To guess is cheap. To guess

wrongly is expensive.

Old Chinese proverb

Doing the right thing right

inventing government, customer per-
formance and assessment, business process re-engineer-
ing (BPR) and total quality management (TQM) are all
terms that represent initiatives being used to iinprove
quality.

In reviewing dezens of definitions for quality, I have
found that all of the definitions have one thing i1 com-
mon and that is: “doing the right thing right.” Striving to
do things right represents efficiency. Doing the riglit thing
represents effectiveness.

Efficiency and effectiveness are interdependent — you
need both — but can be mutually exclusive. You can be
efficient without being effective and vice versa. :‘or ex-
ample, one of the long standing problems within the Dlefense
Department is the challenge of matching disburs :ments
with obligations. Efficiency is striving to disburs: mon-
ies within the guidelines prescribed by laws, polic es and
regulations. Effectiveness would be ensuring that all re-
quirements, such as matching disbursements wit1 obli-
gations, are met. Quality, in this example, would be m itching
disbursements with obligations while meeting ali statu-
tory and regulatory requirements with the fewest res ources
possible.

Dr. W. Edwards Deming, an American expe t who

12 DFAS/December 1995

taught quality theory to the Japanese, summarized the
relationship between efficiency and effectiveness, say-
ing: “Willing workers doing their best won’t do it. You
have to know what to do then do your best.”

Peter Drucker and Warren Bennis, management ex-
perts, linked the relationship of efficiency and effective-
ness to management and leadership respectively. They
said that: “Management is doing things right; leadership
is doing the right things.”

The “right thing” is determined by the customer who
defines the requirement. American citizens are the pri-
mary customers of government and expect all services to
be delivered efficiently and effectively.

Continuous improvement

Improvement is bringing about a more valuable or de-
sirable condition. It is achieved by fixing something in
one area without making it worse in another.

Continuous means never ending or without a break.
Improvement has to be continuous because quality either
gets better or it gets worse. For example, if it takes the
same amount of labor and materials to produce a similar
level of service year in and year out, the costs of labor
and materials needed rise continually — costs that are
passed on to the customer. Consequently, an organization
is either getting better by providing the same service at
less cost, or it is getting worse because of rising costs that
have to be passed on to the customer. The goal for many
organizations is to deliver higher quality at less cost.




Continuous improvement is achieved by reduci 1g varia-
tion. To develop an understanding and appreci ition for
variation, it is important to be aware of the inter ‘elation-
ship” between facts, problems and variations.

Fact, problem, variation?

A fact is an observation of a situation, for ¢ xample,
the fact that DoD has many automated financial nforma-
tion systems that service similar functions. Ore of the
agency’s goals is to implement standard DoD- vide ad-
ministrative and financial processing systems.

Problems represent the perceived difference between
a desired condition (want) and an actual conditicn or fact
(got). Problems represent choices, and choices ‘7ary and
are optional. For example, before DFAS, the actual situ-
ation was that each branch of the service was ressonsible
for developing and maintaining its own unique finance
and accounting systems. There was no requiren ent (de-
sire) to change.

The desired condition for DoD is to standarclize sys-
tems across the services. In the area of civilian pay, for
example, more than one half of the Defense Department’s
civilian employees are now served by a stancard pay
system. The desired condition is for 100 percert, which
implies that there is still a problem.

Variation is a law of nature that states that ¢ veryone
and everything is one of a kind, and that notting will
ever be perfect. Variation is the difference betwi:en what
the ideal would be in a perfect world and the actual. An
ideal and a desired outcome are not necessarily t1e same.
For example, in an ideal or perfect world, we would not
need government, DoD or DFAS. A desired cor dition is
represented by the following DFAS vision:

We are committed to provide our customers with
real-time, quality financial management inf>rma-
tion accounting, and payment services at a fr.action
of current cost.

Many people choose to accept that once a des red con-
dition is achieved, there is no longer a problem. This
situation is commonly referred to as the status q10. Once
the DFAS vision is achieved (real-time services are pro-
vided at a fraction of current costs), DFAS can choose to
continue to improve quality by developing a new vision
(desired outcome) because improvement require; a prob-
lem, a problem represents a variation, and co itinually
reducing variation is the only way to improve juality.

Since nothing will ever be perfect, variation is a fac-
tual difference between the ideal and the actual. It is this
difference that makes continuous improvement possible
but also introduces a paradox — striving for sc mething
(perfection) that you will never achieve. It is tiis para-
dox that creates a demand for leaders who ca: inspire
People to continually work toward the ideal.

Given that variation is a fact, a problem represents an
Unacceptable degree of variation, and a solved problem

represents an acceptable degree of variation. The degree
of acceptability also represents a choice.

Technology and continuous improvement in all aspects
of financial operations may eliminate the need for DFAS
— as we know it today — by the end of the 21st century.

In the 1920s, Dr. Walter Shewhart of Bell Telephone
Laboratories developed a revolutionary approach for iden-
tifying, controlling and predicting variation (quality) in
any product or service. Shewhart’s techniques were con-
sidered so important for improving the quality of war
materials produced during World War II, that they were
classified “top secret.” After the war, the techniques were
abandoned by American manufacturers, declassified and
exported to Japan.

Shewhart’s methods are referred to as statistical qual-
ity control (SQC). “Statistical” can include measures based
on customer surveys or on more objective information.
“Quality” (doing the right thing right) is determined by
the customer. “Control” is important because it aids pre-
diction and if something can be predicted, it can usually
be improved.

SQC is not just a “business thing;” it can be applied to
improve quality in any aspect of life. (for in-depth in-
formation on SQC, see Page 10) For example, while
serving as an Army reserve officer assigned to an infan-
try training unit, my reserve company used SQC to im-
prove our skills in teaching basic rifle marksmanship
(BRM) to 100 initial entry soldiers. In comparison to
full-time (active component) companies, our unit BRM
results placed us in the top 5 percent. My 12-year-old
sonused SQC to improve his basketball free throw shooting
percentage from 40 to 70 percent. SQC methods were
used to design a data quality assurance procedure for
DFAS that could support a goal of reducing software
cycle management costs by 5 percent a year.

Approaching quality

The challenges facing DoD and DFAS are unprecedented.
The American people continually demand higher quality
at less cost. Initiatives such as reinventing government,
improving customer service, BPR and TQM represent
approaches for improving quality. Although the relative
strengths, weaknesses and scope of these approaches can
be debated, hopefully, everyone can agree that quality is
the common ground and continually reducing variation
is the key to quality.

by Timothy J. Clark

Indianapolis Center Data Administrator

Editor’s Note: Clark teaches quality improvement courses
at Indiana University and at lvy Tech State College. He is a
member of the American Society for Quality Control (ASQC)
and is ASQC certified quality auditor.

DFAS/December 1995 13




