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TITLE: The Air National Guard, Culture and Quality.
AUTHOR: Edward F. Farwell. Jr.. Licutenant Colonel. Me ANG

The Air National Guard is implementing Quality Guard by adopting the principles
of Total Qualitv Management. The purpose of this paper is to explore the signiticance ot
organizational culture to the implementation of Quality Guard. The study traces the
development of the Total Quality movement, explores various aspects of the concept of
organizational culture and the impediments to introducing change to the unique
organization that is the Air National Guard.

Secondly, the paper sketches the history and culture of the Air National Guard and

discusses their implications for the implementation of Quality Guard.
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CHAPTER ]

In the fourth decade since World War I two competing svstems have tallen mnto dechne.
The centrally managed economy of the United Soviet Socialist Republics failed 10 provide an
acceptable standard of iving for its citizens and the Amencan system of productnany has been
outpaced by competitors in a country which lav largely in ruins in 1945, While the people i the
tormer Soviet Union are expenimenting with ideas foreign to generations incuicated with Marasm.
American managers are seeking rencwal m a system that is credited with the resurgence of its
former enemy. Japan. That system had s beginnmes m methods used at Rell aboratones dunng
World War IL, but was neither adopted nor advanced by Amencan managers alier the war.

The United States emerged trom World War [I unchalienged both mihtaniy and in
manufacturing capacity. Given expanded domestic markets, no international competiion and
worldwide reconstruction. Amernican managers wroueht maximum advantage from the nation's
cconomic preeminence. Abundant nawral resources, ample working capital, and an educaied
work force were hamessed to meet the apparently unhmited demand for manutactured goods.
American managers could hardly lose. They emphasized mass production and mass distribution,
quality and customer service could wait in a world full of eager buvers. Whole industnes
succeeded in a seller's market t0o strong 10 peralize wasielul pracuces and poor quabity.  [lving
emerged victonous from two world wars, and having detined and achieved economuc leadership
through management practices developed at the tumn of the centuny. U.S. managers behaved as
though success ir both war and busmness was an Am~ncan birthnght. " Success in business in
North Amenca was confused with the ability to manage.” (1.x:)  Success made it ¢asy lor
Amencan corporate leaders to beheve that they were mherenth smarter. taster. and better m all
facets of business, good times were nustaken for good management.  Growing revendes made tic
replacement of poorly made goods. ahenated emplovees. and dissanstied customers attordable and
expedicnt. As T.J. Rodgers notes:



The sceds of business failure are sewn in good times. not bad. dunng tmes of
prosperity danger lurks everyivhere. Growth masks waste, extravagance, and
mefficiency. The moment growth slows. the accumuiated sms of the pasi are rescaied
all the way 1o the bottom line. (2.91)

The Amencan cconomy and botlom ines Buciuated. Pui conimused 1o grow anim e severe
recession of the carly 1980°s  Adding 1o the shock was the emergence of infernational Competiton
who had spurned the prmaples and pracices of TS manulaciurers e most poweriul
challenge 10 AmeriZa’s dominance came from the Tapan  Tapancse companics weore giving the
world products that were mgher n quabiiy and lower i pnce than those made m Amenca Wan
only 0.3 percent of the world's land and 2.7 percent of its population. Japan's Cross Nationa!
Produ « exceeded |1 pervent ol the word's iotal outpant ¢4 gouds and services  lapancse
companies were providing higher quality products at cubstantzally lower prices TS Companics
were mired m complacency.  Wiie growih raies m japan accelerated. i accumtaicd sms of |
S. companies became apparent as reversals in both domestic and overseas markets forced Ty offs
mihe US.

