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INTRODUCTION 

For the last decade, US businesses have been using TQM to improve their 

services, products and employee morale. Now the states are doing the same. 

Nearly every state is using TQM to bring needed change to government, although 

according to a.national study, Maine is one of the few states which has legislation 

directing the implementation of TQM in all three branches of state government, 

according to the State Trends Forecasts published by the Council of State 

Governments (see appendices, section 1 ). 

The trend in other states has been to pilot quality principles only in 

specific departments or agencies within the Executive branch of their state 

government. We lead the way by concurrently implementing TQM in all our state 

departments and agencies. Maine can be the example that shows TQM has the 

potential to achieve an efficient, productive service delivery system. This system 

will not only satisfy the customer, but will enable us to make the type of decisions 

we need to make to work within our economy. 

Total Quality Management (TQM) provides an unparalleled opportunity 

for innovative, effective improvements in the public sector. Gaining employee 

commitment to organizational goals, streamlining work processes and continuous 

service improvements are critical components. TQM has unleashed in employees 

and management a spirit of collaboration and an energy and optimism that has 

created a shared vision for the future of Maine state government. Both hold the 

expectation that new leadership will endorse, encourage, and continue to develop 

this dynamic initiative. The frontier is limitless; the course for action will require 

progressive leadership for the future. 

As with any attempt to achieve organizational change, there must be a 
I 

commitment from executive management to provide the necessary human and 



financial resources. The turn around for return on investment must be thought of 

in terms of long, not short, term. To date, the state quality initiative has enjoyed 

the requisite support and has positioned itself for a long-term commitment. 

Endorsements from department participants, union representation, and private 

sector council members have been received (see appendices, section 1) that 

recognize the accomplishments made to date and advocate the continuation of 

total quality management in state government. 
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HISTORY 

In early 1992, a restructuring study was conducted that resulted in a 

legislative mandate requiring each branch of Maine state government to 

implement TQM. The state's implementation process was guided by an 

independent consultant in conjunction with the state training director. 

Implementation began in February of 1993 with the formation of the Maine 

Quality Management Council (MQMC) which developed an aggressive 

implementation plan that included statewide training. From the onset labor has 

played an active role. 

Additional legislation supporting TQM implementation was signed into 

law in July 1993 and April 1994. Some key highlights of the legislation include: 

council composition and responsibilities, employment security, expanding council 

membership to include classified employees, establishing the Office of State 

Quality Management and the funding mechanism which allocates 30 percent of 

department savings from the previous year to TQM related activities. Five percent 

of the departments' allocations is designated to the MQMC for statewide use. The 

legislation limits total funding to 2.5 million dollars. (See appendices, section 2.) 

Early 1992 

April 1992 

December 1992 

January 1993 

February 1993 

May 1993 

June 1993 

Restructuring study 

Legislative mandate- TQM in all 3 branches of 

government 

Executive branch hires TQM Consultant 

Implementation strategy adopted 

Maine Quality Management Council established 

MQMC "vision" and pilot PAT recommendations 

endorsed by MQMC 

Departments begin process 
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July 1993 

August 1993 

September 1993 

November 1993 

December 1993 

December 1993 

January 1994 

Feb. - May 1994 

April 1994 

May 1994 

June-August 

1994 

September 1994 

December 1994 

December 1994 

TQM Legislation- LD 1542 

MQMC charters 2 pilot PATs 

MQMC "values" 

MQMC charters 3 PATs 

Mainely Quality newsletter to all employees on a 

regular basis 

Implementation schedule is developed 

2-Day Quality Team Orientation 

1 day Statewide Awareness training for all 

employees 

Legislation adds Associate members to MQMC; 

an Office of State Quality Management; 

and 2 Total Quality trainers 

TQMU (a comprehensive training institute) is 

developed 

Pilot PA Ts recommendations reported 

Train-the-Trainers and statewide curricula 

developed 

1st round of Mid-Managers Team Leader training 

MQMC TQM Report and Transition Plan prepared; 

orientation proposed for new members 

Establish Blaine House Quality Awards Ceremony 

(See appendices, section 2.) 

4 



COUNCIL COMPOSITION 

The MQMC membership is defined by legislation and consists of the 

Governor (serves as chair) who appoints the following members: representatives 

from each executive branch department (commissioners); representatives of other 

departments and agencies who choose to participate (department heads); 

representatives of each of the employee unions representing state employees as 

designated by each union. In addition the Governor determines other appropriate 

members including representatives of up to three (3) private sector businesses 

engaging in total quality management. In consultation with the Governor, the 

President of the Senate appoints one senator, and the Speaker of the House 

appoints one member of the House of Representatives. The Chief Justice of the 

judicial branch also serves as a member. 

Each council member shall name one associate member, except that 

council members representing state employee unions may appoint one associate 

member to represent each union bargaining unit. Associate members serve at the 

pleasure of the appointing council member. Department quality councils will 

name a second associate member to the MQMC. This member must be a 

classified service employee of the department. One of the two department/agency 

members will also serve as the TQM coordinator (see appendix, section 3). 

The change of administration will result in a number of council vacancies 

(commissioners and others who serve at the pleasure of the governor) to which the 

governor will need to make appointments. 

Another issue which will require attention has been identified by the 

council - the need to reduce the size of the group attending council meetings. This 

could be accomplished- by having the primary member and only one associate 

attend meetings, preferably the Commissioners and the TQM coordinators. 
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Maine Quality Management Council Composition 

Governor ( chair) 

Agency Heads (5 currently) 

& Associate 

Judicial (Chief Justice) 

& Associate 

Legislative: 

Speaker of the House 

& Associate 

President of the Senate 

& Associate 

3 P~ivate Organizations: 

L.L. Bean 

Central Maine Power 

Maine Medical Center 

6 

Department Commissioners (17) 

2nd Associates/Coordinators (17) 

1st Associates (17) 

Maine State Employees' Assoc. 

Administrative Services 

Operations, Maintenance & Support 

Law Enforcement 

Professional & Technical 

Supervisory 

Maine State Troopers Association 

& Associate 

American Fed. State, County 

Municipal Employees 

& Associate 



MODEL I STRUCTURE 

The Maine Quality Management Council defines TQM as a " strategic, 

integrated management system for achieving customer satisfaction which 

involves all managers and employees and uses quantitative methods to 

continuously improve an organization's processes. " 

Organizations which have adopted TQM focus on achieving customer 

satisfaction, seek continuous and long-term improvement in all of the 

organization's processes and outputs, and take steps to assure the full involvement 

of the entire workforce in improving quality. These three principles of TQM are 

incorporated in Maine's definition of TQM. In addition to these three principles, 

key practices that have been identified as essential to the successful 

implementation ofTQM are: 

• Demonstrating personal leadership of TQM by top management, 

• Strategically planning the short and long-term implementation of TQM 

throughout the organization, 

• Assuring that everyone focuses on customers' needs and expectations, 

• Developing clearly defined measures for tracking progress and 

identifying improvement opportunities, 

• Providing adequate resources for training and recognition to enable 

workers to carry the mission forward and reinforce positive behavior, 

• Empowering workers to make decisions and fostering teamwork, 

• Developing systems to assure that quality is built in at the beginning 

and throughout operations. 

The model used initially presents a series of well defined, straightforward 

tasks that lead directly into the actions required in the subsequent steps. The 

improvement process is continuous, therefore, the procedure should be repeated as 
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necessary. Implicit in the model are multiple feedback mechanisms. To the 

maximum extent feasible, each step in the sequence should cause a review process 

to occur. This will result in improved performance including reduced cycle times, 

lower costs and increased innovation. This model spans the entire state TQM 

program starting at the council level and focuses on top management, greatly 

enhancing the possibility of success. Figure 1 portrays the model from a 

theoretical standpoint and figure 2 outlines the steps required to implement the 

theory. 

The TQM approach used in Maine state government draws heavily from 

several TQM experts including Juran, Conway and to some extent Deming (see 

appendix, section 4). This approach has allowed for the development of a model 

that is tailored to the needs of Maine state government: TQM methods are used by 

PA Ts chartered by councils as well as by work unit teams guided by their 

supervisors. The model will undergo further development as we move through the 

implementation process, which is generally described as taking 7-9 years in large 

organizations. 

MODEL OF THE THEORY 

. Strategy 
Goals 

Objectives 

Performance 

Leadership 
.....__En_v_ir_o_nm_en_t__,i-----.i philosophy ••· 

role 
style 

t l 
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(figure I-theoretical model) 
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IMPLEMENTATION STEPS 

STEP I - EST AHLI SH THE TQN 
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(figure 2-implementation steps) 

The MQMC provides the highest level of leadership and is chaired by the 

Governor and supported by staff from the Offices of State Quality Management 

and Training. The council is responsible for the statewide strategic oversight, 

initiation and development of TQM. Their major functions are to create a vision 

and values statement; develop and implement goals, strategy, training plans, 

budget structure; charter and oversee process action teams, and to review the state 

systems to achieve performance results, quality service and financial savings. 

Department councils are also responsible for these tasks at the department 

level and for providing oversight and coordination between the councils within 
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their departments. Currently 28 agency and department councils have been 

formed. The establishment of most of these councils occurred at a rate that was 

comfortable for the various agencies to deal with, but within the time frame 

established for implementation. A few smaller agencies have worked at a slower 

pace and are still in the council forming stage. Department councils have 

developed vision and value statements that are in alignment with the MQMCs. All 

councils held TQM awareness training sessions for their employees and planned 

their strategy for the implementation process. During the past year, nine of the 

larger agency councils developed 52 of their own TQM sub-department or 

division councils. 

Councils at all levels identify their own priorities and charter and oversee 

process action teams (PATs) comprised of stakeholders who usually represent 

different functional areas to examine and improve and/or streamline processes. In 

addition, supervisors lead their work groups in using TQM tools and methods to 

improve processes at their work unit level. Work unit teams differ from PATs in 

that they are not chartered by councils because they do not include members or 

stakeholders from outside the work unit. In many instances individual employees 

also have found these tools to be useful. Teams use a variety of statistical quality 

control tools to find areas where process variation exists, reduce the variation, and 

streamline the process. 

TQM coordinators are individuals who represent agencies and serve as 

liaisons between the Offices of State Quality Management and Training, agency 

councils, PA Ts and employees. Councils at every level are linked by overlapping 

membership and the requirement to align their quality pursuits with those of the 

MQMC and their respective department quality councils. For example, 

Commissioners are always members of both the Statewide and their own 

department council. 
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Maine State Government TQM Architecture 
(Structure) 

DepartmenfA 
Quality Gouncil . 

TOM Coordinator 

i----Bureau Quality Mgmt Council 

---PAT Process Action Team 
and,Work ,UnitTeams 

Governor 
TOM Staff 

;, . ...- MOMC 
./Maine Quality Maragement Council 

Departments· 
Quality Council 

TOM Coordinator 

Bureau Quality Mgmrc<luncil 

PAT Process:ActionTeam. --- andWork Unit Teams;~,c-
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ACCOMPLISHMENTS 

The Maine Quality Management Council has served as the primary core 

for facilitating the cultural change that must occur in unison with an 

implementation effort. Development of a collaborative working relationship 

between employees and management, and creating an environment that promotes 

employee empowerment is be one of the most significant outcomes. The MQMC, 

in coordination with the Offices of State Quality and Training, has provided the 

vehicle necessary to accomplish these ends. 

Certainly there are other management methodologies, but few have met 

with the overwhelmingly consistent success of TQM in both the public and 

private sector. The question then becomes, has TQM made a difference in Maine 

state government? The answer is most certainly affirmative. 

The pool of department teams realizing savmgs and/or work process 

improvements is growing steadily and provides strong evidence of the difference 

made over the past two years. The Office of State Quality Management is in the 

process of assembling more detailed materials about individual agency 

accomplishments in both dollar amount and/or time savings. These materials may 

be found in the agency transition reports submitted to the Governor, and in the 

Quality office files we maintained on agency TQM activities. As with any 

business venture there has been a necessary outlay of capital to build a solid 

foundation. With this in place, state government is poised for leadership to 

spearhead breakthrough innovations. 

Perhaps most noteworthy is the proactive relationship that has developed 

between labor and management. In the words of Roy Gallant, president of the 

Maine State Troopers Association: "Who could have anticipated that unions and 

the administration would work together for the betterment of Maine!" This 
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collaborative relationship has given state government the capability to identify 

issues and trends before they become adversarial, antagonistic "problems to be 

dealt with." 

The MQMC has focused on developing the framework for its TQM initiative with 

particular attention to the following areas: 

A Implementation Plan & Timeline . 

B Visions & Values 

C Establishment of PA Ts 

D Training 

E Blaine House Quality Award 

F Customer Satisfaction Feedback 

G Tracking System Database 
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A) Implementation Plan and Timeline; 

In the first year, the MQMC developed and endorsed an implementation 

steps timeline. It was important for agencies to try to complete certain action steps 

by the end of 1994, ensuring that individual agencies would achieve alignment 

with the MQMC. A summary of those steps (see appendices, section Sa) included: 

• forming department and sub-department quality councils m each 

agency; 

• developing vision and value statements, 

• completing employee TQM awareness training, 

• providing training for councils, 

• chartering pilot process action teams, 

• planning and reporting strategy, 

• involving 10% of the work force in process improvement participation. 

An overall assessment (see appendices, section Sa) for this implementation 

steps timeline would indicate that agencies have reached the goal set for them by 

the MQMC. The agencies will continue to focus their efforts on-identifying their 

individual priorities and developing strategies to meet them. 
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B) Vision & Values, which have been completed by the MQMC, departments 

and agencies; 

The first working effort of the MQMC as a whole was to develop the 

vision statement for the state of Maine. This undertaking began with the Governor 

bringing his vision to the MQMC. The council spent considerable time in this 

endeavor and ended with a vision statement that was arrived at through consensus. 

All council members took ownership of this vision. The MQMC then turned their 

attention to developing a value statement that supports the vision. Again, the 

whole council came to agreement through consensus and took ownership of the 

values by which we provide customer service. The Vision and Values statement 

(see appendices, section Sb) is prominently displayed in the various workplaces of 

all agencies. True to the implementation steps timeline, the department and sub

department councils have also developed vision and value statements that reflect 

the mission of the individual agencies. These statements align themselves with the 

vision and values of the MQMC. Councils revisit their vision and. value 

statements to adjust the alignment as the process continues. 
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C) Establishment of PATs working on process improvement; 

Process action teams are an integral piece of the TQM model. Pilot teams 

were chartered by the MQMC and trained by the State Training Unit. These teams 

met on a regular basis for several months. Successfully using the process tools and 

techniques, the teams collected their data. 

Two of the statewide PATs, the Workers' Compensation Return To Work 

and the Open Market Purchasing, have prepared extensive reports outlining their 

findings, recommendations, implementation strategy and projected benefits. The 

MQMC accepted these reports and endorsed their recommendations. 

The Reduction of Workers' Compensation Lost Time Process Action Team 

made the following recommendations: 

1) The State as a whole will be considered the employer. 

2) The State will create a position titled Return-To-Work Coordinator 

within the Bureau of Human Resources. The exclusive job 

responsibility of the position will be to assist injured workers in returning 

to jobs within their department, or elsewhere in state government. 

3) Each department will develop, with union representation, W.C. 

Return To Work Teams. The teams' primary function will be to assist 

injured workers in the resolution of workers' compensation claims, speedy 

recovery and expedited return to work or transitional employment. 

4) Each department will develop an Early Intervention Program. This 

program will ensure that injured employees are given immediate and best 

possible care enabling them to return to a whole, productive life. 
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5) Each department will develop a plan to identify the potential need 

for Transitional Duty Positions based on projected utilization and to 

establish such positions within appropriate budgetary considerations. 

6) Each department will mandate that their supervisors participate in 

a Workers' Compensation Training Program. 

An implementation strategy established the time schedule for the 

recommendations and projected benefits were determined. In the first 18 months 

there is a projected savings of approximately $582,592 and lost time reduction of 

8,507 days (see appendices, section Sc). 

The Open Market Purchasing Process Action Team also reported significant 

recommendations and projected benefits that included: 

1) Elimination of the current Open Market Purchase Order 

requirement. 

2) Establishment of a credit card system for small purchases. 

3) Installing an automated purchasing system with agency access. 

4) Reviewing the internal approvals to eliminate duplication. 

5) Providing an instructional information booklet and training to 

vendors 

As with the Return To Work PAT, the Open Market team also established 

their implementation strategy and projected benefits. The state can realize an 

annual savings of $158,162 from the elimination of the current Open Market 

Purchase Order, and $98,935 from the use of the credit card system for a total 

projected savings of $257,097 (see appendices, section Sc). 

There are three other PA Ts continuing their work and plan to bring their 

recommendations to the MQMC early in 1995. 
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The Environmental Permit Review Process Action Team began work on this 

process in the spring of 1994. The review process is complicated by the fact that it 

requires action by the Departments of Transportation, Inland Fisheries and 

Wildlife, and Environmental Protection's Bureau of Land & Water Quality. The 

way in which each of these agencies handles their portion of the review can 

significantly impact the timeframe of a given review. 

The team identified maJor factors affecting review time, information, 

process, staff, communications, and computerization. Significant factors agreed 

upon by the PAT were: 

• inadequate applications 

• applicant failure to identify significant issues pnor to filing 

applications 

• applicant/consultant delay in responding to agency comments 

• agency workload 

The first three factors are primarily influenced by applicant/consultant 

action, the fourth is affected by Department of Environmental Protection actions. 

Specifically, agency review delays are within the control of the Department of 

Environmental Protection. Agency delay can be attributed to two basic factors: 

1) inadequacy of application information and 

2) agency workload ( a now mandatory pre-application meeting has had a 

significant positive impact on application quality.) 

This PAT has two recommendations: 

1) Improve the quality of applications. This will reduce review times, 

eliminate the need for subsequent reviews, and reduce agency workload. A 
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department PAT (internal to DEP) is working on this process. The Permit Review 

Team recommends that their work be monitored and their final recommendations 

be considered where they apply specifically to site law applications. 

2) Agency review is the second most significant factor in processing 

delays. Assuming current efficiencies are at or near optimal the PAT recommends: 

authorization and hiring of additional technical staff, as detailed in the team 

report. The team recommends delaying hiring additional staff until the 

Application Quality PAT has implemented and evaluated their recommendations. 

It is anticipated that effective implementation may reduce technical 

reviews/involvement negating the need for additional staff (see appendices, 

section Sc). 

The Communication Process Action Team 

In late June 1994, the MQMC approved the revision of the charter and 

mission statement of the Communication Process Action Team. The revised 

mission statement provides that the Communications PAT "will identify the types 

and the distribution process of various statewide mailings distribution to all 

employees, and make recommendations to ensure a timely, cost-effective, and 

reliable process which will result in an effective delivery system to all 

employees." 

Since that time, the Communication PAT has made steady and significant 

progress in fulfilling its mission. The team developed a work plan to collect data 

from a variety of sources. After flowcharting the perceived methods of 

distribution, the team conducted a series of interviews with key central 

distributors of information. While this provided a valuable foundation, the team 

determined that selected individuals in the line agencies play an integral role in 

the distribution process. 
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Agency personnel (generally human resource and payroll staff ) supplied 

the team with a thorough understanding of how communication materials are 

distributed to employees in the Capitol area, as well as field offices. These 

interviews enabled the team to construct a cause and effect ( fish bone ) diagram 

to identify potential problems in statewide distribution. 

While the data collected to that point provided the team with a much 

clearer picture of how the process was designed to work, the team required the 

input of one crucial element in the communication process- the employees who 

receive the information. The team naturally concluded that eliciting responses 

from employees would allow the team to measure the effectiveness of the current 

process and to consider alternative methods. The team developed a series of 

questions, the responses to which could be readily displayed via Pareto charts. 

This enabled the team to construct and refine a survey document. The survey 

instrument was field tested to ensure clarity and ease of completion for 

respondents. 

The survey instrument was further refined as was an introductory letter 

accompanying the questionnaire. A representative sample of over 300 employees 

was selected and the survey was mailed directly to employees on December 9, 

1994. The team requested that responses be completed and returned by December 

21, 1994 and plans to complete its analysis of the survey responses by mid

January 1995. 

Following a thorough analysis of the survey responses and the data which 

had been collected earlier, the team fully expects to submit a final report and 

recommendations to the MQMC in February 1995. The team is confident that it 

will be able to offer recommendations which will improve the delivery of 

communication materials to employees statewide (see appendices, section Sc). 
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Indoor Air Quality PAT 

This process action team began its work in January of 1994. The team 

realized immediately the complexities of the issue based on the wide variety of 

perceptions, and the general lack of scientific data to clarify the issue. 

As an example, it was only beginning to be understood in the beginning of 

1994, that some of the energy conservation measures of the 70s had negative 

impacts on buildings, and deferred maintenance exacerbated the situation. 

However, the group concentrated its efforts on: 

1) Defining the existing process. 

2) Developing a refined ability to gather data from consulting reports that 

had already been done ( and to eliminate money spent without solid 

guidance from facilities managers on "air quality"). 

3) Utilizing all of the above to help move indoor air quality forward in an 

overall agenda of improving working conditions for state employees. 

Concurrent with the work of the PAT, the Federal Environmental 

Protection Agency published Building Air Quality, a manual for building owners, 

which made the following recommendations: 

1) Investigate each complaint using questionnaires and collate the results 

in a data base. 

2) Define and list potential causes, approaching each facility holistically. 

3) Focus on awareness education in a cooperative goal with all the people 

who have a stake in the building. 

4) Develop a protocol including operating procedures and maintenance 

requirements. 
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These teams are continuing their work and plan to bring their 

recommendations to the MQMC shortly. 

In addition to the statewide PA Ts, agency councils at the department and 

sub-department level have also established 100+ teams with 10% of the work 

force participating in process improvements (see appendices, section Sc). 
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D) Training: 

• TQM orientation for all employees, 

• process action teams training in tools and methods, 

• team leader training for mid-managers, 

• instructor and facilitator training. 

