already established. The management, procurement, and
maintenance of more thar 14,08 airoratt engines assigred to
the Center is the regponsibility of the Propulsion
Directorate (L. Virtually every Alr Foroce weapor system
is supported by the Herospace Equipment Directorate (LLD).
Gpecifically, its function is to manage, buy, repair awnd
manufacture support and test eguipment used on those weapon

systemns, and to provide engineering and techmical suppors.



The Techrnolaogy and Support Directorate (171) assuares that the
other Froduct Directorates uwderstand and use the latest
worldwide technological and scientific developmnents. The
vital link between supply and congumption of all Air Force
fuels is provided by the Reraspace Fuels Directorate (5.
And, finally, the Sperial Weapons Directorate (8W) provides
worldwide logistics support for Rir Force organizations wiith
& nuclear weaporns capability (Han Antondo, 1992:ii). Im
addition to these primary product dirvectorates, the S5A-ALEC
maintains a rnumber of support organizations. Une of these
organizaions, the Contracting Dirvectarate, will remain the

forus of this study.

THE CONTRRCTING DIRECTORRATE

The Contracting Dirvectorate (FK) iz an organization
whose regponsibility entails the acquisition of assets in
support af military operations worldwidsa. K, which stands
for '"procurement comtracting,” is a self-contained fanction
that manages the procurement process from the point of
salicitation through the final stages of delivery of items.
These tasks include, but are not limited ta, the advertising
and issuing of soliecitationssy the evaluwabtiorm of various bids

arnd propogalsy determinaticns of contractor respornmsibilityy

-



the development and award of comtractsi avnd the post-award

function of contract administraticr and delivary.

Frior to October 1998, the Directorste of
Contractingy althoupgh ®till & functional corganizatian,
performed its duties from a cendrally located facility. The
gxception to this was the base contracting office whose
responsibilities for base supplies, construction, awnmd

servines were executed from a separate faciliby.

Bince the reorgarization, contracting persormel bave
been "matrixed" into the various product divectorates, This
effort rapresents a part of the masterplan which empbasizes
congalidation and efficiency, and is desigrned to reduce

duplication in effort and enhavrce customer support.

The Contractivg Divectorate furnetions under the
lepadership of one director and cne deputy director. The
non—matrixed sub-compornents incluwde the Corntract Policy
Division (FKC), Resowrces Management Division (FKX),
Technical Support Division (FRT), and the Operaticnal
Contracting Division (FKO). The Resoureces Management
Bivisiaon (FKX) is further reduced o three iwdividual
branches: Program Amalysis and Rescurces Eranchji Contract
Performance Arnalysis Branchi and Personrel and Training

Branch. Similariy, the Operaticnal Contracting Division

-—,[‘,‘3_



(FKRO) directs the activities of foaur subordinate entities:
Systems bBranchj Commodities Branchi Constructicon Branchi and
Services Branch. These ron-matrixed components aof the
Contracting Divectorate, referred to as the "home-affice®
compornents, provide either the full range of organizational
support for the entire directorate, or furction as bhase
contractings The remaining persorrnel within the Contracting
Directorate are matrixed into each of the six produect
directorates, and provide the service of acqguisition
management for each of thoase products. An organzational
tlock diagram of the Lontracting Directorate is found at

appendix B.

MATRIXING

By designy, members of the Contracting Directorate
who provide services for the individual product directorates
ghould be fully matrixed. In other words, FHK emplayeses
should be physically situated within areas already occupied
by members of the inmdividual product directorates. Ideally,
this physical relationship shouald place contracting
personmel in clogse proximity to the intermal customers with
whom they most aoften confer. However, it is difficult ta
determine the externt to which full matrixing has been

acconplished. This may be attributed to a number of



renovation projects presently taking place at Kelly AFE, arnd
to a continual downsizing effort, both of which may reguire
the redistribution of persornel. Nevertheless, matrixing is
not an #lement of TEM, but rather & product of the
raecrpanization which was hoped would facilitate the TOM

implementation process.

Netwithstanding the effect of matrixing, the total
guality effort bhas beern underway since 1988, arnd the
reorganization of Kelly AFR was begun in October 1998, TEM
is a stand-alone precess that does ret take matrixinmg into
account. Realistically; however, 1rn terms of this
particular study, it is importamt to recogwize thatb

matrixing is rot without consequernce.

Each product directorate is tasked with the
respansibility of determining its ocwn quality poals ard
objectives, and formulating its owrn TOM implemérntaticon plan.
Similarly, the Contracting Directorate maintains its own
quality agerda. Thus, az a result of mabtrixing, a pecaliar
situatiaon emerges. Givern the phymical dispogitiorn of most
of the contracting employees within the produact
directorates, FK employees become bhoth the berneficiaries and
benefactars of the TAM partnership with their produact
directorate. Effectively, then, responses to the survey

ingtrument wtilized in this stuwdy may refelect atbtitudes and

_.51_.



apinions that cross organizational livees.

An attempt to measure the TOM initiative exclusive
to the contracting directorate would reguire a mors
deliberate approach. This study, however, is desigrned to
measure the attitudes and copiniorns of PK emploveess in btheir
natural work enviranment. The influence of the partnership
organization on FK employees, thery may praovide a basis for

a broader generalization of the survey results.

PR POFULATION

The target group for this study is the papulation of
the Contracting Directorate. The actual setting for this
vasearch includes all PK matrixed and non-matedixed
arganizational compaorernts within the Ban Antomio Air
Logistics Center. As of March 1, 1993, there were SH@7
civilians employed by the Contracting Directoratea. Althaougn
military members also hold positions throuphout the
Contracting Directorate, that exact number is urikvown atb
this time. While some members of the military enjoy a more
“permanent” status as a conbtracting employes, many maembers
frequently '"rotate bthrough, " either on career broadening
programs, or as a result of a limited assigrment. However,

statistics provided by the PFersaormel and Training Brarnch



{(FKXF) of the Rescources Management Division (FKX) indicate
that military members typically comprige am estimated six

percent of the PH workforce.

In crder to minimize the impact of the
congressionally mandated downsizing effort, incentives were
affered for resignations and early retirement. As a result,
the actual number of persornmel in the Contracting
Directorate is wundergoing continual change. Uf the more
than nine hundred employees targeted for reducticon, 186 are
required to be digplaced from the Contracting Directorate.
The most recent statistics available indicate that
seventy-sin caontracting persormel had submitted resignations
or requests for retirement. Howsver, the time corstraints
of this study do rot permit an exact determimation of
sgparation dates for smployees. Therefore, determining the
precise number of enployses currently available at the times
af this study is rot possible. Table 3.1 identifies the
official rnumber arnd percentage of K employees by paygrade

as of March 1, 19%9:3.

Chapter four examines the strategy used to identify
matrixed and nonmatyined parsormnel whe combine to form the
sample for this stucdy. The survey instrumert used o
meagure the attituwdes armd opinichns of Contracting personmel

is also discussed, along with the method by which



distribution of the guestiomaire is accomplished.
Finally, the particular strergths and weakrnesses aof the

methodolagy are introduced and defined.

Table 3.1
Cortracting Directorate — Employees by Paygrade
Civiliawn Number Farcent
Senior Executive i .l
GM—15 4 . 7
GM~-14 11 Z. ¥
EM—-13 =25 4.6
GS-13 ie Bl
GB-1& 111 WL 7
G58-11 98 1. &
t5-09 =8 1. 8
8598 1 v, ]
GE—-@7 32 E. 8
B5-@6 7 1.4
B8~05S 87 lé. &
G5-04 53 2.8
EE~23 3 . B
Military appraX. 2B approx. 6.v
Total approx. 537 apprax. L10@,1



CHRAFTER FOUR:

METHODQLOGBY

STRATERBY

The methodology uwtilized to accomplish this
single-case study effort is a combiration of document
analysis and survey research. The case study strategy is
congidered a preferred method of research when "how" or
"why" guestions are being posed, when the investigator has
little control over events; and when the focus is on a
contemporary phencomenon within some real-life context (Yin,
188121). In this particular research effort, all the

criteria are met.

The data gathering vehicle used to conduct this case
gtudy, the survey instrument, is perhaps the most freguently
used method of cbservation in the soacial sciences. It is
advantageous in studies that bave individual people as the
urite of analysias and iz especially suitable tor obtaining
descriptive statistics for large populations. Survey data
are alsc bengficial for explanatory or exploratory efforts

(Rabbie, 1983:2@73).

The most common methods of cbtaining survey



information ave observation, interview, and gquestionnaire.
The guestionnaire may be administered ivn three wayss: 12
self-administered, completed by the respondentsy &)
interviewer—administered in a face-toe-face situatiom in
which the items are read to the respondent and the arnswers
are recorded; or 3) the interviewer-—-administered telephorns
survey {(Babbie, 1983: o¢h. 7). OF these ocptions, the
salf-administered questionnaire is typically recognized as
the more efficient and cost-effective means of gathering
data (Babbie 1983:236). It is also considered more useful
in situations where respondents are asked to express
apinions or attitudes that may be unpopular. In this case,
the anonymity implied in the self-administered questionnaire
may encaurape the participation of reluctant subjects
{Habbie, 1283:837). Az a result of these factors, the

self-administered questionmaire was used to address the

research questiorn.

GQUEBTIONNAIRE

Althcough the term "questiormmaire" sugpests a
collection of questions, an examination of the typical
queastionnaire will probably reveal as many statements as
questions. This design i8 rat without reasor. Reseatrch

aften foouses orn determining the extent to which respondents



hold a particular attitude or perspective, If a brief
statement regarding attitude or perspective can be
expressed, the respordent ecan be ashed to indicate the
degree ta which he or she agrees or disagrees. Rensis
Likert has formalized this procedure through the coreation of
the Likert scale. This instrument is formatted in a style
which allows responderts to address any particular statement
by stronply agreeing, agreeing; disagreeing, strongly

disapreeingy, and so forth (Babbie, 1983:13&).

Twe options may be utilized in bthe pconstruction of
questionnaires. Dne option is to present "open-ended”
questions which require the respondent to answer in his or
her own words. The secord opbticn s to pose guestions aor
st atements which require the resporndent to select an answer
from among a list provided by the researcher. This methaod

iz referred to as "close—-ended."

In the construction of the close-ended
questiornmaire, response categuories provided shouwld be
exhaustive, This describes a situabtion where all possible
responses that might be expected are available for
selection. Categories must alsoc be mutually exclusive. Iry
this case, the resporndent should rot feel compelled to
s@lect more than one response for any one guestion.

Instructions preceding the questiormaire should advise the



reapondent to select the “one" bast answer for each of the

gquaestions or statements (Babbie, 1983:133).

There are a number of additiornal guicdelines which
should be followed during construction of the guestiormaire.
Fivrst, the statements or guestions should be clear and
unambiguous. Ouestiornnaire items should be so precise that
the respondent has a confident understarding of the guestion
being asked. BSecond, "double-barreled" gquestions should bhe
avoided, Double-barreled statewernts describe items which
typically contain two questions conrnected with the
congunction "and," but allow for only one response which
wounld apply to the entire statement. Questions and
statements must aism provide inquiry into a subject in whrich
the respondents are krnowlegeable. The questions shouwld
remain relevant to the point of the study, and be short,

uncomplicated, and unbiased (Rabbis, 1983:135).

METHODES OF DIBTRIBUTION

There are several methods available for the
distribution of self-administered questiorraires. The most
common method wutilizes the postal system. Typically, the
guestionnaire is dispatched via mail, acconpanied by a

letter of explaration and a self-—addressed and stamped



envelope for returning the completed questionmaire. Arncther
method invaolves the administration of the gquesticonmnaire to a
group of respondents gathered sinultanecusly and at the same
location. A more recent invention has been the use of the
haome delivery systemnm. in this case, the researcher visits
the home and explains the situdy. The guestionnaire is left
to be completed and picked up by the researcher at a later
date. This method can also be modified by either of Ltwo
ways. One, the survey can be mailed to the respondents and
personally collected at a later date. Twey, the guesiornaire
can be personally delivered alonpg with & self-addressed,
stanped envelope for return through the postal systenm.
Overall, researchers who utilize any vardiation of the home
delivery system anjoy a higher completion rate that those
who utilize the mail system inm exclusive fashionm {(Rabbie,

1983:283).

STRENGTHS DF BURVEY RESEARCH

Utilizing the self-adwministered gquestiormaire for
gurvey research provides a number of advantages. Among them
are aponany, efficiency, relative ease of response
tabulation, absernce of interviewer bias, and anornymity of
respondents. These characteristics make survey research

possibly the best method available for collecting data on a



population too large to abserve directly. Surveys are also
considered excellent vehicles for measuring attitudes and

orientations in a large population (Babbie, 1983:209).

SBurveys are accommodating instruments of
measurement. The survey instrument allows the researcher o
develop operational definitions from actual cabservations.
Based upon those cbservations, any nuamber of guestions may
be asked on a piven taopic, offering considerable flexibility

in the analysis of results (Babbie, 18983:838).

fidditionally, numercus standard or previcusly
executed questionnaires are easily accessible to
regearchers, This availability reduces the hardship and
time involved in developing new instruments for each
asgessmnent effort, Btandardized guesticrmaires are
generally considered stvoeng with respect £o measurement
reliability. The instrument asks the same questicon o all
participants. If the study were repeated using the same
survey instrument and sample, similar results —— reliability

- wiolld be obtairned (Lockwood, 1381:466).
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WEARKNESSES OF SURVEY RESEARCH

In spite of its strengths, survey research also
maintains a number of irherent weaknesses. Occasionally,
the requirement for standardization of the survey instrument
to all participants results in inappropriate guestioninmg for
part of the sample. Standardized gquestiormaire items often
represent the least commorn derominator in assessing
attitudes, crientations, circumstances, and experiences.
Designing questions that are minimally appropriate to all
respondents occasionally ieaves absent those questions that
are most appropriate to manmy respondents. Im this context,
survey research may result in superficial coverapge of a

complex topic (Babbie, 1983:238).

Although surveys have the advantage of flexibility,
they are also burdened with inflexibility. 8Studies
involving direct observation may be modified as field
conditions warrant. However, surveys typically require that
art initial study design remain unchanged throuwghout. I¥ the
researcher becomes aware of an important rnew variable which
affects the pheromernon under study, it is difficult to make
the adjustment without reinventing the swvey instrumernt, or

perhaps compromising the research effort altagether.

Another weakness of survey reseach (s the potemtial
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for artificiality. FAnswers to a guestiormaire may kot
necessarily reflect the respondent’s acitual attitude or
opinion, This peculiarity lends weakress to the
ingtrument’s level of wvalidity. Rdditionally, validity may
be affected by the fact that the opinions of peaple seldaon
take the form of "strongly agree, agree, disagree,” and sc
(=171 Burvey responses musi, instead, be regarded as
approximate indicators of what the researcher had
contemplated during the framing of the gquestiorm (Babbie,

19583 :238).

THE INSTRUMENT

The methad uwtilized to gatbher data for this research
enployed the use of a ten page questionnaire. The
questiormaire was attached to an introductory cover pags
which explained the purpose of the study, described its
content, and proavided instructions for completing the
instrument (Babbie, 1983:238). The survey was desipgrned to
gather information regarding employees® attitudes, cpiniors,
and level of invalvement in the Total Quality Management

initiative within their organization.

The questiormaire is constructed in four parts.

Fart I is intended to focus on the seven primary ternets of



Total Guality Management (Swiss, 1992:3571. Accordingly,
these tenets are presented in seven individual sections
entitled: 1) Employes empowerment and participaticng £)
Custoner focusy 3) Management and leadershipy 4) Tools and
measurenents; 3 Employes training) &) Quality assurances

arnd 7) TeamworK.

Between five and eight statements are matriwked into
each section. The subject is asked to respond by placing an
"X" in the box that best represents his or her attitude to
the corresponding concept. The statements presented are
close-ended, with limited available respomses in Likert
fashion. PRart I of the gquestigmraire was developed, to some
axtent, by modifying questions discovered in a 1992 General
Accounting Office (GRO) report. The GRO documenrnt described
the results of a quality survey previcusly issued to federal
organizations between March and Beptember 1992 (General

Accountivg Dffice, 199&8).

