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● align program strategy with key corporate priorities

● solicit early and continuing top and line management

involvement

● tie training to timely, on-the-job application

● select trainees by focusing on employees and managers who

can best lead, motivate and train others
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● reassess and revise ojferings continuously to reflect the.evolu -

tion of the total quality process
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From the President

T
op management in many U.S. firms continues to
search for ways to sustain the momentum of the
transformation in corporate organization and cul-

ture begun in the 1980s. Evidence that corporate train-
ing programs promise to become a crucial tool in this
effort is plentiful in those firms which have already
embraced total quality as a management process. Train-
ing programs build quality awareness in employees,
help managers to lead the quality movement in their
units, and instill the skills needed to calculate costs and
document improvements resulting from a quality focus.

This report draws on the insights of a panel of
quality professionals whose firms are in the forefront of
the total quality movement—the members of The Con-

ference Board’s U.S. Quality Council. Initiated by
Council members, this research project enabled these
professionals to compare and contrast their own train-
ing programs to those of firms with quality processes at
a similar stage of advancement.

We would like to thank U.S. Quality Council mem-
bers for sharing the results of their internal research
project with the broader audience of Conference Board
associates. This cooperative effort assists the Board in
fulfilling a key element in its mission—the improve-
ment of the business enterprise system.

PRESTON TOWNLEY
President and CEO

.
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Executive Summary

E
arly in 1990, 13 members of the Conference
Board’s U.S. Quality Council pooled their in-
sights on key quality training issues by respond-

ing to a detailed, self-designed questionnaire. The
firms represented on the Council are among the
pioneers in the total quality movement (see Box on
page 8). Their responses show that relevance and ap-
plicability are crucial to the success of quality training
programs. The Council-member firms report that their
quality training strategy is aligned with critical com-
pany priorities. Training curricula and courses help
employees and managers link corporate priorities first
to quality concepts and techniques and then to job-re-
lated tasks, problems and work processes.

The Council-members suggested the following key
guidelines for companies initiating or reassessing
quality training:

● Set training strategy by gathering data through a
top-down/bottom-up process. Performance reviews are
an opportune time to assess employee training needs.
Other sources of feedback include employee surveys
and exit interviews. Corporate mission, goals and
strategies should be factored into the process, preferab-
ly with the involvement of top management or a senior-
Ievel training task force. Senior management
involvement is crucial when initiating a total quality
process and an accompanying training program. Top
management’s continued involvement elevates the
status of the training process. In one company, mem-
bers of top management are participants in the first
class in each new training course; in another firm, a top
executive kicks off every quality training course.

Q Focus the training effort. Initially, training many
people is less important than training the right people—
managers who will return to their units to lead the
quality training effort or skilled employees who can be
trained to serve as trainers or coaches for their work
group. “Just-in-time” training works best—trainees

need to apply their new knowledge and skills immedi-
ately after training takes place. Corporate training
departments or outside groups may design and deliver
training courses, but line management is responsible for
seeing that training occurs. Line managers need to be
involved early and often to assure their “buy-in” to the
training process.

● Classroom training is a primary vehicle for train-
ing delivery, but alternative approaches can be success-
ful. Among those used by Council-member firms are
small group workshops closely aligned to on-the-job ap-
plication; live, interactive television broadcasts; and
self-study materials. Often, quality training is incor-
porated into other corporate training courses, but most
member-firms report offering several specific courses
such as quality awareness, customer sensitivity, quality
improvement process, statistical process control, design
of experiments and benchmarking.

● Continuous improvement is the rule with quality
training as with quality processes. Help from o~side
experts or quality gurus can be valuable when designing
or improving courses or soliciting technical expertise.
Council-member firms report that such input ultimately
becomes an ingredient in their own customized training
program. Training needs evolve as the quality process
takes hold. Many member firms placed heavy emphasis
on quality awareness and attitudinal change during the
introductory phases of the total quality process, but now
devote as much as 80 percent of their training hours to
skill building.

Typically, evaluation forms are used to assess the
success of individual courses. Ascertaining the overall
effectiveness of quality training remains a challenge,
but some current indicators include the ability of
employees to apply new skills on the job, performance
measurement statistics, customer and employee survey
results, and employee turnover statistics.

Quality Training: What Top Companies Have Learned 7
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B
uy-in,” or taking ownership of innovation and
change, has become a goal of paramount impor-
tance in much of Corporate America. When

employees and managers “buy -in,” top management has
successfully engaged them as partners in the change
process. Perhaps the most significant and far-reaching
shift in U.S. firms during the last decade is a growing
emphasis on managing for total quality. Challenged to
make quality the business of everyone in the corpora-
tion, firms have set out to transform the way they work.
Training has become a vital element in efforts to raise
employee awareness, to equip them with problem-solv-
ing and statistical skills, and to prepare managers and
supervisors to build work teams and facilitate group
dynamics. (See Box for a brief Glossary of quality ter-
misology. )

Training Strategy and Curriculum

requirements, performance requirements and education
requirements. At Florida Power & Light (FPL) cor-
porate business plans result in the selection of priority
activities and help identify training needs at every level
of the organization to be supported by quality training.
The corporate vision that was established at FPL in
1984 is to become, within the next decade, the best
managed electric utility in the country. According to
the firm’s Director, Quality Improvement, “the vision
requires the highest degree of customer satisfaction and
is achieved by the Quality Improvement Process—a
management system and a corporate culture. ” Exhibit 1
shows the role of education and training in supporting
the Quality Improvement Process.

