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PREFACE





Purpose
This training support package provides the instructor with a standardized lesson plan for presenting instruction for:

Task number:
907-030-0001

Task title:
Improve organizational effectiveness by using the Total Army Quality (TAQ) Concepts

Conditions:
You are assigned to an organizational leadership position, and are responsible for leading change within that organization.  Using TAQ tools, you will develop and implement a plan to improve organizational effectiveness and customer satisfaction. You have access to leader guidance and direction.

Standard:
A company level quality management program is established that periodically measures performance using an organizational assessment criteria, and using appropriate metrics, sets goals, plans, and implements projects using team concepts and customer focus to improve organizational effectiveness.
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SECTION  II. 
INTRODUCTION


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:10


Media used Viewgraph 0001-01 through 0001-03





Motivator
Total Quality Management is a management philosophy and leadership approach that  captured American business and industry attention in the early 1980’s.  In 1988, Secretary of Defense Carlucci directed that all services within the Department of Defense adopt Total Quality Management (TQM) as their service management philosophy.  

NOTE:  Show viewgraph 01, History of TAQ

     The purpose of Total Army Quality (TAQ), as the Army’s variation of TQM is called, is to get organizations to make proactive, fact-based decisions regarding change.  First, the senior leadership of the organization must be forward looking and thinking, able to envision the organization operating effectively and efficiently 5 to 8 years in the future.  They must then synergize all resources within the organization to achieve what they have envisioned. 

     The terminal learning objective of this TSP defines Total Army Quality methods, techniques and underlying principles and identifies the critical steps to process improvement and reassessment.





Terminal
At the completion of this lesson you [the student] will:
Learning


Objective

NOTE:  Inform the students of the following terminal learning objective requirements.


Action:
Identify the four steps of the recurring TAQ process and the four foundational principles for TAQ implementation.

Conditions:
In a classroom environment with proscribed reference materials and samples of strategic plans and organizational metrics.

Standard:
Score a minimum of 70% on a written test requiring students to identify the four steps of the recurring TAQ process and the four foundational principles for TAQ implementation.





Safety


Requirements
None





Risk


Assessment
Low

Level








Environmental
None

Considerations




Evaluation
Evaluation will be in the form of a written test at the completion of the lesson.  The test consists of 20 Questions and a minimum passing score of 70% is required.





Instructional
Total Army Quality (TAQ) is the way the Army is leading and managing change

Lead-in
proactively in both a garrison environment as well as in tactical organizations.  

NOTE:  Show viewgraph 02, Centralized Planning, Decentralized Execution
The aim is for organizations to be connected through shared vision to their higher headquarters and to develop performance improvement plans that guide organizational change in support of that shared vision.  Implementation of Total Army Quality will ensure that organizations are shaping change rather than reacting to it.  The employment of TAQ principles in organizational leadership will also maximize the potential of all members of the organization through the development and utilization of multifunctional teams to address organizational weaknesses.  Through a better understanding of their internal processes, organizations can apply metrics to effectively measure process improvement, reducing the amount of change for change sake.  Ultimately TAQ will result in streamlined organizations, with reduced regulatory requirements, that meet or exceed customer requirements and are outcome oriented.  

NOTE:  Show viewgraph 03,  The Army Management Philosophy
Total Army Quality is guided by AR 5-1, The Army Management Philosophy, which provides the Army’s definitions of leadership and management, as well as articulating TAQ as the Army’s management philosophy.  The regulation is further supported and defined in Leadership for Total Army Quality, MISC Pub 5-3, which describes the processes associated with TAQ as well as briefly discussing some of the analytical tools used to support the management and decision making processes.  While these documents provide a common intellectual framework for TAQ, they are not overly prescriptive.  The intent is to facilitate maximum flexibility on the part of those organizations that implementing TAQ to enhance ownership.   True implementation of TAQ involves a culture change within an organization, from a culture of reactivity and closely guarding information to a culture which maximizes the potential of diversity and focuses the efforts of every member of the workforce towards a common goal.









SECTION III. 
PRESENTATION





A.
ENABLING LEARNING OBJECTIVE A

NOTE:  Inform the students of the enabling learning objective requirements.

Action:
Identify the seven areas assessed in the Baldrige based organizational assessment.

Conditions:
In a classroom environment with appropriate reference materials.

Standards:
Identify the characteristics of the seven areas (senior leadership, strategic planning, customer and market focus, information and analysis, human resource development and management, process management and business results) in accordance with the 1998 Baldrige Award Assessment Criteria.

1.
Learning Step/Activity 


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:35


Media Viewgraphs 0001-04 through 0001-14

NOTE:  Show viewgraph 04, The Value of a Common Assessment Criteria
a.  Introduction:  In order to develop a performance improvement plan for any Army organization, we must first have a detailed understanding of where that organization is right now.  The preferred way to determine the current condition of a unit or organization is to conduct an organizational assessment that is both accurate and comprehensive.  A proven organizational assessment tool used today throughout business and industry  is the Malcolm Baldrige National Quality Award criteria.  The Federal sector equivalent is the President’s Quality Award criteria.  This criteria is currently being used by many Army organizations which have participated in the President’s Quality Award program as well as numerous garrisons and installations which have competed for the Army Communities of Excellence (ACOE) awards programs using the Army Performance Improvement Criteria (APIC) which is Baldrige based.  

b.  Question:  What are the criteria areas that would constitute a comprehensive organizational assessment?

NOTE:  Using Flip Chart, list various responses and discuss merits and attributes of different criteria areas.

