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Focus on Quality

Understanding the Rising Demand for Quality

Since the mid nineteenth century the Americasrganizations were built upon high levels of specializa-
economy has been the envy of the rest of the worin, hierarchical control, relative constancy of product
American farms and factories have played key rolesanservice and a predictable external environment. But
the victories of two world wars, the American standardpidly changing environments and increasing competi-
of living has been the world's highest and in many fieldsn have rendered the old formula of volume produc-
as diverse as electronics, aircraft, medicine, telecotion ineffective in area after area of the American
munications, entertainment and agriculture, America hreonomy. Now competition and a more sophisticated

set the standards for the rest of the world. consumer produce a demand for products and services
However, the supremacy of many that respond to consumer expectations
American efforts is increasingly chal- centered upon standards of high qual-

lenged. Competitors are appearing all
over the world and in some instances o The organizations that are rising to
they have proven to be more success- &€ fisingtoreplacethe  epjace the old are organizations that
ful than American organizations. old are organizations are responsive to a changing environ-
American industries have been particu- that are highly respon- ment, able to create new products and
larly challenged by electronics and au- services based upon changes in demand
tomobiles from Japan, machine tools and resources, and able to re-structure

The organizations that Ity.

sive to a changing en-

and chemicals from Germany and ag- Vironment. themselves as need and circumstances
ricultural products from Australia, Cen- require. Such organizations revise the
tral and South America. Foreign empha- relationships between the organization

sis on design sophistication and regular improvememd the employee that grew out of the mass production
of quality, and vigorous price competition beginningra. Rather than the definition of the product or service
during the 1970's, triggered an unraveling of mampming from the top and then being partialed out to work-
American businesses built upon volume production, Ievs, these organizations depend upon the workers to
innovation, and long production runs. The relentledsfine the service or product, including how it will be
competition from foreign producers and thereated and delivered. With high levels of environmen-
globalization of labor have ended many of the high pra&l change and vigorous competition for resources, these
its and high wages associated with American businessesy organizations are dependent upon employees who
especially since the end of World War Il. The declifgave a strong commitment to the organization and are
in profits and in real wages and benefits, in turn, hadedicated to continuous improvement and innovation.
reduced tax revenues to support services and products
provided by the public sector. The Foundations of Quality

Today as the twentieth century winds down so do The strategy for continued success for these new
the organizations, public and private, that were crerganizations is to construct a stool that stands on three
ated from the wealth of the mass production era. Théags. Each leg has very separate and distinct attributes,




and each is critical to the survival of the organizatiolate 1980's Texas leadership has emphasized a vision

The legs of the stool akésionary leadershipinternal

of state government that is sharply focused, prepared

datafrom employees anexternal datafrom the cus- for rapid change, lean in its need for resources and re-

tomers of the organization.
The first leg or element igsion-

ary leadership In this new era the
demands on leadership are far more A learning organization is
critical than the organizational lead- an organization where
ership of the mass production era. In
the previous era, leadership often was , _
simply called upon to maintain and continually refined and
refine goals for an organization. Once new products created. The
an organization hit upon a successful creative process comes
prod_uct or ser_vic_e it could expgct 10 fom the ability of the or-
see it have a lifetime measured in de- o _

cades before a successor threatened3anization and allits mem-
Today, products or services may only bers to learn, improve and
have a lifetime measured by months. jnnovate.

To survive in this environment lead-

products and services are

ership must develop an organizatiom

sponsive to a growing and changing citizefiityislead-

ership is one of the three requisite
elements to ensure quality improve-
ments.

The second element, the sec-
ond leg of the stool, are data from
the employees of the organization
which provide the employees’ visions
of the work and the organization.
These are thmternal data.An es-
sential key to establishing a learning
organization is a change in the way
employees are viewed from the per-
spective of the mass production era
where employees were hired to do as-
signed work. In the learning organi-
zation, employees are part of the

that is highly tuned both to the environment and to iteam that defines the work and continuously develops
ternal innovation. A useful description of this kind afefinements. Each individual worker shares the con-
organization i« learning organization cern about quality, correcting errors and improving pro-

