PROBLEM:

Business, Management

Year 4

Quality Improvement and Implementation Plan
 Define steps necessary for creating a solid quality management process improvement and implementation plan to be presented to an executive management team. 

Instructions:

1. For presentation to the management team, you can show a slide show with the following key points which are found below and are printed in blue.  You may or may not include the second part on Principles of TQM, depends on you.
2. The writings in red can be your source for your explanation during the presentation.  You can also utilize additional resources.
3. At the last part, you can see Additional Resources that you can use to understand better and to present your plan and give it the best shot!  They are printed in red.

SOLUTION:

I.
TQM Defined
Total Quality Management (TQM) 

Total = Quality involves everyone and all activities in the company. 

Quality = Conformance to Requirements (Meeting Customer Requirements). 

Management = Quality can and must be managed. 

TQM = A process for managing quality; it must be a continuous way of life; a philosophy of perpetual improvement in everything we do.

Total Quality Management, TQM, is a method by which management and employees can become involved in the continuous improvement of the production of goods and services. It is a combination of quality and management tools aimed at increasing business and reducing losses due to wasteful practices.

TQM maintains that organizations must strive to continuously improve these processes by incorporating the knowledge and experiences of workers. The simple objective of TQM is "Do the right things, right the first time, every time". TQM is infinitely variable and adaptable. Although originally applied to manufacturing operations, and for a number of years only used in that area, TQM is now becoming recognized as a generic management tool, just as applicable in service and public sector organizations. There are a number of evolutionary strands, with different sectors creating their own versions from the common ancestor. TQM is the foundation for activities, which include:

Companies who have implemented TQM include Ford Motor Company, Phillips Semiconductor, SGL Carbon, Motorola and Toyota Motor Company.
II.
Principles of TQM 

The Principles of TQM are as follows: 

1. Quality can and must be managed. 

2. Everyone has a customer and is a supplier. 

3. Processes, not people are the problem. 

4. Every employee is responsible for quality. 

5. Problems must be prevented, not just fixed. 

6. Quality must be measured. 

7. Quality improvements must be continuous. 

8. The quality standard is defect free. 

9. Goals are based on requirements, not negotiated. 

10. Life cycle costs, not front end costs. 

11. Management must be involved and lead. 

12. Plan and organize for quality improvement.

Key to Quality 

The key to improving quality is to improve processes that define, produce and support our products.

All people work in processes. 

People 

· Get processes "in control" 

· Work with other employees and managers to identify process problems and eliminate them 

Managers and/or Supervisors Work on Processes 

· Provide training and tool resources 

· Measure and review process performance (metrics) 

· Improve process performance with the help of those who use the process 

Processes must be Managed and Improved 

Processes must be managed and improved!  This involves: 

· Defining the process 

· Measuring process performance (metrics) 

· Reviewing process performance 

· Identifying process shortcomings 

· Analyzing process problems 

· Making a process change 

· Measuring the effects of the process change 

· Communicating both ways between supervisor and user 

III.
 Steps and Implementation in Managing the Transition
A. identifying tasks to be done

B. creating necessary management structures

C. developing strategies for building commitment

D. designing mechanisms to communicate the change

E. assigning resources.


Beckhard and Pritchard (1992) have outlined the basic steps in managing a transition to a new system such as TQM

A. identifying tasks to be done
B. creating necessary management structures
C. developing strategies for building commitment
D. designing mechanisms to communicate the change
E. assigning resources.
Task identification includes a study of present conditions and includes assessing current reality, assessing readiness, creating a model of the desired state announcing the change goals to the organization; and assigning responsibilities and resources. This final step would include securing outside consultation and training and assigning someone within the organization to oversee the effort. This should be a responsibility of top management. In fact, the next step, designing transition management structures, is also a responsibility of top management. In fact, Cohen and Brand (1993) and Hyde (1992) assert that management must be heavily involved as leaders rather than relying on a separate staff person or function to shepherd the effort. An organization wide steering committee to oversee the effort may be appropriate. Developing commitment strategies was discussed above in the sections on resistance and on visionary leadership.6
To communicate the change, mechanisms beyond existing processes will need to be developed. Special all-staff meetings attended by executives, sometimes designed as input or dialog sessions, may be used to kick off the process, and TQM newsletters may be an effective ongoing communication tool to keep employees aware of activities and accomplishments.

