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Abstract 

J This study looked for DOD logistics organizatio:1s using 

the Deming management method to implement TQM. A total of 

21 organizations were identified that claim to be following 

Deming . These organization were then questioned on what 

they Q ~ 3 dong to impl~ment the Darning philosophy. Each 

organization is presented and their program discussed. The 

techniques being used in the different TQM programs were 

then classified and presented according to each of the 14 

points. 
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APPLICATION OF THE DEMING MANAGF.MENT METHOD TO IMPLE~lENT 

TOTAL QUALITY MANAGEMENT IN THE DOD 

I. Introduction 

Background 

On 18 August 1988 former Secretary of Defense Frank C. 

Carlucci made Total Quality Management (TQM) a part of the 

Department of Defense (DOD) environment (30). TQM is an 

abstract concept without a simple, concrete definition. A 

common theme states TQM is a process of continuous 

improvement (7:1), (20:22), (43:18). The DOD has adopted 

the following definition of TQM which emphasizes the need 

for continuous improvement: 

Total Quality Management (TQM) is both a philosophy and 
a set of guiding principles that represent the 
foundation of a continuously improving organization. 
TQM is the application of quantitative methods and 
human resources to improve the material and services 
supplied to an organization, and the degree to which 
the needs of the customer are met now and in the 
future. TQM integrates fundamental management 
techniques, existing improving efforts, and t~chnical 
tools under a disciplined approach focused on 
continuous improvement. (7:1) 

TQM was adopted by the DOD as a result of the 

increasing technical complexity of weapon systems and the 

shrinking defense budget (33:58), (43:17), (45:57). The 

increasingly technical complexity of modern weapon systems 

makes the need for quality more important now more than ever 
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before . Comparing a World War II (WWII) fighter aircraft to 

the fighter aircraft used today clearly shows the change in 

technical complexity of weapon systems. Advances in 

technology have provided aircraft with countless parts of 

varying degrees of sophistication . Maintenance of modern 

aircraft requires many people ~ith a variety of specialties. 

The WWII vintage aircraft could be maintained by a few well­

trained personnel. Modern systems must be of the highest 

quality to ensure they are available when called upon. 

Budget constraints have forced the DOD to find better 

ways of doing business. In the past, the DOD had high 

funding levels that allowed for mass inspection of products. 

The frequency of inspections helped ensure quality 

requirements were met (16:9-10). They also resulted in 

'" high cost and poor sustainability -- two things we can no 

longer affoz;-d" (16:9). The DOD must now work to build 

quality in, not inspect quality in. The DOD turned to TQM 

to improve the system, remedy these problems, and make 

quality a part of daily business. · 

The goal of TQM in the DOD is to do exactly what the 

definition states -- to improve continuously (7:1), (43:1~) . 

By continuously improving the process of an organization, 

the quality of th~ product or service provided will 

continuously improve. This continuous improvement will 

result in quality being built into the product. The 

increase in quality will result in decreasing both system 
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and support costs while increasing system availability and 

combat effectiveness (44:46). 

Another goal of TQM is to satisfy the customer who will 

receive the product or service that is offered (16:12), 

(43:19). Former commander of the Air Force Logistics 

Command, General Alfred Hansen, said·· ... the goal of the 

AFLC quality program is customer satisfaction in the long 

haul -- M~~j~~t LnitiaL customer acceptance when we deliver 

the product" (16:12). Providing a quality product is a sure 

way to satisfy a customer. 

The DOD guide to TQM implementation, DOD Directive 

5000.51-G Volume II synopsizes TQH and its objectives in the 

following way: 

Total Quality Management addresses the quality of 
management as well as the management of quality. It 
involves everyone in an organization in a systematic long­
term endeavor to develop processes that are customer 
oriented, flexible and responsive, and constantly 
improving in quality. Quality includes any factor of 
product or service of value to a customer. Ultimately, 
TQM is a means through which an org&nization creates and 
sustains a culture committed to continuous improvement. 
(8 : 1-3) 

TQM and its goals are easy to accept, but ther1~ is · no 

clear cut, simple path to achieve it. The DOD looked at and 
!ill 

adopted many of the same techniques and theories used in 

private industry to implement TQM. It looked at the TQM 

methods of experts, including Deming and Juran (7:ii). The 

various approaches looked at by the DOD to achieve TQM an<l 

make it a part of the DOD culture all take different roads 
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but have the same final destination -- "world class quali t ·1" 

(20:22). 

One path to TQM in the DOD receiving a great deal of 

attention is the Deming management method (l : vi), (7:ii), 

(16:10), (30), (44:46), (49:58 ) . This method is based on 

the teachings and philosophy of W. Edwards Deming. The 

Deming method is the approach to TQM being used by the 

Department of the Navy (l:vi). It is consistent with all 

the goals of TQM in the OC1D. Thomas Stuelpnagel summarizes 

the Deming method in the following way : 

Deming's overriding tool is the use of statistical 
methods . In total, it involves: long range commitment; 
attention to the customer; hands-on leadership; 
teamwork; continu~l improvements in all processes; 
individual achievement; innovative design; paying 
attention to the detail; and sharing rewards . All are 
tied together as a continuous process. (44:47) 

Specific Problem 

All DOD organizations have been directed to implement 

TQM, ~ut have not been told how to implement it. The Deming 

management method is often cited as a path the DOD can 

follow to make TQM a reality (l:vi), (7:ii), (16:10), (30), 

(44:46), (45:59). The teachings of Deming are specifically 

credited with being the basis for the TQM movement in the 

DOD (30). With all the attention given to t~e Deming 

management method, and the belief that it will improve the 

way the DOD does business, there is little documenting 

whether it i~ actu6lly being used and, if so, how it is 

being used. 
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Research Objectives 

The purpose of this research was to answer the 

following questions: 

Is there evidence that the Deming management method is 

being used to achieve TQM in DOD logistic organizations? 

If there is .evidence that the Deming management method 

is being usedr what techniques are. used to implement each of 

the 14 points? 

The answers to these questions wi~l provide information 

to DOD managers on how to improve their organization by 

using the Deming management method. Details of techniques 

that are used in DOD applications will provide managers with 

an advantage in their quest for TQM. 

Scope 

This study looked at the implementation of TQM within 

different DOD components. The vast. size of the DOD made it 

impossible to include the efforts of all organlzations. 

Instead, only organizations with logistics functions were 

contacted. These organizations were chosen since TQM first 

began in acquisition area~, and logistics organizations have 

a major acquisition role. The organizations included were 

the Air Force Logistics Command (AFLC) depots, the Naval 

Aviation Depots, the Naval Supply Centers, the Defense 

Logistics Agency (DLA) Depots and Supply Centers, and the 

Army Material Command (AMC) Depots. Exceptions were made if 

the name of an organization that claims to be using the 
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Deming management method was found throu_gh preliminary 

research. Additionally, if a directorate within a depot was 

identified as using the Deming management method they were 

included. 

Justificat ion 

There are numeroug publications dealir1g with TQM 

available through the Defense Technical Information Center 

and identified in the Readers Guide t o Periodical 

Literature, but none deal specifically with how and where 

the Deming Management Method is being used in DOD logisti~ 

organizations . 

This study identified users of the Deming management 

method in DOD logistic organizations, and tells how ~hey are 

. U5ing it. The study lists each of the points of the De~ing 

method and details techniques for implementing them. 

Mar1agers implementing TQM using the Deming manager,ent method 

or some other path to TQM will be able to use this list as a 

guide in their efforts. 

Definitions 

Organizat~on. For the ~urpose of this study an 

or.ganization is identified as a depot that is part of a DOD 

logistics command, or a sperate operating agency within a 

major command. An ~xample of ,!ln organization in this study 

is Naval Aviation Depot Jacksonville . 

Directorate. For the purpose of this study a 

directorate is a sub-component of an organization. A 
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directorate is further broken u~ into ~maller components. 

For example, OC-ALC/DS is the Directorate of Distribution at 

the Oklahoma City Air Logistics Center . 
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II, Literature Review 

Purpose 

The purpose of this literature review is to explain the 

details of the Deming management method. The Deming 

management method is actually a philosophy that , when 

adopted and followed by top management, purports to insure 

an organization to be s~=cessful and remain in business in 

the long run . Dr Deming identifies the need for quality in 

public sector, and believes quality mm;t be a part of the 

government. He has the following to say: 

In most governmental service, there is no market to 
capture . In place of capture of the market, a 
governmental agency should deliver economically the 
service prescribed by law or regulation . The aim 
should be distinction ir. service. Continual 
improvement in government service would earn 
~pprecia~ion of the American public and would hold jobs 
in the s~rvice~ and help industry to create more jobs. 
( 5: 6 > 

Dr. Deming believes that 85 percent of problems in an 

organization are managemer.~ controllable (20:24). This does 

not mean that management alone can solve th0se problems, but 

that management must provide the necessary tools and 

environment for workers to correct the problems (20:24). 
Ii.IL 

Deming'3 14 points and Seven Deadly Diseases are directed at 

management, but to be successful they must be implemented 

and Lived throughout the organization. The emphasis on 

statistical process control implie~ a bottom-up approach 

(20:25). 

The philosophy consists largely of 14 points and Seven 

Deadly Diseases that combine to provide a broad prescription 
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for reform (54:34). The 14 points will be listed and 

explained - as they are the focus of this study. A list and 
I 

brief explanation of the Seven Deadly Diseases will follow. 

The 14 points 

The 14 points must be adopted by top management and 

implemented throughout the organization to be successful. 

The philosophy must be understood, adopted, and lived by all 

members of the organization to achieve the quality desired. 

Point One: Create constancy of purpose for the 

improvement of product and service (54:55}. Management must 

plan for the future of the organization and develop methods 

to stay in bu5iness (54:56). Plans should be made that 

reflect the long-term well-being of a firm, not just the 

next quarterly report. Investments must .be made in the 

organization i~ areas such as education and research 

(54:57). These investments ensure the long-term well being 

o f the organization. 

An important key to creating a constancy of purpose is 

to know the customer and what he/she wants and needs (36:9-

11) . The needs of the customer must be identified and 

passed on to all members of the organization. Everyone must 

work to produce a product or service that satisfies the 

customer and makes them want to come back. The produ~t or 

service being provided and the process that creates it must 

be continuously improved . 

9 
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Point Two: Adopt the new philosophy (54:58). Quality 

must become a way of life, not just a "buzz " word. 

Following World War II (WWII ) the United States dominated 

world markets. This was possible b t cause we had a strong 

manufacturing base capable of mass production with little, 

if any, competition in most markets . 

Japan began exporting items to compete with ours, but 

initially they were of poor quality. The Japanese worked to 

continuously improve quality and have now earned a 

reputation as world leaders. While this was happening U.S. 

firms continued with their post WWII . mindset. Industries in 

the U. S. · must realize they can not survive unless they 

produce affordable, high-quality products and services . 

Dr. D~m~ng has the following to say about point two: 

Point two really means in my mind a transformation of 
management. Structures have been put in place in 
management that will have to be dismantled. They have 
not been suitable for two decades. They never were 
right, but in an expanding market you couldn't lose. 
The weaknesses showed up when competition came in. We 
will have to undergo total demolition of American style 
of management, 

Competition introduced a squeeze. Manag~ment 
offered all kinds of excuses. There was every kind of 
thing in this world, except the awful truth that 
Americane were beaten. Wh-ere they have been beaten is 
in management. It has been focusing on results. 
(54:59) 

Accepting mistakes, defects, poor material, and poorly 

trained personnel as things that are inevitable must stop 

(5:26). Quality must be expected and demanded. The 

organization must change to meet the needs of the cu~tomer, 

not change just to keep up with the competition (36:23) . 

10 
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Point Three: Cease dependence on mass inspection 

(54:61) . The practice of trying to inspect quality into a 

product after it is built mus t stop. Qual i ty must be built 

in. In the words of Dr. Deming : "Quality comes not from 

inspection, but from improvement of the production process. " 

(5 : 29) . Inspection should be replaced by periodically taking 

small samples at critical steps of the process, allowir-g 

early detection of errors. The samples, for a given step, 

become the basis for control charts. 

The construction of control charts using statistical 

methods makes it possible to see what is happening inside a 

process. If the process begins to go out of control the 

control char.ts will show thi s. The problem with the process 

can then be corrected and the process bro~ght back into 

control. The res~lt is the production of quality parts . 

Point Four: End the practice of awarding business on 

price tag alone (54:62). The purchase of materials and 

services can not be based on pric~ tag alone. The quality 

of a product being purchased must be a part of the decision 

process . Always buying products on the basis of lowest 

price will inevitably result in low quality and high price 

(5 : 32). 

The life cycle cost of the item being bought must be 

considered. There will be times when it makes sense to pay 

extra to purchase an item that will have a longer life. It 

may cost more upfront, but it will save money in the erd 

• The extended life of an item not only saves the cost of 
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investment, it also saves the cost of reordering the low 

cos ~ item more often. It is important to look at the life 

cycle cost of an item to ensure the best decision for the 

situation is made. 

Entering into long term agreements with suppliers based 

o~ loyalty and trust is important to producing a quality 

product. By havirig a single, reliable, high quality 

supplier of an item you can count on the ccnsistent supply 

of quality parts. Additionally, a long term relationship 

provides security to the suppli~r. They know they can . 

invest in the future without fear that they will be underbid 

next year (36:131). The result will be" . better 

quality with better and better economy" t54:65) . 

Point Five : Improve constantly and forever the system 

of production and service (54:66). The process that creates 

the product or service must constantly improve, resulting in 

a c onstantly improving product or service. This ties 

dire<~tly in":.o TQM in the DOD which stri vtis for continuous 

improvement. What this point is stating is that improvement 

is not a one-time event, it is ongoing (54 : 66). 

An organiz~tion that is improving constantly can ans~er 

"yes" to questions such as "is the customer happier now than 

last year?" and "are we doing better now than last year?" 

(54:67). 

Statistical thinking is important to system improvement 

(54:67). The precess must be monitored and improved to 

ccndtantly provide high quality products. Just meeting the 

12 
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specifications does not mean improvement, it means things 

are status quo (54:67). The system must improve to reduce 

process variability resulting in less variability in the 

product. 

Point Six: Institute training and retraining (54 : 68. 

Everybody in the organization . must be thoroughly trained in 

their job. It is common for a worker to be trained by 

another worker who never received proper training. This 

results in two workers that are poorly trained. 

The worker must know what is acceptable and what is 

unacceptable (54 : 68). The definition of acceptable must be 

clear and accepted by all, it can not change in order to 

meet a daily quota. Employees must be trained to ensure 

they fully under~ta~d their job, priorities of the company, 

and the needs of customers and suppliers (36:91) . 

Managemen-t, must also be trained in company policies. 

They must know about the entire operation of the 

organization from the receipt of incoming material to the 

customer (5:52). If managem~nt is not trained they will be 

unable to provide the necessary environment for employees to 

excel. 

Point Seven: Institute leadership (54:70). In the 

words of Dr. Deming: "The job of management is not 

supervision, but leadership (5:54)." Quite often 

organizations employ foremen or supervisors that do not know 

how to do the job of the people they oversee. When an 

employee encounters a problem or needs additional training 

13 



the supervisor or foremQn is unable to help. There is 

nobody in the role of leader to assist the employee and 

solve the problem. 

The practice of using supervisors and foremen not 

capable of leading has additional problems. Since they do 

not know how to do the job they oversee, they oftec impose 

numbers or quotas on the employees (54:70). This results in 

people worki ng to meet quotas, not produce a quality 

product. 

Point Eight: Drive out fear (54:72). Fear in an 

organization comes in many forms . People do not want to 

point out a problem for fear they will start an argument or 

be blamed for ca~sing the problem (54:72). People are 

afraid to admit they made a mistake so it dces not get 

corrected, it continues on (54:72). People are afraid that 

suggesting a new idea will make the supervisor angry 

resulting in some form of retaliation (54:71). A supervisor 

does not shut down his line for repairs since his daily 

output will go down. This would benefit the company in the 

long run but he is afraid he will lose his job because of 

the poor daily performance (5:60). 

These are all examples of fear in an organization. 

This fear must be driven out to allow people to feel free to 

ask questions, point out problems and recommend 

improvements. For any management system to succeed the 

fear must be replaced with "an atmosphere of mutual respect " 

(36:75). 
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Point Nine: Break down barriers between staff areas 

(54 : 74). Breaking down barriers between staff areas 

encourages the flow of information and teamwork. For 

P-xample, lets say in a hypothetical organization the 

engineering department doe~ not communicate with the service 

department. Ii the service department is constantly being 

called to fix & particular part they should inform 

engineering . This will provide the engineers the 

opportunity to correct the design, allowing the problem to 

be avoided on future items. If there is no communication, 

the product will continue to malfunction in the field. 

Quality will have to be built in after the fact at a much 

higher cost then it would have been to build it in. These 

departments must break down the barriers that are inhibiting 

the flow of information. Breaking down barriers between 

staff areas is "a necessary but n ·.)t sufficient condition of 

company-wide quality control." (36:79). 

Point Ten: Eliminate slogans, exhortations, and 

targets for the workforce (54 : 76). Management slogans such 

as "Zero Defects" and "Do it right the first time" do not 

motivate employees, they tend to discourage them. These 

slogans imply that an employ could do better if they tried 

(54:76). The posters do not account for the fact that the 

majority of problems are caused by the system, not the 

workers (5:66). Workers can not improve their product 

unless they are given quality raw materials and equipment to 

improve it . 
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Point Eleven : Eliminate nume r ical quotas (54:78). Dr. 

Deming maintains that quotas or other work standards " impede 

quality perhaps more than any other single working condition 

(54:78)." Standards are typ ir:::al ly set with an allowance for 

scrap built in (54:78). Management is planning on paying 

employees to produce scrap. 

A work standard is set at an average value . There will 

be ~mployees who work faster than the standard and employees 

who work slower than the standard. Peer pressure typically 

forces the faster worker to slow down so the others do not 

look bad. This results in loss to the company and unhappy 

workers (54:78). 

Other problems arise when piece rate systems are used. 

The goal becomes numbers not quality. If a daily quota is 

set workers will complete the day's work, then wait for 

quitting time. 

Setting arbitrary management goals is also a management 

problem. Ma1!:1 times goals such as, "improve productivity by 

10 p(=!rcent" ,_)r, · reduce rejects by 5 percent" are set. If 

there are no chan~~s to the proces~ or n6 plans for 

improvement these become arbitrary goals that can not be 

met. Management goals of this type must re5ult from a 

thorough plan to improve. 

Point Twelve: Remov~ barrier~ to pride of wo~kmanship 

(54:81). Worker • must be giv~n the opportunity and tools to 

do a good job ard take pride in their work. Management must 

ensure workers rave adequate training in their job as well 
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as the proper tools to do the job. Additional barriers to 

pride of workmanship include delays and shortages of parts, 

r~sh jobs, outdated drawings, and poor working env£ronment -

- too hot, too cold, or poor lighting (5:84). 

Managers and supervisors must learn how to listen to _ 

the worke~s. The person doing a job is typically the one 

who knows the best way to do it. Management must listen to 

the employee's critique of the way things are. done. If an 

employee develops an improved method they should be allowed 

to freely expres~ their idea, and not fear repris~l. 

Another barrier to pride of workmanship is the performance 

appraisal (36 : 47). The performance appraisal seeks to 

evaluate all employees by ranking them against each other. 

Many o~ganizations base bonuses and raises on the 

pdrformance appraisal. The appraisal~ result in destruction 

of teamwork, mediocrity of work, increased variability, and 

a short term focus (36:48) 

Point Thirteen: Institute a vigorous program of 

education and retraining (54:84). The people in an 

organization must be constantly learning. They must learn 

about new equipment, new materials, and new techniques that 

are part of their job. Investing in people through 

education and training is required for long-term planning 

and the long-term well being of the organization (54:84). 

Employees must be educated in statistical techniques 

including control charts, flow diagrams, cause and effect 

diagrams, histograms, pareto charts, and scatt~r diagrams 
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(36 : 98). This constant and ongoing training will not only 

make employees better at their existing jobs but prepare 

them for future jobs as the organization changes. 

Training must be provided to the entire organization in 

group dynamics to aid them i n working together on teams. 

The o rganization must pull together to work towards quality 

and continuous improvement. Thi s requires the use of 

teamwork. Training the employees in g~oup dynamics will 

improve the teams chances achieving their objectives. 

Point Fourteen: Take action to accomplish ~he 

transformation (54:86). Management and personnel throughout 

the organization must begin to implement the other 13 

uoints. Training must take place, everyone must learn how 

to improve continuously. This process must begin with 

man~1gement as a sign of their commitment ( 54: 86). 

Everyone in the organization must ask themselves who is 

the customer. They must also know what the customer wants. 

Customers both internal and external to the organization 

must be identified (54:87). 

A good place to begin is the Shewhart Cycle -- often 

called the PDCA Cycle for Plan, Do, Check, Act (54:86). 

This cycle consist of 4 steps that will lead to continuous 

improvement. 

Step 1: The first step is to study a process, to 
decide what change might improve it. Organize the 
appropriate team. Perhaps people from pu~chasing, or 
the supplier, or the product engi neer. What data are 
necessary? Does the data ~lready exist, or is it 
necessary to carry ou~ a change and observe it? Are 
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tests necessary? Do not proceed without a plan . 
(54:86) 

Step 2: Carry out the tests, or make a change, 
preferably on a small scale. (54 : 86) 

Step 3 : Observe the effects. (54:87) 

Step 4 : What did we learn? repeat the test if 
necessary, perhaps in a different environment. Look 
for side effects. (54 : 87) 

The use of this cycle "will lead to continual improvement of 

methods and procedures (54:88)." It can be applied to any 

process. 

An additional step that can aid in accomplishing the 

transformation is the appointment of a statistician to work 

directly with top managemeht (36 : 137). These statisticians 

must be trained in, and understand, Deming's philosophy. 

The _stati~tician must be able to sit in and contribute to 

operating ·review meetings ( 36: 137). They must be able to 

speak freely and openly with top management to "identif3, 

inhibiting management systems, and coordinate action on 

opportunities for improvement" (36:137). 

The Seven Deadly Dise~se§ 

The Seven Deadly Di seases are items that must be 

avoided to ensure the long term success of an organization . 

They are a complement to the 14 point~ alr~~dy d i scussed. 

The Seven Deadly Disease .s ar4' :straight-forward and eu1ily 

understood . Th~J are clearly defined by Mary Walton as 

follows: 

1. L•ck of constancy of purpos•. A company that is 
without constancy of purpose has no long-range plans 
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for staying in business. Management is insecure, and 
so are employees. 

2 . Emphasis on short-term profits. Looking to 
increase the quarterly dividend undermines quality and 
productivity. 

3. Evaluati o n b y performan c e, merit rating, o r annual 
re v iew o f perfo rmance, The effects of these are 
devastating -- teamwork is destroyed, rivalry is 
nurtured. Performance ratings build fear, and leave 
people bitter, despondent, and beaten. ~hey also 
encourage the mobility of management . 

4. Mobility of management, Job-hopping managers never 
understand the companies they work for and are never 
there long enough to follow through on long-term 
changes that are necessary for quality and 
productivity. 

5 . Running a company on visible figures alone. The 
most important figures are unknown and unknowable 
the multiplier effect of a happy customer, for 
example. 

6. Ex ce s sive medical cost . 

7. Exceisiv• cost of warranty, fu•l•d by lawyers that · 
work on contingency f••· (54:36) 

Summary 

This literature review looked at the De~ing management 

method. The Deming management method is based on 

continuously monitoring the process that produces the 

product or service provided using statistical process 

control, and continuously improving that process. The 

Deming management method also places emphasis on ident~fying 

the wants and needs of the customer, and working to meet 

those wants and needs. Finally, the Demin& management 

method focuses on treating employees with respect and giving 
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them the tools and training necessary to continuously 

improve themselves and their processes. 

Each of the 14 points was briefly explained to provide 

an understanding of the chai1ge required by organizations 

using the Deming method to implement TQM. The seven deadly 

diseases were also identified because they reenforce the 14 

points . 

21 • 



• 

• 

• 

III. Methodol ogy 

To answer the research questions a two step approach 

was used . Ster one identif ied organizations that are using 

~he Deming method to implement TQM. Step two r-1as to 

dete rmi ne how e ach o f Deming ' s 14 points are being 

implemente d . 

Step One 

Step one answered the question : " Is there evidence 

that the Deming mauageme · t metho ri is being used in the DOD? " 

The first call was made to t he o ff ice responsible for the 

implementation of TQM in the DOD , the Of f : ~e of the 

Assistant, Secretary of Defense (Produ c _,. _:· & Logistics) 

Total Quality Management/Industrial Produc ti vi ty and Quali ty 
. . 

