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DCW
· Information and Syllabus for course on:  Total Quality of Management (TQofM)—the systematic development of management, team and individual skill in organizations

Many if not most companies are grappling with how to adapt and improve to survive and flourish in today’s rapidly changing world.  A number of companies are using ways to adapt and improve that are systematic rather than hit and miss (“hope is not a method”).  They systematically improve the way they plan, operate and manage change.  Many of these companies (including some of the best companies in the world) use a set of methods and practices we call Total Quality of Management as the basis for the way they systematically improve.  This set of methods and practices known as TQofM (or TQM) has been evolving for over 40 years and continues to evolve, even in (especially in) those companies that have achieved world-class levels of performance from use of TQofM.  TQofM may well be the most extensively used system for “organizational learning.”

This course will investigate the current state-of-the-art of TQofM practice, covering:

· ways to discover the concerns of customers, including unstated concerns or concerns of which customers and users may not be not aware

· methods of continuous improvement, including breakthrough and incremental improvement, and including the improvement of operational processes, processes for innovation, and so-called “moment of truth processes” in which company representatives have to satisfy customers in face-to-face situations

· methods and systems to elicit and to align (to the appropriate extent) management and employee participation, including within work teams, cross-functionally, company-wide, and among companies, and also including an appropriate balance of leadership and empowerment

· systems to enable appropriate sharing of improved methods and practices across society.

A tool- and method-based approach will be used in the course—a practitioners approach.  Specific tools and methods which explicitly can be learned, practiced and improved will be presented and used by course participants, on realistic business and individual problems.

Efforts are being made to arrange to have one or more executives from industry describe their own experiences in using these methods of organizational learning.

Assignments and grading

Some assignments will be small group assignments and some assignments will be individual assignments.  In either case, course participants and teams are encouraged to help each other and to seek the help of anyone else who can provide useful insight, and then to rigorously document who they collaborated with and obtained insights from.  Having another person or team review the work that has been done and then revising it before turning it in can be particularly educational.  However, individual assignments must ultimately be the conclusions and presentation of the individual.  Assignments will be graded and weighted in terms of degree of difficulty.  The final grade will be the weighted average of the grades on the assignments, plus perhaps a subjective component of the grade. There will be no final exam in the course.

Textbooks and references

· The required textbook and manuals for the course for each individual will be:

· Four Practical Revolutions in Manaement by Shoji Shiba and David Walden, Productivity Press, Portland, OR, 2001; this textbook will be abbreviated 4PRIM below

· The Language Processing Manual, 7 Steps Manual, and Concept Engineering Manual, all from Center for Quality of Management, Cambridge, MA.
Each team will need a copy of the following manuals:

· MPM Manual and Tree Diagram Manual, Center for Quality of Management, Cambridge, MA

· Some additional documents will be available at the course locker web site:  http://www...

The following manuals are optional:

· Managing Teams Manual and 9 Steps Manual, Center for Quality of Management, Cambridge, MA.

Faculty and contact information

<fill in information here on faculty, teaching assistants, etc. for course>
Overview of the course ("the big picture")

1.  Introduction

The definition of quality evolves—the 4 Fitnesses

Management models evolve—the mechanical, biological and social models

TQM is about the systematic development of skill in the face of such change (knowledge, understanding, practice and skill)

2.  TQM can be thought of as an organization (and individual) learning system with activities in four major areas

Continuous improvement (i.e., we must keep improving)

· WV Model and PDCA/SDCA cycles

· language and numeric data, and the LP Method (one of the 7 Management and Planning Tools) for language data

· Process orientation

· process discovery—the 7 Fundamental Question

· process control and understanding variation      **one of 3 improvement types

· reactive improvement—7 Steps & 7 QC Tools  **one of 3 improvement types

· mobilization and deployment

· Proactive improvement—VOC and CE Methods     **one of 3 improvement types

· the other 6 Management and Planning Tools, in addition to the LP Method

Customer focus
· Market-in vs. product-out

· Most of process discovery (already introduced above)

· Every process has (or should have) a customer

Total participation
· Dual function of work

· Conversation as a tool to coordinate behavior

· Teamwork

· Initiation strategies                          **for TQofM implementation

· Mobilization infrastructure              **for TQofM implementation

· Phase-in methods                            **for TQpfM implementation

· Hoshin Management

· Quality is personal and managerial development

Societal networking
· Benefits

· Infrastructure to support

Statements of objective

For participants to value

· TQM has to do with the application of the scientific method—systematic improvement—to the way we operate and improve as organizations and as individuals

· A central difficulty of management today is how to manage in the face of purposefulness of all participants

· TQM is an evolving system with many parts that support each other and must be customized to the particular organizational environment

· You can start benefiting by using the principles and methods of TQM wherever you are, without worrying about the commitment of others in your organizations—no one stands to gain more by the use of TQM principles and methods than you and those you work closely with.