Japan's economic resurgence grew out of the devastation wrought by World War Two
Saddied with the heavy costs of the war cllon. weah demand. lack of nanmal resouwrces amd a
reputation for shoddy products, the Japancse undersiood that they could neither reireat into
Cconomic isoiationism nor play v America's rules in (he mlcmational markeipiace. v W
FEdwards Deming, an American statistician who was imvited to Tapan in 1940 is gencralh credited
with sciting the Japancse on the course 10 reconen nrougn becommg a workd icader i gquahin
products. Tle gave a series of lectures on statistical process control technigues that he had used at
Bell 1 abovatones dunng ihe war Demimg disalicd s expenences mito the “Fourieen Fomis ana
“Seven Deadly Discases™ that have become known throughout the world  Another Amencan.
Joseph M. Juran worked m Japan m the 1 950's and focussed on mecimg customer needs io
generate profits while climinating deficiencies to reduce costs. Mamy others. such as Croshy in the
U.S. and Taguchi and ishhawa m Japan. contnbuied 10 ihe developmeni ol the pinkosopiues
principles, and practices known today as Tota! Quality \anagement
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KEY CONCEPTS
The Department of Defense defines  [otal Quairty \lanagement as:

...both a philosophy and a set of guiding principles that represent the loundation of a

human resources 1o mprove matenal and senvices supplied o an orgamzation. all the

processes within an orgamzation. and the degree to which the needs of the customer

are met now and i the future. (3)
Total Quality = a svstemanc approach tor provadmg both an mmpetus tor change and 2 means of
managng change. It combmnes human . matenal and inancial rescurces tuough stiaicge planung
10 mcrease productny. product guran . and customer senxce wheie reducme costs it demands
that key processes be identificd and held m control so hat decasons caa be based om lacks. [owl
Oualiny holds a« 2 basic 1ot that the customer's percepion of valee recened & the measure of
merit for svervilung an sganuzation Joes. Indeed. the reason an crgamizalion usts b W salshy s
customers: excelience tlows from anticipetmye and o~ coed ng these cxpectatons  {f Customers are
o remam well served. the cors processes of the crgamazation mast be contnualh muproved. s
management responssiiih 10 130H3MC TARrOVTMICRS My _reatme an s aronme T N here cmsoy oo
arc encouraged and rewarded tor anal. ang processes and malung Jhanges (b coneept ol
management as facinator i« not new . but the cmphases on Ivohme produchon cmpiovees mn
opetational changss s new.

Mamy [otal COuaity concepts are nof revolutonan et the nlacement of cmphasis on
cusiomer needs and the svnthess of such managament techaigues as reducing levels of hustarch.
mohmng workers m doomon making APPRMe sophishicated stansncal techmgues. and usme teams
10 Inprove processes combmne 10 form 2 new approach The combmation of “hard ~ wohiugues
that requere data drmven decraons with “soft” techmguees o transtorm management and W orkers
mic 2 hagh performance icam becomes revolutionan when unilicd mio o coherent sirategy



UNIFYING PRINCIPLES
Despite the proliferation of Total Quality "masters” each of whom has that
contributed techniques, viewpoints and principles. Ronald Fortuna notes that " A
surprisingly cohesive sct of principles emerges:”
- Customer first orientation.
- Top management icadership of the quality improvement process.
- Focus on continuous improvement.
= Respect for employees and their knowledge: employees are actively
; involved in the improvement process.
- Reduction of product and process vanation.
i - Provision of ongoing education and training of employees.
F’ - F: ailiarity with a statistical way of thinking and the use of statistical
! methods throughout the organization.
- Emphasis on prevention rather than detection.
- View of vendors as long-term partners.
- Performance measures that are consistent with the goals of the
organization.
- Standardization-the development of and adherence to the best known ways
to pe:‘orm a given task.
- Emphasis of product and service quality in design.
- Cooperation and involvement of all functions within an organization.
- Awareness of the needs of internal customers.
- Substantial cultural change. (3.11)
Acceptance of these principles has been sweeping the nation's private and public mstitutions for a
decade and the military establishment is no exception.
The United States Air Force and its reserve components have recognized that they must
make profound changes in how they provide for the nation's sccurity in a world where the pace of

