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As leaders, we are committed to improving
the operational performance of our organizations
and the quality of work life for our employees.
We strive to achieve these goals through the
application of quality management and organi-
zational development principles and practices
with the hope that eventually, such an integrated
systems-based approach toward excellence will
become the standard throughout the organization. 

The various tools and means to accomplish
those goals are extremely diverse and dependent
upon numerous factors, including the unique
mission, vision, culture and needs of each of our
respective organizations. One of the most basic,
yet universal, tools is strategic planning. This special
activity represents a fundamental prerequisite
for long-term success. Executives recognize the
importance and value of planning because it is
one of the most elementary means to ensure
their organizations are prepared to meet future
challenges. The typical result of such an effort
usually encompasses a vision, mission, values,
strategic goals, strategies and key milestones. Some
plans also provide a more detailed operational
component including specific objectives, 
timelines and responsible parties. 

While some organizations may choose to
include human resource issues and training needs
as a part of their strategic planning models, not
many provide a comprehensive focus on leader-
ship development and succession planning. If we
are to maximize the effectiveness of our planning
efforts, then we must begin to rethink the
essential elements of our strategic planning
model, creating a sharper focus on leadership
development and succession planning.

Moreover, if we are to have a diverse work-
force with the skills and experiences needed to
achieve our long term goals, then it’s imperative
that we take steps to recruit, develop and retain
that workforce. Such an important endeavor
cannot be left to chance or happenstance. We
must devote deliberate thought and attention
to succession planning and support it with
comprehensive training and development fully
integrated with the organization’s performance
management system.

The following framework (see Table 1, 
page 5) is provided to help your organization
integrate this new element within your strategic
planning process. 

Step One: Identify Organizational
Strategic Priorities and Values

What type of organization are you trying to
build and where do you want it to go? What
principles or values do you want your employees
to demonstrate through their daily words and
actions to help build that type of organization?
The answers to these fundamental questions
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F r o m  t h e  C h a i r m a n

In the previous four issues of the Forum, I’ve discussed some of
my experiences with the Baldrige National Quality Program Criteria
for Performance Excellence. In the last issue, I wrote about Criteria
7 — Business Results (Organizational Performance Results in the
Health Care and Education Criteria) and the new ASQ initiative,
the Economic Case for Quality, currently being developed to help
make the case for quality to senior management.

In this issue, I’d like to review the results of an in-depth survey
of senior executives conducted by Booz Allen Hamilton for the
NIST Baldrige National Quality Program. The survey titled,
“Assessment of Leadership Attitudes about the Baldrige National
Quality Program,” was conducted in 2003, and the results were
reported to NIST on December 31, 2003.

The content of the survey sought to explore the attitudes and
perceptions of senior leaders toward the Malcolm Baldrige National
Quality Award (MBNQA) and the Baldrige Criteria for Performance
Excellence. The organizations included ranged from Baldrige Award
recipients with the highest level of involvement in the program to
those with little or no program involvement. In-depth telephone
interviews and online and telephone surveys were used to collect
feedback from senior leaders in these organizations.

A few of the NIST-approved research questions explore leadership
attitudes about general performance. Most of the research questions
approach the Criteria for Performance Excellence and the Baldrige
National Quality Award as two separate issues and address each in
relation to relevant leadership attitudes and actions, such as:

• What do senior leaders perceive as their organizations’ 
performance improvement needs?

• How do senior leaders perceive the Criteria for 
Performance Excellence?

• What factors influence senior leaders’ decisions whether 
to use the Criteria?

• What factors have the most influence on successful 
implementation of the Criteria?

• How do senior leaders perceive the MBNQA?

• What factors influence senior leaders’ decisions whether 
to apply for the MBNQA?

• What do senior leaders perceive as the factors contributing
most to organizational results?

• What do senior leaders perceive as the greatest obstacles 
to achieving organizational results?

Value Perception Still Low

The assessment revealed that throughout the country, the Baldrige
Award enjoys very broad, positive recognition among leaders in
each of the Baldrige Award-eligible sectors: manufacturing, service,
education, health care and small business. And more than 70 percent
of leaders surveyed among Fortune 1000 companies said they are
likely to use the Criteria for Performance Excellence.  

In certain sectors, however, leaders’ awareness of the Baldrige
Award is much broader than it is deep. For example, in 50 to 80
percent of the education, health care and small business organizations
surveyed, leaders had little or no familiarity with the Criteria for
Performance Excellence. Leaders in these sectors also indicated varying
degrees of uncertainty regarding the value of the Baldrige Award or
the Criteria for Performance Excellence. Leaders most familiar and
involved with the Baldrige Program suggested that the greatest barriers
to organizations applying for the Baldrige Award or using the Criteria
for Performance Excellence include lack of familiarity with the criteria
and lack of adequate understanding of the Award, and perceived
complexity and cost of implementing the Criteria and applying for
the Award.  

Additionally, those executives had the following perceptions:

• Recipients place very high value on the feedback they received
from examiners. Many recipients said that while the Baldrige
Award is the “icing on the cake,” they saw a comparable or
even greater benefit from feedback received through the 
application and review process.

• Recipients expressed solid support for and belief in the
Baldrige approach. They described the Criteria as unique,
encompassing and well founded, more than ample to address
the performance needs of virtually any organization.

• Recipients observed that other organizations may hold 
misperceptions about the Award or the Criteria, particularly
regarding the complexity of the Criteria, the need for and
value associated with the application process and feedback, 
and the applicability of the Criteria to organizations in 
non-manufacturing fields.

• Recipients expressed willingness to support the program in
stakeholder relations efforts, and suggested that increased 
marketing and promotion of the Award and the Criteria 
may offer significant benefits to the program.

The Ultimate Quality 
Management System: Part 5
By John Bauer



3

Getting the Word Out

We as quality professionals can help
senior managers better understand the value
of quality management systems based on
Baldrige, ISO 9000, Six Sigma and process
improvement. And by doing so, we can show
how using the many tools we as quality
professionals have can positively affect the
bottom line and make our organizations
more economically viable. 

Here’s just one of the examples from
the MBNQA Web site you can quote to
your CEO:

2004 Baldrige Award winner Boeing
Aerospace Support, St. Louis, Mo.  

• Boeing AS earnings have grown at a
double-digit average cumulative rate
from 1999 to 2002.