A total of forty—five statements are presented in
section one. Of the forty—~five, fifteen, or cne-third of
the statements are reversed. This strategy requires
respondents to reverse mentality and mark answers cpposite
of that which would normally be marked in the case of a
positive statemernt. The decision to reverse statements or

guestiong is a matter of desigrn preference.
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Babbie sugpests that negative items allow for
misinterpretation and should be avoided (Babbie, 1383:134),
However, in attitudinal weasurements, reverse statements
help to negate the tendency of respondents to answer all
questions by simply agreeing or disagreeing. The reversing
strategy was utilized in this study with the internt of
strengthening validity. It is believed that this was
accomplished by minimizing the respondent's tendency ta
lapse into a state of apathy which might be more prevelant
in standard positive-statement questiormaires. The seven
tenets of TOM presented in Part I comprise the concepts used

to guide this research efforé.

Part 11, designed by the researcher, is intended to
gather information of a more gerneral nature. In this part,
there are ten statements which focus on the stratepic
plaming process of TOM implementation, and on perceptions
regarding the respondent?s supervisor. FAgairny these
statements are desigred in Likert scale fashion. Four of
the ten guestions, or slightly more than core—-third, are
reverse-oriented. These questions are relevant to the
isegues of supervisory participation, Deming®s Faurteen
Points for Quality Improvement {(Table 2.3), and Deming’'s
Seven Deadly Diseases (Table Z.&8) as described in chapter

twWCr.



Fart III of the questiormaire allows for an
open—ended response. The instructions simply advise the
regpaondent that Part III ie his or her opportunity to
express any opinion they may have regarding the Total
Quality Management initiative in their orgamization. The
purpoase of including an open—ended statement is to enhance
the level to which the instrument is exhaustive, as

sugpested by Babbie (Babbie, 1983:133).

Part IV of the survey was developed by the
researcher and contains five simple questions desigred to
collect backgrourd data on the participants. The
respondents arg merely ashked to circle the correct angswer
fram among the list of possibilities given with each
question. Only question fifty—eight allcws for a

cant ingency response.

This data is callected for the purpose of
determining demographics. Relaticrnships between respondents
exhibiting similarities ivn their answers may not prove
relevant to the research. However, since it is often
difficult to determine the relevance of demcegraphics in

agvance, it is considered prudent to collect the information

as a contingency.



The ordering of statements for the ful)
questionnaire follows the advice of Habbie. Part I, sectiorn
arney, begins with statements that are interesting ercugh to
captivate the respondent. In this case, the category of
"Employee empowerment and participation® dirvectly invalves
the respondent to the point where he or she would “"warnt" to
answer, At the same time, however, the questions are rot
threatening. 8Bections that have a less direct relationship
with the respondent, and are therefore less compelling, are
placed between the more interesting sections. The reguest
far demographic infoarmationm lg inserted at the end to avaid
leaving the appearance that the guestiormaire is gust

ancther reoutine form (Babbie, 1983:2815).

The questionnaire was pilot tested irvn the FPersormel
Directorate (DR) at the Bam Antonio Rir Logistics Center.
Personnel who apreed to complete the survey alsc agreed to a
roundtable discussion of the instrument at a later date.
The pilot survey was tested for feasibility of the scheme.
Mimor changes to the wordinmg and length of the instrument
were accomplished through & consensus of the roundtable
participants. The pilot testing of the guestionnaire
contributed ta the instrument’s content and face validity.
Content validity is the degree to which a measure includes
the range of meanings within the concept (Theis, 1992:47).

Face valldity describes a sense of conmon agreement betweern



individual mental images arnd itz association with a
particular concept {(Habbiey, 1983:117). The survey

instrument utilized in this study is found at Rpperdix C.

BAMPLING TECHNIQUE

A survey population ig that aggregation of elements
From which the swrvey sample is actually selected (Babbie,
1983:147). The survey population selected for this research
was the Contracting Directorate at the San Antonio ARiy
Logistics Certer. The sampling units consist of all
matrixed and non-matrixed comporents that combine to
formulate the Contracting Direcitorate, as described in
chapter three. As seern in the organizational block diagram
(appendix R), there are a total of forty-three available
sampling units. The sampling frame was obtained by
retrieving from the electronic base locator system, a
listing of all members in each of the forty—three units.
Far the purpose of this study, the unit of analysis is the

individual member.

The sampling frame accounted for 495 individual
members within the sampling units.  PAn inguivry to the
Feraormel and Training Bramch (FKXF) regarding the actual

number of members employed in the Contracting Directorate



revealed only an estimate as of March 1, 1993. This number,
as seen in table 3.1, includes 507 civilian employees, plus
an undetermined rnumber of additional military members
totalling up to six percent of the PK populaticon, or an
additional 3@ members. The tcoctal number of contracting
employees, then, is between 507 and 537. Therefore,; the
disparity between the sampling frame of 495 and the maximum
pepulation of 537 is between .4 and 8.4 percent. In a
worst—-nase scenaric, the sampling frame would represernt no
less than 21.6 percent of the population. RAccording to
Babbie, sampling frames aften do not truly reflect the full
complement of the populatiorn. In these cases, the
rasearcher can ignore a small disparity if it carmot be
eamily corrected (Babbie, 1983:1168). Due %o the continual
ratation of military members arnd the present emphasis on
downsizing as descirbed earlier in chapter three, the
disparity as noted here will remain withaut further

attention.

However, as & consequence of the dynamics presently
experienced by members of the Cortracting Directorate at
Kelly AFR, the method of sampling was a concern. Since
randonness canmot insure representativeress (Coladarci,
1980:193) there remained some question regarding the extent
ta which either random or stratified sampling would provide

an accurate representation of the population. Thus, 1n an



aeffort to maxinmize the validity of the study, the sample

utilized in this research was the same as the population.

The gquestiormaires were delivered ta PK enployvees
teing a modified version of the home delivery method. RAfter
establishing the sampling frame, one point of contact and
one alternate was gselected in each of the forty—-three
sampling units. Questiannaires were delivered to the points
of contact for distributiom to the members of their
respective sampling units. The survey instruments were
completed by PK employees and returned to the points of
contact within three dayzg, at which time they were picked up

by the researcher.

During the three day sampling periocd, the full
papulation of PK members was mot available for participation
in the study. The absences were likely attributable to
matters such as illness, temporary duty assigrments,
scheduled leave, and early retirements and resiprnations due
to the downsizing effort., However, since no pattern or
reason for the absenteeism couwld be positively identified,
the affected members were not distinguishable from the
remainder of the population. Corseguently, the sanple

remained valid for the purpose of this study.



Miesticrmaires were administered to 417 of the 435
contracting employees originally contemplated as the
sampling frame. This represents a delivery rate of 84.&
parcent. O0f the 417 guestiormaires released, completed
instruments were received from 213 employees for a respanse
rate of fifty-one percent. The aoverall rate of
participaticrn with respect to the irnternded sampling frame
was 43.8 percent. Chapter five provides an analysis of the

survey data.
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CHARTER FIVE:

DATH ANARLYSIS

OVERVIEW

The data analyzed in thise chapter were compilled from
2iJd completed guestiormaires received from 417 participarnts
over a bthree days period. A variation of the home delivery
system was utilized in this swurvey effort in an attempt to
grharice the potential for responses over the short period.
This methced proved effective, as the overall response

resulted in a fifty-one percent rate of returrn.

The majority of the survey was designed in the
Likert format. In Part 1, the data were examined in terms
of the TOM maturity level within the respondents?
organization. Seven distinct concepts were wtilized in the
testing of TOM matuwrity. PFart Il gathered more pgereralized
information poncerning the organizatiorn’s strategic planning
effort, and opinions regarding the respondents? supervisors.
Fart 111 of fthe survey was the anly oper~ended guestiar.
Except for some regquired minoe changes in punctoation,
responses to FPart 111 were iranscribed verbatim, and are

found at Rppendix Do However, for the purpose of clarity



and uniformity, cccasional comments or other information
were added by the researcher, and are identified by its
gnclosure in brackets. All comwents were incliuded without
frrther editing. In FPart VI, demographic inmfarmaticon was

gathered.

LIMERT SCALING

Likert scaling represents a systematic ana refined
means For constructing indexes from questionmaire data. Thea
term "Likert scale" is associated with a question faormat
that is freguently used in cocntemporary survey
questicrmaires. Basically, the respondent is presented with
a statement in the gquestionmaire and is asKed to indicate
whether he or she “strongly agrees,” "agrees, " “"disagrees, "
'"gshrongly disagrees, " or is "wndecided. ! Any reasconable
modification of the wording or resporse categories may be

used (Babbie, 1983:138&).

The particular value of this format is the
unambiguous crdinality of response categories. If the
respondernts were permitbied ta volunteer or select such
answers as "sort of agree," "pretty much agree," “"really
agree," and so forth, it would be impossible to make valid

Judgenents regarding the relative strerngth of agreement



intended by the varicus respondents. The Likert format
resolves this dilemma (Eabbie, 1983:3800. It is the
commarily accepted practice bto agsume that Likert scales are
equidistant and continucus, and, therefore, ainterval—-lavel

data (Dileornardi, 1988:%1).

The Likert format alsoc lernds itself to a rather
straightforward method of index construction. Sinee
identical respornse categories are used tor several items
intended to measure a given variable, sach such item can be
scored iv a uniform manner. Serales sometimes employ an even
rumber of values which forces the respondent to select a
value from either the megative or the positive hailf of the
scale., However, the preference is to use am odd mumber of
responses which provides the participant a balanced scale
and & rneutral option (Dileovardi, 1988:21). With five
response categories, scores of zero to four, or one to five
might be assigred, talking the directicn of the items irnko
account. For sxample, a weight of five might be assigred to
the response "strongly agree" for positive iltems, and to
"atrongly disagree” for negative items (Habbie, 198d:380).
In this manner, overall scores representing the summatiarn off
scaores received carn be determined. A further balancing of
the scale may also be emphasized by assigning values to
categories in terms of rnegative and positive. For example,

for five categories, the use of ~8 to +2, instead of v to 4



ar 1 ta 9y, (Dileornardi, 1988:21), may prove more desirable.

The Likert method relies on certain pastulation. 1%
asgumes that an overall score based on the responses to
items reflecting a particular variable under consideration
proavides a reasonably pgood measure of the variable. These
cverall scores are rnot necessarily the tinal product of
index congtruction; rather, they may be used in an item
analysis to select the best items, Essentially, sach item
is correlated with the largey composite megasure. Items that
correlate highest with the composite measure are assumned tTo
provide the best indicators of the variable, and only thoss
items would be included in the index uwiltimately used for
analysis of the variable. Likert—item resporse categories
assume that each item has about the same intensity as the
rest. This is the key respect inm which the Likert method
differs from scaling as the term is typically used. (Babbiey

1983:381).

LEVEL OF T MRTURITY

Hitimately, the purpose of this research is to make
some determination about the perceptions of employvees
concerning the TEM initiative in the Lontracting Directorate

at Kelly AFER. I making this determination, survey ressareh



was corducted using a self-admivistered gquestiommalire. The
purpose was to gather encough information to analyze
employees’ attitudes regarding the seven primary tensts
associated with TOM. Secondarily, the data would permit an
exanination of the TOM implementation strategy, as well as &
few Furndamertal concerns of TEM dynamics. Responses to the
guestiormaire reflect the attitudes, opinions, ard level of
involvement as perceived by employees of the Contracting
Directarate. Effectively, the respornses allow for a
determination of maturity regarding TOmM within the
organizaticon. A maturity is directly proportiomal to
sucress in terme of implementaticon, the results of the
survey will allow for a confident evaluation of the TR

initiative.

The seven concepts used in bthis study were chosen to
reflect the seven primary tenets of Total Quality
Mawragemart. In order to measure each of the seven
variables, betwesn five and eight statements were matrixed
urnder each concept being tested. Respondents were asked to
idertify the answer that best represents his or her attitude

with regard to the corresponding item.



STATISTICAL TECHNIRUE

The data presented in thas chapter reflect the raw
riimber and percentage ivn which the respondents ldentify with
each of the five categories. The catepgories are ranked in
terns of "Btrongly Agree, " "Agree, " "Don’t Know, *
"Disagree, " and "Strongly Disagree." For the purpose of
this study, and as a nieans of conducting overall scoring and
item analysis, the response categories are weighted
respectively, begirming with +2 for strongly agree, to -
for stronpgly dissgree. Irn the case of reverse statements,
the valugs are reversed. The full yranpge of scale for each
individual statement is +4&86 to —4Z26. Reverse statements
are identified by the symbol "L£R1," which will be placed

before each item that is reverze—orisnted.

EMPLOYEE EMROWERMENT AND PARTICIFATION

To mgasure the attitude and perceived overall level
af invalvement in terms of empawerment amd participation,
gnployees were asked ta offer a response to six statements.
The fFirst statement was, "Employees are enpowered to pursus
guality impraovement ideas."” Among the respomses, 13 percent
of the participants strongly agreed; 44 percent agreed; Just

less tharm 18 percent either did rnot know or falrzled to



respond; about orne-fouwrth of the respordents disagreedi and
less than 8 perearnt strongly disagreed. A total of 94
responderts agreed that employees sre empowered to pursue
gqualtity improvement ideas, HSince the overall scoring of
this item resulted in & positive b3, the largest positive
rasponse, "agrea," is determired to be the most accurate

averall indicator.

The rext item reads, "As a result of T0M; employees
row have moreg authority to make decisions. " Four percernt of
the respomdents strormgly agreedy orne—tourth agreed; 17
percent didn't krow or didn’t respond; over 40 percent
disagreed; and Just over 18 percent strongly disagreed.
Ninety-two respondents disagreed with this statemert, giving
thig individual ditem the larpest score of -3, The
response, "disagree," is the bpest overall indicator of thias

statement, which has arn overall weilghted scare of —7d.

Btatemarnt three iz reverse-oriented. It reads,
"Participaticon im TEM is not endorsed throughout the
arganization," Seventesn percent of the respondenta
strongly agreed, while approximately ome-third agreeds;
almest 29 percent didr’t kKnow or did not respond; nearly a
quarter of the respondents disagreed; and 9 percent strongly
disagreed. Over half of the respondents either strongly

agresed or agreed. The stronpest ivndicator for this item 18

..'?"7-..



"agree, " which found an overall score of -—-68. The aoverall

composite for this statement is —H5.

The next statement reads, "Emplovess are gilven the
responsibility and encowraged to improve their wark
processes. ” Twelve percent of the respovdents strangly
agreed; almost half of the respondents agreedy 7 percent
gither didn't respond or didrn®t krnowji about one-fourth
disagreed; and 3 percernt strongly disapreed. The oversall
composite for this item is positive Y8, Thus, the response
"agree, ' which garnered an individual scovre of L13¥, most

accurately represents the overall attitude toward this

statement:.

The fifth statement received arn overall composite

score of 5%, The statement reads, "The organization has a
proecess for receiving and evaluating employees’ improvemerrt
ideas. " Eipht percent strongly agreed while an egual number
stronply disagreed; 49 percent agreed; rearly a thaird dgidrn't
Krow or did rot respond) and 16 percent disagreed. With a
positive scoving of S0, the most acocurate ivndicator of
emnplayees? apinion to this item is "agree," which was

selected by B6 respondents.

The last itemy, which is desigrned to test employee

attitude toward empowerment and participation, is a



reverse-criented statemert. It reads, "Managemert's
delegation of avthority to employees has rnot irnicreased with
TOM. " This statement received the highest overall score of
negative 11@. Appraximately ome~Fifth of the employess
strongly agreed with this statement, while ancther 48
percent apreed. Sixteen percent didrnit krnow or failed to
respord; 18 percent disagreed; arnd only 1 respondent aut of
every 2@ strongly disagreed. Nivety respondents agreetd wWwitn
this statement, which provides the best overall indicator off

attitude for this item.

In order to get & confident neasure of the entire
variable "empowermnent and participation,® the compasite
soores of all six items were combirned. The range of the
scale for each item is +426 fto —486, The averall scoring
For the corncept of empowerment and participation is &
negative 93 on a full composite range of +2556 to —2556.
This score indicates & rnegative attitude by employees
regarding the organizaticon’s progress toward empowering its
workforce and encouraging a deeper sevnse of worker
participaion. The individual and composite scoraes of all
items matrixed under the concept of empowerment arnd
participation can be seen iy Table S.1. Figuwre 3.1 pravides
a graphic representation of the overall ratings of the i1tems

matrixed under this empowerment concept.



