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The Quality Revolution 

CHANGE is the only constant today. Things will 
never be the way they were, and old approaches 
and old solutions to problems facing us now and in 

the future will not suffice. Individuals, systems, business, 
and government must be nexible, adaptable, innovative, 
and proactive in order to survive and carry out their 
missions. This is why so many organizations are turning 
to Total Quality Management (TQM). 

TQM is both a philosophy 
and a systematic process for 
continuous improvement com
prised of several principles 
which includes teamwork, a 
focus on fixing systems, deci
sion-making based on facts and 
i customer service emphasis. 
· Local state government's 

"fQM efforts have grown out 
of the "Futures Agenda" stra
tegic planning process begun 
in 1988. The plan identified 
critical issues that will affect 
lowa in the next decade, in
cluding the need to effectively 
:iespond to the changing needs 
and growing expectations of 
Iowa's citizens despite an in
creasingly tight fiscal environ
ment. A vision for the future 
direction of state agencies has 
emerged which includes in
creasi~g government's cus
tomer service orientation and 
restoring confidence that Iowa 
taxpayers are getting value for 
their investment in govern
ment. 

The state's TQM planning 
team proposed a two track ap
pro ac h to implementation. 

While recognizing that short 
term results will be required to 
sustain momentum, the main 
focus of the plan is on ensuring 
long term success. · 

The first track provides gen
eral information, training, and 
assistance to all interested de
partments, so that every agency 
has the opportunity to progress 
at its own pace. 

The second track currently 
consists of five pilot process 
improvement projects. The de
partments of Blind, Economic 
Development, Employment 
Services, Personnel, and Trans
portation are participating in 
the pilot projects. Agency steer
ing committees identified ap
propriate processes to be im
proved, and team members 
were selected and trained. An 
experienced facilitator meets 
with each team for 90 minutes 
a week to collect, analyze data, 
identify and implement solu
tions. 

If you want to know more 
about TQM, please contact the 
Quallty Coordinator for your 
agency. 

QulP's Goal 
i'he :~,b~,-ci-6~1P ·wm t>:~-' to .· 

identify;,'.'. esfablish; :·arid ' main
tain mut~ally beneficial reiation
·ships when implementing total 
quality management;· between 
the State of Iowa and the em
ployees ?n whom its success or 

, failures :depends; .· 

f] &e~te·a~~rig: i11 '; :niploy~es 
._ an :'awareness: of :the ·State of . 

1owa's'basfo operations, prob
lems/ ii:'nc1_·· goals. · 

-"i ·'i<eep ali emplciyees informed 
_.:·on ::-s_ign.ificant '· developments · 

''1hafaffect.tti'e State of Iowa and .. 
. , the '·erri'ployees~·. 

3. Increase eff~tivenes;:6latl ·. 
employe·es·as ambassadors ori 
and t>ffthe.job~--:' ,:,.,· ' •. ·· 

. •,··· .. 

·4~ sJfidfaahd et1:c~urag:e ~;,,. · 
ploye,s·alambassadors on and . 
off} -~,j~~- ··· · · 

:;·:::,-: ... -: 

. s:_Satisty'··employees' desires 
·,. to be kept informed and to' par
ticipate ·in the organization; 

: &~ Proniote · employees fo .· the -· 
Governori . . . . 
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;· -r.8WfL1TY COORDINJ\TORS 

The Iowa Quality Government Team (IOGD.'f'~~ __ ,r-- ._ •. ~9np1~partm~n~-~ -appointed a person toooor
·.- ,; . .- formed in Ju1y 1990 with the mission·tcfriN?mote ti~d. · ~ };~t~l~.;~iaJr-,~ ~9e.1(9t.~·fi! otal quality management 

,·tJecilitate the adoptro~--o1 tools~nd tec~uesWltttin 
1 

· '~J§'1),.;iJJti~l~ves~ !~ipurpos~ of the Quality Coor~ 
-;,f tod.JQ¥.~mmenti.that resOft· in p{oiitiv~--c~e-__ ?nd'.~n., dvlm,orsJ~J_r.> brfae~J1ffi'/n bame_rs batwee~ depart-

:.n ~~·1.onmem1h-at.motlvates all levalsibl e~c;>ye·gs ·') .. ;IT'~(r~ ~Y.)1leett'l9,l ~g!Jlarly to exchange 1nforma-
H. ..u;:1~ofd.--1liver quality1seiftices by: ~ :;•1 t ' •.; · :i ' ,:: _ ·taoh ty1th otnec..~~~~ments, providing feedback 

