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| QUALITY OBJECTIVES — 1985
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In addition, even those goals and cbiectives whiich are shiownt
here are not necessarily the exclusive Frasponsibility of
Ffaduﬁt Nosurance. A5 an example, the third level obiec—
tives {(on the Chart) —— "the big 8%, assuring product
guality, price, and delivery —— are ultimate objectives of
virtually every organization within AVCO Systems Division.
Specifically, these three dictate four specific objectives
to which FProduct fAssurance is committed: o

i ‘Maintaining a Division—wide “Eualitym

Conscious Culture’.
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Maximizing the Effectiveness a? Guality

Controls.
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i = dependent on a genuine "Buality Culture
rai Folicy Letter #1838, June 1, 1584 .

The responsibility for Buality is not wunigue to Froduct
Assurance, but Froduct Assurance’'s role in the Buality: -
Mission is unigus. The maintenance of the uality Culture
itseld —~— the assurance of its pervasiveness, depth, and
coherence —— reguires the support of acocurate measurement
and assessment of product, process, and managemenit ettoiris.
The baseline for such measurement and assessment incluaes
test and inspection results, statistical analyses, and
corrective action sffects — all intrinsic siements ot the
most basic "guality control” operation (versus "productc
assurance"s but it goes far beyvond that. It also involves
the incarporation of less “tangible” data, from slements
Fregquirinag the employment of nonparameiric statistics (ed.
sogcial statisticsy at the most “"scientific” level to
observations in those areas of social and workplace
management which are more "art" than "science". With 1ts
direct, daily. and total involvement in the dyvnamics of the
Cuality Mission, it is most appropriate for Froguct
Assurance to provide the "window” on the tluality LCulture,
i.e., to provide management and motivational intormation,
and, where designated by Division Management, to implement
controls.

A guality conscious culture does not become a real
describing it, nor by declaring it as the "duty” o©
emnpl ovess. It is a worthy management obiective which can be
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subob jectives. Getting people to "internalize’ any messages
has thres rather ohvious reguisites:
{1 Lhey MusSLt HEAR Lhe nessages
{7} thev must be MOTIVATED to comply: and ASSURE
(%3  they muast ENOW RUW to comply. PRODUCT
Most importantlyv. 11T SN0ULG QUALITY
be recognizseds that efroris +
to Dring these thres condi-— !_——_——_—
Ti1ons aboult will not wWorkE DEVELOP l.MAINTAlN
in isciaction. Like the iegs DIVISION-WIDE
OFf a Lripod whlcihy must oe “QUALITY CULTURE"
joines oF Tall. these rep—
Fesent subabhisIctives in an
intergopengent SyYSUems . 1.3
specific responsibility COMMUNICATE MOTIVATE PROVIDE
for their coordination (i€ MESSAGE PEOPLE KNOW-HOW
ot their actual implemen-—
Lation! muUust o8 Sirategi-—
L":Eﬁil';r seated 1 one
organizational unit. DEVELOP ALL TRAINING
CHANNELS:
USE, LISTEN, PROVIDE
& ADJUST. |NCENT1VES
& PERFORMANCE
FEEDBACK.

1.1 cnrﬂuhIBﬁTE MESSAGE

The message: do it rignt (mest Th
expectations of product, caost,
first time. The Ccommunication

of this messags must
be in complete harmony with motivational and
training strategies, not as a demand, DUl &35 &
shared sxpectation among members O DFoTFesSsSion—

_

T
al team. Moreover, it must be more
ing; the message must be pdbh&u stea
every communication channel available. Likeswise,
communication involves 11bLEﬁiﬁi, SEnNSitiZzing |
curselves to feedback on how extensively the mes-—
PRI

sage is being received and internalized —— and ad-
justing our commnunication strategy accordingly.
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1.2 HMOTIVATE FPFEOGFLE

Motivational strategy supporcing the obisctive
of a genuine guality culture throughout the
Division should be built upon a system of very
clearly defined, thoroughly undaratnﬁd, and
logically consistant incentives and sanctions.
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Consistant and immediate peEriformance tesdoacyd

from pesrs, oirsct supervisors, ang tneg overall
job snvironment itseld is far more powsrtul than
anvthing periodic. It will Eupuurt the Tormal
periodic system, or it will nmnegate i1t.