Tablie 3.1
EMFLDOYEE EMRPOWERMENT AND PARTICIAEOTIUON

T Tyl A [P

Employees are gmpowered to pursus guality improvement ideas:

Resporises Fercentage soore
Strongly Roree =8 | o6
QQPEE 94 44 hép
Dom?*t HKnow/No Respornse =2 £ @
Disapree bt p= =1 —o5
Strongly Disagree 16 ] B
Total 213 1w (=9

As a result of TOM, employees rnow have more awthority to
make decisicons:

Responses Fercentage sScore
Strongly Agree 9 4 14
ALgree He =5 S
Dore' t Krow/Ne Respornse S L7 At
Disapres 9z 43 -9z
Strongly Disagree i 4 11 — 48
Tobal 213 1 ~7a

LR) Participation in TOM is not endorsed througnout the
organization:

Respornses Fercertapse Socore
Strongly Agrees 37 17 74
Rrree &8 Sl ~6&H
Dot Know/Na Response 44 19 2
Disagres a1’ Fa Si
Strongly Disapgree 18 9 St
Tetal 213 1 i [~



(Table 3.1 comt.)

Employees arg given the respomsibility amd encouraged to

impraove their work processes:

Respornses

FPercentage

12
47

7
z7

A

Soore

Stromngly Agree i)
fgprea 1éa
Dontt Krow/No Respornse 19
Disagree 58
Stromgly Disagree 11
Total 213

The orpganization has a process far receiving and
evaluating emplayess’ improvement

Responses

ideas:

Fercentage

a8
4L
29
16

ot S i 4 ol AL i ) rth S i A ke A R b B S R AL it S A R it PR LW MiAS MAR LE s gy A i) A A i A S e — T L —— ——— —— g b o g o o gy e

Btrongly RAgree 16
Agree 86
Daor?! t Krnow/No Responss =1
Disagree 54
Stvrorngly Disagree 17
Total 213

LRI Marnagemert?!s delegation of authority to employees

has rnot irncreased with TOEM:

Respornses

Strongly Agres 4h
Agree 2"
Dovi' t KMrnow/No Response 34
Disagrees 38
Btrongly Disagree 11
Total 213
COMPOSITE BCORE 1278

i Pupas e e e Simi} 1 aae e et e e e b Skl S PR (P PR BT o St ot S T ek it ] e St RS LS B M T M Y . T e S o P e v St e ok b e e e et s e s e

Rarge for Composite Score is

Fercentane HScore
i3 ~£i
4 ~u
16 r Y]
18 S
5 2l
1ua ~11iy
14 -53
~285



Figure 5.1

EMPLOYEE EMPOWERMENT AND PARTICIPATION

COMPOSITE SCORES
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Range of Scale is +426 to —426



CUSTOMER FOLCUS

The second cancept of this study used to measureg the
parcepbtions of TEM is customer focus., Severn statemernts were
matrixed under this principle. Again, employees were asked
to respond in lLikert fashion. The first question states,
"The grganizatiorn as a wiole is rnot customer oriented.

Thie statement was posed iwn reverse-orierntation. 8ix
percent of the respondemts strongly agreed; about
one—guarter of the participants agreed; 1@ percent sither
didn®t krow cr didn*t respond:; just over 40 percent
disagreed; and 16 percent strongly disagreed. The mosh
aceurate indicator for this statement is "agree., " which was
selected by 87 respondents. The overall score for this

statement is a positive 7.

The second statement rexds, "The crpanization
promotes the use of customer fesdback loops to improve itwm
processes. " Seven percent of the respondents stromply
agreed; ome-third agreed; one-fifih of employeess dian?t Rrnow
o didnt respond; anobher one—thivd disagreed; and O
percant strongly disagreed. In this statement, the
responses are spread ratbher evenly ascross the positive and
negative options, As & result, the overall composite for
this statement is positive 1@. Since only ome-fifth of the

respondents didn*t Know, 1t can be assumed that the



organization is fFairly well divided on this issue.

The next statement presented is, "Surveys are
commomly used as a tool ta improve our understarnding of
customer support.” Geven percernt stronpgly agreed with thas
statemernt; &9 percent agreed; 17 percent didn’t know oy
fatled to answery over ong—third disagreed: and over 1W
percent strongly disagreed. The respornse seern as the most
accurate indicator for this statement 1s “disagree, ” as 7o
respordents chose this option. The averall score for this

shtatement is —35.

Iri response to the statement, "Employees contivnuaily
strive tx satisfy their internal customers, ' over 14U percent
of the respordernts strangly agreed, while cover halft agreed.
Tern percernt didn*t Know or didn®t respond; crne~fifth of the
respondents disagreed, and only 4 percent strongly
disagreed. This zstatement, ultimately scoring 109, received
the highest composite rating among the "customer focus'
items., The best indicator for this statement i1s "agree,"

which was selected by an averwhelming 114 respondents.

The rext statement 15 a reversed item which reads,
"Evoblems expressed by internal and external customers are
mot quickly resolved. " Seven percent stromgly agreed while

& percent strongly disagreed. Rimost 4@ percent of the



respondents agreed; approximately a gquarter of emplovees
disagreed) and 22 percent didn't Hrnow or didn’t answer. Thes
best indicator tor this item 13 "agree, " which was cohosen by
8@ respondents. The overall composite scaore for this item

is 34,

The next item states, "Mebthods to measure arnd
monitor external custoemer satisfaction have beern implemented
in my organmizatiorn.” Only & percent strongly agreedj =2
percent agreed; rnearly 34 percent disagreed; 15 percent
strongly disagreed; and 31 percent —— the highest 1ndividual
score wder this item —— didw’t kHriow or didn't respond.
Nevertheless, the conposite rating for this statement 1s
mirms 64. Sixty-two respondents chose to disaoree, while 31
chose to strongly disagres. Both of these responses
garnared individual scores of negative 6, thus mo single
response can be used as the most accurate measure of
attitude for this item. However, it is fair to say that the

overwhelming attitude foward this statement is rnepative.

In response to the reverse-oriented statemernt, "A
system for managing cusicomer complaints has rnot been
develaopad in my oreganization," 14 percevt of the
participants chose "strongly agree, " while over cne-fthird
agreead. Arother one~third either didn’t Know o didn’ G

respond; 18 percent disagree;, and only & percent strongly



disagreeed. The averall score for this item is —83.
Therefore, the most accurate indicator is "agree, " which was

splected by 73 respordernts.

The "customer foous" corncept was the most positively
rated variable undergoing measuremnernt. However, its
weighted composite score still resulted in a rnegative rating
of =38 on a full compesite range of +28556 to —-2556. e
range of each individual item is 426 to —4i26. The
individual mnumbers, percentages and scores can be saen more
clearly in Table 5.#., Provided ivn Figure S.2 is & grapnh
which represents the composite scores of each item within
the concept. If addressecd left to right, the grapn will
represant responses to the statements in the ocorder that they

were presented under this concept.
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Table 5.2

[R] The organization ag a whole is not customer oriented:

Responses Fercentage Score
Strongly Rgree 15 & &
Agres S549 =27 —54
Don®t Krow/Mo Hesponse 19 14 (]
Disapgree a7 41 87
Strongly Disagrees 35 16 7
Total 213 194 7

The organization pramotes the use of customer feedback
laops to improve its processest

Responses Fercentage Score
Strongly Agree 15 7 Sa
Agrea 75 39 K=
Dov’ £ Hnow/Na Response ip 4y =@ %]
Disagree €3 S -3
Btronmgly Disagree 1& 8 -3
Total 213 1@ 1A

Surveys are commonly used as a tool to improve cur
understanding of customer support:

Responses Fercentage Boore
Strongly Rogree 14 7 Fogs)
Agreea e 4] b
Daon®t Hrow/No Respanse 37 17 21
Disapree 79 30 —75
Stronpgly Disagrees =23 1 ~S
Total 213 1 —~35
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{Table 3.2 cont.)

Employees continually strive to satisfy their ivternal
customers:

Resporses Fercentage score
Strongly Agree =4 il 48
Rores 114 e 1i4
Dorntt Krow/Na Respornse =21 ia @i
Disagres 4f> e -
Btrongly Disagree 8 4 e -
Total 213 v l% 118

ER1 Froblems expressed by internal and externaloustaners
are not guickly resolved:

Respornses Fercentage Spore
Strongly Agree 16 / — 32
Agree e’ &8 =1
Dor®t Krnow/Na Response 47 o @i
Disagree 54 w7 e
Strongly Disagree 12 & &4
Tatal 213 i ~3

Methods to measuwre and monitor external customer
satisfacticon have been implemented in my crganization:

Resporses Fercentage Hoore
Btrongly Agrees & A 1e
Agree 44 Pfas 4103
Dori? ¥ Hrow/No Respanse =12 31 i
Disapree b= &9 — &
Strongly Disapree 31 15 R T
Total 213 1A ~G4
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(Table 5.8 coant.)

LRI A system for managinmg customer complaints has not
been developed i my organization:

Responses Fercentage Heore
Stromgly Roree =9 14 —5%48
fAgree 73 34 -3
Don?t Hrow/Noo Response 68 32 Qi
Disagree 8 18 e
Strongly Disagres 5 & 1
Tatal 1.3 1él -83
COMROSITE SCORE 14321 1@ -3
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Range for Composite @core is +2356 to 2556
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Figure 5.2

CUSTOMER FOCUS
COMPOSITE SCORES
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MANAGEMENT AND LEADERBHIP

The third concept of Total Guality Management
utilized in this study is “"marnagement and leadership." This
variable is measuwred with the use of sevenm statements in
which respondents were asked to answer by ingicating their
level of agreement or disapgreement with regard to each
statement. The first item matrixked under this variable is
reverse—oriented. It reads, "Management does not alliow
adequate tine to work om guality progects."  The majgority of
respondents answered positively. Fifteen percent strongly
agreed; 36 percent agreed; a fourth of the enployees
disagresdy only & percent strongly olsagreed; and almost
ane—-fifth did wnot respond ok didn®t know, The overall score
fore this item is ~&3. s a result, the best individual

indicator is "apree," to which 77 enployses responded.

The rext item states that "Mamnagemernt visibly
supptrts and participates in guality improvement efforts.”
Only & percenmt strongly agreed while almost 49 percent
agresd. Twenty—aiaght percent disagreed; nearly 15 percent
strongly disagreed; and anctner 15 percernt either didn’t
biow o failed to respond.  The composite score for this
statemernt isg -15. Although the cverall rating Tor dnis item
is negative, the low Ffigure indicates that apinions

repgarding this statemernt are fairly well divided.



In response to the statement, "Duality efforts on
part of the employees are rewarded by management, ™ only 4
percent of the respondernts strongly aoreed. Thirty percent
agreed while an almast equal one—-third disagreed. Hixbteen
percent of the respondernts stronpgly disagreed. Severteesn
percent of the respondents failed btz answer or answeyed
"dorn't knew. " The overall score for this statement is
negative 57. This indicates that the nost accurate measurs
of opinion for this item is "disagree,” which was selected

by 7@ respondernts.

The rnext item reads, "Guality is a top priority to
mayiagement. " Unly 8 percent strongly agree to this
statement, while over crme-fourth agreed; another one—-third
disagreed; 16 percent strongly dissgreed; and one—fifth of
the resporndernts either didn't respond or didn’t Know. The
overall sooee for this itenm is & negative &l. The response
that most accourately measures this item is "disagres, " which

was selected by 782 respondents.

OUrnly 3 employees strongly agreed that "Managemant
has abamdorned the use of 'shortcut/quick fix! solutions o
selving lovpg-range prablems. " Ten percent agreed); a tihivd
=f the respondents didn®t respond or didntt Rnow; 37 percent

disapreed with the statement: and rnearly one-tifth strongly



disagreed, The composite score of negative 18 tor this
statement represents the most enphatic opirmion of all the
itemse matrixed under the “"marapgement and leadership®
variable. Both "disagres" armd "stroomgly disagree"
categories had individual scores of —~78.  Those two
responses oombined ta capture over one-half of all

respondents.

The next statement reads, "Management reinfoross the
policies and procedures of Total Quality Mansgement.® UOnly
4 pevcent of the respondents stronpgly agreed; almost a
fourth agreed; over a third of the respordents disagreesds; 16
percent strongly digagreed; and over one-fifth didrn't
resparnd oo didrntt Hrnow.,  The caomposite score of -8 for shis
item is best represernted by the opinion "agree; " whicnh was

chaoasenrn by 75 respondents.

The fimnal statement matrixed under the "marnapement
arnd leadership" variable reads, "The Total Quality
Manmagement concept is embraced in *top-down? fashion Dy
managemernt. * UOnly 1 out of every Z¥ employees strongly
agreed; &2 percent agreed; rnearly one-fourth didn®t hoow or
Failed to respond); 3¥ percent disapreed; and almost
one—-Fifth strongly disagreed. This statemernt respresents
the first item in which the most accurate measure Fallas

within either of the "strompgly" categories. In this case,



the highest individual score of ~78 is ocwned by the
"strongly disagree" category which was selected by 549
respondernts, The averall score for the statement ig mimus
77. Respondents chose negative aptions cver positive

cpticonms in this catepgory at a rate of nearily & to L.

The range of scale for mach individual statement is
+426 toe —436. The overall composite score for this variable
iz regative 481 on a range of +2988 to ~EY8E. Thnis
represents an overwhelmivngly wmegative opiniorn of marnagenent
and leadership with respect ta TOM. Nat ome of tnhe
statements praesented under this corcept were soored with a
pagsitive rnumber. Table S.3 provides olarity for the
individual rumbers, psreentages, and scoreg. Figure 5.4
pravides a graphic vepresentation of the composite totals
forr gach matrixed item wider “Marnagemsnt and Leadership.
The graph, viewed left to right, correlates with statements

ivr the order as presented urnder this concept.
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Table 9.3
MONAGEMENT AND LERDRDERSHIR

{R1 Marnagemernt does not allow adeguate time o work onm
quality projects:

Responses Farcentags Hoore
Strongly Agree S 15 ~{ah
Anree 77 38 -7
Don*t Krow/No Response 33 1A Uil
Disagree Vi Fobia] o
Stromgly Disagree 13 & 6
Total =3 §C) 1 64

Marnagemernt visibly supports and participates in gualaty
impravement efforts:

Responses Fercerntage SCOYeE
Strongly Agres 11 & i
Agree a1t 248 Hi
Don't Krmow/No Response S 15 7l
Disagree i =8 =Y
Strongly Lisapgree =9 L4 ~SEd
Total 213 1t -15

DQuality efforts on part of the emplayees are rewarded by
managemnernd:

Hesporses Percentane Hoore
Btrongly fApgree 8 4 16
RApres 65 S8 B
Dor?t Krnow/No Response 26 17 7301
Disagree T8 3 !QE
Stromgly Disapree 34 16 —&8
Tatal 213 L —~G7



{Table 5.3 combt.)

Quality is a top priority to manapemsrnts

Responses Fercentage Scare
Stronpgly Horee 11 & o
Agres 55 =& o
Dot Kyow/No Response A2 2 L]
Disagrees T 34 —7 &
5tronpgly Disapree 33 16 1=
Tatal =13 14 —&1

Manapement has abandorned the wuse of Y“"shortcut/guick Faix"
salubtions to solving long--rarge problems:

Responses Fercentage woore
Stronmgly fAgree ] 1 &
Agres 2 1d i
Do t Krow/Neo Response 71 g e
Disagres 74 7 =7
Strongly Disagree 39 149 ~7&
Tatal 213 124 ~1z8

Mawnagemnent reinforces the policies and procedures of
Total Muality Manapement:

Responses Fercentage Soore
Straongly Rgree ) 4 16
Hores 49 =3 &'y
Dom?t Hrow/No Respornse “#3 el e
Disagree FE i 75
Strongly Disagres 35 16 —~ 7l
Tatal 21.3 104 —84a
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(Takle 9.3 cont.)

The Total Buality Management corncept is enbraced in
"Yop-downt fashion by management:

Rasponses fFercentapge Hoore
Btrongly Agree 1& 5 Za
Agree 47 2 47
Dor't Krow/No Resporse 91 =4 @i
Digagrees &6 S —-E&
Strongly Disagree 33 19 —-78
Tatal 214 1A =77
COMROSITE SCORE 1491 L ~4 81
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Ramge for Composite Score is +2982 to 2983
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Figure 5.3

MANAGEMENT AND LEADERSHIP
COMPOSITE SCORES
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TOOLS AND MEASUREMENTS

The corncept of toocls and measurements is examined in
this study by evaluating the responses to six statemernts

from survey recipients., The response categories are

desipgred in the Likert format. The first statement matrixed
uncer the "tooals and measurements' concept reads, “The wark
procesases of my orpanizaticon have been defined." Five

percent of the respondents strongly agreed while 7 parcent
strongly disagreed. Nearly balf of the participants agreeds

one-faurth disagreed) and 14 percent either did not kKoow, or

elected mot to respond. The most accurate indicator to
represent this item is the response "agree." The overall
weighted scove for this statement is positive 42. he

number of respondents who answered "agree' to this statewent

totalled 103.