• Annual revenue has more than 
doubled from 1999 to 2003.

• Since 1998, Boeing AS has provided
products and services within three
days of a request, while competitors
take up to 40 days.

• Cash awards paid to employees for
extraordinary performance have
tripled from 2000 to 2002.

I’ll keep you informed on the progress
of the ASQ Economic Case for Quality in
future issues of the Forum. Meanwhile, you
can download the entire 58 page report
from the MBNQA Web site
(http://www.quality.nist.gov/).

William O. (Bill) Winchell
The American Society for Quality (ASQ) and the Quality Management

Division (QMD) mourn the passing in June of ASQ Fellow Bill Winchell. 

Bill was Chair of the Division from 1981 to 1983 when it was known as the

Administrative Applications Division (AAD) and is credited with reviving the

Division from the dormant state into which it had fallen. He later served as

a Vice Chair of the QMD from 1989 to 1991. Bill’s continued service to the

Division was recognized when in 1989 he was presented with the Howard

Jones Award, the Division’s highest honor.

Bill’s service to the AAD/QMD included Chair of the Nominating Committee,

member of the Advisory Board, contributor to and technical reviewer of

publications, and Chair of the Quality Costs Committee. Bill was author or

co-author of several books on Quality Costs and Quality Improvement and

was a frequent speaker at ASQ’s Annual Quality Congress as well as

Division Conferences.

Bill’s ASQ activities were not limited to the QMD. He served as ASQ’s Vice

President for Professional Development and as ASQ’s Vice President for

Publications. He was also an ASQ Director at Large.

After a 30-year career at General Motors Corporation, Bill was an Associate

Professor and Chair of the Industrial and Mechanical Engineering Division of

Alfred University in Alfred, New York.

Bill earned a B.M.E. from General Motors Institute, an M.Sc. in Mechanical

Engineering from Ohio State University, an M.B.A. from the University of

Detroit, and a J.D. from the Detroit College of Law. Bill was also a

Registered Professional Engineer.

The “Quality World” has lost a great leader, educator and contributor. 

He will be missed.
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(LEADERSHIP DEVELOPMENT, continued from page 1)

will help you establish your strategic priorities
and core values. Once established, you will
then need to focus time and energy on
identifying the specific core skills needed 
by your workforce to help move your
organization in the new direction and
achieve future success. 

Step Two: Identify Core Skills,
Proficiency Levels and
Infrastructure Needs

Once you’ve established your organiza-
tion’s strategic priorities, you will then need
to conduct a simple “gap analysis” between
current workforce capacity and future
workforce skill requirements (given your
specific strategic priorities). Such a compar-
ative analysis should also be used to identify
specific infrastructure elements that will
need to be addressed for future success.

For example, you may find that your
strategic business direction will require an
immediate investment in recruitment and
training to build the organizational capacity
for database administration, Web development
and e-commerce skills needed over the next
three years. Such an initiative could also
impact your technology infrastructure in
terms of having to expedite procurements
or upgrades to your hardware, software,
licenses and/or operational procedures. Or,
you may find that your new five-year direc-
tion will require ongoing investments and
efforts to completely transform your current
management system to one that is more
leadership-oriented with a specific focus on
performance improvement. In addition to
the obvious impact on your existing training
and development programs, such an initiative
could also impact your human resource
infrastructure, specifically in terms of
recruitment and retention strategies, estab-
lished performance assessment criteria and
performance reward systems. 

Regardless of the findings from your
gap analysis, the key point is that you must
begin to think about the real-life implications
for the present driven by your future strategic
priorities. Specifically, you will need to 
integrate workforce skills and abilities as a
critical planning factor and address potential
issues related to your infrastructure. By
identifying and planning for these critical

elements now, your organization will be in a
much stronger position to achieve future success.

One way to approach this task is to
segment your workforce into appropriate
groupings of broad-based job categories,
e.g., managers, supervisors, professionals,
paraprofessionals, and/or administrative/
secretarial staff. You can then use your long-
term strategic priorities to identify core skill
sets by job category that may be critical to
the future success of your organization. As
appropriate, you also may choose to identify
minimum competency standards for each
core skill set, also by job category. 

For example, you may determine that
knowledge of Microsoft Word is a core skill
critical for all employees, regardless of job
category. You may then determine that there
are specific proficiency levels for that software
that will vary by job function. You may
determine that advanced Word skills are the
minimum proficiency requirement for all
administrative and clerical staff, while inter-
mediate Word skills may be the appropriate
proficiency level for all other employees. 

Figure 1 illustrates another example,
using customer service as a core skill for
support staff.

This core skill/proficiency development
process should be carried out for all functional
employee categories. This will provide a
critical foundation for the balance of 

succession planning efforts. Since the core
skills are an outgrowth of your strategic 
priorities, this effort will result in a total
alignment of work unit and individual 
performance efforts with overall strategic goals.

The critical concept behind this frame-
work is that leadership development is an
ongoing process occurring at all levels of
the organization. The actual core skills and
related training opportunities vary by job
category, but the ultimate goal is to have a
diverse cadre of talented employees familiar
with the organization, its mission, vision,
values and operations. Thus, leadership
development is a critical backdrop to this
overall framework.

Step Three: Design Training and
Development Plans

Once the core skills and proficiency
requirements have been established, next design
a comprehensive training and development
plan that will support the enhancement of
your organization’s core skills. This will
ensure that your limited training dollars are
being invested in programs that will deliver
the highest return — particularly important
when you have limited training funding
available. It also will ensure that you will
choose from broader pool of highly qualified
employees when promotional opportunities
become available.

Core Skill for
Support Staff

Customer Service:
Identifies and meets
both internal and
external customer
needs. 

Minimum Required Proficiencies:

Customer Service — Entry Level: Performs customer
service functions in support of work unit. Examples:
answering and directing telephone calls; sorting and 
distributing mail; operating photocopy machine; 
troubleshooting basic office equipment (e.g., fixing
paper jams, replacing toner and print cartridges); 
receptionist responsibilities including effective interactions
with internal and external customers, etc.

Customer Service — Intermediate Level: Performs 
customer service functions in support of a work unit. 
In addition to the above work activities, orders supplies,
maintains records and schedules meetings.