The apparent elusiveness of these daily feedback
elements is a pure consequence of habit TormeEd in
depesndence upon these traditional periodic methods.
Yet, they are defineable, structurable, and mansge—
able. Suggestion systems, guality circles, and 300
enrichment programs ail provide opportunity both
for the emploves’'s identification with the proouct
and ftor highly positive personal fTeedoack. Super—
visory "coaching"” technigues {(versus watchdogging
and ramrodding) can complement these institutlon

al approaches in the minute-to—-minute work snviron-
ment. In generai, a nealthy product must be seen
as the natural Ffruit of a healthy organizations:
thus, all management efforits must retiect a con—

stant striving for the guality of life for Everyﬁne

within the organization. The chalienge is to 1n—

zure that these methods are orchestrated in total
harmony — it would be fatal to this obiective Lo
=T them as indegendent elements and literalily
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None of the above happens oYy Chancs, nDFr WOFES DY
instinct. Feople take pride 1n Qqualiitys; out tnat
coes nol mean sy iuﬂiiﬁctivai? HITGW wWhnat i 1S 10t
& GiveEn prodguct GOF process. & promineEnt ingustrial
imader, onn the board of four prestigious enginesr—
g schools., recently noted that many new sngineers
graduate thinking the guality function oeElongs o
ancther vocation. If enginesers have to be taught
what guality i1is, then we Ccan @t assume ohe emploves
population &t large tully understands it
it iz= perhaps esven more cbvious that dynamics of
"hehavioral modification” nesded to establish a
Mnew social culture (1.8, our "guality culture”™) are
not instinctive to the members of cur technicalliv
riented industry. CDilearly, formal training is
needed. as broad and deep within the Division as
the cultural retorm mandateos by Lorporate Heag—
~Quarisers 1S intendea Lo De.
Summarizing Uoiective 1. 11T MUST TIi1sSt DE FEcognizsc Lnatc
gquality consciousness has alwavs been Company policy, cer-—
tainliy amn implicit obisctive of a1l A5D0 organizations, and
an explicit objective of the "guality organization” {(Froduct
Gosurance’. Corporate General Folicy Letter #18 (June 1,
1784, initiated by the Vice Fresidgent, Guality, now makes
the "tluality Culture"” -an explicit oojective of sach AVED
Unit (Divisiond and of each part of sach unit’'s organiza-—
tion. Gensral Folicy Letter #18 also places responsibiliity
for organized and coordinated implementation of that policy
at ASD upon the bensral Manager. Conseguentiy, 1t 12 the
objective of Froduct fAssurance, since guality i1s 1ts Y"tocal™
chisctive., to provide the General Manager with the moni-—
toring and control capability necessary for the full
implementation of this Corporate rolicy.

Mone of theo

takking the respo

training rel
Cpecitically
each organiz

in any manner designated by the bGeneral Manager.

particuliar,

currently 1in
O ganizZacion
the upcoming
Assurance to

foregoing means that Product fissurance will be
nsibilities of management, MmOLIVaction, OF
ated to ODuality from any ASD organization. ,
s, it is Product Assurance’'s obiective to support
ation in its fullfilling those responsibilities

it

the function of Human Hesources at &50 1s

an esarly development stage and the role of that
will rcertainly be svolving i1in those areas 1
months. It is a specific cbhiective of Froduct
aggressively collaborate with other Director-

ates in the development of shiared or compatiblie Gluality

Culture "4rd

"5 {"obijectives to manage by").
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