Implementation of TQM in an organization that has the size and 

complexity of state government requires a well-planned, comprehensive training 

effort. Under the direction of the State Training Division, a variety of curricula 

was developed and listed in the TQMU Training Catalog to meet the needs of 

employees at each level of the organization (see appendix, section 5d). 

To launch the introduction of TQM to state government, a one-on-one 

briefing with the Governor was conducted to outline the recommended model, 

structure and composition. With this accomplished, members of the cabinet were 

briefed as well. Formation of the MQMC followed. The council was trained and 

almost immediately began work on a state vision and values statement. 

The next step in the implementation strategy meant beginning an 

awareness training that incorporated the initial implementation strategy. This was 

delivered to all state employees primarily through their departments. Information 

on the restructuring study, enabling legislation, the establishment of the MQMC, 

the beginning of the department process, the piloting of process action teams 

(PATs), and the completion of a state vision and values statement were included 

in this overview. 

Department councils and TQM Coordinators were the next infrastructure 

components to be trained. Department councils provide a link between the efforts 

of the MQMC and employees at an agency level. The TQM coordinators serve as 
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a liaison to the MQMC and the department council. They coordinate training 

within the department, and in some cases, the bureau and division level as well. 

They attend both MQMC and department council meetings, and participate in a 

coordinators' network that is run by staff from the Training Division. 

Process action teams (PATs) were designed with the intent of examining 

work processes that impact a broad range of employees whether at the state, 

department, bureau or division level. Once stakeholders are identified and selected 

for team membership, these individuals attend a three-day workshop that focuses 

on: creating an understanding of TQM principles, the state implementation 

strategy, PAT functions, start-up procedures, team member roles and 

responsibilities, conducting effective meetings, group development, TQM tools 

and techniques, applying the process improvement model and clarifying and 

fulfilling the team charter. 

With a staff of three, providing training to approximately 13,000 

employees proved a logistical challenge. Accomplishing this goal meant recruiting 

and training a cadre of trainers from agencies throughout state government. 

Approximately 50 • individuals were trained as process action team trainers. This 

pool of talented individuals has enabled the Training Division to reach teams in 

every department and agency. 

While the process action teams provided improvement opportunities for 

employees, and councils were providing new leadership opportunities for top 

management, the critical support of mid-managers had been overlooked. To 

address this oversight, a team leader curriculum was designed in cooperation with 

Conway Quality, Inc., of Nashua, NH. A consultant from Conway Quality trained 

a cadre of 37 trainers, and with management by the Training Division staff, 

delivered this curriculum to approximately 1200 mid-managers between 

September 20 - November 17 1994. Designed to provide mid-managers with the 
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skills and tools necessary to implement improvements at a work unit level, the 

curriculum included; team management skills, group problem solving, identifying 

and quantifying waste, quality planning process, helping teams select projects, and 

an overall personal development plan. The response to this training from cadre 

and participants alike has been overwhelming, and a second session is being 

planned for the spring of 1995. 

With approximately 140 state and departmental teams established, a new 

training need was identified. Facilitators who could be available to work with 

teams and councils would need to be recruited and trained. A standard curriculum 

was developed and a number a existing cadre members were trained, adding 

another valuable dimension to their skills repertoire. 

The majority of teams, both PATs and work unit, receive training in 

statistical tools, i.e., flow charts, pareto and cause & effect diagrams as part of 

their team training. However, because of the intensity of these three-day 

workshops, team members provided feedback that demonstrated a need for a one

day, stand-alone tools workshop that could serve as a refresher for teams actually 

beginning work on their processes. Not all teams need this support, but find the 

existence of a refresher course greatly reduces the anxiety of team members who 

are not entirely comfortable with using quantitative mathematical methods. 

A critical component of any training program that is so broadly targeted is 

a feedback mechanism that permits for evaluating the level of service provided 

and success of the program. Formal and informal mechanisms were designed and 

implemented and two primary issues came to light. First, there was a call for more 

definition regarding the distinction between process action teams and work unit 

teams. Secondly, the fact that TQM training had all but superseded other state 

training, there was a call for finding a way to balance the need for delivery of 

both. 
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As target audiences became familiar with the training materials presented, 

they also began to ask about the differences between the process action team 

training and team leader training. Aimed at two different segments ( employees -

process action teams, and managers - team leader training), the intent of this 

approach was to create an infrastructure capable of supporting the comprehensive 

design of the state model. Sequentially training organizational tiers accomplished 

this end. 

While some skepticism remams, the overall climate has been 

optimistically receptive. Agencies and individuals who have not yet become 

involved are, in large part, waiting to see what direction new leadership takes. It is 

imperative that the training component of this effort not lose its momentum. In an 

attempt to avert this, training priorities have been identified for 1995: 

• Establish agency-wide training standards, 

• Conduct an assessment of training, 

• Develop agency- wide training plans, 

• Conduct additional trainer and facilitator training, 

• Orientation and training for new council membership and department 

councils, 

• Consultant orientation, 

e Develop an employee development "institute" 

This list is intended as a point of reference for the MQMC as they begin 

formulating their goals and objectives for the upcoming year. 
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E) Recognition: Establishment of the Blaine House Quality Award; 

The TQM focus is on customer satisfaction. The state's TQM model 

recognizes that employee involvement is critical to process improvement. One 

way to support this important aspect is to incorporate employee recognition into 

the program. It is no wonder that many of the agencies have established Employee 

Recognition as one of their pilot PA Ts. Those teams are either improving or 

designing a process that will recognize the activities of employees in the 

organization's quality service effort .. Therefore, the MQMC took the step of 

establishing the Blaine House Quality Award. This monthly reception at the 

Blaine House, hosted by the Governor, will recognize teams nominated by their 

agency councils (see appendix, section 5e). A subgroup representing the MQMC 

established criteria that must be met. The agencies' TQM councils have the 

responsibility to ensure that the nominations display a use of the TQM process 

and tools in meeting at least three of the five following criteria: 

1) Effective Teamwork- the result was better because of teamwork rather 

than individual effort. 

2) Customer service improvement. 

3) The group's accomplishment was beyond the scope of the individuals' 

responsibilities or job descriptions. 

4) A quantifiable reduction in waste, cost, or processing time. 

5) The solution was not readily apparent and required imaginative or 

creative problem solving. 
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F) Customer Satisfaction Feedback 

The state's TQM model incorporates a closed systems approach. Essential 

to this methodology is regular feedback. By designing feedback into the model, 

we can assess the on-going success of our TQM program. In order to gauge the 

delivery of services to ·the public, a subgroup of the MQMC designed a pilot 

project that would measure customer satisfaction with the use of a questionnaire 

card (see appendices, section Sf). Over 10,000 cards have been distributed by 

multiple agencies. The MQMC decided that the goals ofthis initiative are to: • 

• provide a "temperature read" on the public's perception of the quality 

of services it receives from state government, 

• inform the public, both internally and externally, of state government's 

interest in and focus on providing high quality services and their role 

in the process of continuous improvement, 

• offer an indication of improvement in service quality over time, 

• serve as a precursor to more· in-depth feedback tools. 

The customer satisfaction feedback card initiative shows promise m 

achieving both broad public education goals and quality improvement goals. The 

card can help identify specific process improvements and measure customer 

satisfaction. An example of this can be found in the report from the Bureau of 

Human Resources (see appendices, section Sf). 

An array of agency experiences in this pilot phase can provide valuable 

guidance for improving its effectiveness both from a government-wide 

perspective and at the agency and service-specific level. These experiences should 

be examined and a report to the MQMC should be developed directing the 

implementation of a full-scale customer feedback card initiative. 
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G) Tracking System Database 

By the summer of 1994, the MQMC realized they needed to have a picture 

of what was happening with TQM statewide. The only way this could be 

accomplished was to develop a systematic tracking process that encompassed all 

levels of activities. Representatives from the MQMC met to make 

recommendations for what information the MQMC wanted to track. The 

Department of Administrative and Financial Services' Bureau of Information 

Services (BIS) formed a team to provide the design for a pilot project and to 

execute the technical components of its development. At that same time, all 

agencies were requested to submit information pertaining to their Departmental 

and Sub-departmental Councils; their TQM Coordinators; and information on 

their PATs and contacts to the Office of State Quality Management. The MQMC 

also decided it was essential to coordinate this information and assigned the 

Office of State Quality Management to oversee the project. 

In October, a report was made back to the MQMC explaining the progress 

the team had made. The submitted data was entered into a database and the raw 

material generated rough drafts of various reports that the agencies took to review. 

The agencies were asked to screen and identify any errors and note any additions, 

deletions, or changes they needed to make to the reports and return them to our 

office for data updating. At the same time, we met with the agency TQM 

coordinators to begin a process of determining any report enhancements identified 

as needs of the user agencies or Councils. 

The next step is to work with the BIS team to implement any 

enhancements we may decide to incorporate into our system design. We also need 

to develop the training curriculum that will allow this office and the agency TQM 

coordinator to access the system for on-line inquiry and updating capabilities. We. 

anticipate having that piece completed within the next two to three months. 
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Once that training has been completed, individual agencies will be able to 

continuously update any changes to their Councils and PATs or when they charter 

new PA Ts. Employees, at any given time, will be able to see what is occurring 

with TQM within their own agencies. Other agencies can use this information to 

network with each other as resources and share learning experiences. This 

tracking system will be an extremely valuable and necessary tool. (See appendix, 

section 5g). 
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RECOMMENDATIONS TO THE ADMINISTRATION 

The Maine Quality Management Council (MQMC) strongly supports the 

continuation of the current TQM effort in state government. TQM offers an 

important opportunity for government as a whole to focus on its customers. The 

following recommendations focus on immediate activities important to a smooth 

and successful transition. Longer term goals can be established with the leadership 

of the new MQMC chair, Governor Angus S. King, Jr. The successful future of 

TQM will require: 

• Active support and promotion of the organizational and cultural change 

that has brought about a collaborative labor/management relationship and 

that has focused on incorporating service improvements in the everyday 

activities of state employees. Many employees and managers are awaiting 

formal communication from the Governor concerning his plans for the 

future ofTQM. 

• Demonstrated leadership, support and a "take hold" approach by the 

Governor and his Cabinet. Specifically, the council would benefit from the 

Governor leading the MQMC meetings and Commissioners doing the 

same within their departments. 

• Working with the MQMC and the Offices of State Quality and Training 

staff to coordinate TQM transition activities and insure continuity. Regular 

meetings between the Governor, his staff and the Quality Director are 

needed to plan and execute a vigorous and productive transition. 

Participation in State Quality Office TQM orientation and training for the 

Governor, the transition team, Cabinet and others new to state 

government. This requires scheduling specific sessions for each group. 
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• Establishing goals and objectives, and working with the MQMC to 

develop strategies for implementation. The total quality process, including 

working with the MQMC, provides an unparalleled opportunity to 

introduce, gain support for, and implement action plans throughout the 

organization to achieve goals. 

• Continue the development of statewide training plans with a standard 

curriculum for use by all agencies. As more employees become involved 

in the TQM initiative, the challenge of maintaining the integrity of our 

model increases. 

• Establishing TQM coordinator positions in each agency. Currently, each 

agency has designated a coordinator who performs these TQM duties on a 

volunteer basis. Most agencies have recognized the need for full-time 

coordinator positions for which LD 1761 provides authorization. 

• Active support for team leader/manager training for the spring. The 

MQMC trained half of the State managers in the fall and plans to complete 

training for the remaining 1200 managers in the spring. It is planned that 

this training will be funded from each departments' budget. 

• Development of benchmarking and measurements. To date, the 

implementation plan focused on gaining acceptance through council 

development, awareness training and PAT participation. At this point, it is 

important to expand the implementation goals to include the development 

of benchmarks and measurements in order to track progress. 

The emerging collaboration between employees and management has been 

instrumental in agencies developing the capability to routinely deliver exceptional 

service to customers. Labor/management teams that have a shared understanding 
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of work processes and the steps necessary to achieve task alignment for 

continuous process improvement are essential to developing the foundation upon 

which we can build a genuine learning organization. Management that 

understands the intricacies of organizational change recognizes the paradox of 

directing non-directive change processes and will specify a core organizational 

direction without dictating specific solutions. 

An organization that focuses on process as well as content, that 

recognizes change as an agency-by-agency process as opposed to an 

organizational program, and supports a persistent, long-term approach to goal 

attainment versus the "quick fix" will enable state government to meet the 

changing needs and demands of its citizenry through both continuous 

improvement of work processes and continuous renewal of the organization itself. 

The program stands at a critical crossroad - the new leadership will have 

the opportunity to lead this organization toward becoming -a highly efficient, 

competitive provider of exceptional services. 
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FREEPORT~INE040i3~ 
Outdoor Sporting Specialties 

TEL. (207) 865-4761 

December 5, 1994 

The Honorable Governor-elect Angus King 
P. 0. Box 15010 
Portland, ME 04101 

Dear Governor-Elect King: 

I am writing you to endorse State government's efforts in Total Quality Management. I 
have had the good fortune over the last couple of years to be a member of the Maine 
State Quality Council, reflecting the experience of private industry in g~neral, and 
L. L. Bean in particular. 

At L. L. Bean we have been involved in Total Quality since 1989. The effort, which is 
on-going, has played a vital role in reshaping our strategies and our company as we 
moved from the high growth 80s to meet the challenges of the intensely competitive and 
cost conscious 90s. Total Quality has, quite simply, changed the culture of our 
company making it a better, more fulfilling workplace. It has brought us closer to our 
customers, enhanced our quality and reduced costs. Our basic philosophy has been to 
fully involve our people and to improve our work processes (recognizing that those 
closest to the work are in the best position to deliver quality and to see and make 
improvements). The results have been significant: 

• Our Manufacturing Division in Brunswick, which won the Margaret Chase Smith 
Maine State Quality Award a year ago, has shown that quality and productivity 
need not be mutually exclusive goals, but are attainable simultaneously. The 
financial return for the Division has increase by more than 200%, costs related 
to poor quality are· down more than 50%. We have seen a 10 fold decrease in 
defects, and work in process cycle time has gone from more than three weeks 
to four days. 

• A Total Quality process redesign of our catalog creation process has resulted in 
savings of more than a million dollars annually. It has reduced the time it takes 
us to create a catalog, improved worker morale by 25% as measured by a 
climate survey, and delivered a higher quality cat9,log evidenced through 
customer research, and reduced returns related to the catalog. 

An Outdoor Tradition Since 1912 



The Honorable Governor-elect Angus King 
December 5, 1994 
Page 2 

At Bean, and elsewhere in industry, there are countless examples of this kind of 
success from Total Quality. Although government faces additional challenges in 
implementing Total Quality, I believe that similar successes are likely from continued 
efforts in Maine state government. I would urge you to look into what has happened to 
date in State government. I applaud the efforts, and believe there is room to improve 
and expand on them. 

Total Quality is not a quick fix, but a long term commitment to change the way an 
organization does business. It requires hard work, time, new behaviors, and the 
personal involvement of senior leadership. It provides a way to unleash the untapped 
talents of state employees and to provide higher quality services for our citizens at lower 
costs through effective processes. It provides both an opportunity to unite divergent 
factions around a single vision for the State of Maine, and a vehicle to make the lasting 
contribution of a more effective government. 

If I or anyone at L. L. Bean can be beneficial in helping you or your new team learn 
more about Total Quality please do not hesitate to ask. 

RVP:ss 

Sincerely yours, 

µ-vi~✓ 
Robert V. Peixotto 
Vice President, Total Quality 
and Human Resources 



Central Maine Power Company 
Edison Drive, Augusta. Ma.me 04336 

David T. Flanagan 
President and Chief Execc::ive Officer 

The Honorable John R. McKernan, Jr. 
Governor of State of Maine 
state House station #1 
Augusta, ME 04336 

November 30, 1994 

Business Hours: ,207) ~2,-:S21 
After 5:00 p.m. ;207) 3:?2-~:c,: 

FAX (207) S2;-:9'.i8 

Re: Endorsement for Total Quality in Maine State Government 

Dear Gov. McKernan: 

consumers around the country are "getting back to basics". 
They are looking harder for value when buying cars, insurance, 
computers and even energy! Successful companies over the long haul 
will be those that anticipate and meet their customer expectations 
of value, have financial stability and an excellent competitive 
position. 

American businesses, governments, and public institutions all 
face similar issues: diminishing revenue growth. rising costs. and 
globalized competition. In response, many are using quality 
principles to be more ~fficient and responsive to customers. At 
Central Maine Power, we believe the philosophy and principles of 
Total Quality Management (TQM) will enable us to be successful in 
this new and changing competitive environment. It demands that 
each of us strives and maintains the highest standard of service 
for our customers, whethE?r they be internal or external, and 
fullest utilization of our workers' capabilities. TQM enables us 
to do that through teamwork and continuous improvement. 

Maine will prosper if we all work together to make our state 
more competitive. I strongly encourage Maine State Government to 
continue its quality journey and learn and practice the principles 
of TQM. They are the principles that will guide all of us through 
the challenging times ahead. 

Yours truly, 

David T. Fl 
President & 



DAN A. GWADOSKY 
SPEAKER 

STATE OF MAINE 
HOUSE OF REPRESENTATIVES 

SPEAKER'S OFFICE 
AUGUSTA. MAINE 04333-0002 

December 9, 1994 

RE: MAINE STATE GOVERNMENT AND TOTAL QUALIIY MANAGEMENT 

Total Quality Management, an all-inclusive process to develop, by consensus, a 
vision, goals, and the means to achieve the vision and goals, is the ideal example of 
democracy in action. Through trnst and cooperation, the creativity of many people with 
diverse ideas and perspectives can be applied in a highly positive manner to problems and 
opportunities with outstanding results. 

In the spirit of generating more efficient and productive government and a better 
business climate for Maine, Maine state government has adopted total quality 
management in all three branches of government. It is encouraging and significant that 
Maine state government is implementing a theory of human motivation, production and 
management that was initially developed for the private sector. Meeting the needs of 
Maine citizens and providing quality services are the essential elements of this new 
approach in state government, and the results are impressive. 

For example, in recent months, total quality management has been a key factor in 
reducing environmental licensing and pennitting times. It has also played a significant 
role in the Department of Mental Health and Mental Retardation with respect to 
"down-sizing" and implementing the Court Consent Decree. The Bureau of Human 
Resources, the State's personnel agency, has changed its testing procedures as the result of 
questionnaires it used to determine the degree of customer satisfaction with the agency's 
testing policies and procedures. 

There a many other examples of improvements in state government that are the 
product of total quality management, and many more will be implemented in the future, 
particularly as this new approach "takes off." The Legislature has also experienced a 
number of successes with total quality management. A comprehensive orientation system 
for new legislators has been implemented, and the Legislative budget process is cwrently 
under review. Training for committee chairs will be implemented to enable committees 
to function more smoothly and to address committee issues more effectively. 

The significant number of improvements, along with improved employee morale, 
point to the success of total quality management. While these successes are limited with 
respect to the entire scope of state government, the potential for improvement is 
immense. It is most important to realize that total quality management is a continuous 
review and self-analysis process that promotes continuous improvements. By constantly 
rejuvenating itself as times change, Maine state government will not only be efficient, it 
will effectively meet the needs of Maine people and help improve their lives. 



G. William Diamond 
Secretary of State 

November 30, 1994 

Office of the Secretary of State 

RE: Total Quality Management 

Janet E. Waldron 
Assistant Secretary of State 

The Department of the Secretary of State is a strong supporter 
of quality management and the State's Total Quality Management 
initiative. 

While the Department has long practiced the tenets of TQM and 
believes the results are evident in our improved customer service, 
our quality management efforts have gained strength from the 
State's Program. 

The statewide program is providing a common framework for all 
state agencies and has reaffirmed the values of providing employees 
with the tools and training necessary to do the best job. We have 
been active participants in all State training programs and look 
forward to additional training opportunities. We strongly endorse 
the benefits of bringing labor and management together to analyze 
and improve processes. Further, the funds and protection for 
employees offered by the enabling legislation are critical to the 
success of TQM. 

We believe that a strong commitment to Total Quality 
Management, coupled with the benefit of the State 1 s dedicated, 
capable and creative workforce, can help make dramatic and 
measurable improvements in the services provided to all customers 
of state Government. 

sine 

Bi 1 ·""-'--·"' 
Secretary of State 

Janet E ~- Wa dron 
Assisyaht Secretary of State 

/ 

State House Station #148, Augusta, Maine 04333, Telephone - 626-8406 



DANIEL E. WATHEN 
CHIEF JUSTICE 

STATE OF MAINE 

SUPREME .JUDICIAL COURT 

AUGUSTA, MAINE 04330 

November 28, 1994 

Maine Quality Management Council 
State Office Building 
Augusta, Maine 04333 

Re: TOM Proflram 

MAILING ADDRESS: 
Kennebec County Courthouse 
95 State Street 
Augusta, Maine 04330 
Tel: (207) 623-1735 
Fax: (207) 623-1808 

I understand that you are assembling some material for the transition 
team of Governor-elect King. I would ask that you include my endorsement 
of the TQM effort and my recommendation that it continue to be supported. 

In the judicial branch, we began our own TQM effort by working on 
two specific improvement projects with the assistance of volunteers from 
Bath Iron Works and UNUM. We had some success, we have expanded, and 
a recent survey of our employees suggest that we are on the right track. We 
are at the point where it is possible to check whether our teams are 
performing by either reducing the cost of providing a service or increasing 
the quality of a service without any increased expenditure. 

Although we are a small part of state government and have been largely 
following our own course, we have benefitted from participating with the 
rest of state government in the Maine Quality Management Council. I see 
many opportunities for shared training and improvement projects that 
extend across all three branches. 

~ezyyours, \I 
~~re>.,~ 
Daniel E. Wathen 
Chief Justice 

DEW/lm 



Maine 
Quality 
Center 

Hono:ary Chalrs : 
J,rn~ i'. Orr Ill 
UNUM 

Kirk P. l'Qnd 
N11ioNI $;rni,Qncl11,iOr 

Du~ne r1rzsmld 
lla:h hon Vierk. 