· (. • r,. -:: '~ _:, •Pro~idi~ a ~etwork !or· t~e ~h~d,n~,:!~~~ ~is- ·· . rega~~~nQ) h~;-~1¥Jr1;pye~a!I continuous impr~e-
t0 , ~t1og;ofrimormat10~·00 a~1ons·w~~-h }~,- .. m-ont .. ~fforts, ahst q~j1Q mfonned of the various 
•·o•· Pn:>¥tt.U,e.:efflaiency--and 'fe-sponsiveness 'of tn~· TOM f~source;:L~ri11ef.~gpportunities that are avail-

. ,. ., . , ~-- ~·t . ~ . .-::; , \., ~ a, ,. , 

sr1/jeqc :--- ;c riPMbl:c ,3~ ;= : .. • 1-:c-: • ~ i,. ':~· · ,.. , abla .. 1~~e au,.~l:1_Y..:8.~inators will also receive 
·,:· f, Marketing innovative ('il~thods ?f i~plen~~ing '. req~:H~r;~~ali!Y. Jt~wxg~ent ~raining and s~rve as a 

.w~11:v') ,.,..r-: :departme~tal am.1 statew~_e st~at_egic ~la~~----
1
~, c:. •·. ,. -~;~rn~,;1.9:,t~!c~tto.~ ~-.d•~nbu_t10n network of mforma-

_:iI,:i(J;:_:., .Ad~tmg ·and marketing mnovat1ons '!ha:t 1 

· · bon fijgard1ng co,;ttmupJJs improvement. The cur-
·-: ;na:I-.efm!mpte public en1'fepr~i.1rial··:·2:11anage~~t ,;.: reNPOua'ttty Coordfr,afors are: 

, ,·-, ;_<1.: emr 1~c;; 2-pracuoes. ,,.,y 
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1.930s and: 1940s --·• 
- Statlstlcal _Process Control {SPC) ... a way to improve 
quality in mass production, developed by Water Shewhart of 
AT&T. 
- Expanded by Western Electric in Chicago. 
- Used s_uccessfuHy during World War II. 

1950s 
- A.V. Feigenbaum, Total Quality Control (New York: 
McGraw-Hill, 1954). 
- W •. Edwards Deming and Joseph Juran are invited to 
teach Statistical Quality Control Techniques in Japan. 
- Deming and ·Juran meet Kaoru Ishikawa. 
- Participative management and cooperation are infused 
into their approach. 

1970s 
- Deming begins to offer his four-day seminars in the U.S. 
with small attendance. .. 
- Deming Prize in Japan becomes the highest award for 
quality improvement. Funded by royalties from Deming's 
writings. 

1980s 
~ June 24, 1980: NBC aired Whitepaper Program: ·1t Japan 
can ... Why can't we?· · 
- Deming Seminars swell In attendance . . 
- Ford, General Motors, and many others become involved. 
~ 1985, Department of Defense ·coins the term - -rotal 

··ooauty Managemenr. 

·. Learning 
·.·.·About 

.. -TQM 
Total Quality Management 

(TOM) is . both a philosophy 
and a systematic process 
which applies specific tools for ! 
contioo'ous quality 
improvement. W. Edwards 
Deming_, a native of Iowa, is 

recogniz~~ as_ the-person : 
largely responsible for Japan's : 
economic miracle. His 14 

steps to ·quality represent a 
management philosophy that 
is now being used by many 
U.S. organizations in both the 
public and a private sectors to 
increase productivity, cut costs 
and improve customer service. 
TOM is a process that is 
based on team work, custome 
focus, improving work 
systems, strategic planning 
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., ,,tt.'ff':~~~ }j!Jiif;,/{J,'f"'f"· ~c\1~,t'~.. ;:,tl'~,."'''''':r,i~~fo,. 
and managi~.~!,~:~~~.~i~fflfic p~~em ; ·ti!t:... t ~~:~ ~ ~:~,i~~!t~t~wa has _t_he followlq 
solving tools. The r>t~rfs noti qu1cft ol?!aw ~ -. ~. ,.~la.b.li:.:,tf'.irc,ugh lnt,_r_llbrary: 

,· ,I-• ~'t.. ~ - ~-1""!, ',1 .,4 .",.'I. .. ~ ~~ " !it.. . . ~~-;;, ~ . . ! >:...t • .· •.• ;,~ i.r5'~ ~ -~, . 
ph 