Customer Service — Advanced Level: Performs customer
service functions in support of a work unit and manager.
In addition to the above work activities, coordinates unit
and telephone coverage among support staff; coordinates
a manager’s schedule; collects information from unit
staff; schedules conference calls; etc.

Figure 1 — Customer Service as a Core Skill for Support Staff
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of the organization’s efforts to improve 
the quality of work life for all employees.
Ultimately, this will also positively impact
employee retention. 

If you haven’t had the opportunity to
develop an array of support initiatives, you
can rest assured that your employees will be
more than happy to provide you with a wealth
of ideas and strategies. They will even help
you develop, coordinate and evaluate these
programs. There are endless opportunities
to leverage the interests, talents and sense of
ownership of your employees to the long-term
advantage of your organization. 

Step Five: Integrate Core Skills
and Development Plans into
Performance Plans 

For your organization to realize the
long-term benefits of this new focus and
emphasis on core skills, leaders must ensure
that those core skills have been fully integrated
into the employee performance evaluation
system. This means not only developing
individual performance expectations based on

those skills, but also ensuring that individual
training and improvement plans also address
those same skills. Not only will this ensure
that training funds are being directed toward
activities designed to enhance the development
of core skills, but it will also ensure that core
skills are fully aligned with and directly
supportive of the organization’s long-term
strategic priorities.

Step Six: Monitor Performance
and Make Adjustments for
Continuous Improvement

Your final step in this process includes
collecting performance results from a variety
of sources and making adjustments to your
strategies for continuous improvement of
outcomes. While this may represent the final
step in this particular process, it should not
prohibit the periodic review and refinement
of this process as business needs warrant. 

Moreover, training dollars will continue
to deliver the highest return on investment
when your training plans focus primarily
on core skill areas that will directly support
your overall leadership development and
succession plan. 

Step Four: Design Special
Support Programs

Recognizing the significant investment
required for recruitment, selection and
training, it is in the organization’s best
interest to develop retention strategies, which
frequently encompass issues related to the
quality of work life. Support programs that
may enhance the quality of work life include
compressed work-week schedules, flexible
work hours, casual dress codes, employee
recognition, daycare, mentoring, job sharing,
tuition aid, telecommuting, furlough programs,
as well as diversity initiatives

Naturally, the type and scope of these
initiatives will vary from organization to
organization. What’s important for employees
is that such initiatives are integral components

Job Categories

Leadership: 
• Managers

Leadership:
• Supervisors

Professionals and
Paraprofessionals

Support Staff

Recruitment and Retention Strategies

Table 1 — An Organizational Framework for Leadership Development and Succession Planning

(LEADERSHIP DEVELOPMENT, continued on page 14)

Core Skills Proficiency
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(as appropriate)
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Performance
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and
Development
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In today’s fast paced business world, some-
times important ideals — such as integrity —
are forgotten by individuals and company
management. A commonly accepted definition
of integrity is: adherence to a code of especially
moral or artistic values or incorruptibility.
Data integrity, truthfulness and character
are also qualities that need to be present to
have integrity. And the key to establishing
and maintaining respect in your company 
is to ensure that integrity is present in
everyone who works for your organization —
especially management. 

Integrity and Business Ethics

The connection between integrity and
business ethics is simple: Both concepts
involve honesty, character, truthfulness and
a strict moral code. 

An example of the connection between
business ethics and integrity involves the
strict enforcement of company principles
and policies. Without enforcement of 
the rules in an organization, they become
meaningless. If what a company says is not
what it does, that can and does result in a
loss of prestige in the public perception. 

However, part of business ethics involves
using information generated to arrive at an
honest conclusion. Yet people in business
sometimes use data to see the perspective
they want — even when the facts do not
support their conclusion. Business ethics
requires drawing a conclusion based on the
information, not on what we want the data
to say. The importance of this point cannot
be taken lightly. 

Enron, Worldcom, Tyco and others
showed lack of integrity, leading to a loss in
prestige and a lack of trust in corporate
America. These situations resulted in bank-
ruptcy, employee/shareholder losses, public
disgrace, personal lawsuits and felony con-
victions. People are more suspicious of
information they see today and companies
must earn their trust with examples of hon-

esty, character, truthfulness and respect. If
corporate management would embrace integrity,
it will eventually have a positive affect on
the public perception of business operations
today. This can only help to secure not only
the future of our companies, but also our
jobs. People want to do business with a
company that has integrity and is honest
with its customers. 

A successful business operates within 
an atmosphere of honesty, integrity and
character. It is important for a company 
to project these traits and prove that the
policies and methods they use to operate
the company have integrity and are ethical.
Ethics involves being honest and providing
leadership to the people and exhibiting the
qualities that project a person or company
to have integrity. And individuals at all 
levels must know that integrity and ethics
in their work is required. Management
must project and exhibit integrity and
ethics in their words and their actions.

Honesty 

Honesty is important in today’s society and,
as witnessed in news reports, is sorely lacking. 

Management of any company must be
open and honest with the public and their
employees. If not honest, they’ll lose the respect
of their employees and the public. Further,
this honesty must be displayed in their actions,
not just their words. Many people, not just
management, create the perception of saying
one thing, but doing something else. Because
of this, statements should be documented
for future verification if problems arise. 

Management has a responsibility to
back their words with actions. If manage-
ment makes a statement, which must later
be changed based on new information, they
should explain the reason for the change.
Employees have the right to expect management
to be honest with them and management has
a right to expect honesty from their employees.
It is a two-way street. 

Data Integrity

Management must make sure data gen-
erated under their responsibility is honest,
accurate and reliable.

Companies create much data today that
makes it to the public through reports or the
Internet. People must feel that information
they receive from the company is truthful
and complete. If not, it can affect decisions
people make about their lives and family.
This can range from buying stock in the
company to buying company products or
services. If the information turns out to be
inaccurate and incomplete, people will lack
the confidence and willingness to do future
business with the company. Therefore, a
company that transmits unreliable data will
be hurt in future dealings as the inaccuracies
will eventually be revealed. 