Margaret Chase Smith Library 
Norridgewock Avem1e 
P.O.Box 3152 
Skowhegan, Maine 049i6 
(207)474-0513 

The Honorable Angus King 
15 Potter Street 
Brunswick, ME 04011 

Dear Mr. King: 

QF #4252 
December 61 1994 

In early September 19941 I wrote to you seeking your support in 
continuing the implementation of Total Quality Management in Maine 
State Government. This profound change in organizational 
management is good for Maine and our nation. It stresses service to 
customers, achievement of excellence, stewardship of resources, and 
fulfillment of human potential. There is an economic and ethical need 
to continuously improve products and services in Maine. As I noted in 
my previous letter, Maine is leading the nation in its effort to irnbed the 
values, principles, and practices of Total Quality in all three branches 
of state government. It was interesting to read in your book that you, 
too, share our belief that Total Quality is a powerful tool which can be 
focused on improving productivity and creating a better environment in 
state government. 

The Maine Quality Center, which numbers several state government 
agencies among its member organizations, fully supports the ~· 
continued implementation of Total Quality in state government and 
volunteers its resources to assist you in this effort. Maine Quality 
Center members have assisted the Judiciary, Department of 
Transportation, Public Utilities Commission, the Governor's office, 
and numerous other departments to date. You can contact me at 
207-442-2882 or Nancy Werner, the MOC Program Administrator, 
at 207-474~0513. 

Good luck in your new journey_ 

Sincerely, 

a?/5~. 
Paul H. Fenton, President 



l\1AINE MEDICAL CENTER· 

The Honorable Angus S. King, Jr. 
Governor of Maine 
Augusta, ME 04333 

Dear Governor King: 

'V7 

January 6, 1995 

Several years ago I met you at a conference at Sugarloaf, that was sponsored by Maine Development 
Foundation, that promoted the employment of process improvement techniques and tools to maximize 
Maine's industry. Much has happened since then, particularly for you, and now you are responsible for 
leading Maine and helping us achieve the State's true potential. 

Process improvement is still critical to attainment of the outcomes we seek and the values embodied in 
quality improvement are essential for stakeholders to embrace change. The quality improvement 
initiative within State government has been far more successful during its short existence than I could 
have imagined. Clearly, the adoption of the principles has been highly variable, however, there has 
been visible improvement in labor/management relations and certain procedural or systems work. 

I write only to suggest that the State's effort in quality improvement is still young in its development, 
exciting in terms of its potential, and promising as evidenced by early results. I hope that you see 
value in continuing that initiative as you seek to improve State government. 

I believe there are countless opportunities to improve work processes, plenty of talent to make the 
necessary changes, and benefits that will accrue to Maine's citizens. 

I wish you well as you begin your journey and am eager to be supportive as you lead our beautiful 
State. 

/aeh 
asking.Hr 
1/6/95 

?s'.n~ 

l . 
dif T. Stone, RN, MS 

Vic President for Nursing/ 
Patient Services 

22 Bramhall Street, Portland, Maine 04102-3175 (207) 871-0111 



State Trends 
Volume No. 3, Issue No. 2 October 1994 

Total Quality 
Management 

Highlights 

During the last two to three years, a majority of the 
state governments, either on.a statewide or agency-wide 
basis, have initiated a variety of quality management ef
forts to improve the w_ay they manage agencies and de
liver services to both internal and external customers. 

Many state officials are asking how other states are doing 

State Trends & Forecasts alerts state 
leaders and senior managers about long
term structural and institutional changes 
in state governments and offers policy 
and management options based on recent 
trends and expert forecasts. 

Previous issues: 
• State Executive Branch Reorganization 
• State Campaign Finance Refonn 
• Privatization in State Government 
• State Business Incentives 

Future issues will deal with a variety of 
topics on state government capability, 
including: 

• Health Care Administration 
• Human Services Administration 
• Education Governance . 
• Environment and Waste Management 
• Foresight and Strategic Planning 
• Budget and Fiscal Management 
• Government Growth and Employment 
• Central Management and 

Administration 
• State Legislatures and Legislators 
• State Court Systems and Decisions 
• State-Federal-Local Relations 
• State Initiatives ancl Rererenda 
• Corrections i\clministration 
• lnfrastnKture Managemem 
• I lousing and Cu1111m111i1y Devdupmem 
• Natural Resources ancl Eneq.,'Y 

l\,lanagc111e111 
• 'lcd111oloh'Y Ma11ai-;t:111c11t 
• lnternational'l'radc;md Investment 
• 'li·ampo11atio11 Ma11ai-;c111c11t 

with quality management initiatives and pondering the 
best ways of dealing with the TQM issue in their agencies. Based on re
cent trends and forecasts in state quality management efforts, five broad 
options may be considered by state officials: 

• No interference. States may not want to initiate TQM efforts in favor of 
traditional management tools. TQM is not for state agencies that are not 
ready to provide employee empowerment and customer-focused services. 

• Quality management initiatives by agency managers. State agency di
rectors or managers can initiate TQM efforts on their own in less inte
grated ways, without-gubernatorial directives or legislative mandates. Many 
agency-based TQM initiatives have been .launched, using the talent of 
front-line workers in management decision-making. 

• "Talk the Talk" or "Walk the Walk." Governors or other top state execu
tives, with or without their personal or organizational commitment, can 
promote the adoption of the TQM concepts and principles. Governors in 
many states have been the initiators of quality management efforts. 

• Full implementation ofTQM in the executive branch .. Governors and 
agency heads can implement TQM throughout the executive branch of 
state government in either pure or hybrid form. TQM needs to be em
braced and practiced at the highest levels of state government, including 
the governor and cabinet. 

• Transformation of government culture. TQM principles may be appli
cable to certain areas in all three branches of state government. Several 
states have taken initial steps toward improving decision-making prac
tices to satisfy their customers. 

A number of practical issues arise when implcmenLing TQM in sl.ate 
government. Among Lhese arc: overcoming resistance; Lraining; recogni
tion and awards; measuring successes and failures; and the question of' 
s11s1enancc. 

Ce111t•r lc>r S1a1c '(i·e11cls and l1111ova1io11s 



TQM 
in State 
Government: 
Options for 
the Future 

by Keon S. Chi 

CSG Survey on 
State Total Quality 
Management Activities, 
1994 

A national survey on "Total 
Quality Management in Stale 
Government" was conducted by The 
Council of Stale Governments 
(CSG) in February and March 
1994. A structured questionnaire 
with some open-ended questions was 
sent lo governors' chiefs of staff and 
the directors of administration and 
personnel agencies in the 50 stale 
governments. All 50 stales returned 
the survey questionnaires (in 
various stages of completion), some 
with f,ertinenl documents, including 
gubernatorial executive orders and 
sj,eeches, fmss releases and sf,ecial 
re/Joris on TQM activities. 

Introduction 

Ti.Hal Quality ~lanagement is the most recent management philoso
phy introduced in state government. During the last 1.wo to three years, a 
majority of the 50 state governments, either on a statewide or agenq·
wide basis, initiated a variety of quality management efforts to improve 
the way they manage state agencies and deliver sen1ices to the public. 

Unlike traditional management approaches, characterized by hierar
chical structures and centralized and control-oriented decision-making, 
TQM emphasizes horizontal decision-making with employee empower
ment and teamwork, customer-defined quality and continued improre
ment. In particulai~ TQM focuses on improving systems (policies, mles, 
regulations and procedures) under the assumption that most problems in 
state agencies are systemic, rather than individual, problems. 

However, many state officials are asking whether TQM is just another 
management fad or something that has sustaining power. They are ask
ing if and how they can translate TQM principles, which were developed 
in the private sector, to state agencies. They also want to know what other 
states a.re doing with the new management approach and are pondering 
best ways of dealing with the TQM issue. 

1l1is report offers five broad options for state officials - governors 
and agency managers, legislators and staff,judges and court administra
tors - to consider when faced with making decisions on what to do with 
TQM in their states and agencies. It incorporates findings of a recent 50-
state survey of quality management efforts in state government conducted 
by The Council of State Governments and the results of brainstorming 
sessions conducted with experts on state quality management efforts. 

State quality management efforts bear a variety of names: quality man
agement, quality leadership, quality partnership, quality service, quality 
initiative and quality through participation. In this report, the label of 
Total Quality Management is used broadly, encompassing various quality 
management efforts. 

• Option 1 -No Interference. Do not interfere in ongoing state agency 
operations with another management tool. 

• Option 2 - TQM Initiatives by Agency Managers. Individual agency 
directors or managers initiate TQM projects on their own in less 
integrated ways. 

• Option 3 - "Talk the Talk" or "Walk the Walk." Governors or other 
top state executives, with or without their personal or organiza
tional commitment, promote the adoption of TQM concepts and 
principles. 

• Option 4 - Full ImjJlementation in the Executive Branch. Implement 
TQM throughout the executive branch of state government. 

• Of,tion 5 - Tranifrmnation of Government Culture. Apply TQM 
principles to all three branches oC state government to seek a total 
transformation of government culture. 

' 1 Tlw < :01111ril oJ' Slalt: < :m•1:r11111c111s 



1hmds a11d Forecasts 

The past decades wihiessed several waves of govemme11t reform, with 
Total Quality Management being the most recent management philosophy 
introduced in state govemment. Top executive officers in some states, ill
cludi11g governors and agency heads, however, tend to regard TQM merely 
as another management fad. This perception is likely to persist in state 
agencies, especially where traditional styles of management are well in 
place. ' 

Traditional Management Approaches. 

As of the first half of 1994, six states reported that they did not adopt 
a statewide or agency-wide TQM project or process. Leaders and man
agers in these states may have been indifferent toward TQM or may be 
taking a wait-and-see attitude until they are convinced the new manage
ment approach is truly different and more effective compared with tradi
tional management and productivity improvement efforts, by whatever 
names. 

Traditional management approaches certainly are not without value . 
and may have quite useful consequences under appropriate circumstances, 
such as genuine political support and long-term time horizons. In fact, 
some state agencies have reported encouraging outcomes of such tradi
tional approaches, while others have yet to realize measurable manage
ment improvement. But the principal difficulty with traditional manage
ment and productivity improvement approaches, according to TQM pro
ponents, is that they are either detached from daily management and/or 
result in piecemeal changes. In addition, none of them have a compre
hensive philosophy of management that is linked to a method of process 
improvement and changing organizational culture. 

Traditional Management Versus TQM 

Proponents ofTQM also say that traditional management approaches 
- characterized by hierarchical structures, authoritarian and central
ized decision-making, and control-oriented management efforts -have 
become almost dysfunctional. As pointed out in a recent report on state 
management improvement by the National Governors' Association: "The 
rigidity of state personnel and procurement systems and the gross cen
tralization of governmental decision-making process, with remote cen
tral service agencies making most critical decisions, clearly present chal
lenges more serious than those faced by any but the most outdated pri
vate corporation." 

One frequently-asked question in considering the new management 
philosophy is, "Is TQM old wine in new bottles?" Proponents of TQM 
assert that it is designed to change government culture with a focus on 
horizontal, decentralized decision-making, cooperation and teamwork, 
continued improvement and, perhaps most importantly, customer-de
fined quality (see Thble l on page 4 and Table 2 on page 5). Although 
TQM is defined in various ways (see "What is TQM?" on page 6) - as a 
philosophy, approach, tool, process, system, method, set or guiding prin
ciples or procedures, or an array of organizational behavior - its propo
nents Lend to share at least one underlying assumption: manag-ement 

Option 1 
No Interference 

Do not iute1fim1 in ongoing 
state agency operations with 
another 111anagn11e11t tool. 

Brainstorming Sessions on 
Total Quality Management 

The brainstonning sessions on 
Total Quality Management in State 
Government were held March 4-6, 
1994 in Lexington, Ky., the location 
of The Council of State Govern
ments' headqua1ters office. Members 
of the expe1t panel were: 

Judd N. Adams, Publisher and 
Editor of Quality Government 
and TQ]vl Trainer; Boulder, 
Colo. 

Timothy L. Boncoskey, Director; 
Office for Excellence in Govern
ment; Phoenix, Ariz. 

James S. Bowman, Professor; School 
of Public Administration; Florida 
State University; Tallahassee, 
Fla. 

Don Giek, Deputy Director; 
Governor's Office of Employee 
Relations; Albany, N. Y. 

Billy Hamilton, Deputy Comptroller; 
Office of the Comptroller of Public 
Accounts; Austin, Texas 

Melanie 11. Kennedy, Arlwnsas State 
Quality Coordinator; Little Rock, 
llrli. 

Josef,h Sensenbrenner, President; 
Sensenbrenner llssociates, Inc.; 
Madison, Wis. 

For more inji,rmation on the 
J>(lnel 1>_/T(lM 11x/>11rts, see 
11/>/)lrrulix D on /mge 39. 
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According lo quality management 
f1roponents, most problems that an 
orl{.artization confronts are self 
injticteil and usually creatP.d by 
manawment. T!tey maintoin t!tat 
more titan H5 J1ercent of the 
J1roblem.1· in an orwmiu1ti1111 rirP. 
Iystemir: f1roble111.~. 

Table 1 
Compariso1l of Traditional Manageme1lt a1Zd TQ.M Principles 

Traditio11al Ma11age111e11t 

Needs of users of products ;md 
services defined br specialist 

Errors and waste tolerated if the)' 
do not exceed set standards 

Products and sen'ices inspected 
for problems, then fixed 

Many decisions governed by 
assumptions and gut feelings 

Short-term planning based around 
budget cycle 

Product or service designed 
sequentially by isolated 
departments 

Control and improvement by 
individual managers and 
specialists 

Improvement focused on one-time 
breakthrough such as computers 
and automation 

Vertical structure and 
centralization based on control 

Short-term contracts awarded 
based on price 

Total Quality Ma11age111e11t 

Customer focus, where users -0f -
products and ser,ices define what 
they want 

No tolera11a for errors, waste and 
work that does not add ralue to 
products and sen-ices 

Prevention of problems 

Fact-based decisions using hard 
data and scientific procedures 

Long-tenn planning based on 
improving mission performance 

Simultaneous design of total 
product or sen'ice life cycle by 
teams from many functions 

Teamwork among managers, 
specialists, employees, vendors, 
customers and partner agencies 

Continuous improvement of every 
aspect of how work is done 

Horiz.ontal and decentraliud 
structure based on maximizing 
value added to products and services 

11mdor partnership of long-term 
buyer/seller obligations based on 
quality and conditional improvement 

Source: Adapted from David K Carr and Ian D. Littman. Excellence in Government: 
Total Quality Management in the 1990s, Coopers & Lybrand, 1990, p.4. 

problems in an organization are primarily due to systems, not employees. 
According to quality management proponents, most problems that an 
organization confronts are self-inflicted and usually created by manage
ment. They maintain that more than 85 percent of the problems in an 
organization are systemic problems. Management creates the systems (poli
cies, rules, procedures, training, legislation, rewards, and information and 
financial systems) and, therefore, it is management'sjob to improve the 
systems so that people can work more effectively in the system. TQM 
supporters also argue that the new management philosophy versus tradi
tional management philosophy is an issue of rate of change to some ex
tent. Traditional management sets g-oals incrementally - e.g., less than 
5 percent improvement per year - while TQM offers the possibility and 
some examples ol'"breakthroug-h" improw111c11t -e.~ .. JO percent, 15 
percent or ~O percent per year. 
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Table 2 
Components of State TQiH I11itiatives 

lvfost slate quality management activities, by whal1rz1er 1w111e, co11tai11 the following 
eight elements (in order of the frequency of mm/ion): 

1. Greater efforts to satisfy customers (clients, constituents and workers in other 
agencies) 

2. New leadership commitment to achieving management excellence 
3. Greate1· emphasis on employee empowerment and pmticipation in decision-

~k~g • 
4. Greater emphasis on process, product and seruice-111easure111e11t fools (data-based) 
5. Streamlined work procedures (sho,ter chain of command, less paperwork, etc.) 
6. Strategic, long-term plans to improve the quality of products or services 
7. Neu, organizational and work environment to improve employee morale 
8 .. More flexible operational systems (personnel, purchasing, etc.) 

Source: CSG survey on state TQM activities, 199-1. 

Why are management reformers calling for TQM in state govern-
. ment now? Reformers contend taxpayers and customers of government 

ser?ices are forcing state policy-makers to rethink how they operate. In 
the wake of budget shortfalls, many state governments have been imple
menting strategic planning, restructuring their executive branch agen
cies, and conducting cost control and efficiency studies to improve man
agement and service delivery. But the ultimate goal of TQM is to close 
the gap between what customers expect to receive and what they actually 
get from state government. TQM customers in state government include 
both internal customers (workers in state agencies) and external custom
ers (clients and constituents) (see "Customers of State TQM Activities" 
on page 7). If government stays constant and does not adopt what is 
becoming the standard in the private sector (customer friendliness, flex
ibility, speed, individualization, etc.), it may appear to fall behind. TQM 
proponents say, "The bar is being raised, we must follow or look more 
the fool." • 

Also, it should be added, the rapid increase in privatization activities 
in state agencies across the nation in recent years poses an added chal
_lenge to traditional management approaches. Unless a radically differ
ent management philosophy, like TQM, is introduced, the use of the 
private sector in management and service delivery in state government 
is likely to gain a more widespread acceptance in the near future, with all 
the uncertainties that accompany privatization. According to a 50-state 
survey conducted by CSG in 1993, more than 85 percent of state audi
tors, budget directors and comptrollers predicted increased privatization 
during the next five years, as did a majority of the respondents from 
health, mental health and social service agencies. ("Privatization in State 
Government: Options for the Future," State Trend~ & Forecasts, November 
1993) 

In applying TQM concepts, however, there is a very real danger of 
confosing disagreement over what governmenL does with how well it does 
iL. Polls show that people do not trust government. rn1is distrust may be 
a resulL, in part, of poor performance by governmenL agencies. However, 
iL also may be panly a hyproducL of' Lhe o!lgoing- sm1gg-le to redefine 
government's role in modern society. . • 

If government stays constant and 
does not adopt what is becoming the 
standard in the p_rivate sector, it may 
appear to fall behind. TQlvI 
proponents say, "The bar is being 
raised, we must follow or look more 
the fool." 
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J,Vhat is TQNI? 

'/iilol Q1111/ity "1r111ag1•111mt is bmorlly d1f,11td as a Iii.I' 111a1wgr1111:11I a/1/mwch that 
d1a11g1!S lrndiliomzl orgrmi:.atioual tlecisio11-11wlli11g J1rarlices to produce products or 
d!:lit1a services for ils ruslomers i11 more r.Jft!clive and ,ificiml ?L'ays. In essence, 
TQM is a managr111e11/ S)'Slem desigmd lo meet mu! l'XCl!l'd jmblic exjJeclations. ll. 
occo111plishes this //zro11gh delennining wlzal co11sli/11/cs excellence in customer service 
by e111/1owering employees lo a 11(:ver-ending search for quality improvement in every 
asj1ecl of work. TQivl, initially developed and used iii /he private sector, has been 
defined variously in stale government. The following is a sample of definitions of 
TQAI used in selected stales. • 

"The mission of the Tola! Quality Management program i11 Colorado stale 
government is lo conli1111ously improve service lo cus/omers of slate agencies through 
a structured process thal will recognize the talents of all employees and enhance 
productivity and efficiency . ... The key concepts of TQAJ that will fonn the basis for 
the development of bolh the slate and debannenl plans are: senior management 
involvement, teamwork (empowennent in decision making al all levels), goal setting 
and perfonnance evaluation, customer focus (both infernal and external), defect and 
error prevention, continuous work systems improvement, data-based decision making, 
long-range thinking, ongoing training and employment development, and 
communication of quality requirements lo suppliers." (Colorado) 

"Total Qualify iWanagement is a process designed to give workers and managers the 
tools to imprrrt.1e the way they work and the power to make changes that will benefit 
the customers they serve." (Maine) 

"Total Quality Management is a strategic approach lo achieve customer satisfaction. 
TQM begins with top management commitment and vision and involves all 
employees using quantitative and qualitative problem-solving methods to improve 
continuously and forever an organization's process." (Massachusetts) 

"Total Quality Management is an operating philosophy that stresses establishing and 
meeting standards through detennining customer needs, developing work teams, 
identifying and analyzing work processes, targeting areas of improvement, 
implementing corrective action. The purpose is to meet or exceed customer needs." 
(Missouri) 

"Quality through Participation (QtP) is a major initiative to implement Total Quality 
Management in New lvrk State Government .... QtP's goal is IQ improve the capacity 
of New York State Government to deliver quality services to the public by introducing 
the principles and methods of total quality management, and demonstrating that 
those principles and methods can be successfully adapted to the governmental context 
and result in more effective operations." (New York) 

"TQM is a philosophy that focuses on customer satisfaction, decisions based on data, 
employee involvement, reward and recognition, and continuous improvement." 
(Texas) 

Source: CSG survey on state TQM activities, 1994. 

Implications and Recommendations for Policy Option 1 

In considering the option of not adopting TQM, state policy-makers 
will want to give attention to the following: 
• TQM is not for agencies that are not ready to undertake some organiza

tional and personal changes. 

ti The Co1111l'il ol' SI all' t:m'l'l'llllll'llls 

Diagnostics should be the lirst step to start TQM. Agencies are not 
ready lo undertake _TQM, for example,, if: their budget crisis is to_o 
great, employee ur11ons are strongly res1sl111g, or workforce layoIT 1s 
immi11e111. More importantly, state leaders and managers who are nol 



Customers of State TQM Activities 

"ll'ho an• the wslomers of stale goverm111mt? Et1t!l)'Olie. Evel)'Olle who receit 11•s the 
i11f11r111alia11, service or product you provide either directly or indirectly. A customer is 
all)'0/11! who receives or uses what you produce or whose success or sati~factio11 
dt'p1mds 011 your actions. How do you determine which customer is important? Look 
to your agency mission. For example, customers of health and lw man services may 
i11cl11de physicians as well as the tobacco lobbyist,· customers o{thej11dicia1y include 
t•ictims and perpetrators ... A customer is the next person in line who receivt!s your 
work. A chain of customers exists inside an orga'l!ization and a chain of customers, 
outside the organization. Each customer is important. Qllality service is delivered 
through a series of transactions that involve many internal customers before 
reaching the final customer. A series of middlemen or 'pass through agencies' 
co11trib11te to the quality of service the final customer receives. TQJ',,f helps orchestrate 
the intemal and extenzal relationship so that the customer doesn't fall through the 
cracks." 
Source: Commonwealth Quality Improvement Council, Massachusetts, 1993. 

prepared to give higher priorities to customer service, process im
provement and employee empowerment should not use TQM as their 
management approach. Under TQM, sincere and thorough efforts 
are required to provide customer-focused services. Customer focus, 
however, must be balanced with sound public policy. 