The second statement reads,y, "Mearningful measuwres are
available to empluyess foorr use in determnining treavds 1n work
processes, ' Only 3 percent of the field stromgly agreed
with this statemernt. One—-fifth of the respoimderts agresd)
one~Ffourth didr’t know ar merely didm’t resporady 41 percent
disagreed; and more than 1Y percent strongly disagreed. Thes
representartive response for this item is "disagree, " whioh
was chosen by BE of the respordents. The averall soore for

this statement is 7.



The rnext item is reverse-criented. It reads, "The
aerganization does not 2nsure that reports are accurate and
useful. " Eight percent of the respondents strongly agree
while an alwmost squal & percent strongly disagree. UOver a
quarter of the employees agree, while, agair; and almest
gqual &4 percent disagree. The largest individual score
carresponds to those who gither don*t Krnow o did rnot
respond. This minoht suggest that the statement is too
poorly constructed to allow participants an ocpportunity o
sslect a confident response. However, it may also raflect
the indigation that can be observed at face value —— that 76
respoendents, or 36 percernt of the fieldy, do nat know the
acouracy or usefulmness of reports. It should be poirterd
out, however, that for those $hat did respond, the the
majority responded megatively, which accounts for the

overall score of minus 19 for this item.

The statement, "Statistical tools and process
control charts are typically rnot used or understood by
enmployees, Y is also reverse—oriented. Thirteen percent
strorgly agreed, while only 4 percent strongly disagreed.
Almast half of all respondents apgreed with this statement.
Fifteern percernt did rnot Know or did rnot respond, while 1&
parcent disagreed. The obvious indicator for this statenernt

is "agree,! which was selected by 184 respondents. 1T
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weighted composite for this item is negative 114, whaich
represents the largest overall score of all the statemernts

matrixed under the ““tools and measwrement" corncept.

The rext item reads, "Organizatiornal processes are
continval ly reviewed in order to discover areas needing
improvement, ' Three percent responded by strongly agreeingg
rearly one-fifth agreed; almost a guarter of the
participarnts either didr*t krow or falled to responds; 40
percent disagreed with this statement; anmd 1Y percent
stromgly disagresed. The most accurate indicator of thin
statement is "disagree,! which was chosen by Y
participants. The averall score for this statement 1s a

negative &4,

The last item under this concept states, "The
crganization uses tools and measuremants to evaluate it
progress toward Tetal Guality implementation. " Unly 4
percent stroangly agreed, while less than 18 percent strongly
di sagreed. Twenty—-three pervcent of the respordents apreed;
33 percent disapreed; and 22 percent didn*t Krow or didnd §
respand, The composite score for this statement 1s -84,

The most compelling indicator for this item is “disaogree,"

which was selected by 76 respondents.

With each individual item having the potential to

~ 1@ -



score within the range of +4&E to 426, the weighted score
for this concept is negative &HIE. The full range of the
comnpoesite scale is +2556 to 2556, All items matrixed under
the "“tools and measuremerts” concept received negative
caomposite scores, except the statemernt referrimg to the work
processes of the orpganizatiom. Table %, 4 provides an
orgarniized format for viewirng the wmumbers, percentages, and
scores Tor statemernts wnider this varidabile. fAdditiornally,
Figure d.4 converts the composite indicators into graph
farm., If addressed left to right, the graph will correspond

respectively to the statenernts as they were presented.

~ L@



Table 9.4
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The work processes of ny orgarnization have beewn defined:

Responses Hercentage Soore
Strongly Agree 11 5 22
Apree 193 49 163
PDord £ Hriow/No Responsa 31 14 2
Disagree o3 fote] —~53
Strongly Disapree 15 K4 -3¢
Taetal 213 L@ 4

Meaningful measures are avallable to employees tor useln
determining trends in work processest

Respornses Fercentage YSoore
Stromgly Anree 7 3 14
Agres 48 21 45
Dom? ¢ Know/No Response o1 =4 Y
Disagree 86 43 =11
Strongly Disagree 24 11 =4kl
Tatal =13 1@ ~7a

LR1 The organization does riot ensure that reports are
accurate and useful:

Responses FPercentage Score
Stranigly Agree ia & -36
Agreea 55 ey = =55
Dom?t Mnow/No Response 76 36 Avh
Disagree S 24 o
Stromgly Disagree i & =4y
Total 2143 1va 15

(Table S.4 cont.)
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[R1 Statistical tools ard process contral charsts are
typically rmot used or understood by enployvees:

Responses Fercentage Scocore
Stronmgly Agree =8 13 ]
Agree 124 449 —1@4
Dont* 4 Know/No Response 39 15 WA
Disagree 2 i& 34
Strovigly Disapgree & 4 1&
Tatal E13 14 —1iw

Organizational processes are continually reviewed in
crder to discover areas needing improvement s

Responses Fercerntage Loore
St ronpnly Agree 7 3 14
Agrees S 18 3%
Dont t KMnow/Na Response 51 e 7]
Disagree 93 635 —I5
Btrongly Disagree 21 1@ —4E
Total =213 1 -84

The organization uses tools and measuwremnents to evaluate
its progress toward Total Buality implementaticon:

Responses Fercentage Soore
Strongly Agree =) 4 1&
fgree 48 =3 43
Do’ Krnow/No Response BE e 124
Disagree rd-) S5 e~
Strovigly Disagree 13 9 ~38
Tatal P I 1w —Hi
COMRDSITE BCORE 1278 18 e I

Range for Composite Score is +840L6 to —ZUG56

—1ih—



Figure 5.4

TOOLS AND MEASUREMENTS
COMPOSITE SCORES

100

~75

~ 150 |

Il vioRrk PROCESSES DEFINED IC] MEASURES USED TO DETERMINE TREWDS [ ] REPORTS ARE ACCURATE AND USEFUL

USE OF STAT. TOOLS & PROCESSES PROCESSES CONTWUALLY REVEWED B USE OF TOOLS TO MEASURE TQM

Range of Scale is +426 to —426



EMPLOYEE TRAINING

Employee training is examirned by evaluating tne
respomses ta six statements matrixed under this concept.
Respondernts were asked to identify the level in whigh he or
she agrees or disagrees to each of the six corresponding
statements. The ftirst item makes the statement, "The
crganization has on—going TOM training for the entire
workforee. " An evaluation of regponges Indicates that %
percent strongly anreed; almost half of the respondents
agreed; 11 percent did rnat know or elected rnot to responcy
one—~fifth of enployees disagreed; and twelve percent
strongly disagreed. The overall weighted score tor this
item is 58. The most accurate indicator of this statement

is "agree," which received the stterntion of 1V4 respondents.

The second item states, "T'he organization looks For
areas where Job training is still needed,." Only 9 percent
strongly agreed to this statement, while 43 percent agtreed.
Just under #@ percent either didvi’t krnow or Failed to
respond; Just over &0 percent disagreed; and 1& percent
strongly disagreed. This item received a weighted score of
15. Even though the composite score 1s low, the number of
respondernte who chose "agree, " was subdstantial encugh to
find "agree" to be the best indicator for this statement.

I

Nirety—-twe participants selected "agres.



The statement, "Total Quality Management traiwming
has helped employees in the performance of their jJobs,
received the following responmses: three percent strongly
agreed; over one—fourth of the participants agreeds; 28
percent didn't krow or slected not to respond; almost 3W@
percent disagreed; and 13 percent strongly disagreed, The
compaosite total for this item is mivius 48. The most
accurate indicateor is "disagree," which was cited by 61

respondents.

The rnext statement 15 reversed. It reads,
"Employees have wnot been trained im the use of statistical
toole and process conbtrol charts." Opinions are clear on
this item. Thirteern percent strongly agreed, while 49
percent agreed. Only 16 percent ivndicated "don't know® or
didn®+t respond; one-fifth of employvees disagreed; and only 6
percent strongly disagreed. The composite value of this
item is minug 8%, The most reliable irndicator for this
statement is "agres," which was identified on 96

auest iomaires.

Only 3 pevecent of the field =strongly agreesed that,
"The organization provides oross training cpportunities for
its empolyees." However, rnearly one-—-guariter of the

participants agreed. Twelve percent didrn’t Hrnow or didetl

~107~



respond; 44 percent disagreed, and jJust over one—-fifétn of
respondents strovoly disagreed. This item provides the
strongest rating in the "emplovee training" matrix. The
composite total for this statement is minus 108, The mozt
telling response is "strongly disagree," which was cihiosen by
44 ragspondents. The individual score of that selection is

minus 88.

The last statemernt ir this matrix, is
reverse—oriented, [t vreads, "Emplayees are rot encouraged
to use Tatal Quality concepts to improve their work
processes, ! Eleven percent of the respondents stronply
agreed with that statementy while only 7 pereent strongly
disagreed. UOver & guarter of employees agreed; 39 percent
dizgagreed; and 1& percent didr't know or didn't respond.
Overall, the item scored 1E. The most accurate indicator
for this statement is "“agree, " which was identified on 83

SUNVEYS.

The overall value assigrned toc the concept of
"emplaoyee training," is megative 199 on a composite scale
ranging from 2556 o 2556, The range for sach statement
is +426 to —-426. Table %.5 offers an organized format For
canparing numbers, percemtapges, and scores tor statements
presernted under this variable. Figure 5,459 pravides a

correspondivg graph which offers an overview of the i1tems

172 hd



carntained within the "employee training™ matrix. Feading
left to right, the graph will corvelate directly to the

statements in their order of presentation .
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The organization has on—going TOM training for the entire
workforcet

Responses Farcentange Score
Strongly RAgree = = L4
Agrees liagy 4% 14
Do & Krow/No Response 23 11 B
Disagree 44 143 ~ £
Strongly Disagree 2E 1z -
Total 213 p vl bai T

The organization looks foor areas where Job trainivg is
still rneaded:

Resporses Fercentage Score
Strongly Agree 14 b =]
Agree g &3 g
Dovi? £ Hrow/No Response 29 18 T34
Dimapgree &7 g —47
Strongly Disagree 25 1z =4
Total 213 LA 15

Total Guality Managemernt traivning bas helped employess in
the performance of their jobs:

Responses Fercentane Hoore
Strongly Agree 7 3 L4
Aoree a7 g P4
Dot & Hnow/No Response 59 =8 U
Disagree &1 = ~t1
Strongly Disapree &9 13 — 53
Total =13 1@ —48

-11@-



(Table 5.9 cont.)

ERY Employees have not bzen trained irv the use
statistical tools and process cantroal charts:

Kesponses

FPevrcentage

i3
45

16

Seore

~E5i4

At i ik e e o P e Sy T fo? e . et S el TS iy A b k. St AL ey S e o el Bk BALLL B I e e et b ikl e oo ey e T S YV A YR e o i PR It T s e

Strongly Agree 27
Agrees 96
Don't HKnow/hNe Reasponse 36
Disagree 4=
Strongly Disagree 13
Total 213

The organizaticrn provides oross training opportunities

its emnplayees:

Respornses

Strorigly Rgree 7
Rhree S
Dom® £ Know/No Respornse &8
Disagree B84
Strongly Disagree 44
Total 213

Lercentage

1A

Score

14

LRl Emplcoyees are not encouraged ta use Total Guality
corcepts to improve their work processes:t

Regpoanses

Fercentage

11
=7
16
et

Score

~&B
57
Qi
83

for

e it M it e ki e M AT S VY Y S i v Fm. P port Sy P Py e P oy e e A o e il A48 R e bR,y o i S B Pl G Sy AL TS R e St £} P P

ot 14 S e o dmm e e e AP PR Y Y P reEY ot e ek o o e P bk e . bAoA - s i S i S M e YRS R o i ) SR Sy ey P S W OV Y PO . Pt R b

Strongly Rgree &3
Apree 857
Don?t “now/No Response 34
Disagree 230
Btrorngly Disapgree 16
fTotal 213
COMRPOSITE SCORE 1278

e e s ekl oy e e T tE AP PP At S TS $TAE o P o o P St gt T il S e s WS A L e B A M T S St T P Y B e e S Mt T Pt 1 T i i Y M

Rarmpge for Composite Scorg is +2536 to —2856
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Figure 5.5

EMPLOYEE TRAINING
COMPOSITE SCORES

100

12

!
)
0

-~ 150 [

Bl QM TRAINING FOR WORKFORGE  [3] JOB TRAINING WHERE NEEDED [ | TOM TRAINING HELPS JOB PERFORMANGE

TRAINING IN TOOLS/CHARTS CROSS TRAINING CPPORTUNTES & EMPLOYEES ENCOURAGED TO USE TOM

Range of Scole is +426 to —426




QAUALITY ASSURANCE

Huality assurance is the sixth of seven primary
ternets used in this study. Survey results from eight
individual items will be utilized in the examination of thnis
particualar concept. Again, the guesticons are Likert
Fformatted. The first item under guality asswrarnce states,
"The organization loolks for rocot causes to proplems. . Three
neyvcent of the completed surveys were identified as
"strongly agree;" 3@ percent agreed; slightly more thar
ane—fifth did vot respond or did not krowy over orne—thivg of
the employees disagreed, while 12 percent strongly
disagreed. The overall score given to this item is minus
G a The best indicator of apiwmion regarding this statement

is "disagree,'" which was selected by 72 participants.

The next item reads, "The organization follows up on
corrective actions to prevent a recurrence of the same
prablem. ! Only 4 respondents chose "strongly agree, " whienh
is efqual tao less thawn 1 percent. Twenty—-eight parcent
agreed, while 46 percerd gither dor’t kriow or decided not to
respond. The mest prominent indicator forr this item is
"disagree," which was chasen by 77 respondents. Orly 1&
peroent strongly disagreed. The overall score tor this iten

is —-64.

-113=-



FParticipants were queried with the statement,
"Employees are erncouraged to spend time ensuring ?upstream
quality rather tharm "downstream? fFixes." Less thanm 1
percent strongly agreed with this statement. Twenty—four
percent agreed; gust less tharm cne—fifth did not respond or
didn’t know; 4& percent disagresd; and 190 percent stromgly
disagreed. This item scored an overall total of minus 86,
The primary indicatory is "disagree, " which was selected by

98 respondents.

The next item, which is reverse-oriernted, reads,
"TEM has not affected the practice of awardiwg cortracts on
the basis of price tag."” Thirteern percent strongly agreeds
4@ paercent agreed; 30 percent were urnable to respond or did
not knows 13 percent disagreeds and only 4 percent strongly
disagreed. This statement was assigrned a weighted value of
negative 94, The primary indicator of attitude was the

respornse "agree, " which was selected by 8B participants.

in response to, "Anmual performance appraisals take
the enplayee’s efforts toward guality into account, ' aonly =
percent of employess strongly agreed. Twenty—-three percent
agreed, hawever, 29 percent also disagreed, and ancther 23
percent strongly disagreed. The remaining &5 percent either
didn?t kriow or did riat answer. A weighted averall score of

mivrus 1@3 was assigred ta this item. The mast compelling

—114-



indicator for this statement is the respornse, "strongly

disagree, " which was identified on 33 of the surveys.

The rnext reversed item states, "TOM has not affected
the practice of "management by the rumbers'." Twenty—ore
percent strongly apreed to this statement while an
additional 33 percent agreed. Twelve percent disagreed ano
anly 4 percent strongly disagreed. FThe "dor®t krow®
respanse was identified orn ong-—-fourth of the completed
questionnaires. The most valid irdicator for this item 1s
"stromgly agree' which was selected by 45 employees. This

item received an overall weighted scored of minus 121,

In response to the statement, "Managenernt encourages
gmployees to focus on guality bhefore production, " less than
1 percent strongly agreed with theat statement while 14
perocaent anreed. Eleven percent did not know or failed to
ArSwer. The overwhelming weight of respornses fell to the
last twa options. Forty-—four percernt disagreed with
"gquality beforse producticm,” while ancther 38 percent
strongly disagreed. The most accurate indicator for this
item is "strongly disagree" which received anm 1ndividual
value of minus 128. With arm averall weighted score of minus
187, this item received the strongest score of all questions
matrixed under the guality assurance concept. It's worth

menticning, inm fact, that this item received the strangest
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rating of any of the fifty—-five statements beirp assessed.