Employee needs are factored into the training equa-
tion through a variety of methods, but the annual perfor-
mance review process is probably the most important.
At American Express Travel Related Services,
managers are responsible for preparing a trainin?g plan

Members of the Conference Board’s U.S. Quality for each employee reporting to them, based on discus-
Council start with corporate strategy and build their sion with the employee. When setting its quality train-
training programs by assessing needs through a simul- ing strategy, First Chicago also considers results from
taneous “top-down and bottom-up” process. “All its employee surveys and suggestion system, customer
quality-related training, at all levels within the com- satisfaction data/research, and benchmarking with com-
pany, is clearly focused toward three principal panics known for quality service delivery.
priorities,” says the Manager of Ford Motor Company’s
Quality Education and Training Center. These include
an implementation strategy that dovetails with Ford’s
“Mission, Values and Guiding Principles” (MVGP), cus-
tomer satisfaction, and continuous improvement. The
First National Bank of Chicago’s technique is similar:
“Our quality training strategy focuses primarily on four
of the,company  ’s six commitment statements,” the
firm’s Vice President, Quality Assurance, reports. (See
Box on p. 10 for details.) With the company’s long-
range strategic plan, corporate goals and mission as a
backdrop, firms make a periodic assessment of business

Typical Courses

It is not always possible or even desirable to separate
quality training from other company training courses.
Says Milliken’s  Vice President, Quality: “All training is
quality training, but in the traditional view some cour-
ses are more directly associated with quality. ” Typical
quality courses Council members report include:

Quality Awareness: Targeted at helping employees
understand the basics. Total quality is defined and its
relationship to the corporate culture is explored.

Quality Trainirzg: What Top Companies Have Learned 9
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Employees are introduced to the quality improvement
process, the costs of quality, problem solving, team-
work, an emphasis on customer satisfaction, and so on.

Team Building: Courses stress a cooperative ap-
proach to goal setting, identifying and solving
problems, project implementation and evaluation, etc.
Managers learn group dynamics skills and the key prin-
ciples of group leadership.

Process Management Training: Helps employees
and managers learn the tools and techniques to define,
document and continuously improve processes while
moving toward a goal of zero defects.

Customer Awareness Training: Helps employees
and managers become attuned to demands and expecta-
tions of markets and product/service users.

Quality Measurement: Courses equip employees
and managers with the tools to gauge the impact of poor
quality on basic processes and functions, to establish
controls, develop and apply cost systems, test activities
and processes against external standards (benchmark-
ing), etc.

Statistics Training: Refines the ability of
employees and managers to engage in continuous im-
provement of processes, design experiments, and to
reach decisions based on collection and analysis of data.

A few courses, such as quality awareness, may be
mandatory for all employees, with other training
prescribed for managers or special groups of employees
(see Box on p. 12). In addition, quality concepts are in-

10 The Conference Board
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tegrated  into other corporate training courses. (More
extensive course descriptions appear in the Appendix. )

Allocating Training Hours

In the introductory stages of the total quality
process, firms place a priority on courses which help
employees to understand and accept new practices—an
effort to forge a new mindset among employees.
“Training is the beginning of the learning journey in
total quality. We link training to the concept that -
quality is a basic business strategy,” says a quality ex-
ecutive of Hospital Corporation o-f America (HCA).  As
the process takes hold, there may be a shift in emphasis,
with training focused on skill-development and enhance-
ment. Council members’ practices can be summarized
using two major training categories:

Skill Training: Overall, Council-member firms cur-
rently place the greatest emphasis on training
employees in job skills and knowledge—this category
represents at least half of the training time reported by
most of these executives, and 85 to 90 percent of the
training hours at Corning, IBM and 3M. At Xerox, all
employees attended a four hour course in quality orien-
tation during 1984 to coincide with the launch of the
firm’s quality strategy. As each Xerox unit started its
quality program in the 1984-1988 period, employees
participated in 48 hours of training which included 4
hours devoted to introduction to quality, 8 hours to
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mission.and  team building, and 16 hours focused on
problem solving. Other core modules are delivered in a
combined training sequence:

Course Title Hours

Concepts of Quality 4
Interactive Skills 6
Quality Improvement Process and Application
(application continues after classroom training) 12
Role of Manager/Individual in Implementation 2

Supplemental quality training at Xerox includes a
number of courses such as Measures of Quality,
Benchmarking and the Manager as Facilitator.

Johnson & Johnson (J&J) has increased its training
emphasis recently. Job skills and knowledge now ac-
count for about 60 to 70 percent of training activities,
about the same as in earlier years, but the absolute level
of effort has doubled. The other 30 to 40 percent is dis-
tributed among quality improvement strategies and im-
plementation, tools and techniques, personal behavioral
change and attitudinal change.

Behavioral and Attitudinal Change: Emphasis on
attitudinal change at other Council firms accounts for 6
to 25 percent of the training effort. Service organiza-
tions such as HCA, First Chicago and American Ex-
press stress customer knowledge, sensitivity and
awareness (see Exhibit 2). Ford’s efforts in this
category focus on the company’s MVGP priority, par-
ticipative management, and employee involvement.

