
	Commanding Officer
United States Coast Guard
Integrated Support Command
	4000 Coast Guard Blvd
Portsmouth, Va. 23703-2199
Staff Symbol: c
Phone: (757)483-8590
FAX: 


                                                                                        CG ISC PORTSVA INST 5224.1B



16 August 2002
USCG INTEGRATED SUPPORT COMMAND PORTSMOUTH INSTRUCTION 5224.1B
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	Total Quality Management (TQM) organizational structure and procedures.


	Ref:
	(a)  COMDTINST 5224.8 of 26 Feb 91


1.
PURPOSE.  This instruction identifies the roles and responsibilities of all personnel for implementing TQM at the Integrated Support Command (ISC) and promulgates our VISION AND VALUES statements.

2.
ACTION.  All ISC personnel shall comply with the provisions of this Instruction.  Division Chiefs, Branch Chiefs and Supervisors shall make the contents available for review by all military and civilian personnel assigned to the ISC.
3.
DIRECTIVES AFFECTED.  INTSUPRTCOM PORTSVA INST 5224.1A is cancelled
4.
BACKGROUND. Total Quality Management (TQM) employs a philosophy and skills for managing and improving work.  The Coast Guard’s TQM philosophy and basic principles focus on improving our processes to produce and deliver high quality products and services.  It does so by promoting team efforts focusing on customers and processes, and identifying better ways of delivering products and services.

Every day our people resolve problems in their workplace.  TQM gives them the tools and the empowerment to fix the real causes of problems - and not be forced to live with “work around”.  TQM also challenges management to remove barriers that impede process improvements.
5.
DEFINITIONS.

a.
Total Quality Management (TQM).  A strategic, coordinated management system for achieving customer satisfaction that involves all managers and employees.  It uses quantitative methods to continuously improve an organization’s processes.  The foundation of TQM is participative management and total involvement.

b.
VISION Statement.  A future state for an organization determined by the leadership.  It aligns an organization so that everyone can work in the same direction.  Enclosure (1) is the VISION statement for ISC Portsmouth.

c.
VALUES Statement.  The guiding principles of an organization.  Enclosure (2) is the VALUES statement for ISC Portsmouth.
d.
Quality Management Board (QMB).  A permanent cross-functional TQM group that concentrates on strategic issues associated with the TQM process.  Members are cross-functional managers with principal joint responsibility for a range of processes.
e.
Quality Action Team (QAT).  A relatively small group brought together to address one issue.  Primary consideration for QAT membership is first hand knowledge of all, or part of the process being examined.  The members of the group know the process under consideration from the “hands on” level.  The team is not a decision making body.  The QAT works to understand a process, gather and analyze data, determine facts and recommend process improvements.
f.
Guidance Team (GT).  An optional team formed by the QMB to support the QATs activities.  The GT serves as a sounding board for ideas and suggestions generated by the QAT and helps them clearly define problems and boundaries.  When there is no specifically designated GT, the QMB acts as the GT.
g.
Natural Work Group (NWG).  The foundation for each command’s TQM is the individual and his/her natural work group.  The NWG does not require a written charter to investigate a process.  Another primary difference between a NWG and a QAT is that a QAT addresses cross-functional, multi-level issues.
h.
Process.  A group of usually sequential, logically related tasks that use organizational resources to provide a product or a service to internal or external customers.
i.
Charter.  A written tasking to the QAT that defines the scope, roles, and responsibility of the QAT.  The purpose is to provide a mutual understanding of the issue or project; to describe opportunities and constraints; to formally legitimize the initiative, and help structure expectations.  Charters are not required for a NWG.  The charter’s core elements are:
(1)  Identifies charting entity (i.e., QMB, GT, etc.)
(2)  Defines roles, scope of authority, and responsibilities.
(3)  Identifies process/problem.
(4)  Identifies anticipated deliverables and desired time requirements for completing QAT.
(5)  Identifies membership, Team Leader, and facilitator.


6.
ORgANIZATION
a.
In accordance with reference (a), a Quality Management Board (QMB) is established with the Commanding Officer as the Chair.  Voting members of the QMB shall consist of all Division Officers and Command Enlisted Advisor.  The TQM Coordinator is an ad hoc member to serve as facilitator and executive secretary.  One command TQM facilitator may sit in and observe the QMB as a not-voting member.

b.
The Executive Officer will be the TQM Coordinator.

c.
If appropriate, the QMB will normally establish a GT to guide each QAT in its analysis.  If formed, the members of the GT will include the QAT Team Leader, the member of the QMB who “owns” the process, and one or more other representatives chosen by the QMB to reflect the customers interests in the process under study.  GT members will normally be senior managers with diverse skills and resources.

d.
Each Division, except Health Services Division, shall create a Division Management Board  (DMB).  The DMB should be chaired by the Division Chief.  Members of the Division Management Board shall be designated by the Division Chief.  However, as a guideline, membership should consist of the Division Facilitator, Branch Chiefs or Shop Foremen, and senior managers of the Division.

e.
Health Services Division’s Quality Assurance Focus Group (QAFG) is already established in accordance with Commandant (G-WK) guidelines.  The QAFG will perform the same duties and responsibilities as those of a DMB.

f.
A team leader and facilitator will be assigned to each QAT.  If possible, the facilitator will be assigned from a division that is not directly involved with the process under study.