Management of resources for the change effort is important with TQM because outside consultants will almost always be required. Choose consultants based on their prior relevant experience and their commitment to adapting the process to fit unique organizational needs. While consultants will be invaluable with initial training of staff and TQM system design, employees (management and others) should be actively involved in TQM implementation, perhaps after receiving training in change management which they can then pass on to other employees. A collaborative relationship with consultants and clear role definitions and specification of activities must be established.

In summary, first assess preconditions and the current state of the organization to make sure the need for change is clear and that TQM is an appropriate strategy. Leadership styles and organizational culture must be congruent with TQM. If they are not, this should be worked on or TQM implementation should be avoided or delayed until favorable conditions exist.

Remember that this will be a difficult, comprehensive, and long-term process. Leaders will need to maintain their commitment, keep the process visible, provide necessary support, and hold people accountable for results. Use input from stakeholder (clients, referring agencies, funding sources, etc.) as possible; and, of course, maximize employee involvement in design of the system.7
Always keep in mind that TQM should be purpose driven. Be clear on the organization's vision for the future and stay focused on it. TQM can be a powerful technique for unleashing employee creativity and potential, reducing bureaucracy and costs, and improving service to clients and the community.

ADDITIONAL RESOURCES:

Under the TQM approach, managers are expected to achieve quality improvements through the use of a process improvement approach known as a "Plan-Do-Check-Act" cycle.  This approach was originally associated with the analytic work of Shewhart, a colleague of Deming. Deming advocates teamwork, particularly across functional groups. He emphasizes two way communication to identify sources of quality problems and to reduce fear of change and loss of job security. Combining these concepts with those of others such as Ishikawa and Lu as well as Ackoff concerning cross-functional groups, Navy aviation maintenance  organizations adopted an organizational structure to complement the TQM approach in their organizations. The structure is composed of hierarchically linked, cross-functional teams called Quality Management Boards or QMBs. Each board contains a group of managers who are principally responsible for a process that was targeted by top management for improvement. A QMB also includes a member from senior management, as well as one or more subordinate-level managers or staff with process expertise. Thus, each board is made up of three levels to increase vertical communication and several functional departments to increase horizontal communication.  Process improvement using the "Plan-Do-Check-Act" cycle requires two kinds of  improvements: (1) those that address the occasional and unpredictable problems that occur in a system, referred as "special causes of variation" by Deming and others; and (2) those concerned with the system itself. The latter are referred to by the experts as "systems causes" or "common causes of variation." In order for management to improve the system, it must first establish system stability by removing the special causes, Because this activity depends upon "real time"

Principles of TQM
The key principles of TQM are as following:3
· Management Commitment

1. Plan (drive, direct) 

2. Do (deploy, support, participate) 

3. Check (review) 

4. Act (recognize, communicate, revise)

· Employee Empowerment 

1. Training 

2. Suggestion scheme 

3. Measurement and recognition 

4. Excellence teams

· Fact Based Decision Making 

1. SPC (statistical process control) 

2. DOE, FMEA 

3. The 7 statistical tools 

4. TOPS (FORD 8D - Team Oriented Problem Solving)

· Continuous Improvement

1. Systematic measurement and focus on CONQ 

2. Excellence teams 

3. Cross-functional process management 

4. Attain, maintain, improve standards

· Customer Focus 

1. Supplier partnership 

2. Service relationship with internal customers 

3. Never compromise quality 

4. Customer driven standards

The Concept of Continuous Improvement by TQM
TQM is mainly concerned with continuous improvement in all work, from high level strategic planning and decision-making, to detailed execution of work elements on the shop floor. It stems from the belief that mistakes can be avoided and defects can be prevented. It leads to continuously improving results, in all aspects of work, as a result of continuously improving capabilities, people, processes, technology and machine capabilities.
Continuous improvement must deal not only with improving results, but more importantly with improving capabilities to produce better results in the future. The five major areas of focus for capability improvement are demand generation, supply generation, technology, operations and people capability.
A central principle of TQM is that mistakes may be made by people, but most of them are caused, or at least permitted, by faulty systems and processes. This means that the root cause of such mistakes can be identified and eliminated, and repetition can be prevented by changing the process.1
There are three major mechanisms of prevention:
1. Preventing mistakes (defects) from occurring (Mistake - proofing or Poka-Yoke).