The IBM philosophy is that education can play a role
in attitudinal change, but that the role of executive,
functional, and department managers is equally impor-
tant. They are encouraged to initiate attitudinal change,
using “appropriate educational support.” Corning and
Westinghouse placed greater emphasis on attitudinal
change during the start-up of their quality effort than
they do currently. “Training was introduced as the
change agent to make quality happen,” says Coming’s
chief quality executive. Behavioral and attitudinal
change accounted for three quarters of all training in
the early days. “Today, the ratio is reversed and close
to 90 percent of training time is spent on job skills and
knowledge. ”

Training in personal behavior change is offered
primarily to managers and supervisory personnel. The
leadership aspect is stressed: “Applying total quality
strategy requires a change in behavior from a managing
to a leading role.” First Chicago’s executive notes. At
Westinghouse, such training is a large part of cur-
riculum at the Productivity and Quality Center. Be-
havior change is sometimes crucial for those who must
“manage improvement and lead improvement proces-
ses. ” says the firm’s Vice President, Corporate Produc-
tivity and Quality.

12 The Conference Board
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‘ Training requirements germrally  vary by job level. This

& a sampling of practices reported by The Conference
Board’s U.S. Quality Council members:

. .J
.hllaliCSn  ~t’aSS  T- Related *ldCeS

A variety of quality courses are directed at associates
(workers) and management: Many courses stress the need
to “put the customer first” and link customer satisfaction to
&ttom-line  payback. ‘,

,.
Corning

Quality training is a condition of employment. Required
courses vary with job leveL

;. Several courses are mandatory. These include Manage-
ment Practices for SE management persomel and Customer
Focus traiiting for all customer contact personnel.’ The goal
is a minimum of 40 hours of quality/job skills training for
all employees; the firm is considering raising this to 80 per-
cent in 1991.

IBM
‘ She 1989, training in “Market-Driven Quality” is &-....!

qtiired for all employees.’ s “ ,...-’j”#.’ :. ~
.- ..” ,.<, :.,,,. ,- -: ..-.,, ... , -. :.-.~....,,. ‘,, ,’ +$: .,. ~.‘..t..&...,. -’. ~.=“. :“ “ “ i; ;:  M&en “!: 3F~{5

‘‘: Sever~ co&es are “rnsndatory, including Human $kIa-
tions  and Public Speaking the Quality Improvemerit:’  ‘‘:
Process, (all management and selected administratorsjj  - ;
B~ic  Statistical Process Control (nonmanagement fid
manufacturing management), Benchmarking (senior arid
middle management) ‘.., .,,,.’ ,“ ;.’...’..,.,. .“ -

“- w
,! :”:.-

. .
All supervisory/management levels have been trained in

total quality management concepts. They in turn train their
employees.

Making Training Happen: Whose Responsibility?

There is no such thing as too much top management
involvement in quality, practitioners suggest, and mem-
bers of the Quality Council point to such involvement
in training in their companies, both at the macro and
micro level. Xerox’s training initiative dates back to
late 1983, when its President appointed a corporate vice
president of quality, a quality implementation team of
senior managers, and a quality training task force. “Our
‘Leadership Through Quality’ effort continues to be
driven from the top,” the company reports.

IBM’s Chairman issued “a clear and concise mes-
sage for IBM to be totally market-driven: Market-
driven = Quality = Excellence. This directive guides
the evolution of the firm’s quality training strategy.
The intent is to deliver the right education to the right
people at the right time,” IBM’s Director of Quality

. .’.+
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At American Express
we not only practice quality,

we teach it.
~merlcan  Express customer$  expect

mf deserve qualwy  products. service. and
commitment. American Express employees
expcc[  and deserve quality  traln]ng and
educmmn.

The goal is to
graduate ‘Masters’ in Quality

Customer Service.
In response m cctstnmer  tend employee

expcctat mm. American  Express Trwel  Man-
agement %rwce~  h~s estabhskd  Quafity
University- uniquely  qual]tied to meet  the
needs of customers through the “teaching
of quality” 10 employees.

Upon Graduiit]on  from Quality
Umverwy,  students are not  only prepared for
tbevrpb. they hai,e also developed confi-
dence In [hemselves–hnowing  that they
are empowered to help the customer.

Qual]ty  University  IS a philosophy.
1[’s  a total approach to customer sat[sfactam
th~t  begins wi[h dedlcatton  to[he  growth
mddevelopmem  of  American  Express
employees. md rewlt~  In commitment
to meet Ing  the needs and expectat  ions
of Amerlctin  Expres\  customers.

To give our Dhllmophv  substance.
Qualny  ~niversl~y  IS m;de-up  ofa series ot
ba..Ic  and advanced-level trammg prtgrams
that meet educxamd needs. both unlversd
and unique. of TMS employees.

One prmc]ple  of  Quahty  University
that sets N ap~rt from othertrmmng  prc-
grams.  IS the “,Moment of Ttuth” concept.

Student\  learn to create positive mo-
nlents  of truth  with  cummers  and c(>vmrker~
that result In Interact  Ions  that tbcus  on the
needs  mxf  Interest\  of the  customer.

A “Moment of Truth” occurs when
an American ~xpress  employee  k chdl-

Ienged with a customer need and is able
to embraee it – undemanding it so com-
pletely that be or she meets that need
quickly and efficiently.

school of
Customer .Service

Students not only team techn]cid skills

needed in their v(mcuon, [hey also  learn

about products. problem solving. Impmvtng
relat Ions wIt h co  workers. and underwand-
Ing  customers and [heir  Individual needs. 9

Innovatwe teaching methods.  such as
brlngmg  cu~lomers  [oclass.  are used m make
Icammg  both practical and km.