[OASD(P&L)TQM/IPQ] .. OASD(P&L)TQM/IPQ was asked fo r t he TQM 

points of con~act for the Army, Navy, Air Force, and Defense 

Logistics Agency . Contacts were called; they were asked to 

provide points of contact for TQM for their separate 

operating agencies in the continental United State~. 

Each of the separate operating agencies was then 

contacted. '!'hey were asked to provide their TQM points c,f i, .11 

contact for each of their logistical organizations . Each 

logistics organization TQM point of contact was then 

contacted and asked what philosophy, if any, they are 

following to implement TQM. The organizations that 

indicated they were using the Deming management method were 

then asked to provide details on their TQM implementation . 
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• Copies of their implementation plan, timelines, guidelines, 

steps taken to date and steps planned were requested. 

Add it ionally, documentation showing benefits they have 

e xper i enced t hat c an be attributed to TQM were requested. 

Ste p Two 

Step two was to organize and present the information 

received, then categorize it according to the 14 point5 . 

All the steps and techniques being used were put i nto the 

appropriate point. The benefits attributed to the 

implementation of the Deming management method were also 

documented . 

This step also included return phone calls to 

organizations to obtain additional information and 

• clarification on how they are imple~enting Demings' 14 

points. 

• 

Additionally, duririg this step, three organizations 

were chosen to answer the questionnaire included in Appendix 

A. The purpose of the questions was to gain further insight 

into what is being done to implement the 14 points. The 

questionnaire was sent to one organization with a 

maintenance mission, one with a supply mission, and one with 

an intelligence mission. The reason for choosing such 

diverse organizations was to gain a broad~r perspective of 

the De ming management method at work . 
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Limitations 

This research was affected by the size of the DOD. It 

is not prac~icable to contact each individual organization 

in the D00 t~ determine what they are doing to implement 

TQM. In the early stages of research an attempt was made to 

contact each directorate in each organization . This quickly 

prcved to be too large a task to undertake. It would have 

increased the n~mber of calls by a factor of ten or possibly 

more. 

The research was further limited by the length of ~ime 

available in an academic year to complete the study . To 

fully understand what impact TQM efforts are having on an 

organization you must talk to the employees and obtain their 

insight. You must also b~ able to talk to the customer the 

orga:,ization serves to obtain their perceptions on the 

improvement~ TQH has had on the product o~ service being 

received . With the given time constraint~ of completing 

this study, it was not possible to interview additional 

people . 

This approach to answering the investigative questions 

requires a large number of phone ~alls. It was difficult to 

contact the proper personnel ~nd h~ve adequate time to 

thoroughly di~cuss their methods. The ability of the 

per~onn~l contacted to s~end extensive time on the phone 

discussing their efforts also affected the outcome . 

The extent of written documentation available on the 

TQM program~ of the various organizations affected the 
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outcome. Some organizations have extensively reviewed and 

doc~mented what they are doing. Others have vary limited 

wri.tten documentation available . Sirce a great deal of 

informati on was extracted from the written documentation 

obt~ined, the lack of documentation from some organizations 

affected the results. 

The research was also affected by the inability to 

validate the methods organizations claim to be using . It 

was not possible to travel to each individual location and 

actually see the technique 04 its results in action. 

Furthermore, it was not possible to validate all informatj 0n 

provided to ju : jy an organizat ~0 ns' claim of success 

resulting from TQM due to the si z ~ o f the DOD and the time 

factors . 
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IV. Findi ngs and Discussion 

Introducti o n 

A t ota l of 69 o r gan izati ons were contacted by te l ephone 

d u r i n g the resea r c h proc ess and asked the q uestions 

di scusse d in chapter 2, that is , is the Deming management 

method be i ng used t o implement TQM and , if so , how. The se 

cons i sted of 20 Air Force organizations, 15 Army 

orga ni zat i ons, 15 Navy organizations, and 13 Defense 

Logistics Agenc:: ( DLA) organizations. The remaining 7 

contac ts were F€ntagon TQM points of contact for the 

agencies and other DOD quality institutes. A complete list 

of all organizations contacted during the research is 

included in Appendix B. 

The most common approach to implementing TQH discovere d 

was the hybrid approach . The hybrid approach is studying 

the teachings of experts in the fields of quality and . 

quality management and dev~loping an implementation approach 

tailored to the organization. All organizations using thi~ 

approac h stated the philosophy and teachings of Dr Deming 

were inc~uded in the development of their hybrid. Deming 

influenced and played some part in their planning process . 

The Aeronautical Systems Division (ASD), a Division of 

the Air Force Systems Command (AFSC), is an example of an 

organization using the hybrid approach. They reviewed the 

teachings of Deming, Juran, and Crosbv . Thon, with the 

assistance of an outside cont ractor, a TQH vision, strategy, 
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and implementation plan were developed. Their plan includes 

ideas borrcwed from Deming, but does not attempt to follow 

all of Deming's teachings (19). 

The Defense Elect~onics Supply Center (DESC), a part of 

DLA, also used the hybrid approach. DESC looked to the 

teaching of Juran fer their TQM structure, organization, 

and implementation approach. · They follow Deming's teachings 

on " softer " issues, such as attitude anci. t-ehavioral changes 

and emphasizing the n~eds of employees (37) . 

Sierra Army Depot (SAAD), of the Ar~y Material Command 

(AMC), as another example of the hybrid approach. They 

built their program on the teachings of Deming, Juran, 

Crosb)' and Ishikawa. They take a "whatever works" approach 

to TQM ( 3) . 

One of the common reasons cited for using the hybrid 

approach is that no one expert advocates an approach that 

satisfies ali requirements of a DOD organization. The most 

common problems identified with Deming's teachings are the 

desire to move to single source suppliers and the desire to 

do away with performance appraisals (56), (52), (15) . 

Esther Griguhn stated Tooele Army Depot does not want 

to advocate the use of Deming's philosophy since they can 

not accomplish the ~tems stated above. Single sources of 

supply and the abolishment of performance appraisals are not 

allowed under current DOD regulations. Tooele believes 

these are good goals to have, but since accomplishing them 
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is so far off in t he fu t ure it would be more detrimental to 

advocate them than to leave the m out of their goals (15). 

The hy brid appro a c h was c l early the most common 

aFp roach c b, s e n t o i mplement TQM. The only other approach 

i de nti f ied ~ha t i s being taken to implement TQM is the 

Demi~g ma nagement me thod , that i s, trying to follow the 

teac hing a nd philo soph y o f Dr Deming . Many of the ideas 

a dvocated by Dr Deming are also advocated by other gurus 

such as Juran and Crosby, but none of t h e organizations , 

contacted claim to be disciples of them. Dr Deming clearly 

is che primary force behind TQM in the logistics 

organizations c ontacted . 

LJe ming Users 

There were 21 ·organiz a tions contacted that claim to be 

basing their TQM i mplementation on the teachings of Dr 

Deming, that is, they are trying to live the 14 points and 

use the Deming management method. Each Deming user is 

identified below (a short list is included in Appendix C). 

Their implementation is discussed to varying level_ of 

detail . 

The amount of detail is a function of the amo~nt of 

hard copy information made available . Some organi zations 

have extensive documentation on their programs , others have 

vary lit~le . A telephone interview was held with each 

organizat i on , but it was not intended to obtain specific 

detail8 of their program. Available documents were 
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requested to allow thorough review and. out of respect for 

the time of the participants. 

Air For,-::e. 

SM-ALC/TID. The Directorate of Distribution at 

Sacramento Air Logistics Center (SM-ALC/DS) began a 

demonstration project on 18 Feb 1988 entitled Pacer Share 

(6:12079). Since the beginning of the project SM-ALC 

reorganized, and SM-ALC/DS is now SM-ALC/TID (TID) . The 

purpose of Pacer Share is to demonstrate the productivity of 

a Federal Organization can be improved with the adaptation 

of new management methods. SM-ALC/TID is following the 

Deming management method as part of their project. 

14 Points. One of the first steps taken by 

TID was to put Dr Deming's 14 points into their own words. 

To modify theM and tailor them to their organization (28). 

TIDs versions of the 14 points follow. 

1. Create and maintain constancy of purpose. All 
members of DS, at all levels must commit themselves to 
increasing productivity through higher quality of both 
goods and services, improved relations with all members 
of DS and their representative organizations, and 
reduced costs of operations in order to improve our 
ability to provide customer service. (28) 

2. We fully subscribe to and adopt the new philosophy 
that embrac~s economic stability and improved 
performance and refuses to allow commonly accepted 
levels of delays, mistakes, defective materials and 
defective workmanship. Laber and management must 
accept the role of leadership in this effort both 
internally and with external suppliers. (28) 

3. We will cease dependence on mass inspection as a 
way to achieve quality. We will require, instead, 
statistical evidence of built-in quality. (28) 
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4. We will work to end the process of awarding 
contracts and business 6n the basis of price tag. 
Assuring that quality is a necessary consideration. 
( 28) 

5 . All me mbers of DS will ctedicate thems~lves to look 
for probl e ms . We shall constantly improve every 
process and system in Distribution, and work to 
inc rease quulity a nd productivity, reduce variation, 
and thus reduce costs. (28) 

6 . Distribution shall institute and maintain a strong 
training program for all members. (28) 

7. We shall develop supervisors to become more capable 
of helping people, impr0ving methods, materials, 
machines, systems, and processes so as to help all 
members and the organization, to do a better job. (28) 

8. Distribution management shall create an atmosphere 
where all members are encouraged to talk openly about 
their jobs, make suggestions, question procedure, and 
participate in the improvement process without being 
concerned tha ~ their careers or jobs are endangered or 
that they will lose favor with supervision and 
management. 0pportunities for such participation must 
exist both in the normal day to day interfaces and 
stiff meetings between managers, between manag~rs an~ 
non managers and i~ the special, participative forums · 
of the DS quality ci rc les, task forces, and process 
action teams. (28 ) 

9. Management will dedicate itself to removing 
barriers betwPen divisions, branches, and all DS 
organizations, at any level. All members will work 
together to become a single team so as to foresee and 
prevent problems that may be encountered in doing and 
improving the way we do our mission. (28) 

10. Distribution wjll eliminate numerical slogans and 
targets asking for increased productivity unless the 
methods to attain that increase are also provided. 
Methods should include guidance related to process 
analysis and quality. (28) 

11. Distribution will eliminate numerical quotas or 
quantity measurements, unless the essential quality and 
process/system guidance required is also provided. 
( 28) 

12. The Directorate dedicates itself to removing any 
and all barriers that inhibit all members' the right to 
pride of workmanship. This will be accomplished 

30 

• 

• 

• 



• 

• 

• 

through the establishment of quality as the critical 
i nternal measure, and the prevention of the entry of 
poor quality input into DS. (28) 

13. Distribution will institute and continue to 
support both a vigorous internal program of education 
and the self improvement of all its members through 
off-the-job edu~ation and development efforts. (28) 

14. Distribution ma~agement will work everywhere and 
always to effect the change called for by these 
principles of management. (28) 

Goals. TID is making a long term commitment 

to this philosophy and their 14 points. This can be seen by 

looking at the goals contained in their five year plan. The 

goals and 14 points are related. Of the 14 points, all but 

point 1, which is reflected in the Directorate Statement, is 

reflected in at lea s t one of the goals listed below. 

Goal #1 - Implement project interventions. Goal #1 
intends to implement the specific Demonstration Project 
interv~nti6ns as outlined in the Federal Register, 20 Nov 

· 1987. The five interventions are: 

a. Productivity Gainsharing 
b. Series Consolidation and Pay Banding 
c. Supervisory Grading Criteria 
d. Demonstration on Call 
e. Elimination of Individual Employee Appraisals 
(39:2-3) 

Reflects Points 2, 3, 5, 6, 7, 8, 9, 10, 11, and 12. 

Goal #2 - Develop a participative management style. 
(39:44) 

Reflects Points 2, 5, 7, 8, 9, ancl 12. 

Goal #3 - Establish a OS train~ng program. (39:49) 

Reflects points 6, 7 and 13. 

Goal #4 - Promote the Directorate of Distribution. 
Goal #4 relates to the public and personal image held 
of Civil Service employees. (39:57) 

Reflects point 12 . 
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Goal 15 - Managed proposed project changes. Goal ~5 
addresses how we will manage proposed changes to the Pacer 
Share demonstration plan as published in the Federal 
Register . (39:64J 

Reflects points 5 and 14. 

Goal 16 - Dete rmine project disposition 
r ecommendations. (3 9 : 69) 

Refle~ts points 12 and 14. 

Goal 17 - Assist other agencies wi~h implementation. 
(39 : 86) 

Reflects point 14. 

Goal 18 - Establish a research and design organiz~tion. 
(39:90) 

Reflects points 4 and 14. 

Training. A key part of TIDs program is 

extens i ve training. There are both required and optional 

c6urs~s available for individuals. The classes available in 

TID follow. 

T•ambuilding. The purpose of this training is to assist 
the workforce in achieving continuous process improvement 
by creating and sustaining a partnership among leaders and 
followers, both between interdependent teams and within 
teams themselves. This training help3 improve 
communication and relationships, prov i ding a better 
working relationship. ~28) 

Data Collection. This class instructs a t tendees in data 
collection methods, and helps en~ure acc1rate data . (28) 

Statistical Proc•ss Control (S PCJ. This clas~ teaches 
basic statistical concepts to aid in process analysis. 
Students must complete the data col:ec tion class prior to 
attending this class. Actual data they have collected is 
then used for this class. (28) 

Es s •ntial Stru~tur•d Analy$iS <ESA). This class is 
mandatory for all supervisors and team leaders. It 
provides a structured way of looking at all that is 
involved in a job . The functions and flow of information 
through a work unit are flow charted. Methods of 
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identifying internal and external customers and their 
wants and needs are discussed . Also, ways to determine 
quantifiable measurements of evaluating the customers 
needs are taught. (28) 

Ethics for S upervisors. This class is designed ~o 
instruct supervisors in the ethiGS involved of dealing 
with emFloye~s to ensure all are treated fairly. (28) 

Effective Briefing. This is an optional class that meets 
once a month to help people learn effective briefing. 
(28) 

Leadership/Follo~ership. This class is designed to help 
people be not only 'good leaders, but also good followers 
to ensurJ the proper working of groups. (28) 

Comm1xnication. TID is not relying on 

training alone. They have taken steps to ensure their 

employees and customers have avenues of communication. To 

spread information to the workforce the Pacer Share Update 

is published and di~~ributed to the workforce bi-weekly . 

This includes a variety of in-formation for the employees. 

Included is the type of training available and when it is 

offered; information on personnel awards, transfers, 

retirements, and promotions; notes from the commander; 

savings and results from TQM efforts; and general 

information on topics . of interest. 

Employees are e·ncouraged to openly communicate with 

their supervisors and managers. Add~tionally, tho Good 

Ideas for the Taking (GIFT) program is in plac~. Thi3 is a 

suggestion program for the employoes. Ideas are submitted 

to both the firs~ line supervisor and the TQM Program 

Office. Responses must be made in 10 working days . 
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Approval is at the lowest level possible. Disapproval must 

com~ from the Division level. 

An Interface Division was established in October 89 to 

improve customer support . They aid in identifying customer 

wants and needs and answe~ any inquiries. 

Job Proficiency Guides. Job Proficiency 

Guides (JPGs) have been issued to each individual in T: D. A 

JPG list all the jobs and skills an emplo~~e can perform . 

It follows that person throughout all job assignments. The 

unique part of the JPG is it requires both employee and 

supervisor sign off that task can be completed. This is a 

way of ensuring the person is capable of completing all task 

they are responsible for. In the past an employee w~uld 

. attend training and then be responsible for the job. Now 

they must demonstrate their ability to complete the job to 

the supervisor before they are certified as being capable of 

doing the work (40:3) . 

Gainsharing. Productivity improvements are 

rewarded by Gainsharing. an innovation introduced under 

Pacer Share. Employee cost (wages) are 90 - 95 percent of 
~ 

total controllable cost in the Directorate of Distribution. 

TID mon itors these cost. Reducing wages while performing 

the same or increased workload results in a gainshare, that 

is a cost savings. The savings are then equally split 

between employees and AFLC . Th~ use of the employee cost as 

the measure is to ensure that additional peo~le are not 
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added to increase throughput at incre~sed cost . The goal is 

to improve the process (6:12078). 

Results. The move to the Deming management 

method ha s been credi ted with improvements. In the 

packaging function employees asked why some items requ i red 

extra pac king material. A. review of the regulations 

indicated that those items only required extra packing 

ma terial when being sent under a small range of priority 

codes. By correcting the procedures, and only packing those 

items that needed extra packing with extra packing material_, 

material cost were lowered and 23 labor hours a week were 

saved. In the Research and Cataloging Unit the backlog o f 

request for processing parts was reduced from 65 days to 7 

days in less than one year. This was done through essential 
. . 

structure 1alysis (ESA), defined above. By identifying 

the customer and learning their needs they were better able 

to organize themselves and work to fill the customer 

requirements. 

Survevs. TID meas~res itself with internal 

surveys. In Jun 89 a Leadership Effectiveness Survey was 

c onducted . An outside contractor conducted the survey to 

assess employees' opinions of their supervisors and 

management. The results were then given individually to the 

supervisors, they were not made public. The purpose of this 

was to allow supervisors to learn about their strengths and 

weaknesses in a non-threatening environment. The secrecy 

allowed employees to freely and openly give their opinions. 
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Another survey was conducted of the teams developed in 

a work area. The survey was used to identify what 

techn iques they were using to attack and solve their 

probl e ms . The re s u J.ts are used to identify strengths and 

weakne s se s in training and be able to make good decisions on 

where to allocate scarce funds. 

Additional surveys are used as stated above in the ESA 

trainjng. All supervisors conduct surveys to identify 

customers wants and needs to allow them to better serve the 

customer. 

As part of Pacer Share an anm1al survey is conducted by 

the Rand Corporation to evaluate the progress of the 

program. SH is compared with the Distribution Directordte's 

at the four other AF~C depots. The second year survey 

indicates favorable results. Compared to the other depots, 

SH has improved working conditions as it relates to 

meaningfulness of the job, increased trust in management, 

increased training opportunities, and increased satisfaction 

with supervisors. Additionally, the turnover rate has 

decrea~ed . The one area that did not improve was the area 

of pay satisfaction. Compared to the other depots the pay 

at SM increased; however, the l1igher cost of living i~ the 

Sacramento area may have affect~d their parception of the 

spending power of the money (32:2-4). 

Foreisn Technology Division CFTD). The Foreign 

Technology Division (FTD) of the Air Fore~ Systems Command 

(AFSC) is not a logistics organization as are the others in 
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this study. FTD is an organization that provides 

inf o rmation on foreign technology to the DOD. The purpose 

of FTD is : " To provide our customers with information and 

data about foreign ae r ospace systems subsystems, and 

technolo g ies which have 11ilitary potential (11:2). " FTD is 

committed to the D~ming man agement method, therefore 

included in this s t~dy . 

FTD formally began TQM in November 1989 with a letter 

from the commander to all p .·~rsonnel stating their commitment 

to TQM and continuous improvement. Since their beginning , 

FTD has taken many steps on the path to chenge . They 

establi shed a TQM exec1.1tive steering comrni ttee ( ESC) 

comprised of the senior management in the command section 

and the deputates. All members of th~ ESC were sent to the 

Deming seminar. Their f i rst job was the development and 

dissemination of their pi1ilosophy and guiding principles. 

Guiding principles. FTD's guiding principles 

place a heavy emphasis on people, both the customer and the 

employees. They also emphasize quality and continuous 

improvement. The following excerpt5 from their Statement of 

Purpose, Fundamental Values, and Guiding Principles 

exemplify their c c mmitment . 

Customer - Our customers depend en us. We play a critical 
role in thejr ability to satisfy their mi~slons. FTD 
exists only to meet their needs. (11 : 2) 

Culture - 0ur wo=k life is a vital source of personal 
satisfacti0n and growth. How we go about accomplishing 
our missicn is fund~mental to our long-term eff6ctiveness. 
(11 : 2) 
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{~uali ty comes 1' i rst - Our products and services are o:i.e of 
a kind; they must be as a~curate, as timely, and as easily 
comprehended as we can make them. (11 : 2) 

Support to o~r customers is the focus of everything we 
do - we m11s-:. knc,.; our customers well . Our product s and 
servi ces rr.•~st satisfy their needs. ( 11: 2) 

Cont inuo us im~rovement is essential - we cannot satisfy 
~he expanding and evolving needs of our customers without 
continuo1...·s improvement . ( 11 : 2) 

]'raining. All emplo;rees receive a 20 hour 

TQH Aware ness Training course. This course explains the 

mission and purpose of FTD. 

of TQH at FTD which .'ire: 

It also explains the objectives 

Hake FTD a better and more fun place to work. 

Improve FTD's productivity to satisfy more customer needs. 

Implement DOD and AFSC TQM directives. ( 11: 4) 

This course then provides an overview of Deming's 

philosophy, and explains each of the 14 points. Finally, 

basic problem solving tools are presented including flow 

charts, brainstorrulng, cause and effect diagrams, and pareto 

charts (11 : ii). 

FTD is also providing teambuilding, statistics, and 

facilitator training . As of April 1991 ten percent of the 

employees received teambuilding training, and 3 percent had 

received training in statistics. The facilitator training 

was just beginning, and numbers were not yet available. 

Teams. There are three type3 of team~ 

employed to solve problemz that are identifi~d. Quality & 

productivity improvement teams (QPI teams) work on broad and 

complex FTD wide problems. Process improvement teams (PI 
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teams ) work on deputate wide problems. Finally, process 

actions teams (PATs) are work group teams trying to improve 

thei r uwn processe s (l l:37-3 S) . Di fferen t name 5 were given 

to the teams to signify the !evel of the proble~ being 

wo r ked ( 50) . 

Surveys . In an ~£fort to identify proble~ 

areas within FTD a survey of all employees was conducted. 

The survey pro vided the people a chance to identify the 

strengths and weaknesses of the organiza~ion. It also 

~~inted out areas that need management attention to make FTD 

a better place to work. Finally, it serves as a baseline 

for measuring changes (50). 

The employee survey resulted in the development of a 

QPI team to look at clerical training . The QPI team found 

there is little structure to the training requirements of 

the clerical staff . This is unaccep~able as they are 

depended on to provide a large number of services, and must 

be capable of performing without someone looking over their 

shoulder. The jobs of the clerical staff and available 

training are now being studi~d. When complete, a standa rd 

training 9lan will be put into place to ensure the cl e rical 

workers receive the correct training to perform their Job. 

It is the goal of FTD to do this for all job series in their 

organ~zation (50). 

In an effort to satisfy their customers FTD has gone 

out and surveyed them . FTD a~ked for the customers 

fiXpectations and needs . FTD ha5 taken the customer's 
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timelines!s requirements and is using SPC to track their 

deliveries and ability to meet the time schedules (50). 

Other ~teps. An additional step taken by on~ 

deputate to aid in training is the development of an expert 

system that helps identify "exp~rts " . FTD works with very 

complex and technical information. Quite ofteri a person 

will come across data that is unclear or possesses s0 .. 1e type 

of problem. The expert ~ystem is designed to help solve the 

problem or find someone that can help. It is designed to 

allow for freer sharing of information (50). 

A step taken by FTD to allow for free and open sharing 

of information and ideas is the addition of a TQMNET to 

• their l~cal area computer network . A large variety of 

information is available for employee~ who ldg in. Th~re 

are updates about TQM efforts, notes fro~ the commander, and 

articles on TQM. There are also comments on each of the 14 

points provided by the FTD " champion" of the point, a person 

responsible for learning about the point, explaining it, and 

helpin~ to answer questions pertaining to it. 

• 

The TQHNET also contains an option to allow for 

questions and answers and suggestions . The reply is sent 

out over the network for all to see. When action is 

required, updates are provided. This is the most used 

feature o: the network. Bulletin boards are posted to 

present the same information to those employees who do not 

have acce~s to the TQHNET (50) . 
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Navy. The Department of the Navy (DON) has made a 

c ommitment to TQM at all levels . The Deming philosophy is a 

major fac tor in their TQM efforts . H. Lawerence Garrett, 

III, the Secretary of the Navy, s t ates: "TQM is largely 

based o n t he p rinciples and longstanding work of W. Edwards 

.Deming. He goes on to say: "While there are other 

approache s to qual ity improvement, Deming ' s emphasizes 

leadership responsibilities and integrates process 

improvement methods with new methods for leading people 

(12:4) ." 