A learning organiza- cesses rather than these factors being the sole province
tion is an organization of management. Quality becomes the every day, mo-
where products and ser-ment-to-moment responsibility of each employee.
vices are continually re- As in the case of the element of visionary leader-
fined and new products cre-ship, the State of Texas has begun long term steps to
ated. The creative procesgleveloping tools that address the second requisite of
comes from the ability of quality improvement. TheSurvey of Organizational
the organization and all itsExcellencean employee attitude survey used by many
members to learn, improve and innovate. It is leadef-Texas' state agencies, assists organizations to acquire
ship that sets and maintains the conditions necessstgndard and readily comparable internal data on orga-
to permit this continual learning process. This is leadizational competence. The 1994-1995 Survey provides
ership that does not pernstatus qudnterpretations some insight into how state employees view their
of the organization but calls forth by word and exampéeganization's response to the quality imperative.
excellence in organizational efforts. Itis leadership that The third element for continued success is regular
does not fear being wrong, but rather fears not exerticgjlection of data from the environment of the organi-
enough effort to find out what works and what doestion, the customers, the,
not. suppliers, the regulators,

Perhaps the most crucial and challenging task fand the competitors. Perhaps the most cru-
leadership in a learning organization is driving fear olihese are thexternal  cial and challenging
of the organization. The organization must be relemlata. Such data provide task for leadership in
less in understanding the competition and ready to opeoymparisons between
acknowledge every area in which the competition is suhat the organization
perior. The discovery of weaknesses and competitiperceives and the percep-
disadvantages must be seen as outstanding opporttiois of others who have of the organization.
ties for growth and strength, not flaws or shortcomings interest or "stake" in
to be pushed into a corner or under the rug. the organization. Exter-

Since the oil and real estate shocks of the midrial data are gathered to gain insight into customers' or
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clients' preferences for products or services providgate pilot customer satisfaction surveys with eight state

by the organization, their view of the strengths aragjencies.

weaknesses of the organization and to learn what im- Let us turn to some of the data from the most recent

provements they desire. survey of state employees to determine what can be said
The development of standardized, external dathout the progress in the state toward developing the

collection is a newer task in Texas' effort to ensure cdind of responsive and innovative entities called for in

tinuous quality improvement in state government. Thiee quality movement.

importance of this third leg is reflected in the rider in

the 1995-96 appropriations bill mandating the Legisla-

tive Budget Board and the Governor's Offices to ini-

Internal data which cap-
Figure 1.0 ture employees' percep-

tions provide a means by

The Foundation for Building Quality
Organizations

which an organization can
periodically check its inter-
nal barometer to identify
areas of improvement and
areas needing attention.

Visionary External
Leadersh Data
ya T AN The Survey of Organizational Excelence
Customer Continuous Teamwork/ March 1996
Focus Improvement Employee
Involvement

The Second Leg of the Quality Stool:
Texas State Employees' Perceptions of Quality

As depicted ifFigure 1.Q the second element needed for a total quality organizationearrarlg orga-
nization is information on how employees perceive organizational quality. Internal data which capturg em-
ployees' perceptions provide a means by which an organization can periodically check its internal bajpmeter
to identify areas of improvement and areas needing attention. Employees' perceptions of quality pr[DcipIes
such agustomer focysontinuous improvemeandteamwork/employee involvememe vital to the devel-
opment of a learning organization. With these data, organizations are able to effectively target efforts §o areas
that will result in clear and substantial improvements.

Looking across all of the data from the Survey, few areas are perceived as positively by state employees
as are the concepts which embody organizational quality. Survey results suggest that although there fire some
clear, definite opportunities for improvement, many employees believe that these are some of the s§ongest

attributes of state agencies, and areas in which agencies continue to improve. ﬁ
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Employee Survey Questions by Frequency

Figure 2.0
Qual ity Bstrongy dsagee Mdisagee Oreural MEagree Mstrongy agree Avezcgoie'\fean
Principles e know who our customers are.
o) 4.1
e work well with the public.
sl | 3.9
Customer e are known for our customer service.
Focus o1 ] 3.7
e develop services to match our customers' needs.
% ] 3.7
e produce high-quality work that has a low rate of errors.
o2 | 3.6
Our goals are consistently met or exceeded.
Continuous | & _ 3.5
Improvement e are constantly improving our services.
@ ] 3.6
e are efficient.
Q34 ] 3.1
Work groups receive adequate feedback that helps improve their performance.
Q21 L 2.9
Decison making and control are given to employees doing the actual work.
Q28 ] 2.6
here is a basic trust among employees and management.
Q30 [ 2.4
mployee productivity is high.
Q35 ] 3.3
Teamwork/ e "walk our talk."
Employee | %58 L In 3.0
Involvement mployees have an opportunity to participate in the process of strategic planning and goal setting.
Q26 ] 2.5
mployees seem to be working toward the same goals.
Q29 ] 3.0
ork in this agency feels like it is "coming together."
Qa3 [ N 2.8
0 2,IO(I) 4:0(1) (ISO(I) I8,0(D I10,(ID | 12,000 | 14,000 | 16,000 18,000
Nurrber of Respondents
* Scoring ranges from a low of 1.0 (strongly disagree) to a high of 5.0 (strongly agree).
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Customer Focus
Quality initiatives underway in many of Texastomer constituency.