For participants to know about

· The content outlined in the day-by-day progression of the course listed below

For participants to have skill with

· LP Method

· 7 Steps Method

· Methods for hearing and understanding the Voice of the Customer

· Personal use of PDCA

Day-by-day syllabus

· In the day-by-day listing below the abbreviation 4PRIM stands for the course textbook, Four Practical Revolutions in Management., Shoji Shiba and David Walden, Productivity Press, 2001.  Also in the day-by-day listing, the information for each class is divided into three categories:

· topics, that will be covered in that day's class

· homework that is due at the beginning of the next class, unless some other date is specified;

· references (not necessary to read, but could be helpful).

Papers listed below as published in the Center for Quality of Management Journal are available at www.cqm.org, under Publications, under CQM Journal On-line.

C1ass 1:
80 minutes
Topics:


· Introduction to and plans for the course;

· The objective of systematic development of skill

· The evolution of the concept of quality;

· The evolution of the concept of the purpose in business management

Individual homework:

· Turn in brief background information (e.g., a paragraph or a few bullets) on your personal experience and education that will allow the course to be adapted to best suit participant needs;

· Turn in a brief description of your personal preconceptions about TQM (e.g., a paragraph or a few bullets);

· Turn in examples from your personal (not necessarily business) life of the systematic development of skill—where it worked and where it didn’t and why—and state what inferences you draw from your experience; 

· Read Designing integrated management systems. Thomas H. Lee and David Walden, Center for Quality of Management Journal, 7(1):3–18, Summer 1998;

· Read case study of NIMS, 4PRIM, section 25.2;

· Begin to record some daily (or frequent) event that you can measure on a “continuum,” i.e., time, weight, distance, % (not just correct or incorrect)—keep this up until the data is used in a later assignment;

· Think about the system you will create to help you organize and understand (and use again later) the material you get in the course, the material you create in this course, records you keep during this course, and summary pages of models and recipes you create in this course, etc.

· Reference:

· 4PRIM, chapters 1-3 and section 25.2

Class 2:

80 minutes
Topics:

· The four revolutions in management;

· Continuous improvement (WV Model; PDCA and SDCA cycles)

Team homework:

· Read 4PRIM, section 19.1, on fundamentals of teamwork;

· Review any teamwork training you have had in the past;

· Turn in on one page with a few bullets a groupwork process that you will use and improve over the course of the term.  Start by reflecting on what you learned in the Universe Within and on any other team training or experience you have had;

· Turn in a set of examples of the 4 Fitnesses in the “same” area of product or service, state what trends you observe about the 4 Fitnesses, and consider what the next Fitnesses might be (work together to find a great sequence of examples, but avoid making this effort into a big deal process that takes lots of time).

Individual homework:

· Think about a process of your own (or that has been your own), and reflect on the extent to which you have applied the WV Model, PDCA, and SDCA; write a paragraph or two on this to help you sort out in your own mind the significance of the WV Model, PDCA, and SDCA, and turn in the paragraph;

· Consider the relationship between a) SDCA, PDCA and WV, and b) the loop of skill development, practice and reflection on practice from the Universe Within;

· Consider the relationship between "freedom through discipline" from the Universe Within and the topics of class 1 and class 2 in this course;

· Reflect on your process for planning and doing this assignment (think seriously about explicitly writing down your personal homework process in a few bullets and reviewing it before and updating it after each individual homework assignment you do).

· Reference:


· The Machine That Changed the World: The Story of Lean Production, James Womack, Daniel T. Jones, and Daniel, Harper Collins, New York, paperback reprint edition, 1991—I highly recommend this book, perhaps as the first book one reads in this field;

· 4PRIM, chapter 6

· The systematic development of skill as a basis for competitive product development, David Walden, Center for Quality of Management Journal, 4(1):3–41, Winter 1995. This paper has an extensive bibliography of papers related to acquiring mastery, primarily in non-management areas.

· 4PRIM, section 19.1, on some fundamentals of teamwork.
Class 3:

80 minutes
Topics:


· Customer focus = external focus (getting out of ourselves or our own organizations);

· Market-in vs. product-out;

· The observer-that-each-of-us-is, and finding shared concerns;

· The 7 Fundamental Questions of Process Discovery.