NOTE:  Show Viewgraph 05, Categories of the APIC









c.  Discussion:  The slide reflects the seven categories of the APIC criteria which mirror exactly the Baldrige criteria and represent a proven comprehensive assessment criteria.  The criteria examines everything from the organizational “driver” of senior leadership to the desired outcome of mission effectiveness and customer satisfaction.  Significant time is spent evaluating the systems of the organization to include the way they use information and analysis to manage their processes and the way Human Resources are developed and managed to optimize their contribution to organizational change and improvement.  Strategic planning is a critical focus point because it is only through long range, strategic planning that the organization can step away from the urgent, but not necessarily important issues of day to day leadership and management to deal with future important but not pressing issues.  

NOTE:  Show Viewgraph  06, Category 1.0 Leadership 

d.  Discussion:  Now lets take a look at what role leadership must play in 

         organizational change.  

e.  Question:  What level of leadership are we assessing in the 

         organization? 

f.  Answer:  Top level leadership, the final decision makers in the 

    organization.  Those who are able to chart the course for the future of   

    the organization.  

g.  Discussion:  The role of senior leadership in the change process is absolutely critical.  If the senior leadership is not able to envision the future state of the organization and articulate it clearly to the rest of the members of the organization, then people will constantly be working at cross purposes and not in a unified and synergistic effort toward a desired outcome.  What systems are in place for the senior leadership to manage change?  Do they have a Quarterly review and analysis that provides them essential and appropriate information to support the decision making process.  What does the organization chart look like?  Is it relatively flat and empowering or does it have layer after layer of manager or supervisor, with little or no value added at each level.  How wide is the span of control of the senior leadership?  Finally, how does the organizational leadership view the organizations public responsibility?  Does the organization bring more value to the community than just their core competencies?  Senior leadership should clearly understand their role in the community and within the larger Army and must work to enhance that role on a daily basis.  Visible leaders that seek out opportunities to partner with their civilian counterparts enhance community relations and create a better environment for organizational success.

NOTE:  Show Viewgraph  07, Category 4.0 Information & Analysis
h.  Discussion:  It is essential to understand the nature of the information used to manage the organization.  What information systems exist within our organization and how do we analyze the information after we have collected it?  One of the best ways to use information is to benchmark against other organizations that are doing well in the 









areas that you are not doing well.  Candidates for benchmarking can be other elements within your own organization, like organizations within your command or dissimilar organizations which have processes that might be similar to the way you want your own processes to improve.  For example, when WALMART decided to increase the number of the store with internal pharmacies, they decide to benchmark those organizations that were “best in business” for those metrics which they felt were important.  WALMART chose to benchmark from Air Combat Command at Langley Air Force Base because they had the best turn-around time on their prescriptions of any organization WALMART could find.  Another consideration is the way that data is prepared and presented to the decision maker.  Data should be clear and understandable, depicted graphically in a way that shows trends and allows the leadership of the organization to predict what the organization should look like in the future.  The leadership should place major emphasis on selecting metrics that are predictive rather than historical, so that the information can be used to effect meaningful change in the organization.

NOTE:  Show Viewgraph  08, Category 2.0  Strategic Planning
i.  Discussion:  Strategic planning is the art of taking the organizational vision developed by the senior leadership and establishing measurable organizational improvement plans that help the organization achieve that long term vision.  The strategic plan should look at the big picture and create a framework that will encompass the shorter term performance improvement plans within the organization.  The strategic plan should address the ownership of each of the organization’s key processes and how that process will be measured.  Measurement should reflect what is to be measured, who is going to measure and report the measurements and how frequently measurement will take place.  An organization’s strategic plan should include not only what the plan is, but also how the plan will be deployed throughout the organization so that everyone in the organization know their role in executing the plan. 

NOTE:  Show Viewgraph  09, Category 5.0  Human Resource Development and Management
j.  Question:  What are some factors related to Human Resource Development and Management that we must consider as we assess our organization?

k.  Answer: 
  

· Recruiting and Hiring Systems

· Compensation Systems

· Evaluation Systems

· Reverse Appraisals

· Peer Evaluations

· Individual Training , Education and Development Plans

· Employee Satisfaction and Well Being

· Family Support Programs

· Employee Recognition

· Job Mobility

l.  Discussion:  We must be sure that our personnel management and development systems mirror our organizational philosophy.  If we say we value the diversity and expertise of our personnel, we must reflect that in the way we recruit, hire, compensate, 









recognize, evaluate, train and assign our people.  These systems must be evident and active to meet the standards of the assessment.  The performance evaluation process within the organization must support a positive, proactive approach to change.  That attitude must be reflected in the goals established on the individuals support form and it must be evaluated.  Equally important is the organizations compensation and recognition processes.  Do they recognize and/or reward the necessary behavior to support change agents?

NOTE:  Show Viewgraph  10, Category 6.0  Process Management
m.  Discussion:  Category 6 focuses on the management of the key processes of the organization.  In order to manage key processes effectively, the must first be clear understanding of what they key processes look like.  Without this understanding, and the application of certain metrics to measure process change, there is no way to know if changing the processes improves it, make it worse or if the process stays the same.  Process Management is an essential consideration as we introduce new products or services or as we reduce products and services as a result of declining resources.  To comprehensively consider all processes of the organization, we must evaluate production and delivery processes for all products we produce or services we provide, the support service processes necessary for production to take place and the processes that regulate supplier performance.  For most of our operational units, these processes are doctrinally based, but for the bulk of the Army infrastructure the doctrinal support is absent.

NOTE:  Show Viewgraph  11, Category 7.0  Business Results

n.  Question:  What are some results or desired process outcomes that Army organizations might have?

o.  Answer:
· Increased readiness

· Reduced training costs

· Higher equipment OR rates

· Quicker turn-around time for equipment in maintenance

· Shorter planning cycles for Emergency Deployment Readiness Exercises (EDREs)

· Lower overhaul costs at depot level maintenance

· Higher customer satisfaction for facilities like dining facilities and medical treatment facilities

· Increased retention rates

p.  Discussion:  The highest weighted category in the entire assessment process is the category of results.  Business results equal almost 50% of the points from the assessment process.  This reflects the underlying concept that every other aspect of an effective and efficient organization may be in place, but if you don’t get measurably improved results over time, then you are not achieving success.  Business and Industry measure success against the “bottom line” which to them is market share or profit.  In our business the “bottom line” is improved organizational readiness which can be measured in any of the ways outline above.









