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Dear Clients and Friends:
With this issue we introduce a new expanded format. Your feedback in the past
has told us that you like what you've gotten in our newsletter and you want more.
These eight pages are packed with information on ways you can improve the
performance of your organization. We hope you will get some new ideas from
them. We also hope the full-page, three-hole punched format will encourage you
to keep your newsletters for future reference.
In this issue, we are also introducing four regular columns:
•
•
•
•

QUALITY CORNER
lRAINING CORNER
PERFORMANCE TECHNOLOGY
TOOLBOX

CORNER

In this way we can keep you up-to-date on some of the things we've been doing
for clients and give you ideas and methods you can use.
Let us know how you like it and what you'd like to read about on the enclosed
response sheet. We're always glad to hear from you.

BUILDING A FULLY-QUALIFIED
WORKFORCE: AN ALTERNA TIVE
METHOD

PROCESS IMPROVEMENT-SIMPLIFIED
Karen Wallace and Nikki Rinderer

Ray Svenson and Nikki Rinderer

One of the biggest problems
facing
production and maintenance organizations
in the '90s is finding ways to get fewer
people more productive faster with fewer
resources. To stay competitive in today's
global marketplace, American management
has been reducing head count, reducing or
eliminating training organizations,
and
boosting production requirements while
implementing tremendous amounts of new
technology in production processes.
So the question is, "How do line managers
proactively get their people qualified to do
more work in a shorter period of time without
the resources of a big-budget training
department?"
(continued page 4)

The current emphasis on quality in business and industry has spawned a plethora of
quality gurus, quality tools, and quality techniques. For the individual manager, unit,
or department seeking to improve the quality of its products, services, and processes,
this multitude can seem hopelessly complex and confusing. Knowing where to start
can be almost impossible.
In recent months, Svenson & Wallace has developed a basic process improvement
workshop for two of our clients that has been very successful in introducing quality
improvement concepts and techniques without overwhelming participants with
advanced information and technical jargon that they will not need or use.
Our workshop is designed to help a team of people learn process improvement while
applying it to one of their own processes. The end product of this workshop is a team
of learners who have been introduced to basic process improvement skills, a start on
improving a particular process, and a plan for continuing to implement these skills
on the chosen process. The workshop does not require any previous quality
knowledge. Its goal is to demystify quality jargon and expose it for the common
sense thing it is.
(continued page 2)

While the process improvement methodology we teach in this
workshop will work for any process you can name, following
these criteria will help to ensure the success of the workshop.
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PROCESS IMPROVEMENT-SIMPLIFIED
from page 1)

The participants in the workshop should be a team of people who
have direct involvement in the chosen process. It is important
that the individuals in the workshop are people for whom the
process is both relevant and valuable. They do not have to have
been a team before the workshop, but they should be people who
are brought together to improve a process they all have a part to
play in. There should be a cross-section of people, including
suppliers, people involved in doing the work, and especially
important, customers of the process. Participants can be anyone
invol ved, from mem bers of the clerical workforce to corporate
officers. Any size team can participate, but we recommend
somewhere between six and fifteen people (although we have
seen the workshop succeed with a much larger group). The team
should identify a team leader who will have the role of carrying
on and coordinating the activities in the future.
The length of the workshop is generally two or three days, but the
length can be easily modified to suit the complexity of the
process, the amount of improvement to be done during the
workshop versus after the workshop, as well as the number of
participants involved.
The workshop encompasses several quali ty tools and techniques,
including Quality Function Deployment (QFD), process
modeling, process measurement, cycle time management, gap
analysis, and cause analysis. Though SPC tools are touched on
in the workshop, we don't deal with them in any detail. The
workshop will help you figure out where you could use SPC
tools for effective measurement, but will not teach how to use
them, or which ones to use. A typical agenda for the workshop
is shown below:

(continued

How the Workshop Works
The first step in the workshop is for the client to select a process
for improvement. Any type of process can be selected, whether
it is in manufacturing and production, marketing and sales,
research, planning, finance, administration, or whatever. Some
criteria that are helpful in choosing a process suitable to the
constraints of a workshop situation are:

Process Improvement Workshop Agenda
• Map the macro process flow
• Establish customer/supplier requirements
• Identify organizational quality and business goals

o

The process should be one that the organization views
as critical to the business

o

It should be an already established process, not a new
one being developed

o

• Establish process goals
• Map the current process
• Identify process barriers and causes
• Develop process improvement ideas

The process should be one that does not contain too
many steps (i.e., it is of a scope that can be mapped in
a short period of time)

• Map the revised process
• Develop process measures/means

o

An internal process with an intemal customer is easier
to set up logistically, but it is not a necessity.