Team homework:

· Finish the work we began in class as per the instructions of doc. #6, and turn in your finished work (also keep a copy for later use in Roy Welsch’s Stats class);

· Reflect on your process for planning and doing this assignment.

· Reference:

· 4PRIM, chapters 4 and 5

Class 4:

80 minutes

Topics:


· Differentiating between predictable and unpredictable variation

· Individual homework:

· Understanding Variation assignment
—due on or before class 10 (but do not wait until the last minute because you will also be beginning the next homework assignment immediately after class 9);

· Help each other with this homework as necessary; document on the assignment you hand in who you collaborated with or got insight from; ask me for help or clarification, especially to confirm that you are doing appropriate control chart calculations.  Compare answers enough to be sure you're answering the right question.

· References:


· 4PRIM, chapter 8;

· Building Continual Improvement by Donald Wheeler and Sheila Poling, SPC Press, Knoxville, TN, 1998—this book is an outstanding introduction to improvement and Statistical Process Control, with almost all of the examples from outside manufacturing;

· Understanding Variation by Donald Wheeler, SPC Press, Knoxville, TN, 1993—for a long time I thought this was the second book everyone should read in this field, but now I think it’s this book or the previous book;

· Analyzing Business Process Data: The Looking Glass, Augustus Donnell and Margaret Dellinger, AT&T, 1990, #500-445;

· Understanding Statistical Process Control, second edition, Donald J. Wheeler and David S. Chambers, SPC Press, Knoxville, TN, 1992;

· Donald J. Wheeler, Advanced Topics in Statistical Process Control, SPC Press, Knoxville, TN, 1995;

· “A Graphical Exploration of SPC,” Robert W. Hoyer and Wayne C. Ellis, Quality Progress, part 1 in May 1996, pp. 65-73, part 2 in June 1996, pp. 57-64; “Another Look at ‘A Graphical Exploration of SPC’”; readers’ comments on the original pair of articles and responses for Hoyer and Ellis, Quality Progress, November 1996, pp. 85-93;

· Understanding Industrial Experimentation, second edition, Donald Wheeler, SPC Press, Knoxville, TN, 1990—on a slightly different subject but an excellent book to know about in the same series with several other books recommended above.

Class 5:

80 minutes

Topics:


· Reactive improvement;

· Weakness orientation;

· QC Tools;

· 7 Steps; and begin Step 1 of 7 Steps assignment.

Team homework:


· Review your teamwork process;

· Begin 7 Steps assignment.

· Individual homework (in preparation for guest speaker at next class):

· Read “How a 7-Step Process Reduced Roadblocks Impeding Quality Improvement Teams at Teradyne," Mike Bradley and John Petrolini, The Center for Quality of Management Journal, 2(1):7–17, Winter 1993;

· Read case study of CEO Involvement at Teradyne, 4PRIM, in section 20.1;

· Read case study of Teradyne Strategy for Introduction, 4PRIM, section 20.2.
References:


· Review as needed 4PRIM., chapter 9 and 10;

· 7 Steps Manual, CQM;

· Hitoshi Kume, Statistical Methods for Quality Improvement, AOTS, Tokyo, 1985
I highly recommend this book for your reference library.

Class 6: 
80 minutes:  GUEST SPEAKER
Topics:


· 7 Steps continued;

· 7 Steps QI Teams;

· Mobilization and deployment of reactive improvement.

Team homework: 

· Review your teamwork process

· Finish team 7 Steps assignment—turn it in by class 9;

· Compare your work with other teams to be sure you've got the standard format for the tools and presentation (acknowledge who you collaborate with);

· Update your teamwork process, and turn it in with the 7 Steps assigning by class 9.

References:

· Review as needed 4PRIM, chapter 9 and 10;

· Managing Teams Manual, CQM;

· Diagnosing QI Stories Manual, CQM;

· Quality Control Circles at Work, Asian Productivity Organization, Tokyo, 1984.