state agencies emphasize the importance of customer The perception that most state agencies are q

service, and according to data from the Survey, stédener focused appears to permeate every levell
employees perceive that their agencies@rgtomer the work force. Data analyses reveal little diffe

focused Survey respondents report that they know wiemce in perceptions between supervisors and nfi

their customers are, that they provide good custonseipervisory personnel. As seenHigure 3.Q su-

service and that the services provided by their aggrervisors are only slightly more positive about cug
cies are designed to meet the needs of the custort@mer service than non-supervisors. An employe]

attributes which indicate that an organization prepargaary also provides some insight into an individua

its employees to have a customer orientation (see gusition in the organization, and data analyses [

Customer Focus sectionfingure 2.0for detailed Sur- this dimension also reveal little difference in pe

vey results). ceptions. These data suggest that all employees, fjom

Certainly an organization cannot be “customdhne front-line workers to the highest ranking employr

focused” without first identifying its customers, freees, share similar perceptions about tH
qguently referred to in public organizations as consumrganization’s customer philosophy. These facts e

ers or clients. But, phasize that
identifying a state fFigure 3.0 _ customer
agency’s custom- Supervisor service is
ers may b_e a par- tgef% bN&SWo qot S|m'ply'

ticularly difficult naen lip service;

task because manyl Survey QuestipnAsp Man employees
governmental or- [8) aVv  wonk OHN2 SMtELiC believe itis a
ganizations face|are. : : fundamental
multiple, conflict- W e Kkroawl | veh t aspect of
ing and frequently ZpDub”C_ Q{‘-IO 3.9 business in
changing dgmgnds |.Q W 33 36 most of
resourees to meecuStomer service. > | agencios.
them. Forinstance,'% e W\emaornlo fél’?o 3.6 While

a state criminal jus- | o m = i these data
tice agency has nu-pf @ Wo | foe Qrsdojetbst 1a  hgih | clearly re-
merous customer veal a sig-

groups, including prisoners and their families, victimsificant strength in state government, they also h
of crime, the prosecutor, the police and the general mt{possible areas of concern. The data reveal wi
bic, just to name a few. In addition, the interests spread consensus about who makes up the custo
these groups frequently differ. If the members of thpulation in state government. If this consensug

l

e
n-

criminal justice organization do not have methods $o widely accepted that it causes employees in s

ten contending consumer groups quality will suffer amday fail to identify emerging constituencies whic
organizational focus will be impaired. are inevitable in a changing environment, or fail
The Survey addresses this issue with question#spond to customers that have historically had |
which reads “We know who our customers are.” Reeice in government.
spondents to the Survey overwhelming agree with this Most importantly, the findings from these dat
guestion, making it the only question from the Surveint out the need for the collection of similar dat
to receive an average mean score of 4.0 or higher fsai consumers.These data suggest that state e
of a possible 5 points. Although the Survey cannployees in Texas believe their organizations are ¢
answer whether or not agencies have accurately @sner focused; however, in order to get the m
sessed the make-up of their customer constituency, tbenplete picture of organizational quality, these d
high score suggests that uniformly, state employees pered to be compared with routine, similar data fr
ceive a consensus exists about who makes up their tig-agencies’ consumer groups. ﬁ
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Continuous Improvement

Survey data suggest that many employees in Texas state government believe that their agency is com-
mitted tocontinuously improvingits services (see the Continuous Improvement sectiéigure 2.0 for
detailed Survey results). Most Survey respondents report that their organization presently produces high
quality work , that their agency’s goals are consistently met or exceeded and that their agency is constantly
improving its services.