3



change is acceleraiing. Futurist Aivin Toifler asserts that the worid is at a "hunge of history™ when
"What is emerging is a radical new economic system running at far faster speeds than any in
history.” (4.28) The end of the Cold War and the conduct of the Gulf War are signs that the
world's security systems and military svstems are at hinges as well. A constancy of purpose must
be sustained amidst the turmoil of change if U.S. military is to maintain its competitive edge. To
provide this quantity, the U. S. Air Force has instituted Quality Air Force and the Awr National
Guard is implementing Quality Guard. Much of Total Quality Management is congruent with
American military lcadership principles and many of its tools are tamiliar, but its imp’ementation
requires a re-cxamination of the assumptions about the purposes, structures and practices that
constitute the culture of our services.
ORGANIZATIONAL CULTURE

To the degree that organizations are comprised of groups who share certain purposes,
values, assumptions, and ways of doing things, thev are cultures. Kamr and Littinan's rescarch
reveals corporate cultures to be one tenth visible and nine tenths mvisible. Organization charts,
regulations, and published policies are overt components of a culture, but it is the "values, habits,
ways of thinking, and unofficial operating principles that, combined with (and sometimes
contradicting) the official vicw" that constitute the unseen core of an organization's culture. (5.182)
A culture’s assumptions are implicit, understood without being articulated, even though they may
be handed from one member to another through stories of events both significant and trivial. They
arise out of shared experience and define not ont’ the purpose of the organization, but what is
valued and attainable, or forbidden. Culture meets its members’ needs for meaning and helps
define success by helping to answer Crowl's first question: "What 1s it about?" (6.212) Cuiture
expresses the "personality” of the organization and provides the unifving force which guides its
members' individual and group behavior. That force holds tremendous power to promote or
thwart the adoption of behavioral changes that are essential to success. Failure to align the
organization's culture with icadership’s vision when beginning the Quality journey often manifests
itself in "hitting the wall” of discouragement and disillusionment eighteen months to two years after
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a promising start. Companies then find that they must stop, re-examine, and redefine themselves
before the journev can be resumed. The values and expectations of people in the vanious
subcultures within the company must be accounted for and harmonized to produce the unity of
cffort needed to break through the wall.
ORGANIZATIONAL STRUCTURE AND CULTURE

An organization's structure and its cuiture are inextricably intertwined. Structure intluences
behavior by determining formal communications channels and how groups within the organization
relate to one another. It forms the framework on which the planning, budget:ng, production. and
reward systems are supported. Twenticth centwry corporate, Government, and military
organizations have their roots in the Industrial Revolution. They feature specialization of
functions, standardization of procedures, and a vertical chain uf authority. Being hicrarchical
bureaucracies, they promote the development of expertise within specitied boundaries with little
¢ros functional communication. The myriad rules necessary to coordinate and control the various
functions tend to evolve into a mass possessing considerable inertia. Inertia promotes a
comfortable stability and the pursuit of stability may become a value within a culture. The
redistribution of power, cross functional teamwork. and bias for change characteristic of the Total
Quality culture conflict with the desire for stability inherent in bureaucracies.

ASSESSING RESISTANCE TO CHANGE
Leaders must address organizational culture before and throughout the change process if

success is to be achieved. To help in assessing resistance to change, Rino Patti has identified four
variables:

(1) the nature and type of the proposed change, (2) the style and value orientation

of the decision maker, (3) the administrative distance between the decision maker

and the person who proposes the change, and (4) the "sunk costs”. or the

mvestments, financial or psychological, that the organization or managers have

made in the svstem that the change agent intends to alter. (7.73)



Nature and Type of the Proposed Change

Patti notes that in assessing the nature and tvpe of change, both the scope and depth must
be considered. Will the change affect the full spectrum of the organization or just selected units?
Will the new regime bring simple changes to operating procedures, aftect programs and policies or
alter fundamental objectives? Implementing Total Quality involves profound changes at all three
levels: it requires a transformation.  The second of Deming's points, " Acopt the New Philosophv”,
requires: "a transformation of management. Structures have been put in place that will have to be
dismantied....We will have to undergo total demolition of American stvie of management..."(1.59)
Japanese experience is expressed by Hajime Karatsu: "Quality problems arise from the nature of
the company as a whole...the entire compan. must strive for quality.” (8.9%) The CEO ot a
successful Amenican corporation. Xerox. illustrates the depth of change required:

I became personally cominced that in order to enlist the support o! our entire

organization in quality improvement, we had to radically change our entire

corporate culture-cvervthing from the way we manage and work, the way we

reward people. owi communications...a coiaplete revolution. (8.94)

Given the breadth and depth of change imvolved in adopting Total Quality, a high degree of
resistance can be anticipated and it can be expected to persist. To counter resistance, the first
requirement is lcadership imbued with a clear vision that is clearly communicated to all parts of the
organization. The vision must represent "an achievable, challenging and worthwhile long range
target toward which people can direct their energies.” (10.18) Training and education will help
people to apply the vision to there organizational lives and give them the tools with which to
succeed. Starting with small pilot projects and apphing the new techniques can help people solve
problems and pave the way for more profound change.

Style and Value Orientation of the Decision \Maker

Decision makers will determine the prionitics and emphasis given to deploying Total
Quality. The level of commitment will uitimately determine the level of acceptance of change.
Leaders in government may have less latitude than those in private enterprise, but they must be
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seen to working to change the hierarchy above them to better support those carnving out changes
below.
Administrative Distance

Each layer of administration within a bureaucracy presents an opportunity tor a good 1dea
to be modified, diluted or ignored. The number of levels between the originator of a proposal and
the person with approval authority increases the likelihcod that the idea will not arrive intact. In
hierarchical organizations, conflicting ideas may arise in departments which seldom coordinate.
generating resistance. Even in the absence of contlict. the very process ot passing information
from level to level generates friction that impedes change. The readiness to act on Deming's
imperative to dismantle structures is likelv to be slow in evoling. A strategy of instituting changes
that do not require higher approval can be emploved to make small, but significant improvements.
Sunk Costs

The threat to render valueless the time, money and personal stature that peopie have
invested in current wavs of doing business can stop change dead in its tracks. The concepts the
organization holds about its purpose and identity may need to be examined. Ensuring that the
vision is shared and that objectives are clear while inviting participation in the necessarv changes

will ameliorate resistance springing from sunk costs.




CHAPTER I

The preceding sections are intended to grve the reader an understanding of the
development and fundamental concepts of Total Quality Management and to engender an
appreciation for the role that organizational culture plays in implementing change. The subsequent
sections will address the introduction of Total Quality into the unique culture that 1s the Air
National Guard.

QUALITY GUARD

Introducing Total Quality into militarv cultures, steeped as they are in traditions that relate
to life and death. presents special challenges. Introducing it into a militia, which is closely
associated with the professional military culture, but retains an identification with the citizenry,
presents compound challenges. The .Air National Guard is neither a strictly professional military
torce nor a classical militia. although it embodies characteristics ot each. Its culture arose trom
traditions and experiences shared with, vet separate trom. the United States Air Force and must be
reckoned with it Quality Guard 1s to tlourish.

HISTORICAL SYNOPSIS

Massachusetts militiamen sowed the seeds of a unique mulitary culture and new nation at
Lexington and Concord in April of 1775, Today's National Guard is an expression of the long-
held American notion that the nation should look to the citizen soldier tor its detense: that large
standing armies pose a threat to the very liberties thev are formed to protect. s a result. the
relative balance between the active forces and the militia has varied with the national secuntv
environment and the willingness of the public to support large standing forces. The post World
War II establishment of the Air Force as a separate senice and the Air National Guard as a resenve
component combined the docirines of airpower with ihe traditions of the Minutemen. The
political struggles over the independence of the Air Force and the status and control of the Air

National Guard reverberate today. The Air National Guard. intended to be the primary source of
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combat ready units, retained its role as a state milita responsibie to the governors during
peacetime. First comprised of eightv tour thving and four hundred thirtv support units the Guard
was a force of fifty-eight thousand. Almost all combat experienced veterans were citizen soldiers.
‘The thread of mutual suspicion which exists between the protessional militarv and the militia colors
the issues of control. funding, and readiness and is woven into the fabric that has tied the two
together across the vears. The professional torce values its warrior status and the traditions of
unlimited personal liability, obedience to command, insuiation from its civiitan leaders, and
dedication to service and countrv. The Guard. while not rejecting the militarv ethic. tends to
emphasize its willingness to "get the job done” in time of war. has the militia's distrust of power. is
slightly irreverent toward the symbols ot the militarv and prefers to engage its political leaders. It
tends to reflect the citizen's concern for the individual and expects to be more of a pariner. as
opposed to being temporarv help in anv venture. What has in the past been interpreted as a
reluctance to serve may more accurately be interpreted as a reflection of the citizenry's concern
that the nation’s course was unwise or that its objectives were unclear.

