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Focus on Quality

The organizations that

are rising to replace the

old are organizations

that are highly respon-

sive to a changing en-

vironment.

Understanding the Rising Demand for Quality
Since the mid nineteenth century the American

economy has been the envy of the rest of the world.
American farms and factories have played key roles in
the victories of two world wars, the American standard
of living has been the world's highest and in many fields,
as diverse as electronics, aircraft, medicine, telecom-
munications, entertainment and agriculture, America has
set the standards for the rest of the world.

However, the supremacy of many
American efforts  is increasingly chal-
lenged.  Competitors are appearing all
over the world and in some instances
they have proven to be more success-
ful than  American organizations.
American industries have been particu-
larly challenged by electronics and au-
tomobiles from Japan, machine tools
and chemicals from Germany and ag-
ricultural products from Australia, Cen-
tral and South America. Foreign empha-
sis on design sophistication and regular improvement
of quality, and vigorous price competition beginning
during the 1970's, triggered an unraveling of many
American businesses built upon volume production, low
innovation, and long production runs.  The relentless
competition from foreign producers and the
globalization of labor have ended many of the high prof-
its and high wages associated with American businesses,
especially since the end of World War II. The decline
in profits and in real wages and benefits, in turn, have
reduced tax revenues to support services and products
provided by the public sector.

Today as the twentieth century winds down so do
the organizations, public and private,  that were cre-
ated from the wealth  of the mass production era. These

organizations were built upon high levels of specializa-
tion, hierarchical control, relative constancy of product
or service and a predictable external environment. But
rapidly changing environments and increasing competi-
tion have rendered the old formula of volume produc-
tion ineffective in area after area of the American
economy.  Now competition and a more sophisticated
consumer produce a demand for products and services

that respond to consumer expectations
centered upon standards of high qual-
ity.
     The organizations that are rising to
replace the old are organizations that
are responsive to a changing environ-
ment, able to create new products and
services based upon changes in demand
and resources, and able to re-structure
themselves as need and circumstances
require. Such  organizations revise  the
relationships between the organization

and the employee that grew out of the mass production
era. Rather than the definition of the product or service
coming from the top and then being partialed out to work-
ers, these organizations depend upon the workers to
define the service or product, including how it will be
created and delivered. With high levels of environmen-
tal change and vigorous competition for resources, these
new organizations are dependent upon employees who
have a strong commitment to the  organization and are
dedicated to continuous improvement and innovation.

The Foundations of Quality
The strategy for continued success for these new

organizations is to construct a stool that stands on three
legs. Each leg has very separate and distinct attributes,
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and each is critical to the survival of the organization.
The legs of the stool are visionary leadership, internal
data from employees and external data from the cus-
tomers of the organization.

The first leg or element is vision-
ary leadership. In this new  era the
demands on leadership are far more
critical than the organizational lead-
ership of the mass production era. In
the previous era, leadership often was
simply called upon to maintain and
refine goals for an organization. Once
an organization hit upon a successful
product or service it  could expect to
see it have a lifetime measured in de-
cades before a successor threatened.
Today, products or services may only
have a lifetime measured by months.
To survive in this environment lead-
ership must develop an organization
that is highly tuned both to the environment and to in-
ternal innovation. A useful  description of this kind of
organization is a learning organization.

A learning organiza-
tion is an organization
where products and ser-
vices are continually re-
fined and new products cre-
ated. The creative process
comes from the ability of
the organization and all its

members to learn, improve and innovate. It is leader-
ship that sets and maintains the conditions necessary
to permit this continual learning process. This is lead-
ership that does not permit status quo interpretations
of the organization but calls forth by word and example
excellence in organizational efforts. It is leadership that
does not fear being wrong, but rather fears not exerting
enough effort to find out what works and what does
not.

Perhaps the most crucial and challenging task for
leadership in a learning organization is driving fear out
of  the organization. The organization must be relent-
less in understanding the competition and ready to openly
acknowledge every area in which the competition is su-
perior. The discovery of weaknesses and competitive
disadvantages must be seen as outstanding opportuni-
ties for growth and strength, not flaws or shortcomings
to be pushed into a corner or under the rug.

