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ABSTRACT

Empowerment is a critical compcnent of a Total Quality Management
(TQM) system. Total Quality Management training that has been the
most successful include a paradign-shifting set of experiences for
the managers in training which are, in turn, transferred to the job
resulting in a highly effective and empowered work force. . How
many managers in your organization have a working paradigm that is

consistent with the principles of TQM? What is your erganization -

doing with and for the other managers who’s paradigms are not
working? Effective TOM training addresses, head-on, the managerial
habite (paradigms) that are counter—-preductive to effective TQM.
An effective model of management accountability will include
performance standards - the characteristics of a paradigm in
harmony with the principles of TQM, and a measurement tool for
measuring whether a manager’s paradigm 1s moving (shifting) towards
empowering their work force. Ceonclusions  from one year of
tracking and reporting manager’s empowerment behaviors, at
McDonnell Douglas’ ©-17 B3drcrew Training System Courseware
Development. site in Norman, Oklahoma, will be drawn. Successful
and unsuccessful empowerment strategies used by Malcelm Baldrige
National . Quality - Award winners and non-winners will also be
reviewed.

INTRODUCTION

More and nore crganizations are
allocating resources for the development

ard implementation of Total Quality’

Management {TQM) training. The reason is
that organizations which have been highly
successful in the market place (i.e.,
Malcolm Baldrige National Quality Award
winners) have exhibited a commitment and

practice of empowering their work force.
Arguably, trying to copy organizations

that have won the Baldrige award may be
the wrong motivation f£or .implementing
M. ¥More and more organizations are
getting more press/attention because of
their emphasis on TQM training.
Unfortunately, far too much of TQM
training is nothing more than a quick fix
and the outcomes are short-lived, short-
term and. cosmetic. .

Empowerment is a critical component of

.effective TQM implementation.

Management’s role in empowering the work
force is to provide leadership in, and
the necessary resources for, establishing
organizational structures (models) of
responsibility, accountability, and
authority.- Uniess management has
established organizational structures
that include: 1) performance standards
for empowerment, 2) training, 3} how to
measure performance against standards, 4)
how to use diagnostic/prescriptive
feedback, and . 5) the rewards for
attaining performance standards and the
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consequences of not, organizations will
never realizes the fruits that successful
organizations are realizing through their
TQM implementation- - L

The purpcse of this presentation is to
demonstrate that TOM training programs
that have been the most successful
establish managemnaent structures - of
accountability and include a paradigm-

- shifting (*) set of experiences for the

managers in training which are, in turn,
transferred to the job resulting in a
highly effective and empowered work
force. The characteristics of a
paradigm in harmony with the principles
of TQM will be defined and a measurement
tool will be reviewed for measuring
whether a manager’s paradigme is moving
(shifting) towards empowering their work
force. Conclusions from one year of
tracking and reporting manager’s
empowerment behaviors will be drawn and
we will also exanine both successful and
unsuccessful empowerment strategles used
by Malcolm Baldrige National  Quality
Award winners and non-winners.

THE COMPONENTS OF A PARADIGM IN HARMONY
WITH TQM

Adams. and Kinchen {1990) define Total
Quality Management as “a customer-driven
operating prhilosophy comnmitted to
excellence in products, services and



relationships through total participation
in the constant improvement of all
processes." [1] Adams and Kinchen, have
spent the last ten years implementing TQM
within both large and small organizations
and have drawn some significant
conclusions (lessons learned}.

Although successful TQM implementation is
as unique to each organization and
management system as personal development
is to us as individuals, -one common
feature that Adams and Kinchen’s research
has born out is that "everything happens,
or doesn’t happen, on the basis of
relationship." [1] TOM training that
foougses on how to cultivate an effective
relationship between a manager/supervisor
and his/her people provides the glue
which is critical to helding the various
components of TOM together. Quality
Circles, Participative Management, Pep
Talks, Statistical Process Control,
Suggestion Systems, Flattened
organization, or Team Building activities
have all proven to be quick fixes unless
they are built on a foundation of a
strong and effective relationship between
manager and emplovee.

A study conducted :by Harbridge House
(1984), a Boston consulting £irm,
identified ten managerial habits which
profile this foundational relationship
between manager and employee:

1) Provides ¢lear . direction, 2)
Encourages open communication, 3) Coaches
and supports people, 4) Provides
objective recognition, 5) Establishes
ongoing controls, 6) Selects the right
people to staff the organization, 7)
Understands the financial implications of
decisions, 8) Encourages innovation and
new ideas, 9) Gives subordinates clear-
cut decisions when they are needed, and
10) Consistently dJdemonstrates a high
level of integrity. [2]

As Adams and Kinchen (1990} point out,
vsuccessful TOM implementation involves
changing wvery long-standing and deeply
entrenched organizational and managerial
habits. The implications of these
changes are shifts in power, authority,
communication patterns, performance
evaluations and the basis for promotions,
just to name a few." [1] All the
grassroots enthusiasm in the world is not
encugh to effect lasting change without a
fundamental change in people who hold
pesitions of status and power (managers
and supervisors). And let’s face it,
most of what we experience in the form of
management training today simply does not
take on these difficult areas of tralning
because it shakes the wvery foundations
and assumptions about human motivation in
the work place upon which most corporate
cultures and structures are built.