The Air National Guard, supported by its core of full-time staff, conducts daily training,
participates in exercises. deplovments and operational missions while maintaining readiness levels
well above those expected of a traditional militia. It is proud of its people and of its ability to
accomplish large tasks with small numbers Its first-line aircraft. maintained well above standard
are regularly proven both in competition and in war. The National Guard is proud of having "been
there" in all of America's wars since the Revolution and more recently in Norea. the Berlin Crisis.
Viet Nam and the Gult War. To be sure there have been problems and progress has sometimes
been uneven. but since the inception of the Total Force Policy in 1970. the Air Guard has become
the capable force upon which the active service relied 1n the Persian Guif.

Paraphrased here is a studyv by Charles Gross ot the Air National Guard's role in the
Persian Gulf crisis. In it he concludes that the A Guard validated uts approach 1o the total force

policv in several wavs:
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The Air Guard was trained. equipped and ready to periorm its mission when calied

upon.

The Air Guard did not wait to be called. it volunteered in large numbers and

aggressively sought a role in the contlict.

The Air Guard participation was overwhelmingly in the area of support missions.

most not invohing flving, although the airlitt and aenial refueling contribution was

£normous.
By custom tailoring its response to provide individual volunteers. tailored groups ot
volunteers or mobilized Guardsmen instead of insisting on whole unit mobilization, the
Guard redefined itself in terms of its accessibility in the post cold war world. (14)

The Air National Guard adds this new definition to its distinct set of assumptions
about its purpose. historv. identity and what it means to be a Guardsman. This culture
presents unique challenges for the implementation of Total Quality. The first challenge is
for the Guard to re-acquaint itself with its heritage. The veterans ot World War I have
taken their knowledge of the Guard into retirement while the expansion of Total Force and
mobility commitments has consumed the time and energies ot todavs guardsmen. Little
time has been available to put todav's .Air Guard into a historical and cultural context for 1ts
membership. That context must be restored for a vision of change to have clear meaning
to guardsmen. The organization of the Air National Guard is part of that context and 1s
changing with the times.

ORGANIZATION

The Air National Guard is organized to perform its wartime mission according to standard

Air Force directives. Its wings. groups and squadrons report through their gaining N [ajor Awr

(Commands and are available to the warfighting Commanders in Chiet. The gaining command

concept differs from the area approach used by the .\rmy. This arrangement constuutes a sirength

in that it provides gained units with interoperable equipment. identical training standards while

promoting high levels of readiness. In their non-mobilized status. Guardsmen remain under the
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control of the state governors through the adjutants general, while policy tlows from the Nauonal
Guard Bureau, through its Air Directorate at the Pentagon. Implementation of policy. support.
and administration are provided by the .Air National Guard Readiness Center located at Andrews
Air Force Base. Dual status presents little contlict tor Air GGuard members: their missions. funding
and aircraft are almost entirely federal and they see themselves as part of the national defense.
closely tied to their gaining commands. Both combat readiness and implementati »n of Quality
principles are assessed by the gaining commands and the National Guard has its own Quality
Center and implementation process.

QUALITY GUARD PROCESS

The Chief of the National Guard Bureau and the Director of the Air National Guard have
announced their commitment to Quality Guard. An infrastructure has been established withun the
National Guard Bureau and resources have been allocated for training and implementation and a
new support and training center established in the Washington D.C. area.