Students complete a mrre-cnurw  “core
curriculum” that includes the tiillocving:

■ ‘Putting People First’
9 ‘Developing a Relationship with

Your Customer’
■ ‘Welhes.s at WOrk~
■ ‘Understanding Your TMS Customer’

The core IS incorporated into the stu-
dents’ advanced progmm  of  study.  or

“major.” which  is tailored to meet the
specific needs  of’theircareer.

School of Management
The challenge ot matmgmg  a diverse em-

ployee population w]th varytng degree!
uf experience.  changing needs and grow lng
respass!bii  ities  IS met with Quallty  Unwer-
s]ty’s  school of Management.

The Schcd  nf Management not only
develops leaders sk]l  led in manag]ng  opet+
tlonal and personnel issues. it provides

managers and supervisors with the skills

needed to develop thetr empluyees

Quality Training: What Top Companies Have Learned 13
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explains. At IBM, education in skill and knowledge
categories is the responsibility of functional education
units such as engineering and manufacturing technol-
ogy, software systems, business and planning. These
units provide selected quality training which is job/skill
specific. IBM’s quality improvement education group is
responsible for companywide quality education and has
a cross functional mission. The group is expected to
develop programs which improve quality skills and dis-
ciplines, provide tools and techniques, place emphasis
on process management solutions, and support the im-
plementation of IBM’s “Market-Driven Principles.”

When moving from conceptualization to implementa-
tion, many Council firms opted to begin quality training
at the top:

● Coming’s first class was made up of its six senior
officers. The company’s Chairman is usually the first
person to take every new quality class.

● Milliken  starts at the top with courses on Manage-
ment of Change and proceeds to such offerings as “The
Process of Quality Improvement,” “Participative
Management, “ “Statistical Process Control,” “Design of
Experiments” and “Benchmarking.”

● Johnson & Johnson’s corporate organization is
highly decentralized. Its “family of companies” in-
cludes 175 separate operating units in 55 countries,
each led by a president or managing director. Each unit
has its own management board. Quality is part of
management education and training for all operating
unit presidents or managing directors as well as for
their management board team and those who report
directly to board members. All other operating unit per-
sonnel receive training in quality awareness and in-
dividual tools and techniques. Other training, such as
courses in “Business Process Quality Management” and
“Statistically Based Continuous Improvement,” is of-
fered as the needs become apparent.

Involving Line Management

Line managers, functional groups (such as industrial
engineering), and union committees may also have con-

14 The Conference Board

siderable  input into training design. At Ford, for ex-
ample, factors such as product diversity and worldwide
geographic dispersion dictate a decentralized approach.
The responsibility for selection and delivery of training
lies with line management in individual Ford units—
which receive guidance and support from the corporate
quality/reliability and employee relations functions.
“Although there is a basic company quality strategy,
quality issues within various business units have great
diversity,” explains the Manager of the firm’s Quality
Education and Training Center.

Coming’s quality officer reports that at plants where
High Performance Team efforts are in place, “union-
management committees make training decisions for
the whole plant, based on well-developed analyses of
work requirements. ”

Ultimately, line management has the responsibility
for assuring that quality training takes place. “The or-
ganization development and training department is
responsible for making corporate-level training avail-
able, including quality improvement tools and techni-
ques training; the individual department managers are
responsible for selecting and sending their employees to
be trained,” says FPL’s quality executive. At J&J,
management at each operating company is responsible
for implementing training. In those units, the quality
education process is monitored at the top of the or-
ganization: An education subcommittee headed by a
board level (or director level) manager is responsible to
a board level quality improvement team. At American
Express Travel Related Services, the human resources
department maintains training profiles for employees
and monitors individuals’ progress to make sure some
training is completed.

Training coordination is sometimes a designated
staff responsibility. Xerox assigns an officer or
manager to each of its major units who “acts as an *
honest broker” for functional management by providing
assessment and feedback on the training process and
subsequent application of developed skills. Quality
coordinators work with functional managers at MSA as
“facilitators” or “catalysts” to the training process.

I
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The Training Environment

c Iassroom training is the preferred mode for
delivering training in most, but not all, of the
firms. Xerox, IBM, Milliken,  American Express

and HCA report that 60 to 80 percent of their quality
training is classroom based. Tailored workshops, rather
than “central generic training” is the 3M approach (see
Exhibit 3). On-the-job training accounts for about 60
percent of MSA’S effort and about 30 percent of the ef-
fort at Westinghouse, American Express, and First
Chicago. In addition to an emphasis on classroom train-
ing, IBM also makes significant use of interactive
television (see Box on next page for training delivery
strategies).

In general, responsibility for training design is
shared by the corporate education and training depart-
ment and the quality executive or a task force of com-
pany executives. Companies such as Ford, Corning,
IBM and Westinghouse have separate Centers or In-
stitutes that help to set corporate standards for quality
training and deliver many, but not all, quality courses
(see Box on page 16).

Most Council members report that their company has
used quality training experts from outside firms. The
experts may be asked to provide training or materials,
or to stimulate and guide corporate training efforts.
Consulting groups include such well-known names as
Deming, Juran, Crosby, Feigenbaum, and The Tom
Peters Group, among others. Often, outsiders are used
to gain specific expertise, such as stimulating organiza-
tional and cultural change, promoting customer sen-
sitivity, or developing skills in process management
and statistical control. FPL used input from Japanese
counselors and developed its own training programs
and materials. First Chicago pilots some outside
materials as part of a process that eventually leads to a
customized package. Outsiders are used to meet the
need for specific skills and tools at 3M. “If this need
greatly expands, we develop our own internal training
capabilities,” says the firm’s quality executive.