Although the top levels of the Navy advocate the Deming 

management meth0d, they are not forcing it on all Navy 

organizat ions . Many Navy organ i zations have been involved 

in quality improvement programs for many years, and they are 

not expected to change what they are doing. Al~o, if an 

organization does not believe the Deming management method 

is appropriate for their work envir0nment the~· are allowed 

to choose another approach that will lead them to continuous 

improvement (57). 

The Navy has benefitted greatly from the work of the 

Navy Personnel Research and Development Center (NPRDC). 

NPRDC has done extensive research in TQM, particularly in 

the Deming management method. They have developed and 

published a recommended course for process improvement . The 

book, A Total Quality Management Pr oc ess Improvement Hodel 

( 27), sugge5t a recommend organizatiorial structure and 

methods for following the plan-do-ch~ck-act cycle . 
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• The structure recommended by NPRDC inc ludes an 

executive steering committee, quality management boards, and 

process action teams. This structure has been adopted and 

is in place in numerous Navy and Army organizations. This 

can be seen in the summaries provided in this study . 

HQ NAVAIR. In 1986 the Naval Ai~ Systems Command 

f NAVAIR) adopted what is now known as total quality 

~anagement in an effort to assure continuous improvement in 

the command. Each depot developed a Corporate Business Plan 

that addresses their long term strategies (24:ii). The 

commitment of HQ NAVAIR to TQM is seen in the i r mission 

statement, which includes: "Our commitment to total quality 

management will make our customers brag about us and demand 

our services above all others (24:1)." 

HQ NAVAIR is following the Deming management method and 

recommends this approach to all organizations within it. 

Although they recommend Deming, it is not a requirement. 

Organizations within NAVAIR are free to choose the approach 

to implementing TQM they believe is best for their work 

environment (60). 

Not surprisingly, five of the six NAVAIR depots claim 

to be following the Deming management methvd. NADEP North 

Island claims to be using a hybrid approach. The roots ·of 

their program are based in Deming, but they do not claim to 

be limiting themselves to Deming at this time (29). 

(Additional information about NAVAIRs TQM program and its 
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beginnings can be found in Mary Walton's book Deming 

Management at Uork.) 

NADEP Alameda. Naval Aviation Depot Alameda began 

its TQM imple mentation in 1985. They place particular 

emphasis on Statistical Process Control (SPC), and have a 

statistician on staff to assist in this area (55:34). SPC, 

particularly the use of control charts, is used to monitor 

many processes including the cost of work performed and 

cycle time . They uie the control charts to determine when 

there is a change in the process that requires management 

attention (17). They provide training in the following 

areas : Introduction to TQM Principles, SPC, SPC u~ing LOTUS 

1-2-3, Effective TQM Meetings, TQM for Supervisors , and an 

Engineer-Oriented SPC-Taguchi Concepts Overview. All 

presentations are designed for four hours or less in an 

effort to provide just-in-time training (55:34). 

NADEP Jacksonville. Naval Aviation Depot 

Jacksonville (NADEP Jax) began implementing TQM in 1987 . 

They are following the Deming management method in their 

program. NADEP Jax has a Strategic Business Plan (SBP), 

updated annually, that shows their commitment to TQM . The 

SBP identifies two Key Accomplishments they are striving to 

achieve. These are : 

Key Accomplishme nt I: We will improve quality of worklife 
for all Naval Aviation Depot, Jacksonville employees and 
will become known as the employer of choice. 

Key Accomplishment II : We will continuously improve 
quality, cost, and schedule performance. (26;1-5) 

43 

• 

• 



• 

·• 

• 

To make Key Accomplishment I a reality NADEP Jax plans 

on analyzing each job and determining what skills are 

required to perform the job. Once identified they will 

determine what skill the employees doing the job possess, 

the~ provide training as required. Additionally, by 

providing training in communication they hope to improve 

employee / supervisor communication/feedback (26:1). 

To make Key Accomplishment II a reality NADEP Jax is 

turning to TQM. They believe that by providing the proper 

structure to allow communication and improvement and 

providing the necessary training they can make continuous 

improvement and quality a part of normal operations. A 

series of indepencently conducted employee surveys are 

scheduled for late 1991 to assess there progress in this 

area. They will try determine the level of understanding of 

TQH by managers and supervisors and determine the TQM 

awareness of employees (26 : 4-6) 

Structure. NADEP Jax has adopted a structure 

designed to implement TQH and make continuous improvement 

and ongoing process. They are using an Executive Steering 

Committee (ESC), a Strategic Quality Management Board 

(SQHB), Quality Management Boards (QMBs), and Process Action 

Teams (PATs). 

The ESC provides focus, establishes policy, and 

provides resources. Their responsibilities include setting 

policy for the overall TQH improvem~nt effort, e stablishing 

and disseminating the strategic goals, developing and 
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maintaining a good relationship with customers and 

suppliers, reviewing the SQMB, evaluation and prioritization 

of recommended changes, and overseeing education and 

training (23::5). 

The SQMB is responsible for developing the strategy for 

improvement and setting priorities . They must establish 

QMBs and PATs, and provide a member for each QMB 

established. They are also responsible for reviewing the 

QMBs and PATs and providing recommended changes to the ESC 

(23:15). 

QMBs are chartered for quality improvement within the 

strategy and goals established by the SQMB. Their m~mbers 

are permanent. They are responsible for establishing PAT~ 

and.providing one member for each PAT establtshed. 

Additionally, they analyze data, plot processes, and analyze 

causes. Tr.ey provide recommended changes to the SQMB 

(23:15). 

PATs are established by QMBs to address a specific 

problem or issue. Tr.~y must document the process and 

collect and analyze the appropriate data. They provide 

recommendations for improvement to the QMB (23:15). 

Training. All NADEP Jax senior managem~nt 

attends a four day Deming Seminar to learn about the Deming 

management method and gain insight into the 14 points (42). 

All personnel receive a TQM indoctrination that 

discusses the Deming management method and provides a 

general overview of TQM. Different techniques commonly used 
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in TQM such as flow charting and pareto charts are also 

discussed ( 42) . 

All employees attend an Iuterpersonal Problem Solving 

(IPS) class. This class teache~ how gro~ps interact and how 

to wo r k together t 0 solve pLoblems (42). 

Statistical Process Control (SPC) is also taught . This 

is intended to teach employe~s the basics in SPC. Personnel 

aru available to help solve complex problems that may arise . 

A full time statistician is on staff (42) . 

Others~. In addition to providing a 

structure and training to encourage continuous improvement, 

NADEP Jax has conducted a series of surveys to identify 

their strengths and weaknesses. They have surveyed both 

their customers and employees to determine their needs and 

expectations. The re5ults of these surveys identify areas 

requiring management attention f~r improvement (42). 

A llbracy of book5, video5, and articles dealing with 

TQM, leader5hip, and continuous improvement has been 

established. This is a~ailable to all employees as an 

easily a c cestiible source of information (42). 

An artisan L:ertification progrQm has been established 

to replace the quality assuracce function and mass 

inspection. The artisans in the shops provide their own 

in3pection function. They are now trying to build quality 

in, not inspect quality in. This puts ti,~ responsibility 

for quality on the shop performing thf!I w,,~·k, not the quality 

assurance 'QA) function responsible for inspecting the work . 
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In r.as e s where catastrophic failure could occur due ~o lack 

of quality a second artisan performs an inspection , QA is 

still not involved. QA now serves as~ facilitator in 

proce~s improvement. They are ~o longer a watchdog lookin& 

f0~ p r oblems (42). 

Re sults. The efforts put into TQH ere 

providing results. Two success stories fol l ow. 

The high performance paint team (HPPT) evaluated the 

paint and repair process of the P-3 and T-2 aircraf~. Th~y 

flow charted and analyzed the process, allowing . them to 

identify problem areas that could be corrected. They 

improved the flow of the process and eliminated unnecessary 

st~ps. Additionally, they determined the painting equipment 

needed repair, the paint changed resulting in application 

problems -- instructions ·had not been updated for the new 

paint, and inadequate lighting. The benafits in~ luded a 70% 

reduction in quality defects, an eight day reduction in 

turnaround time on the P-3 and a 6 day reduction in 

turnaround time on the T-2, elimination of one aircraft 

move, and a 600 manhour reduction on the P-3. This all 

leads to a savings of approximately $20,000 p~r aircraft 

(42) . 

The hazardous· materials team was able tb identify and 

correct n,any problems in th9 calibration lab. The team 

inspected their work area and identified all chemicals on 

hand as well as practices used to handle the chemicals . 

Some chemicals had to be sent to a lab for identificatio~ 
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due to lack of labeling. After determining that there was 

no ade9uate program in place to deal with hazardous 

chemicals the team set out to correct things. All chemicals 

have now been inventoried and are now p~operly identified 

and stored . 

longer used. 

There were 30 chemicals on-hand that are no 

They have been properly disposed of. All 

carcinogens have been removed from the lab. Additionally, 

all employees now receive training in the use and handling 

of hazardous chemicals. This team did not result in 

financial savings, it produced a result that improves the 

quality of the work area and provides a safer work 

environment. The work is an example of continuous 

improvement in a not so traditional manner (42) . 

NADEP Cherrv Point. Naval Aviation Depot Cherry 

Point is committed to quality management and believes it is 

a critical element in the continued success of their 

organization. There are several fundamental elements that 

constitute their program, they include: 

Long range planning c~upled to cultural change 

Employee involvement participation in problem solving 
ldi 

Customer involvement continuous feedback for problem 
identification and correction 

Measurement use of statistical methods for assessing 
improvement in process 

Training -- .skills enhancement and specialized quality 
improvement trainina 

Employee rewards and recognition -- a producti~ity 
gainsharing program. (25:1 - 2) 
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These elements are further reflected in their mission 

statement, which states: 

To provide our nati~n with the highest quality, worldwide 
aviation depot level maintenaP.ce, engineering and other 
l ogistics support on time and at the least cost. 

Measures of our success are: 

Cu~tomers demand Cherry Point products and services above 
others. 

We provide products and services at lower costs through 
enhanced vendor relations and continuous process 
improvement. 

Employees come to work with a sense of anticipation and 
relish, and leave with a sense of accomplishment and 
pride. (25:3) 

Cherry Point knows that words alone will not result in the 

quality they are looking for, they must provide a quality 

structure and training. 

Structure. Cherry Point has developed a 

structure to make quality a part of their business. At the 

top of the structure is the Executive Steering Conunit~ee 

(ESC). The ESC is a: ··committee composed of top management 

representatives which set the policies to be followed, and 

set the policy in implementing TQM. It provides the 

ultimate level of support for QMBs and PATs (25:9)." 

Underneath the ESC is the Department Head Quality Management 

Board ( DHQMB). The, DHQMB is "composed of all d~partment 

heads which are tasked with TQM b,plementation ( 25: 9)." 

Below the DHQMB are Quality Management Boards (QMBs). 

QMBs are: 

Boards compri~ed of members from relevant areas, i.e., 
department, division, etc. They provide the 
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organi zational structure that eliminates friction between 
various organizational units, and enable the use of group 
problem solving techniques. QMBs are pe rmanent groups; 
they do not dissol ve after problems are solved, but 
oversee continual proces s improvement . ( 25 : 10) 

The QMBs can be thou ght of as a "pyramid of interlocking 

loops " (4) . A manager that is chairman o f one QHB will be a 

membe r of other QMBs. The result is a netwo rK of managers . 
wo rki ng t ogethe r to solve organ izationa l problems ( 4 ). 

After the QMBs are the process action teams (PATs) . A 

PAT is : comprised of individuals which work on a 

specific issue, problem, or process. The teams are 

specifically f o rmed to address a particular concern , and 

dissolve on c ompletion of their work (25:1 0). " The final 

groups formed are the Shop/Office TQM Teams. These teams 

review suggestions submitted by employees from their own 

shop to study~ process for possible improvement. 

A Key Implementation Team {KIT) is used to tie and hold 

all these teams together. The KIT is a : "Group of people 

which facilitates TQH implementation. It performs the 

following f~nctions : process control coordination, training 

development, organizational development, 

documentation/measurem~n~. and Facilitator coord i nation 

(25 : 9-10)." 

The Facilitators are "in-ho1..tse personnel selected and 

trained to eerve as trainer~ and consultants to the various 

Qt-'JBs and PATs (25 : 10). " There ar'! 80 personnel that 

function as facilitators in addition to performing their 

other duties. Facilitators act objectively in wo rking ~ith 
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the teams. They help to resolve any conflicts that may 

arise, and provide nece ~s3ry training just-in-time (25:20). 

The final link i~ th9 TQM s t ructure is the TQM 

Coo rdinator . The TQH coo~dinator is a person who: 

. monitors, ·,:,lan1 ; , collects information about 
progre Bs, assists with adm i nistrative arrangements and 
whatever e l se t~ ensure implementation activities 
continue . This individual is responsible for 
iinplementat.ion of pol.;_cies and operational administration 
initiatives pertainin~ to the overall TQH effort including 
directing KIT ef f orts. The duties of this person become 
more crucial, .35 implenentation expands to the entire 
organization. ( 25: 10) 

T:aining. To support this TQM structure 

Cherry Point 1 s commi tt.ed to ·':..raining the workforce. More 

than 200 managers have attend~d the four day Deming seminar 

on productivity and quali~y (24:7) . Additionally, an 

extensive list of training courses have been developed and 

are given to the workforce. The following courses are now 

available and provided at C)~rry Point: 

A. TQH Familiarization for Han•g•rs ~nd SupervJsvrs. 
This course is intend~d to familiarize participants with 
the management theori~s of Dr W Edwards Deming, and to 
provide b .:1c kground in formation on Total ~~ual i ty 
Msnagement. The cour5e also provides a b a sic awareness of 
the majcr concepts of Statistical Process Control, and 
explains why TQ,H puts so much emphasis on the redu<:tion of 
variation . ( 4 hours) ( 25: Annex) 

B. TQM F~miliarJzation for All Hand s . This course is 
intended to familiarize participants with the management 
theories of Dr W Edwards D~min@, and to provide background 
information on Total Quality Management. The course also 
provides a basic awareness of the major concepts of 
Statistir::al Process Cont.rel, and explains why TQH puts so 
much emphasis on the reduction of variation. (2 1/2 
hours) (25:Annex) 

C. H•thod$ for Man•g•a•nt of Qu•lity and PrvductJvJty 
(Th• D•a l ng SwMin•rJ. The purpose of this seminar is to 
inform management of what they must do to improv~ the 
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qua li ty, productivity, and competitive position of their 
organ ization. The seminar is concerned with improving 
virtually every aspect of the organization's performance . 
Dr Deming sets forth and discusse s hi s 14 points for 
management and provides s ome examples and practica l 
applications drawn from h is fi f ty years of experience . ( 4 
day s) (2 5 : Annex) 

D. B3sic Graphic Methods for S hop Per so nnel. This course 
is intended to familiarize participants with techniques 
fo r structured problem solvi ng and statistical proces s 
cont rol. The course provides methods whereby personnel 
can document processes, problems with i n processes, · 
iden~i fy commo n and special causes, and establish da ta 
~ollection strategies to stat istically monitor processes . 
(2 hours) (25 : Annex) 

E. QMB Methods and Operati o ns. This course is intended to 
familiarize participants with management's role in 
supporting and leading TQM efforts within the Naval 
Av iation Depot . The course defines the structure that 
QMBs provide to implement TQM policies . The course als o 
provides methods whereby QMB members can assess processes, 
probl e ms withi n processes, identify common and special 
causes, data collection strategie s to s tatistically 
monitor processes, and process improvement documentati on. 
Additionally, deal i ng with th~ ".";ominon pitfalls in 
conducting meetings is discussed. (4 hours) (25:Annex) 

F. Structured Proble~ So lving and the Ba s Ji Graphi c 
Methods. The purpose of thi~ course is threefold, to 
teach : 

a. Structured problem solving techniques; 

b . The seven basic graphic methods : 

1 . Flow cha rts 
2. Cause a nd e ff ~ct diagr~ms 
3. Pareto diagrams 
4 . Histograms 
5 . Scatter diagrams 
6 . Run charts, and 
7. Contr ol charts 

c. The purpose, rol es, r esponsibilities, and 
hierarchy struc ture of Quality Manage m~nt t e ams. 
(40 hours for facil itato rs / ~4 houis f o r all 
others) (25 : Annex) 

G. An~lytJ c Troubl• S h oot ,ng . The purpose of this course 
is to provide a rati o nal and systematic means of !solving 
problems. Students are taught to recognize a problem as a 
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deviation between the "should" and the "actual." Once a 
problem is defined, students are then taught a systematic 
means of accumulating facts, developing and testing 
p o ssible -:auses of the dev i ation , verifying the tru.e cause 
acd eliminating the cause of the deviation. Students are 
giv~n formal training, pract i ce on case studies and on the 
j o b prob l ems, and ~re provided feedback on their use of 
the A'i'S process . Students accomplish their assignments 
indivi d ually and in teams and must give oral presentations 
on the particular cases to the class. A subset of the 
course, Po tential Problem Analy~is, provides students a 
me ans of pr~venting problems initially . ;he UMB Methods 
and Operati o n s course will also be taught as an element of 
ATS, and varivus graphic techniques will be used in the 
solutions of case studies. ( 4C hours) ( 25: Annex) 

H. Group Dynamic ~ . This course is designed to teach the 
participants about interaction of people within groups; 
how to gain support from individuals within groups; and 
how to deal with problems associated with group activity. 
T~is course was specifically developed to be presented to 
TQ~ fac ilita tors to assist them in their activities 
dealing with PAT~ and QMBs. (8 hours) (25:Annex) 

I. New Employee's TQM Awareness . This short course will 
familiarize new employee~ with the concepts of Total 
Quality Management, and how these are being implemented at 
Cherry Point. This course will provide: 

a. the basic concepts of TQM; 

b. a view of the TQM structure including QHBs 
and PATs, and 

c. a shor~ history of Cherry Points 
implementation effort5, leading to a summary 
of current status. (4o minutes) 
(25:Annex) 

J . Advan c ed Statisti c al ?rocess Control. TO BE 
DETERMINED - Owing to the lack of appropriate expertise in 
h o use, external sources will probably be necessary for 
thi3 training. (duration to be determined) (25:Annexl 

K. Individual Sel~ Study. A library of books, magazine 
articles and video tap~s will be established to provide 
the source material for a course of self study. 
Participants will be ,able to refresh theh· kn,>wledge of 
TQH, or study an area in freater detail than has otherwise 
been provided. (duration is as appropriate for each 
individual) (25:Annex) 
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L. Nar,agemer,t Coritinuatior, Trair,ir,g. This course will 
probably be mane up of seminars and short courses which 
provide further insight to TQM, SPC, and their 
i~?lementation. These will normally be originated outside 
the depot, but there will be a need to provide some of 
this training from within. (ongoing) ( 25: 1,,nnex) 

H. Cu~s tomer/Sup plier TCli'I FamJliilrizatior,. This course is 
intended to familiarize participants with the management 
theo r ies of Dr W Edwards Deming, and to provide background 
information on Total Quality Management. The course also 
provi d~s a basic awareness o f the major concepts of 
Statistical ~roce5s Control, and explains why TQM puts so 
much emphasis on the reduc tion of variation . It will 
emphasize the importance of customer/supplier relations to 
TQM, and will show the importa~ce to Naval Aviation Depot 
Cherry Point of the customers and suppliers we work with. 

The aim of this course is to encourage the customers 
and suppliers to adopt TQH as their way of do~ng business. 
(3 hours) (25 : Annex) · 

N . S t a t J s t J ,: a 1 Pr o c. e s s Co r, t r o 1 Su p e r v J _, o r 14 p p 1 J ,: a t J 1.> 1, 

Tr-air,ir,g. This co•.1rse is intended to provide supervisors 
with the skills to ap~ly Statistical Process Control (SPC) 
in their ar~•. The course provides practice in 
construction of charting techniques necessary in a~plying 
SPC and practical in5truction of the TQM structure and 
concepts to implement process improvement changes '. {40 
hours) (25:Annex) · 

0. Internal CustoMer/Ver,dor R~I•tior,$hlps . This course 
is intended to provide managers and supervisors with the 
abilities to identify and apply to their processes 
customer/vendor .requirements. (l 1/2 hours) (25 : Annex) 

In addition to identifying the courses that must be 

taught to succeed at TQM, Cherry Point has developed a 

matrix that shows who the different courses are directed 

towards, and what priority groups should be given for the 

course. The matrix is shown in Table l. The following 

priority designators are used: 

1 Essential training for this position. 

2 Nec~~5ary for TQM to succe~d . 

,'3 Neces~ary, provide as individually r~quired. 
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A 

B 

C 

D -
E 

F 

G -

H 

I 

J 

K 

L 

M 

N 

0 

4 Beneficial, provide when space is available. 

5 Beneficial, provide as time and finances allow . 

N/ A -- Not applicable to thi s position. 

Table 1 

NADEP Cherry Point Employee Training Matrix 

Top Mid Work QMB PAT 

Mgt Hgt f ·.tprvsrs Force Facil tat Mrnbrs Mmbrs 

1 1 1 4 1 3 4 

N/ A N/A N/A . 1 N/A 3 4 

1 2 3 5 1 4 5 

N/A N/A 3 3 N/A N/A 3 
·-· 

1 1 3 4 N/A 1 4 

3 3 3 4 1 4 5 

N/A N/A 1 4 1 5 4 

4 4 4 5 1 3 4 -
N/A N/A N/A 1 N/A N/A N/A 

N/ A N/A N/A N/A 3 3 3 

3 3 3 N/A 3 3 N/A 

2 2 3 N/A 2 3 N/A 

N/A N/A N/A N/A N/A N/A N/A 

3 
1,1~ 

1 4 3 3 4 -
2 2 1 3 4: 2 4 

~ 

(Note : Cour~e H, Customer/Supplier TQM Familiarization 
is aeared at customers and suppliers, therefore 
it is not available for employees.) 

Other method5. Cherry Point has not rcli~d 

on a new structure and train i ng . Th~y have al~o used 

customer surveys to asse s their internal and external 
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• customers. Additionally, th~y have used capitol investment 

to replace worn out equipment and provide state-of-the-art 

equipment. This allows the employees to work smarter and 

h ave tr.e means provide a quality product (25:6-7). 

Gainsharing . Cherry Point is also using 

Gain shar ing. Th~ payouts come from profits resulting from 

produc tivity improvements. Indiv i duals with high 

a bsenteeism are excluded. Payouts are based on three 

variab les : labor, productivity, and direct and indire~ t 

material savings (53:174-175) . 

Reflults. The efforts of TQM at Cherry Point 

are producing res~lts . They have ranked first among all 

NAVAIR depots in performance indicators for the past five 

years. The indicators include scheduled versus actual 

output, cost, and inventory c ontrol (24:7). 

PATs and QMBs have also produced results . A PAT 

analyzed ti~P- consuming functions manually accomplished in 

the Accounting Branch. By automating functions that could 

be economically justified they were able to save $23,000 

annually in labor cost and $22,000 in automated cata 

processing cost. Another PAT analyzed the process in the 

plating and machine shop . They established a part tracking 

system , ensured proper training for employees, improved 

communications between the shops, improved maintenance of 

equipment, and ~pdated equipment. Their efforts resulted in 

a 73 percent reduction of rework. A separate PAT analyzed 

the production of the 100-54 compressor. They 
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ide n tif i ed pro b lems with the bearing housing, bad carbon 

seals , and wo rn turbine rings. T}~y arrived at an O-ring 

type replacement which reduced retesting by 90 percent 

(24: 8) . 

A QMB worked on the r ewo rk process of the H- 46 Roto r 

Hub. Crac~, ~ in the hub were not being detected early on a s 

they s hould have been. After analyzing the nondestructive 

tes t proc ess t h e y changed the procedure and changed 

equipment resulting in early crack detection. Labor savings 

amounted to a 29 percent productivity improvement and 

t urnaround time was reduced by 50 percent (24:8). 

The Secre tarial Employee Pa~ticipation Group ana l yzed a 

pe rs i stent problem of errors on outgoing messages. They 

.impro ved the process by iMplementing electronic ·· cut and 

paste ·· of messages, developing a h e l p screen, and 

instituting error tracking. Their efforts reduced errors by 

41 percent {24) . 

These are not the only results from TQM. Investigation 

into the priming of floor boards indicated it was not 

necessary, the result was a $9 . 2 3 labor savings per unit. 

Locking high value components in a cabinet at lunch and at 

night required dismant ling and inventorying the parts . 