The process at state level typically begins with the adjutant general's organizing an
executive council consisting of both Army and Air Guard senior leaders. Training of the leaders
and formation of a state master plan occurs before implementation cascades to the unit. The units
are analogous to individual franchises in a large corporation in that they are a part of the whole, yet
possess a measure of autonomy.

It is at the unit level that subcultures begin to emerge. Each unit has its own answers to the
questions of mission. vision and values: its own sense of identity and each subculture has its own
version of the questions and the answers. Leaders, formal and informal, play a major role in
shaping the culture. Senior leaders and supervisors tend to come from within and leave their
personal stamp upon the unit. This tendency promotes an enduring corporaie memory, economy
of communication and shared values. but it can also result in stagnation and resistance to change.

Change must occur not only vertically along the familiar divisions of Operations, Logistics
and Support; but across functional and personnel barriers. Within each division are both

traditional and full-time members each with different expectations and viewpoints.




Tradiiionai guard members are the soui of the Air Guard and are ciosest in spinit 1o the
concept of the militia. Their reasons for membership are as varied as their backgrounds and
occupations. Some may be primarily motivated by a love of aviation and adventure, others by the
concept of service. some by the pay and retirement benefits. Because of the alreadv high demands
on their time, it is they who are most difficult to involve in the process of change. but it is they
whom change must serve. The full-time leadership of the Guard must address this issue most
carnestly while acknowledging its own investment in the status quo.

The full-time force adds an occupational dimension to the militia and to emerging mulitary
viewpoints. It is comprised of Federal Excepted Civil Service Technicians who must be military
members and wear the uniform daily; members of the Active Guard and Reserve (AGR) program,
and state employees who maintain the facilities. While AGR members may feel a closer affinity
for the concerns of their active service counterparts, non-supervisory technicians and state
employees may be concerned with the issues raised and negotiated by their unions. The civil
service union position on Total Quality appears to be evolving.

Quality's cross-functional approach and its reliance on empowerment, accountability and
consensus rather than negotiation would appear to raise concemns for those long immersed in the
adversarial labor-management paradigm. Visions have power however, and the current
administration is conversant with Quality principles. Executive Order 12871 dated 1 October 1993
establishes:

Labor - Management Partnerships

The involvement of Federal Government emplovees and their union representatives is
essential to achieving the National Performance Review's Government reform objectives.
Only by changing the nature of Federal labor-management relations so that managers,
employees and employees elected union representatives serve as partners will it be possible
to design and implement comprehensive changes necessary to reform Government.
(10.52201)

The Executive Order establishes the National Partnership Council at the deputy secretary

and union president level to support the creation of partnership efforts. The partnership approach
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to labor-management relations had already met with success in the late 1980s at NASA's Lewis
Research Center. In licu of having disputes negotiated as part of the three vear contract renewal
process, management and AFGE local 2182 established a union management committee that was
able to reduce the contract trom 49 articles to eight. The union management committee is
comprised of key leaders from each side and addresses problems as they anse. Closer to the
operating levels, labor management participation teams research and recommend solutions to
specific problems as needed. The door to change appears 1o be opening. Once opened in the
federal sector, the door will beckon the state employee unions as well. (11.179)

Imbedded in any culture is the system of rewards and the hallmarks of success. The \ir
National Guard incorporates both the militarv and civil service evaluation. pav and promotion
systems. Thus, it is infected with the third of Dr. Deming's "Seven Deadly Diseases™ (12.36)
evaluation by performance, merit rating or annual review of performance. Deming's objection to
performance evaluations is that they promote rivalry and build fear. Performance appraisals tend
to become one way communication and are subject to rater bias and institutional gaming because
of the risk of condemning the typical worker with faint praise. While elimination of ratings may
not be practical in the Federal military system, they must be re-oriented to reward teamwork if
trust and a shared vision are to flourish.