Measuring Investment and Gauging Results

Not all Council member firms measure investment in
quality training separately from other training

~. .p+.., :
++:@& ager+t Woikshop”;;e:%.;  ,

.,,,, $$qf?.‘  ;“”~~tih~  ~,: ~ : : = :  ;;~~,; .POrmat:  - . :  ;,. ‘ . , < . , .

Topics eavered: %4a&girig  change to meetti. .,:
- strategic pkrming and qua!lf~  @-.-. ,

. . “ .~,’ ~ pfevement processes bra~orming,
T ‘,, .ptity setting task team techniques

. .,,< “: and  establishing action plans.’ ‘v’.4’.” *:> x. w +. :,Who ShouM  Take ““ , . , ,.,%  ~ ,.
“Ail D~vKIon  Management ““’@is comae: .; -, .,

. .
Program: Quulity Improvement Workshop
iimnat: w@rksilop

“. ,.:~

Topics Covered: Analysis of needs tools for q&nag-
ing change; breakthrough project-by
~~t: holding the gainw fpr@ona]
imaiysis;  quantifying relative produc

,, .qu&Ety; developing annual quality
., ,J@wovement  plans and task team

~ tedmigues.  Video tapes are u$ed in
arMhion to class discussion.

Purpose: Q@ity Improvement - Phase U
builds on the 8 elements of I&fanag-
ing Total Qualhy with emphasis on
tools required to manage change
thraugh quality improvement. The
session is given in a workshop em-
vk’omnent with personnel assigned t
task teams and projects choaetr  by
lewd management.

Who Should Take
This Course: All Division and Staff Department

Management
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?$-% : “~’F;”:;;$;$E;G,T;~$:::  :::;;.+’-: ‘::$:::,g;,;(;,:..g..::  ,y&,i.. 7,. -. ..; ..,,.i . . . j:m.(~ .N : %r<$,.+ .x,., >,’ , ~ :, ,.

,433,.  %;: .::.$W-W@ ~aii<i”f~~i~i~hed+~id”  i$2{Y~,,
Ttiniw  is ~eheed  y,foir W<y(i:’:”  5’” ~~~,’:. -.:<F;””:  ,,, ‘,. imprqvejnent team meetings and tinit/department meerin@.’  “’ ~
● - ‘C%asroom”  traihg provid+by~  company: Basical: ““~  Other ~~~aches  have included Japanese Union of Scienti$a-.

Iy these are proprietary courkes thar are considered “car#”’,,  ~ “’ .;: &d Engineers (J. U.S.E.),  cathdor  clini&, and internal’, .4, ‘
and very’ important.’ ~ includei Col%ingfs  Quidity Ir#’ . ~lelevision.  -‘ ,, ,. !,, .$~ ,’--.,~:$.:’:  . . ., ~ ~. ;- ,, ;,( ‘~:~;$.,”..i. ,+: ,

.kitute  and other training that ~e com@rty  is satisfied that it “ \ ● +;,- res~u~des include the corporate library colk!ctimt!,
d o e a  weI1.  ‘ ~..,.  ;<$?2~z;:c::<,”Y~:;;~*..;  ‘,:. ; ,, ? .’~.::  “ of li@@ure  “and video materials for self study., Con@ter-

● c~r~~ t~ing ~e~ve~’‘b~ lW~ ~olleg’es:  un& .’ ‘: ~~ t@l~,g is under c~’~i~-ti~p. : ~ ~ ~ ,’~.~. .2, -,,;
contract with Combing, ahcalcollegec enrerint,hehead-  ‘ ‘- ‘ ‘;:., ‘. ‘“ ~ , . ‘, , ‘ .,,:~~$,i.,~~.-.,?..

,’ . [... + . .“’, ,qttarters area develops and ‘&livers-y training courses. . ~ ‘ ‘: . ..$ .“. “’ ‘.: :,+ .‘:; ; ,,,.. ~ ,, ~ ,.T,;,.;  ;~~, ~
“This unique and innovative approai% so far has worked very ~ .~: 1~ . . ~~ .:, ,., :.;.. , ,,
well,” says the Senior lGce @siderij  @d Corporate Director, ‘‘ ‘ i‘

-. .<,.  .. . . ~
CI&sroom  training repreaen~ ‘the bu~  ‘(80-85‘prc~t)

Quality. . . . .: “,’~””.  :~~i~’ ‘: of all quality education. W(henever  ftxtsible, classroom train-
● Classroom training given by employee instructors’~ ~~ : ing {s offered at the employ~s ioc~tion.