Since the oil and real estate shocks of the mid to

A learning organization is

an organization where

products and services are

continually refined and

new products created. The

creative process comes

from the ability of the or-

ganization and all its mem-

bers to learn, improve and

innovate.

late 1980's Texas leadership has emphasized a vision
of state government that  is sharply focused, prepared
for rapid change, lean in its need for resources and re-
sponsive to a growing and changing citizenry. This lead-

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 the internal 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

team that defines the work and continuously develops
refinements. Each individual worker shares the con-
cern about quality, correcting errors and improving pro-
cesses rather than these factors being the sole province
of management.  Quality becomes the every day, mo-
ment-to-moment responsibility of each employee.

As in the case of the element of visionary leader-
ship, the State of Texas has begun long term steps to
developing tools that address the second requisite of
quality improvement. The Survey of Organizational
Excellence, an employee attitude survey  used  by many
of Texas' state agencies, assists organizations to acquire
standard and readily comparable internal data on orga-
nizational competence.  The 1994-1995 Survey provides
some insight into how state employees view their
organization's response to the quality imperative.

The third element for continued success is regular
collection of data from the environment of the organi-
zation, the customers, the
suppliers, the regulators,
and the competitors.
These are the external
data. Such data provide
comparisons between
what the organization
perceives and the percep-
tions of others who have
an interest or "stake" in
the organization. Exter-
nal data are gathered to gain insight into customers' or
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clients' preferences for products or services provided
by the organization, their view of the strengths and
weaknesses of the organization and to learn what  im-
provements they desire.

The development of standardized,  external data
collection is a newer task in Texas' effort to ensure con-
tinuous quality improvement in state government. The
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-

tiate pilot customer satisfaction surveys with eight state
agencies.

Let us turn to some of the data from the most recent
survey of state employees to determine what can be said
about the progress in the state toward developing the
kind of responsive and innovative entities called for in
the quality movement.

Internal data which cap-

ture employees' percep-

tions provide a means by

which an organization can

periodically check its inter-

nal barometer to identify

areas of improvement and

areas needing attention.

Visionary
Leadership

External
DataInternal

Data

As depicted in Figure 1.0, the second element needed for a total quality organization, or a learning orga-
nization, is information on how employees perceive organizational quality.  Internal data which capture em-
ployees' perceptions provide a means by which an organization can periodically check its internal barometer
to identify areas of improvement and areas needing attention.  Employees' perceptions of quality principles
such as customer focus, continuous improvement and teamwork/employee involvement are vital to the devel-
opment of a learning organization.  With these data, organizations are able to effectively target efforts to 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 are some
clear, definite opportunities for improvement, many employees believe that these are some of the strongest

attributes of state agencies, and areas in which agencies continue to improve.

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

The Foundation for Building Quality
Organizations

Quality

Figure 1.0

Teamwork/
Employee

Involvement

Customer
Focus

Continuous
Improvement
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Employee Survey Questions by Frequency

We know who our customers are.
.

Average Mean

Score*

We are known for our customer service.

3.7

3.9

4.1

3.7

3.6

3.5

3.6

We are efficient.

3.1

2.9

2.6

2.4

3.3

We "walk our talk."

3.0

Employees have an opportunity to participate in the process of strategic planning and goal setting.

2.5

3.0

2.8

*  Scoring ranges from a low of 1.0 (strongly disagree) to a high of 5.0 (strongly agree).

Figure 2.0

Employees seem to be working toward the same goals.

Decison making and control are given to employees doing the actual work.

We are constantly improving our services.

Our goals are consistently met or exceeded.

We produce high-quality work that has a low rate of errors.

We develop services to match our customers' needs.

We work well with the public.

Work in this agency feels like it is "coming together."

Employee productivity is high.

There is a basic trust among employees and management.

Work groups receive adequate feedback that helps improve their performance.

1994-1995 Survey of Organizational Excellence- Focus on Quality
School of Social Work at The University of Texas at Austin

Page 4



Figure 3.0

1994-1995 Survey of Organizational Excellence- Focus on Quality
School of Social Work at The University of Texas at Austin

Page 5

Customer Focus
tomer constituency.