REQUIREMENTS FOR CHANGE

If change is both desirable and inevitable and successful change must occur at the cultural
level, how is change in a culture as complex as the Air National Guard to be etfected”? Herbert
Jasper suggests:

The pillars of cultural change are: focus on customers...:data-driven continuous
improvement: and new ways to involve employees in joint identification and solution of
problems. (13.37)

To erect these pillars, the first requirement is leadership. Leadership is both a quality and a

process by which the actions of a group are directed toward goals. It is founded on a vision ot

how things ought to be and sustained by the integrity and commitment of the leader. Leadership is
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expressed in the trust bestowed by those who are led. s a quality. 1ts annbutes mnciude vision,
courage, competence. personal empowerment and a canng atitude. [ caders bunld teams: they
awaken people’s talents and encourage them in wavs that produce results satistving to both
customers and team members. John F. Welch. Jr.. CLO) of General Electric reveals that his
company divides leaders into four groups:

Tvpe 1 leaders deliver on commitments and share the company's values.  Ther

futures are bright. Tvpe 2 leaders. on the other hand. do not deliver on

commitments and do not share the company’'s values. Thev do not last long. 1vpe

3 leaders are those who have difticulty delivering on commitments but who share

the companv’s values: thev are given a second chance and are relocated.

The tinal class. Tvpe 4 leaders. deliver on commiuments but do not share
the company's values. thev are autocrats...who squeeze their people... T'heir
performance is good. but only in the short run... We cannot afford management

stvies that suppress and intimidate. (9.17)

Vision 18 the ablity to see where the group must go and how it 1s to get there. It 1s not so
much a dream as a recognition of possibilitics. Vision makes clear a deswed state. what the
organization is to become. It depends not on what is realistic. but what is hoped to be  The ability
to perceive connections where others see onlv data allows the leader to scan the whole honzon for
opportunity. The leader must then set the goals and provide the direction. but the kev to success
lies in tapping the core values of the group. The leader's vision must incorporate those values or
articulate new ones and convincingh' show how those values will be served it a goal s to be
pursucd. Without a profound understanding of the foundations. development. and importance of
those values. the vision will tall short. Without the vision there will be no purposctul change.

Courage embraces the military virtues of integnity. honesty. self-sacntice and lovalty. Iis
expression lics in commitment to act in wavs that attirm and promotes those virtues and the values

implicit in the vision. \Without commitment the vision will become but a dream. Courage is also a
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willingness to take nsks and accept the responsibility ior outcomes whiic hoiding 10 a constancy vi

purpose. There will be tailures. false starts and people who lose taith and advise retuming to the
old wavs. In the words of Machiavelli: “There is nothing so dithicult or pentlous than 1o take the
lead in the introduction ot change.” (3.54)

Competence. a thorough knowledge of one's profession. 1s owed 1o those who would be
led. Competence must extend bevond the jourmnevman fevel to masterny: it must include the
communication shiiis and management acumen appropnate 1o the fevel of responsibiiiny . i.caders
must attain competence in the precepts. practices and tools ot Quabty betore implementanon can
successfully begin.

Personal empowerment creates ownershap at all levels It 1s enabling people to exercise
authority and be responsible for achieving the highest quality possible. It atlirms people’s expertise
in their work and asks them how best to improve the processes that they own.

The attitude of caring must extend bevond good intentions and warm techings. The dictum
that people don't care how much vou know until they know how much vou care mav be tnte. but nt
expresses an essential quality of anyone who would presume to change the culture by which
people largelv detine their purpose.

The process of leadership invol es translating the vision into goals and making therr
attainment possible. 1 cadership ts a vector having both direction and magmitude. 1 he direction
must be in concert with the vision and the magnitude of suf™ ent torce 1o be sustanable. It must
teach by example over and over again how the new culture should tunction to senve its members
and thewr shared vision.

As culture change becomes a realitv. structural and svstems changes can bear the trun the
are intended to produce.  Structural change s underway. The Objectine Wing structute s beng
introduced nto the Air National cruard. The new «tructure 1« designed to tlaten the
organizational hicrarchy and group funcuons to serve their customers.  Adopting this sruciure

better aligns the A1ir Guard with the gaining command structure in the event ot mobihzation
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Svstems changes such as the stock 1unding of depot fevel reparabies are coourmnng at ihe
Department of Detense level. but also attect (ruard operations protoundhy - Steck tunding ot
reparables has provided an incentive to constantly unprove operations and logistics practices by
returning a portion of funds saved through etticiency to commanders tor re-allocation. Allocating
those tunds fill the authonzed Quality \dvisor position would signal the depth of commitment
needed to be highly successtul in becomung Quality Gruard.