,.. ,. ~ .%

unit sites: About 4~,, i?rn@oyees  have be$n taught to teach. .,
.  .,-.,,.,,

● ,% ,Lj~~ inte~~lve  tel~isio~  b~oadc~ts fmm c~~aI ~~ ,-
“TheY become experts ott &nie slit% of subjmt matter aria “ ““’” studios to selei%d sit~i  =-!!e<ecb?d  most predominant ““’”
have become the secret we~on of quality . . . the morale boost means of delivering education.  ‘ ~ - ~
is world class, for them and their students,” accord]ng to the ● On-the-job training typically occurs in conjunction ~~
f i i ’ s  q u a l i t y  e x e c u t i v e .  - “ ’  ‘- with formal training mechanisms, and in the context of

● Outside delivery vehicles: ‘Iliis includes an on-line, existing business and performance requirements.
fee-based service which responds to employees subject mat-

$,
● Self-study methods include programmed learning,

t@ requeits with an infortyd  guide’6 the ~st courses, “, ~ audio and video cassettes, computer-based training, and inter-
::- T& @yxXiori:  ~~To~ff;load  ‘all’tihiifig ill~t can be bdtir.’ J*:,: +-. .:. active video-disc.
done by others.’ ~-<:),; , . .F:’,’..,.. ‘“,:”’’’:’” ,} :; ;

,: .::’-. .: ... “., ,,; . , ,,’>’
,.,, ; ,x ~.”. 0. p~cipation~n symposi~  forums, profession@  s~iety.’,. ,., ..-,. .,; ?J.” ..,, + ‘. > ,2;$$$<,: .- ‘: ,. “’” “: :.2 ‘:.%%.

l&&lonaI&kefC&  age ““-” ‘“’ ‘
tneetings,’@aduate work study, and professional develop-
ment is supported. Genera!ly,  such participation is volnn-:.” ..  .

● CISSS~rn  tra~rig  is provided primarily by corporate tary, but IBM does appoint selected professionals to “be the
tt&ning with the remainder delivered by a “train the trainer” corporate representative in specific instances.

,..

approach. The company hopes to continue to”move  further
,- . ,

toward training delivery by line ma&gement.
● On-the-job training is suppltiented  through follow-up Westinghouse

by trainers who coach employees and insure that both . . me pr~uctivity  and Quality Center provides class-
employee and manager are best applying the employee’s
newly-learned skills.

room training which represents about 30 percent of total

● Quality seminars and Conferences are used to provide
quality training. No outside resources are used.

● Classroom training is also provided at the local level to
ourside, “third party endorsements” of the quality process. A
key goal is to promote employee buy-in, but the experience

fit needs and practices of individual company units.

also facilitates idea gathering and benchmarking.
● The corporate training department provides courses &

. off-site locations with both in-house and outside support

Florida Power & Ught
resources.

● Special total quality conferences are sponsored by in-
. Classroom  training is the primary vehicle. This in- ‘ temal co~orate councils.

cludes use of line personnel as instructors, an FPL-produced
● External seminars and courses are supported as the

video, group exercises, study groups, lectures, case studies,
special projects.

need is perceived by local management.

endeavors. Among those who do track quality training, These forms vary widely, but usually ask participants in
Milliken and Ford collect data on dollars and hours per a course to rate its content. length, materials, and in-
empioyee.  Corning and MSA gauge hours per structor.  Practices vary with the company and the
employee. MSA also tracks the percentage of managers course, and forms may contain either rating scales or
who have attended the quality management seminar and open-ended items, or use some combination of the two,
the percentage of employees who have received quality Evaluators probe for insights on the most and least posi-
training, against a target of 100 percent. tive points of the course, its applicability to an

Evaluation forms are a major tool in assessing the ef- individual’s job, and the degree to which it meets a
festiveness of individual quality course offerings. trainee’s objectives (see Exhibit 4).

16 The Conference Board



. . .

~evising  a method to evaluate the overall effective-
ness of quality training is a tougher assignment, and
several Council members report that their firms are still
perfecting evaluation techniques. IBM’s approach is
derived from the System’s Approach to Education
(SATE) process applied to all company training. It con-
siders:

1) Reactions: How learners react to specific learning
events and activities.

2) Knowledge/Skill: Whether learners actually gain
the knowledge and skills the course is designed to teach.

3) Application: Whether learners can apply what
they learned during the instruction when they return to
their jobs.

4) Business Results: What happens to the business
as a result of education efforts.

In addition to its post-training evaluation forms,
Xerox uses three to six month follow-up surveys on
some courses, and does some individual performance
tracking. Other firms report factoring in such data as
customer and employee survey results, employee turn-
over rates, performance measurement statistics, and
employee interviews and talk sessions.

Unit II: Quality in Health Care Today Why HQIP?
Notable Strengths Suggested Improvements

Unit V: Team Meeting I
Natabie Strengths Saggested Improvements

Please Comment Specifically on The Work of Each Instructor
Instructor Name
Notable .W-eq(hs Suggested Improvements

Any Other Comments You Feel Would Be Helpful:
Please Rate the Overall Workshop By Circling the Most
Appropriate Numben
Outstanding Very Good Good Fair Poor

5 4 3 2 I

Total Qualhy Seminar Evaluation Sheet

3. What would you recommend to improve this seminar?

4. Please rate the overall value of this seminar.

0 1 2 3 4 5 6 7  8 9 10

No Moderately Extreme

Vatue Vataable Valuabl
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What Works? Council Members Reflect

A
s the pace of internal change quickened in the
1980s, employees struggled to relate major
shifts in corporate structure, mission, goals, and

business thrust to their daily work routine. Some
chagrined workers complained that management gave
them too little guidance. Quality Council members iden-
tify relevance and applicability as crucial factors in suc-
cessful training for total quality. At Xerox, “application
is built-in to training.” Such training “helps empower
individuals to use tools to solve problems and make im-
provements.” In fact, if members had it to do over
again, several say that they would opt for an earlier in-
troduction of training in “process improvement,” techni-
ques to prevent errors and reduce the variability in
work processes. Rather than exhorting employees to
“do it right the first time,” they would equip them up
front with the skills to improve their performance.