Se cur ity requ i rements only required locking the door to the 

room they were in. Making the change resulted in labor 

saving of $88.60 per unit. These small improvements result 

in big benefits. Pro jected revenue3 in 1988 were $9.4 

million , the actual r ~venues were $12 . 1 million. In 1989 a 
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l o ss of $7 . 6 mi l l io .1 was pro jec ted, t he act ual pr ' f i t wa s 

$2 1 . 5 million (5 3 : 173 - 17 4 ). (Note : The Naval Avi• tion 

De pot s are indu s tri a l f unded, wh ich means the e q u pment 

us e rs pay the depots fo r r epa irs and modifi ca tion s . By 

im? r ov in g thei r p r ocesses Ch e rry Poi n t wa ~ ab le t o complete 

mo r ~ w0 r k t ha n a nti : ipat ed r es ij lting in the r e venue 

incr'7 a s e s. l 

Re sul ts h a ve also tak~n plac e i n n on-quantifiable 

a r eas. NADE P Che rry Po int is res ponsib le for the overhaul 

of the C-13 0 ai r c raft . The majority of the work is to the 

ai r craft systems, and the results are not readily seen . The 

airc r ew would t u rn in an aircraft with a d i r t y c ockpit, and 

have the same dirty cockpit after completio n o f the 

overhaul . Ch e rry Po int made the decisi o n to c lean and paint 

the c ockpit as part of the overhaul process . Although this 

does not affect the performance of the aircraft, it lets the 

crew know the plane has been overhauled and makes for a much 

happier customer . Additionally, the workers like this 

po licy because the results can readily be seen . The workers 

t ake pr ide in turning ~ta plane that looks new (53 : 16 9 -

17 0 ) . 

Problems. Things were not always cl e ar 

sailing at Cherry Point. They ran into problems in the early 

stages of their TQM implementation. One of the first things 

they did was pass out laminated cards with the i4 points and 

state they were going to become the new way of doing 

business. Employee~ began asklng questions about how things 
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would be done a nd man a~ement did not have th~ answers. This 

caused prob lems in the beginning, the cards were a mistake 

(53:172). 

Anothe r problem was facil i tators using statistics t o 

monitor and contro l processes wi t hout t he cooperation a nd 

support o f the employees and supe r v isors working the 

p r ocess . The fac ilitato rs went onto the floor and began 

analy~ing processe s with good results . When the 

f acilitators l ef t the proces s to the workers things went 

back t o busine ss as usua!. The problem w~s the workers were 

not allo wed to "own " their process. The facilitator was . 

Th is caus ed resen tment. The places it worked was were the 

wo rke rs too k over fr om the facilitator and said let us do it 

(5 3 : 172 ). 

A final lesson learned was that training must move from 

the top down. If workers learn statistics before the 

supervisor they may run into difficulty using their 

knowledge. The supervisor must understand what is being 

d one so they are not threatened (53:172). 

NADEP Norfolk . NADEP Norfolk began their quest 

f o r TQM in 1985 when they sent all thei-::- senior management 

to the Deming seminar . The entire work force received 

awareness training by 1988. Additionally, all managers have 

received 3 days of training in statistical process control 

( 38) . 

NADEP Penn s ac o la. NADEP P~nnsacola has 

incorporated TQH i nto i t s five year business plan . . They are 
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providing training to their employees in the necessary tools 

to make TQM a reality. Teams are established to attack 

organizati o na l problems (22). 

Training is provided t o ~he teams on a just-in - time 

basi s to provide the m with the t oo ls they need when the y 

need them . Training includes an overview of TQH , 

statistical process control (SPC ) . team leader training, 

manager / supervisor training, and problem a nalysis (22) . 

Additionally, NADEP Pennsacola has a full time 

statistician working there to help aid in continuous 

improvement (22). 

HQ NAVSUP. HQ NAVSUP is following the Deming 

management method. Their prog~am is in its infancy, with 

training having begun in July 1991 (33). 

Like HQ NAVAIR, they are recommending the Deming 

management method to organizations under its command, but 

not r1~quiring it. The decision is left up to the 

organizations. If an organizations has an ongoing program 

or does not belie~e Deming is appropriate for their 

environment, they are not required to use it (33) . 

NAVSUP Charle5ton. Naval Supply Senter Charleston 

began their TQM program in th"' summer of 1990 . They have 

developed a mission statement which emphasizes their 

cc,mmi tment to providing a quality product, emphasizes the 

needs of the customer, and strives for continuous 

improvement . 
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Trai~ing. All top level ~anagement has 

attended a one day course that teaches the basics of TQH and 

the Deming mana~ement methcd. A more detailed, two day 

course has been given to mid-level management anJ 

superviso rs . All employees have attended a two day 

awareness c ourse providing a TQM overview, an introduction 

to the Deming managemer.t method, and an introduction to 

stati~tical process control (13). 

There were 40 facilitators trained by an outside 

consultant. These people work as facilitators in addition 

to their other duties . Of these forty, twelve attended Ln 

additional one week course that went into greater detai - on 

TQM methods and provided insight into course development. 

These people then developed the uwareness training mentioned 

above ( 13) . 

Surveys. NAVSUP Charleston is conducting a survey 

to d~termine the success of their first year eftorts. They 

plan on using the results to evaluate their strengths and 

weaknesses and ·determirie wher~ additional effort is required 

(13). 

NAVSUP San Diego. N~val Supply Center San Diego 

began following the Deming management method in 1987 (47). 

They have a long term commitment to continuou:s process 

improvement based on statistical procesn improvement, 

participativ~ management, and employ~e involvement (48 : 7) . 

Structure. NAVSUP San Diego is using the 

structure recc-mmended by NPRI.>C. They have an executive 
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steering committee (ESC), quality management boards (QMB5), 

and proce ss action teams (PATs ) (48 : 7). 

ESC - Executive b o a rd of the organization which charters 
the Qt1Bs . ( 48: 7) 

QMB s - Qual ity management boa r ds, which are p e rmanent, 
c r oss- functi o nal teams of ma nage rs with j o int 
r espo nsibi lity f o r products and pro cesses targeted f o r 
improvement. QMBs charter PATs and assign processes t o be 
improved. ( 48:7) 

PATs - Process action teams, which are made up of 
individuals who have first-hand knowledge of operati o ns 
and who wo rk o n specific issues and problems. (48 : 7) 

All these teams have linking members . One member of the 
ESC is on each QMB. At least one member of each QMB is on 
each of its PATs. ( 48: 7) . 

Train~ng . To bring about c o ntinuous 

improvement NAV S UP San Diego is committed to training for 

al l empl o y e es . The Commander and the top 30 managers have 

rec eived more than 70 hours of onsight training. in TQH. All 

middle managers and supervisors have received at least 24 

hours of awareness training. All employees and supervisor5 

r ece ive a 40 hour TQM awareness course. The first hour o f 

this is taught by the Commander to .show his conunitment to 

the l o ng - term success of TQH . PATs receive just-in-time 

training i n statistical process control (48:7). 

Re s ults. NAVS0P San Diego has exper ie nced 

success that can be attributed to their TQH efforts . In the 

personal property area of the Entitlement Division process 

impr~vements have lowered customer wait time fr o m an average 

of 170 minutes to an average of 18 minutes . This increased 

customer satisfaction while ! nwering overtime (48:7) . 
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Imp r ovemen ts in workload management, clarifying 

o pe r at ing procedures, and the use of alternative work week 

options h ave r t su lted in 16 pe r cent reduction in backl ogge ci 

Harehouse r e fu sals and a ]7 pe rcent reduction in spot 

i nve nto ry c odes (4 8:7 ). 

NA\SUP Puget Sgun d . NAV SUP Puget Sound is taking 

a un ique a ppro a ch t o implementing TQH and the Deming 

manager:ien t method. They have devel o ped no form&l structure 

f o r TQM , ar:d have mi nima l training available. The only , 

course taught is a TQt1 awareness c l ass. It has been 

at t e nded by all the de puties of the various divisions in the 

o rg -:> n izat i. cn. A t o ta~ of approximately 100 people have 

r ece i ved the train i ng ( 21). 

Included in t his t hree day a wa r eness course is an 

in t r oduction to the De ming management method, the 14 points, 

and team building techniques. As a result of the class, a 

number of process action teams (PATs) that cross 

departmental lines have been formed to tackle problems. 

Puget Sound hopes that the success of these initial PATs 

will enlighten upper management and drive them to work 

towa ras continuous improvement. There are no plans at this 

ti rr.e to formally launch a TQH campaign until early success 

can be demonstrated by the establi~hed PATs (21). 

Puget Sound believes that the workers must be al low~·i 

to do the job and given all support possible. They do not 

want start any programs that will come and go with time. 

They want the changes in the organization to be cultural 
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(21). As upper management accepts TQM, Puget So~nd will 

decide whether to begin a formal program alor~g the 

guidel i nes recomme nded by NPRDC or to continue their 

cu rrent, l ow k e y a p proach (21). 

~AV SUP Pea rl Harbor. NAVGUP Pearl Harbor began 

t he i r TQM program i n August 1990. Since that time ~hey hav e 

c r e a ted a struc ture g':lared towards TQH, a nd begun training 

t he ir personne l (46 ) . . 

. St r uct~.lre. Pearl Harbor, has adopted the 

structure recom:11end~d by N!'RDC. They have created an 

executive steering c ommittee (ESC) ~ompo3ed of senior 

management. Thay have also develope d a qual i ty management 

board (QMB) to a ddre 5 s c r~s3 d e p a rtnental proc esses ( 46) . 

Process ac t ion teams ( PA Ts) are f 01·m~d t,o address 

processes that affect the command, not any one do:,partment . 

Focus groups are formPd within departments to addr~~s 

problems that a re uniq~e to that d e partm~nt (46) . 

.I.r.~,11iQ..g . All ~enior. manager~ have att~nded 

the Deming seminar to learn about t he new philo,ophy and 

wha t it entails (46) . 

All members c,f the work force b .~ve ett.-,nded aws r e ne55 

tra i nin~ . This introduces them t o TQH_and it~ goals. It 

also provides an introduction to the Deming m3nagement 

m~thod. Additionally, all memberg of tho work torcc att~nd 

a class that instructs them on the m.is~ion of NAVSUP Pearl 

Harbor and its !tructure to meet that mi 5sio11 . In this class 

• the role of ~ach department is briefed t o allow the 
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empl oyees to be tte r unde r s t a nd t he sco pe of the work 

completed and h o w they fit int 0 the organizatio c (46 ~. 

Al l s u pe :cv l.s o rs a t,tend a f o ur d ,?. y team l e ader tra ini ng 

cou r::,e. A.i.i 6 i,1;- l c- y P-es go t lu· ,)u £ h a t wo and 0ne -ha.l f day 

team member c o"'rse . Tt-.0 pu r p•) se c f thes,'! cours e.?> is to 

provide i ns tru ct i o n in t e amb u il d i~ g t he PDCA c yc l e, and 

graphi cal me t hods u~ e d i n 7~M . 

employee s a r H se nt in work groups (46). 

Faciiita tors ar~ ~sed to ove rcome time de l ays i n 

training and the need t o ap:;:,l:, the kn<,wledge taught.. When 

PATs or f oc w s groups ar.c f (J :cmed a fa c ilitat,.,r i s a s si gne d. t o 

ass i st t hem. The f acil i tat or hel ps i n ue i ng the ?VCA c yc l e , 

a nd provides instnlc ti o n in any sx .i. ll s that r equi re 

r e f r eshe r train i n g (4ti ) . 

&5Se5s ~homselves and learri about their cu~tomers. A surve y 

of the empl ~yees in the orga niz~ti o n ~howed where their 

st r engt h~ and weak nes~es are. Communication ~nd t~a mwor k 

we r e i dentif i ed~~ pro blems , and are being addrec~ed w~~ }, 

te a m tra ining ( 46 1 • 

Cu5to~er service surveys are ~l~o beini u~ed . Th~ ESC 

s ent a l i~ t of 10 que3t i ons t o ~nch of the~r major 

custom~rs, focu5ing on the long term plans and 1oals of the 

customtl r. 1he y th~n travel~d to the customer~ loc atio n t o 

d l s cus9 th~ ~uestion3, and try and to dctermln~ how P~arl 

Harbo r c an wo rk with th~m (4 ij ) 
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Other ste p:;. The Com~ander now conducts 

inLe r vi~ws of ea~h of the supe rviso rs in the organization, 

l ast in~ be t ·~~ n oce ~nd two hou r s . In these talks he 

att e Mpts ~o 1 ~ 3 rn ~o re about the fu nction of each 

d e par tmen t , t>,•·: i r ef f o rts in TC",M, and wha t type of 

A.$:'i :stari : e tr.~ y r •! quire t o continuously i mp.:ove ( 4£) . 

P c- a rl llarb •.J r als o conducts a quality hour or.e day a 

week. This h o ur is used for a number of various activities. 

inc lud i ng qu~lity training , group discussions, ani vigiting 

internal custome rs ( 46). 

Pear~ Harbo r now publi9he5 ~ cuarterly newsletter 

d i scus sing the ir TQM pro gram . It ;nc::!ud..-s iciformation on 

s u c cesse s that can be attr1b~ted to the efforts of the 

orga.n ization. 

A.I:mY. 

Rect River ArmY Depot CRRAJlJ. RRAD began their T~H 

efforts in January 1989 . They are attempting to use the 

Deming manag~ment method, but have very littl~ documentation 

o n their efforts. 

Str.uct1
0
1r~. RRAD does not have an off ice 

d~d i ~ated to TQM . Their efforte ace built on th~ existing 

orga.ni Zb. t ional. 5tr.ucture . The}' havt, estobl iehed an 
executive 5teering committeg that m~~t3 quarterly to set 

policy . Additi onally, proc~ss action team5 nre ~stablishorl 

t.hro...ighout t h~ organization (9). 

The l1:1rGe.st. indicator o f t h<:Ji. r COIT'.rni.tm,mt to TQM and 

t.l-1"'ir u!lr, of th"! D.aming maflagf'; ment method i~ tLt!!ir quality 
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mi ss i on sta t e ment. It identif i es the need for continuous 

imp r ove~ont, empl oyee invo lvem~nt , and customer f ocus. 

The -: r miss ior:. s -r, atemen t i::-v ; luds s ph ras es suc:h es " . 

c or:t i nu3. ll y i tr,p r c, •.- e t he quali t,y of 0 ;1r . prc,duc ts c.nd / cr 

s e r vi ~e s in 0 ~ ~ ~ r Lo me et the pre3ent ~nd future needs of 

our cu s -: ome r s, · and "We wi l l 'buil d ·- in ' quality rather than 

' i ns pec t - in ' q ua l ity ( 9) , " 

Training. Tr.eir awareness trai ning f o r 

employees c onsi s t of a one hour video featuring the 

command~ r discussi ng TQM and its objectives . The 

s•lperv iso rs al 1 s ee an add itional vi deo tape f ou r hours in 

l e ngth . This tape inc lud~s commerci a l ly produce d 

.i.nf o rmc1ti o n o n TQH (9). 

~9'""t.EllS Christ~ e_AJ.:my -~ot (CCAI)j . CCAD is new to 

TQM, they began their implementation in June 1991. They 

11a ve developed short, medium, and long range goals for their 

pro grarri ( 35). 

The ~ho rt term g oalL are t o d~velop cours~~. train 

fac i l i ta t o r ~, and train s tatist Lca l speciAlist~. Thes e 

o bjec ti ves sh0u l d be met i n 1-3 ye ar~ (3~). 

M~di um rang~ goals in~ lude c r ea tion o f a c riti ca l m ~9 S 

o f manager~ trained i n TQH and capable of en~uring eff o r t s 

are sustained in i t s infancy. The c ritlcal ~a3e should be 

iu p lai:::e i n 1 f:l - 24 months. They also hop~ to establi s h a 

learn i ng re sou r c ~ c~nter to provide t r aini n g in SP~, 

c ont i nu ou3 improvement , math, scien c e, bnd all ar~as o f 

inten,st t o tl,~; r.epot . The learning c~n t. er ehould be in 
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place within 12 mo nths . The final medi um range goal also 

doais with ~ rai ning, it is to incorporate TQH into all 

mauage ri a l and t echnical train i ng o n the d e pot. All medium 

ra~ge object~ves should be c ompleted wi th in 3 - 7 years, 

d~p ending o n the level of support and commi tment provided by 

senior leade rship (35). 

The l ong r ange goals call for the tra ining of the 

entire wo rkf o r ce in the concepts, tools, and techniques -0f 

TQH. A suppo rt network should be available in both the 

private and public sector to ensure ideas are freely and 

openly exchanged. Thi s will help e~sure cont i nuou s 

impro vement . The final l o ng range goal is t o have a 

cultllral transformat i on. This will make qua lity a par t o f 

e v~ry job overy day . The enti re organization will be 

focused o n quality and the customer . The long range goals 

should be comple ted within 10 years (35). 

St ructur~. Included in CCADs plans are the 

formati o n of proce~s action teams (PATs} . PATs combine 

member s f r o m •li.l'fcrent wo rk areas j ,.Jiriing f o rces t o solve a 

comm,)n problem. Adr.!i ti o:ial ly, quality management bo ards 

(QMBs) will be formed . QMBs are permanent groups comprised 

of managemen~ responsible for ensur ing continuous 

i mprovement (35) . 

Train i ng. CCAD believes that a successful 

TQM imp l e m~n~a t ion will requ ire exte n~ive training. They 

have plans to d e v~lop training in the following areas : 

Quality Aware ne55 & TQH Philosophy, Group Development 
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Skills, Quantitative Methods, Tools of Quali t 7 , and Changing 

Orga nizat ion Cul ture . They plan to develop a nd p rovide the 

f o ll owi ng courses (35 ). 

In - House Tra i n i ng 

l . T (IN A i oJ a r e r, e ~- s / Ur i e r, t a t 1 o r, f o r Se r, i o r Na r, a Q e 111 e r, t 
Key concepts o f TQM and enhanci~g team building sk i lls. (2 
days) 

2 . Ger, er a ! i'1 a r, a 9 em e r, t Aw a r er, e s s - ·· -@aTr t y 
awa r eness/phi l osophy and quan titati ve metho d s for process 
analysis . ( 8 days J 

3 . TQ/'1 Awarer,ess/Orit:mtatior, for No r,- ·3upervi H.>rs TQH 
concepts and tools of quality . (l day) 

4. T o tal Oual1t y MariageMerit/Total Empl oye e InvolveMent 
The 14 points, cultural change, employee ir.volvement, 

and probl em ana lysis and solving. (1 day) 

5. TQH Works h o p Elements of th~ Deming approa ~h . 
cetection -vs- pre v e ntio n , definition of process with 
examples, and relationships of the 14 points. ( 3 days) 

&. Ba s ic Graphing ·Methods ~or 
Familiarization with graphics. 

S h o p Per .H>nn e 1 
(l/2 day) 

7 . Stat i :s. t Jc al Tr• iri i r,g I S PC Basic thee •·y /math 
calculations, preparing and using control charts, and 
actual examples at CCAD . ( 4 days) 

8 . Structured ProbleM So lvJn g UsJr,g th• U•~ic GraphJc 
H•thods Structured problem solving, seven ba~ic 
gra ph ing methods, and purpo ~e , r oles and responsibill ti~ s 
r-,f process action teams . ( 2 days) 

9 . SPC - Sup,rvis o ry ApplJcatJ o r, 5 TraJnJng Teaching 
skills to supervisors, practic~ in building and 
interpreting con~rol c harts, and defining and usin1 the 
Deming cycle. ( 4 days) 

10 . Group Dyn••i cs InteractinR with people in 
groups, dealing with group related prohlems, and 
cooperation and teamwork. (2 days) 

11 . Org•nJz•tio~•l L•• d •r s hJp for Ex•cutlv•s 
Strategies for organizational e xc~ilence , influencing 
subordinates performance, and managing innovation and 
change. (5 days) 
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12 . T r a i n-T h e -Tr ain er Provi de inde~th ins t r uction on 
TQM F:Cinciples , tools, and tf-:lChLLiques. 

13. .I nte rn al Cu :_=: tom e r / S uppl1er f,'elation~~hJ p_~ Provide 
man2.g e rs a nd ~upe rv i s ors wi th the abilitie~ to identify 
and appl y t o t heir processes custom~r1~endor desires. (3 
da) s; 

Contrac to r Provided Traini ng 

1 4. £ xe~ ut 1 ~e Awar ~ne s:_=: Se mi n ar Wo r k ing knowled ge of 
the quality process and senior managements r ol e i~ t h e 
s u c c e s s o f TQH. ( 2 days) 

.1. 5. TC/11 !,; ,.,rk ~-:..ho p P rovide manage men t wi t h 
unde rstand i ng of putt i ng principl e s :nto a c t ion creating 
p lan s tha t ar~ pitf al l free . (2 days) 

16 . S tatistical Awareness f o r Senior Executives 
Provid e working knowl~dge of statistical te 0 hniques ~nd 
learning to make decisions on proces s change~ . ( 2 days ) 

17 . Qua lit y Mana g ement Team Uork s h o p A5sis ting 
second a nd tnird l avel managers in developing plans t o 
coincidP- with top level plan. (1 day1 

18. Qua~ity S eminars for Managers ~nd Pro t c ss i o nals 
Review principles · of TQH arid application to professiona l s. 
(1 day) . 

19. Quality Seminars for Supervisors Provide 
supervisors with methods for developing groups into strong 
problem solving teams. (2 days) 

20. Employee Quality Involvement and Part c ipation 
Seminar Promote man~gement/emplcyee discussions o n 
quality and focus on planning initial activities to 
motivate employee participation. (1 day) 

In addition to identifying the course~ that must b~ 

taught to succeed at TQM, CCAD has developed a matrix that 

s~ows who the different cou~sds are directed towards, and 

what priority groups should be given for the course. The 

matrix is shown in T&ble l. 

designators ~re used: 

The following priority 

1 -- Essential training for thi~ position . 
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2 Necessary f o r TQH t o succeed . 

3 Necessary, prov i de as required . 

4 Be neficia l, as space is av2ilable. 

5 Be nefic ia l , provide a s time a nd funding permit. 

N/A -- No t applicabl e t o this p o s i ti o n . 

Tab le 2 

Co rpus Christ ie Army Depot Empl o yee Training Matrix 

Top 

Hgt 

1 

Mid 

Mgt 

1 

Work QMB 

Suprvsrs Force Faciltat Mmbrs 

PAT 

Mmbrs 

1 N/A 2 N/A N/A --------->-----------------+-------- - -
2 1 2 N/ A N/ A N/A N/A N/ A 

3 N/ A , N/A N/ A 1 2 N/A ----+------I-----+------, l.. 

4 1 1 2 N/A N/ A N/A N/ A 

5 1 2 3 5 3 N/A N/ A 

6 3 2 2 1 1 1 . 1 

7 3 3 3 1 1 1 1 ' ------------------------1------1r-·---::.----~ 
8 2 1 1 1 1 1 t ~ 

___________________ ,__ _______________ ·- _J 

9 s 4 1 - ~ - - +-

1 

___ 4, _ __ L __ '3 _ _j_ _.,_~1-:, _ _ _ 
i . : ' 10 1___1_ j 1 1 I ;.. _,· __ . ____ L __ .._ 1-·- ·--·· - --r-- --------· -----· ! ~· ,r. - _N_/_A __ 

I- 11 1~ .' A ___ r- N / A __ '_ tl ~ --- , __ __ N _.-' • ___ ~--·•_, _. ·-+--- _ 

! ~-3 ~- I ?. 1 .:: t◄ _IA N/A N/A N/A ,-·--->- >-, .- - --1-·--- - - - -- -

•-~~- _ l N/A N/A N/A N/A N/A N/ A 

15 1 2 3 N/A 3 N/A N/A - ·- - ----<!-----+----+------+--------------+------
1 6 1 2 N/A N/ A N/A N/A N/ A 

17 1 3 N/A N/A . 5 N/A N/A 

18 1 ~ N/A N/A 3 N/A N/A 

19 N/A N/A 3 N/ A N/A N/A N/A 
----lt-----t-----+-------+------------------1 

20 4 4 3 1 2 N/A 1 
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This matrix shows the need to provide a variety 0f 

traiuing to all employees. It identifies the minimum 

training required for all employees for a succes sf ul T~M 

progr.::i.m . Deve l ~ping a matr l. x o f this type is benefic i al to 

all emp loyees . It not only tells them what t hey shoul d 

take, but what is available to take . It also identifie s 

what training managers and supervisors have received, 

providing employe~s an insight into what type of in f ormati on 

the supervisor can provide . 