It is management’s responsibility to place
people with integrity in charge of such things
as financial reports and customer service.
When errors are discovered, management
must make things right. People should be
held accountable for their actions and man-
agement must ensure that the root cause of
inaccurate data is corrected and/or person-
nel are removed from their positions as
warranted. However, management should
not arbitrarily fire someone because of his
or her position. When false information
occurs, the person actually creating the false
data or information should either be fired,
if it is proven that it was done with intent,
or be retrained if errors in training exist. 

In an effort to lay blame for an act,
management must not speed up the effort
to determine the responsible person.
Management must properly identify the
cause. The public wants answers when things
happen, but they want honest answers and
corrections made where systems have failed.

The adage goes, “honesty is the best
policy.” This is a good statement, but some-
times the policy of an organization dictates

Integrity In Management
By Dennis AuBuchon
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that are truthful in their operations, especially
in today’s environment of corporate scandals.
A company that is above board in its opera-
tions will be successful in today’s economy.
This is especially true if it has a product or
service needed by the public. If a company
exhibits truthfulness and its competitors do
not, then the public is more likely to trust
an honest company over one which has not
proven itself. 

Character

Good character is something that man-
agement must exhibit if they and their
company are to be successful. 

Character is the set of qualities or features
that distinguish a person, group or thing from
another. Character involves not only being
truthful, but also following the integrity
principles established as an individual,
group or organization. The character of
individuals within a company will reflect
on the operations of the company and the
public perception of it. Management must
also exhibit good character in their decision-
making process. This should be a result of
making the right decisions based on infor-
mation, not on a pre-determined position. 

People can earn a reputation by their
association with other individuals. If man-
agement and the individuals that fill these
positions associate themselves with people
considered to have good character qualities,
then they at least have an initial perception of
good character. This must be substantiated
by actions, not words. We also tend to
learn from people with which we associate.
As we learn from these associations, we
must put into action what we learn and
thereby improve our character qualities. 

We all can learn from each other,
including the employees that may be under
our supervision. Management must ensure
that an avenue exists for employees to com-
municate and become a part of improving
the company procedures or operations. This

can demonstrate good character if proper
credit is given to the source of changes. It
may also increase the trust and respect
between management and employees. 

Respect  

Respect is a feeling or attitude of admi-
ration and deference toward somebody or
something. Having respect is a willingness
to show consideration or appreciation. As a
manager within a company, a person can
exhibit character by maintaining an atmos-
phere of respect. Management should show
respect so their company can earn respect.
When management earns the respect from
their employees they may find that people
work harder to meet their responsibilities.
If management does not have respect, efforts
should be made to earn it. There are two
kinds of respect:

Respect for Position

Respect for a position is something that
should be present in every position of
authority. Society should show respect for a
position irrespective of the individual hold-
ing that position. Positions at various levels
of management in private industry and
government should be respected because of
what they represent, such as president of a
company or President of the United States. 

Respect for Individual

Individuals do not have a right to
respect — it must be earned. Respect 
must be earned as a result of our actions
and decisions guided by integrity and its
characteristics. [Note: Discussion of these
characteristics is limited in this article, but
sources providing additional information
on the subject of integrity are listed below,
including the author’s book, Integrity: 
Do You Have It?]

that certain information not be made public.
When the management of an organization
is faced with either following company
rules or being completely honest they must
weigh the possibility that withholding
information affecting decisions made by
others may eventually hurt the company 
or organization. The true facts eventually
surface and a company who is placed in this
situation looses far more than they gain. 

The image of a company in this situation
becomes tarnished and is hard to overcome
in the public perception. If a company is
truly honest with its employees and the public,
it is much more favorably perceived and
normally will have a better profit margin. In
some cases, this situation can cause a person
to become a whistle blower. However, we
must be sure that the person making the
claims can prove them. If the facts are proven
or management knows the statements to be
true, then actions should be taken by
appropriate personnel within a company 
to rectify the problem and take preventive
measures so it doesn’t happen again.  

The connection between honesty and
truthfulness is that if a person or company
is believed to be honest, it can be validated
through documentation or proof in the data.

Truthfulness

Truthfulness is the attribute of consis-
tently telling the truth and can be verified
by documentation. 

A company and its employees must be
truthful with the public. When it is not the
case, the organization will usually suffer
through reduced profits or may cease to
exist. By not exhibiting documentation of
being honest, a company and its management
will create a public perception they do not
want. If a company is not being truthful,
the actions eventually will be discovered
and the reputation of the company, its
management and employees will suffer.
People respect individuals and organizations (INTEGRITY IN MANAGEMENT, continued on page 8)
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If a person stands up for their beliefs,
refuses to change their principles and is not
affected by pressures to take inappropriate
actions to change outcomes, they deserve to
be respected. Companies want and need
people who earn respect not only from
their employees, but also from the public.
It would project a better image of the com-
pany as a whole and help to improve the
bottom line as those individuals deal with
the public.    

Conclusion

The integrity of management is a key
ingredient in today’s economy. Management
must exhibit integrity not only in words,
but also in actions. Management has a
responsibility to assure that tasks under its
control or jurisdiction are being accomplished
with integrity. If management does not
assure data being presented to the public 
is accurate, then it will affect the public 
perception of the company they represent. 
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Dennis AuBuchon worked for the government
more than 35 years and had various positions
including functional leader, audit team leader
and facilitator. He is the Region 9 Quality
Audit Division Councilor. He is author of a
book titled, Integrity: Do You Have It?,
available at Iuniverse.com. AuBuchon can be
contacted at daubuchon@cinci.rr.com.  
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Cer t i f i ed  Qua l i t y  Manage r
Exam Unde rgo ing  Fi v e  Yea r

BOK Rev i ew  

This is a very exciting time for the
Certified Quality Manager exam!

This summer at ASQ, QMD Exam Chair
JD Marhevko and Exam Liaison Traci
Markgraf have begun the review process
of the Certified Quality Manager exam.
More than 10 hiring authorities of quality
managers representing a variety of
industries in North America were inter-
viewed for their perspectives on how
they believe the responsibilities of the
Quality Manager position has evolved.
Their input was used at a Job Analysis
(JA) workshop held in August with a
different group of hiring authorities of
quality managers. The JA team reviewed
the input, added some of their own, then
began revising the Body of Knowledge
(BOK) to better represent what is
expected from its professional
Managers today.