NOTE:  Show Viewgraph  12, Category 3.0  Customer and Market Focus

q.  Discussion:  The seventh and final category of our comprehensive unit assessment tool assesses our ability to know our customers and to meet their needs.  The concept of customers is not difficult for the Army logistics community where a DS maintenance shop officer is well aware of his customers and spends a considerable amount of time with them to establish priorities and allocate resources to meet those priorities.  It is not as easy to identify the customers of the combat arms units commanders in an operational environment, and it is even more difficult for them to quantify customer satisfaction and to manage their units to achieve the customers desired results.  Regardless of the type of customer relationships your organization has, whether they are with internal or external customer, the leadership of an organization must always remember that the responsibility to solicit feedback and to follow-up on that feedback lies with the provider, not the customer.

NOTE:  Show Viewgraph  13, Assessment Guidelines

r.  Discussion:  As we look at guidelines for conducting assessments we must understand from that beginning that unless we are committed to follow through with the results of the assessment, one shouldn’t be chartered.  As we document the finding, accountability for follow-up must be established.  The focus of the organization accomplishing the assessment should be on identifying accomplishments as well as recognizing shortfalls, and this should be reinforced by celebrating progress.  In order to reinforce the importance of the assessment process, support of the process and involvement in it should be supported by the performance appraisal and promotion systems.  Finally, it is critical that the organization focus on the assessment process as a key component of a cyclical improvement process, not an end unto itself.  The ability of leaders to communicate with all elements of the workforce and to be patient as the organization grows will have a significant impact on the success of TAQ initiatives within the organization.

NOTE:  Show viewgraph  14, Assessment Feedback Results
s.  Discussion:  The analysis of assessment feedback tells us many things about our organization.  For some organizations it may make it painfully obvious that some form of change is necessary.  For better functioning units, the need for change may be less obvious.  What the leadership of the organization must see is the need for some type of organizational improvement and must recognize that being proactive and leading that change is preferable to being at the mercy of change.  What does the assessment help us see?  First, it tells us where gaps exist in our management systems.  We can readily identify two kinds of gaps, those where a piece of the system is missing, and those where we are not using some part of a system that does exist.  We can also locate situation where different management systems don’t work effectively or efficiently together.  Those areas that need improvement can be corrected in a number of ways.  We can shift from reactive responses to preventive actions.  We can use facts to make decisions instead of guesses or opinions.  If we don’t have metrics that provide the decision-maker adequate information, we must plan to develop them.  Additionally we can look and see if the metrics we are using produce the desired results.  








One way that we can quickly improve the effectiveness of organizational processes is to identify process ownership and make sure process owners are familiar with organizational values, principles and expectations.

NOTE:  Conduct a check on learning and summarize the learning activity.

NOTE:  Conduct a check on learning and summarize the enabling learning objective; omit if no ELO.





B.
ENABLING LEARNING OBJECTIVE B

NOTE:
Inform the students of the enabling learning objective requirements

Action:
Identify five key characteristics of an organizational strategic plan

Conditions:
In a classroom environment, with appropriate reference materials.

Standard:
The student will list five key characteristics of an organizational strategic plan (driven by customer requirements, results oriented, 3-5 year time period, optimizes resources, and ensure that deployment will be effective) in accordance with reference materials (Misc Pub 5-2 and 1998 Baldrige Criteria)

1.
Learning Step/Activity  


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:20


Media  Viewgraphs 0001-15 through 0001-17

a.  Discussion:  Strategic planning is the process by which an organization envisions its future and develops special quality strategies and plans to achieve that future.  Strategic planning addresses strategic and business planning and deployment of plans.  This includes effective development, translation, and deployment of overall customer and operational performance requirements derived from strategy.  There are five key factors to a comprehensive strategic plan.

NOTE:  Show viewgraph  15, Characteristics of a Strategic Plan

b.  Discussion:  Customer-driven quality is a strategic view of quality.  The focus is on understanding the key customer and operational requirements as inputs to setting strategic direction.  This will help ensure that ongoing process improvements will be aligned with the company’s strategic directions.  Customer representatives along with other stakeholders should be integral players in the organizations strategic planning process.  Customer feedback will provide valuable insights into both emerging strategic opportunities and more immediate areas for process improvement.  

     Strategic plans should be results oriented, focusing on desired outcomes rather than detailed guidance to achieve specific outcomes.  Strategic plans are intended to provide a framework for organizational change which would be supported by process improvement plans.  The strategic plan provides a snapshot of what the senior leadership thinks the organization should look like 3 to 5 years into the future.  The 









strategic plan should also optimize the use of resources and ensure bridging between short-term and longer-term requirements that may entail capital expenditures, training, etc..  

     Finally, we must be able to deploy the strategic plan throughout the organization and integrate it at all three levels: the senior leadership level; the key process level; and the work/unit or individual job level.  It must be circulated at all levels and it must be understandable by the entire workforce in order for complete deployment.  Only through complete integration can the organization achieve alignment around the goals of the strategic plan.

NOTE:  Show viewgraph 16, Selecting Areas for Improvement
c.  Discussion:   How should we go about prioritizing and selecting those areas for improvement within our organization?  First we must consider where we are in the spectrum of implementing quality within our organization.  If our quality efforts are in their infancy, we may want to select those projects which:

· Have a reasonable chance for success
· Have a quantifiable return on the time and resources invested
· Will have a visible impact on the processes of our organization
· Have the commitment of the senior leadership of the organization
    If our quality efforts are more mature, then we would want to select those areas that best address the weaknesses identified in our organizational assessment.