CCAD believes it is essential to have a sincere 

commi tment from senior management. Senior managers must be 

among the first to receive extenfi ve training to ensure a 

successful impl e mentation . 

Letterker.ny Army Depot (·LEAD). LEAD i:; placing 

the customer high in t~eir priorities. They are working 

towards continuous improvement with an emphasi3 on the 

customer. This customer emphasis is seen in their 

fundamental philosophy, which states: "Letterkenny Army 

Depot will be the Army leader in providing timely, high 

quality, c0st effective products and services to our 

customer ( 58). " 

Necessary changes. Th~y believe this g o al 

will be achieved when the following chang~s take place, and 

everyone in their organization : 

1. 
2. 
3. 

Focuses on their customer. 
Strives to continuously improve their processes . 
Seeks to create an environment of integrity and mutual 
trust . 
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4 . Demonstrat es c o mm itme nt to changing depot culture. 
5 . Seeks to increase o u£ flexibility to acquire and 

man a g~ resources . 
6. Provides the p ."ope r training at the proper time. 
1 . Develo ps valid measure me nt systems for our processes. 

(58 ) 

In ~n e ffort to make all thi s 

F0 Ssibl~ LEAD i s commi t ted t o train ing. The first step i n 

~he tra in i n g precess is awareness training . All ~xisting 

an d ~~w employees are given eight hours of trai ning in 

gsneral TQM philosophy and ei ght hours o n the tools and 

techniques u sed (58 ). 

Team training is given to members of process action 

teoms on -1n as needed, o r ·· jus t -in-time·· basis. This is to 

ensure the lessons taucht are fres h in the minds of team 

membe r s whe n it is ~eeded. Thi s training includes TQM 

0verv1~w , - team training, conf l ict r esolution, a~d the tools 

ancl t ,echn iques o f statisth:al process control. 

Add i tionally, process improvement consul~ants are available 

to . help the t eams and managers (58). 

Maragem~nt is trained in customer service . and 

leadership. The Deming seminar has been attended by 112 

upper level managers to ensure they understand ~he 

philosophy and can assist in the transformation (58; . 

tJ~w_Cu~~erland Army Depot (NCAfil . NCAD wi ll 

beco me a part of Deferise Distributicn Region E1tst (DDHE) 

along with Defense Depot Hechanic s o u rg Pennsylvania (DDHP) 

and 7 othe r organi zati ons . DDMP and NCAD are both 

attempti ng t o u~ e t he Deming management method. They are 

73 

•· 

• 



• 

• 

unclea r of what the new organization will do to their 

programs. They do no t know if they will be forced to c h ange 

o r a llowed t o proceed with the ir curr ent program (14) . 

They a r e c o n d uc ting a TQM ove rvi e w c ourse to provi de 

e mp l ov~ ~s with bas i c too ls , t heo ry a nd planning. They 

provide additional te am buil d i n g a nd s tatistical p rocess 

c ontro l training o n a just-in - time bas is (14) . 

Sac ramento Army DP.po t (SAAD). SAAD began the i r 

Deming b ased TQM implementation in early 19 88. They 

received edrly assistance and training from the Navy 

Per sonnel Research and Development Center (NPRDC). SAAD has 

ad o pt ed the structu re r ecommended by NPRDC t o incorporate 

TQM into the organizati o n (10) . 

Structure. SAAD uses an executive stee ring 

committee (ESC), quality management boards (QMBs), and 

process action teams (PATs). These teams form the basis fo~ 

their efforts . SAAD ~1as 20 in-house "consultants" who have 

received inde pth training in statistical process control and 

t eam interaction. The consult~nts provide &ssistance and 

tra ining t o the various teams (10). 

TrainiM, SAAD has developed numerous 

cour ses to provide employees with the tools necessary to 

co,1tinuously improve. Statisti -:::al tools are taught to teams 

on =-. j u ,:; t .- ir ·· time basis by t he in-house consultants . They 

are t -•H1 .~ht ;2 ·.:. the appropriate ti:nc they will be U:5ed dur i ng 

the plan-do-check - act cycle. The following courses are 

• taught at SAAD : 
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Net\/ E mp l , >1ee i,1<.,r k3ho p (4 hours) (10) 

H J dd le Han~ 9 ement Seminar (8 hours } (10) 

To p Hdnag emen t Overvi ew (3 hours) (10) 

l:ia -~1 ,: Cor,ce p t :-;: c.>f Ouality Na r,agement and Intro,ju ,:t i o r, to 
sta t i s r: 1 ,: a 1 r h ir, k ir, g ( 4 0 h ou r .3 ) ( 10 ) 

1 m p 1 e m e r, t a t l o r, P 1 a n r, ir, g /,J o r k s h o p ( 2 0 hours ) ( 1 0 ) 

lmp l ementatzor, Sys tem J,J c rk s hop (8 hours) (10) 

S t ,,. u c t u r e d Pr·<• b 1 e m So 1 v i r, 9 a r, rJ t h e Ba s i ,: Gr a p h i ,: Ne t h o ,h, 
(4 0 hours - trainers course) (10) 

A<ivan,:: ed Problem So lvir,g and Ar,alyti,: Nethods (40 hours) 
(10) 

Results. The TQM efforts of SAAD are 

producing r esults. Process improvements in the Bra~ley 

Integrated Sight Unit have resulted in an inc r ease in 

production from 13 to 20 units per month. They have reduced 

ma nhours required by 86 hours for a ~er unit savings of 

$4,300. Parts reductions have . provided a $1,700 per unit 

savings (10). 

The PVS-4 Light Intensifier Device process w~s improved 

resulting in a 68 percent manhour reduction. This 

transl ~tes into $329 per unit, or $60 , 563 per year (10). 

Anniston Army Depot (ANAD} . ANAD has been 

i !wolved in TQH for approximately three years . All senior 

leaders have attended the four day Deming seminar to provide 

i nsight into and understanding of the Deming management 

method . All emplo~ees receive a three hour awareness 

orientation (2). 
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Addit ional training is provided in team leaders h i p for 

s u pe~v isors and t e am l e aders. A general overview o f 

sta tis t i cal p r ocess c on~rol i s g iven to all emp loyee s in a 

fou r h ou r clas s ( 2 ) . 

Def e n s e Log is tic s AR_~ . 

De f ense ?e r sonne l Support Center CDPSCi . DFSC 

began i mp l ementing TQM in Hay 1990 . They have ident i f i ed 

t hei r comm i t m,~ nt in their mission statement . Additionally, 

their strategic plan has i ncluded their commitment to TQM 

(59). 

In the past year they have provided awareness training 

to all of their over 4,000 employees. This training 

c onsiste d of 4 hours of background on TQH, the 14 points, 

~nd identification of barriers to implementation. This 

po.rt ion of the training was provided by a contractor. An 

additional 2 hours of training was provided by either the 

commander or one of his deputies to demonstrate their top 

level commitment. This portion of the training included a 

DPSC overview, background on why they were committing to 

TQH , and how it fits into the orga nization (59) . 

De f e nse Depot Mechanicsburg Pennsylvania (DDHP}. 

DDHP will become a part of Defense Distribution R~gion East 

(DDRE) along with New Cumberland Army Depot (NCAD) and 7 

other organizations. DDHP and NCAD are both attempting to 

use the Deming management method. They are unclear of what 

the new organization will d0 to their programs. They do not 



know if they will b e forced to change or allowed to proceed 

with thei r current program ( 14 ) . 

They ar e conducti ng a TQ.!1 ove rview c cAH"Se t,) provide 

employees with basic t ools , theory a nd p lann i ng . They 

p r ovide a dditi on a l team bu il d ing and stati 9tical p roces s 

c ont r ol t r aining o n a just-in- time bas i s (1 4 ). 

A qu es ti onnaire was sent to three 5eparate 

o rga ni zations c ommitted t o the Deming management method. 

Two of the t h ree responded and t hei r r e sponses are included 

below . The th i rd o rganization d id not s ubmit their respons 

in time for incl usion i n this document. The qu e stionnaire 

is modeled a f ter qu e st i o n s deve lope d by William Scherkenbach 

used to determine the unde r standing and execution of 

Deming's 14 points by an organization, and presented in his 

book The D•ming Route to Quality and Productivity (36:142-

:44). The purpose of the questionnaire was to gain insight 

into how each organization is applying each cf the 14 

point~ . The organizations who responded are : the Foreign 

Technolog}· Di visi o n ( FTD) of the Air Force System~ Command, 

providing insight into the use of Deming in an organi za t ion 

p roviding an infor~ation service; and Naval Aviation De pot 

Jacksonvill e (NADEP Jax) providing insight into the use of 

Deming in an organization providing a m~intenance function. 

The re were 27 ques tions asked, each categori~ed under 

one of the 14 points. 
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Thi s sec tion presents the r e spo nses t o the questions . 

Re vi ew ing the s e answers will h el p gain a b etter 

unde r s t and ing o f h 1 iw t he Dem ing ffi '.H1a~;e:ner. t r.i ~-..h~d ,,writs. 

The re s po n s':! s we r e pro v i ded b y Ly r,n S:.ei t1hi iber , l~A.D2:P 

Jac ks o nville (NADE? Jax) ( 41 ) and Ma j o r ~an : u r g~ a n . FT ~ 

( 5 1 ) . 

Po int 1 . 

1 . Has your organizati on 

established/ published/dissemin a ted it s mi. ssion s tatement? 

What is it? 

NA DEP Jax : 

Yes, it has been pu blished and disseminated . I t s'3ys : 

The mission of N~ val A~ iatlon De po t Jac k so nville is t o 
provide a f ul l r ange of high quality ma in t e nance , 
engineering, l ogist ic, and SL.pport service?. t o the 
Fleet at a competitive price . 

Guid ing Principl~9 

Custome r~ are the focus of everything we do . Our 
work will be d o ne with o ur c ustomers in mind, pro viding 
better products and service than our compet i ti on. 

Qu~lity comes fir s t. To achieve custom~r 
satisfact ion, tho qua l ity of ou r products and se rvice s 
will be our number o ne prior ity . 

Continuous impro v e ment i~ e ~5ent ial t~ our 
succes5 . We will strive f o r ~xcelience in everything 
we do : in our iroducts; in their ~a fety and v ~l ~e; and 
in our services, human r elatio ns, and our 
competitiveness. 

Employee involvement is our way ot life . We are a 
team . We will treat each oth~r with trust and re,pect . 

Integrity is neve r compromised . The condu~t of 
~ur facility will be pursu o d j n ~ manner that is 
soc ially respon5ible and c omm:tnds respect for its 
integrity . (41) 
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FTD : 

Ye s , the mis.3icn statement is: 

Th~ F0 re ign Techno logy Divisi o n i s the free ~orld's leade r 
in for~i~n aerospace sc i.entific and technical 
inte l lig•:m t;t=:. 

Purpc,t,1::: 10 prcv i de our cii s tome r "Ai th informati o n and 
dat a a bo·Jt foreign ae rospace systems, sub~ystems, &nd 
techncl o gi~s which h~ve mi l itary p o t e ntial. 

Fundamental Valu~3 : 

Pe ople - Our most important asset is our people. 
the sourc~ of ou r strength , vitality, inqenu i ty, 
rt"'putati o n. 

They are 
and 

Customer - Our customers depend on us. We ?lay a critical 
role in their ability to satisfy their misslon3. FTD 
exists orily to mee t tr,eir needs . 

Culture - Our work life is a vital s o urce of personal 
satisfaction and growth . Ho w we go abo ut acc omplishing 
our missi.on is fundamental t o 01.1 r long-t • .!rm effectiv~ness. 

Product - Ou r products and 5etvices a~e .critical to the 
5ecurlty o! the United States. 

Trust and Respect - Only in an atmosphere which values 
individual differences and where ther~ is mutual trust 
between and amon~ individuals is there hope of fostering 
innovation and conti~uou:~ improvement. 

Guiding ?~inciples : 

Qual ity comes first - Our products ~nd iservices are one of 
a kin d; they must be as accurate, a~ timely and as easily 
comprehended as we cnn make then. 

Si.ppo rt to our cu s t.om~rs is the focus of every t hing we 
do - we mu s t know our custom~~s well. Our products 3nd 
service3 mu~t satisfy th~ir n~ ~d5. 

Continuou5 improvement is es~ential - ~e c&nnot satisfy 
th~ ~xpanding and evolving needs of our customers without 
continuo11s impro"ement. 

Integrity i~ criti ca l to our proc~~~e5 and a~sessments -
our judgements mu5t be base<l on knowledge and experienc e 
and cannc t b~ influe n c ed by politic~ or preconceived idea ~ 
or notions. 
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Ou r wo rk ~nvi r o cme n~ must stimulate empl o ye e invol~em~n t, 
J o o :c:at i .3~'::\Ci .. ~.,) n , p ride , t ·r ,1:;t, t~3.r.'l~,,.-:- r ~. l!nd 
co<.,p~ r a. t.i or. · the~ e ur<:: C!l\~ ial to i n novut i o n, 
p r oduc- •:, ~1;a l i t:, · , and cu t~ l e: i~g t erm 3 1.l CC'f~ :5;-; . 

A c3rdboa r d r~ui~abl e for f r am i ng) ve r3~0 n was g iv~ n to 
F"c.-"'.lch ' : :-n ·: le; y'!e . Ne,-, e mr,.l-:-1·ee s r~c<:: i •; ~ i t 1:.-1 r; u r T~H 
a~aren ~~~ trai ~i ng . l bl) 

Th e ~ i3~ ion stateme n t s o f these 

o r gan iza e, j_ons s l:--.<JW t heir :i.fJng t erm corrun ~ ~,me n L t o 'i'~M. The 

s ervice::;, the ne ed to treat the people in the organiza t.io n 

with respect, the need to focus on the wants and needs of 

t he cus t ome r, a nd the need to im?rove continuo us ly. Tr.e se 

mission statement s prov~d P. the organizations w1th a good 

foundati o n and starting point for thei r TQH plan s . 

2. How do you know it was understood? 

NADEP Ja}S : 

The Commanding Officer briefed it to all empl oyees ~nd 
explained the meaning. ( 41) 

[TD: 

Through discussions in our cla~s (al l attend) . ( 51 ) 

Co mm P. nts. NADEP Jax does not h a ve a good method o f 

determining if the miss ion 5tatement wa5 und e r s t ood. 

b~ca use the Commander briefed th~ rni s ~ion ~t~tement d - ~s no~ 

mean the people understood it, One po 5sible way of 

corr~ctir,g this would be a survey of empl •~yees to de termine 

their under3tanding of the mi3sion. It is imperatlv~ that 

the people know wha t the mission and principles of the 

or~anizati o n are if they are expec ted ~o contribute to 

meeting them . 

80 



FTDs ~etho d of d iscussing the mission stat ement in 

clci ~s ~:h;:;•1ld provi de a 6etter understanding of the i.lis s ion 

!;;\,ateme·n t, but the re .:: •,'l u ld s ti ll be a. f o l low-up .3 u r ve y . 

The sur v e y will gau~e just h o w well the me s sage is b~~ ng 

unde r s t o o d. 

3 . How d o y o u kno~ the mission will n o t change when 

yo u get a new comma nder ? 

NADEP J a x: 

We have had three commanaing officers since we develJFed 
our ·mission statement, &nd it has not changed. (41 ) 

FTD : 

We have tried (and continue) to make a cul t~ r3l c hange in 
our organization which should transcend any c h a nge in 
command. Al s o, we are currently in a comma nd whi c h 
s t r o ngly ~e li e ves i n ou~ approac h . We are cha ng ing t o a 
new command which will present a new challenge, but o ne we 
are up to. 

Comments. These respon~es point out the need for 

cultural change. It appears that NADEP Jax is hav ing g~od 

!J t!ccess in changing the way they do business since they were 

abl~ to survi~e three changes in commanding officers without 

a change in the ir mission statement und its principles. 

1i ll FTD ha ~ not undergo ne a command change since beginning 

the i r prc gram . They understand that a new commander may 

threaten the wa/ they now do busin~ss. Recognizing this 

fact will help them to create th~ cultural change n~cessary 

to weather any command chan1es that may affect their 

program . 
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Point 2. 

4 . How is the Deming phil o sophy part of your training? 

Is it inccrpo rated a t a l l l evels? 

NADEP Jax: 

We have developed a course in the Deming philo~ ophy and 
SPC and are teac hing it to all employees. We have not yet 
compl eted t raining all employees. ( 41) 

It is the back bone of our training, although we do 
incorporate the teachings of others where they compleme~t 
his philosophy . (51) 

Comments. NADEP Jax is presenting teaching the Deming 

philosophy to all employees. This will help the person~el 

t o understand what the organization is doing and why . It is 

i mpo rtant that all training classes be re.viewed to ensure 

they are consistent with and reinforce the Deming 

philosophy. FTD appears to be doing this by making Demin( 

the back bone of their training . 

5. How do you identify your customers needs? 

NADEP Jax : 

We conduct customer ~urVd/S, internally and externally . 
We a l ~o visit eac h of our external customers 
periodically to get customer feedback on the quality o f 
our products. (41) 

We have conducted extensive surveys with tollow-up 
telephone interviews . Our commander has tunded and 
continues to support TDYs for our analyst to visit our 
cus tomers to determine their changing needs . We also have 
an extensive customer training p1·01ram and ho ~t numero113 
conferences for feedback . (51) 

Comment~. The use of customer ~urveys is essential to 

successfully apply the Demina mandfement method. These 
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organizations are surveying both internal and external 

customers to ensure they are providi n~ the produc t the 

customer wants and needs . Cus tomer visits are a lso being 

u sed to learn first hand wha t the cu stomer doe~ with t h~ 

product bein~ ~~o vided. This provides a better 

unde rstandi ng nf why the customer needs things d o n~ certain 

ways. By seeing and u nderstanding how the end produ~t is 

actually used the organi~aticn c&n better determine ho w to 

create the product. These organizations will greatly 

benefi~ from their surveys. 

Poi nt~-

6. Where do you rely on mass inspection t c assure 

• 

quality? • 

NADEP Jax: 

We only conduct inspection on flight critical ptocess. 
(41) 

FTD : 

Since our products are one of~ kind Wt hav~ never had 
such a pro b lem. However, mult..i i:: l e coo r1inati o n layers 
have been a prob lem, and we hav e d r a~tica l1y reduce c the ~ . 
( 5 l ) 

processes t,hat a re fl ig~t critical, ti~a t is, a f ,.!lilur~ ,:r ,u ld 

result in the loss o f life and a i rcraft . The con~equ~ n c~s 

of a failure far outweigh the cost of insp~ction. 

Each produc t produced by FTD is unique, that ie th~ ; 

ar~ providing intell1~e nce whi c h i!\ rarely th~ s a me t~ice. 

The product produced i~ always changing . Ha 5 & i n 5ve•:L ion in 

this env l ronnient is actual l y mas ~ c c,,, nhn;ition. F'ru 1!\ 
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reducing coordination layers, which means streamlining their 

op~rations. This pushes authority farther down the chain 

towards the worker providing them more responsibility. This 

is a good approach to reducing mass inspection in a non­

manufacturing environment. 

7 . What are you doing to eliminate it? 

NADI!:P Jax: 

We have an artisan certification program, whereby 
trained, certified artisans are checking each other ' s 
work periodically, rather than having a quality 
assurance speciali~t verifying the work. We are also 
implementing SPC which tells us whether our processes 
are cap&ble and in control. (41) 

FTD: 

Upper management intervention and process action teams are 
continually reviewing to eliminate unneeded coordination. 
( 51) 

Comments. The artisan eertification program of NADEP 

Jax is a good way of not only reducing their reliance on 

mass inspection, but also of empowering the workers, which 

should increase their job satisfaction. 

The use o f SPC was not mentioned, but it could be a 

part of any program ai med at reducing mass inspection. SPC 

allows the process to be monitored and kept in control to 

ensure quality products are produced. 

Point 4. 

8. What steps have you taken to stop awarding business 

on the basis of price tag alone? 
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NADEP Jax: 

We are better defining our quality specification, so that 
vendors have to meet quality as well as price criteria. 
(41) 

FTD: 

We have gone to life-cycle cost for competitive 
competition with 5 year contracts to help build 
relationships. Sales price is no longer the sole 
determinant of selection. (51) 

Co~.ment~. NADEP Jax has identified the need to make 

quality a part of the contracting process, but have not 

provided details on how this is done. It is not clear if 

quality is part of the criteria used to award a contract or 

just a part of the requirements. Quality should be a part 

of the award process and considered as well as price. 

Contractors should be required to present their quality 

track record arid their quality program. 

The use of life-cycle cost allows FTD to look at the 

big picture when they are buying things. They can look at 

all cost involved in the acquisition, not just the upfront 

cost. This will allow them to make a better decision. 

Additionally, FTD is u~ing a good approach to build a longer 

term relationship than the typical one year used in the DOD. 

By awarding five year contracts they are showing their 

commitment to the contractor. Five years allows the 

contractor time to invest in improved methods of meeting the 

contract requirements and have ample time to cover cost 

incurred and still be profitable. 
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9. What have you done to develop single-sources of 

supply? 

NADEP Jax: 

Under current congressional law, we are required to use 
the competitive bid proc~ss in most cases; therefore, we 
are unable to develop single sources of supply . (41) 

See above. Our hope is that by developing supplier 
relationships with longer contracts in the long run they 
will be able to better compete for contracts at renewal. 
The best we ca~ do under current law. (51) 

Comments. This is a difficult area to work in since 

single sources ~f supply are not allowed by law except undar 

certain circumstances. The FTD approach is an innovative 

way of working within the law and still establishing 

somewhat long term relationships. 

Point 5. · 

10. Where are you using the PDCA cycle? 

NADEP Jax: 

The PDCA cycle is 1:sed by Process Action Teams ( PATs) in 
the analysis of processes. (41) 

FTD: 

As process action teams review existing processes, the 
PDCA cycle is used. We teach it to every new employee . 
It is also followed when conceiving new projects. (51) 

Comments. The use of the PDCA cycle by these 

organizations shows they are trying to take a logical, well 

planned approach to improvement. It is being used by PATs 

as would be expected. FTD is showing a commitment to 

improving all aspects of their business by expanding it to 

new projects. This will help ensure new project~ are well 
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planned with a logical project dP.velopment. These 

OLganizations must remember that the PDCA cycle is never 

ending , and continue to use it on processes after they are 

improved to ensure continuous improvement. 

Point 6. 

11. What have you done to ensure employee ' s are 

properly trained in their job? 

NADEP Jax: 

We have developed and conducted artisan refresher training 
in each of our skills. (41) 

This is an area that received a lot of interest. We are 
chartering PATs to review just how people receive training 
in each specialty we employee and identifying the 
processes and recommending courses of training . (5-1.) 

~omments. The use of refresher training by NADEP Jax 

is a good approach to ensuring their artisans are properly 

trained and do not lose any of their skills. They must 

provi~e the refresher training on a continuing basis. 

Additionally, they should look at th~ir white collar 

training to ensure all employees are adequately trained in 

their job . 

FTDs use of PATs to review each specialty area is an 

excellent concept. This allows a thorcugh review ,of all 

jobs and ensures the proper training needed is identified. 

The organization should use surveys to test the 

knowledge of employees. This will help identify any dreas 

that require t raining and also any weaknesses in the 

training provided. 
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12. What system~ that would hinder the effectiveness 

of training hava you changel for the better? 

NADEP Jax : 

We now conduct post-training surveys to check for 
retention and usefulnes :;. Some of our tra i ning, . such as 
that for SPC, is now be :LI,g done in a just - in-time mode; 
i . e . , we teach a portion of the training and then work 
with the students as the y directly apply it to their work 
processes. We are also utilizing v i deo to tra i n our 
peo ple in the right way to do the job. (41) 

We are still examining, but just knowledge of what is 
available is a problem. Most training is seat of the 
pants and supervisor dependent oy specialty . We are 
trying to establish a clear process. Work will continue 
over the next couple of years. ( 51) 

Comments. NADEP Jax ?rovides two good ways of 

improving the effectiveness of training, follow - up surveys 

and just-in~time training. Follow-up surveys are a good way 

to improve the effectiveness of training. They not only 

test the knowledge of the individuals attending , they also 

ensure the proper material is emphasized. If an area is not 

being well taught it will become evident in the follow-up 

survey. This will allow the course to be modified as 

needed. 

By providing training on a just-in-time basis employees 

are given the necessary skills when they are needed. This 

is appropriate for people involved with a PAT or some other 

type of team . Training the PAT in SPC when they are 

collecting data allows them to immediately use their new 

knowl e dge while i t is fresh in their mind. If the class wos 

taught to the PAT members six months before fo~mation of the 
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team the informatio~ ~ay very well be forgotten. In this 

case the training would have been wasted. 