The last item matrixed under "guality assurarnce"
states, "The crganization does rot utilize TUM tao maximize
quality from suppliers. " Bixteesn percent of the respondents
strongly agreed; 37 percernt agreed; almost 33U percent either
didn®t kriow or didn’t respond; 15 percent disagreed; and
only 3 percent strongly disagreed. This item received an
cverall score of minus 98, The most valid indicator is

"agree, " which captured 79 responses.

The concept of quality assurance was assigned an
overall factor of minus 799 om a composite scoying range of
+3408 to ~34083 by far and away the strongest statement made
in the way of TEM. The eight individual items examined
withiv this matrix were all assigned negative values. Table
Fe6 allaws for a more immedizte comparison of the numbers
ard values relative to the guality assurance concept. The
range of scale for each ingdividual statement 1e +426 Lo
—-426. Figure 5.6 provides a mare visual representaticon dn
the form of a graph. The bars indicate the camposite scores
of each of the items presented in order here, and correlate
respectively to the graph as it's adaressed from left to

right.
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The aorpanization looks

Strorngly Agree

Agres

Don't Krnow/No Response
Disagree

gtrongly Disapree

Table ¥H.6

for root causes o praoblems:

boore

14
B4
717
-7

~Sid
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The orpanization follows up onm corrective actions

pravent a recurrence o

Strarnly Agree

Agree

Dot Krnow/Noe Response
Disagres

Strongly Disagres

B L e L L

Resporses Fercerntage
7 N
64 A
44 =21
L= A4
26 12
=213 1@

f the same problem:

Hoorea

8
59
77yl

77
=54y

Respornses Hercentage
4 1
o9 e
46 &1
77 57
= 13
=213 1@

Enmplayees are encouraged to spend time ensuring

"ppstrean” quality rather than

Strongly Agree

Agree

Dar’t Krow/No Respornse
Disagree

Strongly Disagree

J T e he T

"downstrean" filixes:
Responses Fercent age
3 1
=17 i
4 19
98 46
=2 14
213 L

—~117~-
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(Table 3.6 caont.)?

LRI TQM has not afifected the practice of awarding

contracts on the basis of price tag:

Fercentage

i3
412
S
i3

Soare

~54
—66
2

Regponses
Strongly Agree 27
Agree 86
Don?t Know/No Response 63
Disagree =28
Strongly Disagree 2
Tatal =13

Armual performance appraisals take the employes’s

toward quality into accournt:

Responges

Fercentage

eftorts

—— s o o i L} b i S A A T T S et e et ALY B4 e P s e o . St i S S R U o M e e S A i i e A

Strorngly Agree o
Agree 48
Dortt Krnow/No Response S2
Disagree a9
Strongly Disagree 53
Total 213

ERd TOM has rot affected the practice of “"management by

the rnumbers":

Hesponsas Fercentagea
Strongly Agree 455 &1
Agree 7S e
Dor®t Krow/No Response 58 ey
Dizsagree 26 iz
Strongly Disagree 9 4
Total =13 199
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(Tabrle S5.6 cont.)

Maragement encourapges semployess to focus on gquality
before production:

Responses Fercentage bocore
Strorgly Agrees 3 1 &
Agree &9 14 =3
Dorm® t Krnow/No Resporngse 23 11 Qv
Disagree 94 44 94
Strongly Disagree &4 3@ -128
Total 213 Laa -187

{R] The organization does not utilize TOM to maximize
quality from sduppliers:

Respanses Percent age Score
Styomgly Agree 33 16 -56
Rgrees 79 37 ~79
Bavi’ t Krniow/No Respornse 61 29 ri1%]
Disagres B3 15 =3
Strongly Disagree 7 3 14
Tatal 213 L —-58
COMROBITE SCURE 174 1t =799

A e e i e L L e g Pt vy P e i S el 7ot Pkl Sl A iaey o e S LA G ke it S SV P i GRL . W BT T T Ty e S b e o e M i et B e b it i e

Rarige for Conposite Score is +34@8 to —3498
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Figure 5.6

QUALITY ASSURANCE
COMPOSITE SCORES
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TEAMWORK

For the purpose of this research, the seventh awnd
final corcept under study is that entitled "teamwork." [wn
order to evaluate this variable, the responses from surveys
addressing five individual statements will be examined. The
first of these statemerts reads, "The entire organization
becomes involved in quality efforts." From the respanses‘
received, 3 percent strongly apreed; over one-~-fifth of the
respondents agreed; 14 percent did rmot Know or failed to
answar, 47 percent disagreed; and 14 percent strongly
disapreed. The most accurate indicator for this statemant
is the response, "disagree," which was selected by 18@

respondents.

The second item ig a reverse—oriented statement
which reads, "Quality team improvemernt ideas typically do
nat receive positive comsideration.” Ten percent of the
responsents anawered, "strongly agreej;"” almost & third of
the participants agreed; 30 percent did not know or dicdn'd
answerj almast one-fourth disagreed; and 4 percent strongly
digagreed. The weighted overall value assigned this item is
rnegative 4. The best indicator for this statement i1s

apgree, which was selected hy 63 participantis.

The next item states, "Supervigors and maragers

—-121-



encourage employess to become wmembers of teams.® Five
percent strongly agreed) 37 percent agreed; 17 percent did
noet krow or failed to answer) almost ore—~third of employees
disagreed; and 1@ percermt strongly disagreed. The
individual response having the highest score is "agree,”
which was assigned the value of 78. However, the caverall
compesite is rnegative 6. Rcecarding bto Babhie, in order to
be am uwltimate indicator, a response must represent tne
compasite (Babbie, 1983:381). In this case, the composite
is a negative factor which carncot be represented by a
poesitive value. It waild be faiy to suggest that opirnion om

this statement is reasonably well divided.

Employpes were asked to respond to the statemend,
"Manapgement considers the team contept as a reliable and
useful mearns of resclving problems arnd inproving work
processes. ’ To this, 9 percernt strongly agreedy almost a4
percent agreed; one—fourth of employees either did not Rnow
o failed to responcy 28 percent disagreed; and nearly 1¥
percent strongly disagreed. This item received am overall
soore of =23, The most reliable indicator of this ifem is

the response, "agres, " which wasz chosen by 84 respordents.

The fimal statemernt within this matrix is raversed.
The item reads, "My workload prevents me from spending bime

or teams. ” Twenty percent of the respondents strongly



agreed; over 49 percent agreed; only 6 percent did nob
answer o didn't knowy more tharn 235 percent disgagreed; and &
percernt strongly disagreed. A composite score of nengative
89 was assigrned to this item. The responses “"strongly
agree" and "agree" both received individual weighted scores
of mirnus 86, and would therefore, both gualify as the
accocurate indicators. However, since both values are
regative, the effort toc make a more precise determinatiorn is

UNNeCessary.

The weighted composite score assigned to the concept
of teamwosrk is ~215, on a composite scale of +2139 to 2134
Each irdividual item score is based on a scale of +4cb to
~h26. Table 5.7 mpravides an organized format for viewing
raw numbers, percentages, and gcores assigned to each
statement. Additiconmally, figure 5.7 offers a grapnico

represertation of the composite totals for each statement

presented.



Table 5.7
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The entire ocrganization becomes invalved in guality
efforts:

Resporises Fercentage Score
Btrorply Agree & 3 12
Rgree 47 Pty 47
Dor't Krcw/No Response S& 14 A
Disagraee 1 47 ~1 &
Strongly Disagree et 14 =17
Total =213 149 —11

LRI CGuality team improvement ideas typically do rnot
receive positive congideration:

Responses Fercentage Soore
Btrongly Agree tEa 14 ~418
Agrees &9 OE —6&Y
Dot Krnow/No Resiponse &5 S &y
Disagree 51 &4 &1
Strongly Disagree a 4 16
Total 213 it -4

Superviscors and manapers encourage employees to become
members of teams:

RESHOVISSS Fercentane Score
Stromgly Agree 11 & e
Agree 78 &7 7y
Don't Krnow/No Response Y 17 e
Disagrees 1=1=3 S ~66
Strongly Disagres =@ 1@ 4
Total 213 18 -
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(Table S.7 cont.)

Marvagement corsiders the team concept as a reliable andg
useful means of resalving problems and improving work
Processes s

Responses Fercentage Score
Strongly Apgree 11 o] =2
Agree B84 39 B4
Dom?t Kriow/No Response 53 25 1Tl
Disagree 47 ESPS ok ¥4
Btrongly Disagree 18 9 —~ 3
Total 213 1 23

tR1 My workload prevents me from spending time on teans:

Responses Fercantage soore
Strongly fAgree 43 =] ~BE
Agree 86 413 -8ty
DBor' t Know/No Response 14 & Al
Disapgres g 27 S57
Strongly Disagree 13 & by
Total =13 1o —&
COMROSITE SCORE 1ees 10 —215
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Figure 5.7
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GENERRL TGM

Flthough the severn primary terets of Total Huality
Maragement remain as the fundamental conmcepts used to guide
this study, additiconal indicators of T can also edHast.

The literature suggests that leadership plays a ey role in
the TEM process. The philosophy carmot be successfully
incorporated inta any organizatiom without the full suppors
of managemernt from the top of the organization, down. Uther
important issues include the implementation strategy, and

hoaw thoroughly the employes becomes a part of that process.

The statements presented in Fart 1] were developed
by +the researcher, and foocus primarily on the strategic
plarming process of the organization, and employees?
perception regarding their supervisors. The responses to
the statemermts ivm Fart 11 have been tabulated and assigred
composite scoring values in the saie marmer as that which

was acoconplished in Fart 1.

The first statement reads, "1 know my orgaviazation’s
short-range quality geals.” Four percent stromgly agreed to
this statement; almost 49 percent agreed; 1 cut of every o
respondents did mot Rnoew or merely elected mot to answer) 26
percent disagreed; armd 8 percent strongly agreed. fhe

camposite soore assigred to this i1tem is 8. AHs a resalt,
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the uwltimate inmdicator is “"agree,” which recsived am

individual score of B83.

The next statement reads, "1 bhave beern empowered by
My supervisor.” Only 7 percent stronpgly agreed, while 1
percent strongly disagreed. Foarty—one percent agreed; over
25 percent disagreed; and 13 percent didrn’it Krow o failed
to respond. The overall weighted score for this statement
is 1:. The nost accurate indicator, ther, is "agrees," which

was selected by BE resporndents.

Only 5 percent of employees strongly agree that, Yy
gupervisor embraces TEM and practices TEM techniques.
Thirty—~eight percenmt agreed; onme—-fiftn of the participants
did not respond o did rmot knowi over a guarter of the
respondents disagreed with this statement; and 11 percent
strongly disagreed. This statement received and overall
value of -i. RAlthough 88 participants indicated that they
agree with this statement, the most accurate indicator must
bee & reflection of the composite. Tince the composite is
megative, the only possible apticorn in identifying the mast
acourate indicator is the response, "disagree,” which was

chosen by 23 vrespondents.

The rext item reads, "TOM is successtul an my

crganization. " Only 3 percent of the participarnts strongly
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agreed with this statement; almost 2@ percent agreeds;
one~fourth of the resporndents did not answer or didn’t Krows
28 percent disagreed; and 15 percent strongly disagreed.

The composite score for this item ig rnegative 9@, 7The most
compelling indicator is "disagree," which was indicated on

Bl of the completed gquesticrmaires.

"Marnagemernt does raot fully embrace TRM," is a
reversed statement. Tweritty—~twa of the respondents strorngly
agreed while arn additional 37 percent agreed. Unly 14
percent did not vespond or didn’t knowi over one—-fiftn of
the respondents disagreedy and & percent strorngly disagreed.
This item received arn overall weighted score of ~99. ‘Tne
most accurate indicator for this statement 1s “strongly

disagree;" which was selected by 46 respondents.

The statement, "The directorate keeps employees
apprised of TOM progress toward its goals," was strongly
agreed to by S percent of the respondents. Eighteern percent
agreed while amother 18 percent oid not know or faileg to
respoand; 43 percent of the respondents selected "disagree,”
while 1& percent chose to stronpgly disagree. Thig statement
raceived a weighted aoverall score aof minus 183, The
wltimate indicator for this item is “"disagree,” wnich

received the attention oF 91 participants.
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The next reversed statement reads, "I do not Know nmy
organization’s long-range guality goals." Fowteen percent
strongly agreed to this statement; over half of the
emplayses agreed; more than ome-fifthn disagreed; aro &
percent strongly disagreed. Less tharn ¥ percent either did
ot respond or didn’®t krnow.  Thais item received a weignted
compasite value of minus 1¥E.  The most acourate indicator
is "agree," which was chaosed by 118 paricipants. "Rgyree
was selected by respondents at a rate of two arnd one—-half

times its vext closest competitor,

Im yesponse ta the statement, “The organization is
committed to Total Uuality Marmapgement, " oniy b percent
strongly agree, while 1% percernt strongly disagresd. Himost
orne—fourth of the resporndernts agreed; 21 percent oidn’t
respand o didyn’t knows and over one-third of the
participants disagreed. This 1tem was scored with an
overall value of negative 69. The most reliable imdicator

is "digagree,"” which was indicated on 74 questiormalres.

The rmext reversed item readg, "My supgrvisor does
not appreciate gy s2fforts ftoward guality." Bix percent
strongly agreed; 17 percent agreed; over a fourth of the
respondents did rot know or failed to respondi 49 percent
disagreed; and 12 percernt strohgly disagreed. This item

received a composite rating of &4. The most reliable
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indicator for this item is "disagree, " which was chosern by

83 employees.

The last item matrixked under "T0M General, " 1is a
raversed statement, which reads, "The *system’ is not
compatible with Total Guality Management." Thirty-—-one
percent of the respondents stramngly agreed amd almost 4@
percent agresd. These two categories account for va percent
of the responges. Eleven percent didn®t kKnow or diorn't
answer, 13 percent disagreed, and only & percent strongly
disagreed. This statemeant received the strongest ratimg of
all the items matrixed wnder this heading. it has been
assigrned a value of rnegative 16&6. The averwhelmivngly
acourate indicator is "strongly agree, " which was 1dentifieq

ol BB completed guestiorraires.

The amformation contained wider thils heading is
restated in Table S5.8. The information was put into
organized format for the sase of comparaing raw data,
percerntages, and composite scores. However, 1t is difficult
to determine what value this intformation may have irn a
combived format, since the data represents only arn assembly
of pertinent, but ron-connected information. The responses
fournd here may be extracted and used to substantiate other
data as provided in Part I of thas research progect; or, the

information may be used wibth wother data te identify trerds
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im the responses provided by the participants of this study.
In any event, the ocverall composite score for the "TLm
Berneral" heading is minus 9547 on a composite scale of 44264
to —4E60. Each i1ndividual item score is based o & scale of
+H4EE to —426.  Ta whatever extent this information is tound
ugetful, 1t may be viewed irn graph form at Figure S.8a. The
graph, whevn engaged from left to right, provides a visual

representation of the compoesite scores tor each of the ten

elaments in the order mresented here.
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Table 9.8
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1 kricw my organization’s short-range goals:

Responses Fercentage Soore
5trongly Agree 9 4 18
Agree 83 39 B3
Don? €t Mrow/No Response 45 21 g
Disagree &t =8 —S
Strongly Disagree 17 1) —34
Total 1.3 12 a

I have beer empowersd by my supervisor:

Responses Fercentage Score
Strongly Agree 15 K Su
RAgreea 88 41 863
Dor? t Krnow/No Respornse 8 13 atly]
Disapree 57 27 -5/
Stroangly Disagree Z9 le —~Su
Total 213 1@ 11

My supervisor embraces TOM and practices TM technigues:t

Respornses Feroentage Soore
Stronoly RAgree 1ta = e
Agrees BE 36 B
Darn?t Hriow/No Respomnse 4 =4 rihd)
Disagres 55 =4 ~55
Stronpgly Disagree = 11 -4 £
Total 213 100 -1
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{Table 5.8 cont.)