7.
RESPONSIBILITIES
a.
The QMB shall:

(1)  Provide strategic oversight to the ISC Portsmouth TQM activities.

(2)  Identify and prioritize candidate processes for improvement, with primary emphasis upon those processes which are most important to our customers.

(3)  Establish QATs, appoint members to them, and assign action as appropriate.  

(4)  Review Commandant and MLCLANT strategic goals and objectives and align the ISC VISION and VALUES statements accordingly.  This will allow the QMB to focus on the proper issues when prioritizing and assigning QATs.

(5)  Act upon recommended changes and improvement opportunities, issues referred from lower or other boards, suggestions from employees, etc.

(6)  Establish GTs as required and appoint members as appropriate to facilitate QAT’s work.

(7)  Perform the duties of a GT if one is not assigned.

b.
The TQM Coordinator shall:

(1)  Act as an executive secretary and facilitator to the QMB.

(2)  Prepare charters for QATs for Commanding Officer’s signature as directed by QMB.

(3)  Meet with division facilitators at least quarterly.

(4)  Act as the liaison to MLC, District, and other units to track present and past QAT efforts inside and outside of the ISC.

(5)  Coordinate in-house training of all-hands and coordinate external training requests as needed for facilitators, Division Officers, etc.

(6)  Serve as an advisor and coordinate efforts of QMBs, GTs, QATs, and facilitators.

(7)  Periodically sit in on QATs as an observer.

(8)  Assist facilitators and team leaders to obtain any supplies needed by the QATs.

(9)  Maintain a file of “Quality Improvement Proposal” forms and ensure a copy of the completed form is provided to the originator.

c.
Guidance Teams shall:

(1)  Assure needed resources are made available to the QATs.

(2)  Ensure that the team is rewarded and recognized for their efforts.

(3)  Strive to remove barriers which keep the team from succeeding.

(4)  Provide team leader support required for the success of the team.

(5)  Follow-up as required to ensure action/solutions are implemented as directed by the QMB.

d.
Division Officers shall:

(1)  Appoint members to the DMB and hold periodic meetings as appropriate.

(2)  Ensure all Division members receive TQM Awareness and other required training as needed.

(3)  Direct and orchestrate NWGs within their cognizance and enact recommendations as appropriate.

(4)  Review any submitted “Quality Improvement Proposals” or “Idea Expresses” Items originating from their division. Implement as appropriate, forward to DMB for evaluation, or present at QMB for further consideration.

(5)  Forward the “Quality Improvement Proposal” form to the TQM Coordinator for review and filing if action is already directed/implemented.

(6)  Implement recommendation/improvements for processes within their cognizance as directed by the QMB. After implementing, determine benefits and improvements realized and advise QMB of results.

e.
Division TQM facilitators shall:

(1)  Conduct TQM Awareness training for their divisions.

(2)  Act as a coach/consultant to the Division Management Board (DMB)/Quality Assurance Focus Group (QAFG), QAT, QAT Leader, or Division Officer.

(3)  Provide, when necessary, Just-In-Time (JIT) training to QAT members on TQM process and tools.

(4)  Focus on process while the QAT leaders focus team efforts on the content.

(5)  Work with Team Leaders in developing the pre- and post meeting agendas.

(6)  Not be an active QAT member;  does not vote or perform QAT activities.

(7) Provide feedback to QATs and Team Leader to enable team growth.

f.
Division Management Board (DMB) or Quality Assurance Focus Group (QAFG) shall:

(1)  Identify and review internal and external processes of the division.

(2)  Initiate NWGs to improve internal processes as appropriate.

(3)  Refer process improvements that are multi-functional or external to the Division to the QMB for consideration.

(4)  Review “Quality Improvement Proposals” or “Idea Express” submissions and direct appropriate action.

g.
QAT Team Leader shall:

(1)  Manage the QAT by conducting meetings, handling or assigning administrative details, orchestrating all team activities, and overseeing preparation of reports and presentations.

(2)  Consult with QAT facilitator for TQM methods, practices, and principles as necessary.

(3)  Create and maintain the environment that will enable the team to achieve its objective.