• Plan for implementation

(continued page 3)
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PROCESS IMPROVEMENT-SIMPLIFIED
[rampage

QUALITY CORNER

(continued

2)
Terri Knicker

The workshop is a facilitated group process that requires full
participation from everyone present. In the end, members of the
team will have two things:
1.

The basic knowledge needed to carry on with the
process improvement

2.

An implementation plan specifying tasks, resources,
responsibilities, timeline and schedules for carrying
on with the improvement project.

"QFD in the Marketing Process"
As a child, you may remember being told that, "If only you
would be quiet and listen, you might be able to hear what is being
said." As companies forge ahead in the design and development
of new products, they might do well to heed those words of
advice. But instead of listening, often times we just forge ahead
trying to make the product "better" than what is currently
available. Should we stop and listen before we move ahead?
And who should we be listening to? The customer, of course.
Customer needs and desires should drive product and service
features and capabilities. One of the tools used to "listen to the
voice of the customer" is QFD - Quality Function Deployment.
This tool allows for customer needs to drive the product/service
development or improvement process by developing a series of
matrices that focuses on different aspects of the product. The key
to the matrix is that when it is completed, it describes the
relationships between what the customer wants and the product
to be made.

Does It Work?
The feedback on these workshops has been extremely positive.
Some of the comments we received include:
•

"I was amazed that [Svenson & Wallace] was able to
move the group to identify specific items that can be
done-immediately-without
spending a lot of time
in elaborate processing. This will produce immediate
successes that will provide enthusiasm."

•

"There was nothing
workshop]. "

•

"The program did a good job of taking the [process
improvement process] from start to finish."

•

"All the skills I learned were important."

•

"[The workshop] improves our creativity."

•

"The course did a very good job of meeting my
objectives. I feel we now have the base know ledge to
begin our [total quality] effort."

that was not useful [in the

So, you might ask, how is it that these customer needs are
captured? One of the best ways of getting at needs is to use input
from many functions which involve customercontact-primarily
sales, marketing and technical support areas. We recently
developed a marketing course in which QFD is used as the
primary tool for organizing customer-needs information. We
incorporated the initial phase of QFD as a tool in the process of
determining customer needs, analyzing competitor offerings
and marketplace position, and determining product/service
features. Through a sim ulation of an actual design/development
team, the participants play the roles of those that may have a
stake in the development process. One group is the voice of the
customer, another marketing, and the third group represents
technical or development input. All three of these groups have
information, ideas and agendas which they are bringing to the
table. By using this information to build the matrix, the
participants are shown that the value of QFD lies in the ability to
organize the information in a format which allows the decisionmaker to balance what the customer wants, what is technically
feasible, and where the sales advantages lie when making a
product/service decision.
It's really a way to capture the
"customer's voice" and make sure that actual customer needs
rather than simply perceived customer needs are met. The
application of a total QFD process allows important customer
needs to be "deployed"
further downstream
to parts
characteristics,
process development,
and production
requirements.

A process improvement project is just one part of continuous
improvement, and in our opinion, this workshop is the first step.
If you do the workshop and come back two years later, the
process should still be undergoing change. The best part about
the workshop is that it cuts through all the confusing quality
jargon and makes you take that first step.
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BUILDING A FULLY·QUALIFIED
WORKFORCE:
ALTERNATIVE METHOD (continued from page J)

AN
•

The tasks an individual agrees to qualify on in the

coming year
One solution that we've helped implement in production,
maintenance, and materials organizations is the "qualification
system." Plant managers often ask the question, "Are all of our
people trained?" What they really mean by this is, "Are all the
members of our workforce qualified to do their jobs?" The
managers' goal in asking this question is to avoid human error
and waste that result when people are lacking in skills and knowhow.