FTD identifies this area as a weakness in their 

progr am , and they are working (using PATs) to identify ways 

of improving training. 

Point 7. 

13. What are your criterion for giving feedback? 

NADEP Jax: 

We have developed and conducted training for all 
supervisors in how to give direct, specific and non­
punishing feedback to employees regarding performance. 
( 41 ) 

FTD: 

We have 5everal avenues, including an online system, 

• 

TQHNET. Each suggestion is assured of being acknowledged • 
within 2 days with a plan to either implement, study, or 
reject for cause the suggestion. The later has been 
strongly discouraged by our Commander unless a good and 
sound justification exist. (51) 

Comments. The organizations do not provide specific 

criterion for giving feedback, but they do provide insight 

into their programs . 

The response of NADEP Jax indicates they are attempting 

to transform supervisors into leaders through training. 

Showing the supervisors ryow to constructively give feedback 

is an important part of making them leader~. This is a 

process that will require time, as people do not change 

quickly. 

FTDs answer shows they place importance on providing 

sound justification for turning down suggP.dtions . This must 
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be carried through and sound justification given to an 

employee whenever negative feedback js provided. 

14. What have you done to turn your supervisors into 

leade rs ? 

NADEP Jax : 

Training, training, and more training. ( 41 ) 

We are working this. All out upper management have 
received some training. All our supervisors are receiving 
Team Building training which we have revised with an upper 
manager presenting a two hour segment on leadership. We 
Qre also developing a text for further training in this 
area . 

Comments. These responses indicate there are no easy 

techniques to transforming supervisors and managers into 

leaders . They emphasize the need for training in hoH to _ 

work with people. Only open mtnds, trsining, and time will 

change supervisors into leaders. 

These organizations should look to the employees to get 

feedback on the leadership training given to the 

supervisors. The empl,yees can be surveyed over time to 

see if their attitudes toward the supervisors change 

following the ~upervisor training. Changes in the 

supervisors for th~ better or worse will be reflected in the 

employees attitudes . The =,1rveys will also provide insight 

into the areas where super•, 1 -.sors require additional 

training. 

Point fi. 

15. What are you doing to reduc~ fear? 
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NADEP Jax: 

We have removed t ime standards from the performance 
appraisal system and from the work documents. We conduct 
an attitude survey annually of a random sample of ou r 
employees and then addr.-~:=; s these issues. Our Commanding 
Off icer brief s employees monthly on items of concern . Ou r 
Civilian Pe r sonnel Depart~ent puts out a rum0 r control 
paper to addre ~s those issues that employees identify as 
the latest rumor regard ing sec,lri ty. One of our senior 
managers conducts a "workday " once a month; i.e ., dons 
blue jeans and s~e nds a day wc rkine in various shops in 
the org~ni3ati0n. He not only gets a taste 0f the 
frustrati o ns fe l t by the artisan in trying to get the job 
done but it also provide s an opportunity for open 
communication in a non-threate ning environ~ent. (41) 

The Vice Commanders our champion on this. Wear~ becomin g 
inc r ea5ingly o pen in all matters in the hope that through 
knowledge 'fear' is reduced. The upper command has 
stressed that our people are our ~l priority. In our 
recent Defense Management Review · (DMR) cut we were able to 
use attrition and not layoffs or early dismissals to cover 
cutback' s. : 51) 

Comments. NADEP Jax is taking great s~rides in 

attempting to reduce fear. Their efforts will clearly show 

the employees that the organization is changing, and there 

is no reason to fear the supervisor or manager. Having 

senior mana 5ers spend time in the workforce, removing time 

standards from appraisals, and publishing an informative 

newsletter are good approaches to driving out fear . What 

makes their program even better is the use of surveys to 

determine the success of their efforts. The surveys will 

allow them to determine where they are succeeding and where 

more wo rk is ne~ded. 
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Using attrition to reduce the workforce shows FTD i3 

d0 i ng more than just preaching the new philosophy to their 

people . It shows they are trying to live it. 

Point 9 . 

16 . How are you break ing down barriers between 

depe,rtments? 

NADEP Jax : 

We are conducting "Ask the Supervisor " sessions with first 
and second level supervisors once a month where senior 
management asks supe-rvisors what' .s keepj_ng them and their 
employees from being able to do their jobs ' efficientl}' and 
effec+,ively. Issues brought up form the basis for proce ss 
improvement throughout the plant . we have also 
established a Process Improvement Suggestion Program 
whereby any employee can identify any process that is not 
working effectively, and management will take action t o 
i mprove the process . Many of our Process Action bTea~s are 
cross-functional, which also helps to break down 
communication barriers as teams work together to solve 
problems and improve processes. (41) 

FTD: 

Steering Committees, cross-deputate procP.55 action teams, 
and open communications are all ways of breakir.g down 
f if •?doms . ( 51 ) 

Comment~. These organizations are using cross 

departmental team~ to bring people t0:d~hEr and breakdown 

barriers. This approach is necessary to not only remove 

barriers, but to allow departments to meet their customers 

and continuously improve . It is important to know what the 

customer wants and need~. in order to improve the i:-roduct 

being provided. Team~ 0 ften bring the customer and supplier 

together and allow for the exchange of this information . · 

NADEP Jax's As k the Supervisor sessions a~e a good 

method of identifying barriers. They may want to include 
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some non-supervisory employee's in them get a better picture 

of the work force . 

Point 10. 

17. What do your people consider meaningless slogans? 

NADEP Jax : 

Anything that asks people to achieve better levels of 
performance withou..t _provLd1.ng _a means of accomplishing 
what's beiug asked of them. (41} 

Anything that places the onerous without providing a means 
for that individual to accomplish it, like: 'Security is 
Your Responsibility' has no clear guidance. Our people 
keep us honest and our TQ shop is very sensitive to it . 
( 51) 

Comments. These responses show that it is not easy to 

determine if the employees know what meaningless slogans 

are. The .responses basically provide an explanation of 

Deming's point 10. FTD does give an ·example of a typical 

"meaningless sl0gan." The slogan provided states employees 

are responsible for security, but does not provide any 

procedur~s or methods that should be followed. It simply 

tells the people what they should do, not hvw to do it. 

18. How do you know? 

NADEP Jax: 

"Meaningless slogans" is a topic coYered in our TQM 
training. If they never thought aboqt it in those terms 
before, they do after the training. (41) 

lfTD: 

Our people keep us honest and our TQ shop is very 
sensitiv~ to it. (51) 
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Comments. NADEP Jax's statement i~dicates train~ng 

must be provided to ensure people are aware of meaningless 

slogans and 8an point them out to management . To ensure 

employees actually understand what a mea~ingless slogan is a 

follow-up survey should be used. The organizations do not 

indicate that this is currently being done with their 

surveys. 

Point 11. 

19. How do you measure a full days work in 

administrative areas? 

NADEP Jax: 

We don't. ( 41) 

A lot of trust is placed on our people. We do have an 
accounting system where the individual inputs his/her own 
data. Not a perfect 5ystem, but one that we are working 
on. The better line i5 there is no 5tandard and people 
are responsible to do their job, management causes any 
problems. (51) 

Comments. These responses do not provide any 

significant insight into what is being dor.e to eliminate 

numerical quotas. NtOEP Jax states thev are not using any 

numerical quotas in administrative areas. It is not clear 

if this is a new way of doing business r : ~Jlting from the 

adoption of the Deming management method, or is business as 

usual. 

FTD is actually using a numerical system to measure a 

days output. They recognize their system is not perfect and 

is being worked on. Their re~ponse eludes to the fact that 
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there should not be any type of numerical quota system, but 

does not indicate if they p lan to do away with it . 

20 . How are you eliminating work standards ? 

NADEP Jax: 

We aren't eliminating work standards. We have removed 
time standards from performance appraisals aad from wo rk 
documents . Time standards are used only for planning and 
fin3 nci.al purposes . Employee's still have work standards 
which tell them what ' s expected of them and defines t o 
some degree the quality that i~ expected. (41) 

We really hbve none, but the merit appraisal S)~tem has 
be ~n changed once in the last year, and we are se~ki ng t o 
either further imp~ove or abolish it . 

Comments: NADEP Jax indicates work standardz are still 

used to let employees know what is expected of thP.m and t o 

some degree to define quality . This could present problems. 

Unless all of the 14 poin~s are ·truly a part of the 

organizations culture the employee may t:y to meet t~e 

stand~rd for fear of consequences. Additionally, 

superviso~s may unconaciously use the standards to rate 

employees. Ideally the employees should be properl y trained 

and skilled in their Job to allevi~te the need f0r any 

knowledge of the standard. The only function of th~ 

standard should be to develop prices when blddinI on work . 

Point 12. 

21. Have you surveyed your organization to identify 

barriers to continuous improvement? 

NADEP Jax: 

Yes. Approximately a year ago, we had an external 
o~ganization, Navy Per~onnel Research and Development 

95 



Center, conduct a TQM survey to help us identify those 
areas we are still wea k in as well as those areas in which 
we are improving. (41) 

Yes, twice in the last two years. These are areas that 
the executive stee ring committee continues to work. (51) 

Comments . These organizations are making excellent use 

0£ surveys to determine where they are strong and weak . 

Surveys must be used in an ongoing manner to track any 

changes in the organizati on over time. They will have a 

definite impact on making continuous improvement possible . 

22. How are you eliminating these barriers? 

NADEP Jax : 

Some of our senior managers are meeting wi ~n employees 
p~riodically to address their questions and concerns. We 
also have a Middl~ Management TQM Team which is analyzing 
the resu l ts of this survey and developing plans of action 
for addressing barriers. Procesi Actioc Teams are also 
working to remove barriers to coritinuous improvement. 
(41) 

FTD: 

A variety of ways, see 16 above . -- same applies. Also, 
increased emphasis on quality training and training in 
qu~lity techniques (SPC, etc). (51) 

Comments. The respor.ses do :iot provide actions or 

plans being used to overcome any specific barriers, but they 

do provide good insight into what steps need to be followed. 

Chartering a PAT responsible with analyzing survey 

results and developing plans of action ensures the results 

are reviewed and understood. It is important that the PAT 

have represeniatives from as many departments as possible to 

ensurt' all areas covered by the survey are understood. PATs 
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must then be chartered as needed to attack and overcome the 

barriers identified. 

FTDs emphasis on training is geared towards continuous 

improvement o f the process . Their answer implies thet lack 

of training in continuous improvement methods is a major 

obstacle to achieving continuous improvement. Providing 

employees the tools needed and allowing them the opportunity 

to u s e these tools will allow them to overcome the barriers. 

Point !3. 

23 . What training are you providing to your employees 

to prepare them for the future? 

NADEP Jax: 

I 
I 
I 

• 

The NADEP interprets the Federal Personnel Manual 410 as 
saying that all training given to employees must be 
directly job related . . Therefore, the only "futuristic " • 
training we provide f or employees is for new workload we 
will be assuming. (41) 

FTD: 

Awareness and team building are the current focus. FTD 
also has one of the best education/training programs I 
have seen, including an in-house Masters Degree program 
through the Defenses Intelligence College. (51) 

Comments. NADEP Jax is taking a conservative approach 

to training for the future. They should make courses 

available to the workforce to obtain new skills. If they 

cannot provide anything on base, t~ey should help identify 

training off base that employees can seek. 

FTD recognizes that any TQM related courses will 

benefit the employees and help them in any future jobs . The 

in-house Masters Degree program is unique and innovative. 
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Allowing employees to further their education in- house 

benefits both the person and the organization. The_ 

additional education will provide them new perspectives for 

looking at their work . It will also provide new skills that 

will make them more adaptable to future change. 

24. How do you measure the success of your training? 

NADEP Jax: 

Post training surveys and by the empluyees ' ability to 
apply the training. In one particular case, we 
assimilated data regarding number~ of back injuries on the 
job, conducted training, then comp~red the before and 
after incident rates. This gives a gage of how effective 
our ergonomics training has been . (41) 

FTD: 

Feedback surveys and student recommendations. (51) 

Comments. These organizations w;ll ber.efit greatly 

' from th~ir use of follow-up surveys to measure the 

effectiveness of training . The surveys will tell how well 

the training was understood and provide insight into areas 

requiring improvement. 

NADEP Jax used a sound approach to measuring the 

effectiveness of their ergonomics training . By comparing 

incident rates they will be able to determine if the 

employees truly learned the new methods or i f additional 

training is necessary, 

FTD should try to develop performance measures to 

evaluate their training as NADEP Jax has done with their 

ergonomics training. Perfori,,ance measures serve as an 

excellent indicator of the effectiven~ss of training. 
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Developing a baseline may be difficult in many areas of 

their work, but should be used when possible. 

Po int 14 . 

25 . What has been done to signify it is no longer 

b usines s as usual? 

NADEP Jax: 

We have established a TQM structure which overlays our 
existing organizational structure. Our executive board is 
also our TQM Executive Steering Committee . We have 
Department, Division, and Branch Quality Management 
Boards. We have included a performance element in all 
supervisory appraisals indicating what is ex?ected in 
regards to impleme nting TQM. Active participation in 
implementing TQM is also a factor in supervisory 
promotions. TQH is always a topic of discussion when our 
Comma nding Officer briefs our employees. (41) 

FTD: 

• 

A member from the Executive Steering Committee kicks off • 
each Awareness course and returns for questions at the 
end. Each. team building course is kicked vff by a Command 
level individua1 (i.e., Commander, Vice-Commander, Chief 
of Staff, Chief Scientist: or at least some one in SES 
grade). A senior manager (0-6, SES) also teaches a two 
hour block. Our executive TQH steering committee meets 
for 90 minutes each week. These are open meetings, and 
involve the dedicated time of four 0-6s, three SESs, one 
CMSgt, and a GS-15. Each two letter organization has 
their own TQH steering committee meeting weekly to handle 
items from the workforce. The Commander publishes regular 
letters. TQM process improvements a·re a topic at each 
Commanders' Staff meeting. And on and on. Every one 
knows that changes are afoot! (51) 

Comments . These organizations both indicate the 

Commander is actively involved in TQH, and discusses it 

oftl'.ln. This is an excellent way to indicate to the 

employees that it is not business as usual. Having the 

Commander dedicate time to changing things shows commitment. 

It is important that all levels of management focus 
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attention on change and show their commitment . FTD 

ifidicates there are weekly meetings held to openly discuss 

the change s taking place and changes that need to take 

plac e . It is imFortant that the ideas and changes discussed 

in t hese meetings be put into action. If no~, the workforce 

will quickly see that the desire to change is not sincere. 

Developing a TQM structure will signify things are 

changing only if it results in actual change. It is 

important that the new structure provide a way to inprove 

the organization. It must not be a papar tiger that only 

c omplicates the process. 

To determine if the new structure is providing a change 

for tha better employee surveys can be used. They would 

evaluate behavioral changes in the organization. The survey 

would provide a baseline to determine how the employees have 

changed overtime as a re5ult of the TQM program. 

Additionally, the survey could provide insight into the 

employee's perception of management and changes in 

management over time . It will show if management is truly 

walking-the - talk or merely feeding the paper tiger. 

26. To whom do you go for statistical advice? 

NADEP Jax: 

We have a statistician and a statistical assistant on the 
TQM staff to provide statistical adv-:.ce. ( 41) 

F'i'D: 

The contractor QUALPRO. Plus, we have a Statistical 
Support Group led by a PhD. (51) 
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Comments . The s e organizatio ns are showing their 

commitment t o the Deming mana ge ment method by developing an 

in-house statistics capability . Havi ng an in-house 

capabi l ity will allow qui c ker r eso l ut i on of p roblems and 

provide t r aini ng i n b a si c techn i q ue s . It is impo r tant t h a t 

t he s tatist icians be availdbl e ~o support the wo rkf o rce . 

27. What steps have y ou taken to transf 0 rm yo ur 

o rga :1ization ? 

NADEP Jax: 

See an s we rs to questions 1-26 above. ( 41) 

A l o t o f this is listed in the questi ons above . The data 
fills a b oo k case. It ' s happening, but as with any 
cultural change lt is still infantile. (51) 

General Ob se rvation s 

NADEP Ja~. NADEP Jax has developed a good program 

and approach to i mpl~menting the Deming management method . 

They have top leve l commitment that has remained strong 

through three changes of commancl. This indicates t. hat a 

cultural ch,'lnge is taking place and they are wel.L or . the ir 

way to world class quality. 

NADEP Jax should not acce~t all the DOD ~ules as final. 

The y indicated they can not go to sole s c ~rc e suppliers and 

can not provide additional training do to laws and 

regulationB. They should look for more creative solutions 

of working within the laws as FTD has done. 

NADEP Jac ks should be commended for its fine efforts 

towards cultural change and continuous improvement. Their 
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survey responses indicate they are sinc~re about 

transforming their ~rganization. 

FTD. FTD is still in its infancy in their quest 

for TQM. The y are fortunate to have a sincere commitment 

fr om top management that should allow th~m to succeed . FTD 

has shown ingenuity and creativeness in developing their 

program and spreading the word to the employees. The size 

of FTD works to their benefit. They have approximately 17 00 

people in one location. This allows for greater visibility 

of the Command~r and oi the efforts by work force. 

FTD must not allow the early momentum they have created 

to stop. They must continue to provide training and 

maintain their commitment to ensure a cultural change 

occurs. Their efforts can seLve as an example for 

organizations se€king to change. 
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y_. _Conclusion and Recommendations 

Conclusion 

Research objectives. This study has successfully 

achi e ved its objective to answer the ~wo research questions: 

Is tnere evidence that the Deming management methv~ is 

being used t o achieve TQM in DOD logistic organization.3? 

and, 

If there is evidence that the Deming management method 
, 

is being used, what techniques are used to implement each of 

the 14 points? 

After holding extensive phone interviews with DOD 

logis tic s organizations, it was determined t~e Deming 

management i~ indeed being used to achieve TQM. Twenty -one 

of the organizations contacted claim to be using the Deming 

management method (a short list is i~cluded in Appendix C.) 

The techniques used to implement each of the 14 points 

have be~n documented. They appear throughout the 

descriptions of each program presented in Chapter 4 of this 

document. Additionally, in an effort to better understand 

h ow to implement the 14 points, each point is listed in the 

Recommendations section of this do.cument with the clpplicable 

tech~iques explained. 

Keys to succes5. Two key points to achieve success 

with the Deming management method, or any program used to 

implement TQH, have become apparent durinp, this study . 

These key ingre1ients are commitment and training. 
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Commitment. All members of the organization must 

be committed to quality, the customer, and continuous 

improvement . Commitment Erom the upper management of the 

organization must come in the form of time and money. 

The commander of an organization and all senior leaders 

must be wil ling to devote their time to making the pr0gram 

work. The y must be available to listen to the workers and 

provide guid~nce. They must attend training to learn about 

the new philosophy ~nd what they can do to make it a 

reality . They must be willing to challenge and change tht 

" normal " daily Fractices of the organizations . Finally, 

they must allow the change to occur. 

Money must be devote0 to the program. In order to be 

successful tr,ining is required. Training takes money _for 

materials and instructors as well as the· cost incurred for 

the employee to be away from t~e job. In the cas~ of TQM 

~oney must be spent before money can be made. Personnel 

mus~ be trained and instructed in the methods of continuous 

improvement before changes occur that result in a better, 

more prof i tab,le system. 

Money is also needed for process improvements . 

Equipment will mos~ likely ne~d upgraded, moved , and/or 

maintained as part of the improvement process. The 

necessary funds must be allocated for the required changes. 

All the efforts of a team will be w~sted if their 

recommendations for improvement go unfunded . 

104 



Commitment must also come from every employee in the 

organization. Each employee must be dedicated to quality 

and improvement. T~ey must take the time to ide ntify their 

customers and find out what the customer wants and needs. 

They must then wcrk to meet these needs . 

Training. Training is a key ingredient to 

improvement. People must be provided with the knowledge 

necessary to complete their job, work together, an&lyz ~ 

problems, a1"1d develop and choose soi1l'tions. This knowledge 

comes from training . 

All members of the organization must receive awareness 

training. This should include, as a minimum, the mission of 

the organization, what TQM is and what it will do for the 

organization, and how TQM is being used in the organization. 

Additional training should be provided in group 

dynamics, how to be a leader and a follower, use of the PDCA 

cycle, and statistical process control. Employees must 

receive this training to allow them to work towards 

continuous improvement. 

Observations. Additional observations have been made 

dealing with the general approach to and genreal state of 

TQM 1.n the DOD. These observations deal with the need for 

the sharing of information between organizations, the n~ed 

to develop some type of DOD organization to ~ct as a focyl 

point and bring people together, and a question of how many 

organizations are truly committed to TQM and how many are 

simply going through the motions. 
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Sharing of information between organizations. 

There i~ a"definite need for a greater sharing of 

inforMati o n between organizations . There is very little 

exchange of inf o rmation and ideas between organizati ons in 

the same anu different services . The result is the 

repeating of mistake~ that ~ould be prevented . Le5sons 

learned in TQH must be documented and shared so mistakes can 

be avoi ded ~ot repeat~d. The best source of lessons learned 

found during this research is Mary Walton ; s book, a non DOD 

publication, that identified lessons learned by NADEP Cherry 

Point. There should be a better forum available for the 

sharing of information other than an outside publication. 

It also became apparent that there is a need to work 

together to sh~re training. Training courses such as SPC 

include the same material and the same concepts regardless 

of the organization conducting the training. However, each 

organization is developing its own classes without checking 

with other organizations to see if the class has already 

been developed . An extremely absurd case of this w~s found 

when one organization identified two separate departments 

located on the same base ~ -!veloping the same training 

classes for the separate departments. This results in a 

massive waste of time and money. Departments and 

organizations must work together to make ~hings as simple as 

possible . 

DOD TQM focal point. There is a need for an 

organization to work as a. focal point in dealing with the 
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information and training issues just described. The 

c r e ati o n of suc h an organi zatio n would provide a pl ace to 

loo k f o r info rma tio n o n othe r TQM programs , points of 

contacts f or the various organ i zations, and would a c t as a 

ce n t r alized tra ining group . 

This organizatior. could conduct "train-the-trainer " 

classes and be responsible for developing and ·updating t he 

training material to be used. This would reduce the number 

of places now working on developing classes. 

The DOD TQM focal point could be either an existing o r 

new organizatio n . One existing organization that would be a 

possible candidate for such a role is the Navy Personn~l 

Research and Develo pment Center (NPRDC). They have been 

involved in TQM since the mid 1980s and have done 

considerable research and publishing in the area . 

Additionally, they ha~e worked with not only the Navy but 

also the Army and Air Force . 

Another potential candidate would bP. t~ie Air florce 

Institute of Technology (AFIT) School of Systems and 

Logistics. They have a staff experienced in TQH- that 

currently work as consultants to the Air Force and Defense 

Logi3t acs Agency. 

Total commi tmeQ1? Throughout +.he course of this 

study a wide range of commitment to TQM was observed. Many 

organizations were very eager to discuss all aspects of 

their program and provide any information they had 

available. However, many organizations were very reluctant 
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to discuss the details of their program, and were ~ot 

willing to send out any documentation. 

The lack of willingness to participate forces one to 

que s t i on the sincerity o~ an organizations commitment. The 

under lying philosophy of TQH calls for. continuous 

improvement. Participation in a study of this kind provide5 

a f o rum f o r self evaluation, whic h will hel p on the r oad to 

continuous improvement. 

One encounter that occurred during this research showed 

the lack of knowledge about TQH found ln one particular 

organization. The person who answered the phone stated the 

person the call was intended for, the TQH focal point for 

the organization, was not in. When the person who answered 

the phone was asked if ttey could a~swer some basic 

questions on their TQM program they indicated they did not 

know what TQM was or if they had a program. A returr. call 

was made to the TQM focal point. This person indicated they 

did have a program, but had n0 apparent knowledge about what 

it .entailed. This definitely indicates that there " program " 

is simply there to say they have one, not to change the 

organization. 

Some organizations contacted indic.ated that they have 

TQM programs only because t~ey have to. They stated the 

commander does not believe in TQM, but must show support to 

preserve promotion opportunities 

The59 experiences underscore the need for commitment to 

TQM from the highest levels of the DOD . This commitment 
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mu s t be of the type explained in this study, that is, time 

and money. The re is a great deal of education still needed 

f o r peo ple to unders t a nd tha t TQH is not jus t a program, but 

a n e w wa y of business. Bef o re TQM can become a way of life 

in the D0D attitude s of this type must change . 