2. Where mistakes can't be absolutely prevented, detecting them early to prevent them being passed down the value added chain (Inspection at source or by the next operation). 

3. Where mistakes recur, stopping production until the process can be corrected, to prevent the production of more defects. (Stop in time).

Implementation Principles and Processes
A preliminary step in TQM implementation is to assess the organization's current reality. Relevant preconditions have to do with the organization's history, its current needs, precipitating events leading to TQM, and the existing employee quality of working life. If the current reality does not include important preconditions, TQM implementation should be delayed until the organization is in a state in which TQM is likely to succeed.
If an organization has a track record of effective responsiveness to the environment, and if it has been able to successfully change the way it operates when needed, TQM will be easier to implement. If an organization has been historically reactive and has no skill at improving its operating systems, there will be both employee skepticism and a lack of skilled change agents. If this condition prevails, a comprehensive program of management and leadership development may be instituted. A management audit is a good assessment tool to identify current levels of organizational functioning and areas in need of change. An organization should be basically healthy before beginning TQM. If it has significant problems such as a very unstable funding base, weak administrative systems, lack of managerial skill, or poor employee morale, TQM would not be appropriate.5
However, a certain level of stress is probably desirable to initiate TQM. People need to feel a need for a change. Kanter (1983) addresses this phenomenon be describing building blocks which are present in effective organizational change. These forces include departures from tradition, a crisis or galvanizing event, strategic decisions, individual "prime movers," and action vehicles. Departures from tradition are activities, usually at lower levels of the organization, which occur when entrepreneurs move outside the normal ways of operating to solve a problem. A crisis, if it is not too disabling, can also help create a sense of urgency which can mobilize people to act. In the case of TQM, this may be a funding cut or threat, or demands from consumers or other stakeholders for improved quality of service. After a crisis, a leader may intervene strategically by articulating a new vision of the future to help the organization deal with it. A plan to implement TQM may be such a strategic decision. Such a leader may then become a prime mover, who takes charge in championing the new idea and showing others how it will help them get where they want to go. Finally, action vehicles are needed and mechanisms or structures to enable the change to occur and become institutionalized.8


	TQM Process Improvement and Problem Solving Sequence 

	PLAN 

(PLAN A CHANGE)
	DO 

(IMPLEMENT THE CHANGE)
	CHECK 
(OBSERVE THE EFFECTS)
	ACTION
(EMBED THE FIX INTO 
THE PROCESS FOR GOOD)

	DEFINE 
THE 
PROBLEM
	IDENTIFY 
POSSIBLE 
CAUSES
	EVALUATE 
POSSIBLE 
CAUSES
	MAKE 
A 
CHANGE 
	TEST 
THE 
CHANGE
	TAKE 
PERMANENT 
ACTION

	1. Recognize that what you are doing is a "PROCESS" 

2. Identify the commodity 
being processed.
- Process Inference

3. Define some measurable characteristics of value to the commodity.

4. Describe the "PROCESS"
o Process Flow Analysis's
o Flow charts
o List of steps

5. Identify the "Big"  problem
o Brainstorming
o Checklists
o Pareto analysis
	6. "BRAINSTORM" what is causing the problem.

7. Determine what past data shows.
o Frequency distribution
o Pareto charts
o Control charts
- sampling
	8. Determine the relationship 
between cause and effect
o Scatter diagrams
o Regression analysis 

9. Determine what the 
process is doing now
o Control charts
- sampling 
	10. Determine what change would help 

· Your knowledge 
of the process 

· Scatter diagrams 

· Control Charts
- sampling 

· Pareto analysis

****Then make 
the change. 
	11. Determine what change worked (confirmation). 

· Histograms 

· Control charts
- sampling 

· Scatter diagrams 
	12. Ensure the fix is embedded in the process and that the resulting process is used. 

Continue to monitor the process to ensure:

A. The problem is fixed for good.

and 

B. The process is good enough 

o Control charts
- sampling 

****To ensure continuous 
improvement, return 
to step 5.