Other suggestions derived from quality training ex-
perience:

1) Target the training effort. Placing emphasis on
the number of people trained is not as important as
reaching the right people—those who can use training
to lead and train others.

2) Provide for early and continuous involvement
of all layers of management as well as supervisors in
quality training. Corning used training to drive the
total quality strategy throughout the company. At
Xerox, training has “instilled the need for quality im-
provement in operating unit management. ” Once execu-
tives and supervisors understand their role in leading
through quality, they can help employees to become
more open to training in quality awareness as well as in
the use of basic tools and techniques. For 3M, training
is a “subset of the total quality strategy. ”

3) Stress umely  application of training. Quality ex-
ecutives underscore the need to cut the time lag be-
tween training and application, noting that training and

on-the-job application should be “virtually simul-
taneous. ” Executives also suggest that team initiation
and team building needs to be tied into training early in
the process, with parts of the curricula oriented to team
projects. Whenever possible, team members should be
trained together. “We administered quality training by
layer in the company,” Coming’s Senior Vice President
for Quality reflects. “Not the dumbest thing we ever
did, but close. By the time the last person in a unit got
trained, the first person had forgotten that he or she had
gone in the first place.”

4) Tailor training curricula and materials to com-
pany/business  unit needs. Generic, off-the-shelf train-
ing courses are likely to be less effective than
home-grown approaches, experience suggests. Al-
though some firms started with commercial programs,
they soon customized them to fit their own training
strategies and priorities.

Practitioners stress that their training courses are con-
sistent with their corporate culture and business
priorities. For example: .

● Service-oriented firms such as American Express
and First National Bank of Chicago place heavy em-
phasis on developing customer-sensitive attitudes in
their quality training.

● HCA adapted all of the basic language and theory
in its introductory quality courses to specific hospital
applications. The objective is to build knowledge of
hospitals as systems; of work as a process: and of those
who benefit from hospital activities—customers. This
knowledge is then integrated with learning about or-
ganizational policy and intent.

● Milliken  & Company uses an outside contractor to
ensure consistency of delivery in its training for statisti-
cal process control, then follows up with immediate on-
the-job application. This firm also offers training in
multiple skills to its production associates (workers),

Quality Training: What Top Companies Ha\’e Learned 19



and reinforces this training commitment with a job rota-

tion program.

5) Rework training programs as needs change.
Continuous improvement is one of the cornerstones of
the total quality process; training should reflect this
commitment. Several Council members suggest that
firms need to plan for new course offerings and forge a
strategy for updating employee skills as the quality
process evolves. Ford sees corporate quality training
adaptable to all major functional areas, with training
standards that reflect “the complexity of systems,
products and services” within diverse businesses
worldwide.

6) Consider using employees as trainers. Com-
panies such as Corning, FPL and MSA attribute part of
their training success to the use of line employees as in-
structors for key quality courses. The job-related know-
how of employee-trainers enhances the credibility of
the quality training process and sends employees “a real
message” about the importance of the endeavor.

7) Investigate alternate training technologies.
Although many Council firms stress classroom training,
some are having success with automated, computer-
based techniques—effective in meeting the needs of a
diverse work force. These firms advise making such
tools available early in the training process.

*
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Appendix
The following sampling of quality curriculum and

courses was drawn from material submitted by mem-
bers of the Conference Board’s U.S. Quality Council.
The sampling begins with a curriculum overview. The
course grouping which follows progresses from quality
awareness and customer sensitivity material to more
specific offerings in quality measurement, process im-
provement, and statistics.
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● F]eld  service ‘~j;j:,~.:,:;y ~~~~~$~::”  ,-. . U ,. “- ‘J” ~~”- .’ ‘“’” “+ : ’“’. . . . . . . . . ,.A@z&ce.  Ii@iduals  who ~ participating in, using data
s To monitor the pr~ss+:of @ality improvement. “., ,’$ *T.”  - @@or directing benchmarki$gactivities.
● Techniques on how to .Wttve~’rn&suksinto  dollars:

‘ .~ ,.—~.

● How to establish a qut&y cost system (cost of non-”
~~ -, D&eription:  ~is course is designed to provide participants

quality).
with basic +zhniques involved in conducting a benchmark-,,,., , ““... -., ing activity. Key topics include standardizing the benchmark-

Outline ing process, developing sources of information, and pitfalls

. Development of measures
to avoid. Application of the key concepts will be provided
through group exercises. *
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. . .’.,: ... ..V.V . . , . -

customer focus ts pattof  the Westing

.

Market-Drive? ~&& ~~ . - .,.:,i~~i#jt:?*-%;%
.,. $,,. -c,..,. -, ,, .,$ ..- . , . .$

Media: Inte~tive TV {~ . ...”..-,.
S c h e d u l e :  @teclay .>,~.:~,’

“ “ ::. ;~-~! $&& ~,>”,  ~=;“.
,,-:? W,.,*.?;  ?.,...,.