After the BOK is finalized, the Exam
Committee will write any new Test
Specifications in November and then
perform an Item Writing workshop in
February. If you’re a Certified Quality
Manager, and you would be willing to
participate in this evolution of the
Manager exam, then please advise
Mary Martin of ASQ (MMartin@ASQ.org)
who will forward your information to
Traci Markgraf. Please note that about
30 – 40 Certified Quality Managers 
participate in the workshops each year.  

Your Involvement Is Crucial

Over the past three years, we have
had over a hundred Certified Quality
Managers participate and assist in
these development workshops. Without
these key professionals, the high caliber
of the Manager certification would be
at risk. Upcoming Manager workshops
include a Constructive Response work-
shop in October and March, and an
Exam Review in December. Please let
the committee know via Mary Martin if
you’d like to participate. The workshops
are held on Fridays and Saturdays 
and expenses are reimbursed. All 
professionals who participate in these
workshops receive two RUs of credit
towards recertification.  
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ASQ/QUALITY MANAGEMENT DIVISION PROUDLY PRESENTS
17th ANNUAL QUALITY MANAGEMENT CONFERENCE
HELPING YOU IMPACT THE FUTURE

Conference: February 24 – 25, 2005
Courses: February 21 – 23 and February 26 – 27

Rosen Centre Hotel, Orlando, Florida

The future is rushing toward us. The 17th Annual Quality Management Conference will provide you –
with “READY-NOW” tools and strategies to help you lead your organization into the fast approaching future.

A Special Welcome to the ASQ Human Development & Leadership and Healthcare Divisions
The Quality Management Division is proud to partner with the Human Development & Leadership and 
Healthcare Divisions to further expand your learning opportunities.

For Information & Registration visit www.asq.org/qm/conferences or call ASQ at 1-800-248-1946.

Spectacular Evening Event
Thursday, February 24

Joel A. Barker, "The Paradigm Man" 
Independent Scholar & Futurist

Sr. Mary Jean Ryan, FSM, President/CEO, SSM Health Care 
2002 Baldrige Award Winner 

Ken Case, Oklahoma State University
Chairman and Past President of ASQ

Perry Minnis, Alcoa 
Director Ethics, Compliance & Advisory Services

GUIDED TOUR OF KENNEDY SPACE CENTER & NETWORKING DINNER WITH 
UNITED SPACE ALLIANCE NATIONAL MANAGEMENT ASSOCIATION

ASQ/QMD 50th Anniversary Recognition
Speaker: Michael J. McCulley

President/CEO United Space Alliance
Former NASA Astronaut & Shuttle Pilot

SPECIAL PURCHASE TICKET REQUIRED. See www.asq.org/qm/conferences for details.
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The quality profession has been quite successful
over the past 20 years. In the early 1980s,
businesses awoke to the competitive challenge and
began a significant transformation, much of
which was accomplished through the use of
quality principles, methods and tools. Initiatives
such as statistical process control, process improve-
ment teams, quality management and organi-
zational excellence are now well imbedded in
many organizations, so much so that quality
professionals often find their skills in less
demand than before.

However, the quality profession is no different
than any other in that it must continually
reinvent itself … identifying needs, opportunities,
and technologies or approaches suited to the
profession. In some ways, the need for quality
has never been greater, given the complexity of
problems in a global, interconnected, fast-paced
world. In fact, Dr. Juran proclaimed the 21st
century as the century of quality (Juran, 1995),
which should lead quality professionals to
interpret that our past is simply a prelude 
to a brighter future.

If this is so, then the profession needs to begin
some fundamental dialogue around exactly what
some of the needs or opportunities are, and
what new methods need to be developed in
order to address them. This article is intended
to point out a few such issues, with the hope
that ideas will be forthcoming from others
and new conversations will begin. Following
are five issues worthy of discussion.

1. Improving Systems With
Longer Life Cycles

While Six Sigma and lean production are
powerful process improvement interventions,
they are really just a further extension of the
past — optimization techniques applied to
linear, repetitive processes. However, some
of the most significant failures and problems
facing organizations and our society fall
into a different category: complex systems
with much longer cycle times. Consider,
two examples:

• Major construction projects often have
a cycle of several years and involve a

high degree of rework and related cost
overruns (Love, Mandal & Li, 2000).

• The basic educational system has a cycle
of K – 12 years, yet a very high rate of
failure as evidenced by dropout and
literacy rates and performance in impor-
tant areas such as math and science.

Possible Action: The profession could
develop more prevention-focused tools,
methods and principles effective at ensuring
quality in less repetitive and longer cycle-
time processes. While improvement of part
of a system (e.g., one classroom) is obviously
worthwhile, if linkages between parts of the
system aren’t properly designed and managed
at the beginning and throughout the cycle,
failure is still likely to occur.

2. Creating Greater Value

Many quality efforts are focused on
improving processes to impact bottom-line
results. Granted, optimization of processes
to reduce or contain costs is often critical in
a world where over-capacity is rampant, but
at the same time companies such as BMW
and Starbucks have proven that consumers
will pay for products/services that are 
differentiated in important ways. Equally
important, the success of senior management
is often measured based on top line growth,
rather than just profits, which means the
organization must be creating new products
and services.

Possible Action: The profession could
develop methods for improving the quality of
creative ideas and accelerating innovation …
thinking outside the box versus just improving
what is inside it. This often means under-
standing what customers want even before
they know they want it.

3. Quality of Business Versus
Business of Quality

While the dedication of most quality
professionals is not in doubt, they are often
a little myopic. They have a tendency to talk
about the use of quality tools as if the tools
or the use of the tools has inherent value. In
fact, the real value is what that use delivers —

how it impacts business strategy, how it
provides products/services with greater
value, and how it contributes to financial
performance. Yet quality professionals are
often unable to communicate this in the
language of high-ranking executives — 
the decision makers.

Possible Action: Quality professionals
should study topics such as strategic man-
agement, marketing and managerial finance.
They should be able to communicate how
proposed quality initiatives will impact the
organization’s cash flow statement and 
balance sheet.

4. Leadership Versus 
Facilitator Roles

One of the strengths of quality profes-
sionals is their ideological bent. They’re
often very concerned about doing what is
right for the long term. They’re the ones
with the reputation for standing in front of
the truck to prevent it from leaving the plant
so that defective product doesn’t reach the
customer. Given the highly visible management
failures of several organizations recently,
quality professionals should begin to play a
more active role in organizational direction.