The perception that most state agencies are cus-
tomer focused appears to permeate every level of
the work force.  Data analyses reveal little differ-
ence in perceptions between supervisors and non-
supervisory personnel.  As seen in Figure 3.0, su-
pervisors are only slightly more positive about cus-
tomer service than non-supervisors.  An employee’s
salary also provides some insight into an individual’s
position in the organization, and data analyses by
this dimension also reveal little difference in per-
ceptions.  These data suggest that all employees, from
the front-line workers to the highest ranking employ-
ees, share similar perceptions about the
organization’s customer philosophy.  These facts em-

phasize that
c u s t o m e r
service is
not simply
lip service;
employees
believe it is a
fundamental
aspect of
business in
most of
Texas’ state
agencies.

W h i l e
these data
clearly re-
veal a sig-

nificant strength in state government, they also hint
at possible areas of concern.  The data reveal wide-
spread consensus about who makes up the customer
population in state government.  If this consensus is
so widely accepted that it causes employees in state
government to cease to debate the issue, agencies
may fail to identify emerging constituencies which
are inevitable in a changing environment, or fail to
respond to customers that have historically had less
voice in government.

Most importantly, the findings from these data
point out the need for the collection of similar data
from consumers.  These data suggest that state em-
ployees in Texas believe their organizations are cus-
tomer focused; however, in order to get the most
complete picture of organizational quality, these data
need to be compared with routine, similar data from
the agencies’ consumer groups.

Quality initiatives underway in many of Texas’
state agencies emphasize the importance of customer
service, and according to data from the Survey, state
employees perceive that their agencies are customer
focused.  Survey respondents report that they know who
their customers are, that they provide good customer
service and that the services provided by their agen-
cies are designed to meet the needs of the customer,
attributes which indicate that an organization prepares
its employees to have a customer orientation (see the
Customer Focus section in Figure 2.0 for detailed Sur-
vey results).

Certainly an organization cannot be “customer
focused” without first identifying its customers, fre-
quently referred to in public organizations as consum-
ers or clients.  But,
identifying a state
agency’s custom-
ers may be a par-
ticularly difficult
task because many
governmental or-
ganizations face
multiple, conflict-
ing and frequently
changing demands
and have limited
resources to meet
them.  For instance,
a state criminal jus-
tice agency has nu-
merous customer
groups, including prisoners and their families, victims
of crime, the prosecutor, the police and the general pu-
bic, just to name a few.  In addition, the interests of
these groups frequently differ.  If the members of the
criminal justice organization do not have methods to
identify and address the concerns of different and of-
ten contending consumer groups quality will suffer and
organizational focus will be impaired.

The Survey addresses this issue with question #5
which reads “We know who our customers are.”  Re-
spondents to the Survey overwhelming agree with this
question, making it the only question from the Survey
to receive an average mean score of 4.0 or higher out
of a possible 5 points.  Although the Survey cannot
answer whether or not agencies have accurately as-
sessed the make-up of their customer constituency, the
high score suggests that uniformly, state employees per-
ceive a consensus exists about who makes up their cus-

Supervisor
Yes No

% of Total Respondents31% 69%
Survey QuestionAverage Mean 
Q5  We know who our customers 
are. 4.2 4.1

Q2  W e work well with the 
public. 4.0 3.9

Q1  W

e are known for our 
customer service. 3.8 3.6

Q6:  W

e develop services to 
match our customers' needs.3.7 3.6

*Sr f a low of 1.0 to a high f 
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Survey data suggest that many employees in Texas state government believe that their agency is com-
mitted to continuously improving its services (see the Continuous Improvement section in Figure 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 seen in Figure 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 Focus and Continuous Improvement, work 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 reasons why work place efficiency may be lacking, that fact that
many employees perceive that it needs improvement implies that employees see opportunities to improve.