Audience: Mataage& arep”mfessionals  wh&@~~
need to be more market-driven. Those who wo~.$tt :” c,. ~~~i 7”-’ ~;
products or services~hardware  or software, sys@ma:w wiul  “ ~‘ .,; : ● , : Hew  “benerlt  Segrnentatlon”  identtfles antk  sizes

tions. Those whose  work imp~ts  the market’s @ep@on  of rharket  n i c h
. . ,*

- .  Qbjec$ive:  SmIBM quality (reg@ess  of whether or not theY iiitv?~~ct ~ . ~ . . . .
contact with customers. + + ~. , ‘:’ ~ ~:-:%  < -‘: ::: ,~tttrsters  --

Prerequisites: Executive Instruction 1. ,- .,~.: ;, ‘4- % ~,, ~ ‘-.+the’h
:. -~-.>~: , “’-’.  -. , j:~ W in!Description: New procedurr% for enabling @s@mers  to ,. .

identify, define and prioritize their wants and ri+a$ @te. , ., fl~,ihk procedure

central theme of this course. ‘l% course wiil describe-how %kk.new product p
>(, . . . . ’ *

we can: Viiliiate rcw.,.>. .
●  Listen to the voice of the customer in a w~~that ,. atwaunts.

reveals their buying decision attitudes, perceptions, ● serve as a common Kwus for the V&Me prfniuct

and motivations. management team (i.e., development, marketing,

● Distinguish requirements from requests so that we can finance, service and others).

separate one shot demands from general market re- ● Be available before beginning design and development

quirements. begins.

● Integrate customer’s wants, needs, and priorities into s Enabie you to stabilize market-driven requirements

design parameters and specifications. early in the design phase.

Objective: After competing this course, the participants ● Sast  you off on quality ftmction deployment matrix

will be able to: planning.

Ites. .;”.

&nts  will learn  how to initiate’akd ad-
sophisticated.market research procedures that “gets
p“ of the m+cet.  In widition,  +ey wAI I&trrt
terpret, p-~and  use the information gefierated..=,

t~ ptwvid~ ear~y nmrke$-drivett guidance
kittirig wldck will: “
q@emen$s  information obtained from key-,

-- . . . .
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tics. “ “~.; ‘-qyaiity,  product, prpcess, rese@q  tiesigners, manufacturing,
x&trs@.  ‘It hilp?:,A#  $$%’., ~, :.:.::’.w,d d~el~mem functions establishing speiit%catioos wills,., ,,,, .,g#+p*  ,. .* s.:.;: ‘,. -4.:;&. : !!..  . .gt%atly  ~nefit. Other &“ ffirn hniinistrative,  staff fid.  ” ““!.

. . . . . . . .
did ti-mti-jji%  *d non”:  ““” :?, < J f’+ “*..1. ,. .’ ..,~.-~ ,,,. ~~~n$~oncepts, unde~tand  ~r. Taguchi’s  quality” ii ,. .:

m“ti@, and through examples  use the analytical tools
. . . ..,

.+..;.% ~@&!!@”~$’rays  ‘knd lin&r gra@s  along wi~ the concept of
‘- . “’’.%> , . .~=’ T ,-y-  $k, ,,: >,>. ..,. .,. $. . .

$ dea&~iIosophy  as ‘it relates to ‘parameter, tolerance,
&*afi~ bWtiu4~ti$~pW  ‘~o t$pk to d@ $,, ~ S,.- --.,+d%y~rn  ~~ign” will be eval~ted.  The Taguchi Quality
* ofzs tO W @a ~~+.(m?+~~~~)  %~es~ting  in- .
@mation  with Which  they,w@c  .pd.fdrwhich  ~ey  require

., ~ @&tion and Signal to ,Noise Ratios are applied to case
“ ~ ;e&npk?s  throughout the class. Fintdiy,  a comparison is

more sophist icated data  handl@g  Gxp$tise.  . . . .” - ‘ made to the more traditional design of experiment methods.
?” Absfract: TNs seminar has b@k developed for those with ~b~ctive:  After completing the course, the student ,
a limited mathematics back&ound. Ii&aches skills to im- should be able to describe Taguchi’s:
piove their capabdity to gather,: @@iz& analyze, interpret,

● Co@iWions  to analysis of experimental restdts.
@d display da~’kncounterrx~~  their environment. The semi- ‘ . We of orthogonal arrays to analysis of data and design
= includes an iin~duction-fo’axid ripplication of stitistic~  ~‘ & expe r imen t s .
,@icepts, the use of charts and grtipits in non-technical func- “;, “ ● Quality definition and design concepts as they relate to
dons, rmd computational ai& such as* statistical’cal-  ‘‘ ‘: ;‘ -‘ ptts+neter, tolerance, and system design.
@huor and personid computer. Students will be able to ,‘: ~ * Quaiity  loss I%nction, sii$nd to noise, and inner and
apply acquired skills to measum-and  cuhtrrd quaiity in their otiter noise as they relate to parameter design.
workplace. ● Analytical method and comparison with the more tradi-

Objective: Students relativdy  unskilled in mathematics tiomd approaches.
will be able to more effectively gather, analyze, and present
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The Rod @ Total Qu@p~ ~239, 1$%). “.. ,.: ““ “’
~. .,. :.

,. ,6..

Making Total Quality Happen, R937, 1990. (Conference highlights.)

Curren t  p rac t i ce s  in Mea&o@  Quali ty,  ~23L4 ~9~9.  ~~ .,.,
Total Quality Performance, .R909,  1988. (conference  highiigh~:)

. . . .. .
Global Perspectives on Total Quality, R958; ;991.  -
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