Stephen R. Covey (1989), -author of the
inspiring national best seller The 7
Habits of Highly Effective  People,
-discusses the power and importance of
paradigm shifts to effective
interpersonal relations. Each of us have
an operating paradigm - a psychological
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- about an hour ago.

‘Everything changed in an instant.

map, a personal frame of reference, the
way we see the world « not in terms of
our visual sense of sight, but in terms
of our  perceiving, understanding and
interpreting relationships. All +the
influences in our 1lives all have made

. their silent uncenscious impact on us and

have helped shape our frame of reference,
our paradigms, our waps. Furthermore,
our paradigms, correct or incorrect, are

the source of our attitudes and behaviors -

and, ultimately, our relationships with

others. And frankly, as Covey purports,
most of us who are managers need a -
paradigm-shifting experience in order to
be more effective in relationships. [3]

To help us see more clearly what Covey
neans by a paradigm-shifting experience,
he cites a mumber of examples. The
first is the story about a man who was
reading a book on a New York subway
train. Several ' other passengers were
passing the time reading their dailly
newspapers when a young father with three
children boarded the subway car. While
the youny father sat staring at the
floor, his three children wreaked havoc
with the passengers, chasing each other
back and forth, wrestling each other,
knocking the newspapers out of the hands
of the other passengers and, in general,
upsetting everyone except the young
father. Covey, who was himself ohserving
this situation, couldn’t help wondering
how this young father could be =o
oblivious and insensitive to the chaos
his children were creating. Cavey
thought surely this young father will
notice what’s happening and discipline
his kids. But that never happened -and
noest of the passengers’ non-verbal
behavior suggested that it was the father
whe needed to be disciplined. His
patience wearing . thin, Covey went over
and sat next to the young father and
pointed out that his children were out of
control and asked if he could not see
that? The young father looked up from
the floor to see the faces of the
passengers frowning and responded, "Ch,
you’re right. I ~guess I should do-
something about it. We just came from
the hospital where their mother died
I don’t know what to
think, and I guess they don’t know how to
handle it either." Covey says, can you
imagine what he felt at that moment? His
paradigm shifted.  Suddenly, he saw
things differently, and because he saw_
differently, he thought Adifferently, he
felt differently, and he behaved
differently. His irritation wvanished.

A more glaring example of how ocne’s
paradigm determines how they see, and
subsequently . interact, with the worlad
(so-to-speak) was the paradigm shift
Ptolemy must have. experienced. "For
Ptolemy, the great Egyptian astronomer,
the earth was the center of the universe.
But Copernicus . created a paradigm shift
for the followers of Ptolemy, and a great
deal of resistance and persecution as
well, by placing the sun at the center.
Suddéenly, everything tock on a different
interpretation."



What is the substance of a paradigm shift
that must take place in the hearts and
minds of managers?

William €. Byham (1589)  authored a
simple, yet powerful book entitled Zapp!
The Lightning of Fmpowerment. [41] In
- Zapp! we see the daily transformation
(paradigm shift) of a supervisor (Joe) as
he learns that continuous improvement for
the individual and the company is: based
cn the relationship between himself and
the employees who report to him. Jce
learns that his basic assumptions about
how +to motivate his people (e.q.,
managerial. habits) have been acquired by
watching cther managers. These habits,
Joe learns, have created a working
environment that seemningly builds
mistrust and apathy among his work force.

Joe’s initial paradigm manifests itself
in taking responsibility away from his
employees, taking away employee authority
te make any decisions .that affect the
enployees performance, and taking away
the employee’s identity, energy .and
power. However, Joe learns the value of
having an effective role medel when he
observes anocther manager giving her
enployees responsibility, authority,
identity, energy and pover.
Subsequently, his paradigm begins to
shift. Joe learns that sharing these
critical elements of human motivation
with employees does not mean that he is
abandoning any . responsibility. Joe
begins to guestion the role model he is
providing for his employees and learns
that the model his employees observe is

largely responsible for the guality of
the working climate.