· Classes 7-10:

all day Saturday 8am to 5pm 

Topics:


Bring your LP Manual to the weekend class
· Semantics

· The LP Method

Individual homework:

· Individual LP assignment

· References

· 4PRIM, sections 13.2 and 13.3

Class 11:
80 minutes
· Brief introduction to Initiation and Mobilization;

· The ADAC case study (David Lowe video)

each person take notes on key learnings and saves them for later use

Homework:

· On each team each person gives one key learning from the David Lowe video to a person on the team who submits the six key learnings to the instructor by email by 6pm of the day after class;

· The key learnings should have the following format:  only one idea, a complete sentence (with a subject and verb), a fact the has happened (past tense) rather than a judgment or inference, ideally a “symbolic fact”, low level and specific (not a generalization), multi-value (if possible)

· Before class 10, either individually or as a team (your choice), review as many relevant documents as you have and your own experience and think about how to effect the mobilization of change in an organization (either the whole organization or a part of the organization that you can strongly influence).  Think creatively about the details of “how”; don’t just repeat the standard wisdom (e.g., “top management must lead” – how is the “leadership” manifested).
Class 12:

80 minutes
Topics:


· Introduction to proactive improvement;

· LL Bean video;

· Collecting qualitative data;

· Voice of the Customer visits.

Individual homework:


· Finish and turn-in introduction to understanding variation assignment.

· References:


· 4PRIM, chapters 13 and 14;

· Sources of Innovation by Eric von Hippel;

· Innovation and Entrepreneurship by Peter Drucker;

· 9 Steps Problem Solving Method Manual, CQM.

Class 13:
July 6  80 minutes
Topics:


· Voice of the Customer visits continued

Team homework:


· Review your teamwork methodology;

· Begin VOC team projects
this is a BIG assignment—due on the last day of class, but there will be interim milestones. 

References:

· Concept Engineering Manual, CQM; or Voices into Choices, CQM

Class 14:
80 minutes
Topics:

· Introduction to Concept Engineering, or to rest of FOCUS method.

Homework:

· Talk to the instructor or teaching assistant face-to-face about anything that is still confusing from the individual Introduction to Understanding Variation assignment; these are key concepts that support the rest of the course, and you should get them straight;

· Continue team VOC team projects.

· References:


· 4PRIM, chapters 13 and 14;

· MPM Manual, CQM;

· Tree Manual, CQM.

Class 15:
80 minutes
Topics:


· Total participation;

· Introduction to conversation;

· Observer-that-one-is;

· Uniview, multiview and finding shared concerns;

· Atom of Work

Team homework:

· Continue VOC projects.

· References:


· 4PRIM, section 5.2 and chapter 16.

Class 16:
80 minutes
Topics:


· More on conversation.

Team homework:

· Continue VOC projects;

· Update and turn in your teamwork process.

Individual homework:

· Skim over the following in preparation for the next class:  The systematic development of skill as a basis for competitive product development, David Walden, Center for Quality of Management Journal, 4(1):3–41, Winter 1995.  This paper has an extensive bibliography of papers related to acquiring mastery, primarily in non-management areas.

Class 17:
July 20  80 minutes
Topics

· Personal practice of quality;

· More case studies in initiation and mobilization;

· Take notes on post-its on key learnings and save them

Team homework:

· Continue VOC projects.

:
Class 18:
80 minutes
Topics:


· Designing integrated systems;

· More case studies in mobilization;

· Take notes on post-its on key learnings and save them.

· Team homework:


· Continue VOC projects.
· References:


· 4PRIM, chapters 2 and 26.

Class 19:
80 minutes

· Topics:


· Elaboration on the Infrastructure for mobilization.

Team homework:


· Continue VOC projects.

· References:


· 4PRIM chapters 20 and 21.

· Class 20:
80 minutes

Topics:


· Case studies in phase-in.

Team homework:


· Continue VOC projects.

· References:


· 4PRIM, chapters 20 and 21.
· Class21:
80 minutes
· Topics:


· Introduction to Hoshin Managemen.

Team homework:


· Continue VOC projects.

· References:


· 4PRIM, chapter 24

· Total Quality Control Essentials by Sarv Singh Soin;

· Creating the Corporate Future by Russell Ackoff.

Class22:
80 minutes
Topics:


· Case studies of breakthrough.

Team homework:


· Continue VOC projects.

· References:


· 4PRIM, chapters 17, 27 and section 29.1
· Total Quality Control Essentials by Sarv Singh Soin;

· Creating the Corporate Future by Russell Ackoff.

Class 23:
80 minutes
· Topics:


· Societal Networking.

· Reference:

· 4PRIM, chapter 28.

Class 24:
80 minutes
Topics:


· Team VOC project presentations;

· Final words.

· Reference:

· 4PRIM, chapter 29.

� A sample assignment is available from David Walden.


� A sample assignment is available from David Walden.


� This LP workshop could be reordered a little bit with surrounding classes, to best fit the course schedule.


� A sample assignment is available from David Walden.


� A sample assignment is available from David Walden.