Possible Action: Quality professionals
could transfer out of quality into more active
leadership roles. For example, taking a role
in operations allows a quality professional
to apply knowledge directly, rather than
trying to cajole someone else to do it. At the
same time, the shift would provide oppor-
tunities for others to move into the quality
role, thereby gaining greater understanding
of the power of quality tools and methods.

5. Integrating the Supply Chain

During the past 20 years, the focus of
quality efforts has continually expanded,
starting with specific operations (e.g., use of
SPC in the early 1980s), to an entire process
involving multiple operations (e.g., cross-
functional process improvement teams), to
the entire organization (e.g., Baldrige), and
now to the entire supply chain. However,

Challenges for the Quality Profession
By Duke Okes

(CHALLENGES, continued on page 14)
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QMD
Volunteer

Opportunities
Would you like to share 

your expertise and 

contribute to the

advancement of quality

management and

organizational excellence

initiatives? If so, 

these QMD volunteer 

opportunities may 

be for you.

Vice-Chair, Marketing &

Strategic Initiatives

The Vice Chair of Marketing & Strategic

Initiatives facilitates identification and

promotion of member/market driven

initiatives that are consistent with the

QMD mission and strategic goals. This

individual also assures that marketing

communications are developed and

implemented to maximize the success

of QMD products and services and

that current and potential members/

markets are defined and analyzed.

The individual will establish and lead

the marketing group providing ongoing

member/market research to understand

needs and assist technical project teams

to design, develop and deliver market-

driven products and services. This key

leadership position reports directly to

the QMD Chair.

Vice-Chair, e-Based Initiatives

The Vice Chair of e-Based Initiatives is

responsible for ensuring that all initia-

tives involving electronic products/

services are consistent with the needs

of our membership and QMD strategic

plans. This includes the Web site, e-books,

Web-based seminars and similar venues.

This individual serves as the primary

liaison between the Webmaster and

the QMD Council to ensure that infor-

mation content, Web site design and

tone, site maintenance, and operation

of the Web site is consistent with QMD

goals. The individual will work with the

marketing and technical committees to

design, develop and deliver market-

driven e-based products and services.

This key leadership position reports

directly to the QMD Chair.

Deputy Conference 

Marketing Chair

This individual will work closely with the

Conference Marketing Chair to develop

the brochure, ASQ and non-ASQ con-

ference marketing materials, Web site

notices and Quality Management

Conference marketing communications

initiatives. Prior marketing or customer

relationship experience is preferred,

but not required.

Local (Orange County, Calif.)

Conference Volunteer

Coordinator

The Local Volunteer Coordinator will

be the eyes and ears for the Quality

Management Division as we plan for

the 2006 conference in Orange

County, Calif. Specific duties will

include coordinating activities of local

volunteers, participating in monthly

teleconferences and interfacing with

the hotel on specific matters as

defined by the Conference Committee.

This individual should be a self starter

who is aware of activities in Orange

County that may have an impact on

the conference.

If you are interested in the above

positions or would like to discuss

other volunteer opportunities, contact

Ron Bane, Vice-Chair, People at 

ronbane@yahoo.com or call at 

(916) 920-2678.
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“If I can stretch it out to not be a major
nonconformity, I will do whatever I can.”

“I will do whatever I can for you to make
your date.” (A promise to the client’s customer
about when the company will be recommended
for ISO 9001 certification.)

“The likelihood of your getting recom-
mended is very high.”

“Don’t expect me to aggregate your minors
into majors.”

“If there are any major nonconformities,
they would have to be closed out with an on-
site audit. I would hope that I would not
have to do this.”

“Assuming everything goes okay, the first
surveillance audit will be October 7 and 8
(dates changed). Is that okay?” (The registrar
auditor proceeded to schedule the surveillance
audit with the client.)

In utter disbelief, I feverishly recorded
these comments made by a certified Lead
Auditor from an unnamed Registrar, as he
recited his three-hour monologue, also
known as the Opening Meeting, at the
beginning of a five-and-a-half day ISO/TS
16949 audit.  

You read that right — these comments
were made in the Opening Meeting. The
Lead Auditor, with years of experience, had
not yet audited anything at this client’s
facility, yet he was practically handing the
ISO/TS 16949 Certificate (supposedly one
of the most difficult to achieve) to the
client on a golden platter. 

The end result? This company was 
recommended for certification and they
received the letter from the registrar informing
their customers of the recommendation so
that they could meet the date promised to
their customer and hopefully receive the
business they were seeking. My opinion? This
company should not have been certified. I
informed this same company of my opinion
after they received the recommendation.

Quick recap: I was called in as a con-
sultant five weeks before their registration
audit. At that point, the company had no

quality system in compliance with docu-
mented procedures. In those five weeks, I
tried my best to help them avoid receiving
a major nonconformity (apparently it worked,
I’m embarrassed to say). At the time of the
audit, the vast majority of employees had
no idea of the existence of documented
procedures, they were not trained in these
procedures, there was little or no corrective
action or internal audit system, and some of
the company’s customers were very unhappy
with the company’s performance (as evidenced
by supplier score cards which were seen by
the auditor).  (Note: I write this knowing the
risk that I might lose a client and there might
be other fall-outs — but someone has to stand
up and start the improvement process.) 

It’s time for a change.

This ISO 9001 Third Party Auditing
System needs to be fixed before it continues
to die the slow death it is now experiencing.
Certifications to an ISO 9001-Based Standard
are becoming way too easy to attain, companies
are seeing less value (Registars don’t force
improvement, so why improve?), and fewer
companies are seeking certification or 
recertification as a result (only 25% of
companies had recertified by 10/31/03).

I believe in the goodness of the ISO 9001
Standard. I think the Technical Committee
that developed this standard did a great job.
But just like the procedures in your company,
a Standard can be written well, but that
doesn’t mean that it will be implemented
well. We have a great ISO 9001 Standard, but
the implementation, the most difficult part,
is awful because Registrars allow minimal
or no adherence to the Standard. I write
this article because I see something I believe
in so much being diminished in value.

Companies should take
responsibility, too.