The Harvard Business Review. (1987)
reports that 60 to 70% of the climate in
which we work is credited to our manager.
{3] The real tragedy acted ocut in most
work places is that millions of people
are allowing themselves to be treated
with something less than human respect
because they are afraid to risk objecting
to it. Then, when they themselves become
supervisors or managers of other people,
they are often just as insensitive as
their bosses. After all, they see that
kind of Dbehavior being rewarded all
around them.

Joe, our supervisor in Zapp!, Ilearns
about a force which energizes his people,
helping employees take ownership of their
jobe so that they take personal interest
in improving the performance of the

organization. Joe learns about four
categories of management behaviors
{habits) which Zapp! his people:: 1)

Maintaining the self-esteem of his
people, 2) Listening and Responding with
empathy, 3) Asking for help in solving
problems, and 4) Cffering help without
taking responsibility. Joe learns that
these behaviors are his responsibility
for initiating and maintaining.
Furthermore, he learns that he must first
enmpower individuals before he attempts to
create empowered teams. That is, the
individual employees’ personal experience
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. interpersocnal

~esgential power of

with empowerment must be cultivated and
understood - before a team can be
effectively formed and transformed.
Zapp! builds a powerful case against most
TOM +training programs which fail . to
include a personal transformation -
changing very long-standing and deeply.
entrenched organizational and managerial
habits. How refreshing and uplifting it
iz to find a manager who, not only gives
verbal ascent to TGM, but can back it up
with very effective: relationships with
his/her people in establishing a working
enviromment where anyone can gquestion any:
system or: process. TQM training which
seeks to set up empowered teams within
work groups without first getting the
manager/supervisor to analyvze theilr own

relationship {managerial
habits)} . with their people offer little
more than quick fixes.

our character,. basically, is a composite
of our habits. Habits are behavior
patterns and thought patterns which get
repeated so fregquently they become
auvtomatic, - conditioned responses to
behavioral +triggers or situatioens in
which we £ind ourselves. The

. conditioning of a lifetime affects every

manager’s perceptions, how they see
things, their attitudes and the way they
interact with other people. Is it
_possible that some managers are coperating
with an ineffective paradigm. .(not
conducive to TOM precepts)? -

_Covey compares our paradigms to a road
map and ralses the guestion "how useful
would a road map of Detroit be if we
wanted to get to a specific locatlon in

_ central Chicago?"™ Can you relate to the

frustration, the ineffectiveness of
trying to reach our destination? -~ We
might work .on ocur behavior by trying
harder, being more diligent, double our
speed, but our efforts, Covey says, would
only succeed in getting us tec the wrong
place faster. Or, we might work on our
attitude by thinking more positively.
The peint is, we would still be lost
because. the fundamental problem has
nothing to do with our behavior or our
attitude. It has everything to do with
having the wrong map. Covey says that
the power of a paradigm shift is the
cquantum change, -
whether that shift is an instantaneous or
a slow ahd deliberate process. [3] :

How many managers in your organization
have a working . paradigm that is
consistent with TQM precepts? What is
your organization doing with/for the
manager whose paradigm is not working?

Effective TQM training addresses, head-
on, the managerial habits (paradigms) -
that are counter-productive to effective
TOM with training, self-assessment and
retraining. Ineffective TQM training

- avolds these lisszues.

Empowerment (training and practice) is
not a guick fix or personality technigue
we put on like a coat in order to be more
effective with people or be more liked by
people. Covey goes on to say that the



requisite paradigm-shifting experience
mast first be a private victory, based on
thorough self-analysis, before it can be
a public victory. It is futile to try to
improve relationships with others (quick

fix techniques) before we improve
ourselves. Doing what we have been doing
over and over and over again but

expecting different results from our work
force is a definition of imsanity. Most
management training, however, does not
address the private victory in the TOM
equation.

Ralph Kilmann (1987), author of Bevond
the Quick Fix, states that each
organization has five leverage points
(tracks} +that can affect morale and
performance: 1) the organization’s
culture, 2) the mnanager’s skills ' for
solving complex problems, 3) the group’s
approaches to decision making and action
{team-building), 4) strategic cheoices and
structural arrangements, and 5) the
purpese and design of the reward system.
More importantly, ZXilmann states that
these five tracks require months . for
planning and implementation and are
sequential in their implementation, each
building upon the preceding track. [6§]
For an organization to channel its
resources/programs in any of these tracks
without firsgt hawving built upon the
preceding . track is to allocate/channel
resources for gquick fixes, according to
Kilmann. Critical to building a strong
QM foundation is a thorough review and
analysis of the organization’s culture
{guiding and. operating wvalues) with
management trainees followed by the
requisite management skills training to
facilitate the new corporate culture.

tne of the major areas in which  a
paradigm-shifting experience must take
place is in a self-assessment of our
assumptions concerning human motivation
in the work place. Research by Herzberg
{1987) has been replicated by . numerous

other studies with the same conclusions.
{5] There seem to be two categories of
human motivators. Furthermore, effective
organizations/managers . apply them in
working with their people.