    The senior leadership of the organization, often referred to formally as the Executive Steering Committee (ESC) will review the assessment and then list those areas identified as strengths and those areas identified as weaknesses.  The next step is to prioritize the list you have generated.  First clarify and consolidate the ideas on the list. 

    The same process of identifying strengths is equally important because the ESC may elect to strengthen weak areas by reallocating resources from those strength area.  Leadership should attempt to maintain strength areas while using excess resources to balance organizational performance.  

    As the ESC identifies and prioritizes areas for improvement, they should also identify the best method for improvement of each area.  Possible improvement techniques might be to eliminate constrictive rules or constraints, provide appropriate tools and equipment, or to provide better training to subordinates.  When training is identified as the preferred solution, then a training plan need to be developed and that task training plan must be incorporated into the units Mission Training Plan.  It is quite easy to lose track of those tasks which improve organizational performance and effectiveness in light of operational training tasks, so unit commanders and leaders always be conscious of the importance of both types of tasks.

d.  Discussion:  Disseminate the sample Strategic Plan extract found at appendix D to the students at this time.  Allow them approximately ten minutes to read the materials and then conduct an in class discussion of the materials using the questions on the following viewgraph.

NOTE:  Show viewgraph 17, Analyzing the Strategic Plan
NOTE:  Conduct a check on learning and summarize the learning activity. 









NOTE:  Conduct a check on learning and summarize the enabling learning objective; omit if no ELO.





C.
ENABLING LEARNING OBJECTIVE C

NOTE:  Inform the students of the enabling learning objective requirements

Action:
List four advantages of empowering teams to complete performance improvement projects.

Conditions:
In a classroom environment, with instruction and appropriate reference materials.

Standard:
The student will list four advantages of empowering teams to complete performance improvement projects in accordance with Misc Pub 5-2.

1.
Learning Step/Activity 1-  


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:03


Media  Viewgraph 0001-18

NOTE:  Show viewgraph 18, Empowerment

a.  Discussion: Empowerment is defined as  the “act of placing accountability, authority and responsibility for processes and products at the lowest possible level.  The extent of how much a person is empowered is dependent on their capabilities and the seriousness of the consequences.”  Empowerment is the creation of an environment in which employees at all level feel that have a direct impact on the standards of quality and service within their personal areas of responsibility without prior approval.  For example, on a weapons range anyone can call “check fire” if they observe an unsafe act, not just the range safety officer.  More importantly, empowerment is the act of vesting appropriate authority in the hands of the people nearest the problem to be solved.
2.
Learning Step/Activity 2-  


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:03


Media  Flipchart

a.  Question:  What are some advantages to using teams to address barriers to organizational efficiency and maximum performance?

b.  Answer:   Some benefits of using teams to focus on performance improvement     

issues include:

· Multifunctional approaches

· Focuses on the problem from more perspectives





· Different personality types

· Different experience levels

· Better acceptance of recommendations

· Mutual support

· Synergy in development of solutions
c.  Discussion:  There are many different ways the organization benefits from using teams to analyze and solve problems.  Teams are an excellent opportunity to bring together employees from diverse backgrounds with various experience levels to consider the problem from various perspectives.   The synergy that develops often creates a solution that is “better” than one that could have been developed by an individual.  Sometimes the most important facet of team problem solving is the fact that the members of the organization take ownership of the teams recommendations because their “representatives” have sought their recommendations and advice in the formulation of the problem solution.  That ownership is critical to the recommended change actually being implemented and becoming a part of the organizational culture.  

3.
Learning Step/Activity 3-  


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:09


Media  Viewgraph 0001-19 through 0001-21

NOTE:  Show viewgraph 19, Phases of Team Interaction

a.  Discussion:  All teams go through a normal maturation process that is outlined on this slide.  The Forming Stage is one in which the team is assembling, with each person getting to know the other members of the team and attempting to identify their role on the team.  During this stage the charter for the team is established which is the contract between the team and the decision maker.  

NOTE:  Show viewgraph 20, Sample Charter of A Process Action Team
     The first component of the charter for a Process Action Team (PAT) is to identify the authority establishing the PAT.  Usually this is the Executive Steering Committee of the organization or the respective Quality Management Board within the organization responsible for the processes being considered.  The objective and scope statement reflects the expected outcome of the PAT and the specific areas to be improved.  This guidance should be as specific as possible so that all members of the team understand the leadership’s expectations of the team.  All members of the team are identified under paragraph III. Composition.  Those individuals selected to be the team leader, assistant team leader and other key positions should be identified in the team charter.  Under direction and control, the PAT will identify the frequency of reporting to the decision maker, frequency of meetings, how the team will communicate, and other key guidelines for the internal operation of the PAT.  Finally, the General paragraph of the charter will include the analytical methods to be used by the PAT, the milestone chart for PAT work and specific requirements of the final decision briefing to the organizations senior leadership.  The charter constitutes a contracts that guides the work of the PAT and assure that the desired outcome of the senior leadership is 





achieved.  It empowers the team to act within the organization without constantly seeking approval from the leader.  Either side can re-negotiate the charter if their goals and expectations are not being met.