• Option 1 may be suitable for state agencies in favor of the status quo or 
.under stress. 

Reasons for considering the zero-option include: maintaining the 
status quo out of fear of change; higher priorities in areas other than 
introducing a new management approach; the need for time and space 
to breathe from recent management improvement efforts or major 
organizational trauma; e.xecutives' limited ability to control manage
ment situations; no real personal interest in management on the part 
of top executives; or management and labor strife. However, once a 
little time has passed, recently completed budget cuts or layoffs can 
offer a good springboard for change with appropriate transition activ
ity. 

• Option I may have some negative implications for state agencies. 
Such implications include: permitting barriers to be built or to con

tinue between agencies; agency likely to stagnate or even get worse as 
other agencies improve their processes and make progress; no strate
gic vision to align government operations (i.e., staying in a crisis man
agement mode); the "if it ain't broke, don't fix it" attitude becoming 
part of the problem; further loss of public confidence and trust; po
tential positive press coverage missed; and potential embarrassment. 

Trends and Forecasts 

During the past few years, executive agency heads across the states 
initiated a variety of TQM efforts to improve agency management or to 
undertake cross-functional projects by multiple agencies. More agency heads 
and mid-fovel managers are lilwly to implement TQM in the next few years. 

Agency-wide Initiatives 

Tl1<: TQM survey co11d11c1ed hy CSC identiliccl rnore than :10 slates 
where i11divid11al cxcc111ive :igent'ics have adop1ed 111os1 or all TQM pri11-

Option 2 
TQM 
Initiatives by 
Agency Managers 

lnrlivirlual agmu:y directors or 
managers initiate TQJvl JJnd<!t:l~ 
on their own iu less inkgmterl 
wriys. 
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According to statewide TQAJ 
coordinators, TQM initiatives have 
been launched "to do more with 
less," to use the talent of front-line 
workers in management decisions 
and to improve employee morale, 
skills ana productivity. 

ciples to impn)\'e management and se1-,,,ice ddiYery withnut gubernalo
rial dirccti\'es. fonnal or informal. 

In Hawaii, the :Hate Department of Personnel Sc1Yices in 1992 initi
ated a TQ~l project, which is now being implemented in seYeral olher 
agencies, including transportation, education, and the state library sys
tem. Under Iowa's Continuous Quality Improvement, five agencies are 
implementingTQM pilot projects: the departments of Employment Ser
vices, Transportation, Personnel and Economic DeYelopment as well as 
the Department for the Blind. 

In Pennsyl\'ania, TQM projects also have been initiated on an agency
tu-agency basis, not as a centralized statewide effort. Such projects are 
being implemented in the state's departments of Transportation, Com
merce, Labor and Industry, Fish and Boat, Revenue, Environmental Re
sources and State Police. Similar agency-based TQ~f projects have been 
initiated in Utah, Vermont and Washington state. Cnder New Mexico's 
Quality Management Institute initiated in 1993, employees from several 
state agencies are starting "grassroots, unofficial TQ~f efforts" with assis
tance from the Office of the Lieutenant Governor. 

Other examples of agency-initiated TQ1vf projects include Delaware's 
purchasing division, Idaho's administration department and Virginia's 
employment commission. In 1990, the Delaware Di,ision of Purchasing 
decentralized its decision-making so individual state agencies and schools 
can purchase items under $1,000 without central control, reducing the 
number of employees in the Document Processing section from 10 to 
five. In 1993, the Idaho Department of Administration initiated what 
they regard as successful agency-wide TQ~J practices. Also in 1993, the 
Virginia Employment Commission allocated resources to implement the 
Continuous Quality Improvement (CQI) program, designed for "satisfy
ing customers by improving processes and products through [its] com
mitment to agency values." The five elements of the CQI vision state
ment are: 1) a high level of trust among agency employees; 2) a continu
ous, systematic quality improvement process; 3) employees who work in 
partnership with each other and with rustomers; 4) a better quality of 
work life for employees; 5) and a higher level of satisfaction for rustom
ers. Agency-wide quality improvement projects ha,·e been implemented 
recently in other agencies in Virginia: the Department of Mental Health, 
Retardation and Substance Abuse Services and the Department of Eco
nomic Development's Human Resources Division. Although the outcomes 
of the Virginia agencies' pilots are not conclusive, all of these agencies 
said their TQM activities are likely to increase during the next five years. 

These agency-based TQM initiatives have been launched for very much 
the same reasons cited by statewide TQM coordinators: "to do more with 
less," to use the talent of front-line workers in management decisions and 
to improve employee morale, skills and productivity (see Table 3). 

Inter-Agency Initiatives 

Although most statewide TQM efforts began within the last two years, 
agencies in a few states worked together to begin quality management 
prob'Tams much earlie1: For example, the Minnesota QualiLy lnitiatives, 
one of' tlie first TQM efforts in stale government, was initiated in 1 D87 by 
"grassroots people" concerned about illlroducin~ quality management 
principles into their work units. One Minnesota respondent Lo the CSC 
su_rvey commented, "Our program is imentionally unstructured .... Our 
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Table 3 
Reasons for Initiating State TQM Efforts 

State TQi\,/ activities have b,ien initiated for th1! following reasons (in order of tht. 
frequency of mention): 

1. To reduce costs of 111anage-111e11t and delive1y of stale services ("to do 111ore with 
less") 

2. To use the talent of front-line employees in 111anagemerzt and decision-making 
3. To enhance images of the state or agency . 
4. To improve employee morale, skills and productivity 
5. To change traditional management style (hierarchical, centralized, control

oriented, etc.) 
6. To deal with complaints from cllStomers (clients, constituents and other agency 

workers) 
7. As part of strategic planning activities 

Source: CSG survey on slate TQM activities, 1994. 

annual quality conference has grown dramatically each year. In 1993, 
1,200 state employees participated in the quality management confer
ence and the conference host had to turn people away." 

In South Carolina, several state agencies began their quality improve
ment efforts in 1988 with the assistance of the state Division of Human 
Resources Management. In 1990, a group of eight agencies established 
the South Carolina State Government Quality Network as a cross-section 
of state agencies working together to increase awareness of quality man
agement and to promote total quality principles. The network now in
cludes 31 state agencies. The five areas of growth, according to the inter
agency network, are inter-agency cooperation, sharing ofresources, con
ferences and training, recording of successes, and development of public 
and private partnerships. 

Multiparty Teams 

In addition to collaboration among state agencies, organizations from 
state government, the federal government and the private sector have 
joined forces on TQM. For example, Colorado state regulators (the De
partment of Health's Radiation Control Division and the Department of 
Natural Resources), a private sector uranium milling corporation (Cot
ter Corporation), and two federal agencies (the Environmental Protec
tion Agency and the U.S. Geological Survey) have used TQM principles 
since 1992 to formulate environmental cleanup plans cooperatively, re
solve technical issues of license renewal and develop plans for eventual 
site decommissioning. The Total Quality Environmental Management 
team in Colorado reached agreements within a year- agreements which 
had not been reached during the prior decade - in the areas of solids 
management, liquids management and the process for decontaminating 
buildings and equipment among the parties involved. 

Organizations from stale 
government, tlie federal government 
and the private sector have joined 
forces on TQM. 



Agency directors are a significant 
driving force in TQM, Agencies 
often use mid-level implementation 
teams and facilitators lo achieve 
early successes, and real change 
agents often are mid-level 
managers. 

Interstate Cooperation 

State agc1Ky managers might nol need to develop tl~eir own TQi\l 
program. Instead, they can learn from their counterparts 111 other states . 
.--\ model for interstate cooperation in promotingTQl\1 is the Stales' Qualily 
Fon.nu. The first States' Quality Fon.nu, called "Investing in Real Improve
ment," was held for four davs in May 1993 in Columbia, S.C. The confer
ence drew -!-5 participants f\.om 15 states and included topics on perfor
mance e\'aluation and the employee union role in the development of 
statewide TQM programs. More than 250 state workers from South Caro
lina attended the final two days of the f01um to learn about other states' 
quality management practices. 

The second States' Quality Forum, called "Thriving on Change," was 
held in Little Rock, Ark., in April 1994 to discuss broad areas of concern 
to statewide and agency quality coordinators. Seventy-five state quality 
coordinators and facilitators from more than 20 states attended the States' 
Quality Forum. The three-day conference concentrated on various topics 
such as: the pros and cons of quality awards; diagnostics and measures of 
continuous improvement; working with the legislature; reward and rec
ognition of innovations; self-directed work teams in a government envi
ronment; building upper-level commitment in the agency career service; 
and the challenges to TQM with a riew governor. Quality management 
success stories highlighted at the conference include: "Success in Arizona 
State Government"; New York's redesign of a state service delivery sys
tem; South Carolina's "Making Lemonade from Lemons"; "Governor's 
Quality Partnership" in California; Oklahoma's "Reinventing a Public 
Resource Center for Individuals with Developmental Disabilities Using 
Quality Techniques"; "Implementing Quality Oklahoma with the A-Team"; 
and Ohio's "On the Right TRACT." 

The successful second States' Quality Forum concluded by document
ing how each state started its quality initiative and what each state was 
doing in regard to using quality principles for training, performance evalu
ations and partnering with other agencies, suppliers and customers to 
deliver services. "We learned from each other how [we] are going about 
implementing quality management in [our] states," said Melanie Kennedy 
of the Arkansas Quality Advisory Council. In addition, the conference 
designated four regional alliances for continuous quality improvement 
coordination across the states. The third States' Quality Forum is sched
uled for September 1995 in Minnesota. 

Implications and Recommendations for Policy Option 2 

State officials choosing TQM on an agency or project basis should 
consider the following points: 
• 1?is option may be especially appropriate for decentralized state agen

cies. 
A decentralized environment exists in a state where the governor 

does not have much direct managerial control or does not want direct 
control, where governors or agency heads won't give more than "lip 
service" to TQM or where subordinales need Lo make Lheir own deci
sions voluntarily. 

• Under Lhis oplion, each agency basically lends lor iLsclC. 
Age1Ky direct.ors are a signilic.:ant driving force in TQM. Agencies 

oli.en use mid-level i111plementaLion t.eallls and l:1c.:ili1a1ors lo achieve 
early s11cces'ies, and real cl1ange agents ofien are mid-level managers. 
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Change is often molivatcd by a sense that the \'alucs inherent in bel
ler practices arc consistent with the initiator's values. Howcvc1~ it is 
important to keep in mind that pioneer change agents remain eflec
tivc only within their limited sphere of inlluence. 

• TQM implementation requires appropriate "agenc.y infrast111cture." 
TQM needs to be "rolled out" by building a quality infrastructure 

which supports the process in each agency. To meet the unique needs 
of each state agency, an infrastructure must have the required sup
port, oversight and empowerment. Within the context of the agency 
infrastrncture, key elements of the process can be built into the agency 
structure to provide policies, assurance of quality strategic planning, 
well-defined goals and objectives, and organization-wide priorities and 
responsibilities. Additionally, this structure should provide employees 
with the support, skill set and incenti\'es to become successful in the 
new agency culture. The support system should include all levels of 
the organization and be built through vertical and horizontal linkages. 

• Option 2 may be considered by state agencies for some good reasons. 
These include: some limited experimentation in management im

provement; no need for formal directi\'es or a mandate from the gov
ernor or the agency head; limited resources allocated to obvious prob- . 
lems; customer-focused service delivery in selected service areas; de
sire for relatively painless experiments and targeted gains; employee 
acceptance/readiness for expansion; use as a cultural wake-up call; fast 
payoff; accomplishment without "heavy TQM infrastructure"; greater 
diversity in management approach without risk or catastrophic fail
ure; and avoidance in overselling TQM statewide. 

• Option 2 may have some neg=uive implications. 
Such implications include: not taking advantage of statewide train

ing resources; no linkage with statewide strategic planing; no sustained 
statewide management improvement; low aggregate impact; not ad
dressing underlying problems in state management, such as human 
resources management, information technology and procurement; and 
no genuine transformation of government culture. 

Trends and Forecasts 

. TQM is used by governors and top state executives, especially when 
considering "running government like a business" or establishing part
nerships with the private sector. State leaders are most likely to continue to 
talk about values ofTQM with the hopes of seeing more agency managers 
and employees embrace this management approach. 

Governors' Initiatives 

Some governors arc "talking the talk" (rhetorical support), while oth
ers are "walking the walk" (taking actions to implement TQM). In either 
case, governors in many states have become the most visible spokesper
son for lransCerring successful private sector TQM practices into state 
governmenL-;. According to lhe CSG survey, governors were cited as TQM 
iniLiators in at least in 25 slates, and agem.y heads were named as initia
l.ors in I :l slates. Governors' speeches given recenlly in Nebraska, Norlh 
Carolina and Tennessee arc illustrative of' TQM efforts by state chief' 
exerntive ollicers: 

Option 3 
"Talk the Talk" or 
''Walk the Walk'' 

Governors or other top state 
executives, with or without their 
personal or organiwtional 
commitment, promote the 
adoption ofTQM concepts and 
principles. 
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The CSG survey identified 27 states 
with quality management councils, 
steering committees or task forces 
designed to undertake statewide 
TQM eff01ts. 

Nebrasb Go\', Ben Nelson said, "Prior to my being decccd governor, I 
served on the board of directors of large and small companies. I saw 
how we and the corporations with whom we did business had to be 
farsighted to compete in the new global marketplace. \Vuhout a vision, 
without a commitment to customer service, these companies would 
submerge rather than emerge. They learned to do more with less ... .In 
the public sector, taxpayers rightfully create pressures for improved 
services without additional money." • 

North Carolina Gov. James B. Hunt said, "To start our campaign for 
change, we are forming the 'Partnership for Re-engineering Govern
ment,' an alliance between the private sector and North Carolina State 
Government. It is heartening to know there is so much interest in TQM 
principles. Making state government efficient and effective is one of 
the top priorities of my administration. And I believe if we adopt the 
same total quality principles that have helped bring Ford Motor Com
pany and other corporations back to prosperity, we can provide world
class service to our customers - the citizens of North Carolina." 

Tennessee Gov. Ned McWherter said, "The purpose of this conference 
is to introduce you to the concepts of our Quality i\.fanagement pro
gram .... Adopting a quality management approach will require us to 
think about our jobs in new ways. Managers may be asked to give up 
some control and incorporate the suggestions of employees into deci
sion-making. Our front-line employees will be asked to make more 
decisions instead of always depending on managers for guidance and 
all of us will have to work more closely together to find ways of doing a 
better job at our jobs." 

TQM Task Forces 

Governors in many states have moved from "talking the talk" to "walk
ing the walk" by establishing task forces and then coordinating commit
tees. The CSG survey identified 27 states with quality management coun
cils, steering committees or task forces designed to undertake statewide 
TQM efforts (see Table 4). Their names, size and roles vary; most have 
private sector representatives as members or consultants appointed by 
governors. Examples of such task forces are those in Texas, Tennessee 
and California. 

In October 1992, Gov. Ann Richards issued an executive order (AWR 
92-11) to establish the Texas State Government Quality Committee to 
assist state agencies in providing "legendary" customer service. The com
mittee of 25 members was charged with facilitating the utilization ofTQM 
throughout state government. 

In Tennessee, a TQM task force appointed by the governor concluded 
that the successful implementation of a quality management process in 
state government could create a "win-win situation" for state employees 
and citizens who receive the products and services of the state. As a result, 
the Office of Quality Development was created in 1993 to serve as a cen
tral coordinating agent for the quality management initiative. Implement
ing the task force's recommendations is a central focus and responsibility 
ol' lhe Oflice of' Quality Development. The o!Iice was charged with help
ing to initiate, support and oversee the i111plementatio11 of a st;llewide 
quality management process. 
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Table 4 
Statewide TQiH Cou11cils, Steeriug Committees or Boards 

Ai-iwna 
Arkansas 

Ctllifornia 
Colorado 
Florida 
Georgia 
Illinois 
Kansas 
Kentucky 
Maryland 
Maine 
Massachusetts 
Michigan 
Minnesota 
Missouri 
Nebraska 
New Hampshire 
New Mexico 
New York 

Oj}itl' for Excellence in G11vern111m1t 
.frkausas Quality Advisor,• Cm111cil and the 
Quality Manage111e11t Bo,ini 
Govanor's Task Force on Q11tllily Goi1t'1-mnent 
Stal,• Quality Council 
Total Quality Leadership 
Quality Service Council 
Governor's Quality Council 
Kansas Quality Management Council 
Governor's Commission on Quality and Efficiency 
Total Quality Initiative 
J\,Jaine Quality Management Conncil 
Commonwealth Improvement Council 
1v!ichigan State Government Quality Fornm 
Minnesota Quality Initiative 
Commission on Management and Productivity 
Emerge 
Quality Council 
TQ}I Advisory Board 
State Quality through Participation Steering 
Committee 

Ohio Quality Service through Partnership Steering Committee 
Oklahoma Governor's Quality Council 
Oregon Oregon Quality Initiative 
Pennsylvania Statewide Total Quality Advisory Council 
South Carolina State Government Quality Network 
Tennessee Quality lvlanagement Council 
Texas Texas. Quality Service Steering Committee 
West Virginia Inspire 

Source: CSG survey on state TQM activities, 1994. 

In June 1993, California Gov. Pete Wilson signed an executive order 
(W-47-93) to establish the volunteer Task Force on Quality Government, 
consisting of members from private business, labor, and state and local 
government. The task force is charged with advising the governor and 
his cabinet on quality management policy and implementation. One of 
the task force's first responsibilities was the selection of"pioneer projects" 
within volunteer state departments. The departments of Personnel, Fi
nance and General Se:rv-ices were instructed to view pioneer project re
quests for modification from existing regulations to the extent legally 
permissible. By the December 1993, a total of 24 pioneer projects were 
selected for TQM. 

Public-Private Partnerships 

Many governors and top state executives initially learned ahout TQM 
from large and nationally known private corporations. By mid-1994, at 
least 17 states ha<l established a variety of public-private partnerships for 
design, training, facilitation, implementation, monitormg and evalua-
1.ion ol'TQM (see 'fable 5 on page 14). Countless state agencies also have 
hecn involved in partnership~ with <.:orpora_tions i11 their states. 

By mid-] 994, al least 17 states had 
established a variety of public-J,rivate 
p_artnerships for design, training, 
facilitation, implementation, 
monitoring and evaluation of TQM. 
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ilrizmw 
Califomia 
Georgia 
Illinois 
Iowa· 
Kentucky 
Louisiana 
Maryland 
Nebraska 
New lnrk 

Ohio 
Oklahoma 
South Carolina 
Tennessee 
Texas 
Utah 
M!rmont 
West Virginia 

Table 5 
Selected State Partuerships with 
Corporations to Implement TQM 

1'11rt11ershiJ,s with ni11e r.omjm11i1!S 
Xm,x, AT&'f, Unisys, Sj,ri11t 
Xao:-:, Digital, I BM 
Motorola, I BM, Xerox 
Texas Jnstmments 
General Electric, Toyota Motor Man11Jact111-ing, Bell South 
Dow Chemical Co. 
ll'estinghouse, Motorola 
L'nion Pacific Rail Road 
Ame1-ican Express, A.T&T, Can-ier, Coming, 
IBM, Kodak, MetLife, Xerox 
Xerox 
Xerox 
I l'estinghouse 
Dobbs International Services, Saturn, Federal Express 
Xerox 
AT&"'T Universal Card 
IBM, NYNEX 
General Electric 

Source: CSG mrvey on slate TQM activities, 1994. 

In Nebraska, for example, several state agencies, including the de
partments of Social Services, Military/National Guard, Health Care, La
bor and Corrections, established partnerships with private companies to 
advance the state's TQM Program. Nebraska's quality management pro
gram, called "Emerge," uses employee ideas and talents to reinvent and 
improve state government. Emerge's goals are: to empower state employ
ees to identify ways to improve the quality and productivity of their work
place, to get rid of unnecessary paperwork and procedures, to encourage 
alternatives to filling job vacancies, to eliminate unproductive meetings 
and useless authorizations, to provide incentives for employees to save 
rather than spend and to make Nebraska state government a model high
performance organization. 

In New York, senior vice presidents for quality from eight corporations 
have been paired with individual agency heads for one-on-one consulta
tion in leading a quality improvement effort. In addition, the contribu
tion of corporate expertise and resources is coordinated through a com
mittee of corporations providing the quality management pilot agencies 
and the statewide effort with the best of what the corporations have to 
offer. 

Transferability of TQM 

State policy-makers and managers have been asking if private TQr--1 
principles can be successfully transferred to state agencies. ·n1e pertinent 
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Table 6 
W. Edwards Deming's 14 Points for Management 

1. Cm1te and Jmblish to all e111J1loy1?1!S a stat1m1e11t oft/11• aims and Jnt1j)(]ses of the 
r.0111/Hmy or other orga11iu1tio11. Tlw ma11nge111e11t 11111st demonstmt1· consta11lly 
thr.ir commitment to this st11te1111?11l. 

2. Learn the new j1hilosoj1hy - to/1 management and t'11erybody. 
3. Undarstand the Jmrpose of inspection - for. i111provr.111e11t ofj,rocesses and 

reduction of cost. 
4. End the practice of awarding business on the basis of price tag alone. 
5. Improve constantly and fore·ver the system of production and service. 
6. Institute training. 
7. Teach and institute leadership. 
8. Drive out fear. Create trust. Create a climate for innovation. 
9. Oj,timize toward the aims and purposes of the company the efforts of teams, 

groups, staff areas. 
10. Eliminate exhortations for the work force. 
11. Eliminate numerical quotas for production. Instead, learn and institute methods 

for improvement. Eliminate management by objectives. Instead, learn the 
capabilities of processes and how to improve them. 

