MANAGEMENT GUIDELINES

Overcome barriers to quality

The manager’s job is

to create an environment
in which excellent
workmanship flows from
wise human resource
development and
deployment

D. Woodruff, Management Methods,
Decatur, Alabama

A TEN-STEP APPROACH to creating
quality calls for the manager to 1. show
what’s expected and required, 2. involve
people, 3. take a long-term approach, 4.
start small, 5. focus on teamwork, 6.
train thoroughly, 7. use problem-solving
processes, 8. communicate, 9. encourage
employees and 10. try different ap-
proaches. These 10 steps emerged from
my company’s experiences in human
resource management consulting and
training.

And what is the basis for the need?
Consider it from the perspective of em-
ployees in a number of client companies
who talked with me recently about bar-
riers to quality. A foreman said, “they
provide poor equipment and expect pre-
cision work. I used to tell them about it
but I have quit saying anything. It’s
easier to make scrap.” An hourly em-
ployee said, “the real problem is that we
don’t have any training manuals for the
equipment or anything else. The people
who unboxed the equipment knew how
to run it and taught it to one group of
employees who, in turn taught it to
others. The equipment has been in place
for nearly 20 years now.” One fellow
showed me a control chart from his
process. He said, “I made a small
change to my operation and reduced the
variation. My foreman told me to leave
the process alone, just run it and don’t
worry about variation. . . . Why don’t
you take this chart. You might be able
to use it in a seminar or training session

somewhere. My foreman’s certainly not
interested in it.”

Top priority. Quality becomes a top
priority when we focus on the “people
issues.” People count, whether on your
payroll or prviding it. Quality improve-
ment processes will simply be pmgams
instead of a way of life until people are
actively involved at all levels in the
organization.

Companies face at least seven barriers
to quality improvement:

1. A proper definition. Confusion ex-
ists about the definition of quality. I'm
reminded of a joke that President Harry
Truman used to tell: “A man was injured
on the job and was unconscious. His
family and doctor observed him closely
for several days. Since this was before
modern medical technology, after a few
days they decided he was dead and put
him in a casket. Late that night the man
woke up, looked around, saw where he
was and he became a bit confused. He
thought to himself, if I’m alive why am
I in this casket, if I'm dead why do I have
to go to the bathroom.” Many companies
are similarly confused in defining quality.

Three prevalent definitions of quality

Quality 1s a process,
not a program.
While programs—or
tmining—provide tools
to implement the
process, there is the
danger that such
activity will become an
end in itself.
e

are used by the “gurus” of quality.
Joseph Juran defines quality as fitness
for use, Phillip Crosby defines quality as

" conformance to requirements, and W.

Edwards Deming defines quality as a
consistent and predictable degree of uni-
formity. One must settle upon a single
definition. A suggested definition would
be conformance to customer requirements, real

or percetved.

2. Focus on a qulck fix. Management
is under constant pressure to find and fix
problems quickly, with immediate re-
sults. This leads to treating symptoms
instead of solving problems. Treating
symptoms is like taking two aspirin and
drinking orange juice for the common
cold. You might feel a little better but
you still have a cold.

Implement a problem-solving process.
Management must provide a long-term
focus and look towards the future. Some
companies report that it takes three to
five years to attain organizational focus
on quality and problem solution.

3. Who's responsible? The great
mystery of U.S. management is “who-
dunit?” The focus is generally on “who’s
responsible” for something rather than
“what happened,” and “how can we
prevent this problem from occurring in
the future?” Recently a client company
had a problem with a shipment of prod-
ucts to a customer. The customer called
and said a quality parameter was out of
spec. Management’s immediate re-
sponse was, “who was on shift that day;
who shipped it?” The response was
“Who can we blame?” rather than
“What happened, how did it happen,
what system allowed this to happen and

how can we prevent it in the future?”
Many organizations operate on what
we call the “Thermodynamic Theory”
of management: “There is only so much
heat to go around. So the more that I
can shift to someone else, the less I have
to absorb.” In other words, the focus is
on who's responsible, not how to fix the

real problem and prevent future ones.
Continued
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4. What we know and don’t know.
This barrier includes what we know and
don’t know about people, equipment,
processes, products, and services. It is
important for employees and managers
to realize what we know as well as what
we don’t know. For example, in a car
rental company seeking quality improve-
ment, we see quality slogans like: “Do
it right the first time,” and “We are all
on board for quality.” While renting a
car to a customer, one employee said to
another, “I don’t care how many people
are in line here, I'm going to take my
break.” That is not meeting customer
requirements.

In the same company, a service-desk
employee had to rent cars. When the
computers went down, she said, “I have
no idea how to function with no com-
puter.” Another example occurred in a
bank. There was one small error. We
talked to three people before finding
someone who knew how to fix the prob-
lem. Training is a must!

Managers must learn what is known
and what is unknown. This will allow
them to plan the right training. Manage-
ment must provide employees with the
opportunity to really do their job and
have pride of workmanship.