•

The training that will be provided to help an
individual get ready to qualify, including:
- Formal training
- Formal and informal on-the-job training
Studying manuals with coaching
Etc.

Note that any learning approach is acceptable because
the individual will be tested at the end. This is a
distinct advantage because it means that you don't
necessarily have to provide formal training for every
area.

The qualification system concept provides a method for
management to bring people up to speed quickly and to know
where the organization stands in terms of the qualification of the
workforce to do the assigned work.
5)

Qualification can be characterized as an inventory management
situation. Any organization has an inventory of tasks to be
performed. An inventory of workforce qualifications must be
maintained to efficiently and effectively perform the tasks.
Management needs to know how many people (and which ones)
are qualified to perform the required tasks on each shift in order
to do accurate workforce planning and assignment. The goal is
to avoid the "defect" that occurs when an unqualified person is
assigned to do a task. At the same time, individual workers need
to know what is expected of them and to have a way to build skills
and demonstrate mastery so they can move up to higher levels of
responsibility, job performance and pay.

An administrative system to:
•
•
•
•

Keep individual plans on file
Record progress
Keep the database up-to-date
Provide reports to management on how well the
qualification system is working.

••......

Tr ••••

To make this happen, the following system components are
needed:
1)

A database that includes all equipment, processes,
and tasks associated with each work group (e.g.,
electrical, mechanical, etc.), the number of people
required to perform this work, and the names of the
people qualified to do it.

2)

A testing system that allows people to demonstrate
mastery-this
is similar to having people take a
driving test before they are issued a driver's license.
They are sent out with an examiner who puts them
through a test course and then checks off that they
respond in the right ways to whatever stimuli are
present. The elements of this testing system are a
battery of performance tests and checklists for critical
tasks and a cadre of expert evaluators assigned to
administer the performance tests.

3)

A review board structure that is responsible for
oversight, adjudication, and maintenance of the
system.

4)

Individual qualification and training plans-these
plans serve as a contract between an employee and
his or her supervisor and specify:

We have seen several benefits emerge from implementing
qualification system like this.

a

•

It provides line management with a way to proactively
make sure employees are qualified without depending
on a large training budget.

•

There is a payoff in involving employees in developing
and operating the system. They know the requirements
and are involved in developing the system, so they
don't feel it has been imposed by management.

•

There is a lift in employee morale because people feel
good when they know they're competent to do what
they're doing and management cares.
(continued page 5)
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BUILDING A FULLY-QUALIFIED
WORKFORCE:
AL TERNA TIVE METHOD (continued from page 4)

INSTITUTE
(IAI)

AN

•

It helps focus scarce training dollars where they are
really needed.

•

It fits well with the emphasis on Total Quality
Management because part of TQM is a workforce
qualified to produce with zero defects.

TECHNOLOGY

IMPROVEMENT

At the core of this service concept is a TQM implementation
road map which we are jointly developing with the Council for
Continuous Improvement (CCI).
Together, the IAI partners offer a comprehensive set of TQM
implementation services that would not be provided by anyone
of us acting alone. These include:
•
•
•
•
•
•
•

CORNER

Karen Wallace

For those of you who have known us for years as performance
~

ACCELERATED

Svenson & Wallace, Inc. is joining forces with two other
consulting companies, Jones-Reilly, Inc., and Service Strategies
to form a consortium to provide full service support to our clients
in accelerated implementation of Total Quality Management
(TQM). We call this consortium the Institute for Accelerated
Improvement (IAI).

If you feel like you don't know where to start, a consultant can
help you by providing system design concepts and expertise,
facilitating your people through designing overall system roles
and responsibilities and developing tests, and training everyone
on how to implement the system. Call Ray Svenson for more
information.

PERFORMANCE

FOR

Assessment
Planning
TQM systems design and improvement
Business process improvement
Customer satisfaction surveys
Measurement systems
Training systems.