12. Remove barriers that rob people of pride of workmanship. 
13. Encourage education and self improvement for everyone. 
14. Take action lo accomplish the transformation. 

Source: W. Edwards Deming Uanuary 1990 revision). 

question is how should state managers translate a private sector model 
into one which would work for state government. For instance, can state 
agencies adopt W Edwards Deming's 14 points for management (see 
Table 6) or those of other TQM gurus, such as Phil Crosby, Joseph M. 
Juran and Kaoru Ishikawa? Despite the obvious differences between the 
public and private sectors - such as frequent turnover of elected and 
appointed state officials and lack of personal and financial rewards for 
management improvement in state government- state TQM coordina
tors te_nd to believe that the quality management philosophy can be 
adopted in the public sector. For example, when the CSG survey asked a 
question to state TQM coordinators or facilitators about the transferabil
ity ofTQM to state government, their response was almost unanimously 
affirmative. Thirty-three of the 35 states that responded to the survey 
question said TQM can be implemented in state government as effec
tively as in businesses and non-governmental organizations. It is not clear 
if these coordinators' opinions are representative of state managers or 
employees in their agencies. 

Implications and Recommendations for Policy Option 3 

State leaders considering this option should note the following: 
• Option 3 may be considered for some practical reasons. 

By "talking the talk," the governor can stay out of trouble because 
nothing has been promised. Pro-TQM speeches can make a CEO look 
good for the moment while they allow change champions to point to 
the governor's support. . 

Can stale agencies adopt W. 
Edwards Deming's 14 points for 
management or those of other TQM 
gurus? Despite the obvious 
differences between the public and 
private sectors, state TQM 
coordinators tend to believe that the 
quality management philosophy can 
be adopted i11 the public sector. 

State 'lh.-11d~ .~ H1rcrasts 



Option4 
Full Implementa
tion in the Entire 
Executive Branch 

Implt!ment TQM throughout 
the ext!cutive branch of state 
govt! 1·11.rnent. 

• FnrTQ~[ to be ellective, governors need to "walk the walk," not mere!~· 
"talk the talk." 

The governor can provide either rhetorical support or personal and 
organizational commitment to quality efforts.The governor's support
ive words can precipitate activities throughout the state or at least in a 
few agencies. However, front-line or union workers might not readily 
provide reciprocal activity. They have weathered past upper-manage
ment fashions, so their "let's wait and see if this lasts" attitude is under
standable. This phase can last years. Therefore, tme commitment and 
action steps by high-level officials is critical to the success of the quality 
process. Even after naming task forces or steering committees, how
ever, TQM efforts can fail unless management reform initiators are 
serious about their roles and persistent in implementation. 

• Only careful application ofTQM can reap real success to benefit both 
employees and citizens as customers. 

Past management innovations were often oversold and their pro
gram implementation was frequently flawed. TQM must be applied 
sensibly in agencies, functions and processes that have predictable, 
manufacturing-like activities such as accounting, document printing 
and distribution, entitlement programs, motor pool operations, sup
ply management and tax collection. Grandiose programs launched 
without resources can invite cynicism and failure. 

• TQ1-1 is not a panacea. 
For example, the National Performance Review Panel, chaired by 

Vice President Al Gore, was designed to deal simultaneously with four 
deficits confronting the federal government: "the budget deficit, the 
investment deficit, the performance deficit, and the·trust deficit." But 
some observers ofTQM contend that policy-makers should not pour 
their ultimate and final confidence in TQM to fix these deficits. TQM 
won't make people like certain programs any better. Other people will 
never see the value of making government more effective at what it 
does. Moreover, better management has real limits in dealing with the 
structural deficits that are a part of modern government revenue and 
expenditure systems, under which revenues grow rapidly in good eco
nomic times and expenditures grow rapidly during poor economic 
conditions. 

Trends and Forecasts 

TQM has been implemented mostly within the executive branches of 
state government to improve internal agency management and service de
livery for customers. During the next Jew years, the new management phi
losophy is likely to be embraced by more executive branch agencies across 
the states. All but one respondent that returned the CSG survey question
naire said TQM activities in their states were lilwly to increase during the 
next five years. Reasons for the anticipated increase cited by the sun.1ey 
respondents include successful TQM activities in their states or in other 
states. TQM experiences in federal or local governments were not cited as 
a contributing factor to increasing state TQM experiences. 

Executive Branch-wide TQM Efforts 

Acc;ording 10 the CSC smvey, TQM, either in pure or liyhricJ form, has 
heen initiated in selected executive branch agencies in approxima1ely ,10 
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states. These states have i11itiate<l their TQl\ l efforts under gubernatorial 
executi\'e orders (l:l states); agenc.y head's di1~tives without gubemato
rial executive orders ( l l states); special legisbtion (two states) or by other 
means ( 13 states, including agencies not under govemors' direct juris
diction). 

Implemented either on a mandat01y or a rnluntary basis, state TQM 
efforts bear a variety of names: quality management, quality partner
ship, quality leadership, quality service, quality initiative and quality 
through participation. All but two of the states that participated m the 
CSG survey are using the term "quality" in their management improve
ment practices (see Table 7). The label "Total Quality Management" is 
formally used in only three states. ExecutiYe branch-wide TQM efforts 
are being implemented with the assistance of statewide coordinators 
housed in designated state agencies, such as the Governor's Office for 
Excellence in Government in Arizona, the Governor's Office of Employee 
Relations in New York and the departments of finance and personnel 
management in many other states. Agencies implementingTQM on their 
own generally use team leaders and facilitators. • 

Table 7 
Names of State TQM Efforts (Year of initiation) 

Arizona 
Arkansas 

California 
Colorado 

Florida 
Georgia 
Iowa 
Kansas 
Kentucky 

Maryland 
Massachusetts 
Michigan 

Minnesota 
Missouri 
Nebraska 
Nevada 
New Mexico 
New York 
Ohio 
Oklahoma 
Oregon 
South Carolina 

Tennessee 
Texas 
Washington 
West Virginia 

Office for Excellence in Government (1992) 
Quality Management in Arkansas State 
Government ( 1990) 
Governor's Quality Partnerships ( 199 3) 
Total Quality Management in Colorado 
Government ( 1989) 
Total Quality Leadership ( 1992) 
Quality Service Georgia (1992) 
Quality Government (1991) 
Kansas Quality Management (1992) 
Governor's Commission on Quality and 
Efficiency ( 199 3) 
Total Quality f nitiative ( 1990) 
Total Quality Management (1992) 
Michigan State Government Quality Forum 
(1994) 
Minnesota Quality Initiative (1987)* 
Total Quality Management/Service ( 199 3) 
Emerge (1992) 
Total Quality Management ( 1994) 
Quality Management Initiative (1993) 
Quality through Participation (1991) 
Quality Services through Partnership ( 1992) 
Quality O/dahoma Initiative (1992) 
High Perfonnance ( 1988) 
South Carolina State Government Quality 
Network ( 1988)* 
Tennessee Quality Management ( 199 3) 
Texas Quality Service ( 1992) 
Sl!rvi,:e Quality Washington ( 1994) 
lns/1im (1993) 

Ki:y: :1o - lnll!r•tif{l!1ll,) iuitir1th•es. 
S111tm!: C.W; .rnnHry on .1·tnle TQAl adivili1!s, l<J1N. 

State TQ},I eff01ts bear a van'ety of 
names: qualify management, quality 
partnership, quality readership, 
quality service, quality initiative and 
quality throuih participation. The 
label ''Total f.d_uality J'vlanagement" is 
fonnally used in only three states. 
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In Maine, gain-sharing is used as 
an incentive to initiate TOM 
jJrnjects. AjJproximately 3() percent 
of an agency's funds that lapse at 
the enc[ of a fiscal year are cam·ed 
forward lo be used for TQM 
purposes. Gain-sharini in Maine 
provides an incentive Jor TQ;vl, a 
framework for expected savings due 
lo TQM and early funding for 
TQlvl implementation. 

Pilot Projects in Pioneer Agencies 

StatewideTQt\l ;1rti;,ities normally be~in with pilot or"pio1wer" pniject.\ 
in "prototype" agencies. In Arizona, or the ~5 agencies reporting to the 
governrn~ all bm six agencies are implementing quality management 
prc!jects. The Ollice for Excellence in Government developed a 'fotal 
Quality Pilot program, an agency-driven program of internal teams work
ing on improvements which would show quantifiable savings or improved 
customers. The office has reported actual savings of more than $43 mil
lion in 12 agencies under the Statewide Long-Term Improvement Man
agement Project (Project SLHvf), as of December 1993. 

In Illinois, 26 departments are engaged in some level ofTQM efforts. 
Of that group, 16 have adopted formal TQM models from private indus
try, government or edu□tion and implemented these models through 
the use of outside consultants and/or training. Plans are under way for 
full implementation of TQM statewide. 

In Michigan, nine departments are in the process of implementing 
TQM initiatives: Transportation, Natural Resources, Military Affairs, 
Corrections, Social Sen1ices, Mental Health, Civil Ser\'ice, Commerce and 
Education. Each department is allowed to determine when and how the 
quality management process should be structured. In addition, eight state 
agencies are currently exploring or beginning the de\'elopment of quality 
management programs: the departments of Agriculture, Treasury, State 
Police, Labor, Public Health, and Management and Budget as well as the 
Michigan Jobs Commission and the Michigan Employment Security Com
mission. 

In New York, which began its Quality through Participation program 
in 1989, 11 "prototype" agencies (accounting for approximately 60 per
cent of executive branch employees) are now part of the management 
improvement initiative: the departments of Education, Motor Vehicles, 
Social Services, State and Transportation; the divisions of Criminal J us
tice Services, and Equalization and Assessment; and the offices of Gen
eral Services; Mental Health; Mental Retardation and Developmental Dis
abilities; and Parks, Recreation and Historical Preservation. In addition, 
the state's central agencies (the Division of the Budget, Department of 
Civil Sen1ice, Office of the State Comptroller and Office of Regulatory 
and Management Assistance) assist the effort by pursuing systemic changes 
to the state's personnel, budgetary and administrative practices. For the 
1994-95 biennium, the executive budget includes S 1.95 million to sup
port statewide QtP activities. 

Pilot TQM projects in state government are designed to improve man
agement and service delivery by reducing process time and the number 
of customer complaints, eliminating admin~strative steps and unneces
sary work, and reducing costs. In some states, gain-sharing is used as an 
incentive to initiate TQM projects. When Maine began its TQM initia
tives, for example, Gov. John R. McKernan introduced a bill to put in 
place gain-sharing for departments participating in TQM. Approximately 
30 percent of an agency's funds that lapse at the end of a fiscal year are 
carried forward to be used for TQM purposes. Gain-sharing in Maine 
provides an incentive for TQM, a framework for expected savings due to 
TQM and early funding for TQM implementation. Also, in order to en
sure that employees were not wary ofTQM because of potential cost sav-
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ings, the legislation also g11ara111eed 1ha1 110,iobs will he elimi11a1ecl clue 
lo TQl'vl. Whc11 cos! sa\'ings are identified, employees will be g11ara11leccl 
training and retraining so that they can enter employment at the same 
or higher level in state go\'ernmcnl. The Icgisla11on was supported by 
the adn1inistration as well as legislative and unio11 leaders. 

Employee Empowerment 

One important element ofTQM is employee empowerment- direct 
employee participation in agency decision-making processes. One ex
ample for this effort is West Virginia's statewide quality management 
initiative known as "Inspire." It is a process that empowers state employ
ees to identify ways to improve continually the quality and productivity of 
their workplace. Under Inspire, state workers are brought together in 
two- to three-day workshops involving 30 to 60 people from all levels of 
an agency. At these workshops, small groups of eight to 12 people focus 
on one problem or one set of problems at a time. Each of these groups 
then develops recommendations with timetables, secures endorsement 
of the entire group, presents those recommendations to a management -
team and designates from their own ranks a "champion" to ensure that 
all approved recommendations are implemented. The Inspire program 
is designed to get rid of unnecessary paperwork and procedures, elimi
nate unproductive meetings and useless authorizations, tackle complex 
interdepartmental issues and address other problems that keep state em
ployees from being as effective as possible. In the first six months of the 
program, 3,000 state workers from every state department have been 
trained in the process to improve the quality of state government service. 
State officials reported c<?ntinuous progress and success stories. 

Hybrid TQM Projects 

Some state agencies are implementing TQM in a hybrid form. In 
Texas, Gov. Ann Richards has declared TQM to be a central concept to 
be used by all agencies. However, given the diffused nature of Texas state 
government, the results have varied widely. Some agencies use a "pure" 
TQM approach, others use hybrid approaches that emphasize many of 
the same qualities but also use other approaches, and others simply con
tinue with older styles of management. For example, a management 
improvement initiative launched by the state Comptroller's office, called 
"Renaissance," has many of the same TQM components: customer-ser
vice focus, processes of re-engineering, etc. 

Implications and Recommendations for Policy Option 4 

Governors and agency heads considering this option should bear in 
mind the following: 
• Gubernatorial vision and leadership commitment are essential for 

branch-wide TQM implementation to be successful. 
TQM needs to be embraced and practiced at the highest levels of 

state government, including the governor and cabinet. l11e governor 
and cabinet should create the vision, mission and quality poli9• with 
strategic objectives for all executive branch agencies. Once the ' path" 
to quality is established, achieving the agency vision must be man
dated. Alig11ment of' each agency towai·d the vision is best. In T\faine, 
for example, the governor is responsible for overall guidance and di
rection of' the state's TQM efforts. He is the key player in establishing 

The governor and cabinet should 
create the vision, mission and quality 
policy with strategic objectives for all 
executive branch agencies. Once the 
''path" to quality is established, 
achieving the agency vision must be 
mandated. 
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Once a statewide commitment to 
TQ.M is made by the governor, one 
o{two approaches can be used: 1) a 
highly-publicized, campaign-style 
kickoff, or 2) a more low-key, build
on-success effort. The risk v.:ith the 
first may be the development of 
unrealistic expectations while the 
risk with the second may be 
insufficient momentum. 

the visio11 and serves as the head of" the State Qt1ali1y ~l;111agcmc111 
Council. 

• Gubernatorial executive orders may be necessary for Ii.ti! TQM irnpk
mentation. 

The governor can issue an executive orderwliich describes the ratio
nale and benefits ofusingTQM as a man:igement process, with phase
in over several years. Models of executive orders include: Arkansas_ 
(93-02), Arizona (D2-32), California (W--!7-D3), Ne\\'York (No.164) and 
Texas (AWR 92-11 ). Initial efforts may begin on a voluntary basis to 
minimize the inevitable resistance to change, but the executive order 
states a clear expectation that TQM will become standard operating 
procedure in the near future. In Arkansas, governors' directives to agenc.y 
heads preceded a formal executive order in 1993. Colorado's TQM 
efforts began first on a pilot basis in several departments, then was 
emphasized by a gubernatorial executive order. 

• TQM may be implemented in two ways. 
Once a statewide commitment to TQ;\-I is made by the governor, 

one of two approaches can be used: 1) a highly-publicized, campaign
style kickoff, or 2) a more low-key, build-on-success effort. The risk with 
the first may be the development of unrealistic expectations while the 
risk with the second may be insufficient momentum. The risk common 
to both may be the demand for short-term results. 

• TQM may be initiated in selected, less integrated functional areas. 
Each state has critical areas where it is essential to have good results 

to meet the needs of the rustomers of state ser-:ices. The governor and 
his or her cabinet identify these areas, such as economic development, 
education, environment, health and public safety. Then each agency 
head identifies the areas where the agency spends most of its time and 
resources. The cabinet heads meet together and strategically plan how 
they can best work together to continue meeting the needs of the cus
tomers while at the same time achieving their mission in their ne,dy
defined key areas. For example, in Arkansas, the education cabinet 
heads and their representatives have the mission of meeting state and 
natio1:aI educational goals through collaborative TQM efforts among 
agencies. 

• Take TQM statewide with a strategic business plan. 
New York is an example of a state with such a plan (see Figure 1). 

New York quality management officials recommend that agency man
agers devote 20 percent of their time to quality management; never 
miss an opportunity to talk about quality management; modify human 
resources practices for flexibility and set up and/or realign rewards and 
recognition systems and practices (including promotion criteria and 
compensation methodologies to support quality); set up measures for 
employee satisfaction and morale and customer satisfaction; enhance 
work processes and improve both the processes and outcomes; be pre
pared to remove barriers, which may include modification of tradi
tions, procedures, policies, rules and regulations, laws and perhaps the 
state constitution; be prepared to modify access and control in current 
fiscal and information management systems to support quality; par
ticipate in decentralized decision-making; and invent reasons and ways 
to celebrate. 

• Option 4 may be considered by states or state agencies for several rea
sons. 

Executive branch-wide TQM efforts can build in constancy of' pur
pose with career state employees; can build ow1H.:rship in the pniress 
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wi1h agency leaders: has probability ol'hig payofls; creates a "cultural 
shift" and rnmmon approaches; and Gill h:1ve many more stakehold
ers on hoard. Howcve1~ the implementation process can he long and 
fh.1stratin~, and building trnst with elected and appointed onicials and 
career civil servants may be clillicult. 

• Ccntr.ilized coordination may not be a g11arantee for successful TQM 
implementation. 

Florida's experience with Total Quality Leadership is instructive. At 
its inception in I 992, the TQL effor.t was assigned to the Department 
of Administration, which was to develop the training materials and 
implementation strategies for other agencies. In addition, Gov. Lawton 
Chiles appointed a central steering board, composed of public and 
private sector executives with experience in quality management, to 
oversee the implementation ofTQL in Florida state government. But 
the centralized implementation effort was complicated by a merger of 
the Department of Administration with the Department of General 
Services to create the new Department of Management Services. The 
steering committee, unsure of the direction for this new agency, slowly 
dissolved. In response to the CSG survey, one Florida quality manager 
wrote, "We now have a decentralized effort, with the primary respon
sibility for implementation resting on the individual agency heads of 
the executive branch agencies." Massachusetts is another state where 
ambitious TQM initiatives began with Gov. William Weld's blessing, 
but most pilot projects initiated two years ago have been more or less 
stalled despite a statewide, centralized process. 

Uuion Leadership Involvement 

Initial Quality Improvement 
Projects 

Figure 1 
New York's QtP Installation Process 
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Top Management Training 
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Option 5 
Transformation 
of Government 
Culture 

AjJjJly TQM principles to all 
three branches of state 
government to seek a total 
transformation of government 
culture. 

1}·ends and Forecasts 

The lre11d appears lo be toward a widespread implemc11/ation of TQM 
principles i1l only the executive branch of slate go11en1menls across the 
11alio11 duri11g the 11ex/ Jew years. Currently, 011ly 011e stale is i11 the process 
of i111pleme11ti11g 1'QM principles i1l the three bra11ches. }et ii is likely that 
more slates 111 ight wa11t experiment with TQM in the legislative and judi
cial branches. 

Statewide TQM 

Can TQ~l change the way the three branches of state government 
operate? State officials who responded to the CSG survey expressed a 
very optimistic view on the possibility of TQM implementation not only 
in the executive branch but also in the other two branches. Thirty-three of 
~he 37 survey respondents who answered the question of the transferabil
ity of TQM to state government agreed that TQM can be successfully 
implemented in the legishnive and judicial branches of state government. 
This finding is somewhat surprising in view of the nature of much of the 
work of the legislative and judicial branches lends itself nicely to process 
im pro\'emen t. 

TQM for Legislatures 

Traditionally, state legislators have not been particularly interested in 
management issues; their interests lie primarily in policy issues and their 
work often is crisis-driven. State legislators' attitude toward TQM in most 
states is no. exception. Some states have been able to implement their 
quality management efforts with legislative support, mostly through ap
propriation of funds necessary to implement such efforts. 

In New York, there has been outreach to legislative members and staff 
to develop receptivity and support within the Legislature for Quality 
through Participation and, in particular, for systemic changes that may 
require legislation. The focus has been on developing a basic apprecia
tion of the importance of quality methods and how QtP would reiment 
government to produce better constituent satisfaction. In addition to a 
number of staff contacts and briefings, agency heads and corporate part
ners have been directly meeting with ;,i legislative leader to discuss gm·-
ernment reform. • 

Massachusetts' Commonwealth Quality Improvement Council was 
designed to be a joint quality management process between the executive 
and legislative branches. The council was chaired by Gov. William F. Weld 
and co-chaired by Rep.John McDonough with Sen. Robert Wetmore sen1-

ing as a member of the Council. McDonough, Speaker Charles Flaherty 
and Rep. Warren Tolman initiated a pilot TQM project in the House of 
Representatives to reduce the number of bills filed for consideration in 
the 1992 legislative session by 15 percent. Another pilot project is de
signed to eliminate unhecessaq steps in the process of retrieving infor
mation on bills. This project was necessary because obtaining written sum
maries of bills can involve walking to 17 dispersed locations wilhin the 
Statehouse. When a customer reaches their destination, the commiuee 
staff must manually retrieve and make a photocopy of the bill summa1)'· 
Approximately 20 legislative service agency staff participated in each or 
the Lwo pn~ects. Despite their carefully" drawn joiut efforLs, however, 
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Massacl111se11s has nol reali:t.l'd measurable res11lts yet. Co111111e11ti11~ 011 

1hc.: s1at11s ol' the state's TQ~l elforts, McD011011gh said, "Some positive 
spiriolls, bu1 110 spectacular n.:s11lls. Many other TQl'vl pilot prqjects are 
dead right 110w due to other priorities." 

TQM for Courts 

TQM pri11ciples have been successfully applied to several groups in 
the Idaho Supreme Court clerk's office and in. at least in two counties 
(Boise and Cassia), according to Mary Ann Hurt, a judicial assistant to 
Idaho Supreme Court Justice ByronJ.Johnson. Beginning in 1990, Hurt, 
with the support of the justice, began using TQM principles in several 
judicial offices to facilitate and begin Total Quality Justice programs. 
"TQJ enables court officials to set standards toward an error-free work 
product - a product that is the best product that the group can pro
duce," said Hurt. "In each of these offices, we worked to create a more 
usable model for many of the work products. We defined, discussed and 
changed work products. '\\'e identified our partners and customers and 
agreed to ask others how to improve our products." 