Continuous Improvement

Teamwork/Employee Involvement

Teamwork/Employee Involvement is the third element of organizational qual-
ity and it is based on the idea that customer focus and continuous improvement are
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 are customer focused and committed to continuous improvement, employees’ perceptions of teamwork/
employee involvement are 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 entitled Team Effec-
tiveness.  Employees in organizations with high scores for the Team Effectiveness construct 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 score for Team Effectiveness was 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 the Team Effectiveness construct, 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 that teamwork/employee involvement is less favorable than other areas of organizational
quality.  For instance, Survey data from the Team Effectiveness construct 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 Involvement section in Figure 2.0 for detailed Survey results).  However, employees
report more favorable responses to other Survey questions included in the Team Effectiveness construct
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.”
Results for other Survey questions that address

teamwork/employee involvement principles also high-
light areas of concern.  Survey question #26, which asks
employees if they have opportunities to participate in
strategic planning or goal setting processes, reveals that
only 27% of the employees responding to this question
perceive that there are opportunities to get involved, as
compared to 58% who perceive that there are no oppor-
tunities.  Further analysis reveals that high level per-
sonnel share a different perception; of the 645 respon-
dents that report they are in the Survey’s highest pay
category ($51K and over), more than 50% of this group
believe that employees have opportunities to partici-
pate.  Other Survey questions ask employees if they
perceive that their agency’s efforts are focused toward
the same goals and “coming together.”  Employees' per-
ceptions appear to be divided on these areas.

Taken together, these data suggest that employees
perceive that teamwork concepts are infrequently or in-
consistently put to use in many state agencies.  The data
suggest that while employees feel positive about work
productivity and goal accomplishment, they are less
certain about whether or not all of the work in the agency
is focused on similar goals.  One may conclude from
these data that employees work within their own groups
and have little knowledge of how other groups' efforts
contribute to agency goals.  Individually, employees be-
lieve they are doing a good job, but if asked to look
outside of their own work group they are less positive.
This suggests a need for more collaboration across

agency work groups.
With more than half of all Survey respondents

reporting a perception that employees are not given
opportunities to participate in strategic planning or
goal setting, it is not surprising that employees are
divided about whether or not all of the work in the
agency is focused on similar goals.  Long-term plan-
ning in many agencies may be an isolated event in
which most employees are provided little input.  This
lack of involvement can diminish any feelings of
ownership for services produced by the agency in
which the employee did not play a direct role in pro-
ducing.  Considering the serious implications this
can have for service quality in an organization, it is
especially concerning that high level personnel do
not share the same impression as the majority of the
workforce.

Perhaps the factor that is the most detrimental
to the concept of teamwork/employee involvement
in the state’s governmental work force is the lack of
trust between employees and managers, as measured
by Survey question #30, "There is a basic trust among
employees and management."  If trust is missing in
an organization, a great deal
of the work force’s energy
is channeled into self-pro-
tecting activities.1  Trust
acts as the glue which holds
a quality organization to-
gether.

Average Mean

Score*

Figure 4.0

3.6

Assess the quality of  the service that  the agency provides to its customers.

  Employees' Perceptions of Change from 1992 to 1994 by Frequency

*  Scoring ranges from a low of 1.0 (performing much worse) to a high of 5.0 (performing much better).
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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
(see Figure 4.0 for 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 these internal data provide 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, or triangulation:  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 organizations-learning organizations- that 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.

Summary

Reference
1Paul Schindler and Cher Thomas, “The Structure of Interpersonal Trust in the Workplace,” Psychological Reports (Volume 73, 1993),

p. 563.

The Survey of Organizational Excellence was begun at the request of the
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/survey/ or by contacting Shannon Franz, Survey Coordinator, at (512)

471-9831 or email sfranz@mail.utexas.edu.
We welcome your questions and comments.

Next Month’s
Focus:

Employee Stress,
Burnout &

Empowerment in
State Government

Information and Technology Update

1.  Visit the Survey’s World Wide Web page for  new Java Script applica-
tions. And, in coming weeks,  look for  resource information on customer
satisfaction assessments, including information about the pilot programs
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-
tor to enhance communication with field staff.  Among other uses,  Mr. Young
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
rate.