NOTE:  Show viewgraph 19, Phases of Team Interaction
The second stage of team evolution is the “Storming” stage.  During this stage team members struggle to identify their individual roles within the team.  There are frequently power struggles as some group members attempt to dominate others and to further their own agenda items.  Others will become passive and look for opportunities to avoid meetings or group involvement.  During this period the team leader plays an important role.

b.  Question:  What are some of the functions the team leader performs to maximize the effectiveness of the team?

c.  Answer:

· Facilitates team meetings

· Settles team disputes

· Serves as an intermediary with management elements

· Attends other meetings

· Prepares final briefing

· Coordinates meeting time and location

NOTE:  Show viewgraph 21, The Role of the Team Leader
d.  Discussion:  The team leader serves as the facilitator within the team.  He/she helps the team establish an agenda and then leads the team meetings in accordance with that agenda.  The leader schedules meeting and makes sure that everyone on the team know when and where those meetings are.  The leader also serves as the liaison between the PAT and the appropriate management working group chairman and supervisory personnel to include the sub-process owners, supervisors of PAT team members and the organizational TAQ coordinator to resolve scheduling issues, and to coordinate other PAT related issues.  The team leader distributes the work within the team and reviews completed assignments with goal of balancing the workload between all PAT members and carefully challenging each PAT members special skills and capabilities.  The team leader is also the catalyst in assuring that the team meets scheduled milestones on time and that work is completed in a timely manner.  The team leader sees the “big picture” and can rebalance the workload when they recognize that a difficult task is bogging down the analytical efforts.  Finally, the team leader is responsible for briefing the PAT results to the QMB and the ESC making recommendations to the decision makers based on the effort of the PAT team.

NOTE:  Show viewgraph 19, Phases of Team Interaction
     During the Norming stage of team interaction, members reconcile their competing loyalties and responsibilities.  They accept the team, and the teams rules and requirements, they adapt to their role in the team and they begin to appreciate the individual differences of the fellow members.  Emotional conflict that existed during the Storming phase is reduced as previously independent relationships become 





interdependent.  As team conflicts are reduced, team members now have more time to spend on the performance improvement effort.  This is the stage in which the group has finally become productive and focused.

     By the time the team enters the Performing phase, they are actively diagnosing and solving problems, and choosing and implementing changes.  True interdependence has been achieved and the team is now an effective, cohesive unit.  The duration and intensity of each stage varies depending on the team.  Sometimes the Performing stage is achieved in a meeting or two; other times it may take months.  Understanding theses stages of group growth and interaction will keep you from overreacting to normal problems and setting unrealistic expectations that only add to the frustration.  With patience and effort this assembly of independent individuals will grow into a team.

     The last stage of group interaction is Adjourning.  In this phase the final briefings are given to the decision makers, full implementation of group recommendations takes place and the team is disbanded.  Knowing about the stages a team passes through should relieve much of the fear team members have about the project’s success.  The pattern for each team is different.  Team members’ attitudes depend on both the speed of progress and the resistance or encouragement they receive from the management elements and their departments.

4.
Learning Step/Activity 4-  


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction __:05


Media  Viewgraph 0001-18

a.  Discussion:  What are the phases to a performance improvement project?  

NOTE:  Show viewgraph 22, Performance Improvement Project Phases
     We have identified a number of problems within the organization and have prioritized them relative to their impact on the organization’s vision, mission and values.  Starting from the top of our priority list we will focus on each problem individually.  The format on this chart provides us a simple seven step model to plan a performance improvement project. The first phase is to Identify the Opportunity.  We have done most of this work as we developed our priorities for organizational improvement.  We can capture the problem identification directly from our priority list.  We will discuss the process of forming a Process Action Team (PAT) later in our discussions.

     Phase two of the process is to define the scope of the work to be done, by developing the problem statement.  A good problem statement states the effect, what is wrong, not why it is wrong.  Assumptions about the cause of a particular problem made early in the analytical process are often incorrect.  The problem statement should also address what is know, what is unknown and what needs to be done.  It should be specific and avoid broad categories such as “morale” and “communications.”  The problem statement should also be assertive and positive and emphasize negative impact on the customer.  Remember, “a problem well stated is half solved.”

     Step 3 of the model focuses on analyzing the current process.  This analysis begins with a clear understanding of what the current process looks like.  This can be determined by flow charting the process.  Flow charting allows us to see the individual steps of a particular process in the order in which they occur.  It also allows us a better understanding of how these steps occur in relation to each other.  Once we have this 





understanding of the steps of the process and their relationship, we associate time, cost, personnel and other resources associated with each step of the process.  During phase 3 we will also define those performance measure we will use to measure our performance improvement plans and what the target goals will be.  

     In phase 4 of the model we must envision what we want the process end state to be.  It should be the application the commander’s long term vision to the process or problem area.  Through that application we should be able to describe in detail the future process and we should be able to identify and recommend to the decision maker specific process improvements that we will implement in phase 5.  

     In phase 6 of the process improvement project we will monitor the process changes we implemented in phase 5 and measure their effectiveness.  Ideally we will implement the process improvements through a pilot program that applies the change in a limited scope and evaluates the effectiveness of the changes for broader scale implementation.  

     Finally in phase 7 of the process we will complete wide-scale implementation of the process improvement and begin looking for new process improvement opportunities.  We should remember that when a particular process no longer has opportunities for improvement, it is probably obsolete.  This example is one of many process improvement models available to those organizations interested in change.  While the selection of any particular model is not critical, the use of a model is essential to ensuring continuity in organization process improvement efforts.

NOTE:  Conduct a check on learning and summarize the learning activity. 



NOTE:  Conduct a check on learning and summarize the enabling learning objective; omit if no ELO.





D.
ENABLING LEARNING OBJECTIVE D

NOTE:  Inform the students of the enabling learning objective requirements.

Action:
Simulate selecting metrics to measure processes for improvement.

Conditions:
In a classroom environment with designated references and a sample set of process measurements.

Standards:
The student will list the four characteristics of good metrics and will list four principles for selecting measures in accordance with Misc Pub 5-2.

1.
Learning Step/Activity 1-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:10


Media Viewgraph 0001-23

a.  Discussion: There’s one form of measurement that can help you monitor, stabilize and improve processes- metrics.  A metric is “a measurement, taken over a period of time, that communicates vital information about a process or activity.”  Metrics are meaningful measurements that present data, leading you to fact-based decisions.  Data-driven decisions that are based on quantitative measurement can help you break 





through to a smarter, more productive way of doing business.