TR dis succesgsful in my arganization:

Responses Fercentags Soore
Strongly Bgree ) 3 1
Agree 41 13 41
Donm? & Know/No Response S fode] i
Disagree 81 =8 -&81
Strongly Disagree 31 19 -6
Tatal #13 1@ ~Ei

CR] Management does rot fully embrace ToM:

Respovises Fercentage Score:
Btrangly Rpgree 46 Fod =4 b= =
Agree L) 3¢ ~78
Don® & Know/NMo Response 31 14 g7
Disagres 45 1 4
Strongly Lisagree 13 & P )
Total 213 14 —

The directorate keeps emplovees apprised of TEM progress
toward its goals:

Responses Ferpentage Score
Strornly PAgree i S =
Agrees ) 18 S8
Dori? t Kyow/No Response 49 18 av
Disagree ‘31 45 -1
Btronply Disagree 35 16 =7
Tetal =13 19w —11A3
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(Table 5.8 cont.)

(R I do not know my orpanization®s long-range gquality
goals s

Responses Fercentage Soore
Strongly Agree 3 14 —&d
Agres 114 b —11u
Don?t HKrnow/No Response 17 & ]
Disagres Ly éy £l 444
Btromgly Disagree 12 b =eF
Total =g R 1Lénd —1 =

The organizaticon is committed to Total uality
Managemnent 3

Responses Fercentage Soare
Strongly RAgrees 11 & =2
Agrese 49 23 45
Dor't Hrow/No Response 46 21 2
Disagree T4 T —7 4
Strongly Disagres 33 15 —6E
Tatal 213 L —&13

{RI My supervisor does not appreciate my efforts towara
quality:

Responses Fercevtage Socore
Strongly Agree 12 & =24
Apree S 17 -3/
Porn?t Hrow/No Response =9 =¥ (AL
Disagres 8.3 £Hif) B85
Strongly Disagree c@ 1@ 4y
Total 213 1@ &4



({Table 5.8 cont.?

55. [RY The 'system” is rot compatible with Total Huality
Mariagemsernt @

Responses Heroentage Score
Btrongly Agree 66 31 -14=2
Agree 85 349 -85
Don't Know/No Response =23 11 awl
Disagree = 13 wy
Btrongly Disapree ig & L
Total 213 1o —-166
COMPOSITE SCORE P 17 1 —H4 7
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Rarmpge for Camposite Score is +4E260 to 4260



Figure 5.8

TOTAL QUALITY MANAGEMENT GENERAL — PART Il
COMPOSITE SCORES
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OREN~ENDED BUESTION -- maRT (11

The cper—ended gquestion; rnumber tTitty-sin, aliowed
the respondents an cpportunity to express any apinicorn he o
ghe may have regarding the Total Duality Management
initiative within their organization. Seventy—fFour
enployees responded to fthis Question with their awn
narratives an Total Quality Management. This esquates o a

thirty—five percent responmse rate.

Many of the resporndents expressed feelings of
frustration with the T60M iritiative, sugpgesting that the
failure of TEM was the responsibility of management.
Comnternts such as "lip service, " and "food ol boy network®
were used. Bome resporses were supportive of TuM, but many
sbill admitted that management’s failure fto commit to tne
TEM philoscphy make the tramsition process nearly impossible
to achieve. Some respondents took issue with the i1dea of
TEM as an ivncompatible style of management within & military

enviroavmeaent.

fBppendix D offers a listirng of comments provided by
the survey participants. Except for some minor changes in
punctuat ion, commevts were trarnseribed verpatim, and without
editing. However, for the purpose af clarity and

uniformity, ccpasional commernts or other intormation were



added by the researcher, and are distinguishable by their
enclosure in brackets. No commernts were excluded from this

study.

ANALYS TS SUMMARY

Evaluating the suUccess of the Total Gluality
Marnagement irnitiative within the Conbtracting Directorate at
the Harn Pritcmia Air Logistics Center, first reguired a
confident understanding of the oriteria. The literature
described the primary tenets of T6M;, which were used to
develap the corncepts by whieh TUM could be measured,
Fundamentally, the guwiding principles were established as:
1) empowernent and participationy &) customer focusy 3)
management and leadershipy 4) tools and measuresi D)

enployese traivning; &) quality assurancae; and 7)) teanwork.

A riumbeyr of statemernts were developed to accurately
represent each of the criteria being measuwred. The
statements were matrixed under each of the concepts, and
released iw the form of a Likert-formatted guestiaormaire.
Dver half of the entire populaticn of the Lortracting
Directorate responded to the suwvey. The result were
tabulated, resporse rates were determined, and converted

into percentages.
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Ivi ovrder to evaluate the results of the
questicrmaire, each response category was assigrned a value:
+2 for the stromgest positive response) +1 for a positive
vesponsey @ for a "don®t kriow" response, or no response; —1
for a megative responsey and —2 for the stromgest regative
TESPOTSE. Since the Lilert measurement categories are
ordinal and equidistant, the irntensity level of positive and

negative responses are equal.

Measuremernts were made for each of the seven
concepts by ecalculating the value of sach statement matriwed
under that specific variable. The rcalculation was based on
mumber of responses and strength of each response. Hfter
completing the mathematics, mach statement was assigred &
valug, either pasitive or mnegative. After all statemernts
were caleulated, their values were combirned to develaop a

final composite scove for that entire variable.

Each of the seven variables, or concepts, would
result inm haviwng an assigned positive or nagative value. Hr
overall valug of more tham zera waould indicate a positive
attituwde, cpiricn, o perception regarding that concept. H
composite score =f less than zero would regult in a4 negative
attitude, opinicn, or perception. The composite score 1S

determined by caombining the values of @ach statement

~ 14—



matrined as a measurement of that variaple., Each statement
has the potential to be assigrned a value of any score within
the rarnge of +426 to -426. Thus, the composite score far
each concept will depend on both the scores of the
statements and the number of statements matriuxed under each
concapt. bBince tne individual covncepts contain varying
riumbers of statements, the rarnge of each corncept varies
accordingly. Taple D.9 lissts the ranges for the conposite
scores of each concept, and the range for the measurement of

TOM Gewneral, urnder Part [1.

Table 5.9

o AL L f S L e e S04 R P Pt B e bk S,k WAL TR Aok WA BT St BT LY PP YR TR S P St Sy it Pt e S e e iy o ) L. A R b A I A TR L R T TR Py T g

CONCEPRT REANGE

1. Employee Empowerment

amd Farticipation +hts to —&9hb
2. Customeyr Foous +2388 ta —~Eybe
3. Managemernt and

Leadership +298E ba —Zu9bs
4, Tools and Measurements +2856 to —2B56
H. Employee Training +2Sbhe to —2Dob
6. CGuality Assurance +3408 ta —34U8
7. Teamwork +213a to —2ldn
5. TiM General +AEBH o —4i26u
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The overall results of the study may be viewsd imn
the TEM Summery of Stardardized Composit Scores, Flgure 5.9
In reading the praph #rawm left to righty, the bars represevt:
i empowerment and participation; 20 customsr foocusg 3}
mamnagement and leadership; 4) tocls and measuresy 92
emplayes trainivng; &) quality assurance; and 7)) teamwork.
The last bar represernts a composite value of the responses

from Part (1.

Stardardizing the composit scores 1s requlred in
order to enhance validity and determive relativity of each
concept. This is accomplished by first dividing the
conposite score of each variable by the number of factors or
items used to measure it. This provides relative equaiity
among the concepts. (he resultant figuwe is then oivided by
213, which denctes the riumber of responses received. The
Rarge of Scale for Figure 9.9 ig +2 to -, which represents

the maximum potential strength of each ingividual answer.

A review of the data suggests that the employeses’
averall percepticons regarding the TR initfiative withan
their orpganization, is overwhelmingly rnegative. Of the
sSeveEn primary tenet tested, all received a ragative rating.
The data further sugoests that "customer foous” is the
variable which is perceived iv tne least rnegative way,

fallowed by “empowerment and participation.” OF &11 the
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individual concepts measwuwed, five out of sever had at least
one statement which was viewed positively by employees. 1w
of the variables, "management and leadership," and "guality

asgurance” contained no individual elements with a8 positaive

rat img.
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Figure 5.9
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EMRLAOYEE EMPOWERMENT AND RPARTICIFATION

Employeses gernerally feel empowered to pursue guality
ideas in the warkplace. This opiniorn, which received a
rating of sixty-three, was further supported in Fart 11
where eighty—-eight employeess said that they feel empowered

by their suprvisors.

In two gseparate coccasions, employees comtirmed that
authority is not delegated %o them by management. Employees
Ffurther state that THM has had no affect on encouraging the

praocess of delegation.

Olmost half of all employvess stated that
participation in TOM is net endorsed throughout the
organizat ion. figairn, this pereception was supported in Fart
Il of the gquestiormaire where employees stated that,
averall, supervisors neither smbrace nor participate arn LM
The response was more emphatically negative when employees
were asked 1f management, rather than supervisors, ftully

emnbrace TOM.

-1 45—



CUSTOMER FOCUS

Comtracting employees believe that, as a whole, the
organization is customer oriented, amd that they conmtinually
strive to satisfy their internal customers. Employess alsc
gsaid that while the ocrganization promotes the use of
cugtomer fesedback loops to improve 1ts processes, SUrVeyYs

sre not the tools being used o accomplish that task.

Respordents agreed that problems expressed by
interrnal and external customaers are not quickly resolved.
Employees alsco agree that a customer complaint system rneeds
to be developed. Most stated that they are not aware of a
systemn within their organization which is used tao monitor

and measure customer gatisfactiom.

MANAGEMENT AND LEADERSHIK

Overall, poor marks were scored by management i1n the
TEM initiative. Enplioyees agree that management does not
allow them ermough time to wark on guality projects.
Respondernts also stated that guality is not one of
management’'s top praicorities, and that emploayees who do
participate irn the guality effort are not rewarded for their

efforts. However, evern though they are yiat rewarded,
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cantracting employees do believe that management appreciates

their efforts toward quality.

Respondents emphatically regect the notion that
mariagement has abandoned shortouts ard quick Ffixes in
salving problems. Employees also believe that UM poiicies
and procedures are rot reinforced by managemermt. H strong
negative opinion was voiced by participants whern asked af
T is embraced by managemsent in a "top~down" fashionm. This
negative opinion was reinforoed again in Fart {1 where the
response of "strongly agree" was given to the statement that

naragement does rot tully embrace TGN

TOOLS AND MEASUREMENTS

Rlthough cormtracting employess agree that they
urderstand their organization's work processes, bthey also
admit that those processes are not contivaally reviewed tor
improvement. Participants also stated that mearningful
measures are nobt available for their use In determini@mg work
trends. Respondaents strongly expressed that they neither
use nor understand statistical tools and process contral
charts. Furthermore, employees state that they have never

beem trained inm the use of those tocls.

—147~



EMPLOYEERE TRARINING

PH employees belisve that the crganization stall
supports TOM trainiwg for the entire workforce, and that the
organization still lfooks for areas in whioh Jjob traivnivng as
needed. Hawever, they strendously disagree that

cross—~training opportunities are available o them.

Comtracting enployees also do rict believe that the
TM training they have received has helped them in the

perfaormance of their jobs.

CURLITY ASSURMANGE

The guality assurance concept received the pooress
rating of all the variables measwred, and was followed by
nmaragement as the crmly two concepts which received regative
scores an all of its matrixed items. The statemernt that
received the strongest negative rating was, "management
encourages quality before production.” Kespondents further
strongly sughgested that they are rnot encouraged to spend
time o Yupstream” guality rather than “downstrean' fixes.
Additiornally, employees stated that the organization does
ot follow up on oorrective actions in order to prevent

recurrences of the same problem.

=148~



Farticipants expressed that 1M has not affected
either the practice of awardimng contracts based on prices
tag, or the practice of "management by the rumbers.,
Respordents strenuously agreed that their efforts toward
quality are rot takern into account during anrual appraisals.
This was reinforced earlier during the "management and
leadership' summary when employees applied a regative score
to the statemert, "Guality efforts on part of the employee

are rewarded by management."

TEAMWORK

FH employees believe that marnapemesnt considers the
team concept a reliable and useful toal for resolving
prroblems and improving processes.  However, sixty—one
percent of those same enployees have said that their
warklaad prevents bthem fraom spending time on teams.
Additionally, the respondents believe that improvement ideas
as a vesult of teams do not receive pogitive consideration

From manapement.

Even though employees expressed confidence that the

orgarization is customer ariented, their stronpgest respaornse

urnder the teamwocrk variable emphasized that the entire
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srganization does not become involved in quality efrorss.

Although the intangible rature of concepts makes the
measuring of TOM a difficult task, the literature suggests
that the concept of teams is somewhat guantifiable,
According to Glern, orgarnizatioms that employ ten percent of
its members orn teams at any giver time can be considered
successful in beginming the TEM implementaticorn process.
Glernn contirues by sugpesting that a complete cultural
transformation has accuwrred whnen the orgamization bas as
team members, sixty to eighty percent of ite employess

(Blevm, 199119,

Arcarding to respornses o questions sixty andg
sixbty-one regarding team membership, 118 of the 213
respondernts stated that they have been on teams. However,
of bthose 118 grployees, only fifty—-onme still participate in
team Ffunctions, Egtimations based on these tigures indicate
that at orne time, appraximately one—-half of the employees
Have sevrved on teans. Now, however, the organization as a
whole may employ orily (appraximatrely! twenty percent of 1tg
member on team. This indicate a reversal of trend regarding
the imteagraticon of Tetal Quality Manapgemernt in the

Caontract ing Direcorate at the Sarn Antonic ALD.
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EHARTER SIX:

SUMMARY AND CONCLUSIUNE

LIMITATION OF THE REBEARCH

Urne limitatiorn of this research project is inherent
in the use of only one suwwvey instrument. The responses to
survey guestiormaires canm be the product of partacular
biases. fAmong dthese are: 1) a "scocial desirvability®
terdency which causes a respondent to answer in manner which
is perceived %o be socially acceptable; ) Yacquiescence"
tendenciegs which produce responses that agree, or conversely
disagree, with all or most of the questionsy and 3)
"extremity biases which result in a tendency to use or avoid
extremes in responding (Dunham, 1973:14). These phenomerna
make the reliability of the survey data difficult to

ascertain.

F INDINGS

The findings of this study conclude fthat enployeess
of the Comtracting Directorate have developed a reasonable

understanding of the Total Quality Management phllosaphy.



The study further suggests that employees taver this styie
of management. However, based upon comments received, some
fnembers remain unsure of bow to erncourage full

iriplementation of the corcept.

The literature sungests that marnagement plays a kay
role in enswring that the TOM philosaphy continuves to grow
and permeate the organization tarpgeted for a total gualaty
tramsition. One of the Furdamental prirciples of Total
Uuality Managenent is bthat the pnilosophy must be fully
embraced by management from the top of the owrganization,
dow . Without the support of management, employeess wauld
not become empowerad to work toward continucus process
inprovements, and thus, would fail to make the frarnsitiorn to
am environment predicated on gquality. The results of the
survey indicate that thisg is clearly the case. Employees
have stated emphatically that marmagement has failed to Ffully

embrace or support Total Duality Marapgement.

The concept of gquality is ome that is gefired by the
customer. Iv spite of this fact, methods to measure and
momitor custoner satisfaction, including the use of surveys,
have rnot been satisfactorily developed. Furthermore,
respondents admit that & system for managing customer
complaints has rot been developed within the organization.

Rs a result, problems expressed by internal and external
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customers are wot guickly resalved.

Frnother fundamertal principle of TAM dictates that
guality preceeds guarntity on the list of crganizational
pricrities. Howaver, resdlts of the questicrmaire indicate
that management does rnot allow employees adeguate time to
pursug guality projects. An employee response ratio of more
than two-to-ore stated that they are expected to spend time
exaecuting "downstream" fidxes rather than "upstream" guality,
arnd that gquality is less important to management than
praduntion. Furthermore, respondents, at a rate of three
and one-half to one, agree that management—-by—the-rumbers iwn

still the prevailling philoscophy within their organization.

CONCLUSIONS

After more tran Five years of Total Guality
Mamagemernt, members of the Cortracting Directorate at the
Sar Antonico Rir Lopistics Center have expressed, through the
axecution of a survey, that the Total Quality Manmagement
imitiative in their organizatiorn,; has thus fary; remained
unsuccesstful, Implementing the TEM philosophy requires a
complete cultural chamge that is embraced from the head of

the organizatiow, down to the last employee. TYhe (G



philosaphy requires a full tramsition froam a
preduction—-oriented environment to one wnhnach is predicated

an guality.

