Answers to Selected Chapter Questions

Chapter 1 Organizational Effectiveness Questions

1. Why would an organization want to be effective?

An effective organization is able to produce more with its existing resources through an improved customer focus and streamlined work processes.  With its increased awareness of its internal and external customers, there is a greater focus on what really needs to be accomplished in order to meet their customers’ needs and expectations, therefore increasing their profitability through increased customer retention.  Being able to meet customer expectations the first time and every time will enable the organization to increase its market share as new customers seek them out.  Since an effective organization has focused and streamlined its work processes they will benefit from lower costs because of reduced waste and rework.  One of the major savings that occurs is fewer customer complaints and warranty claims.  More satisfied customers results in greater market share.  Because of improved communication and teamwork, effective organizations have good management-employee relations.   As problems are solved and the organization begins to run more smoothly, employee involvement and satisfaction will increase, which will lower turnover and absenteeism.  

2. How would you describe or define organizational effectiveness?

Effective organizations focus on the key processes that provide the organization’s customers with products or services.  An organization is a compilation of a wide variety of activities.  An organization needs to be looked at from all perspectives; manufacturing, marketing, information technology, research and development must work well together in an effective organization.  The focus of these functions must be on the elements of the organization that make the greatest contribution to the organization’s success, however that is measured.  Effective organizations adhere to a customer-centered philosophy that includes paying attention to organizational, strategic, environmental, and people factors. 

Effective organizations have developed an organizational philosophy utilizing a quality management system that creates a customer focus and generates customer satisfaction.  Effective organizations implement organizational leadership, create strategic plans, develop and manage the organization’s human element, measure organizational success, improve processes, utilize quality tools, manage projects, and track key business results.

3. Who is in charge of creating organizational effectiveness?

Organizational leadership is responsible for organizational effectiveness.  Leadership, knowing the organization’s current levels of performance, creates strategic plans for the future.  Leaders in an effective organization develop a customer-oriented approach, studying how their product or service is used from the moment a customer first becomes aware of the product or service until the moment the product is disposed of or the service is complete.  Leaders in effective organizations seek to optimize business processes by taking a systems approach, emphasizing the improvement of systems and processes that enable a company to provide products or services for their customer.
  
4. If you initiated changes to improve organizational effectiveness, how would you verify the improvement?

By asking “How do you know?”  Measures of performance focused on key issues related to the customer enable an organization to judge whether or not it is meeting its goals and objectives.

5. How would you measure the relative overall organizational effectiveness of any organization?

By studying the answers to the following questions: 

1. What is the mission of the organization?  
2. What business is the organization really in?
3. What are the primary products or services the organization provides to their customers?
4. Who are their customers?
5. What do their customers expect and need?
6. How does the organization know what their needs and expectations are?
7. How well does the organization meet the needs and expectations of their customers?
8. How does the organization know how well it’s doing?  What is the proof?  What are the indicators?
9. Do management’s strategies and actions support the business and support the organization in meeting the customer’s needs and expectations?
10. Do the employees know how the work they do specifically benefits the ultimate, external customer?
11. What improvements have been made based on the answers to these questions?
12. What is management doing to support improvement efforts?

6. What drove PLC, from Example 1.1, to make changes?

When PLC Inc. began operations three decades ago, their job shop specialized in machining large forgings into finished products.  Their original manufacturing methods resulted in significant scrap and rework costs.  The type of inspection scheme used by PLC Inc. was very costly because it involved not only the costs of the defective aspect of the parts, but also the labor cost of performing work on a defective part by later workstations.

By the mid-1980s, the companies they did business with began requiring statistical process control information.  They realized that the prevention of defects could make a significant impact on their profit performance.  By tracking the critical part dimensions, those monitoring the processes were able to identify changes that affected the quality of the product and adjust the process accordingly.  They sought additional ways to reduce the variation present in the process that prevented them from producing parts as close to the nominal dimension as possible.  Thus, emphasis shifted away from inspecting quality into the parts and toward making process improvements by designing and machining quality into the product.
Chapter 2 Organizational Philosophy Questions

1.  Why is an organizational philosophy focusing on delighting customers key to organizational success?

Customers are the reason an organization is in business.  An organization is always seeking to keep the customers they have and gain new customers.  In order to do this consistently, effective organizations must focus on creating successful, satisfied customers each time an interaction occurs.

3.  Describe, in your own words, the two types of variation that Shewhart identified.

Controlled variation (common causes) is variation present in a process due to the very nature of the process.  This type of variation can be removed from the process only by changing the process.  For example, consider a person who has driven the same route to work dozens of times and determined that it takes about 20 minutes to get from home to work regardless of minor changes in weather or traffic conditions.  If this is the case, then the only way the person can improve upon this time is to change the process by finding a new route.  

Uncontrolled variation (special or assignable causes) comes from sources external to the process.  This type of variation is not normally part of the process.  It can be identified and isolated as the cause of the change in the behavior of the process.  For instance, the commuter described above would experience uncontrolled variation if a major traffic accident stopped traffic or a blizzard made traveling nearly impossible.  

6.  How do Dr. Deming’s fourteen points interact with each other?

Deming’s fourteen points describe an overall change in management and organizational philosophy.  Each of the points focuses on a weakness in companies that needs to be overcome in order to improve organizational effectiveness.  The points support overall systems improvement, the creation of non-faulty systems. 

7.  How do the steering/diagnostic arms of Dr. Juran’s program work together?

In the project-by-project implementation procedure (Table 2.2), project teams are set up to investigate and solve specific problems.  To guide the project teams, a steering committee exists.  The steering committee serves several purposes: to ensure emphasis on the company’s goals, to grant authority to diagnose and investigate problems, and to enact changes.  Dr. Juran’s project teams are encouraged to use a systematic approach to problem-solving.  Group members use a variety of investigative quality tools to clarify the symptoms and locate the true cause(s) of the problem.  When the cause is determined, finding a solution becomes a process of proposing remedies, testing them, and instituting the remedy that most effectively solves the problem.  Controlling the process once changes have been made is important to ensure that the efforts have not been wasted.  
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