Herzberg calls the lower level mohivators
maintenance factors" or those that must
be present to maintain a minimal lewvel of
satisfaction (e.q., job security, salary,
work - conditions, company benefits and
policies). However, higher levels of
satisfaction can only be realized when
the employees are provided oppertunities

(empowered) to use their intellect to
improve the process. Without
involvement, . there 1is no <commitment.
Effective organizations and their
managers are paying more attention to
these higher level  motivators by
developing systematic prograns or
personal habits so that employees can
experience achievement, recognitien,
advancement, be turned on by the work

itself and experience bpersonal growth
that - comes with increasing levels of
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responsibility (i.e., Employee
Motivation + Empowered. Opportunity +
Achievement + Rewards = Employee

Commitment) . 1
winners of the Malcolm Baldrige National
Quality - Award  have realized - these
important keys to success.

The Juran Institute, Inc. (1991) has been
close ohservers of the Baldrige 3award
winners and non-winners -in terms of the

The winners and non- -

things they did -to  achieve stunning
quality results. For the winners and
non-winners, gquality resulits were " a

result of .2 combination o©of strategies
employed and not one here and there.
According to the Juran Institute,  what
did work was: 1) processes at the worker
level were revised by the workers so as
to put workers in a state of self-
control, 2) the work force were provided
opportunities to participate actively on
quality improvement teams, and 3) test
sites were established at which teams of
workers were trained and empowered  to
becone self-supervising. [7] In general,
these crganizations put into practice the
concept that planning for quality should

invelve participation by those who will
be impacted by the plan.

What did not work for +the Baldrige
winners and non-winners, according to the
Juran Institute, was: 1} Massive
meetings of employees, speeches, wall
posters, pledge cards, slogans, and the
colorful rest. 8uch spectacles Jlacked
substance, and were commonly views as
"here comes another one." - Subsequently,
the credibility of the sponscring
managers was reduced, 2) programs whose
sole emphasis was on Statistical Process
contreol. Organizations which focused on

training in tools, alone, generally were

focusing on the useful many inprovements
while neglecting the wvital . few, 3}

Quality Control Circles, 4) the Project-

by-Project approach to improvements
neglected the vital establishment of a
corporate quality infrastructure which
harness and focus all quality initiatives
and resources, and .5 Increased
inspection and testing. {7] -

Many valuable lessons can be learned, and
mistakes - not duplicated, if managers
would take the tinme to seek out research
findings such as these. Unfortunately,
according to McGregor (1960}, most
managers vreject. the findings of social
science research. Instead they believe
that their own experience is an adequate
database on which to make decisions. [81

Covey (1989) reminds us of Aesop’s fable
of the goose and the golden eggs - a
story about a poor farmer who becomes
fabulously wealthy when he discovers his
pet goose (the production
asset/capability) lays glittering golden
eggs (production). However, with his
inereasing wealth, comes - greed and
impatience for more and he kills the
goose to:get all the eggs at once: - He
net only discovers no egqggs, but the
producing asset (the goose) is no longer
capable of producing any more of the
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- opportunities

prized golden eggs. Covey suggests that
there are three kinds of assets in every
enterprise - Physical assets, Financial
assets and Human .- asgets. our poor
farmer. and far too- manvy managers, place

all their eggs in one basket - Financial
Assets (e.q., Quarterly Reports,
decisions driven by production quotas).

However, it is the human assets that have
control over both the physical and
financlal assets. If managers operate
from a paradigm that focuses on golden
eggs and: neglects the care and feeding of
the goose, we will soon be without the
asset that produces golden eggs. When
managers fail. to respect the
Production/Production Capability (P/PC)
balance in their use of physical and
financial assets in organizatioens, they
decrease organizational effectiveness.

(31

One of Edwards W. Demings’ 14 points is

"t vgive pecple an opportunity to take

pride in their work." Deming says that
managers. in the U.S. dec not utilize what
they have avallable to them - the
creative minds of their people. In fact,
Deming says, when it comes to utilizing
the intellect of its own work force, the
United States is a third-world country.
If management did a better Jjob of
utilizing their people, says Deming, they
would get a higher level of employee
commitment.