     “You can get everything else right, but if you deploy a poor set of measures (or none at all), any positive change accomplished will soon be undermined by the inefficiencies of your organization as managers chase an inconsistent or conflicting set of targets.”  The old adage “What gets measured gets done” is not always true especially when performance measures conflict with one another or when there are too many.  

     Measures are integral to change.  Without a set of relevant goal-focused measures , you will find it nearly impossible to tell whether your organization is operating in step with its overall strategies.  Performance measures are also a strong force in shaping the culture of your organization.  The underlying values must be reflected in the key performance measures that you select.  In leading change in your organization, performance measures are an essential tool.  Nothing you can do more effectively conveys to your stakeholders the message that you intend to do business in new more effective and efficient ways than your new performance measures.

     Only a balanced set of metrics tells the whole story of what is going on in an organization.  Senior executives and managers guiding their business against a balanced set of measures will find themselves with their hands on all the controls required to implement strategy and achieve objectives.  Balance can only be defined in relation to a company’s specific strategies and value chain (i.e. key processes).  

NOTE:  Show viewgraph 23, Characteristics of metrics
There are many things that you could measure to help you better understand your systems and processes- but it’s simply not feasible to measure them all.  Instead, select a few representative metrics for each system or process you own and monitor them.  Depending on your analysis of your processes, some metrics will be appropriate to “roll up” to a higher level; some won’t.

   When you’re developing metrics, you need positive, open communication with customers, suppliers, leadership teams and process experts.  To help you get started on the right path, here are eight characteristics of a good metric:

· Meaningful to the customer

· Simple, understandable, logical and repeatable

· Shows a trend

· Clearly defined

· Data that is economical to collect

· Timely

· Drives appropriate action

· Tells how organizational goals and objectives are being met through processes and tasks.

NOTE:  Conduct a check on learning and summarize the learning activity.

2.  
Learning Step/Activity 2-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:10


Media Viewgraph 0001-24

NOTE:  Show viewgraph 24, Principles for Selecting Performance Measures 









a.  Discussion:  Now that we understand what the characteristics of a good metric are, we should considers the principles for selecting performance measures.  We should make every attempt to:

· Reevaluate existing measures-  Many old measures are no longer useful, but are retained because they are already in place.  

· Measure important business processes, no just results

· Measures should foster goal driven teamwork

· Measures should be an integrated set, balanced in their application

· Measures should have an external focus whenever possible

         As we reevaluate existing measures we must guard against the impact of the following issues:

· Fear-  we must have something as a fallback alternative if the new metrics don’t work

· Ownership- If we choose to discard an old metrics, we must do it without offending the owner.  He has much time and effort invested in that work.

· Change management’s expectations-  Make sure that management doesn’t plan to require the old metrics in any decision making process.  Make a clean break.

· Reward and recognition-  Make sure that rewards and recognition are not tied to the old measurement.

         The rethinking of the organization’s performance measures should be entrusted to a cross-functional team of high-level managers representing the far corners of the organization.  A good example of looking at existing measures is to reevaluate the Quarterly Review and Assessments (R&As) that most organizations do.  Does that information provide the best information to the commander for him to effectively manage the organization?  If not, what are more appropriate, informative measures we can use?

         Equally important is to develop a balanced set of metrics that measure key organizational processes as well as results.  If our results are being achieved but our processes are not being measured, we might be sacrificing future production capabilities to maximize results for the short term.  Results measure tell how you did, process measures tell how you are doing.  Only through balanced measuring of our results and processes can we be assured that we are achieving the best possible results while still retaining the capacity to sustain those results well into the future.


b.  Discussion:  Disseminate the sample organizational metrics found at appendix F to the students at this time.  Allow them approximately five minutes to review the materials and then conduct a brief  in class discussion of the materials.  Consider how well the metrics provided meet the criteria of “good metrics” outlined in the above material.

NOTE:  Conduct a check on learning and summarize the learning activity. 

NOTE:  Conduct a check on learning and summarize the enabling learning objective; omit if no ELO.









E.
ENABLING LEARNING OBJECTIVE E

NOTE:  Inform the students of the enabling learning objective requirements.

Action:
Define the four foundational principles of TAQ.

Conditions:
In a classroom environment with appropriate reference materials.

Standards:
The student will define the four principles that are the foundation of TAQ (strategic vision, customer focus, empowerment, and continuous improvement) in accordance with Misc Pub 5-2.

1.
Learning Step/Activity 1-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:07


Media Viewgraphs 0001-25 through 0001-26

NOTE:  Show viewgraph 25, Four Basic Tenets of TAQ
a.  Discussion:  There are four basic principles or tenets that provide the 

foundation for TAQ and we need to discuss and understand each of them.  We will start in the lower left-hand corner with senior level leadership vision and guidance and work our way around in a clockwise manner.  We will nest look at customer focus, our common motivator for increased efficiency and productivity.  Empowering our employees maximizes their contributions to organizational improvement, and finally, having a process for continuous improvement creates proactive leadership rather than reactive leadership.

b.  Question:  What do we mean when we say “Senior Leadership Level Vision?” 

NOTE:  Show viewgraph 26, Vision
c.  Discussion:  Senior level vision focuses on the organization of the future rather than the organization of today.  The purpose is to describe what the organization should look like, driven by evolving mission and capabilities, some time in the future.  Traditionally the time period is 3 to 5 years in the future.  How does the leadership envision the organization changing?  What will that end state be?  The senior leadership must have a clear picture of what it will be.  Then their task is to clearly describe the desired end state in such a way that all members of the organization can identify how their work is contributing to the organization achieving that vision.  There are three things that senior leadership must do to enable the success of a TAQ effort within an organization.  First they must have a vision and it must be documented.  They must articulate it frequently and they must make sure that everyone in the organization knows what that vision is.  Finally, they must make sure that everyone in the organization knows how they are personally contributing to the organization achieving that vision in their daily work.  Without this focus derived from vision, many of the individuals and sub-organizations within the larger organization may be working at cross purposes to each other.  Vision provides focus to our work.