Nichole Woolsaey Hipgart contends that chanpge 1s an
act of destruction as much as an act of creation (Biggart,
197731410, Reorganization presumes the rejection or
supercession of old methods in Tavor of rmewer ones, The nmew
organizaticon must systematically destroy former, compating
structwes before the methods and management technigues of
thase former structures gain successful implantation i1nto
the rew organization (Biggart, 1977:416@). Combining and
integrating the elemernts of two geparate ocrganizations

allows for the undermining of new organizational cbjectives.

Ever with the restructuring and attempted transition
of the organizational culture of the Contracting
Dirvectorate, management bas failed to abamdon antiquated
leadership practices. The integration of TEM is
irncompatible with an environment which still utilizes

rivmbers as a measdrement of productivity.

The results of the gquesticrmaire clearly 1ndicate
that production, not quality, remains as a managemert
prevogative. It remainsg the measure by which bath

maragemaent and employees are evaluated. In order for TEM to



be effective, management must be willirng to abandon the
practices of the old system and adopt the philosophies of
the new. The measurements used to gauge productivity vow
must be exchanged for these that reward employees arnd
managers alike for their efforts toward quality goals. UOnee
this challenge is accepted by managemenk, other aspects of
TAM will begin to take shape. However, without a
management-sponsored adoption of the TOM philosophy, the
privciples of TUOM will rnever gain access to a system
incomnpatible with itself. It will continue inherently

flawed and self-defealting.
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Froblem-Balving Toola

Histogram Presertation of quality data
{such ap defect rates, on—time
rates) im histogram form

Graphs Fie charts, line pgraphs, ebto.

Check Sheets Basic data recording sheets for
classifying events into
categories

Pareto Analysis Graphic technique desigred to
differentiate Key recurrent
prreblem causes from more
trivial causes

Cause and Effect Fishbone diagrams intended to

Liagrams show how problems are related
to four causal agercies:
methods, manpowar, machires
oy materdials

Heatter Diagrams Braphic display of paired
variables to determnine their
underlying relationship

Comtrol Charits Displays the variation in a
pracess over time

A Bt S i i e B o b e ol VAR i AL o R e ek M ol bt i it . RO s L S et vl P T W e gl el AN e e e e e VAR S P . Ay M i s S o St i

Baource: Rabert P. Bteel and Kenneth R Jermings,
"Quality Improvemert Technolopgies for the
YAs: New Directions for Research and
Theory, " Researgh in Organizational Charge
ard Development 6 (19398): p. 63.
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SOUTHWEST TEXAS STATE UNIVERSITY
601 University Drive
San Marcos TX 78666-4616

{Department of Political Science)

Dear PK Emplovee:

You have been selected to voluntarily participate in a research study which
examines the level of success of the Total Quality Manacgement initiative in
the Contracting Directorate. This case study is a requirement for the
completicon of a Master’s Degree of Public Administration at Southwest Texas
State University., This study, and the attached survey instrument, remain
independent of Kelly AFB. No one except faculty members of Southwest Texas
state University will ever see vour responses.

The purpcse of this questionnaire is to obtain information regarding your
perceptions of the Total Quality initiative in your organization. Your
responses will be used to determine whether the contracting component of
Kelly AFB is experiencing successful implementation of TQM,

vhen results of this survey are tabulated and results published, readers will
be unable to identify any specific individual. The survey results will be
viewed in terms of overall perception. Please DO NOT sign, or in any way,
identify yourself on your survey.

If you would like a copy of the summary results, or have questions, you may
contact the researcher at the following address:

Rick williams

9001 Wurzbach Rd #501
San Antonio TX 78240
{210} 558-7093

The questiomnaire contains sixty-one (61) items. Part I contains forty-five
{45) items which examine your attitude and involvement in the fundamental
aspects of TOM. Part II lists ten {(10) items of a general TOM nature. Part
11I provides you an opportunity to express your opinion regarding TOM,
Finally, Part IV contains five (5) items requesting background information.

Your participation in this study is totally voluntary. Thank you in advance
for your participation and cooperation.

WILLIAMS

APPENDIX C



PART I -- TUTAL QUALITY MANAGEMENT MATURITY

rart I of this survey is designed to gather information regarding your
attitude, opinion, and level of involvement concerning the Total Quality
Management initiative. It consists of seven (7) brief sections entitled:
i) Enployee Empowerment and Participation; 2) Customer Focus; 3) Management
and Leadership; 4) Tools and Measurements; 5} Employee Tralning; 6) Quality
Assurance; and 7) Teamwork.

Section 1): EMPLOYEE EMPOWERMENT AND PARTICIPATION

This section examines the level in which employees feel empowered
and involved in the Total Quality initiative. Please respond to each
statement oy placing an "X" in the one box that best represents your attitude
to the corresponding ToM concept. Indicate whether you Strongly Agree (SA),
Agree (A), Don't Xnow (DK), Disagree (D), or Strongly Disagree (8D).
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1, Employees are empowered to [ A T A |
pursue quality improvement ideas.

2. As a result of TOM, employees
now have more authority to make S T S R Pl too 1]
decisions,

3. Participation in TOM is not
endorsed throughout the S S SR S P Lol
organization. "

4, Employees are given the
responsibility and encouraged
to improve their work processes,
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5, The organization has a process
for receiving and evaluating [ ] ! 1 [ : [ ) [ ]
employees’ improvement ideas.

6. Management'’s delegation of
authority to employees has not ooy oy L rn
increased with TOM.



Section 2): CUSTOMER FOCUS

This section looks at the organization’s customer service system,
both internal and external, and examines the emplovee's perception of
customer needs and expectations. Please respond to each statement by placing
an "X" in the one box that best represents your attitude to the corresponding
oM concept. Indicate whether you Strongly Agree {(SA}, Agree {A), Don't Know
(DK), Disagree (D), or Strondgiy Disagree (SD).
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7. The organization as a whole is . | R T N
not customer oriented.

8. The organization promotes the
use of customer feedback loops [ ) [ ] f !
to improve its processes.
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9. Surveys are commonly used as a
tocl to improve cur understanding |
of customer expectation.
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10, Employees continually strive to
satisfy their internal customers. | : L
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11. Problems expressed by internal
and external customers are not [ ! { 1 (
quickly resoived.
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12. Methods to measure and monitor
external customer satisfaction
have been implemented in my f
organization.
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13. A system for managing customer
complalints has not been { !
developed in my organization.
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section 3):

organization.

MANAGEMENT AND LEADERSHIP

This section examines employee perception of management’s involvement
in the TOM process, and its efforts to guide the TQM activities of the
Please respond to each statement by placing an "X" in the cne

box that best represents your attitude to the corresponding TQM concept.

Indicate whether you Strongly Agree (SA), Agree (A), Don’t Know (DK},

Disagree (D), or Strongly Disagree (SD).

i4. Management dees not allow adequate

15,

18.

19,

20.

time to work on quality projects.

Management visibly supports and
participates in quality
improvement efforts.

. Quality efforts on part of the

employees are rewarded by
management ,

. Quality is a top priority to

management.

Management has abandconed the use
of "shortcut/quick fix" solutions
to solving long-range problems.

Management reinforces the
policies and procedures of
Total Quality Management.

The Total Quality Management
concept is embraced in
"top-down" fashion by management.
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Section 4): TOOLS AND MEASUREMENTS

Thig section views the scope, management, and use of data that
facilitates the organization’s ability to improve processes, products, and
gervice, Please respond to each statement by placing an "X" in the one box
that best represents your attitude to the corresponding TOM concept.
indicate whether you Strongly Agree (SA), Aaree (AB), Don’t Know (DX),
Disagree (D), or Strongly Disagree (8D}.
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?21. The work processes of my
organization have been defined.
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22. Meaningful measures are available
to employees for use in
determining trends in work A T S A S
processes,

]

23. The organization does not ensure
that reports are accurate and
useful .
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24, Statistical too.s and process
control charts are typicaliy not I !
used or understood by emplovees.

LR ]

25, Organizational processes are
contimially reviewed in order to | k ! )
discover areas needing improvement.
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26, The organization uses tocls and
measurements o evaiuate its T S i [ ] {
progress toward Total Quality
implementation.
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Section 5): EMPLOYEE TRAINING

This category examines the organization’s efforts to develop and
utilize the full potential of the workforce. The objective behind training
is to encourage quality improvement and enhance personal and organizational
growth. Please respond to each statement by placing an "X" in the one box
that best represents your attitude to the corresponding TOM concept.
Indicate whether you Strongly Agree (SA), Agree (A}, Don't Know (DK),
Disagree (D), or Strongly Disagree {SD}.

S A A DK D 8D
1 2 3 4 5
27. The organization has on-going TOM
training for the entire workforce. | ] [ 1 r ! "
28. The organization looks for areas
where job training is stiil [ r o oo ’ ! [

needed,

29, Total Quality Management training
has helped emplioyees in the ! : r 1
performance of their jobs.

30. Employeeg have not been trained
in the use of statistical tools [ : ! i . . [
and process control charts.

[
—

31. The organization provides cross
training opportunities for its r ! f : [ 1
employees.

32, Employees are not encouraged to
use Total Quality concepts to S S S S S
improve their work processes.



Section 6):

QUALTTY ASSURANCE

This section examines the organization’s approach to total quality,
and the integration of quality control with continucus quality improvement.
Please respond to each statement by placing an "X" in the one box that best
represents your attitude to the corresponding TOM concept.
you Strongly Agree (SA), Agree (A), Don’t Know (DK), Disagree (D), or

straonaly Disagree (SD).

33.

34.

35'

36.

37.

38.

39.

40‘

The organization looks for root
causes to problems.

The corganization follows up on
corrective actions to prevent a
recurrence of the same problen,

Employees are encouraged to spend
time ensuring "upstream” cuality
rather than "downstream" fixes,

TOM has not affected the
practice of awarding contracts
on the basis of price tag.

Annual performance appraisals
take the empioyee’s efforts
toward quaiity into account.

TOM has not affected the
practice of "managemeni by the
numbers. "

Management encourages empiovees
to focus on quality before
nroduction.

The organization doesg not
utilize TOM to maximize
quality from suppliers.
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gection 7): TRAMWORK

This category examines the employee’s involvement on teams as well
as the organization’s approach to teamwork. Please respond to each statement
by placing an "X" in the one box that best represents your attitude to the
cerresponding TOM concept. Indicate whether vou Sirongly Agree (SA), Agree
(A), Don’t Xnow (DK}, Disagree (D), or Strongly Disagree (SD).
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41, The entire organization becomes
involved in quality efforts. f ] r ] [

tamd
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42, Quality team improvement ideas
typically do not receive {
positive consideration.
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43, Bupervisors and managers
encourage employvees to become
members of teams,
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44, Management considers the team
concept as a reliable and useful 1 1
means of resclving problems and
improving work processes,
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45. My workload prevents me from
spending time on teams. t 31 *t 3+ [ 1 f
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PART IT ~- TOTAL QUALITY MANAGEMENT GEMERAL

Part II of this survey is designed to gather general! infcrmation regarding
your attitude, opinion, and level of involvement concerning the Total Quality
Management initiative, It will focus primarily on the strategic planning
process of your organization to implement TOM, and percepticns regarding your
supervisor. Please respond to each statement by placing an "X" in the one
box that best represents your attitude to the corresponding TOM concept,
Indicate whether vou Strongly Agree (SA), Agree (A), Don't Know (DK},
Disagree (D), or Strongly Disagree (SD).

5 A A D K D §D
1 2 3 4 5

456. I know my organization’s

short-range quality geals A N O | | N ]
47, I have been empowered by

my Supervisor. AR S S T G A ool ]
48. My supervisor embraces TQM and

practices TOM techniques. A I S A R S R
49, TOM is successful in my

organization. S T S S S o]
50. Management does not fully

embrace TQM. A R S G R S S
51. The directorate keeps enployees

apprised of TOM progress toward ¢y ¢ oy oy oo

its goals.
52. I do not know my organization’s

long-range quality goals. S I S SR SRS S S S SR
53. The organization is committed

to Total Quality Management. [ ] f [ ] ] i ! :
54, My supervisor does not appreciate

my efforts toward quality. c r ¢t !t r t r °b 3
55, The "system" is not compatible

with Total Quality Management. A S A A A N S N



PART IIT -~ TOTAL QUALITY MANAGEMENT OPEN RESPONSE
{(Response number 56)

part III of this survey is to allow you an opportunity to express any opinion
you may have regarding the Total Quality Management initiative in your
organization, You may use as much or as little space as you desire:



PART IV -~ BACKGROUND INFORMATION

This section of the survey contains guestions of a personal nature. The
information will be used solely to group employees in corder to determine if
any relationships exist between respondents who exhibit similarities in their
answers,

Please circle the appropriate letter to indicate vour response:

57. Which status describes your empioyment?

A. Civilian
B. Military

58. What is your grade level?

GS
GS
@S
GS
GS 10~-12

G5/G4 13 and above

If military, please provide your rank

QmED AW >
= 00Oy e
W - g W

59, What group are you in?

Non-supervisory

First-level supervisor
Second-level supervigor
Third-level supervisor or higher

vawy

60. Have you ever been on a Quality Improvement Team?

A, Yes
B. No

61, Are Srou currently on a Quality Imporvement Team?

A. Yes
B. No

10



RESPCONSES TO OPEN-ENDED QUESTION
(number 56)

1. My feeling is the organization’s goals are still driven by
numbers and statistics. If it's a choice between looking good
and TQM, looking good is still gonna win every time. We are
here at the convenlence of the organization and the customer,
In that order. Higher and faster production is still favored
over quality, knowledgeable production. Performance profiles
need to be adjusted to account for the difficulty of the work
as well as the numbers produced.

2. Evervyone play[s] the TQM game to keep mgmt [management]
happy. No feedback from customers. Management thinks all is
well.

3. None.
4, TQOM ig "talked" real well but not really practiced.
5, Quality, TQM, receives only "Lip Service."

6. I have not seen any evidence at my (buyer) level to
suggest there have been projects/programs to achieve any TQOM
goals. ©Other than "numbers" trained, no goals or statistics
have been publicized.

7. TOM is a quality improvement ph({ilJosophy which has been
"mandated” as our new system. With the required endorsement
from Top management, 1t has had little visible success with
the lower echelon.

8. A) I believe TgM is a wonderful concept if it could be
applied equally with the civillans and military side.

Although the civilian side of the base is pretty much TQM
minded, I don’'t believe the military will ever be {ex[ample]:
Private having his ideas approved by a General). Military is,
and always will be, a trickle-down concept.

APPENDIX D



B) I have seen TQM work on the c¢ivilian side with great
results. Sometimes the quality ldeas bring about a negative
response in which a Quality Circle is implemented. To date,
more circles need to be formed even to smooth out little rough
spots that still exist.

C) TQM classes are great for team building, and last{s] in
the minds for a couple of weeks thereafter for great teamwork.
Scome say this is a great concept -- others say "I can’t be
bothered by it."

9, I feel although management may support TQM concept, I
don't feel they give it the proper attention it needs.

10. Employees are authorized to pursue quality improvement
ideas but are not empowered to make decisions.

11. In our organization, all employees belong to a work center
team and actively participate to improve the processes. oOur
supervisor encourages this participation and empowers us to
develop ideas, solve problems and recommend possible solutions
for this review. The majority of the times he approves the
recommendations presented to him.

12, TOM |s encouraged, but when it comes to getting documents
out, quality les often sacrificed for "getting it out on timel"

The number game affects quality.

13. I believe that upper management talks about TQOM but does
not believe it will work. The perception.is that management
is afraid to give emplovees the authority to do their jobs.
There is no open door policy and management is rarely seen
unless a problem develops. Communication between employees
and management is poor. Negative attitudes are predominate.
Employees are not given the opportunity to express their
concerns to upper management,

14. I believe there was an initial desire to attain a TQM
organization, but it has since lost its steam. Management is
once again driven by the same numbers they were always driven
by. The workers are essentially "dumped" on t¢ get the job
done agaln. I have been speclifically told that my workload
prohibits my involvement in teams of any sort,

15. TOM will not succeed until management understands that the
enployees, both management and those that do the day to day
work, must learn to communicate with each other. (Currently,



employees are talked to, not with). Employees should be viewed
as a valuable resource and not a liability. Often, TOM ideas
are too broad in scope. Emplovees need to see results from
small changes, not from large abstract ideas.