(4)  Establish and maintain QAT schedule and progress chart.

(5)  Provide minutes of the meeting to the TQM Coordinator and to the GT if one is established.

(6)  Be responsible for the success of the team.

h.
The QAT Team Leader and facilitator shall jointly:

(1)  Champion the process.

(2)  Focus the energy of the team on the common task.

(3)  Encourage all team members to identify and solve problems, share relevant information, and participate in discussions.

(4)  Help enforce ground rules and operating procedures.

(5)  Review training received by team members and ensure all members have received awareness training and any other Just-in-Time training required.

i.
QAT members shall:

(1)  Show involvement via full participation in team activities.

(2)  Share a sense of purpose and be cooperative.

(3)  Attend and be prepared for all meetings.

(4)  Respect fellow team members by listening and responding appropriately.

(5) Bring four important items to each meeting - commitment, cooperation, communication, and contribution.

j.
Every employee shall:

(1)  Be pro-active in identifying problems to their supervisors or coworkers, either during NWG or other meetings or by using enclosure (3)

(2)  Participate in QATs when invited.



//S//



R. G. GIBSON
	Encl:
	
(1) Vision Statement


(2) Values Statement


(3) Quality Improvement Proposal Form


	Copy:
	Schedule I (ISC)


ISC PORTSMOUTH’S

VISION STATEMENT AND

STRATEGIC MANAGEMENT SYSTEM


MISSION
We serve and support the Coast Guard and its people,

helping them to excel in the performance of their duties.


VISION
We are committed to excellence in support,

satisfying today’s needs and meeting tomorrow’s

challenges.


GOALS
Provide Great Customer Service.

Always Look for a Better Way.

Invest in the ISC and its Team.

Use Resources Wisely.


ISC PORTSMOUTH’S

VALUE STATEMENT AND GUIDELINES
We focus on serving our customers.

Am I satisfying my customers’ needs?

We strive for excellence in everything we undertake.

Am I doing the best I can?

We exercise stewardship of America’s trust.

Is this how I want to spend my tax dollars?

We are creative and innovative

Is there a better way?

We explore possibilities, anticipate new needs and build our future.

What will my customers need next?

We are active members of our community.

Am I a good neighbor?

We stretch ourselves by growing and learning.

Am I continually exploring?

We protect our environment.

Is this good for the earth?

We grow our future master craftsmen and leaders.

Am I teaching those who will follow me?

We are a championship team.

Do I help others excel and seek others’ help?

We are passionate about our contributions to the Coast Guard.

Does my work make a difference?

We embrace the Coast Guard’s core values: honor, respect and

devotion to duty.

Do I live by these core value
QUALITY IMPROVEMENT PROPOSAL

Use this form to identify and report Problems or opportunities for quality improvement in services, processes, safety, and work environment

PROBLEM RESOLUTION OR PROCESS IMPROVEMENT WILL:


Save Labor


Save $$$



Improve Product


Save Material


Improve Reliability


Improve Service

Save Energy


Simplify Procedures


Other

ORIGINATOR

NAME:



RANK/RATE:



DIV:




SHOP:



PHONE:



DATE:




BRIEF DESCRIPTION OF PROCESS/PROBLEM:

CAUSE OF PROBLEM (IF KNOWN) (USE ADDITIONAL SHEETS AS NECESSARY)

POSSIBLE SOLUTION (IF KNOWN) (USE ADDITIONAL SHEETS AS NECESSARY)

SUPERVISOR  NAME:


DATE: RCVD


FWDED


ACTION TAKEN:


`CONCUR AND WILL IMPLEMENT RECOMMENDED SOLUTION.


 SOLUTION MAY HAVE MERIT, BUT RECOMMEND FURTHER STUDY OR 


AUTHORITY TO IMPLEMENT.


NOT ADOPTED/RECOMMENDED FOR FOLLOWING REASON:

DIVISION OFFICER NAME:


DATE: RCVD




FWDED


ACTION TAKEN:


` IMPLEMENTED (NO FURTHER STUDY REQUIRED).


 DMB DIRECTED STUDY & RESULTING RECOMMENDATIONS IMPLEMENTED 


 SOLUTION MAY HAVE MERIT, FORWARDED TO QMB FOR FURTHER STUDY 
             OR BEYOND MY AUTHORITY TO IMPLEMENT


 NOT ADOPTED/RECOMMENDED FOR FOLLOWING REASON:

QMB/TQM COORDINATOR ACTION  DATE: RCVD




` PENDING ASSIGNMENT OF QAT.


  FORWARDED TO 



FOR APPROPRIATE REVIEW/ACTION.


 NO ACTION REQUIRED. FORWARDED TO TQM COORDINATOR FOR FILING.
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