S. Falling to fix problems. People
issues, management vs. leadership, pro-
cesses, procedures, and systems can all
cause problems. Many times we treat
symptoms and overlook problems. The
manager’s role is to find and fix prob-
lems. Actually, problem prevention is an
even greater role. Employees need to be
trained in a problem-solving process that
can translate into solutions for many
types of problems.

6. “All for me” syndrome. In many
companies, politics and the desire to
“look good” override the decision-mak-
ing process. This is generally a symptom
of fear of losing a job, “looking bad” or
allowing someone else to get ahead of
you. This can symptomize a deeper prob-
lem: lack of teamwork. When politics
become so important, selfish motives take
priority over good decisions. It is impor-
tant to foster an atmosphere in which
people are free to do their jobs. Deming
calls this “driving out fear so that every-
one can work for the company.”

7. Numbers, numbers, numbers.
When we focus only on the numbers, we
forget the emotions and hearts of the
employees. Lloyd Nelson has said that
the most important figures in any com-
pany are unknown and unknowable.

Deming has translated, “He who runs a

company on figures alone will have nei-
ther company nor figures.” What he says
is that nobody can truly estimate the
value of a satisfied customer nor the cost
of an unhappy customer.

Computers and high-technology can
overwhelm with numbers while giving
little useful information about a process.
One of our clients has a sophisticated
computer system that can provide in-
stantaneous process data on hundreds of
variables. With that much data it is
difficult to make decisions until the data
is converted into useful information.
Management needs to focus on the right
numbers, not just numbers. Sound sta-
tistical methods can help convert data
into meaningful information.

Barriers to quality take on many
shapes and forms. In general, they in-
volve poor human resource development
and deployment. So to implement a
quality approach, management must
create ways for employees to “buy in”
to corporate goals—that is, genuinely
have a part of the “action.”

1. Show what’s expected. Every
member of the organization must under-
stand what’s expected of them and what
requirements must be met for success.
Many employees are insecure because
they don’t know what’s expected.
Management’s job is to define this.
Every employee has a right to know
requirements for processes, people, and
equipment. These expectations should
be well defined, concisely written, and
clearly communicated. In fact, the em-
ployee should be included in defining
requirements,

2. Involve people. People involved in
the decision-making process take more
responsibility for finding and imple-
menting solutions. Jnvolve people in own-
ership of the ideas. A team process lets
individuals contribute to the long-term
success of a business, thus overcoming
barriers. Earlier I discussed the focus on
the quick fix, failing to fix problems, and
selfishness. Involving people throughout
the organization, at all levels, can help
overcome these barriers.

3. Take a long-term approach. Bob
Wolfe, a senior executive with Pratt &
Whitney, West Palm Beach, Fla., stated
recently that his organization has a fjve-
year plan for implementing a quality-im-
provement process. They are already
seeing results early into the five-year
plan, but feel that a long-term look is

essential, In contrast, less enlightened
companies expect instant results. Their
management asks, “What can we show
by next quarter? Can we implement
SPC or will we be qualified for ISO
9000?” Such a short-term outlook gen-
erally creates problems instead of over-
coming barriers. A long-term plan is
important to success. What is long-term?
The answer depends on your situation.
Anything less than three years is proba-
bly short-term.

4. Start small. In beginning the Qual-
ity Improvement journey, start small.
Baseball teams are successful when they
hit many singles “bunched together”
instead of two or three home runs scat-
tered through the course of a game. That
is true in business as well. Look for the
small gains by starting small. Begin the
quality process by departments, for ex-
ample, instead of company-wide. Look
for the small improvements. Focus atten-
tion in those areas. Why small? We must
learn to walk before we run. The Quality
Improvement journey requires change
which can become a barrier if forced
upon too many people, too quickly.

$. Focus on teamwork. Many-man-
agers believe they have a team when they
bring a group or task force together. It

is easy to have a group, but more difficult
to build a team. Teams need training in
how people work together, how teams
function, what process will be used, and
group dynamics. Teamwork must cut
across organizational lines. It is impor-
tant that people from different depart-
ments work together on teams. Team-
work can help overcome many barriers
to quality.

6. Train thoroughly. Training is an
important and specific management re-
sponsibility. The manager’s role is to
identify training needs and provide
needs-based training oriented to on-the-
Job results. Training is critical to the
organization’s survival. Whether the
training is simply how to set up a ma-
chine, how to do a job, how to operate a
computer, or sophisticated statistical
methods (such as designed experiments
and process-control systems) it must be
practical. It is imperative to identify needs
that employees must meet for success.
People do not need training in more than
they need to know. Too much informa-
tion can confuse and frustrate them.

A needs analysis should be an impor-
tant part of any training process. Train-
ing should be practical and focus on
results. Whenever possible, customized
training should be used instead of ge-
neric, “off-the-shell” programs. When
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