Thus far, Idaho's experiments dealt with problems such as traffic tick
ets, small claims forms, dispute resolutions, answering requests,juvenile 
support and preparing calendars. According to the recently-initiated Idaho 
Total Quality Justice newsletter, benefits of quality management to em
ployees include: increasing job satisfaction, encouraging decision-mak
ing at the most appropriate level, improving communications, promot
ing teamwork, providing for personal growth and development, devel
oping leadership skills, recognizing employees' knowledge and skills, 
and providing opportunities for employees to understand how their con
tributions support agency goals. Hurt said, "The Idaho judiciary is cop
ing with the changing times by involving TQJ in their court manage
ment processes. Too often those people who are processing the work are 
not involved in the management decisions nor are their ideas ever con
sidered. Through Total Quality Justice, our court employees are involved 
on an equal basis." 

TQM in Three Branches 

In Maine, TQM is being implemented in the three branches of state 
government. In 1991, the Maine Legislature passed a resolve mandating 
the implementation ofTQM in the three branches of government. (Chap
ter 73, Resolves 1991, Sec. 4, effective April 9, 1992: "Total Quality Man
agement in the Legislature and Judiciary. Resolved that the Legislature 
and the Judicial Department shall adopt plans by September 1, 1992 for 
tl1e use of total quality management in their operations. Plans adopted 
by the Legislature and the Judiciary must address all total quality man
agement issues specified under section 3.") 

Members of the Maine Quality :tvlanagement Council, which oversees 
TQM across state government, include one state senator and one repre
sentative appointed by the senate president and the speaker of the house, 
respectively. The chief justice of the State supreme Court also sits on the 
council. 

Currently, TQM training is a number-one priority in Maine, and by 
December 1994, at least l 0 percent of the state workforce is expected to 

"Too often those people who are 
processing the work are not iuvolved 
in the management decisions nor are 
their ideas ever considered. Through 
Total Quality justice, our court 
emplo?,'ees are involved on an equal 
basis. ' 

- Mary Ann Hurt 
Judicial Assistant 

Idaho Supreme Court 



To implement successful TQM 
initiatives in the legislative branch, 
Massachusells Rep. John 
McDounaugh recommends three 
essentials: 1) total commitment from 
the house speaker and senate 
president, 2) total commitment from 
staff, and 3) adequate resources. 

complt'te T(2M traini11g· and serve 011 "pilot pniress artio11 teams." 111 

addition, initiatives by the Legislature ind11cle ck,·clopint\' a new kgisla
tive budget process centered on TQM pri11ciples and co111pleti11g TQM 
training f'or new legislators and legislati\'e chairs. 

Implications and Recommendations for Policy Optio11 5 

State leaders considering this option should keep in mind the follow
ing points: 
• Active legislative participation is essential. 

Option 5 provides a multibranch commitment to TQM and account
ability which has been lacking in traditional management improve
ment efforts. Legislators must help in the establishment of the state's 
vision and must be able to ensure support in the legislative and appro
priation processes. In Maine, the executi\'e branch is required by law to 
report to the joint standing committee of the Legislature regarding 
TQM initiatives. Additional benefits occurring from multibranch ef
forts include positive financial incentives for successful programs; long
range budget planning, which will support quality management ef
forts; and early consensus on statewide visions, missions, goals and 
strategies for completion. 

• TQM may be adopted for select legislative branch activities. 
Such activities may include bill drafting, bill summaries, some infor

mation issues, staff development, performance audits and case work. 
State legislators and legislative service directors might want to learn 
lessons from Massachusetts and Maine. To implement successful TQ1'r1 
initiatives in the legislative branch, l\fassachusetts Rep. John 
McDounaugh recommends three essentials: 1) total commitment from 
legislative leadership (house speaker and senate president), 2) total 
commitment from staff, and 3) adequate financial resources. 

• TQM principles can be applied to courts. 
State judicial branch officials might want to learn lessons from Idaho's 

experiences. Besides Idaho, the TQM concept has been introduced in 
some legal circles in Arizona, including county tax administration (tax 
judges), changes in appeals, bar association customer orientation and 
law firms. In New York, application of the TQM concept has been 
discussed in the state bar association. 

• Statewide TQM may be implemented in cooperation with local go\'ern
ments and community organizations as well. 

Statewide Quality Management Education and the Training 'fask 
Force in Arkansas, for example, are trying to link states, local govern
ments and community groups through collaborative efforts. The state's 
quality management efforts provide a basic framework of quality man
agement education and training through universities, community col
leges, technical colleges, vocational and technical schools. The state 
also utilizes local chambers of commerce to coordinate a community 
effort of quality awareness. Private and public sectors collaborate to 
improve their key result areas locally such as in economic develop
ment, education, environment, health and public safety. 
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• ExpccLing niltmal trarndi>rn1atio11 in the three liranchcs n1;1y sound 
unrcalisLic. 

Some critics sav this option will become a reality only ii' Lhcre is 
extraordinal)' leadership by ollic.:ials hole.ling top positions in Lhe Lhrcc 
branches. \\'hen Lhe governor or Lhe legislative leadership changes, 
Lhis approach could become hist01y, largely because it is too weighty Lo 
be supported on a continuing basis across the govcrnmenl. OLher criL
ics say Lhe risk of failure is high, especially in view of' Lhe democratic 
electoral process. 

Issues in Implementing TQM 

A number of practical issues arise when implementing TQM in state 
agencies. Among these are overcoming resistance and baniers; training; 
recognition and awards; measuring successes and failures; and the ques
tion of sustenance. 

• Overcoming Resistance and Barriers 

State managers and employees must be convinced that TQM is not a 
fad. Over the years, they have been subjected to every new management 
fad that has been introduced in state government. Many state workers 
tend to regard TQM as just another craze, thinking that this will also 
eventually go away. But, as Joseph M. Bress, director of the New York 
Governor's Office of Employee Relations, said, "Focus on the customers. 
Doing things right the first time, making processes work for you, not 
against you, and never being satisfied with the status quo are as essential 
to the future success of government as they are for the private sector. 
These concepts are here to stay and we must discover how to make our 
institutions of government responsive to them." 

To carry out effective and successful TQM efforts, initiators and sup
porters must overcome resistance from state agency executives, mid-level 
managers and often employee organizations that all tend to favor tradi
tional management approaches or the·status quo. Because management 
improvement efforts have a major impact on the workings of state em
ployees, organized labor has an important role to play in shaping the 
directions ofTQM in state government. Also, governors and agency heads 
must address structural barriers to TQM implementation, such as civil 
service systems and multiple layers of hierarchy, to create a new environ
ment for change. 

According to TQM expert Joseph Sensenbrenner, "A Third Revolu
tion has taken place in some locations. The sheer growth in government 
and increasingly critical skills of front-line workers has lengthened the 
effective distance from the top officials to those in the front lines .... Now, 
workers charged with the responsibility to provide a public service ini
tiate the most important organizational activity .... This revolution is based 
upon continuous civil improvement by those who serve the citizens, a 
practice which lies at the core of Amencan values. (Improvement activi
ties include: customer focus, surveys, partnerships, renewal, reinventing 
and total quality.)" 

• TQM Training 

Trai11ing represents au investment ol' resources and time i11 the people 
who will actually cany out Lhc change within any organization. It assists 

"Focus on the customers. Doing 
things right the first time, making 
processes work for you, not against 
you, and never bezng satisfied with 
the status quo are as essential to the 
future success of government as they 
are for the private sector." 

- Joseph M. Bress, Director 
New York Governor's 

Office ofEmploree Relations 
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'JcJtal Quality Traiuing 
Curricula in Arizo11a 

Fou11dation 1rai11iug 
• Custo111r.r seniiccs 
• Ext1cutive aware11ess 
• Imtmctnr/facilitator skill~ 
• Team trriining 
• 1btal quality awareness 

Tools Training 
• Basic qunlity tools 
• Benchmarking 
• Business process improvement 
• Cycle-time reduction 
• Managing effective meetings 
• Performance measurement 
• Project management 
• Statistical process control 
• Systematic problem solving 

Interpersonal Skills Training 
• Assessment instruments 
• Employee participation 
• Interpersonal dynamics 
• Management diversity 
• Partnership workshop 

Management Development 
• Designing team-based organiza-

tions 
• Employee empowerment 
• Leadership effectiveness 
• Management change 
• Organizntional assessment 
• Strategic quality planning 

Source: Arizona Governor's Office 
for Excellence in Government. 

in promoting an 11mk:rs1:111ding or Lhe vision, 111ission :incl goals of" the 
initiative while promoting buy-in Lo process change. As many :is :n states 
reported that they have usec.l business executives and oulstde manage
ment consultants, as well as stale TQl\1 coordinalors and facilitators (2!) 
stales), Lo train stale managers and employees. (For an example of a stale 
Lraining program, sec "lotal Quality 'lhlining Curricula in Arizona.") 

In general terms, four models may be considered by stale agencies: I) 
no formal training; self-educalion to each person; 2) formal, decemral
ized LraininR"; up to each department; 3) formal, centralized training; 
model for ah departmenls; and 4) mullistate or imergovernmental (fed
eral-local-state) strategy. In particular, inlerstate quality managemenl co
ordinaLOrs' conferences held in South Carolina and Arkansas (as well as 
Lhe third conference to be held in Minnesota in 1995) are an excellent 
way to learn how other states are implementing quality management in 
their state agencies. 

• Quality Awards Programs 

One component of the states' TQM initiatives is a quality awards pro
gram. Most of the 15 statewide quality awards programs identified by the 
CSG survey (see Table 8) are patterned after the Malcolm Baldrige Na
tional Quality Award, which was designed for private corporations. Nu
merous state agencies also have agency-wide recognition and reward pro
grams. Criteria used to select successful quality management projects or 
employees slightly vary among the states. 

In 1993, Arizona Gov. Fife Symington presented "Spirit of Excellence" 
awards to seven state agencies, 50 teams and more than 1,500 state em
ployees. The Arizona awards program selects winners based on eight cat
egories and a total of 600 points: identification of problem or opportu
nity for improvement (50 points), methodology (75), accomplishment (75), 
customer focus (75), results (75), leadership (100), communication (75) 
and elimination of barriers (75). New York's "Excelsior Award" program 
selects winners from the private, education and public sectors. The selec
tion criteria used in the public sector are based on seven categories and a 
total of 1,000 points: leadership (170 points), information and analysis 
(50), strategic quality planning (50), human resources excellence (240), 
management of process quality ( 100), quality and operational results ( 150), 
and customer/constituent focus and satisfaction (240). 

Table 8 
Selected Statewide Quality Award Programs 

Arizona Spirit of Excellence; Governor's Quality Award and Pioneer 
Award 

Florida Governor's Sterling Award 
Iowa Governor's Quality Awards 
Maryland Governor's Quality Awards 
Massachusetts Massachusetts Quality Awards 
.Michigan Michigan Qua lit"! Leadership Award 
Missouri Governor's Awm¥is 
Monta11<1 Governor's Employee Recognition Award 
New Mt!xico New Mexico Quality Award 
New l'iirh Governor's Excelsior Award 
Ok/al,oma State Quality Awairl 
Orr.go11 Quality lnitiathw 1l111ard 
'fr111u!SS1'1! 1imnessee Quality 1lward 
'fr.-.:m 'Jexas Quality 1hmrd 

So111·n·: CS(; .wnwy 1111 sla/1• T(lt\l 11rliiiili,·.1, /'J<N. 
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The ol~jcctivc of'such quality awards programs is to give greater public 
visibility to succcssli.d TQM practices with the hope that award recipients 
will share i11fon11at.ion about their successful strategics with other state 
agencies. Unless carefully conceived and carried out, however, such an 
awards program can have unanticipated negative consequences - pre
occupation with publicity, competition rather than cooperation among 
agencies and individuals, low morale or cynicism of non-award recipi
ents, and the question of sustenance of selected "best practices." 

• Measuring Successes and Failures 

How do we measure successes or failures of state TQM efforts? Should 
we include, for example, TQM training or quality awards programs in 
measurement criteria? When should we determine ifa TQM project has 
been successfully implemented? Within a few months ofimplementation 
or a few years? Like any other program evaluation, it is not easy to doru
ment successes or failures. However, many state agencies have reported 
initial success stories (see Appendix A). 

The CSG survey instrument included several questions about TQM 
successes or failures. Of the 37 states that responded to the survey ques
tion regarding theirTQM successes and failures, 15 states said their pro
grams have been perceived as successful in "doing more with less" (cost
savings); 15 states, in satisfying rustomers; and 14 states, in empowering 
employees. Only 9 of the 37 (or 24 percent) said they were successful in 
decentralizing decision-making systems in their states or agencies. 

The three most important factors that might have contributed to suc
cessful TQM efforts, according to the CSG sm-1ey, are leadership and 
management commitment, partnerships with the private sector and train
ing (see Table 9). The three factors that might have contributed to unsuc
cessful TQM experiments include traditional organizational rulture; lack 
of understanding, communication and training; and political and ad
ministrative changes (see Table 10 on page 28). However, it should be 
noted, 24 of the 37 states (or 65 percent) said it was too early to assess the 
program. 

Table 9 
Factors that Contributed to the Success of TQM (rankings): 

I. Effective leadership and management commitment 
2. Partnerships with businesses 
3. TQM training 
4. TQM coordinators and facilitators* 
4. Use of outside TQM consultants* 
4. Extra resources for TQJvI implementation* 
7. Quality awards programs 

Key:* -Tie 
Source: CSG s1tr1.11y on state TQM activities, 1994. 

The three most important factors that 
might have contn'buted to successful 
TQJvI efforts, according to the CSG 
survey, are leadership and 
management commitment, 
partnerships with the private sector 
and trainzng. 
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Two crucial questions arise: How 
can we make top civil servants more 
aware of these quality management 
practices? And, how might we get 
these folks lo decide for continuous 
quality improvement and lo sustain 
their efforts over time? 

Table 10 
Factors that Co1Ztributed to 

Unsuccessful Experiences with TQM (ranldngs): 

1. 1hulilimwl orgrmiwtio11al and gov1m11111•11/ rn/111n· 
2. Lack ofu11dl'1:~lm1di11g, co1111111111icalio111111d lmi11i11~ 
3. Political a11d administrative changes mu/ /111·1wI1ers* 
3. Lack of leadership commilme11t* 
5. Resistance from agency managers 
6. Resistancefrom employees and employee orga11i:ations* 
6. Lack of measurable outcomes* 

Key:* - Tie 
Source: CSG survey on stale TQM activities, 1994. 

• Sustaining TQM 

Last, but not least, TQM initiators and others need to address if and 
how TQM practices can be sustained on a long-term basis. Does TQM 
have staying power in state government? In order to maintain sustainable 
TQM activities in state governments, some experts of TQM practices 
propose four areas of consideration by state officials: 1) an ongoing exter
nal board to advise on strategic vision, key result areas, financial/in-kind 
support, accountability and media visibility; 2) career civil servant buy-in; 
3) infrastructures, such as a recognition/reward program, human resource 
management, and recruitment and selection of internal training capac
ity; and 4) strategic experiments to test and refine the TQM process (vol
unteers in different areas to report results and to recommend process 
improvements and select key results for "roll out"). 

Additional strategies may include: constituency support (client groups 
and unions); institutionalization of the quality process through statutes, 
rules and regulations; depoliticizing the quality process; selling the qual
ity process, not the label; courting legislatures and oversight organiza
tions; conducting continuous training programs reflecting new culture 
and long-term changes in the labor force; protecting and nurturing insti
tutional memory; and grooming candidates for succession in elective state 
offices and emphasizing the quality process in transition documents. 

Of these areas, however, the attitudes and decisions of senior agency 
managers may be the most crucial. After pro-TQM governors leave, for 
instance, top civil servants and mid-level managers will determine the 
fate of TQM. Two crucial questions arise: How can we make top civil 
servants more aware of these quality management practices? And, how 
might we get these folks to decide for continuous quality improvement 
and to sustain their efforts over time? 



The Prospects 

Based on t.he survey or state cjuality managemenL experiences and 
expert brainstorming sessions cone uctecl by CSG, the following five points 
should be reiterated in implementing successful TQM efforts in state 
government: 

• Total leadership commitment Lo providing customer-oriented quality 
services is essential. Such top-level commitment, with necessary re
sources, should come from agency direc;:tors, governors, legislative lead
ers or judges. They should create the vision, mission and quality policy 
with strategic objectives. Once the "path" to quality is established, 
achieving the vision should be mandated. 

• State leaders and managers should require a customer-service focus 
for all quality improvement teams prior to their formation. State agen
cies should function as efficient and effective entities that are respon
sible to their customers. Unless state leaders and managers give a 
high priority to customer-focused management improvement, TQM 
efforts are not likely to have measurable results. 

• TQM can be successful only when governmental systems (such as hu
man resources, purchasing and information technology) are changed 
to have a quality emphasis. Cross-agency and cross-functional think
ing are critical to the development of such new systems. 

• State leaders and managers should find out how they can get best ad
vice and training to implement TQM principles at the least cost. They 
should be the first ones to learn more about the management philoso
phy. Without sufficient knowledge and investment in quality manage
ment, top state leaders and managers are not likely to perform their 
roles in improving management and service delivery. 

• Both elected and appointed state officials should review how organiza
tional changes occur in state agencies, who the important actors are, 
how they can motivate those actors for positive change and how they 
can have lasting organizational changes for customer satisfaction. They 
should make sure senior civil servants and mid-managers "buy into" 
TQM from the initial stage and implement it on an ongoing basis. 
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Appendix A 
Quality Ma11ageme11t Success Stories* 

Cost Savings 

• Arizona Gov. flfo Symington's administration staned the Statewide Long-Term Improved :1\lanagemem Project 
(Project SLIM) in 1991 to focus on improving processes and enhancing the quality or ser\'ices while at the same 
time reducing the cost of government. lb achieve the cost savings, the stale adopted Total Quality t-.·lanagement. 
TQM was linked with the diagnostics of Project SLIM in continuing commitment to improvement and excellence 
in the state. 'Tivelve original Project SUM agencies were evaluated. TI1e review indicated that as of December 31, 
1993, actual savings totaled S43.1 million; revenue enhancements, with no tax increases, totaled$ 12 million; and 
cost avoidance through implementation of Project SLIM recommendations was S 13.5 million. 

Source: Tim Boncoskey, Director, Arizona Office for Excellence in State Government, (602) 542-7546. 

• Through quality management efforts, the Arizona Department of Public Safety (DPS) realized savings of 
nearly 54.7 million in cost avoidance during fiscal year 1993. Examples of these improvements include 
a new tracking system for criminal investigation reporting, giving DPS management a better grasp of the 
activities and effectiveness of the Criminal Investigations Bureau. Increased productivity should result in 
an increase in services to the state while avoiding the hiring of additional officers, a cost avoidance 
equivalent of more than $1.14 million. Additionally, improvements in the tracking system of non-field
related assignments, such as meetings and temporary assignment of office duties, will allow DPS man
agement to reduce such activities by 50 percent. Approximately 64,234 working hours will be freed 
annually, resulting in avoided costs of close to $1.55 million. The DPS also has implemented a recom
mendation which reduces the necessary time involved in investigating accidents. Currently, the depart
ment realizes a reduction of 12 percent in investigation time, leading to a savings of S95,000. 

Source: TlIIl Boncoskey, Director, Arizona Office for Excellence in Government, (602) 542-7546. 

• "The Arkansas Revenue Department is saving approximately 543,000 per year sending driver's license renewal 
notices as postcards instead of letters." 

Source: Melanie A Kennedy, State Quality Coordinator, (501) 682-5343. 

• "In the Wellesly Island and Wescott Beach State Parks [in New York], a team.effort allowed the construc
tion of facilities by using existing employees rather than more costly public works contracts. These struc
tures would have cost between $180,000 and $200,000 to construct under contract, but Parks built them 
at half that cost, while retaining better project control, improving flexibility for changes during construc
tion and improving quality control. The approach also enabled retention of employees who might other
wise have faced layoffs." 

Source: Ne1,v York Governor's Office of Employee Relations, (518) 474-5457. 

• "The New York Office of General Services has been using quality tools and techniques in the Food Purchasing 
Project. This project involved the work of a cross-functional team created to improve the procurement process . 
... The savings from the new 'fast tract' and 'opportunity' purchasing are up to 36 percent off the costs of using 
traditional processes .... Beyond this, there have been many 'spin-offs,' one case resulting in revised specifications 
for the purchase of trash bags, which reduced costs by 71 percent, saving nearly S l 00,000 annually." 

Source: New York Governor's Office of Employee Relations, (518) 474-5457. 
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• A tc;1111 in the South Camlina Departn1ent of' Revenue a11d "faxatio11 reco~11izecl that deposits wne 1101 
being made in a timely manner, particularly during peak workload cydes. Because ol'the delayed depos
its, the state was not realizing as much interest on deposits as possible. Several initiati\'es were taken to 
improve the process. First, the work units were reorganized to simplify internal con111111nicatio11. Sec
ondly, the agency implemented an-electronic filing process for sales taxes. Third, the number of process 

• steps were reduced to eliminate unnecessary delays. L,stly, the team set up a ft!E,'1.llar monitoring process 
for deposits. Deposit time was reduced from an average of 2.16 days to 0.67 days. The implementation 
ol' the quicker deposit process has earned an additional $2.26 million in interest income for the state. 

Source: South Carolina Department of Revenue and T.1xation, (803) 737-9850. 

• A legislation routing and review team, formed in South Carolina's Department of Revenue and Taxation devel
oped procedures for routing and reviewing proposed legislation, amendments and approved bills, both from 
inside and outside the agency. Team members established guidelines and responsibilities for newly o-eated coor
dinator positions for each division of agency, developed a legislative solicitation and tracking process, and con
ducted training in the process. As a result, the agency has reduced hard copies of legislation, saving $70,000 
annually. 

Source: Nathan Strong, South Carolina Division of Human Resource Management, (803) 737-0910. 