Call Ray Svenson for more information on IAI.

technologists, it may seem as though our new emphasis on
quality is pulling us away from our roots. However, nothing
could be further from the truth.
In fact, our deep involvement with performance technology is
exactly what is allowing us to venture into the TQM arena. There
is nothing in total quality management that conflicts with
performance technology. Rather, the reverse is true. Performance
technology supports TQM. With the possible exception of
statistical process control (SPC), most of the "new" TQM
techniques have their roots in performance technology. If you
look at any TQM conference program and read the program
titles, you will see sessions on rewards and consequences, teams
and communication, job definition, and certainly training. If you
look at the Baldrige criteria, you will see that a large percentage
of the points fall into areas that are also within the realm of
performance technology.
WATCH FOR
So, the end result is that TQM is giving us the opportunity to
move performance technology into organizations faster and the
ability to move it in at higher levels in the organization. It is
giving us the buy-in for performance technology that has
previously been difficult to achieve. The current emphasis on
TQM in business and industry has only meant good things for
performance technology.
Another way to look at it is that
performance technology permits accelerated implementation of
TQM.

THE STRATEGIC TRAINING PLAN WORKBOOK
by
Ray Svenson
and
Nikki Rinderer
published by Prentice-Hall, Inc.
available December, 1991

So, abandon our roots?-Never!

5

TRAINING

Skills taught in the PACP' Workshop include:

CORNER

Guy Wallace
In response to requests from many of our clients who have been
pleased with our training development process which uses teams
to reduce development time and increase customer ownership in
training, Svenson & Wallace, Inc. is developing a new four to
four and one-half day workshop for experienced training anal ysts
and course developers.

•

Identifying potential strategies for dealing with typical
problems encountered in training development projects
and assessing their feasibility for a given situation

•

Identifying the appropriate PACP' phase for given
development process activities

•

Selecting key Steering Committee members

•

Developing a draft project plan

•

Facilitating Analysis Teams

•

Facilitating Design Teams

•

Developing a developmental test strategy and plan

•

Developing a reduced cycle time development strategy
and plan

•

Developing strategies to deal with
Subject Matter Experts
Master Performers
Target Audience Management

•

Developing an evaluation procedures guide outline
and detailed design specifications for evaluation
instruments.

This workshop, called "PACT" for
Performance-based
Accelerated
Customer -dri ven
Training Development Process,
teaches participants how to utilize a team approach throughout
the training development process to provide performance-based
training in a reduced cycle time with improved customer
involvement and support.
This workshop uses a typical
instructional development systems (IDS) model and provides
participants with an adaptable model and hands-on team
facilitation practice via a series of simulation exercises. The
workshop demonstrates how to create a "PACT' with organized
customer teams, including:
•
•
•
•
•

We're still finishing the workshop, fitting it in between client
work. We hope to pilot test it in early 1992. If you would like
information on the pilot session or more details about the
workshop, please fill out the enclosed response card or contact
Guy Wallace at 708/416-3323.

Project Steering Team
Analysis Team
Design Team
Development Team
Pilot Test Team.

It also makes use of the three key areas of expertise required for
development of successful training intervention.

ERRATA

In our previous newsletter, we provided information on the
Council for Continuous Improvement (CCI) and the training
program it provides on basic quality tools. Our statement
implied that Motorola had replaced their quality programs with
those from CCI. However, while Motorola has augmented their
quality curriculum with some of the materials from CCI, they
still use their own programs and have not replaced them. We
apologize for the mis-statement.
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TOOLBOX

As is obvious from this chart, the negative consequences for
making a sale combined with the positive consequences for not
making a sale far outweigh the negative for not making a sale and
the positives for making the sale. The fact that the consequences
for making the sale were long-term consequences is a factor too
because short-term consequences tend to carry more weight than
long-term.
In addition, the certainty and relevance of the
consequences are factors as well.

Karen Wallace

"Balance of Consequences"
No matter where we go, itseems that most of our clients are faced
with performance problems that relate in some way to the whole
area of consequences. Many of our clients understand the theory
behind the concept of consequences, i.e., good consequences
support desired behaviors and bad consequences extinguish
them. What they don't understand is how to put that theory into
practice. A useful tool that you can use to do this is something
we call balance of consequences. Balance of consequences can
be used any time an individual, group, or organization is doing
something you don't want them to do.