McGregor says, that "commitment is a
function of the rewards assocliated with
achievement.” [8] No doubt you’ve heard
it said that management gets the
behaviors it rewards and the behaviors
that are not rewarded, go away. Employee

- commitment is a function/outcome of: 1)

providing employees cpportunities which
facilitate the higher level motivators
and 2) providing a reward system that is
tied to the higher level motivators. And

- management. controls both of these factors

in our ecuation - the giving of
(empowering) and the
rewards based on achlevement. And the
perscnal paradigms that far too many
managers are operating with are bent
towards controlling, - repressing and
intimidating their people.

A DEFINITION OF EMPOWERMENT

A foundation has now been laid on which a

definition of empowerment can be built..

Empowerment is the effective application
of understanding, enabling, and
encouraging our people.for the constant
Improvement of all processes.

Understanding our people means, as
manager, we must possess an operational
knowledge of +the research . on human
motivation in the work place. -We build a

muck mhore solid foundation on which.

empowerment iz defined, and measured,
when we mnanagers understand and apply
what research tells us about the factors
that enhance employee commitment, loyalty
and interest in improving the job
processes, products and services.
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- as well _as their mouths.

Enabling our people means we give our
people opportunities +to realize ~ the

-higher-level motivators, take ownership
. of their dobs, operate within a team

structure for the purpose of continuous
innovation and improvement - of alli

‘processes. Measurement systems (quality

tools/techniques) provide a feedback
system with indicators of how well our
processes are performing to meet our
internal and external customer
requirements (satisfaction).

Encouraging our pecople means we malntain

. thelir self-esteem (e.g., When we create

value for other people, they soon create
value for us), we listen and respond with
empathy, ask for help in solving
problems, and offer help without taking
back the responsibillty and- authority.
Understanding, enabling and encouraging
our people represents the heart of a
customer-driven operating philosophy
committed to excellence in products,
sexrvices, and relationships through the
total participation 1in the constant
improvement of all processes.

WHY AREN’T LEADERS LEADING?

A Gallup Poll surveyed 401 CEOs of

© America’s largest corporations. The

results indicated the following: 1)
Most CEOs know that American firms have a
problemn with quality, 2) Over 50% of the
CE0Os surveyed said @ that they did not
accept responsibility for problems
associated with ¢uality, 3) Over 50% of
the CEOs said that it is the employees’
lack of skills, comfiitment and
understanding of their work that makes it
difficult to deliver a quality product or
service, 4) 61.7% of the CEOs said that
the lack of management .attention to
guality does not affect quality, and 5)
70% of the CEOs said.the pressure for
short-term profits did not have an impact
on quality. [9] T .
William Roth reports that the long-term
objective in investing in quality
improvement is to steadily improve the
corporation’s bottom line through better
planning, relavant training, the
introduction of appropriate statistical
measurement tools and better use of
employee expertise (empowerment). Short-
term objectives have been to enhance the
company’s image by publicizing its’ new
dedication to quality improvement. -This
is evident by senior managers who appear
pericdically to make well crafted
speeches which often note that - improved
quality requires "ecultural change and
must become a way of life."™ The trick,
as Roth reports, is to watch their feet
Imaging is
easier than doing. And because it is
easler, senior management becomes more
interested in creating the image of
improved quality than in actually
improving it. According to Roth,

_"Epployees learn all too frequently, that

upper level managers are indeed for
improved quality and the necessary
changes, but only so long as they
themselves are not affected and only so0



long as alterations in their own style of
management (paradigm) are not necessary.

They are currently involved in too many

crises ‘upon which the fortunes of the
company depend to worry about changing
the way they do things. If the top
people don’t set the example and play by
the rules, no one else will, If the top
people decide they are allowed to modify
the rules to deal with the pressures of
leadership others will ‘quickly  follow
suit." [10)]

Deming says that 94% of the quality
problems  in most organizations can be
traced to problems in the organization’s
own systems and process, whereas, only 6%
of the quality problems can be traced to
a particular employee. . Who owns the
organization’s systems and processes?
Managers are the only one‘s given the
authority to allocate/approve resources
te make Iimprovements/changes +to the
organizations processes/systems. How can
the systenm/processes in an organization
be improved/changed? oOnly through the
intellect of the work force. Aand yet,
how do managers in most organizations get
ahead or climb the corporate ladder? By
conforming to the system rather than by
changing/improving the systenm. Do you
get & sense of the dilemma most
organizations face when trying to move
past making verbal commitments to TQOM to
a legitimate operating philosophy that
affectively empowers its work force?

The case presented thus far begs two
questions, 1) What is an effective
paradigm - one ‘in harmony with the
precepts of TQM? and 2} How can a
manager - determine {measure) whether
his/her working - paradigm is moving
(shifting) towards empowering their work
force?"