NOTE:  Conduct a check on learning and summarize the learning activity.

2.
Learning Step/Activity 2-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:05


Media Viewgraphs 0001-27 through 0001-28

NOTE:  Show viewgraph 27, Customer Focus
a.  Question:  Who are our customers?

b.  Answer:  Whoever uses the products or services that we produce.  The  next person in line in whatever process you’re working in.

c.  Discussion:  We all have customers.  If we don’t, we shouldn’t have a job.  Commanders in the field are the customers of the various schoolhouses, installations, and the acquisition process.  The combat arms commander is the customer of the combat support/combat services support provider.  The maneuver commander is the customer of the artillery, aviation, and others who provide support and service.  The maneuver commander’s customer is the CINC.  In addition to these external customers we almost all have internal customers.  The soldier sitting next to us, who requires some data we manage for his/her monthly report.  The mechanic needs the PLL clerk to provide the right replacement part when needed.  Understanding the basic customer/supplier relationship is really not that difficult.  Understanding the customers needs and having them understand your capabilities and limitations is not as easy.
NOTE:  Show viewgraph 28, Understanding Customers
d.  Discussion:  Since meeting the customer’s needs is the very reason we are in business, then the customer should be first in everything we do, especially the planning process.  Through dialog we can understand out customers needs.  In this era of diminished resources, we must strive first to meet customer needs and if we have remaining resources, including time, we can then focus on items that the customer would like to have, but doesn’t necessarily need.  While customers are often willing to meet with providers to clearly define their requirements, the customer is less likely to provide you feedback if you more than satisfy his requirement or if his requirements are reduced.  For this reason you must develop a recurring relationship with your customers.  Some period of time after you provide them a product or service, check to see how well you have met the customers needs.  Do they still need the data you are providing?  Do they need all that you are providing?  Could it have been configured differently, reducing production costs and time?  Solicit customer feedback and they will provide you with ways to make your job easier. 

     While we are spending time with the customer, we should also take the time to make sure the customer is aware of our capabilities and limitations.  If we let the customer know the nature of our workload and the resources we have available to meet that workload, then they are more likely to be tolerant of process time and any potential delays.  Working directly with our customers we should develop customer service 





standards that provide all customers immediately accessible information regarding the minimum level of service to which he is entitled.  For example:  An AIT soldier leaves his unit to attend sick call but arrive at the Medical Clinic after the posted hours of 0600-0800.  What level of care is that soldier entitled to or should he just go back to his unit as he was told to do?  

     If clear, understandable, Customer Service Standards were posted, then the soldier would have known he/she should have been seen by a triage nurse and some medical recommendations made before he/she was told to return to their unit.  Customer service standards tell customers what a reasonable expectation of service should be.  Finally we must measure customer services against the standards we have established.  Did the service organization provide the services according to their standards?  Did  they exceed or fail to meet standards?  With clear standards we can solicit customer feedback through a number of different tools:  customer surveys, focus groups, suggestion boxes, boss lines, and other means and through meaningful feedback we can gain valuable information about how to improve our processes.

NOTE:  Conduct a check on learning and summarize the learning activity.

3.
Learning Step/Activity 3-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:05


Media Viewgraph 0001-29 

NOTE:  Show viewgraph 29, Empowering Employees
a.  Discussion:  Empowerment is defined as the act of placing accountability, authority, and responsibility at the lowest possible level.  The extent of how much a person is empowered is dependent on their capabilities and the seriousness of the consequences.  Leaders must do more than encourage empowerment, they must enable it by removing barriers to empowerment.  Empowerment celebrates the differences between people, encouraging synergy to create new and innovative process improvements.  To create an environment of empowerment, you must eliminate the fear of retribution in the workplace while still holding people accountable for their actions.  

      Empowerment is one of the most misunderstood concepts in this culture.  Some leaders think empowerment means they must surrender their power to subordinates.  Not true!  This isn’t about power-it’s about giving people the tools they need to do their jobs.  Empowerment at the point of contact gives people the opportunity, authority and resources they need to satisfy customers.  Leaders who have learned to use empowerment find their role enhanced-not weakened.  The goal is to create an environment in which properly trained subordinates can continually improve the organization.  That encourages innovation and risk taking, important factors in the cultural change process.  

NOTE:  Conduct a check on learning and summarize the learning activity.









4.
Learning Step/Activity 4-


Method of instruction Conference 


Instructor to student ratio is 1:15.


Time of instruction __:08


Media Viewgraphs 0001-30 through 0001-31 

NOTE:  Show viewgraph 30, Continuous Improvement
a.  Discussion: The final tenet of TAQ is the principle of continuous process improvement.  This principle  sets the management philosophy of Total Army Quality apart from “good leadership.”  Traditionally the Army has been full of good reactive leaders.  With ever changing resources and demands placed on modern leaders the need for proactive leadership become more evident.  Leaders must be able to foresee emerging process improvements before they are required.  

     Traditionally associated with TAQ has been the concept of continuous process improvement, which is the preferred approach to process improvement if you can assume that the process is basically a good one.  Continuous process improvement involves clearly flow charting the process, understanding inputs required and who supplies them as well as outputs produced and who the customers are.  Each step in the process is included in the flow chart.  Metrics are established that measure key elements of the process at critical points.  Continuous process improvement focuses on improvement around a single metric at a time.  Once the desired goal has been achieved then the leadership may choose another metric around which to focus the next improvement effort.  If, however, the leadership determines that the process is not good, then the preferred approach to process improvement is Business Process Reengineering (BPR).  BPR identifies the inputs and the suppliers of those inputs as well as the outputs and the customers of the process and then discards the old process.  BPR then builds a new process that gets from inputs and suppliers to outputs and customers.  The use of outside consultants is encouraged to help the organization overcome process bias which would otherwise tend to build a new process that looks very much like the old one.  