This is not to say there are no successful TQH programs 

unde rway . Many o rganizations are truly committed to TQM and 

to continuous improvement. These organizations have sincere 

top level commitment . They are training their people and 

providi ng them with the tools necessary to change ; 

It will take time for an entity as large as the DOD 

composed of so many unique and diverse people to completely 

change. Along with time is the need for training to open 

the eyes of the people who believe it is just another 

program. Although it is a large task, it is one that must 

be accomplished to e~sure the DOD can survive the difficult 

times ahead . The recommendations provided in this study 

will provide a means for an organization to move towar1s 

continuous impr ov~ment. 

Recommendations for the 14 points 

During the course of discussion with so many 

organizations committed to both TQH and the Deming 

management method, and after the review of extensive 

literature on the subject, insight into the 14 points and 

how they can be lived in the DOD has been obtained. This 

information has been pulled together and is presented below 
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under the heading of each of the 14 points . The purpose of 

this information is to assit;t managers com..rnitted to TQM to 

obtain ideas and concepts for their organization. It should 

be noted that ma ny ideas and techniques flow over between 

po in ts, and a re presented in more than one place . 

. flnother key point to remember is that there is no 

cookbook approach to TQM . Eacri organization must analyze 

itself and determine what will and will not work in their 

environment . The techniques below are merely that, 

techniques. They may not all fit iuto any given 

organization. They are presented as concepts to aid on the 

road to continuous improvement and world class quality . 

~inally, these techniques are only briefly presented 

below. Many of the topics, such as statistical process 

control and customer surveys, fill entire textbooks and have 

courses dedicated to them. Managers must seek out experts 

in the areas they believe are applicable to their 

organization to obtain advice and training. 

Point One: Create constancy of purpose for the 

improvement of product and service (54 : 55) . 

Qeming Seminar. The first ste? to creating a 

constancy of purpose is the training of ~op management in 

the Deming philosophy. Top management mu~t understand, be 

fully committed to, and willing ~o go the distance to make 

quality and the Deming management meth~d successful. The 

Deming Seminar will provide in-depth training and knowledge 
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of what the Demir.g management method is and what the 

resp•)nsibi li ties of management and employees are. 

/ 

Additiona l l y, a "c ritical mass " of managers and 

supervisors should attend the Deming Seminar. These people 

must represent all l eve ls of the organization to ensure 

there is an understandirig of the new philosophy throughout, 

not just at the top. They will be able to help spread the 

word and answer questions. 

The Deming seminar is regularly attended by DOD 

personnel . The .Foreigp Technology Division (FTD) of the Air 

For8 e Systems Command has sent all members of its Executive 

S~.eering Committee (ESC) to the seminar . If a perso~ should 

leave the ESC then the replacement is sent to the seminar 

(50). Naval Aviation Depot (NADEP) Jacksonville is another 

organization sending their senior management to the Deming 

seminar (42). NADEP Cherry Point has done the most towards 

creating a "critical mass" of lflanagers and supervisors. 

They have sent over 200 people to the Deming seminar (4). 

Mission statement. After management has had time 

to absorb the information obtained in the Deming Seminar, 

they shoule develop a mission statement. The mission 

statement should address the following issues : 

What is our aim'? 
Who are our customers? 
What do we want to become? 
How are we going to get there? 
What are the barriers? 
How will we know we are making progress? 
What are our principle processes? 
Which are most in need of improvement? (53:235-236) 
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The mission statement must emphasize your long term goals to 

provide the best product and contir.uously improve. All 

members of the organizati o n must be brief~d on the mission 

and its importance to the organization. Having the 

c omma nder brief and explain the new mission stateme nt is a 

good way to begin showing top level commitment . 

Well thought-out and well written mission state ments 

are found in the DOD . The mission statements of NADEP 

Jac ksonville and FTD state the goals of the organizations 

and acknowledge their emphasis on TQti. They identify their 

c omr.litment to providing quality products and services, 

treating their people with respect, focusing on the wants 

and needs uf the customer, and cont i nuous~y improving (the 

mission sta~ements are presented in their entirety in 

Chapter 4). 

Customer surveys. The organization must identify 

who its customers are and what the customers expect, both 

internally and externally. This can be done through 

customer surveys. The survey should identify what the 

customer perceives to be important and determine how the 

organization is satisfying these expectations . 

SH-ALC/TID is making extensive use of ~ustome r surveys 

to identify the wants and needs of both internal and 

external customers, and to see how they are meeting those 

needs. The surveys are being prepared and the results 

analyzed as part of a training class for supervisors . This 

ensures all departments are using surveys. Additionally, it 
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provides knowledgeable personnel to aid i11 su rvey 

preparation and interpretation (28). 

FTD is using customer surveys to ensure they know ~ 1 ~ ­

the customer wants. They also follow-up surveys with a 

visit to the customer's facility as needed (50). 

Part of the culture . The new philosophy must 

become part of the culture of the organization. It must 

ber 0ne a part of all aspects of every day business to ensure 

t 1 ~ ~hange is permanent. The ongoing use 9f process action 

t ·i .r 3, quality management boards, and the like are necesaary 

t,: remain focused on the need to improve. The organization 

rr t ; t constantly evalu2.te processes and the way business is 

CJJ ducted to ensure there is continuous improvement. 

C .! tomer surveys and employee surveys must be regularly 

cc 1ucted to identify whers the strengths and weaknesses of 

the organization lie, and where they need to improve . 

Making the new philosophy part of the culture is a 

combination of many things, including training and 

commitment. FTD has received commitment from their senior 

leaders, and training is now being developed (50). They are 

on their way to making TQM a part of the culture. 

Employee surveys. Employee surveys should be 

conducted to determine how they view their job, the 

organization, and the way they are treated. This will 

identify the needs of the employees that must be addressed. 

The organization must strive to piovide an excellent work 

environment for the people. Employee surveys should be 
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~o nducted on a regular basis to determine if the 

o r ganizati on is improving , and if any new problem areas 

develo p . 

SM-ALC/TID is having e mployee surveys conducted 

a n nua l : y be the Ra nd Co rpo r a tion as part of Pacer Share . 

The su rve y ta~es an in-depth look at the attjtudes and 

tho ughts of the personnel . 

plan future actions (28). 

These results can be used t o 

FTD is another organization making excellent use of 

employee surveys . They have analy~ed survey results and are 

taking actions to change the things that were identified as 

proble ms ( 51) . 

Attrition . Another way of demonstrating conitancy 

of purpose is using attriti on to deal with the need t o 

downsize th~ organization, instead of layoffs. This 

demonstrates to employees a commitment to them and their 

well being. It shows the organization believes in its 

people and will stand behind them. This creates an 

environment of trust and builds moral . 

FTD used attrition to achieve the necessary force 

reductions mandated by the Defense Management Review Board . 

There was no need to resort to layoffs to comply with new 

personne l requirements (51) . 

Point Two: Adopt the new philo5oFhY C54 : 5~} . 

Deming Se mi r@J:. Sending top executives and a 

critical mass of managers and supervis0rs to the Deming 

Seminar is a step in adopt i ng the new philosophy. Training 
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these people in the Deming management method to ensure they 

know what is required of them is critical. These people 

must understand and believe in quality for the effort to 

succeed. 

The Deming seminar is regularly attended by DOD 

personnel. FTD has sent all members of its Executive 

Steeting Committee (ESC) t6 the seminar. If a person should 

leave the ESC then the replacement is sent to the seminar 

(50). NADEP Jacksonvil~e is another organization sending 

their senior management to the Deming seminar (42) . NADEP 

Cherry Point has done the most towards creating a "critical 

mass·· of managers and supervisors. They have sent over 200 

people to the Deming seminar (4). 

CustomPt surveys . The customer must become the 

focus of the organization. It is critical that the needs 

and expectations of the customer be identified with customer 

surveys. The information obtained must be transmitted to 

all employees. Everyone must know and understand the 

customer in order to provide a satisfactory, quality 

product . 

SM-ALC/TID is making extensive use of customer surveys 

to identify the wants and needs of both internal and 

external customers, and to see how they are meeting those 

needs . The surveys are being prepared and the results 

analyzed as part of a training class for supervisors. This 

ensures all departments are using surveys. Additionally, it 

115 

• 

• 

• 



provides knowledgeable personnel to aid in survey 

preparat ion and interpretati on (28). 

FTD is using c ustome r surveys to ensure they know what 

t he customer wants. They al~o f o llow-up surveys with a 

vi sit to the custome rs f ac ility as ~eeded (51) . 

Cus t 0me r visits. Visits must be made t o the 

customer s facilities, and the customers must visit the 

organ i zation. This will provide additional insight into the 

needs of the ~ustomers while showing a commitment to satisfy 

the customer. Having the customer visit the organization 

provides them an appreciation of the work and effort that 

goes into developing a product . This will help improve the 

working relationship, allowing the ~ustomer t0 freely 

discuss 'the process that produces the pro~uct they buy. 

FTD now visits customers to discuss the product being 

provided and the expectations of the customer. 

Additionally, they are sponsoring seminars where the 

customer visits FTD to discuss needs and requirements (50). 

Incorporate the Deming philosophy into training. 

The Deming ma nagement method must become c1 part of training 

at all levels . The need to constantly improve and provide a 

quality prodµct must be a fundamental part of all training, 

be it new employee orientation, statistical process control, 

or a course dealing with a specific job in~ process. 

NADEP Jacksonville has developed a co~r5e in the Deming 

philoscphy t hat all employees attend. Additionally, all 
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employees receive training in statistical process control 

(42). 

Walk-the-talk. Top leaders, managers, 

supervisors, and employees must walk-the-talk. They m~st 

make quality a part of their daily work. This should be 

seen at all levels. Senior leaders must show the i r 

commitment in the work they do. They should communicate 

with employees, be sensitive to their needs, and provide 

them the opportunity to ~xcel. The new philosophy must 

become a way of life, not just another program that will 

soon fade away. 

This can b,e seen at NAVSUP Pearl Harbor. The Commander 

there is personally interviewing all supervisors in t~e 

organization. He i5 taking this time to learn more about 

~hat is happening in the ~rg~nization, what they are doing 

in TQM, and to find out where help is needed. Allotting so 

much time to these interviews shows his commitment to 

improving. Additionally, they have a qualiti hour one day 

each week. This hour is dedicated to TQM training, group 

discussions, or visiting internal customers. This is done 

to ensure all employees focus on quality (46). 

Point Three: Cease dependence on mas~ in5pecti..Qn 

(54:6JJ.. 

Statistical proce5~ control CSPC). Quality must 

no longer be inspected into a product, it must be built into 

the product . To do this, the proce~s that generates the 

product must be in statistical control. SPC must be used to 
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monitor the proce s s and detect any changes that may hinder 

quali ty. Va riations in the process can be quickly corrected 

and proolems avo ided. 

To make SPC possible t he re must be training of 

empl oyees at all levels. Everyone throughout the 

o rganizati on mus t understand Hhat information is being 

obta ined and ho w it is b e ing used. SPC should not threa ten 

anybody in the organizati on. 

nncl"?.rstood and acc epted. 

Its benefits must be 

NADEP Alamdeda places heavy emphasis on SPC. They are 

currently usi r.g SPC, particularly contro: charts, to monitor 

as many processes as they can. They use control charts in 

manufactur i ng areas as well as on cost of work performed 2nd 

cycle time. They use the contrcl charts to dete rmine when 

there is a change in the process that requires management 

attention ( 17). 

Artisan certification. Artisan certification is 

another method that can be used to reduce dependence on mass 

inspection and build quality in. Artisan certification 

requires ensuring the artisans have the proper training and 

necessary skills to correctly do their job. They must then 

be allowed to perform with periodic review of their work by 

their fellow cr~ftsmen, not by a separate quality control 

function . 

Artisaus must be given ongoing training to ~nsure they 

are capable of dealing with any changes in technology or the 

process. Additionally, the artisans should be trained in SPC 

118 



to all0w t hem to monitor the process they are responsible 

f o r . 

At NADEP Jack3onvi lle certif ied artisans are 

respo n s ible f o r pe ri odic chec ks of the work of fe llo1-1 

em}' l oyees. The shop producin5 the product is now 

r esponsible for quality . The quality assurance func tion has 

been removed from -a--tl proces3es except those for flight 

critical items ( 41) . 

Work with suppliers. Working with suppliers is 

necessary to ensure the raw material or subcomponents coming 

in the door are of acceptable, consistent quality . If the 

components going into an assembly are not of high quality 

and r eliab le the end product will be not be high quality, 

and it too wi 11 be unreliable . A whole .is only as gc,oc: as 

its parts. 

Suppliers must be en~ouraged to adopt the new 

philosophy and strive for high quality and continuoue 

improvement. Long term relationships should be entered into 

with reliable suppliers. This will benefit both parties. 

The supplier will have the secur'ity to invest in their 

product knowing there is an ongoing market for it . The 

organization will benefit knowing it has a l 'esponsib J. e, 

quality supplier it can count on. 

NADEP Cherry Point is currently working with thHir 

suppliers . They have developed a briefing on their "i:QH 

program and goals that they present to their suppl ie i~~. 

Part of their presentation includes a plan to work together 
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to assure quali ty. They have met with McDonnell Douglas, 

Corp. , one of their primary suppliers, to develop a long 

term program to c reate an atmosphere o ! mu tual trust and 

respect (4). 

Po int Fou r : End the practice of awarding bu~iness on 

pr ice tag alone (54:62). 

Source s election. Source selection is a method of 

a warding a c ontract on a basis that includes not only cost 

but other factors as well. The contract is awarded based on 

the demonstrated ability of the contractor to provide a 

quality product as well as low price. This is done by 

developing a point system for contract evaluation that 

weighs cost as well as quality . Potential contractors are 

required to present their quality program and track record, 

their cost, and any other information deemed relevant by the 

government. An evaluator then assigns points to each item. 

The contract is awarded to the contractor with the highest 

score. Source selection is currently used by the mechanized 

materials handling division of the Air Force Logistics 

Command (AFLC/LGSH) for selected projects. 

Blue ribbon contracting . Blue ribbon contracting 

is another method used by AFLC/LGSH . In blue ribbon 

contracting engineers evaluate the work of contractors on a 

varie t y of criterion that include quality and timeliness in 

performing a contract . Points are awarded for each of the 

criterion . At the conclusion of each contract the total 

points are tallied . Any contractor that receives a score of 
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75 percent or better for two consecutive contracts is then 

e ligible f o e a blue ribbon . 

A b lue ribbon entitles t h e c ontractor to spec i 3l 

c o nsiderat ion i n future cont rac t compe titions. They a.r e 

allowed a 10 percent allowance over the price of thA l ow 

bidder . . This means that, at the governments discret i c,n , a 

contract can be awarded to a blue ribbon contractor ~bo is 

not the low bidder, but is within 10 percent of the lc,w 

bidder. This provides an incentive for the contractoz· to 

perform at acceptable levels to achieve blue ribbon st.atus . 

It also allows the government to award a contract to cl 

c0ntractor that has a history of high quality service (18) . 

Extended service agreements. Awarding serv j.ce 

contracts for five years, as now being done by FTD, stLows a 

commitment to a contractor. By allowing them to know their 

job is not short term they know that investments in the 

process can pay off. It also provides the contractor ample 

time to learn what the organization needs, so the contractor 

has an opportunity to provide a quality product . The long 

term agreement help~ to build confidence and trust between 

the two parties . 

Point Five: Improve constantly and forever the ;1Ystem 

9f production and 5ervice (54:66). 

Customer surveys . Customer surveys must be used 

on an ongoing basis to identify changes in organizatic>nal 

strengths and weakne sses over time. Changes in proce!ises 

should be reflected in the survey results . The surve3•s will 
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identify changes in customer attitudes and needs that the 

organization must adopt to. Additionally, they will 

indicate where the strengths of an organization lie . 

SM-ALC/TID is making extensive use of customer surveys 

t o identify the wants and needs of both internal and 

external customers, and to see how they are meeting those 

needs . The surveys are being prepared and the results 

analyzed as part of a training class for ~upervisors. This 

ensures all depa~tments are using surveys . Additionally , it 

provides knowledgeable personnel to aid in survey 

pr~paration and interpretation (28). 

FTD is using customer surveys to ensure they know what 

the customer wants. They also follow-up surveys with a 

visit to the customers facility as needed (50). 

PDCA cycle. The key to continuous improvement is 

the ongoing us~ of the Plan-Do-Check-Act (PDCA) Cycle. This 

cycle must be used to analyze processes and determine where 

and how improvements can be made. The PDCA cycle is an 

ongoing process, it is not followed one time then forgotten. 

It must be continuously followed. 

This cycle consist of 4 steps that will lead to 

continuous improvement. 

Step 1: The first step is to study a process, to 
decide what change might improve it. Organize the 
appropriate. team. Perhaps people from purchasing, or 
the supplier, or the product engineer . What data are 
necessary? Does the data already exist, or is it 
necessary to carry out a change and observe it? Are 
tests necessary? Do not proceed without a plan. 
(54 : 86) 
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Step 2 : Carry out the tests , or make a change, 
p r efe r a bly o n a s mall sc a l e . (54:86) 

Step 3 : Ob se r ve the effec t s . (54 : 87) 

Step 4 : What did we l ea r n? Re peat the test i f 
r:eces~ar y, p e rhaps in a d i f f e rent er.virc nment . Look 
f o r side ef f e c ts. (54 : 87 ) 

The u se o f t hi s c y cl e "will lead to continual improvement o f 

me thods and procedures ( 54 : 88) ." It c a ·n be applied to ,rny 

process . 

The PDCA cycle makes use of many of the statistical 

proces~ , ·0ntrol tools. Included in these are pareto charts, 

hi sto grams , scatte r diagrams, run charts, and control 

chart s . 

The PDCA cycle i s being used extensively in the DOD. 

FTD teaches it to every new employee as. part of awarene .ss 

tr-c1ining. Process action teams at FTD and NADEP Jax us ,e the 

PDCA cycle to investigate and improve processes (50) (42) . 

Point Six : Inst i tut e training and retraining. 

Training plans . Every job in an organization mugt 

have a tho roughly researched training plan. The training 

plan must include all courses necessary to provide an 

empl oyee with the skills needed to accomplish the task they 

are r espon~ible for. The training must emphasize quality . 

Upon completion of training the employee should not only 

know how to complete a job, but should also know how to tell 

if i ~ was done ri ght . Acceptable and unacceptable 

performance must be c l ea rly defined and shown to all 
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e mpl oyees. There should be no doubt in an employee's mind 

as to what their job is and how it should be done. 

FTD has commis s ioned a PAT ~o determine the training 

needs of the aJmini3trative career field. The PAT is tasked 

with reviewing what skills are needed to perform the job, 

and w~at training is required to provide those skills. A 

training plan will then be developed. FTD plans to continue 

this process for all career fields they employ (50). 

Refresher training. Employees should attend 

r .efresher courses on a periodic basis to reenforce their 

previous ~raining. The refresher course should review 

critical performance areas and provid~ a forum for 

discussion of potential improvement5. NADEP Jax has 

developed and now conducts refresher training for each of 

their skilled positions (41). 

Certification. Employees must be certified in 

their skills. Upon completion of all training the employee 

must demonstrate their ability to correctly complete the 

task to bot~ ~he course ins~ructor and the supervisor. When 

the employee can proficiently perform the task then the 

employee, _the trainer, and the supervisor must sign the 

training fvrm indicating the person does indeed poses the 

skill. 

NADEP Jax is cur=ently employing an artisan 

certi.ficaticn progra~. Once an artisan is certified they 

are responsibl~ for their own work. An occasional 

inspection . is done by another certified artisan (41). 
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SM-ALC/TID is c urrently using job proficiency guides 

( JPGs) to document .,the · skills of employees. Upon ,::ompletion 
I 

of training the trainer, employee, and employee ' s :,mpervisor 

must sign the JPG verifying that the employee has Lndeed 

learned the task being taught (28). 

Follow-up surveys. Follow-up surveys sh,Juld be 

conducted t o determine the effectiveness of trainin g. By 

testing employees 1 tc 3 months after completion o :E training 

it is poss i ble to determine how well they actually 

understood the material taught. This will help to gauge the 

knowledge :J f the workforce, determine the effectiv,,mess of 

the training, and identify areas where the training is 

lacking. 

NADEP Jax u ses post training surveys as a tool to test 

for retention and u.sefulness. Changes are then made to the 

courses based on survey results (41) . 

Expert systems. Expert systems can be u:se<'I. to 

serve both as a training aid and as a reference polnt. An 

expert system can be built to incl~de all require~~nts of a 

job. Putting this information in an easily accessible, user 

friendly, system will ensure the employee can find the 

answers the)' need when they need them. The same s :,stem can 

be used as a training instrument to provide soluti,ms to 

tough questions that are not frequently encountered. 

now uses an expert system to aid employees in problem 

FTD 

solving. If the system can not help it recommends ,mother 

FTD employee that may be able to (50). 
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Point Seven : Institute leadership (54:70). 

Instituting leadership is not an ~dsy tafk. There are no 

sim~l~ answers to transforming supervisors/managers into 

leaders. How~ver, there are things that can aid in this 

proce ss . 

Training. Manage~s and supervisors must receive 

training in what it means to be a leader, their obligations 

as a leader, and methods for leading. Leaders must kno~ 

what the people that work for them must do to perform the 

job. The leadec must understand the process and be able to 

assist employees when a problems arises. The leader must 

learn to act as a coach and teacher, not simply somebody 

counting units produced (31:4-6). 

For these changes to occur the supervisors and ~anagers 

must be trained in teambuilding and employee relations . 

They must also be trained in the process to ensure they 

understand it fully, allowing them to provide the leadership 

employees need (31:4-6). 

NADEP Jax is an organization that is providing 

extensive training to managers and supervisors to help them 

be leaders. The training includes methods of giving direct, 

specific, and non-punishing feedback to employees about 

their work (41). 

Selection. Selection of the proper personnel to 

be managers and supervisors is an important part of 

instituting leadership. The person selected must understand 

the process . They must also understand their role as a 
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leader . The proper selection of leaders by manageme:nt is 

critical in ensuring the long term success cf the 

organization (31:4-6). 

Sto p ma naging by numbers . Supervisors ancl 

managers must be trained to evaluate personnel on c1:iteria 

other t han ouiput. The number of units produced mu!;t not be 

the sole indicator of a persons success or failure c1t a 

task. Managers and supervisors must base feedback on the 

quality of w0rk p~rformed as well as an employees efforts to 

be a team player working to improve the process. 

In an effort to stop managing by numbers NADEP Jax has 

removed time standards from the employee appraisal :>ystem 

(41). The time standards are now used for price and 

schedule estimates only {41). 

Point Eight: Drive out fear (54:72). Driving out fear 

is not easily done. It is something that requires ,:hange in 

the organization . Employees must feel they are abl,~ to 

speak openly and freely without fear of reprisal. 

Training . Training is one step in driving out 

fear. Supervisors must become leaders. The employ,~e must 

believe they can approach their supe,visor and freely 

discuss problems_ without negative results. The sup~rvisor 

must be able to openly communicate with the employe,~s and 

work together. 

All employees should be trained in communicati ,~n and 

team work. This will help them to be able to better 

communicate and feel more confident in themselves. Being 
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traine d in team concepts allows them to see the benefits of 

working together, and realize that they must bring up their 

ideas to improve the process for all. 

Train i ng a s a method of driving out fear is being used 

by many DOD orga nizations . As mentioned above, NADEP Jax i~ 

prov i ding training to supervisors and managers to help them 

become better leaders (41). NAOEP Cherry Point is providing 

group dynamics training to help groups work together and be 

able to ~ar dle problems and conflicts that may arise (4). 

Stop managing by numbers. Management by numbers 

must stop . If an employee is judged on how much output they 

produce they wi ll not stop working to identify quality 

problems that arise. The employee knows that the time they 

sp·ertd tryi_ng_ to improve the prc)cess and quality of the 

product will lower their o~tput and act as a mark against 

them. Changing the way employees are rated is a step 

towards alleviating this problem. 

In an effort to stop managing by numbers NADEP Jax has 

removed time s~andards from the employee appraisal system 

(41 ) . The time standards are now used for price and 

schedule estimates only . 

Sugge5tion programs . Suggestion programs should 

be initiated. This can be done anonymously in the beginning 

until fear is driven out . This will provide an avenue for 

communicating probl~ms to upper management that require 

attention. Suggestion programs can be run on bulletin 

boards or local area networks. Which ever method is chosen 
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the sugge stions and acti ons taken should be made available 

to the e nt i re organization . Allowing people to see the 

results and see ma nagement i s serious about change is an 

e f fecti ve way of dr i ving out fear. 