16. I happen to be very involved with TOM in my organization.
I would never be as honest with my opinions on TQOM at work as
I am on this survey. The truth ls that management does not
believe in TQM. My direct supervisor does not espouse TQM --
He just does it. He does not see the need for surveys, pareto
charts, etc. He just empowers everyone. That is true TQM.
He is in the minority among supervisors. He is not running
scared. Supervisors are very scared of losing power and
control. This is especially true in a governmental
environment. Supervisors here are very threatened by people
who are capable and knowledgeable. There is no way that
supervigors would ever willlngly give up power.

17. TQM seems like a good idea in theory but in practice it is
lacking feasgibility in government because gov’'t is not in
business to make a profit. I feel quality comes from an
individual that takes pride in their own job and in doing
thelir part for the overall missicen. In many areas of
government, emplovees are bound by so many regulations and
legalities that they don’t have any {or very little) control
over their work processes.

18. Why does "Total Quality Management" promote "Totally
Unqualified Employees?" Hypocrisy at its best! Classic Image

vs Substance issuetl!

19, Total Quality Mgmt is a waste of time, I believe everyone
has been trying to do their best, BRBesides some t(raini]jng
brochures, everything else has not affected me. I still try
te do a guality jeb,

20. TOM implementation has been a disaster. Empowerment of
employees is a farce.

21. Appraisals are sometimes not given fairly, therefore
moraile] a lot of times is low. I see alot of people not
practicing quality in their jobs, they just don’t care. Some
employees feel that if its not In their job description, its
not their job, therefore they don’t have to do the job right.
I feel if I'm told to do something I will do it to the best of
my ability and do it right. Why have anyone come back and you
have to do it again. I take pride in my job and I like what I
do. I think some peocple are not given the credit where its



due, but why do anything about it[?] TQM is not working
around me, because to me [there are) too many attitude
problems. TQM is here to stay and I think it can work and we
should continue to practice total continuous satisfaction to
your customer, but I think it will take a long time for it to
work.

22, TOM will not work in a governmental situation. Who is our
customer? It should be the U.S. taxpaver but I'd hate to have
to wait around for the "delighted" response of that customer.

23. Good effort, but impossible to carve out in a bureaucracy.

24. Have not had any TQM training or even talked about it
here. Seems like we’re way behind and management doesn’t
care,

25, I have not been at Kelly long, nor have I attended any TQM
¢lasses/training session,

26. Mgmt speaks about Quality, however, business goes on as
usual. Quality begins with the employee being motivated to do
an excellent job for self pride. We get paid for doing a good
job. Those who don‘t should get appropriate appraisals.

Those who do, should get appropriate rewards.

27, [Cross-training opportunities are] perceived by some
employees as an attempt to place more responsibility on them
without any empowerment. Job enhancement has been as a
euphemism for more -- no extra pay, no promotion. ([Regarding
empowerment], . . I am a c¢lerk, who's working on my MBA and
have 10 vears of experience. My supervisors have trusted me
to do various tasks.

28. As long as management "good cl’ boys" exist, TQM will
never become a viable process.

29, There is the "official position" of management which
strongly supports TQM, and then there is the real position.
Basically, few employees believe that Mid level management has
anything but "lip service" to the TOM type of management.

30. TQM is not belng practiced in the contracting area due to



gridlock with the Federal Acquigition Regulations [FAR], that
must be followed. Most PCOs {Procurement Contracting
Officers) do not want to deviate from the standard FAR.

31. Rick. I hate to answer esgay questions.
32. I do not know much about TQM.

33, I've not seen or heard much on quality in quite some time.
Has it stopped?

34, This survey is qualified in that I have never been asked
to participate on a quallty tean.

35. The TQM concept is NOT compatible with the military
authority concept. TQM is probably a better business concept.
I do not know {f TQM is a better military concept in terms of
executing a mission. The military job is not to cut costs and
increase profits -- Its job is to effectively protect the U.s.
interests with the required force. Strong central authority
and control is arguably the best concept for the military
mission.

36. The concept of TQM {8 not only plausible and implementing,
but desirable; however here at SA-ALC -- not a snowball'’s
chance in hell of actually being used.

37. TOQM at Kelly hasg a strong surface commitment by
management. However, to be succegsful, you can’t treat TQM as
a program. 1It's a way of doing business. Down at the grass
rootg level, the impression here is that we're still playing
the numbers game and dealing with micromanagement. oOne strong
positive is that since PRs [purchase requests] are tracked
since initiaticn date at Kelly , pre-award problems cannot be
buried by the buyer. They must be resolved either by PR
cancellation for engineering rescreening, or by the buyer
working with the requirements people towards resolution. We
need to develop measurements of quality related to
contracting., The Key is to develop a performance appraisal
system that rewards "quallty before production.*

38. [Regarding customer focus] A majority of the people In
this organization are too busy focusing on themselves.
[Regarding management and leadership] "0ld habits die hard" is
the expression. I sometimes believe KAFB walted too late to
change the focus of this organization. [Regarding emplovee



fraining] Contracting personnel continuously receive training
for their particular job, but never are any courses being
offered to understand the jobs of our counterparts.
[Regarding teamwork] We now sit within the same vicinity as
our counterparts -- but we have the same bad relationship.
Section 1: Participation and gquality is nothing new.
Every employee/employer should know the importance of quality
and "doing a good job." Personally, this is how I was raised.
Everyone should also know that if a particular process isn't
working that they can work with their counterparts/colleagues
in getting it fixed and not wait for management to fix it,

39. At Kelly AFB, Contracting and Manufacturing -- nothing
much has changed except that we have some pecple speaking
rhetorically about T.Q.M. Total Quality Management is not
well defined, communjication is poor, some people don't know
what their function({s) are, It seems as if management is
playing the Total guality Management game. They speak as {f
they know what they are saying but their/our actions show
that, in reality, they have no idea what we are doing. I
think we are just hoping for the best. Employees can see that
Kelly A.F.B, doesn’t know what they are doing when it cocmes to
TOM, If a person must learn something they should go to a
master. In this case, it would be Dr. Deming. Enclosed is a
copy of Dr., Deming’s Fourteen Steps Toward true T.Q.M. The
items circled in red are areas that need to be resolved. [The

circled items were: point 1 -- constancy of purpose;
point 4 -- Awarding business on the basls of price tag; point
8 -- drive out fear; peoint 9 -- break down barriers between

departments and people (respondent gave this point particular
emphasis). The first step that before truly embracing T.Q.M.
is that Mr, Phillip W. Steely [Director of Contracting] and
the commander of Kelly A.F.B. should speak with Mr. Deming who
now lives in Washington, D.C. If you are interested, [call]
information for his number, It is listed and he will answer
any questions you may have or he will refer you to the right
person to speak with. Good luck to you. [Respondent attached
four additional pages of printed information describing Dr,.
Deming and other quality consultants, and their respective
seminar schedules].

40, I believe that top management really does not embrace TQM
the way it is supposed to be in works. They impose the
concent because it has been imposed con them from "higher ups."
But, I do ncot believe that they want to give up "thelr power"
that they’ve had in the past, Until such time that the
present top management is gone and replaced by fresh new
management that have experience in what TQM is all about, wiltl
we see results of the way it should be done.



41. TQM by deslgn is not easy to impiement given time
constraints, resistance to change, workloads, ete. But, its
long-term rewards are probably beyond measure if the entire
program were followed and continually used. This directorate
"mouthed” its benefits but after the initial steps {n the
process, let it slide into a corner raising its name "ToM"
only occasionally. Too bad -- it could have done wonders in
our present right-sizing mode of operation. To start and then
stop a promising program with obvious benefits just caused
frustration and wasted manhours at all levels. It became
another of those new flash-in-the-pan programs that were never
allowed to realily get going and mature. The fault lays in
middle and top management’'s laps. To say one thing and
practice ancother promotes negative attitudes, not motivation.
Its a good approach and overall program to those who
understand it.

42. Team Kelly is on the rocad to TOM. We have been on the
road for 30 months, In some respects we have "hit the wallr®
and now are at a crisis; the crisis of pushing through this
barrier and institutionalizing TQM. Many "real" barriers
exist, primarily in the area of measurement. Simply, if they
cannot measure it, we c¢an’t measure process improvement., Tean
Kelly will overcome these obstacles but, alas, I fear it will
take another 10 years.

43, Seems to be a good idea but doesn’'t seem to work as well
as it should.

44. We need more management support as to job opportunity
enhancement. And, more on the job training classes. Some
emplovees are bheing placed [as) road blocks to job success, so
how can they ever achlieve upper mobility?

45, Most employees feel top management gives TQM lip service,

46. The teams put together to review process actions under the
TOM concept are asked to do so as an additional duty rather
than full time. Thus, only "lip service" is given to the
project, therefore, final reports are inaccurate, incomplete,
and when briefed to management, carries little or no weight.
S0 management pays little or no attention to recommendation --
thus TQM goes out the window. Therefore, management gives the
impression that they could care less about TQM.

47. Until specific individuals, who do not buy intc TQM are
obviously removed as a result of their poor TQM initiative,
the program will not be successful. Many upper level



management personnel have built their power base and become
successful through self reliance and independent action,
therefore 100 percent participation in the TQM arena is
impossible for some and difficult for others. The boss must
exercise his/her power to enforce the program and send that
message to those folks sitting on the fence.

48. The initial TQM thrust within PX was good. We
restructured the organizaticen to make it more conducive to
communication flow and customer support. We also energized
the workforce by training it in the fundamentals of TOM and
teambuilding. However, at (the] same time we placed TQM in a
very short-term posture with the attitude that change and
success would be immediate. This created unrealistically high
expectations. We also told the workforce that by becoming
more efficient we would eliminate jobs and thus displace
employees (This has ultimately come true in the form of a RIF
( (Reduction in Force)). TOM has been chaotic and has served
as a disincentive for the workforce due to the administration
of the effort. Moral[e] is at an all time low.

49. No Thanks!

50. Top management (PK and LD) needs to practice what it
preaches.

51. TQM has been abandoned. [They] tell you TQM exists, then
they pressure you for production numbers. Many people stated
TOM but not practiced [TQOM].

52, After three years, we are still being bombarded with
posters/slogans and stories. TOM has not been embraced as a
way of life. Little in the way of training has been given
since every member of the organization was required to attend
the initial "Quality Orientation." My concern is that the
changes necessary cannot be implemented due to the levels of
approval required to change the system in a very fundamental
way (Congress, executive).

53, I feel that management endorses TQM; however some of the
improvements are short term relief to problems instead of long
range strategies. There is not very much discussion of
gquality except at the director's call when a manager and a
non-manager receive the quality awards for the quarter. We
have been given the AFMC [Air Force Material Command] quality
goals, however I’'m not specifically sure what my organizations
specific goals for quality [are]. I alsc get the feeling that
some supervisor’s are reluctant to empower their employees,



i.e. the supervisors have a control problem. Possibly they
are afraid of losing it,

54, Outdated systems hinder full involvement in TQOM,
especially with the downsizing we are experiencing. 1In our
area, most of our problems are with systems and paperwork.
0ld data systems that can’t be updated here at Kelly that
involve problems unique to this base.

55. TOM is embraced by high level management but not by mid
level managers (i.e. GM 13s and 14s) who have to account for
old requirements,

56. TQM is a DoD program, and therefore DoD makes the rules.
poD mandates Affirmative Action for promotions due to their
atrocities practiced in the past in regard specifically to
women and every other race except Caucasian. DoD says it is an
Equal Opportunity Employer. DoD has laws and regulations it
must obey. Logical buginess decisions are not always
acceptable by law., Total Quallity Management can not truly
exist in DoD even though everyvone would want you to belleve
S0,

57, NO COMMENT!

58. We believe as a group in TQM but we continue to see
vstone~age" "strong-hold" techniques and tactics used to no
avall because 1t only causes the slow-up of work and low
morale. It’s a great jdea if and when it’'s implemented to the
fullest!il!l!l Year 2010, huh?

59, I have been involved in 2 QITs [Quality Improvement Teams]
and 1 PAT [Process Actlion Team]. One QIT has been ongeing for
a vear and a half and mgt continues to want to drag 1t on and
on. The frustrating part of participating in these QITs and
PATs is that you examine a problem, collect data, and make
recommendations -- then the report seems to go to File 13 and
nothing is ever heard about any of the recommendations. That
makes you feel that all your time and effort was for nothing.
As far as empowerment goes - - it sounds great, but it’s not
really a concept that’s been embraced. I think employees were
willing to try it, but mgt hasn’t been willing to empower us
and let go. Micromanagement is back -- big timel Every time
you turn around, there‘s another status report to fill out or
you have to report verbally to the supervisor.




60. Management does not recognize the efforts of the "littlen
people, especially those who are not college-educated. We are
at a dead end as far as promotiong, while promotions for
higher ups are fregquent. They do not follow TQM! As far as
they're concerned, we are not worth the effort.

61. It's not working in my area. 1It’s just used on paper.

62. TQM was working for a while but [the organization] has
gotten back to the old way of contracting by asking status on
PR and delinquency and back to the numbers game -- Therefore,
it appears that the emplovees are only being measured by
output, not quality work. Management needs to accept TQM
before it expects their employees to accept TQM. They "talk
the talk" but they don't "walk the walk."

63, TQM is not the answer to all problems. There are other
"paradigms" that are on the leading edge to solving
organizational problems/effectiveness. The key to successful
program[s], such as TQM, is the lead by management and good
leadership and the ability to express to all its benefits]

64. TOQM will not be successful in this organization until
management stops redefining quality as production.

65. I feel that TQM is good, but for it to work within the
government, it has to be modified. To date, I have not seen
where all of PX personnel have attended TQM workshops. Some
sections are focusing on the implementation of quality, while
others are doing nothing. Some employees take the iniltiative
to ensure quality is in everything they do, which offset[s]
the balance of working in the organization, because some
people are talking quality and others are not.

66, It’'s a "pet project" for someone that will eventually
pass.

67. Empowerment is not experienced here in PK. There is a
high need for TQM but there doesn’t seem to be much interest.
I've never seen anvy kind of process chart or any Xind of goals
Or processes on paper. Morale is very, very low in this
branch and needs much uplifting.

68. I feel the managers need to be audited to see if they
actually Kknow their job[s]). Most of them got to where they
are at because they Kknew someone or are married to another
manager. Particularly the women in management are all married



to managers or dated one, but I can't blame them. If I wasg a
woman, I would sleep my way to the top, too. Some managers
tend to take advantage of their position and abuse their leave
by doing extra activities during duty hours with his/her
friends (of same race). These individuals are allowed to make
up their time [but] they almost never do! But if a minority
does it they are always having action taken against them. As
low as the morale is, this activity should be stopped. But
the people such as clerks do not get heard. I am fortunate to
not work in an environment as stated but I would not tolerate
discrimination and close minded managers of any sort. Believe
me, the lower level employees need any support we can receive.
Not self centered management [who are] always contradicting
themselves. Again, action should be taken toward these
managers!

69. TQM needs to start at the top and go down. Efforts at the
bottom are worthless without TQM at the top. Management is
not willing to sacrifice production now in order to implement
long range TQM efforts.

70. Presently, TQM is at a standstill. The effect of the DoD
downslzing cannot bhe measured so (it seems) management is
concerned on meeting current requirements without regard to
correcting flaws within the system (used by internal
customers)}. Keep in mind our system is designed around very
long lead times (sometimes vyears) before a product/service
comes to fruition. So far, the Kinks In the system remain and
cur only recognizible measure of TOM Is customer satisfaction
-- after the fires have been put out. The processes in the
early stages of the system require overhauling.

71. PK as a whole -- from the Director directly to employees
-~ embraces TQM. Product Directorates, LPK and LDK embraces
it. But PKO ls very, very complacent, They are not opened to
change. "It’s their way" or NO way. 1T believe there’s a lot
of negative energy in PKO and it reflects in enplovees’
relationships with one another. A TQOM process needs to be
implemented as soon as possible.

72. TQM does not work in a Govt. setting because the employee
has no incentive to cut costs or be more efficient. There isg
no profit sharing etc., that provides Incentives like private

industry has.

73. Not enough participation.



74, TOM Is a good theory, but there are toco many unwilling
ones to make {t work totally. Mgmt wants TQM bhut they push
production down your throat, so TQM takes a backseat. Upper
ngnt refuses to believe workload is a problem, but from the
worker standpoint it is a BIG problem. It seems that you are
penalized for being on a team because the workload is still

there.