Survey question #81, which asks employees to assess how the quality of service the organization pro-
vides to its customers has changed in the last two years, lends additional support to the idea that continuous
improvement principles exist in many state agencies. As sdegure 4.0 56% of Survey respondents
believe that their agency’s services have gotten better or much better in the last two years while only 13%
responded that services have gotten worse or much worse. Overall, these data suggest that employees are
pleased with the work that is produced and that state organizations are looking for opportunities to imple-
ment improvements.

One important element of continuous improvement is the pursuit of more efficient uses of organiza-
tional resources, and, according to Survey respondents, this is an area where state agencies may be able to
improve. Relative to employees’ perceptions of other quality issues discussed in this report under the head-
ings of Customer FocuandContinuous Improvemenwork place efficiency as measured by Survey ques-
tion #34 "We are efficient," is an issue which appears to raise the most concern from employees. Bureau-
cratic procedures, the lack of adequate equipment, insufficient communication and changing external de-
mands are just several examples of internal and external factors that may negatively impact organizational
efficiency. Nevertheless, regardless of the reasdnysvork place efficiency may be lacking, that fact that
many employees perceive that it needs improvement implies that employees see opportunities to improve.

Teamwork/Employee Involvement

Teamwork/Employee Involvemeis the third element of organizational qual-

The Survey of Organizational Excellence ity and it is based on the idea tisastomer focusndcontinuous improvemerire

March 1996

best achieved by collaboration throughout the organization. The overarching em-
phasis of this principle is on total employee involvement, which is supported by the
belief that with the right information, knowledge and skills, all employees can make
important contributions to quality. While Survey data suggest that most employees believe that state agen-
cies areustomer focuseaind committed toontinuous improvemergmployees’ perceptions amwork/
employee involvemeate much less positive.

The Survey includes many questions which capture how employees feel about the effectiveness of
collaborations within the organization and opportunities for employee involvement. Some of these ques-
tions, after undergoing statistical verification, were grouped together into a construct detihedEffec-
tiveness Employees in organizations with high scores for Tham Effectivenessonstruct are likely to
perceive that there is substantial cooperation within the agency and among agency divisions, and that there
is a strong reliance on employee involvement. The average scofedir Effectivenessas 283, with
scores for individual agencies ranging from 251 to 420 (on scale with a low of 100 to a high of 500).

The questions included in tAieam Effectivenesonstruct, as well as other questions included in the
Survey, speak to many of the characteristics that must exist in an organization for teamwork concepts to
succeed. Correspondingly, negative responses to these Survey questions provide some clues as to why
employees perceive thabmwork/employee involveménltess favorable than other areas of organizational
quality. For instance, Survey data from Team Effectivenes®nstruct suggest that work teams do not get
adequate feedback to help them to improve their performance, that employees do not perceive that they have
adequate decision making control and that trust between management and employees is lacking (see the
Teamwork/Employee Involvemesgiction inFigure 2.0for detailed Survey results). However, employees
report more favorable responses to other Survey questions included Teahe Effectivenessonstruct
d which address employee productivity and the ability of the organization to follow through on its commit-
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ments, or to “walk its talk.” agency work groups.
Results for other Survey questions that address With more than half of all Survey responden

teamwork/employee involvemegminciples also high- reporting a perception that employees are not givign

light areas of concern. Survey question #26, which askgportunities to participate in strategic planning ¢f

employees if they have opportunities to participate goal setting, it is not surprising that employees agfe

strategic planning or goal setting processes, reveals tligided about whether or not all of the work in th

only 27% of the employees responding to this questiagency is focused on similar goals. Long-term plag-
perceive that there are opportunities to get involved,rd@ag in many agencies may be an isolated eventfin

compared to 58% who perceive that there are no oppehich most employees are provided little input. Thip
tunities. Further analysis reveals that high level péack of involvement can diminish any feelings @

sonnel share a different perception; of the 645 respomnership for services produced by the agency|jn

dents that report they are in the Survey’s highest paich the employee did not play a direct role in prg¢

category ($51K and over), more than 50% of this grodpcing. Considering the serious implications thrE
i

believe that employees have opportunities to partican have for service quality in an organization, it|

pate. Other Survey questions ask employees if thegpecially concerning that high level personnel ¢fo

perceive that their agency'’s efforts are focused towardt share the same impression as the majority of th
the same goals and “coming together.” Employees' paorkforce.

ceptions appear to be divided on these areas. Perhaps the factor that is the most detrimentgl