An effective paradigm reflects a balance
between production (performance) and the
production asset/capability (the care and
feeding of our human . assets). The
guidelines for human conduct that are
proven to have enduring, permanent value
are fairness, integrity, honesty, trust,
human - dignity, a servant’s
attitude/practice, an - -urgency - for
quality, being personally responsible for
cultivating the potential of our work
force through training, retraining and
nurturing opportunities to be empowered,
patience with people and a tolerance for
mistakes, and daily encouragément.
These guidelines for human conduct
(leadexrship behaviors) form the basis for
a paradigm consistent with the precepts
of TQM. How can we astablish a structure
for management accountability where these
Empowerment standards of behavior can be
measured (baselined), reported, and the
results used for constructive purposes?

MEABURING
BEHAVIORS

. AND REPORTING EMPOWERMENT

A familiar continuous improvement axiom
says, "To improve anything, yvou have to
have & baseline.” That is, we cannot
know whether or not we have improved
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until we can compare where we are to
where we were (baseline) or where We
should/would like to be (some standard of .-
performance). The Empowerment Indicator
Survey which - follows wmeasures four
categories (subscales) of wmanagement—

- employee relations whish management is

responsible for initiating . and

maintaining.

Byham*’s Lightning of
Empowarment) and is currently being used
with McDonnell Douglas Training Systems
courseware development managers for the
C-17 Aircrew Training System 1n Norman,
Oklahoma.

After reading Zapp! The Lightning of
Empowerment, all employvees completé the

" Empowerment .Indicator Survey rating the

supervisor or manager o whom they
report. The Empowerment Indicator Survey
is an indicator of: 1} The degree to
which the delegated responsibility,
accountability, and authority of
empowermént is being realized by the
people who report to the manager or

- supervisor being rated, and 2) The
degree to which the responsibkility,
accountability, and authority for

empowering people has been. communicated
and delegated down teo the individual
manager or supervisor.

The first. time the survey is
administered, a baseline can be
established. Subsequent measurements
will indicate the extent to. which .a
manager’s empowerment behavicrs (his or
her paradigm) are moving (shifting) in

the direction . of an effective TQM
paradigm (i.e., shifting froma 1, 2 or 3
to a 4, 5 or 6 on the response scale).
The results from individual managers can
be compared to their own past measurement
periods to determine if the paradigm
shift 1s in a positive direction. . The
composite mean scores from all managers
whose empowerment behaviors are being
baselined provide another valuabhle
benchnark on which to assess 1nd1v1dual
or organizational progress.

The Empowerment Indicator Survey results
may indicate +the extent to which an
individual . supervisor or manager is
empowerlng his/her people: however, the
reality is that the score may -also
indicate the extent to which a supervisor
or manager has been empowered by their
own - manager., The responsibility,
accountability, and authority for
empowering the work force should be first
modeled and then delegated top-down in an
organization. Subseguently, there should
be a correlation between a supervigor’s
empowerment ~  bhehaviors and hig/her
managerfs empowerment behaviors. To
reflect both possibilities - that a score
has the potential of being owned by both

_supervisor and manager, an VYNA" (No

Authority: The responsibility and
authority has not been delegated down to
my manager) on the response scale is
scored as a zeroc (0).

This survey was developed
by this author (after reading William C.



Results from the Empowerment Indicator
Survey are intended to serve as a
tool/catalyst for open discussion among
all levels o6f management and the work
force. Therefore, individual supervisors
and managers sit down with their peorple,
share the results and seek advise about
how they can continue to manifest this
paradigm-ghifting experience.

Results from tracking manager’s
empowerment behaviors for the past year
at the C-17 MDTS-Norman site have yielded
the following preliminary findings and
conclusions: 1) - Program mean Sscores
increased each measurement period
indicating an increase in the level of
empowerment experienced by the work

force. Conclusion: Establishing a
structure of management accountability
that includes Empowerment standards of

performance @ for empowering  the work
force, and a measurement: system to-
provide managers periodic © feedback

relative to the direction and strength of
their paradigm shift, will increase the
level of empowerment experienced by the
work force. It is beyond the scope of
this analysis to conclude whether the
reasons for increased empowerment scores
waere due to avoidance of low scores,
increased awareness, or some other
factors {e.g., Hawthorn effect). 2)
Senior managers (rated by their direct
reports - the middle managers) received
the highest ratings (Mean = 4.74) of all
managers or supervisors rated.
Conclusion: Middle managers believe they
are being empowered by senior managers
and the paradigms of senior managers are
shifting in a positive direction. 3)
Middle managers ° (rated by first-line
supervisors and their work force)
received the lowest ratings (Mean = 3.79)
of all managers or supervisors rated.
Coenclusion: While middle managers felt
enpowered by senior managers, first~line
supervisors and the work  force, in
general, did not experience or enjoy a
comparable level of empowerment. Middle
managers, and to an extent first-line
supervisors, appear to be a major
inhibitor to the releasing/delegation of
empowernment. 4) The items which were
rated the lowest across all manhagement
levels were within the Maintain the Self
Esteem subscale (particularly items 20
and 26}. Conclusion: Management
training in this area is recommended.
5) Overall empowerment mean scores for
the organization increased when guality-
productivity ' measurement systems were
employed by the work force. Conclusion:
Quality-productivity neasurement systemns
appear to be an effective tool and
catalyst which facilitates increased work
force involvement in. the constant
improvement of processes and products.
There are, however, other factors that
could explain this increase.