NOTE:  Show viewgraph 31, Principles for BPR
b.  Discussion:  The basic principles for reengineering success always start with the customer.  You are trying to create a process that better serves the customer, so involving them in the development of the process is critical.  We must move quickly to develop a new process, because if we don’t we will be more likely to be stuck in the old paradigm.  The speed necessary to make the transition effective demands that the leadership of the organization tolerate reasonable risk and accept imperfection.  The organization can apply continuous process improvement to tweak the process once the new process has been developed.  Without accepting risk it will be very difficult to get your employees to feel empowered enough to change.  Not only must we say we accept imperfection, we must demonstrate that acceptance with our action.  Finally, we must remember that the focus should be on the “journey, not the destination.”  Don’t stop too soon.  This will only stifle the creative powers of your workforce and reduce the potential success of your effort.  Remember that BPR is about significant change in the process.





NOTE:  Conduct a check on learning and summarize the learning activity.

NOTE:  Conduct a check on learning and summarize the enabling learning objective; omit if no ELO. 





SECTION IV.
SUMMARY


Method of instruction Conference


Instructor to student ratio is 1:15


Time of instruction  __:15


Media: Viewgraph





NOTE:  Show viewgraph 32, Cyclical TAQ Process
Review/

Summarize
a.  The TAQ process as it occurs within an organization is a cyclical one.  It begins with Lesson
the assessment process, progresses through a series of planning and implementation 


steps and then begins again with a reassessment.  We have discussed the key 


components of the process as well as the underlying tenets that support 


implementation within an organization.  The process of leading change within an 


organization is never complete.  There is always room for additional improvement. 

b.  During this block of instruction we discussed Total Quality 

Management and learned that:

· TAQ is a comprehensive management philosophy that will be applied to make processes across the Army spectrum more efficient and effective.

· TAQ Focuses on improving organizational processes through the use of structured analytical thinking, innovative benchmarking and visionary leadership.

· The steps in the TAQ process are:

· Assess the organization.

· Identify strengths and weaknesses, prioritize weaknesses.

· Define stakeholders and establish goals.

· Use teams to implement improvements.

· Measure the process for Improvement.

· Reassess and begin the process again.





NOTE:  Determine if students have learned the material presented by soliciting student questions and explanations.  Ask the students questions and correct misunderstandings.

Check on
QUESTIONS

Learning


a.
What is the Army version of the Baldrige Assessment Criteria called?


b.
What is an advantage of using a team to address process improvement?


c.  What are the four foundational principle of TAQ?


d.  What makes a measurement meaningful to the leadership of an organization?

NOTE:  Solicit and answer the student’s questions.  This is not a graded activity.







SECTION V.
STUDENT EVALUATION





Testing
Following lesson the students will complete a 20 question multiple-choice examination

Requirements
and must score a minimum of 70%.  Duration of the test is 15 minutes.





Feedback


Requirement
Immediately following the examination 15 minutes will be used to review the test and provide students feedback on locating correct answers.
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       Execute METL 




  
- Readiness through   realistic training.

- Teamwork with War

Plan units.






  - Alert, Marshall &

      Deploy                    

  - Attack

  - Defend

  - Sustain

  - Move

  - Synchronize 

    Combat Power

  - Teamwork with 

    with supporting 

     units\

X
X


X
Achieve and maintain the highest rated, best prepared, and most qualified Mission Ready Force ready to

be deployed wherever and whenever needed.

Operate with all support elements as a high performance combat team.


The Brigade will  undergo an NTC evaluation each year.

Each Bn will undergo

an Ex Eval each year.

Two  Bde level FTX’s conducted each year.

Each Bn will participate in one JTF exercise each year.

Each Bn will operate  with its full slice elements minimum during each ITC.

Each Bn will undergo one SEDRE per year.
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2.0  Lead Soldiers






- Soldier development

through formal schools

- Focus on Quality of life






  - Professional Dev

  - Personal Dev

  - Quality of Life



X




Enhance the commitment to the personal development of soldiers and their quality of life resulting in the 1st Bde becoming one of the top units of choice within the Army.
Schooling will be given priority over other requirements during the support cycle.

The NCO Corps will manage the NCOES and Quality of Life.
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3.0 Manage 

       Resources





Strategic management of resources is integrated in all phases of the planning process 






  -  Personnel

  - Equipment

  - Time

  - Money



X


Initiate economies and efficiencies in training and personnel management to insure that all performance goals are met utilizing resources effectively.
Training and readiness

will drive the budget vs. the budget driving training and readiness.

Maintenance will be managed using a cyclical process to insure maximum equip is available for training.

Priority of maintenance will be given to units prior to NTC and External Evaluations.
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4.0  Employ  

        Modernization





Synchronize and leverage modernization








X


Capitalize on modernization initiatives to improve effectiveness and readiness.
Fielding and NET will be synchronized to insure new equipment is maximized during NTC rotations.


% EOH vs Obj

% NET Compl vs 

     Obj


Equip & NET Report


5.0  Remain

       Versatile to  

       Meet Other

        Missions.     





Leverage versatility as a tool to enhance readiness, quality of training and leader development






  - OOTW

  - RC Support

  - HQ Directed



X
X

Be prepared to assume other missions as directed from Higher on short notice without detracting from ability to execute METL.
Conditions will be varied during METL training to simulate OOTW conditions.

RC Support will be a tool to conduct leader training and CPX future unit training.
 #  man days devoted to other missions.


# man days utilized for

other missions.


Figure 3.2.1 cont’d

APPENDIX F

SAMPLE METRICS
APPENDIX F-  Sample Metrics
Base  Support  Operations  and

Borrowed   Military   Manpower 
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