So, how do you fix this? You have two choices: either you can
increase the positive consequences for making the sale or increase
the negative consequences for not making the sale. If you value
people, morals, etc., you will find that rewards work better than
punishment
In this example, we implemented a consumer
salesperson's incentive program to make it far more attractive
for the salesperson on a short-term basis to sell to the customer.
In addition, we removed some of the task interrupts which made
it difficult or undesirable to make a sale. This had a far greater
impact on performance and productivity than any training
program could have.

I would like to illustrate this for you using an example from my
own experience. Some time ago I did an analysis of a Consumer
Sales position for a large company. As you can imagine, there
were many deficiencies identified in this analysis. One deficiency
we identified in the study was:

So if you want to support desired behaviors in your employees,
work out the balance of consequences and then provide positive
consequences for desired behavior that are timely (short-term),
certain, and relevant (valued by the recipient).

• "It is more punishing to sell the customer than to not sell
her/him."
We used the balance of conseq uences tool to determ ine why this
would be, as can be seen in the charts below.

"MAKING A SALE"
+ PosmVES

+

- NEGATIVES -

• May meet quota

• Paperwork

• May eventually get a
raise

• One-on-one loading
system

MSIT KEYNOTE: PERFORMANCE TECHNOLOGY IN
THE TQM ENVIRONMENT

• Restocking is not done

Ray Svenson presented the keynote to the Michigan Society for
Instructional Technology (MSIT, a chapter of NSPI) annual
conference in Detroit in June. The subject was Performance
Technology in the TQM environment. The objectives of the
workshop were that the participants be able to:

• Arranging delivery
• Out of stock/refunds

"NOT MAKING A SALE"
+ POSmVES

+

• Time to do other things

1.

Explain the benefits of the group process approach

2.

Identify opportunities for using group process

3.

Plan an analysis project using group process

4.

Conduct an analysis using the group process (if you
possess the prerequisite skills and knowledge).

- NEGATIVES • May get fired

• Don't have to learn about
product
• Doesn't affect earnings

Copies of the overheads are available on request (see response
card).
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MEASURING

CUSTOMER

contact with the customer will give them the "whys"
behind satisfaction feedback (see TIP 1 above).

SATISFACTION

Peter R. Hybert

In Chicago, June 24 and 25, a conference sponsored by the
Manufacturing Institute was held on the topic of "Measuring and
Improving Customer Satisfaction."
There are a number of
benefits to attending a conference, but my favorite is picking up
"tips." Tips are those simple points that remind you of what
everybody already knows but somehow seems to forget to put
into practice. Here are six tips I picked up from the presenters
at this conference.
•

TIP 1: When conducting research, define the purpose.
Trying to use an annual satisfaction survey for
identifying product improvements, for example, may
lead you down the wrong path. An overall low score
in "product" on a general survey may indicate anything
from missing features, slow delivery, reliability
problems, etc.

•

TIP 2: Ask specific questions. One presenter used a
question format remarkably similar to Mager's three
part objective format. Responses to the question,
"Have you received a bill containing an error within
the last 30 days?" are much more useful for taking
improvement action than responses to "How would
you rank our billing process?"

•

TIP 3: Sometimes anecdotal data is more useful than
large samples of processed numbers. It was suggested
that simply getting engineers and marketers in direct

•

TIP 4: Measure and manage your business based on
objective performance data. If customers are unhappy
wi th your room service deli very promptness, you need
data to decide what to work on. For example, you will
need a target (such as "within 45 minutes") and
baseline data on how often you hit that target (e.g.,
80% of the time).

•

TIP 5: Use customer requirements as the basis for
performance measures. This is actually the prerequisite
to TIP 4-you
need to hit the customer's target.
Getting 100% of your room service deliveries within
45 minutes won't improve your customer satisfaction
rating if they expect the order within 30 minutes!

•

TIP 6: Keep a continuous improvement focus. As
service improves, customer expectations increase.

Based on what I saw at the conferences, it seems clear that
performance technologists and trainers can playa key role in
customer satisfaction by developing measures and processes
based on customer requirements and by training employees in
how to manage and provide customer satisfaction in their jobs on
a day-to-day basis. And whether that job is deciding product
features, approving contract terms and conditions, or repairing!
maintaining older equipment, sooner or later there is an impact
on customer satisfaction.
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