Improved Service 

• "The Office of Motor Vehicles through the Arkansas Department of Computer Sen1ices established a 24-
hour, toll-free information line to allow citizens to call and receive information about vehicle licensing." 

Source: Melanie A. Kennedy, State Quality Coordinator, (501) 682-5343. 

• In Colorado, the Workers' Compensation Adjudication Section of the Division of Administrative Hearings team 
redesigned the case docketing system to ensure that all cases docketed for a specific date and time would be heard 
as scheduled. Previous docketing procedures placed cases on a "trailing docket" - setting several cases at the 
same specific time in the morning and several cases at the same specific time in the afternoon each day. Attor
neys, expert witnesses and all other parties involved suffered needless inconvenience due to an inefficient dock
eting system. After soliciting input from the division's internal and external customers, the team added two 
additional starting times for dockets each day and scheduled fewer cases for each time slot. New policies and 
procedures ensure that all cases are heard promptly and are concluded in a timely manner. The number of cases 
bumped since implementing these new procedures has decreased by 7 percent, and preliminary feedback from 
customers is positive. . 

Source: Morgan Rumler, Administrative Law Judge, Division of Administrative Hearings, Department of 
Administration, (303) 764-2954. 

• "Through the statewide quality management program, the Colorado Mental Health Institute of Pueblo 
within the state Division of Mental Health reduced patient complaints, improved timeliness of patient 
mail delivery and improved patient-staff communication." 

• Source: Christian E. Hinz, (303) 546-4148. 

• "In the Southern District Tier Office of the New York Office ofVocational Land Educational Services for Individu
als with Disabilities, a team is working to improve the current process so that requests from employers for job 
candidates are responded to within 48 hours, thereby increasing job placements for individuals with disabilities." 

Source: New York Governor's Office of Employee Relations, (518) 474-5457. 

Stall' Tn·11ds & Frn·t·casts :1 I 



• "l111pmveme111 teams in '.!!i district ollices ol' 1lw New York lkparlllll'lll ol' t\ lo1or \'chides were rliargl'd 
with the 111issio11 of' reducing wail in~ tinw fi1r Dt\lV customers. or the '.!:i ollices, I'.! acrn111plislu.:d suli
stantial wait time reductions in each of' tlu~e months (March, April and t\lay of' I DH'.I), measured as 
compared Lo the same month in 199'.!. Seventeen ollices had reductions in March, and '.!3 had n:ducc:d 
waiting times in April. In May, wait times were impacted by a series of' l'Olll)Htter system outages, but 
despite those events, 1 :1 offices achie\'ed reductions during May. O\'erall, wait times were 28 percent to 

74 percent shorter than they were prior to this effort." 
Source: New York Governor's Office of Employee Relations, (51 S) --174-5457. 

• During 1993, New York made a special in\'estment in reinventing the Department of Motor Vehicles. New ser~ 
vices include: establishing toll-free telephone ser.'ices; "Early Bird" photos for licenses - taking pictures at work 
sites to avoid office visits; offering mail-in renewal options; on-site processing of registrations for four large rental 
fleets; opening "License X-press" offices to handle license renewals; installing "take a number" queuing systems 
in the 10 busiest offices; and implementi.ng a a-edit-card payment system for custom plates. The department will 
continue its customer-service commitment by increasing the toll-free service, opening more convenient offices 
and increasing the use of credit cards. 

Source: New York Governor's Office of Employee Relations, (5 I 8) 4 7 4-545 7. 

• A Quality Service through Partnership team improved the process for reinstating driver's licenses. Rather 
than make Ohioans with suspended licenses drive to Columbus for reinstatement, they piloted an ex
periment to perform the service in the field. The pilot was in Toledo, and many customers took advan-

• tage of the ser.'ice. So far, Toledo has collected a total of$441,442 in fees, clearing 6,741 licenses and 
issuing 1,868 drivers' abstracts. It has saved the crowded Columbus public service area from ser.'ing an 
additional 6,000 people, received good customer feedback and positive press. 

Source: Steve Wall, Office of Quality, (614) 644-5154. 

• To address the problem of incorrectly transferred calls, which aggravated employers and callers alike, team 
members of the South Carolina Department ofRevenue and Taxation decided to install an automated attendant 
transfer system which directs callers to the most frequently called sections. With an initial investment of $3,500, 
the number of calls handled by receptionists was reduced by 4 7 percent over a three-month period. In addition, 
written call-handling procedures were established, taxpayers were made aware of the system and encouraged to 
use it (they can now check the status of their refund electronically), the agency phone directory was reorganized 
by tax type, the name of a contact person is always included in outgoing correspondence, and a directory of most 
frequently called numbers is included in individual income tax book.lets. 

Source: South Carolina Department of Revenue and Taxation, (803) 737-9850. 

• Management of workers' compensation records in West Virginia has been improved through the use ofa 
master tracking system for microfiche, a secured file area with controlled access and weekly meetings. A 
structured training process complete with instructional manual has been developed. 

Source: West Virginia Governor's Press Office, (304) 558-6345. 

• "The Traffic Accident Section of the Wisconsin Division of Motor Vehicles implemented a new scannable accident 
report in January 1994, the result of over 18 months of development. The effort, based on active customer 
involvement in all phases of the project, included representatives of the enforcement community; prosecuting 
and defense attorneys; local, state and federal highway engineers; highway safety specialists; and the insurance 
industry. Data accuracy, completeness and availability have been greatly enhanced while reducing costs." 

Source: Gary Wentz, Traffic Accident Section, (608) 266-1077. 
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Time Savings 

• Examples from Arkansas' Quality Management program: the Revenue Division team reduced by four weeks the 
time required lo process a tax refund; and another team reduced the lime for vehicle licensing by mail from ~ I/ 
2 weeks to two lo three days. 

Source: Melanie A. Kennedy, State Quality Coordinator, (50 I) G82-5343 

• "Staff from the Department of Motor Vehicles' TI tie Bureau, along with key contributors from other parts 
of the agency, worked to reduce the turnaround time for title issuance, eliminate backlogs and improve 
responsiveness to customers. Where it used to take about 90 days for DtvIV to issue a title, it now takes 
only about two weeks." 

Source: New York Governor's Office of Employee Relations, (518) 474-5457. 

• A Quality Service through Partnership team from the Public Utilities Commission of Ohio improved their travel 
expense reimbursement process. The team found it took 27 days from the date the internal customer signed the 
report to the date the ·w-a.rrant was issued. The team was able to reduce complexity by streamlining the process 
from 44 steps to 25. During a three-month trial, they were able to reduce the processing time to 17 days. 

Source: Steve Wall, Office of Quality, (614) 644-5154. 

• A team from the Ohio Department of Transportation's Bureau of Purchasing improved the bid process 
for purchasing materials or contracting services. On average, the process took 12 weeks from requisition 
submission to purchase award. The delay in buying salt, pipes, batteries, etc., or contracting for copier 
repair or computer services was caused by an overly comph;x system. Using the Quality Service through 
Partnership process and tools, the team identified methods to streamline the process that reduced the 
average time needed to process a request for bid to 5 1/2 weeks. 

Source: Steve Wall, Office of Quality, (614) 644-5154. 

• In South Carolina, audits of corporate returns and allocations of overpayments were not being completed in a 
timely manner. As a result, revenue projections in some categories were being distorted. A team developed an 
audit priority system for corporate returns, allowing approximately 50,000 new returns to be audited per year. 
The establishment of audit priorities reduced the backlog of the prior year returns by 56 percent, and' the data 
base from which revenue projects are inade was improved. 

Source: Nathan Strong, South Carolina Division of Human Resource Management, (803) 737-0910. 

• The Texas Department of Mental Health and Mental Retardation's contracts management project, a 
grass roots effort, simplified the contracting of services for 35 community centers. The process of con
tracting out almost $ I 50 million per year in services was inefficient, and it took up to 45 days to process 
a contract. A small team was assembled and mapped out a flow chart of the existing contract process, 
which covered eight pages. The team then worked on making the process more efficient and simplified. 
The result was a contract process that can be charted on a letter-size sheet of paper and is accomplished 
in only one day; 

Source: Dave Wanser, Texas Department of Mental Health and Mental Retardation, (512) 206-
4533. 

• A worker's task was cut by three hours when a commissary employee suggested changing the way commissary 
items are distributed to prisoners .... Now, a mobile commissary with a built-in counte1; stocked with the necessary 
items, delivers the orders to each cell. This eliminates the need for order forms and the filling, emptying and 
delivery of' bags. The process now takes one hour each day. This idea will be used in all regional jails." 

Source: West Virginia Governor's Press Office, (304) 558-6345. 



• "Al'ter a three-month evaluation, the Bmea11 or Driver Sen·ices, Wisconsin Division of' Motor Yd1icles, 
now provides direct inquiiy imo the automated accident records and uninsured motorist data bases lo 
approved account holders. Using the Aclvantis co111n11111ications network, the program was the result of' a 
cooperative effort between the 'lhllic Accident Section and American Famil)' Insurance. Access to the 
information has substantially reduced written and telephone contacts between the two organizations." 

Source: Gary Wentz, Trallic Accident Section, (GOS) 266-1077. 

Recognition 

• Texas Quality Exchange was an eITort designed by a project team to celebrate the many teams throughout the 
Texas Department of Mental Health and Mental Retardation service system that were engaging in quality im
provement eITorts. The one-day celebration was attended by more than 500 people, with most of the top manag
ers in attendance. Project teams applied to exhibit their work at the Texas Quality Exchange. In order to be 
eligible to apply, the team had to have used the seven-step problem-solving strategy that the department had 
adopted. The department received almost 50 applications - a number that far e.xceeded expectations. The 
exhibitors presented their work in booths and also held intensive 45-minute workshops on their improvement 
projects. 

Source: Maurice Kubena, Quality Consultant, Texas Department of Mental Health and Mental Retarda
tion, (512) 206-46i 5. 

*These success stories were compiled from the CSG sun1ey on state TQM activities, 1994. 
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History 

> Executive Order -
an order creating the Maine Quality 

Management Council 

> Employee Newsletter, 
Mainely Quality, Vol. 1-1 thru 1-5 

> Legislation 



OFFICE OF NO. 8 FY 92/93 
THE GOVERNOR DATE May 18, 1993 

AN ORDER CREATING 
THE MAINE QUALITY MANAGEMENT COUNCIL 

WHEREAS, Maine State Government exists to provide services and programs to 
the citizens of the State of Maine; and 

WHEREAS, it is incwnbent on state employees to provide the best service to 
citizens of Maine and other "customers" of state government in the most 
efficient and effective manner possible; and 

WHEREAS, while providing quality service it is important that every state 
worker have a stake in the success and improvement of state government; and 

WHEREAS, it is important that state government and its managers recognize 
the talent and experience of front-line workers; and 

WHEREAS, it is important that labor and management work together to ensure 
a more secure work environment of mutual respect, support and trust; and 

WHEREAS, both private and public sector organizations have found success 
in the Total Quality Management approach to customer service and management, 
resulting in a more motivated and productive workforce, as well as 
efficiencies and cost savings; and 

WHEREAS, the 115th Maine Legislature mandated that both management and 
labor adopt a total quality approach in state government; and 

WHEREAS, Total Quality Management efforts in state government need 
coordination, oversight and direction to accomplish the above goals; 

NOW, THEREFORE, I, JOHN R. McKERNAN, JR., Governor of the State of Maine, 
do hereby formalize and establish the Maine Quality Management Council, the 
structure and function of which shall be as follows: 

Purpose 

The Council shall serve as the organization which will guide Total Quality 
Management in Maine State Government. The purpose of the Council is to 
prepare a vision statement for state government, which has been accomplished 
as of this date; and, now, to oversee the implementation of Total Quality 
Management in state government. 



Executive .Order 8 FY 92/93 
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Page 2 

The Council shall guide Maine State Government in providing the leadership 
and service necessary to make Maine an even better State for future 
generations. In addition, the Council shall work to deliver quality services 
to customers of state government, and to empower every state worker in 
addressing the challenges and responsibilities of state government. 

The Council shall coordinate the work of individual quality councils in 
state departments and agencies, as well as Process Planning Teams and Process 
Action Teams which may be established to target specific problems and 
recommend and oversee implementation of improvements. 

Membership 

The Governor shall invite the head of each Executive Branch department and 
agency; the Constitutional Officers; representatives of the State's employee 
unions; the Maine State Legislature; and Maine businesses; to participate on 
the Council. 

Membership on the Maine Quality Management Council may include: 

A. The Governor of the State of Maine; 

B. The Constitutional Officers of Maine, including the Attorney General, 
the State Auditor, the Secretary of State and the State Treasurer; 

C. The Commissioners of the Departments of Administrative and Financial 
Services, Agriculture, Conservation, Corrections, Defense and 
Veterans Services, Economic and Community Development, Education, 
Environmental Protection, Human Services, Inland Fisheries and 
Wildlife, Labor, Marine Resources, Mental Health and Mental 
Retardation, Professional and Financial Regulation, Public Safety, 
and Transportation, or the successors to those departments; 

D. The Director of the Bureau of Human Resources in the Department of 
Administrative and Financial Services; 

E. The Director of the State Planning Office in the Executive Department; 

F. The Executive Director of other major state agencies, as designed by 
the Governor, including but not limited to: Maine Waste Management 
Agency, Finance Authority of Maine, Maine State Retirement System, 
and Maine State Housing Authority; 

G, The President of each of the employee unions representing Maine State 
Employees; 

F. Two (2) representatives of the Legislature, including one from the 
Maine House of Representatives and one from the Senate of Maine, 
including one member from each political party; and 

G. Three (3) representatives of Maine businesses which are implementing 
Total Quality Management, as appointed by the Governor. 
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Officers 

The Governor shall serve as the Chairman of the Maine Quality Management 
Council. 

Terms of Members 

Executive Branch members and state employee representatives of the Maine 
Quality Management Council shall serve terms coincident with the terms of 
their appointments to the positions qualifying them for the council. 

Private sector members shall serve at the pleasure of the Governor. 

Associate Members 

Each member of the Council shall name one associate member, except that 
Council members representing the state employee unions may appoint one 
associate member to represent each union bargaining unit. 

Associate members shall attend and participate in Council meetings, and 
represent the Council member in the event of the member's absence. 

Associate members shall serve at the pleasure of the Council member. 

Administration 

The Department of Administrative and Financial Services shall provide 
staff support to the Council from within the Bureau of Training and 
Development. 

The Council may organize such sub-committees and ad hoc committees as the 
membership deems appropriate. 

Meetings 

The Council shall meet on a monthly basis at the call of the Chairman. A 
majority of members shall constitute a quorum. 

Functions and Duties 

1. Develop a joint vision, values and tenets for state government. 

2. Provide policy guidance and direction to the Governor on the quality 
management process. 

3. Coordinate implementation of quality management in state government. 

4. Coordinate and oversee Process Planning Teams and Process Action 
Teams, which may be formed to address specific problems and 
challenges in state government. 
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5. Raise state employee awareness of Total Quality Management in state 
government. 

6. Assist the Governor in developing goals, objectives, milestones and 
resource requirements to promote and improve quality and productivity 
in state government. 

7. Identify critical processes inherent in state government that are 
common to departments and need priority attention, and provide 
direction for achieving improvement in these processes. 

Funding 

Members of the Council shall serve without compensation. Funding for 
Council activities shall be absorbed by the agencies and organizations 
involved. 

The effective date of this Order is May 18, 1993. 

.,, 
Jr. 
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TQM - What's In It For Me? 
by Carol Fleury - Department of Human Services 
In the ten years I have been a Maine State employee, 
talk of doing things differently has come and gone 
·numerous times. Things have always stayed 
business as usual, with management identifying and 
then trying to fix the problems it thought we faced in 
providing public services. So why is this time around 
with Total Quality Management any different, and 
what is in it for me'? 

I, like many other employees, have reservations about 
TQM. But my skepticism is offset by the hope that 
this will be the time for change. Right from the start, 
I have seen management's willingness to allow for 
inclusion - at all levels. There is the expectation that 
anyone who wishes to, may participate. Employee 
empowerment from the bottom up turns talk into 
action. It will now give us the process of delivering 
services to both internal and external "customers". 

This should also mean developing an environment of 
teamwork. Sharing in decision-making at the 

workplace should mean increasing employee influence 
over the way work gets done. People who are the 
most knowledgeable about the work that needs to be 
done have always wanted to share in finding ways to 
improve the way we deliver services. Teamwork 
could decrease frustration, make jobs more enjoyable, 
and result in improved productivity. Providing 
services at a better cost could also enhance State 
Gove1nment's image with our citizens. 

TQM must mean that management is ready to make 
a long-term commitment to and investment in new 
forms of training and technologies designed to fuel 
continuous improvement. With training and the tools 
to do the job, we can put TQM to work.. 

TQM in the workplace cannot happen unless Maine 
State employees return to an atmosphere of trust 
and mutual respect. I hope to see, through visible 
support from management, that they ar.e ready for 
this change. Working together on mutual problem 
areas is a win-win solution for all ofus. 

Process Action Team Update 
by Dick Thompson - Division of Purchases 

I am certainly not an expert about TQM, and to say I 
was a little nervous when the work that my 
co-workers and I do was to be reviewed by a Process 
Action Team is an understatement! There were 
plenty of questions and few answers. 

It has been nearly three months now since ow· team 
was put together and our training began. We repre
sent a broad cross section of state government, from 
central agency accounting, clerical staff, regional or
ganizations and institutional agencies. Our task was 
and is to review the open market purchasing process 
and make recommendations that will help agencies 
statewide. We have worked very hard to become a 
cohesive team that openly shares information and 
experience to ensure that we are successful in 
developing worthwhile changes. 

We are also reaching out to others, as the real experts 
in how any department makes purchases are the 
workers, supervisors and staff responsible for those 
decisions. We are trying to survey across state 
government so that all facts and methods can be 
found, with an eye towards using the best that each 
offers to make a cumbersome process much better. 

Although we are not finished, I think my partners 

0 

would agree that we have a much better 
understanding of TQM and what it can do for state 
government. For sure, it has allowed me to meet 
some very interesting people and taught me to listen 
to them. The information shared is not always what 
I would like to hear, but it has made me more aware 
of who I work for and just how important our work is. 

I believe TQM is a positive expeiience, not without 
hard work, effort and struggle, but definitely worth 
the time. Ifwe work at it, keep it in perspective, and 
trust ourselves that we can make a difference, we can 
be successful. The greatest value I have received is 
the open communication and genuine friendships 
that have developed. 

Look for us and our work. Brenda Kaler - Division of 
Purchases, Phil Henry Department of 
Transportation, Ted Collins - Department ofHuman 
Services, Larry Larson - BMHI, Jay Carlson -
Department of Corrections, Kathy Latulippe -
Department of Environmental Protection, Karen 
Michaud - Department of Conservation, Nat Ben-y -
Department of Inland Fisheries &Wildlife, and 
myself. Any one of us would be glad to share what 
we have learned, listen to your input about the 
purchasing process or help out in any way we can. 

Primed on Racydad Paper 



Be Our· Guest 
Snapshot of TQM at Central Maine Power 

by Raymond J. Pomerleau 
CMP Director of Quality Performance 

Business is built on customers. Without them, 
there is no bottom line. At CMP we know a 
customer orientation has limited value unless it is 
imbedded in every fiber of the organization - at all 
levels, and at every place that directly or indirectly 
involves the customer. At its core, CMP'S TQM 
approach focuses on achieving and sustaining 
quality performance to serve our customers better. 
Our guiding TQM principles are: Customer 
Satisfaction, Management by Fact, Respect 
for People, and Continuous Improvement. 

Teamwork is a key success factor for achieving 
bottom-line results. The value of employing teams 
to solve business problems and improve processes is 
clear - better decision-making is made by empow
ering employees who are closest to the problem and 
the customer. Employees are empowered to analyze 
their own work, to determine their own recommen
dations, and to advocate for their choices or mea
sures. The team approach also allows participants 
to learn more about their work, about each other, 
and about how their efforts affect customers. In 
this way, the team experience can both directly and 
indirectly improve the productivity of all partici-

The Maine Quality Management Council was 
established by Executive Order on May 18, 1993. 
The Council is drawn from every state department 
and major agencies, as well as the Legislature, 
private sector businesses and representatives of 
each state employee union bargaining unit. The 
Council sets the overall direction for TQM in state 
government, and charters individual process action 
teams to target specific challenges in state 
government. The Council has developed a shared 
vision and broad values for state government. 

TQM is spreading rapidly throughout state 
government. Find out when the orientations are in 
your department and plan on attending. 

What Do Your Customers Want? 
Nobody buys a quarter-inch drill, a car stereo, or a 

cash management account. They buy the 
expectation of a quarter-inch hole, beautiful sound, 

or convenient money management. The more 
complex the product or service, the more help a 

buyer needs to meet his or her expectations. 
Total Customer Service - The Ultimate Weapon by 

Davidow and Uttal 

pants in their daily activities. 

Since 1990, over 200 teams of various types have 
been created throughout the company to tackle 
opportunities of all sizes. Working with facilitators, 
those . teams have identified and implemented 
improvements that have significantly enhanced 
customer service and process efficiency. For 
example, teams have developed improvement 
recommendations to: 

• reduce the time required to develop new 
internal computer programs by 23%; 

• streamline the installation and removal of a 
special protective covering on distribution lines and 
save up to $498,000; 

• redesign the new service installation process 
and save up to $251,000. 

These examples dramatize our belief that the key to 
achieving a higher level of performance at CMP is to 
understand our customers' expectations, establish 
goals, make performance improvements, measure 
the results, and keep up the cycle of improvements 
and measurement over time. 

2 -------------------



VANTAGE POINTS - From Where I Sit 
Union Takes Active Role In 

TQM Introduction 
by Dan Glidden - President, 

Maine State Employees Association 

In 1992, the Maine Legislature responded to a 
McKernan Administration initiative by passing a 
resolution calling for implementation of a new 
management theory in Maine State GDvernment. 
Total Quality Management (TQM), already in practice 

• in the private sector, emphasizes "service to the 
customer" - in our case, Maine people using state 
services - and increased frontline employee influence 
over the way the work gets done. The Administration 
hired a consultant to introduce TQM and set up the 
Maine Quality Management Council to oversee its 
implementation. 