In therr wadely read book [n Search of Excellene. (12.119)Thomas Peters and Robert
Waterman describe nine charactenstics of highh successtul companies:

1. Managing ambiguity and paradox. Chaos 1s the rule of business. not the exception.
The business climate 1s alwayvs uncertain and alwavs ambiguous. The rational. numerical approach
does not always work because we live in urational times.

2. A bias for action. Do it. trv it, tix it. The point is to trv something. without the tear of
failure. Sochiro. tounder of Honda said that only 1 out of 100 of his ideas worked. Fortunately
tor im. he hept trving atter his 99th tailure.

3. Close to the customer. Excellent companies have an almost uncanny feel for what
thetr customer wants. This is because they wre a customer of their own product. or theyv listen
closeh tu thetr customer.

4. Autonomy and entrepreneurship. wnership ot a department. tasking or problem is
essential in motivating emnplovees. It 1s the most cited reason for entering into selt-employment,

I xcellent companies allow and encourage autonomy within company entreprencurship.

£. Productivity through people. Not surprisingly. people act in accordance with their
treatment. Treat them as being untrustworthy. and they will be. Treat them as business partners.
and they will be. Excellent companies have taken the leap of faith required 1o trust vour emplovees
to do the nght thing nght.

6. Hands-on, value driven. Practice management by walking around. Constantly ash

what the value added is of every process and procedure.
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7. Stick to the knitting. Stay close to the basic industry of ,our organization. The shills
or culture involved in a difterent industrv mav be a shock that is tatal to the organization.

8. Simple form, lean staff. Flat organizations unencumbered by a heavy headquarters
characterize the excellent companies.

9. Loose-tight properties. Tight control is maintained while at the same time allowing
staff tar more flexibilitv than is the norm.

These attributes are the result of progressing from an "as is" state to a "to be" condition
that involves the basic beliefs and motivations of evervbodyv in the organization. It grows trom
shared purpose and well defined goals. The leaders of the companies described by Peters and
Waterman invest time and energv assessing and understanding their culture and promoting implicit
acceptance of goals based on shared values.

CONCLUSION

As change sweeps over American institutions. a system of managing that change is being
adopted. Total Quality Management embodies principles, practices and tools that fit together into
a systematic method of channeling change toward desired ends. Organizations seeking to apply
these tools must first assess their members' most basic assumptions about their purpose. vision and
values. Those assumptions, where they came from and how they are communicated form the
crucial component of organizational lite. corporate culture. An appreciation of the development
and role of culture gives military commanders a powertul tool with which to effect change while
improving mission accomplishment. The current generation ot guardsmen must become better
versed in the development of that culture and how it relates to the active component culture,
Because behavior is embedded in culture. nn profound change will be possible or sustainable
unless the culture is well understood.  Only then will Air Guard units be prepared to encourage
new behavior and permit its success.

The Air National Guard is a repository of complex values, experiences and beliefs. Simiar
to but separate from the active component, the Air Guard is embracing Quality as a way of

meeting the challenges of a world that is changing faster than we can perceive.  The cultural
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reordering that must occur ts a function of leadership: 1t must be understood by leaders. expiamned
bv leaders. and enacted by leaders.

RECOMMENDATIONS
1. The Air National Guard must know itself before it aitempts to become something new. The
National Guard Bureau should revitalize its internal education program to ensure that cach
member has a deep appreciation of the roots. the traditions. and the role of the Guard in American
society.
2. Each unit must find a way to draw upon the expertise of the many traditional guardsmen whose
civiian employers may have implemented Quality principles some time ago.
3. As the force structure of the United States military shianks, The Air National Guard must avoid
the pitfalls of attempting to maximize the short term while it restructures its own force. The Guard
must exploit its unique capabilities to detine and seek long term missions that are essential to the

defense of the nation and in keeping with the role of a militia.
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