~~.--J · ~ -v-· .. -r ·., .. ,·~ ~. ' ·~-;!- ... ' •r1v'f( i -· .,.,~ -~·~~~;l- . . . 
management as~~!~~~ff}:tUa 11.1~ . :oe~!!?~~- -~~·-~· '.~,i~~-#~&f,.~~~~;i/r~} . : 
process to be ~mplemara,g;~!~':~!.V\!.~r.: ~itii~}j~t:_ th;_~~~l~~il:Itf Govemment: TotatOuam, . - . 
elements must~-~lled-to'gefhe~~P!~~Jt(Q0fl..J~~~ "ef;;/M1'1i~_,,;nt In the 1990's by David Ca" . 
long term commifment.,.,,.;fWt.~~~t,Jfl J~•i. · ·.. 350/Ca«. . · 

.. --~:~:.Employee,s have th.e:.~pportuhity ·1ct le-·m .at>c>ut .~-. =r.\·--~-!~.f-±t .·;~~ ·-;~if/:·· ... - . ~ ~~~-?-:c; ;~.-~ ~-. ·:1~~::,-:(:;--- _ 
:.>ra't.1through the.- following 'resourc~s: Monthly .. ·.· ..... · Managing Public Programs: Balancing r~ (; 

Quality Forums, Personal Development--·· · · Polltlcs,--Admlnlstratlons, and Public-Needs ·~--
"~e.rninacs, through the: QulP newsletter::a11cf . :: _.· ii,dile,d by Ro~rt E.-·c,eJry ... ',_·/?(: . : . :, 
.°fhrou.gh Lunch a~ Learn sessions. Contact your -. 350/Mall · 

depart_ment's Quality Coordinator for further 
details._ The November issue of OulP will begin to 
outliria:. Deming's 14 points or the principles 
behindJ"OM. 

Correction-Ted Stilwell is 
· no longer a Quality 

Coordinator for Department of . . 
Education. 

. . 

Addition - Cindy Morton is 

Improving Government Pertormancs: 
Evaluation Strategies tor Strengthening 
Public Agencies and Programs 
350.00761/mp 

Video tapes of the past 3 Ouality Forums 
(August., September, October) are available from: 
your Oepartment's Ouality Coordinator. If yotrar.e 
interested in future videos contact your Ouality 
Coordinator. 

: '>- ! · 

( 

the Quality Coordinator for the 

Department of Revenue and 

Finance and Mark Edmond is 

the quality coordinator for the 

Iowa Law Enforcement 

Academy. 

November Quality Forum .:I.~ ·• 

._-.-·<- .:.-. .:,, ·~· . . ....:. ·· -
·~~--.. 

· Susan Leddick 
Consultant in Quality Management.·:::~ 

Profound Knowledge Resources, ln~f -
New State Historical Building 

Friday, November 6 
1 O a.m. to Noon 

..:; 



IL 

December 14, 1992 Quality Improvement Press Volume 1, Number 3 

The Fourteen Po_ints of the 
Deming Method 

1 ~ Create constancy of purpose for improvement of 
product and service. Stay in business and provide jobs 
through innovation, research, constant improvement, and main
tenance. 

2. Adopt the new philosophy. Americans are too tolerant 
of poor workmanship and sullen service. We need a new 
religion in which mistakes and negativism are unacceptable. 

3. Cease dependence on mass inspection. American firms 
typically inspect a product as it comes off the line or at major 
stages. Ineffective products are either thrown out or reworked; 
both are unnecessarily expensive. In effect, a company is paying 
workers to make defects and then to correct. Quality comes not 
from inspection but from improvement of the process. With 
instruction, workers can be enlisted in this improvement. 

4. End the practice of awarding business on price tag 
alone. Purchasing departments customarily operate on orders 
to seek the lowest-priced vendor. Frequently, this leads to 
supplies of low quality. Instead, they should seek the best quality 
and work to achieve it with a single supplier for any one item in 
a long-term relationship. 

5. Improve constantly and forever the system of pro
duction and service. Improvement is not a one-time effort. 
Management is obligated to continually look for ways to reduce 
waste and improve quality. 

6. Institute training. Too often, workers have learned their 
job from another worker who was never trained properly. They 
are forced to follow unintelligible instructions. They can't do 
their jobs because no one tells them how. 

7. Institute leadership. The job of a supervisor is not to tell 
people what to do or to punish them but to lead. Leading 
consists of helping people do a better job and of learning by 
objective methods who is in need of individual help. 

(Continued on backl 

Quality 
Forum 
Speaker: 
by Bev Zylstra 

Dr. Susan Leddick, 
a consultant in quality 
management and president 
of Profound Knowledge 
Resources, Inc., was the 
speaker for the November 
Quality Forum. The Quality 
Coordinators had the plea
sure of having lunch with 
Susan following the Forum 
and asking further questions . 

