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In an effort to inprove quality and productivity, Navy

organi zati ons are adopting a managenent approach known as Tot al
Quality Leadership (TQ.). This approach is based on a set of
managenent practices and statistical neasures that, when

conbi ned, can renove the causes of poor product and service
qual ity and excessive cost.

The managenent practices and anal ytic nethods first adopted in
the Navy by its aviation maintenance organi zations are based
primarily on the TQL concepts of W E. Dem ng. Sone of the
critical concepts are:
- Quality is defined by custoners' requirenents.
- Top managenent has direct responsibility for quality

i nprovenent .
- Increased quality conmes fromsystematic anal ysis and

i nprovenent of work processes.
- Quality inprovenent is a continuous effort and conducted

t hr oughout the organi zati on.

The TQL approach enphasi zes the major role that nmanagers have in
achieving quality and productivity inprovenent for an

organi zation. Dem ng and other TQ. proponents, such as P. B
Crosby and J. M Juran, estimate that up to 85 percent of quality
i nprovenent is under the direct control of managenent and cannot
be renedi ed by the hourly enpl oyee or staff nenber.

Under the TQL approach, managers are expected to achieve quality
i nprovenents through the use of a process inprovenent approach
known as "Pl an- Do- Check-Act" cycle. This approach was originally
associated with the analytic work of W A. Shewhart, a coll eague
of Dem ng.

This report describes an approach to integrating the procedures
of process inprovenent with an organi zati on nmade up of
cross-functional teans. Specifically, the report presents how

t he Pl an- Do- Check-Act cycl e devel oped by Shewhart and Dem ng has
been interpreted by the authors for use by Navy organi zati ons.



Dem ng advocates teamwrk, particularly across functional groups.
He enphasi zes two-way conmuni cation to identify sources of
quality problens and to reduce fear of change and | oss of job
security. Conbining these concepts with those of others, such as
K. Ishikawa and D. J. Lu, as well as R L. Ackoff concerning
cross-functional groups, Navy organi zations are adopting an
organi zati onal structure to conplenent the TQL approach.

The structure is conposed of hierarchically Iinked,
cross-functional teans called Quality Managenent Boards or QVBs.
Each board contains a group of managers who are principally
responsi ble for a process that was targeted by top managenent for
i nprovenent. A QWB al so includes a nenber from senior
managenent, as well as one or nore subordi nate-|evel nmanagers or
staff with process expertise. Thus, each board is nade up of
three levels to increase vertical conmunication and several
functional departnents to increase horizontal comrunication.

Process i nprovenent using the Pl an-Do-Check-Act cycle require two
ki nds of inprovenents: (1) those that address the occasional and
unpredi ctabl e problens that occur in a system referred as
"speci al causes of variation" by Dem ng and others; and (2) those
concerned with the systemitself. The latter are referred to by
the experts as "systens causes" or "conmon causes of variation."
In order for managenent to inprove the system it nust first
establish systemstability by renoving the special causes.
Because this activity depends upon real-tine interventions in the
process, the QWBs nust establish teans of workers, called
"Process Action Teans (PATs)," to work on various phases in the
process.

The fundanmental purpose of this report is to provide a detailed
description of the roles and activities of the QvBs and t he PATs
in the context of the Plan-Do-Check-Act cycle. Carification and
differentiation of these roles are necessary for effective
process i nprovenment Sanples of histograns, scatter diagrans,
control charts, run charts, and flowharts are included in the
docunent suppl enmented with flowchart and pareto chart exercises
in the Appendi x section.
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ABOUT THE TQL OFFI CE

The m ssion of the Total Quality Leadership (TQ) Ofice, Ofice
of the Under Secretary of the Navy is to assist the Departnent of
the Navy leaders in their qualify-focused inprovenent efforts

t hrough education, consultation, information sharing, networking,
and techni cal advice.

The TQL O fice provides technical advice as well to a nunber of
organi zations inside and outside of governnent. It has



responsibilities in six key areas: TQ education and training;
consul tant services; new technol ogi es; assessnent; networking and
I'iaison; and information and conmuni cati on.

*Educati on and Trai ni ng

The TQL O fice is responsible for managi ng the technical and
conceptual content of the Departnent of the Navy (DON) TQL
curriculum This work invol ves designing and devel opi ng courses
as well as training instructors. The staff advises the DON on
integration of TQL material into the training pipeline.

*Consul tant Servi ces

TQL Ofice nenbers provide technical advice to the Under
Secretary of the Navy and ot her senior Navy and Marine Corps

| eaders on the application of TQL principles and nethods w thin
the DON and on strategic planning. Advice nmay al so take the form
of recommendations on policy as well as on Defense Performance
Review initiatives.

*New Technol ogi es

Technol ogy can provide critical support to DON quality

i nprovenent efforts. The job of the TQL Ofice is to assess new
technol ogies related to organi zati onal change and process

i nprovenent and translate theminto applications for the DON

* Assessnent

Systens are needed to assess the way in which TQL inplenmentation
i s enhanci ng m ssion acconplishment in DON organi zations. The
TQ Ofice is designing and devel opi ng feedback nechani sns for

t hat purpose as well as devel opi ng i nnovative approaches to

i nprove overall organizational effectiveness.

*Net wor ki ng and Li ai son

The TQL O fice has nmuch to share with other organizations, both
governnment and private, and much to learn fromthem Staff
menbers participate in TQ-rel ated networks and prof essi onal
organi zations. As resources permt, the TQL Ofice sponsors TQ
conferences and seni nars.

*Informati on and Communi cati on

The TQL O fice educates the DON about TQL policies and
initiatives through a newsletter (TQLeader), articles and
reports, and presentations at conferences and neetings. It is
devel opi ng a conputer-based quality information network to
facilitate conmuni cation with DON organizations.
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A TOTAL QUALITY LEADERSHI P PROCESS | MPROVEMENT MODEL is a
publication of the Departnent of the Navy's Total Quality
Leadership Ofice, Ofice of the Under Secretary of the Navy.



Hard copies of A TOTAL QUALI TY LEADERSH P PROCESS | MPROVENMENT
MODEL are available to mlitary and civilian DOD personnel

t hrough the Naval Aviation Supply Ofice, Philadel phia, PA (stock
nunmber 0120-LF-021-4400). Commercial phone nunbers are (215)
697- 2261/ 2656/ 4939/ 2159 or DSN 442-2261/ 2656/ 4939/ 2159.

It is also available to the general public through the Defense
Technical Information Center for $6 per copy (stock nunber
ADA278327). For nore information, call (703) 274-6871 DSN 284.
To order, call (703) 274-7633 DSN 284 or FAX (703) 274-9307.
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