Companies are always so proud of
themselves when, upon the conclusion of a
surveillance audit, they receive less than three
minor nonconformities. They think they’ve done
so well and the managers applaud everyone’s
performance. Ironically, managers still want

as few as possible recorded nonconformities
to the procedures they have approved, even
though they know the procedures are not
being followed and there is no improvement
to the system. This is analogous to a parent
applauding a child for not getting into a car
accident because of drinking too much while
ignoring the telltale signs that their child is
drinking and driving.

Are managers crazy today? Don’t they
realize that when a Registrar Auditor finds one
minor nonconformity per audit man day,
they have wasted $1,200, plus an opportu-
nity to improve? This is not something to
be applauded, as so many managers do. I
know — I can audit any company today and
easily find at least 10 actual nonconformities
in any given audit day. No company is perfect
or even close. However, the Registrar Auditors
lead us to believe we are, giving little incen-
tive to improve. Eventually, some leaders
realize that if there has been little incentive
to improve, they won’t improve. So why are
they paying for surveillance audits and the
certificate on the wall when they’re receiving
no benefit from it? Good question.

Unfortunately, this apathy about ISO
9001 has lead companies and managers to
take the attitude that, “Even though I
signed and approved procedures for how I
want this process to run, don’t let me know
that you’re not following them and don’t let
the auditor catch you not following them.
If you have to cover something up, so be it.
Just don’t let me know! The effectiveness of
meeting these requirements will be reflected
in as few nonconformities (we know there
will be at least one, though — every Auditor
finds one to justify his existence) as possible.
If this is achieved, I will pat everyone’s back
and happily pay the Registrar’s invoice until
I realize that is not worth it.”

What is to be done?

1) Delay the review and rewriting of
the ISO 9001 Standard. Redirect resources
to work on the problem of why so many
companies are not recertifying to ISO
9001:2000. Besides the ISO 9001:2000
Standard is written very well; it is the least
of this industry’s problems.

Easy Audits – the Downfall of ISO 9001
By Mike Micklewright
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5) Determine a corrective action to
this problem. I have a few radical ideas
about how to do this, but I believe the experts
and their customers should work on this if
they truly desire ISO 9001 to survive.

ISO 9001 as an entity is dying because its
purveyors are not practicing the principles
they preach and the principles for which
ISO 9001 stands. This is and should be an
embarrassment to the quality community!
However, if it can recover by implementing
effective corrective actions (as it preaches in
8.5.2), measuring customer perception of the
effectiveness of its quality service, and attaining
its own quality objectives and planned results,
it will then be a victory and an example of why
such a system is necessary and effective.
Otherwise, ISO 9001 will continue to progress
toward a slow death and another well inten-
tioned quality initiative will have become
another fad of the weak.

Mike Micklewright is president of QualityQuest,
Inc., a consulting, training and facilitating
company, based in the Chicago metropolitan
area, specializing in ISO 9001, ISO/TS
16949, Six Sigma and Lean Manufacturing.
Micklewright is a certified instructor in Dr.
Edward de Bono’s methods of Six Thinking
Hats and Lateral Thinking. He is also an
ASQ Certified Quality Auditor, Engineer
and Manager. He holds a General Engineering
degree from the University of Illinois and has
worked in design, manufacturing and quality
engineering for the Saturn Corporation of
General Motors and SeaquistPerfect Dispensing.
Micklewright is an ASQ and ASTD member
and a member of the Midwest Society of
Professional Consultants. He frequently speaks
and writes about quality and has developed,
produced and performed in the popular training
videotapes, The ISO Auditors Are Coming!
The ISO Auditors Are Coming! and
Auditing Nuts and Bolts. Micklewright 
can be reached at mike@mikemick.com
or (847) 870-0822.

2) Set objectives. What are the overall
objectives of ISO 9001:2000? Is one of the
objectives to increase the number of com-
panies certified to ISO 9001:2000? It
should be! Is another objective to recertify
98% of ISO 9001/2/3:1994 companies to
ISO 9001:2000? It should have been.

3) Develop a correction or corrective
action (in accordance with 8.2.3 of the
Standard) and focus the resources in this
area if planned results were not attained. 

4) Practice what we preach. We are not
nearly attaining our (undocumented?) results.
What is the root cause? Should we use the
“5 Why’s” to discover it? For example: 

1. Companies are not recertifying to
ISO 9001:2000 because they find 
little value in doing so.  

2. This is because they haven’t improved
in terms of quality and costs.  

3. This is because there has not been
anything in the system to drive them
towards continual improvement.  

4. This is because the audits they receive
from Registrars are meaningless and
do not evaluate conformance or
effectiveness of the system very well.  

5. This is because Registrars do not
want to upset their clients and they
want clients to feel good about their
companies. So they only “find” a 
couple of nonconformities so their
clients can receive the desired 
business they were seeking.  

6. This is because Registrars are driven
to maintain whatever business they
can maintain and do almost anything
they want to maintain it (including
the provision of easy audits).  

7. This is because Registrars can do
whatever they want because the checks
and balance system is ineffective 
and there is no effective manner 
of evaluating the effectiveness of the
audits they provide.

Sailing Through 
Six Sigma: How the Power

of People Can Perfect Processes

and Drive Down Costs

only $25.95
for the book & CD set

Visit us at www.pacepilot.com
Or, call to order: 1-888-303-8669

Sailing Through Six Sigma is ...
•  A user-friendly and comprehensive guide for implementing both the 

“Art” and “Science” of the Six Sigma performance improvement process.

• A full-colored spiral-bound book with hundreds of eye-catching graphics and
concise content.

•  An integrated E-book with hundreds of pages of additional tools and 
concepts definitions, background, construction steps and examples.

A pacePILOT™ Guide by Michael
Brassard & Diane Ritter, Authors

of the Memory Jogger™ Series

More of the 

best improvement 

resources ... Now buy 8 best-

selling Memory Jogger 

titles at our Web site!
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In addition to the need for ongoing
analysis of your financial and operational
performance, other potential opportunities
for analysis include individual performance
ratings (including 360-degree assessments),
employee development plans, training
effectiveness assessments, employee satisfaction
results, and feedback from supervisors,
managers and the organization’s exit inter-
view process. The process of collecting and
analyzing data from multiple sources for
performance improvement must be “insti-
tutionalized” throughout your organization
so that it becomes the standard for doing
business. Then — and only then — will
you be able to ensure long-term success 
for your operations and your workforce.