In response to a question 
about which book she would 
recommend for people just 
getting into TQM, Susan 
responded: 

•Bothof Mary Walton's 
books on Deming 

• The Work of Nations 
by Robert Rife 

• The Team Handbook 
by Scholte (not for teaching 
TQM but does cover the 
mechanics of teams) 

• The Fifth Discipline by 
Peter Senge (covers systems 
thinking very well) 

(continued on back) 
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8. Drive out fear. Many employees are afraid to ask questions 
or to take a position, even when they do not understand what 
the job is or what is right or wrong. 

9. Break down barriers between staff areas. Often staff 
areas-departments, units, whatever- are competing with each 
other or have goals that conflict. They do not work as a team so 
they can solve or foresee problems. Worse, one department's 
goals may cause trouble for another. 

1 O. Eliminate slogans, exhortations, and targets for 
the workforce. These never helped anybody do a good job. 
Let people put up their own slogans. 

11 . Eliminate numerical quotas. Quotas take account only 
of numbers, not quality or methods. They are usually a guaran
tee of inefficiency and high cost. A person, to hold a job, meets 
a quota at any cost, without regard of damage to the company. 

12. Remove barriers to pride of workmanship. People 
are eager to do a good job and distressed when they can't. Too 
often, misguided supervisors, faulty equipment, and defective 
materials stand in the way. These barriers must be removed. 

13. Institute a vigorous program of education and 
retraining. Both management and the workforce will have to 
be educated in the new methods. including teamwork and 
statistical techniques. 

14. Take action to accomplish the transformation. It will 
take a special top management team with a plan of action to 
carry out the quality mission. Workers can't do it on their own, 
nor can managers. 

Dr. Deming regards a critical mass as vital. Just as workers 
cannot act alone, neither can top management. Enough people 
must understand the Fourteen Points to know what to do and 
how to do it. (The Fourteen Points as stated in The Deming 
Management Method by Mary Walton, 1 986.) 

Next Quality F.)>r.:um: 
Deb-Corson, .. ·· 

~awkeye= Institute of Technology 
"Customer Service: Doing the Right Thing" 

January 8, 1 o a.m. to Noon 
New State Historical Building 

• The Seven Habits of 
Highly Effective People by 
Stephen Covey 

• Principle Centered 
Leadership by Stephen 
Covey (has a lot on Deming) 

• The Future Edge by Joel 
Barker 

Susan mentioned there are 
three phases to TQM: Initia
tion, Implementation, Institu
tionalization. 

In trying to manage with 
one foot in the old way and 
one foot in TQM (until you 
get totally converted to TQM), 
develop alternatives as you go 
and eventually the old ways 
will be eliminated or phased 
out. You can do the al terna
tives at the same time as still 
having to do things the old 
way. Compare this to getting 
in a boat with one foot in the 
boat and one foot on the 
dock. 

Empowerment without 
vision or common purpose is 
anarchy. We don't only need t 
to know what we do, but why 
we do it-does it further our 
mission? 

We need to prioritize our 
energies on those people who 
are willing to listen and learn. 
If you have someone who is 
really fighting the issue, don't 
waste your energies. Focus 
efforts on those who are 
willing-they are the leaders of 
tomorrow. 

We have direct and indirect 
customers-the taxpayer is the 
indirect customer. 

Think of change as a kalei
doscope-the same elements 
make different pictures. 

Principles are universal; 
practices are unique. 

People are intrinsically 
motivated. 
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Video Tapes: 
Mark Edmund from the Law Enforcement Academy is offering a subscription service for video tapes 
from the Quality Forums. Each department would pay an annual subscription fee to cover the cost of 
the blank tapes, dubbing and mailing, without the hassle of having to send the blank tapes to Mark each J 

month. Mark will order, copy and send to those subscribing. If we want more than one copy of each 
tape , the subscription service provides the opportunity to order these as well. IDOP will no longer be 
providing tree tapes to Quality Coordinators, so please subscribe now if you wish to continue receiving 
copies . 

.------------ 0 RD ER FORM -----------, I 
I 
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Quality Forum Video Tapes 
Remaining FY-93 Programs 

December 1992 through June 1993 
7 tapes $ .:1 .so a set 

Number of sets 

Ship to: Bill to: 

Your agency account# to be charged 

Addltlonal copies of lndlvldual programs available at $4.50 each. Contact: 

Mark Edmund 
Iowa Law Enforcement Academy 

515-242-5357 

Authorized Signature ___________________ _ 

• If shipping to more than one location, please complete the below: 

Name _________________________ _ 

Department ----------------------

Address-------------------------

If It Is necessary to ship via U.S. Postal Service or United Parcel, actual shipping charges 
WIii be billed. 
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