CONCLUBION

The progress of a quality program is
measured in years rather than months.
Much of the progress achieved in the past
eighteen months at the MDTS-Norman site
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1s centered around gquality awareness,

establishing a quality . infrastructure,

measurenent systems, and new skills. The

effective implementation of empowerment,

and Tectal Quality management .as well, ’
will include a model  for _management
accountability and will not neglect a

paradigm-shifting set of experiences for
the managers involved in training - with
pericdic self-assessment and retraining.

Unfortunately, far too mnuch of TQM
training is not addressing this critical
cultural change and are, instead,

focusing resources on guick £ix
techniques and image building which only
vields the veneer of success. The
reality (i.e., the experience of the work
force) is. .change that does not
substantively change anything nor does it
make anything better - only different.

EMPOWERMENT INDICATOR SURVEY .
(Marager’s Form)

Dizections: .

Aft
air
the

er reading each quastion, use the following responsa scale and
cla the. number o the Answar Sheet that accurately daescribas
degres to which the following statements reflact your personal

exparienca. -
RESPONIE SCALE

1. Practically none; to a very small dagrea

2. Mot very mach; to & small degree

3. Modarately (on the low side)

4. ' Moderately {on the high szide)

5. Very much: To a high dagrea

6. Extremely; To a very high dagrea -
KA No Authority; The respemsibility and. authewity bas not heen

. delegated dewn to ny managar
- Low Eigh

11. The degree ta which your 1 2z 3 @ s 6 KA

io0.

11.

iz,

i3.

maxagar provides oppertunities
{being asked) ta share youy _. _
ideas.

EMPQWERMEKT INDICATOR BORVEY
(Manager’s Form)
The degree to vhich your manager pravides opportunities which
racilitate within you feelings that your job belangs to you
-vs- helongs to the company.

The degrae to which your aznager‘s actions, decisions, and

comsunications foster z workinyg ervirenment which provides opper-

tunities for you to maka things better and petter.

The degres to which, time permitting, your panager provides
. opportunities which allow you to tackle problems nermally net yeur
Jab.

Tha degree to which your manager prevides epportunities fer
taking on the challenges that aifect your performance (-ve- not
getting the oppertunity or having the responsikility kaken away).

The degree to which your manager provides epportunitles which
facilitate the understanding that your job really counts for
zomathing {-vs— daesn’t really mattar).

The degrea to which your manager provides oppartunities for you ta
discuss anything related to your job that £{4 really important.

The degree to which you ara asked by your mahager to help solve
problems of your opiniens are seught. -

‘ The degres to which your manager provides opportunities to solva

yaur oWt prablems -wee havipg somesne alse solve your problems for
yau (i.e.. the degree to which you hava ownership of solutions that
affect your perfrormance).

The dagrea to which your managez, of the system, lets you know how
wall vou ara doing (i.e., recaive prompt, regular and meaningful
faadback concerning youy parformanca).

The degres to which your manager’s actions, decisions, and com-
munications foster a working envirerment in which your teampates
can be trusted. _

The degrea te vhich your manager provides spportunities for you
(being asked] te zhaxe your ideas.

Tha degrea to which your ideas, if deserving, receive credit or
racognition.

The degree to vhich your manager provides cppertunitiea for you te
have some say in how things get done that affact you or your
perfo: {~va= alza making thosa cacisions for you).




14.

15.

16.

17.

1.

19.

20.

21.

22.

23.

24.

25,

26.

27.

28.

29.

30.

31.

3z.

The degres to which you faeel your ideas, cpiniconsz, or comtributions
ara listenad to by your manager.

The degres to which.your managet has encouraged your team to
develop and manage your own quality-schedule parrormance/ feadback
system (-v8- having somecne elsa managing the faedpack systenm).

Tha degree £ which your manager’s actiona, daclsicns, and

comaunications foster a werking onvironment- which enhances and
reinforces the concept that your jok ia a part of who you are.

The dagres ta which your manager makes available adequate rasources
to de your job.

The degres to which information sssantial te yaur joh/parfsrmance
is shared by your manager.