If your organization has not initiated
formal leadership development and succession
planning, then it is missing what could prove
to be the critical lynchpin in sustaining 
success over the long term. 

effective supply chain quality management
requires integrating the strategies and oper-
ations of multiple legal entities, each with
its own values, priorities and systems.

Possible Action: The profession needs
to identify better ways to develop trust
between partners who have objectives that
are aligned, yet potentially in conflict. In
addition, the principles and techniques of
knowledge management should become a
major component of quality to ensure that
effective knowledge transfer occurs to
maintain and improve quality across 
organizational boundaries.

Concluding Thoughts

This list of opportunities is obviously
not comprehensive, and there may be many
potential actions related to each need. The
natural tendency is to reject anything that
doesn’t fit with one’s current views, but at
some point, reality will rule. The profession
would do well to prepare for the future by
embracing divergent ideas. This does not
mean that criticism or alternative views are
not warranted — real dialogue and learning
requires critical thinking. However, as the
former makers of buggy whips, carburetors, 
8-track tapes, and many others could con-
firm, the choice is between adaptation and
irrelevance. The choice is ours.

Duke Okes is an ASQ Fellow who consults,
trains, writes and speaks on management
philosophies and technologies. He is co-editor
of  The Certified Quality Manager
Handbook, 2nd Edition, and represents 
the Quality Management Division on the
Quality Management Journal advisory
board. He can be reached at 
dokes@preferred.com or (423) 323-7576.
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2372 Marina Glen Way, Sacramento, CA 95833
Office Phone: (916) 920-2678
Home Phone: (916) 359-2372
Office Fax: (916) 920-3058
E-Mail: ronbane@yahoo.com

Vice Chair, Print Initiatives
H. Fred Walker
Department of Technology
University of Southern Maine
Office Phone: (207) 780-5425
Office Fax: (207) 780-5129
E-Mail: hfwalker@usm.maine.edu

Vice Chair, Face-To-Face Initiatives
Art Trepanier
Lockheed Martin Missles and Fire Control
P.O. Box 650003, M/S SP96
Dallas, TX 75265-0003
Office Phone: (972) 603-2925
Home Phone: (972) 618-3887
Office Fax: (972) 603-3751
E-Mail: art.d.trepanier@lmco.com

Vice Chair, Operations
Heather McCain
Hallmark Cards, Inc.
11830 S. Pine, Olathe, KS 66061
Office Phone: (816) 274-8337
E-Mail:  HeatherMcC@aol.com 

Vice Chair, Technical Committees
Bill Denney
Examination Management Services, Inc.
9809 Champa Drive, Dallas, TX  75218
Office Phone: (214) 689-3603
Home Phone: (214) 324-0669
E-Mail: bdenney@emsinet.com 

To see a QMD organization chart and complete roster of QMD officers, committee chairs, 
and volunteers, go to the QMD Organization pages on the QMD Web site at www.asq-qmd.org.
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Quality Management Division Print Initiatives Chair
H. Fred Walker, Ph.D.

Quality Management Forum Editor
H. Fred Walker, Ph.D.

Editorial Review
Roger Berger, Ph.D.

Editorial Review Board
Hank Campbell, Illinois State University

Eleanor Chilson, American Greetings
Vanessa Constande, Lockheed Martin

William Denney, Examination Management Services, Inc.
Robert Desatnick, Creative Human Resource Consultant

Denis Leonard, Rayovac

The Quality Management Forum is a peer-reviewed
publication of the Quality Management Division of
the American Society for Quality. Published quarterly,
it is QMD’s primary channel for communicating
quality management information and Division news to
Quality Management Division members. The Quality
Management Division of ASQ does not necessarily
endorse opinions expressed in The Quality
Management Forum. Articles, letters and advertisements
are chosen for their general interest to Division members,
but conclusions are those of the individual writers.

Address all communications regarding The Quality
Management Forum, including article submissions, to:

H. Fred Walker, Ph.D.
Department of Technology          
100 Mitchell Center
University of Southern Maine        
Gorham, ME 04038
Office: (207) 780-5425
Fax: (207) 780-5129
E-Mail: hfwalker@usm.maine.edu

Address all communications regarding the Quality
Management Division of ASQ to:

John Bauer
QC/QA Pittsburgh
PO Box 13192, Pittsburgh, PA 15243
Office:  (412) 276-2492
Home:  (412) 276-2492
Fax:     (412) 429-1702
E-Mail: qcqapgh@adelphia.net

Address all communications regarding QMD 
membership including change of address to:

American Society for Quality
Customer Service Center
PO Box 3005
Milwaukee, WI 53201-3005
1-800-248-1946 or (414) 272-8575

For more information on how to submit articles or
advertise in The Quality Management Forum see the
Quality Management Division Web site at 
www.asq-qmd.org. Articles must be received ten weeks
prior to the publication date to be considered for that
issue. Publication dates are the first week in January,
April, July and October of each year. 

The cut off dates for upcoming issues:
Spring submissions is January 26, 2005
Summer submissions is April 27, 2005

Contact the ASQ Customer Service Center at 
1-800-248-1946 or (414) 272-8575 to replace issues
lost or damaged in the mail.

Non-Profit
Organization
U.S. Postage

PAID
Grand Jct, CO
Permit No. 134

American Society for Quality, Inc.
Customer Service Center
PO Box 3005
Milwaukee, WI 53201-3005

FORUMFORUM
T h e  Q u a l i t y  M a n a g e m e n t Advertise in

The Quality Management Forum

If you provide products 

or services to the 

quality profession, 

The Quality Management Forum

will help you reach 

your target market.

Every quarter, the Forum can convey your advertising message to nearly 20,000
Quality Management Division members. These members include many of ASQ’s

quality executives, managers, supervisors, and team and project managers. Most are
decision makers or influencers for products and services such as:

√ Consulting   √  Training Publications   √  ISO Registration
√  Conferences   √  Business Shows   √  Software ... and more

For information on advertising in the Forum, contact 
Project West, 1764 Blake Street Denver, Colorado 80202

Phone (720) 946-0165; Fax (720) 946-0168 or E-mail info@projectwest.com.