FTD has an excellent suggestion program. Their pro gram 

takes a dvantage o f the i r loc al area network (LAN) . An 

e mpl oyee logge d on to the LAN can access TQMHET. This 

allows t h e m the opt i on of entering the suggestion pro gram. 

Ideas can be sent dir actly to members of the executive 

steering committee, or any one else in the organization. 

Copies of the c o~.men t s are made available to all who a ccess 

TQHNET. Re plies are sent bac k over the LAN as quickly as 

possible . If there is more than a one week delay for a 

reply then a status update _is sent. Bulletin boards are 

also used for individuals without access to the LAN (50). 

Workforce visits. Management should make 

themselves available to employees at all times, however they 

should begin a program of work force visits . In this 

program the senior and upper level leaders would ta~e one 

day each month to work in a process. This would allcw them 

to see first hand what is happening at the worki ng level and 

allow them to experience the problems of the people. It 

also provides a good forum for employe~s to openly discuss 

is5ues with the senior leaders in a n?n-threatening 

environment. Work force visits of this type are currently 

being used by NADEP Jax !41) . 
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Walk-the-talk. Management at all levels must 

begin to show their commitment to the program. Their 

actions and words must indicate that there will not be 

retribution for attempting to improve the process and 

increase quality. Employees must be able to see that 

management is committed to improving and ready to work 

together. 

This can be seen at NAVS"JP Pearl Harbor. The Commander 

there is personally interviewing all supervisors in the 

organiza~ ion. He is taking this time to learn more about 

what is happening in the organization, what they are doing 

in TQH, and to find out where help is needed. Allot~ing so 

much time to these interviews show~. his commitment to 

imp~oving. Additionally, they have a quality hour one day 

each week. This hour is dedicated to TQM training, group 

discussions, or visiting internal customers. This is done 

to ensure all employees focus on quality (46). 

Attrition. Management must be committed to the 

use of attrition to reduce the workforce during down turns 

in business. Employees must know that their job is s~cure 
1,.11 

and will not fall victim to the business cycle. Knowing 

this alloms people to devote their energy to doing a good 

job, not to worrying about a possible layoff. 

FTD used attrition to achieve the necessary force 

reductions mandated by the Defense Management Review Board . 

There was no need to resort to layoffs to comply with new 

personnel requirements (51). 
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Point Nine: Break down barrier~ between staff c~..1!.§. 

(54 : 74) . 

Teams. The development of teams that cros !; 

functicnal areas is a good way to break down barrien; 

between staff areas. Following the Navy Persormel Research 

and Development Center (NPRDC) model of an executive 

steering committee (ESC), quality management boards (QMBs), 

and process action teams (PATs) is good place to start. 

Using these teams with cross functional area members brings 

people to work together that normally work in isolatj_on. 

This allows them to sit down and communicate, realizing that 

every body is working toward the quality and contimwus 

improvement . 

This study showed the use of ~earns throughout tt~ 

organizations contacted. NADEP Cherry Point has an 

Executive Steering Committee (ESC), Department f.ie~d (;;!uality 

Management Board, Quality Management Boards (QMBs), and 

Process Action Teams (PATs) (4). NADEP Jax uses an ESC, 

Strategic QMB, QMBs, and PATs (42). FTD uses a slightly 

different team structure. They have an EGC, Quality and 

Productivity Improvement Teams, Process Improvement Teams, 

and Process Action Teams (50). All these organizations use 

their teams as an aid to process improvement. Where 

applicable, cross functional area teams are used. 

Updates. Keep all members of the organizatior. 

updated on what is happening in all work units as well as 

the organization as a whole. Publi~hing a bi-weekly or 
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mon t hly paper or using a local area network (LAN) to 

dis~eminate information is important in breaking down 

barr iers . A va r iety of information must be tra nsmitted to 

help emp l oyees know their fellow workers and know what is 

being done t o improve the organization . 

Employees must know what i s taking place throughout the 

organization . They must know what long term plans are being 

made, and what outside variables are affecting the short 

term . Having the Commander as a regular contributor to the 

paper/LAN will show his ongoing support as well as keep 

employees inf o rr.ed on the latest changes in plans. 

The paper/LAN can be used to publish information about 

promotions, career milestone s , and personnel events, 

providing a human qu~lity to people who may be in another 

department . This will help employees learn more about 

and become familiar with their fellow workars. This will 

help to break down barriers that may have been built between 

nameleBs coworkers. 

The paper/LAN should also be used to publish success 

stories . It will help boost the morale of the workforce to 

see that everybody is working together towards continuous 

improvement. 

SM-ALC/TID publishes the Pacer Share Update on a bi­

weekly basis. This news letter contains notes from tha 

commander, information on achi ~vements within the 

directorate, news of interest , the workforce, and training 
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information (28). It provides a good forum for sharing and 

disseminating information. 

FTD t~kes advantage of their LAN for spreading 

inf o rma tio n . It is used to publish suggestions as described 

above· as wel 1 , 1 ~ notes from the commander, training 

information, and news of interest to the workforce (50) . 

Surveys. Internal surveY.s can also be usect to 

break down barriers between departments. By knowing who 

your internal customer is and what their wants and needs are 

you can better under~tand them and work with them. Knowing 

your customer will foster a better working relationship with 

them. 

SM-ALC/TID is making extensive use of customer surveys 

to identify the wants and needs of internal customers, and 

to see how they are meeting those needs. The surveys are 

being prepared and the results analyzed as part of a 

training class for supervisors. This ensures all 

departments are using 5urveys. Additionally, it provides 

knowledgeable personnel to aid in survey preparation and 

interpretation (28). 

Point Ten: Eliminate slogans, exhortations~ 

targets for the workforce (54:76). 

Common sense. The best W!i.Y to eliminate 

meaningless slogans and exhortations is to apply common 

sense to them . itanagement must think about what the slogan 

is saying and what it means before plastering it to all the 

walls. Mctnagement should not "motivate" the workforce with 
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slogans telling them to "Do it right the first time.·· This 

implies that they should be do ing it right the first t i ~a 

and if uot it is their fault. The slogan does not give the 

worker credit for trying and will only discourage them. 

Eliminate arbitrary targets. Management should 

not declare that productivity will increase 10 percent and 

defects will decrease 15 percent. This is often done with 

no means to achieve the change, just some words stating 

things will improve. Management must provide tools to 

improve, either new techniques , new technology, or 

additi onal training. When this is provided there still 

should not be any unfounded claims about the new changes 

that will take place. The workers should be provided the 

tools and allowed to improve natura~ly, not with the 

pressure of a new target. 

Training. The types of slogans that fit i~to this 

category should be explained to thP. workforce in their 

initial training on the new philosophy . All employees 

should be told to point out any meaningless slogans, 

exhortations, or targets to managemf"nt. Anybody who 

identifies one should be rewarded by having their 

accomplishment noted in the paper/LAN. This will also serve 

as an indicator to other employees that management is 

committed to change, and willing to identify past mistakes. 

Training is ~eing used by FTD and NADEP Jax to teach 

employees about meaningless slogans and their effects. All 
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employees attend these classes to attempt to ensure all 

e mpl oyee s can ide n~ify any me aning less slogans (51) ( 41). 

f:o i nt Ele ven : El i mi nate numer i cal quotas ( 54 : 7 8 ) . 

Pe rfo r rna nr::e me a sur es. Success or fa ~lure for a 

days, we 8ks, months , or years work must no longer be 

me asur ed in ~nits produced or per~ent of dollars obl i gate d. 

Management must put succ3ss or failure in terms of quality 

improvements, customer satisfaction, and the ability to 

provide a product that will ensure the long term survival of 

the organization. Th~ focus must be on continuous 

improvement of both product and the organization. The 

organizations contacted did not add~es9 hqw they were 

changing their perf o rrr.ance measures to focus on these items . 

Employee ratings. Management must stop rating 

employees against numerical quotas. The basis for 

performance evaluation should be the quality of the 

employee~ work as well as their contribution to continuous 

improvement and their willingness to be~ team player . 

NADEP Jax is an organization who has adopted this 

concept . They have removed time standards from the e mploye e 

appraisal system (41). The time standards are now used f o r 

price and schedule estimates only . 

Routing/sequence 51~. Management must remove 

predicted completion times from material routing/sequenc ing 

slips . When an employee sees thes~ numbers they immediat e ly 

think they must complete the part in the given time or face 
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.adve rse consequences. The emphasis is no longe r en quality, 

it is on completing the part i n a given amount of time. 

Management must send r ou ting/sequence s lips with only 

the wc =k to he done, not an a rtificially set completion time 

that may o r may not be reas onable. This has been done by 

NADEP Jax ( 41). 

Point Twe lve : Remove barri e rs to pride of workmanship 

Employee surveys. Empl0yees should be surveyed to 

determine what barr i ers to pride of workmanship they 

encounter . Management must then work to remove these 

barriers . 

NADEP Jax had the Navy Personnel Research and 

Development Center conduct an employee survey that 

questioned employees on barriers to improvement. The 

results are used to identify weaknesses at NADEP Jax as well 

as areas in which improvements have b ~en made (41). 

Work area. Hanagement must ensure the work area 

is ~rope rly li~, well ventilated, and designed with safety 

in mind . Wo ~k area problems can be identified in the 

employee survey. Management must invest money to correct 

any deficiencies and provide a work area that is not only 

safe but provides the worker with an environment that allows 

them to perform at their best. A worker in a poorly lit, 

poorly designed wo rk area will have low morale, increased 

risk of injury, and difficulty consistently producing high 

quality parts. 
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SM-ALC/TID is placing heavy emphasis on the work 

environment in n e w buildings . A new warehouse, Building 

788, was r ecently c onstruc ted at SM-ALC . The building 

inc lude d bright c olors and plenty of lighting to ensure good 

vi s ibility in the work area. A large break area with 

windows w&s included . The equipment used in the warehouse 

included all available safety features to minimize any 

potential for accidents. The extra featu=es included in the 

warehouse cost more, but they greatly improve the work 

environment for the employees. 

Accurate drawings/data. Management must ensure 

that the drawings and data provided to the manufacturing 

area are up to date and accurate . Controls must be in place 

that ensure the production shop is building the right part, 

not an obsolete model. Forcing personnel to redo a job 

because of management error will lower moral. 

Quality materials . A good relationship must be 

developed with suppliers to ensure the materials coming into 

the shop are the quality required for the job. Contractors 

who routinely ship poor quality material must work to 

im_prove or no longer be abl€ to do business with the 

government. A machinist can not turn defective raw material 

into a quality final product. 

NADEP Cherry Point is currently working with their 

suppliers to improve the quality of incoming material. They 

have developed a briefing on their TQM program and goals 

that t hey present to their suppliers. Part of this 
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presentation includes a plan to work together to assure 

quality. They have met with McDonnell Douglas, Corp., one 

of thair primary suppliers , to develop a long term program 

to create an atmosphere of mutual trust and respect (4). 

Av ail&ble parts . The necessary paits and 

materials must be available to complete a job sent to a work 

cente r . The inventory system and scheduling system must 

work together to ensure that all jobs scheduled have the 

necessary material available . 

Stop rush jobs. Crisis management must stop. 

Management must work to provide the necessary time to due 

the job right to craftsmen. Expecting a job to be done in 1 

hour when it normally takes 2 hours forces the worker to cut 

corners, and produce a low quality part. Management must 

take responsibility for their mistakes and not expect 

workers to lower quality to cover for a management 

oversight. 

Go the extra distance. There are t~mes when 

employees must be ailowed to perform extra work to make an 

improvement in a finished product. This may cost a little 

extra, but the improved product will make the employee and 

the customer happier and more satisfied . 

NADEP Cherry Point allowed the C-130 rework process to 

go the extra distance. The C-130 receives extensive 

overhaul at Cl1erry Point. Must of the work is internal to 

~he plane, and not visible without the removal of panels. 

Duri~g the overhaul extensive work is done inside the 
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cockpit, but it was not cosmet i c. This meant that the plane 

went out looking the same as it did when it came in. 

Cherry P~ int determined that the cost to paint the 

interior of the c ockpit was minor compared to the cost of 

the overhau l . Management no~ allows for painting of the 

cockpit t o provide a much more aesthetically pleasing 

product. This makes the workers feel better about what they 

are doing since the improvements are now readily apparent. 

It also make~ the customer feel better about the product 

(53: 169-170). 

Public relations. Accomplishments of employees 

should be recognized. This could be in a variety of ways, 

including a personal visit by the commander, a display case 

in the ' lobb)·, pr_ a write-up in the base or local n~wspaper. 

FTD uses their TQMNET to publish the success stories 

resulting from employees efforts as well as general 

information about their TQM program (50). SM-ALC/TID uses 

their bi-weekly paper, the Pacer Shar~ Update, to present 

the success stories of their employees (28). 

Point Thirteen: Institute a vigorous program of 

~ducation and retraining (54:84). 

Training plans. All employees must have a . 
training plan. The training plan must include all 

classes/seminars necessary to complete their primary job as 

well as additional classes for career broadening. The 

additional classes can provide insight into areas such as 

the overall function of the organization, the budgeting 
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process, presentation techniques, and other areas that will 

help round the employees. 

FTD has commissioned a PAT to determine the training 

needs of the administrative career field. The PAT is tasked 

with reviewing what skills are needed to perform the job, 

and what training is required to provide those skill s . A 

training plan will then be developed. FTD plans to continue 

this process for all career fields they employ (50) . 

Advanced education. If possible a program should 

be worked out with local universities to provide classes at 

the organization during lunch times and after hours . These 

classes should cover a wide spectrum of areas and be 

available to all employees, at as reasnnable a price as can 

be negotiated. Additionally, information on programs taught 

at local univer5ities and schools should b~ made available 

to the workforce so they can attend if desired. 

FTD is has an in-house Masters Degree program through 

the Defense Intelligen~e College available to its employees 

(51). SM-ALC/TID publishes information about classes 

available on base from local universities (28). 

Expert systemn. Expert systems should be used as 

a_ training device. They can be used as a part of some jobs 

where applicable . They can also be used to teach classes 

that are not available on base but are of interest to th~ 

employees. This would be applicable for courses such as the 

planning, programming, and budgeting ~ystem. The expert 
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system software c ould be made available to employees who are 

inte r es t e d. 

FTD n ow uses an e xpe rt system t o a~d employees i n 

problem s c ~vin g . If the sys t e m can not he lp it r ecomme nds 

anothe r FTD e mp l oyee that may be able to. Using +,he expert 

syste m p r esents i nf o rmati o n t o e mploye es they othe rwise may 

not h? ve been fo~n d ( 50 ) . It exposes them to and allows 

them t o l e a rn a b o ut things they were not familiar with . 

Foll ow-up surveys. Follow- up surveys should be 

c onducted to determine the effectiveness of training. By 

t e sting e mployees 1 to 3 months after completion of trainin ~ 

i t i s pos s i b le to determine h ow well t h ey actually 

unde rs tood the mate rial taught . This will help to gauge the 

knowledge of .the workforce, determine the effectiveness of 

the training, and identify areas where the training is 

lacking. 

NADEP Jax uses post training surveys as a tool to test 

for retention and usefulness . Changes are then made to the 

courses based on survey results (41). 

Point Fourteen : Take action to accomplish the 

transformation (54 : 86) . 

Commi t ment . The top management of the 

organization must be fully committed to the new philosophy 

before permanent change c an take place. Their commitment 

must be known and f e lt throughout the organization, 

mot i vating all emplo y e es to become committed . 
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The top management, in particular the Commander, at FT~ 

shows commitment to the new philosophy. Their Commander was 

the driving force behind the adoption of TQH. The Commander 

actively sends out messages and thoughts on TQM on FTDs 

TQMNET. Additionally, the Commander is a member of the 

Executive Steering Committee (50). 

The Commander at NAVSUP Pearl Harbor is showing his 

commitment by interviewi~g all the supervi3ors. This is a 

process that takes a great deal of time. It is important 

because it shows the workforce the Commander considers TQH 

important enough to dedicate so much time to learning more 

about the process and the problems facing the organization 

(46) . 

Training. The entire organization from the top 

down must be trained in the Deming management method and the 

tools necessary to make it work. Training must be ongoing. 

Personnel should be trained in their job as well as TQH and 

statistical techniques. 

Training is used extensively by the organizations 

contaGted in this study. NAuEP Cherry Point and Corpu~ 

Christie Army Depot have developed training matrices. The 

m3trices identify what courses are available and who should 

take them. Priorities are identified to help determine who 

should take a particular course first. The classes 

available include the Deming management method and the tools 

necessary to make it successful (4) (35). 
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Customer surveys. Customer surveys must be used 

extensively to identify both the internal and external 

customers and their needs . Once this is done then areas 

that r equi r e management attention will b~ identified. 

SM- ALC / TID is making extensive use of customer surveys 

to identif y the wants and needs of both internal and 

external customers, and to see how they are meeting those 

needs . The surveys are being prepared and the results 

analyzed as part of a training class for supervisors. This 

ensures all departments are using surveys. Additionally, it 

provides knowledgeable personnel to aid i n survey 

preparation and interptetation (28). 

FTD is using customer surveys to ens ure they know what 

the customer wants. They _ al~o follow-up surveys with a 

visit to the customers f~cility as needed (50). 

PDCA cycle . The Plan-Do-Check-Act Cycle must be 

used to attack weaknesses and prouiem areas in the 

organization . Use of the ~DCA Cycle must be ongoing. Once 

a process improvement is in place, thought must begin on how 

next to improve the process. 

The PDCA cycle is being used extensively in the DOD. 

FTD teaches it to every new employee as part of awareness 

training . Process action teams at FTD and NADEP Jax u~e the 

PDCA cycle to investigate and improve processes (51) (41) . 

~tatistician. Highering a full time statistician 

is an important step in changing the organization. The 

person must have thorough knowledge of not only statistics, 
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but also TQM and the Deming management method . This person 

must have the necessary power to use the tools they posses. 

Senio r leaders must know and listen to this person and be 

open t o the new way of thinking. 

NADEP Jax has a statistician and statistical assistant 

on staff to aid in process improvement, providing both 

advice and tra in ing (41). FTD has developed an in-house 

statistical 5upport group to provide training and assi~tance 

to employees (51) . 

Future Research Topics 

In-depth case study of a Deming management method user . 

This was a very macro study. A future study should cl osely 

examine one or more of the organizations that are usir:g the 

·Deming management method in much greater detail. A detailed 

look at an organization's program would provide more insight 

to how things are being done and what results have been 

achieved. 

The detailed case study would include surveys of 

members of the organization and the customers that receive 

.their p-I'oduct. The surveys cr)uld tell if the organi ~ation 

is truly committed to c<.mtinuous ir,provement and if the 

customers they serve can see the improvement. 

Comparison of a hybrid organization and an organization 

using the Deming m<JJ1agement method. Another area requiring 

further research is a comparison of an organization using a 

hybrid approach with an organization using the Deming 
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management method. This study would take a detailed look at 

both organizations and compare their similarities and 

differences and their strengths and weaknesses . 

Thi s study would include surveys of employe~s within 

th~ organization and the customers they serve. The results 

would provide additional insight into the differ~nt 

approaches to TQM. 
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Appendix A: Step 2 Questionnaire 

Po int .1 

1. Has your organization established/published/ 
disseminated its mission statement? What is it? 

2. Hew do you know it was understood? 

3. How d0 you kn~w the mission will not change when 
y ou ~et a new commande r ? 

Po int 2 

4. How is the Deming philosophy part of your training? 
Is it incorporated a~ all levels ? 

5. How do you identify your customers needs? 

Point 3 

6. Where do you rely on mass inspection to assure 
quality? 

7. What are you doing t~ el : minate it? 

Point 4 

8. What steps have you taken to stop awarding business 
on the basis of price tag alone? 

9 . What have you done to develop single-sources of 
supply? 

Point 5 

10. Where are you using the PDCA cycle? 

Point 6 

1 1 • What have you done to ensure employee ' s are 
properly trained in their job? 

12. What systems that would hinder the effectiveness 
of training have you changed for the better? 

Point 7 

13. What are your criterion for givin~ feedback? 

14. What have you done to turn your ~upervisors into 
leaders? 

146 



---------------------------------------------·---•-----iii 

Point 8 

15. Wha t are you doing t o reduce fear? 

Po i nt 9 

16. How are you b r eaking down barriers betwee n 
cepartme nts? 

Po int 10 
. 

17 . Wh a t do your people consider me aningless sloga ns ? 

18 . How do you kn0w? 

Po int 11 

19 . How do you measure a full days work in 
adm i nistrative areas? 

20 . How are you e l imi nat i ng work standards ? 

Point 12 

21 . Have you surveyed your organization to ident if y 
barriers to c ontinuous improve~ent? 

22 . How are · you eliminating these barriers? 

Point 

23. -at training are you providing to your employees 
to prepare ~m for the future~ 

24 . How_ vou measure the success of your tralning? 

Po int 14 

25 . What has t .een done to s:i.gnify it is no longer 
busines s as usual ? 

2s: To whom de you go for statistical adv i c e? 

27. What steps have you taken to transfo~m your 
organization? 
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AE..:e_~ndix B: Organizations Contac t ed During the Research 

Of fice or the Unde r Secretary of Defense for Ac quisition 

Federal Quality I nstitute 

Air Fo r ce 

Army 

Departmen t of the Air Force , Productivity & Pr ograms 
Strategic Ai r Command 
Elect ~onic Security Command 
Military Ai rlift Command 
T~ctical Air Command 
HQ Ai r Fo r c e Reserves 

HQ Air Force Logistics Command 
San Antonie Air Logistics Center 
Warner Robins Alr Logistics Center 
Sa c ramento Air Logistics Center 
Ogde n Air Logistics Center 
Oklah0ma City Air Logistics Center 

HQ Air Fo rce Systems Command 
Electronic Systems Division 
Aeronauti ca l ~ystems Div i sion 
Sp9ce Systems Di vision 
Human Systems Division 
Fl i ght Tas t Center 
Foreign Technology Civision 
Arnold Engineering and Development Center 
Developmen~al Test Center 

Office of the Chief of Staff, Army 
HQ, Army Material Command 

US Army Depot Systems Command, DCS for Strategic 
Planning 
Anniston Army Depot 
Corpus Christie Army Depot 
Letterkenny Army De~ot 
Lexington Army Depot 
New 1-:umberland Army Depot 
Red River Army Depot 
Sa~rame nto Army Depot 
Seneca Army Depot 
Si er ra Army Depot 
Too~le Army Depot 
Tobyhanna Army Depot 

Wat ervliet Arsenal 
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Rock Island Arsenal 

Defense Logistics Agency 

Navy 

HQ Defense Logistics Agency 
Defense Construction Supply Center 
Defense Electronics Supply Center 
Defense Indus tri a l Supply Center 
Def en~e General Supply Center 
Defense Personnel Supply Center 
Defense Fuel Supply Center 

Defense Depot Mechanicsburg 
Defense Depot Memphis 
Defense Depot Columbus 
Defense Depot Ogden 
Defense Depot Tracy 
Defense Depot Richmond 

Naval Personnel Research Center 

HQ Naval Air Systeres Command 
Naval Aviation Depot Alameda 
Naval Aviation Depot Jacksonville 
Naval Aviation Depot Cherry Point 
Naval Aviation Depot Norfolk 
Naval Aviation Depot Pennsacola 
Naval Aviation Depot 

_HQ Naval Supply Command 
Naval Supply Center Jacksonvil , 
Naval Supply Center San Diego 
Naval Supply Center Charleston 
Naval Supply Center Pearl Harbor 
~aval Supply Cente~ Norfolk 
Nava). Supply Center Oakland 
Naval Supply Center Puget Sound 
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Use rs o f the Deming Mani'lgement Method 

Air Fo rce_ 

Sacramento Air Log ist i cs Cente r , Direc t0rate of Distribution 
Fo r ~ign Technology Division, Air Force Systems Command 

Army 

Anniston ~rmy 0epot 
Co rpus Christie Army De~ot 
Letterkenney Army Depot 
New Cumberland Army Depot 
Red River Army Depot 
Sacramento Army Depot 

Defense ~ersonnel Support Center 
Defense Depo t Mecha nicsburg Pennsylvania 

~ 

Headquarters, Naval Air Systems Command 
Naval Aviation Depot Alameda 
Naval Aviation Depot Jacksonville 
Naval Aviation Depot Cherry Point 
Naval Aviation Depot Norfolk 
Naval Aviation Depot Pennsacola 

Headquarters, Naval Supply Command 
Naval Supply Center San Di ego 
Naval Supply Cente r Charleston 
Naval Supply Center Pearl Harbor 
Naval Supply Center Puget So und 
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