The degree to which vour managsr’s actions, decizions, and
communications provide oppertunities for you, and your jcb, te
perform an important role en your team (-vs- fasling 1lika
you oF yeur job doesn’t count).

The degree te which your manager says something constructiva
about. your parformance daily.

. Tha degrae to which you fael your managar ig providing adequata
directlan.

The degres to which your ranager helps evsryona on your team
undegstand how their individuzl or team’s missjon fits with the
ovarall missicn of the program.

Tha degres to which xdaguats support fIon YOUr oanager is previded
to do your joh without your manager taking that support or
raegponsibility fram you.

The degres to which your manager provides opportunitlies which give
you the fesling that you are on the inside (e.g., shares infog=
maticn vital to the perfarmance of your job, invites you to work
some issues important %o the tean/organization).

Tha degres ta which your manager provides opportunitias for you to
d ibility, ability, and authority (=vs=

are told).

ate Tresp
just doing whataver you

The degres to which your manager zhares your team’s successas with
the rest of the osrganization.

The degres to which your manager.wakes your team awara of
how well thay are doing. -

The dayrae to whnich your manager’s actions, decisions, and
companications facilitate the bellel that your job is impertant and
tharefors, it is sasy Cor you to comnect your Jok to the
organization’s cammon purnose/missicn.

The dagres to which yeur mamager provides epportunitias which
facilitate the belie? that you can make a diffexance,

The dogres to which your manager’s actions, decilsians, and
conmuenications Zostal a working envirvonment which facilitate
the desire ameng your teammates ta raeally mzke things better and
better.

The dagrse to wnich your manager has provided pecple on your team
oppertunitiss, r ibiliey, tability, and the authority
for taking &n the challenges that affact your team’s parformanca
(-vs~ having cpportunities, resporsibillity, accounsability, and
=ha authority taken away).

Tha dagree ta which your manager has belped you understand how your
individual and team’s mizsion fits with the overall mission of the
program/organizacion.

EHMPOWERMENT SUMHARY
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Empowerment Survey Results

Subscale Questian - .Mean Minimum - Maxjimum Std Dev Vayiancae
Maintain 1 3.67 2.00 . 5.00 1.24722 1.54S854
Selt Esteen 5 §.00 -3.00 5.00 0,281650. 0.G68667
9 3.33 3.00 4.00 0.47140 O,.22222
16 4.00 3.00. S.00 0.81650 0.686687
20 2.67 1.00 4.00 1.25722 1.55558
22 3.00 3.00 ___4.00 0.81650 . 0.66667
26 4.33 4.00 5.00 0.47140 0.22222
27 4,007 77 J.00 §.00 O.8lE50 0.€46867
28 4.33 4.00 5.00 0.47140 0.22222
29 4.87 4.00 S5/00 0.4%140 0.22222
32 4.67 3.90 6.00 1.24722 1.55556
Self-Esteen 3.88 .
Listens and 2 .13 5.00 8.00 0.47140 0.22222
Responds with 6 .00 3.00 _6.00 1.41421  2,00000
Empathy A0 - 2.67 1.00 4.00 1.24722 1.555356
14 3.00 1.00 5.00 1.63293 2.56667
17 4£.33 4.00° 5,00 0.47140 0.22332
_ 213 €.00 3.00 5,00 0.8165C 0.66667
Empathy 4.08
Asks for help 3 2.00 2.00 4.00 0.81650 0.66667
in Solving ? 3.67 3.00 4.00 0.47140C 0.22222
Problamz 11 2.67 3.00 4.00 0.47130 0.22222
13 3.33 3.00 4.00 0.47140 0.22222
13 .33 2.00 4.00 0.24281 0.3888%
24 3.67 . 3.00 4.00 0.47140 0.22222
Problem Saolving 3.44
Qffers Help 4 4.00 - 3.00 5.00 0.81650 0.66667
without taking 8 4.00 3.00 5.00 0.EB1650 D.66667
Responsibility - 12 3-67 3.09 4.00 0.47140 0.22222
- 15 4.00 3.00 $.00 0.B1&50 0.86687
19 3.33 2.00 “4.90 0.3432B1 0.38889%9
21 4.00 3.00 5.00 _D.B1650 0.66557
23 3.67 1.00 5.90 1.B3S6Z2 _ 3.55556_.
b1 4.0Q 3.00 5.00 0.B1650 ©D.66667
31 4.00 3.00 TO500 0.81850 0.66567
Offers Help 3.85 .-
Self-Estoeem 3.88 Jul-90
Empathy 4.06
Problen Sclving 3.44
0ffera Help 3.85
) Per cent
Composite Scere 2.81 Response
42 ,86%
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