Taken together, these data suggest that employeethe concept ofeamwork/employee involvemen

perceive that teamwork concepts are infrequently or in-the state’s governmental work force is the lack (f
consistently put to use in many state agencies. The daiat between employees and managers, as measnred

suggest that while employees feel positive about wdrl Survey question #30, "There is a basic trust amg
productivity and goal accomplishment, they are lesmployees and management.” If trust is missing
certain about whether or not all of the work in the agenay organization, a great deal

is focused on similar goals. One may conclude froof the work force’s energy

these data that employees work within their own grouigschanneled into self-pro-

and have little knowledge of how other groups' effortecting activities. Trust

g

il

contribute to agency goals. Individually, employees beets as the glue which holdslhe urvey of Organizational Excellence

lieve they are doing a good job, but if asked to loak quality organization to-

outside of their own work group they are less positivgether. March 1996

This suggests a need for more collaboration across

Figure 4.0

Average Mean
Score*

Employees' Perceptions of Change from 1992 to 1994 by Frequency

3.6
|l much worgavorsgthe samebetiemmuch bettpr
Assess the quality of the service that the agency provides to its customers.
Q81
6 2,600 4:000 6',000 é,OOO '10,000 '12,000 ' 14,000 ' 16,000 18,pp0

Number of Respondents

* Scoring ranges from a low of 1.0 (performing much worse) to a high of 5.0 (performing much better).
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Summary

The data from the 1994-1995 Survey suggest that employees perceive that many elements which contrib-
ute to organizational quality exist in Texas’ governmental work force, and the trend toward service quality
appears to be positive. When employees were asked in the Survey to report how their perceptions about
quality of service have changed in the last two years, the majority of employees say that quality has improved
(seeFigure 4.0for detailed results). These data emphasize that quality is a high profile concern in Texas
government. Future replications of the Survey will provide data about whether or not employees perceive
quality initiatives as a fleeting management strategy, or as a long-term vision for agency management.

While theseénternal dataprovide an important measure of organizational quality, they are only one piece
of a comprehensive organizational assessment. Change and improvement come from a continuous process of
data comparison, atriangulation leadership articulates a vision and data are collected from within the
organization and from customers to determine if the vision is being achieved and supported both inside and
outside the organization. Success in today's world means continuous vigilance and effort to understand and
improve.

Survey data are part of the triangulation process underway in the State of Texas to produce government
services that are a world class standard. Creating organizkésngig organizationsthat respond to the
state and citizens means having employees ready to participate and organizations that can focus this readiness
toward goals. This part of the Survey's data support the need for more information on customer satisfaction
and more attention directed toward means of achieving effective employee participation.

Reference
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p. 563.
Information and Technology Update
1. Visit the Survey’'s World Wide Web page for new Java Script applica-
The Survey of Organizational Excellence tions. And, in coming weeks, look for resource information on customer
satisfaction assessments, including information about the pilot programs
March 1996 underway in several state agencies.
2. During a recent visit at the Texas Youth Commission (TYC) Mr. Eric Young,
Director of Human Resources, introduced us to the agency's new video
, newsletters which are produced on a monthly basis by the executive direc-
Next Month’s tor to enhance communication with field staff. Among other uses, Mr. Young
Focus: said that the agency will utilize the video newsletter to announce the distri-
bution of the Survey to employees in an effort to increase TYC's response
Employee Stress e y 1o empioy P
Burnout &
Empowerment in The Survey of Organizational Excellenegas begun at the request of the

State Governmenf| Governor's Office in 1979 and continues to be administered by the School of Social

“ Work at The University of Texas at Austin every biennium. The mission of the Sur-
vey is to assist organizations in their efforts to be responsive to changes in the envi-
ronment and to promote continuous improvement in quality and efficiency. Infor-
mation contained in this report is from data resulting from the 1994 Survey, in which over 60,000 surveys were
mailed to state employees from fifty-two state agencies, with a response rate of 29 percent.

The next replication of the Survey is currently being planned, in cooperation with the Governor's Offices
and the Legislative Budget Office, with Survey distribution tentatively scheduled to begin June 1, 1996. Infor-
mation about participating in the next Survey will be mailed to all agencies in March.

Copies of previous Survey reports and additional information about the Survey are available on the Internet
at http://www.utexas.edu/depts/sswork/sunayby contacting Shannon Franz, Survey Coordinator, at (512)

471-9831 or emasfranz@mail.utexas.edu
d We welcome your questions and comments.
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