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BACKGROUND
TQM began in Iowa State government in 1991 as an Executive Branch initiative. In April
1991, the Iowa Quality Coalition, a resource organization made up of representatives of
business, education, labor, and government, began a series of executive awareness training
sessions on quality improvement. In June 1991, the first Quality Improvement Coordinator
for State Government was appointed, and later that summer, quality management in the
public sector was included in the Governor's Planning and Policy Conference. The concept
was endorsed in 1992 by the General Assembly in House File 2454, the Government
Efficiency Bill.
Some major characteristics of TQM are:
•

Constant improvement in which employees continually examine the work
processes and implement small system improvements over time.

•

Small incremental improvements are to lead to overall quality improvement.

•

Improvement efforts focus on improving systems rather than making
individuals responsible for poor results.

•

Problem solving based on statistical data and facts, rather than intuition and
feeling.
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•

Emphasis on the customer and meeting customer needs. There are external
customers who are program clients and other members of the public, and there are
internal customers, the people within government agencies who rely on their coworkers to do their jobs.

•

Employees work cooperatively in teams, examining their own workflow, and
determining the improvements to be made.

In Iowa, TQM is being implemented as a change in the organizational culture of State government.
Cultural change is often a slow process involving changes in the way participants' understand their
organizations and in the way they relate to other people within the organization. The TQM training,
skills, and perspective are being disseminated throughout State government.
•

TQM pilot projects. Five initial intradepartmental pilot projects began in May 1992. A
TQM consultant trained the project team members and facilitated the project
implementation. Many of these team members became facilitators and trained new staff
doing "echo" projects. Later, interdepartmental projects working on cross departmental
processes were implemented. TQM is being disseminated by an evolutionary process.
New participants are taught the tools, skills, and philosophy of TQM and then teach
others.

•

Quality Support Team. The Quality Support Team is a steering team made up of 6
individuals from different State agencies. Their purpose is to assist departments in
implementing TQM by identifying barriers and working to align organizational systems to
be consistent with the TQM perspective.

•

Quality Coordinators. Each department has appointed a person to coordinate the
agency's TQM efforts. Quality Coordinators meet monthly to share ideas, exchange
information, break down barriers between departments, and to provide feedback on the
TQM efforts.

•

IDOP Training Courses. IDOP has developed 12 TQM courses to train agency staff in
customer satisfaction, team design and management, supervisory roles, change
management, data collection and analytical tools, and related topics. (Copies of the
TQM Course Catalog are available upon request.)

•

Quality Forums. Monthly seminars feature presenters from public and private sector
organizations who share their experiences and lessons learned about TQM. The
seminars are available to all state employees and average 100 participants monthly.

•

Lunch and Learn Sessions. Individual departments sponsor lunch hour meetings to
watch video tapes on TQM and to share experiences.

•

QuIP (Quality Improvement Press). QuIP is a monthly newsletter by State employees
that features articles about various TQM topics and pilot projects.

•

Departmental Reorganization. As departments have reorganized to flatten
organizational structures and increase the span of control as required by HF 2454, they
have been encouraged to make changes in orientation, remove the systemic barriers,
and align the organizational structures to support TQM.
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CURRENT SITUATION
To date, 20 of the 35 State departments, boards, and commissions have participated in TQM pilot
projects. Ninety-four projects have been implemented, and 60 project facilitators have been
trained. Attachment A provides a listing of the implemented projects.
The Department of Management points to the number of process improvement projects, the
departmental participation, enrollment in training, and the attendance at the Quality Forums as
indicators that TQM is spreading throughout State government. However, a variety of problems
have been identified. Some of the problems include:
•

Manageable projects. Identifying projects of manageable size can be difficult. Projects
that focus on policies or entire systems, rather than a single process, are too complex
and tend to fail. A handbook on how to select a process improvement project is being
developed for use by departments and project teams.

•

Acceptance by groups with a vested interest in the current system.
•

The role of middle managers under TQM changes from the traditional hierarchical
supervisor to that of a coach or facilitator. The change can be difficult to make and may
produce resistance by middle managers. Also with organizational flattening and the
empowering of front-line workers that often accompanies TQM, fewer middle managers
will be needed. New training sessions are becoming available to assist middle managers
in the transition.

•

Labor unions have traditionally resisted TQM. A union role is to bargain over workload
and fix job requirements. The TQM process introduces flexibility and expects the
employee to change work patterns with shifting customer needs. Involving labor unions
will mean shifting from a conflict between labor and management approach to a
cooperative approach.

•

Measurement defines the work outcomes. Employees work to produce the outcomes
that are measured. For example, if the number of client contacts is what is measured,
then employees will have the required number of contacts, regardless of the quality of
the contact. If client satisfaction is measured, employees will attempt to please the
clients. Proper measurement focuses staff time and resources on desired outcomes.

•

Measurement can be costly. Collecting and analyzing data requires training, time, and
sometimes special equipment. Finding staff time and resources can be difficult.

•

Some see TQM as a management fad. Changing an organizational culture involves
changing perceptions and attitudes of the people who participate in the organization. To
the extent that individuals see TQM as a fad, they will not "buy into" the process, thus
creating a barrier to TQM's implementation. There is no information at this point as to
how widespread this perspective is.

ALTERNATIVES
The DOM has indicated that there are no plans for significant modifications to the process for
implementing TQM. The DOM has indicated that there is a need for greater involvement with the
Legislature to keep legislators informed of the progress and to solicit their support. DOM also will
be working to gain labor union involvement and support.
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BUDGET IMPACT
No systemwide evaluation of TQM has been made, and there is no evaluation planned to
determine whether the benefits of TQM outweigh the costs. The TQM implementation is
proceeding under the assumption that the investments in training, staff time, materials, and
equipment will pay off in the long term. The TQM supporters point to specific instances of savings
but do not estimate the costs of developing the improvement. For example, the Department of
Employment Services changed its mailing procedures so that one package of materials is sent to
employers one time each year. The package contains one set of instructions and 4 quarterly
reporting forms. Previously, a set of instructions and a form was sent each quarter. The change in
mailing procedure saved an estimated $53,000 in postage annually, but there is no estimate for the
costs of developing the improvement.
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