With the arrival ofTQM, MSEA strongly believed that 
to protect employee job security and rights, the union 
must be active in shaping the process from top to 
bottom. Many state workers anticipated the 
introduction of TQM in departments and agencies 
with ambivalence, especially as it coincided with a 
continuing fiscal crisis and hundreds of layoffs. The 
union successfully pushed for legislation guaranteeing 
that no jobs be lost to TQM. 

MSEA also sought and gained broad employee 
(Continued on next page) 

Commitment Is A 
Two-Way Street 

by Jay Carlson - AFSCME Representative, TQM 

I feel that the Maine Quality Management Council 
will be an asset to Maine State employees. Many 
state employees have no faith in GDvernor McKernan 
and the Legislature for the pay cuts, furloughs and 
short work weeks that have been imposed on us 
during hard economic times. State employees feel 
they have paid more than their share. 

We cannot stand still anymore. We have to be willing 
to change if we want to keep ahead of the times. If 
state employees want to fight privatization, we have 
a tool. That tool can be Total Quality Management. 

The GDvemor says he is committed to TQM. The 
legislation passed, establishing the Maine Quality 
Management Council, ensures that if an employee's 
position is eliminated by TQM, he or she will be 
provided employment opportunities elsewhere in state 
government taking in such factors as qualifications 
and geographic location. 

Every state worker will have the opportunity to have 
(Continued on next page) 

Committed To Service 
by John R. McKernan, Jr. - Governor 

The last few years have been difficult for state 
governments - not only Maine - as the nation was hit 
by a deep prolonged recession. Almost 40 of the 5 0 
states saw deep drops in revenues. We've had to 
re-evaluate every aspect of state government services 
and the way we do business. I know how difficult this 
has been, and can understand the skepticism about 
turning now to a whole new way of doing business. 

This kind of change would be difficult in good times. 
It's even more challenging when the times have been 
tough. That is why I am so proud and encouraged by 
the start we have made together in TQM. It rein
forces what I have always believed ~ that we are all 
here to do the best we can for our customers, the 
people of Maine. 

After years of working on the job, you've learned that 
there may be better ways of doing things - quicker 
methods that help you better serve citizens, or new 
procedures that can help you do your job better. May
be set rules keep you from doing things in the way 
that makes the most sense. 

TQM gives you the opportunity to change the way we 
do business - to really make an impact in government. 
Although TQM is fairly new to government, private 
(Continued on next page) 

What Is Total Quality 
Management ... Really? 

by Roy Gallant - President, 
Maine State Troopers Association 

As a union leader I need to be an optimist, realist, 
and on some occasions, a skeptic. When the idea of 
TQM was introduced into Maine State GDvernment, 1 
was certainly all of the above. 

When John McKernan called me to consider joining 
him, his cabinet and other labor leaders in a joint 
venture ofTQM, I was truly a skeptic. I asked myself 
what he and they really wanted and what the hidden 
agenda was. 

I viewed TQM as an equal partnership and realized 
that consensus would have to be reached in every step 
of this process. Being a realist, I recognized that 
Troopers had no obligation other than to do their jobs 
for the people of Maine, but I felt I should listen. 

As an optimist, I thought there could be a positive 
change to make government run better. Employees 
would actually have input and administrators would 
have enough vision to let workers do their jobs 
(Continued on next page) 
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Union Takes Active Role In TQM Intro 
(Continued from previous page) 
representation on the Quality Management Council: 
labor and management are equals at the Council 
level. The MSEA President and members represent
ing each of the union's five bargaining units serve on 
the Council, sharing the tasks of policy-making and 
planning. 

MSEA members are significantly represented on each 
department and agency quality management council 
and implementation team, playing a co-equal role 
with management as TQM is applied to problem
solving at the workplace. 

MSEA is committed to the protection of employee 
rights as their role in the management and function
ing of state government increases. With the union's 
participation, the Quality Management Council has 
developed a vision statement which emphasizes a 
work environment of mutual respect, support and 
trust. lfTQM is to succeed and make a real difference 
in the way state government delivers service to Maine 
citizens, then it must start with a recognition of the 
most important resource ... its workforce. □ 

Commitment Is A Two-Way Street 
(Continued from previous page) 
a stake in the success and improvement of state 
government. We as state employees have the 
opportunity to be heard, to get involved in the way 
state government works. We are here to provide 
services for all the people of Maine. 

Both sides must be committed to forming a team with 
trust and cooperation. We must do away with 
manipulation and fear. Each department in state 
government will have it's own Departmental Quality 
Council that will receive training and work together to 
improve services. 

We can work together. Management without labor 
support is nothing, and labor without management 
support is nothing. Together we can build a more 
efficient way to serve and improve our way of life as 
well as provide the best services for the people of 
Maine. 

The Maine Quality Management Council has 
chartered several Process Action Teams. I am a 
member of one of the teams, "Open MarkeUContract 
Release Process Action Team." We are in the process 
of collecting data from state employees to help us 
evaluate the process so we can make positive 
recommendations to improve the system for all 
employees. 

Process action teams are made up of management 
and employees. The teams will receive training 
together and will work together on specific projects. 
These projects will grow into many teams so all state 
employees will be able to participate if they choose. □ 

Committed To Service 
(Continued from previous page) 
businesses have been practicing quality principles for 
a generation. I believe that quality management can 
give employees a bigger stake in their jobs - and the 
chance to make a difference. 

Over the past nine months, the Maine Quality Man
agement Council - made up of representatives of 
almost every department, the private sector, and of 
our state employee unions - has developed and distri
buted a state vision. Yours should have arrived with 
your paycheck several months ago, but if it did not, 
feel free to contact my office for a copy. Departments, 
and even some bureaus, are doing the same with their 
own quality councils. 

That is where you come in. You have a lot to offer 
TQM in your department. You know how things 
work, what could be improved, the processes that if 
changed will make your job a little easier. The key to 
success is focusing on the "customer", whether it is a 
citizen who needs your help, your supervisor, or a fel
low employee. Our goal is to make sure that every 
"customer" is satisfied, and to meet challenges head
on to improve both our jobs and our work environ
ment. Hopefully, improved process will free workers 
from the tedious aspects of the job and allow them 
more time to do the most important things. 

I know some workers are worried. If we improve 
quality and services, and cut costs, couldn't that mean 
that some people will lose their jobs? No. Under the 
legislation that mandates TQM for state government, 
no employee will lose their job because of cost savings 
that occur from the TQM process. The Quality Council 
is committed to improving service, not cutting jobs. 

I hope that each ofour employees will seize TQM as a 
real opportunity to improve their jobs - and keep our 
focus on serving the citizens of Maine. □ 

What Is Total Quality Management 
Really? 
(Continued from previous page) 
without micro-management. 

Reality tells us that in some forums, such as contract 
negotiations, it is still "us" against "them". But for 
these circumstances, it should be all of "us" for "our 
bosses", the public. 

In closing, I pose the question to you that 1 asked my 
Board of Directors, ''Are there any of you who haven't 
always wanted a say in what goes on in state 
government, be recognized for your intelligence and 
effort, be allowed to do things better at less expense, 
and have a better work environment?" 

If there has ever been an opportunity for overall 
improvement, it is with TQM, and I feel we owe it to 
ourselves and the public to try. □ 
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'~en we are doing work that 'we' decide what to do, 
we are top management." 

BIU Conway, Augusta, Maine, Jan. 3, 1994 

1300 Workers Trained By TQM Guru 
by Elaine Trubee - Department of Administrative and Financial Services 

Brian Wa1Ten - TQM Consultant 

Maine state employees charged with implementing TQM 
enjoyed a week of training in early January from Bill Con
way, one of the original American disciples of Dr. W. Ed
wards Deming, the father ofTQM. 

Conway, who as Chairman of Nashua Inc. was credited 
with being the first CEO to implement TQM in the United 
States, is now a TQM consultant and President of Conway 
Quality Inc. 

State and Departmental Quality Councils have been de
veloping the foundation for TQM implementation for almost 
a year. Conway's presenta- --------------. 
tion was designed to bring What I liked best ... 
training to a larger group for 
mmediate implementation. 

The goal of the training is 
to encourage workers and 
supervisors to return to their 
workplaces and begin to im
plement TQM in coordina
tion with their respective 
Departmental Quality Man
agement Councils. After 
training, the supervisors will 
return to work, meet with 
their staffs, and examine the 
processes within their own 
work areas. Ultimately, this 

"The confulence I got 
from Bill Conway that 
individual employees 
of state government 
can make a difference, 
no matter what level 
of state government 
you work in." 

Conway Seminar 
Participant 

Jan. 4, 1994 
process will allow these su- ___ ...,...,....,. ............. -
pervisors and other employees to identify, quantify, and 
eliminate the waste in their areas. 

Process Action Teams (PA Ts) do the same kind of work 
but with processes that cross office or organizational lines. 
As mentioned elsewhere in this newsletter, PATs have al
ready targeted problem areas of state government. 

Conway and his team gave two groups of 125 supervisors 
each about two days of training. The week-long training also 
included two briefing sessions on Wednesday, January 5th, 
that reached an additional 1,100 employees to raise aware
ness of the TQM process. 

A morning session for Augusta-area employees was held 
'ri the Augusta Armory for about 700 employees. Later that 

.me day, a second session was conducted by interactive 
television originating from the University of Maine at Augus
ta. Employees at more than 20 receiver sites were able to 

0 

take part in the training. 
The group will also be meeting with Governor McKernan 

and the statewide Maine Quality Management Council 
(MQMC) sometime in the next month or two to assess the 
training, discuss new learning, and identify barriers and ob
stacles to implementing TQM. 

An initial assessment of the written evaluations of the two 
day sessions was overwhelmingly positive. Responses included: 

What I liked best ... 
"The confidence I got from Bill Conway that individual 

employees of state government can make a difference, no 
matter what level of state government you work in." 

"Participating with employees from other departments." 
"I can use much of the training in helping to bring about 

more positive relationships between a group of employees 
and their supervisors," 

"Opens one's eyes to how to analyze work." 
"Excellent ideas, presentation and alternative to compla

cency. TQM has a definite positive direction." 
"The Governor further added credibility, support and 

commitment to TQM by making a presentation." 
Kennebec Journal reporter Gary Rema! may have 

summed it up best: "Conway said the central job called for 
by anyone attempting Total Quality Management is to iden
tify waste, quantify it and eliminate it through continuous 
improvement. He defined waste in an organization as: 'the 
difference between the ways things are now and the ways 
things could be and should be if everything was done 
right.'" 

In additional to this exciting training, there have been 
other significant TQM activities including the development 
of Department Quality Management Councils (DQMCs), 
and the formation of Process Action Teams (PATs) in areas 
such as: 

• workers compensation (specifically return to work issues) 
• open-market purchasing, 
• communications 
• indoor-air quality (AMHI Campus); and 
• environmental permitting. 
In the coming months we look forward to councils being 

formed below Department level, one day of awareness train
ing to all employees and the creation of many more PA Ts as 
employees begin to identify waste and make improvements 
in State Government. 

Prinla-i on Recycled Paper 



TQM Overview 
hy Ray Dzialo - Depariment of Corrections 

As Maine State Government begins its quest to implement the principles centered upon Total 
Quality Management, it must fully involve all workers in the fulfillment of the Vision for Maine 
State Government. 

Employee involvement must include all levels of the State workforce, from front-line workers 
through management staff They will share in the training and experience leading to effective, 
ongoing problem-solving and decision-making in order to assist in providing a rrwre effu:ient 
system of delivery for state services. Employee participation in the TQM process will take place 
in the context of employee empowerment, teamwork and personal responsibility for the final 
outcome. More importantly, if savings are found through TQM, by law, employees are assured 
of their job security. 

At the Maine Quality Council, both labor and management have worked together in the formu
lation and development of the vision and value statements for the Quality Management process 
in State Government. The Council is also engaged in the formulation of an implementation 
strategy of Total Quality Management to involve all employees of the State of Maine. 

As these developments continue to occur, rank and file employees will all have the opportunity 
to have a meaningful role in establishing the Total Quality Management process at every level of 
service delivery. • 

To date, the problem-solving mechanism found in the TQM process can be seen by ohserving 
two of the pilot projects chartered by the Council. These pilot projects have brought rank and 
file employees as well as management together in Process Action Teams (PATs) to address spe
cific problems in the areas of Open Market Purchasing and Return To Work (Workers Compen
sation). The empowerment of employees is also evident at this early stage by following the devel
opment of Quality Councils at the department and agency levels. 

The empowerment of state employees will provide the opportunity for the workforce to utilize 
their experience and expertise to offer a new definition of how State Government will work - ex
perience and expertise that can only be obtained from providing the services to the public on a 
consistent basis. 

The successful implementation of Total Quality Management will provide a State Government 
based on quality, innovation, and teamwork to benefit all of the citizens of Maine. 

The Maine Quality Management Council was estab
lished by Executive Order on May 18, 1993. The Coun
cil is drawn from every state department and major 
agencies, as well as the Legislature, private sector busi
nesses and representatives of each state employee union 
bargaining unit. The Council sets the overall direction 
for TQM in state government, and charters individual 
process action teams to target specific challenges in state 
government. The Council has developed a shared vision 
and broad values for state government. 
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Conway 
Briefing 

Video Tapes 
Video tapes of Bill Conway's briefing session are avail
able. If interested, please call your TQM coordinator for 
more information. 



Vision and Values 

The following are the Vision and Values statements that were developed by the 
Maine Quality Management Council: 

Vision 
for Maine State Government 

We believe that Maine should be the best place to 
live, work and pursue individual, family and communi
ty aspirations. 

Our vision of a Maine State Government that pro
vides the leadership and service necessary to make 
Maine an even better State for future generations, 
where we in public service: 

• Recognize that State Government exists to serve 
the people because they are our customers; 

• Respond to the needs of the people and provide 
services of the highest quality; 

• Strive to increase opportunities for all Maine peo
ple; 

• Merit public confidence and respect; 

• Work together to ensure a more secure work en
vironment of mutual respect, support and trust; and 

• Promote leadership, teamwork, innovation, part
nership and initiative. 

Maine Quality Management Council 
May 5, 1993 

For more information about TQM activi
ties in your department/agency, please feel 
free to contact your department/agency 
TQM coordinator. TQM coordinators are 
listed on page 4 by department, along with 
their address and telephone number. 
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Values 
for Maine State Government 

We in State Government Value ... 

... Pride in Our Work 

We take pride in providing the highest possible level of 
customer service and satisfaction. 

... Quality in Our Service 

We hold our work to the highest standards of quality . 

. . . Personal Responsibility 

We take responsibility for personal integrity, individual 
contribution and the highest level of performance in 
our service. 

... Continuous Improvement 

We vigorously strive for excellence, and continuously 
seek to improve our performance . 

... Diversity 

We encourage mutual respect and recognize the con
tributions diversity brings to job performance and cre
ativity. 

... Empowerment 

We will participate fully in decisions and explore inno
vative solutions. 

... Teamwork 

We promote teamwork by providing a cooperative 
work environment that fosters: 

• open and honest communication, 

• personal and professional growth, and 

• the best use of our resources. 

Maine Quality Management Council 
October 28, 1993 



· Maine TQM Implementation Steps Timeline 
Dec 93 Jan 94 Feb 94 Mar 94 APr 94 Mav 94 Jun 94 Jul 94 Auo 94 Sep 94 Oct94 Nov94 Dec 94 

1. All Department Quality 
Management Councils X 
(DQMC) formed 

2. Council training X 
completed 

3. Conway training X 
completed 

4. The Maine Quality 
Management Council X 
(MQMC) first Iteration of 
strateov 

5. 'Visions' completed X 
bvall DQMC 

6. Values' completed X 
bvall DQMC 

7. Workforce completes X X X X 
1 day of awareness 60% 75% 90% 100% Ongoing for new employ 888 
tralnlna • 

8. All DQMC s charter X 
PllolPATs 

9. Ail appropriate Sub-
Department QMC's X 
formed 

10. DQMCs complete 
strategy & brief to X X X 
MOMC 

11. DQMCs charter X X X X X X 
PATs 

12. 10 % of the work force X X X 
servlno on PATs 

13. Annual Report on 
accomplishmenls from X 
each deoortment 

Total Quality Management Coordinators 
Carla Prescott 
Station #24 

Carl W. Flora 
Station #28 

Debbie Phillips 
Station #22 

Carol Michel 
Station #22 

Major Rob Carmichel 
Station #33 

Col. Ron Sailor 
Station #33 

Joan Cook 
Station #59 

James E. Watkins, Jr. 
. Station #23 

Debrah Richard 
Station #17 

Ann Twombly 
Station #11 

Shelby Rafter 
Station #11 

Admln. &: Fin. Services Alan Clark Inland Fish &: Wild. Denise Lord Maine Waste Management 
Tel. 287-4756 Station #41 Tel. 287-5265 Station #154 Tel. 287-5300 

Agriculture Rolanda Klapatch Labor Janet Waldron Secretary of State 
Tel. 287-3871 Station #54 Tel. 287-2411 Station #148 Tel. 626-8406 

Conservation Richard E. Record, Jr. Marine Resources Charles Jacobs Public Utilities Commission 
Tel. 287-2211 Station #21 Tel. 624-6567 Station #18 Tel. 287-3831 

Conservation Nancy DeSisto MH&:MR Lila Ware Maine State Housing Authority 
Tel. 287-2211 Station #40 Tel. 287-4210 Station #89 Tel. 626-4600 

Defense &: Veterans Serv. Dr. Walter Lowell MH&:MR Dana Ba~ett Justice Department 
Tel. 626-4595 Station #80 Tel. 287-7340 New Mea ow Road, RR#I, Box 310 

Defense &: Veterans Serv. Donald DeMatteis Prof.&: Fin. Regs. West Bath, ME 04530 Tel. 442--0227 

Tel. 626-4248 Station #35 Tel. 582-8713 Marcy Kamin Justice Department 

Economic &: Comm. Dev. Michelle D. van Haagen Prof.&: Fin. Regs 
P. 0. Box 4280 

Tel. 287-3166 Station #34 Tel. 582-8707 
Portland, ME 04112 Tel. 882--0792 

Education Paul Plaisted Public Safety 
Marlene McMullen-Pelsor 

Office of Substance Abuse 
Tel. 287-5841 Station #42 Tel. 624-7062 

Station #159 Tel. 287-6330 
Environmental Protection Stephan Bunker Public Safety 

Jim Bernard State Planning 
Tel. 287-2812 Station #42 Tel. 624-7004 

Station #38 Tel. 287-3261 
Human Services Helen Wieczorek Transportation 

John Wipfler Health Care Finance 
Tel. 287-3488 Station #16 Tel. 287-3551 

Station # 102 Tel. 287-3006 
Human Services John Nichols Transportation 

Tel. 624-5373 Station #16 Tel. 287-3551 
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What Will Happen to TQM? 
by Governor John H.. McKernan, Jr. 

The guestion regarding TQM that I hear most often is 
'What will happen to TQM when a new Governor takes of
fice?" I also often hear 'Why bother getting involved? When 
you're gone, TQM will be gone too." 

To ensure that TQM continues into the next Administra
tion and longer, the Maine Quality Management Council 
(MQMC) has taken several steps to make sure that TQM is 
not "just a fad." 

By summer all state employees will have attended one 
day of awareness training. Also, the Council's goal is to have 
10% of the workforce serving on a Process Action Team 
(PAT) by the end of 1994 - that's approximately 1,300 peo
ple heavily involved in reviewing processes to try to make 
those processes more efficient and effective. 

As many of you already know, if your current workload is 
reduced because of time savings found through the TQM 
process, you do not need to worry about losing your employ
ment as a result of TQM initiatives. It is written in law that 
no state employee will lose employment in state government 
because ofTQM. 

Also, at the end of this past legislative session, the Legis
lature removed the sunset on the provision that allows for 

30% of year-end balances in a department's budget at the 
end of a fiscal year to be put into TQM-related activities 
such as training, resources, etc. (25% to the department and 
5% to the MQMC). 

The Legislature also created four new positions that will 
be funded with TQM dollars. These positions include two 
TQM trainers in the Bureau of Human Resources and an 
Office of TQM staffed by a TQM Executive Director and 
Assistant. 

Another important part of the legislation that was passed 
this past spring includes adding a second layer of Associates 
to the Maine Quality Management Council. These new As
sociates must be classified employees, therefore ensuring 
continuity on the Council when a new Governor and, most 
likely, new Cabinet are in place. 

The MQMC and I feel that these are positive "giant 
steps" that will make TQM a way of life for state employees. 

So next time you hear a fellow employee say TQM won't 
last, you can answer with "Yes, it will - it's the law." 

This newsletter highlights a few of the "success" stories 
from TQM. I hope you get involved and enjoy the positive 
results that it will bring to your work environment. 

TQM Awareness Program 
in the Deparhnent of Administrative & Financial Services 

by Dale Doughty and Linda Harvell 

The most diverse of all the major state departments, the 
Department of Administrative and Financial Services 
(DAFS), has nearly completed its ambitious effort to provide 
a day of TQM orientation to each of its 1,000 employees. 
Lottery ticket sales representatives, custodial workers, tax 
examiners, computer specialists, budget analysts, contract 
negotiators, painters, account clerks, workers' compensation 
specialists, architects - all have come together at one of the 
five sessions held in May. 

The objectives of the Awareness Program are to: 
• provide information about TQM; 
• give employees the chance to see Lhat many of their 

colleagues are already involved in TQM and to hear about 
their experiences firsthand; 

• answer guestions about TQM; 
• let employees know that TQM takes time and that, 

even if TQM hasn't directly involved or affected them yet, 
there is a considerable effort underway; 

• introduce the Department TQM Council; and 
• give people a chance to meet their fellow employees 

that they might not otherwise have had the chance to meet. 

(l 

The DAFS program includes the showing of "Hidden As
sets," a film about the TQM experience of the City of Austin, 
Texas, presentations from Process Action Team members, a 
dynamic 90-minute presentation on what is TQM, an intro
duction of the entire DAFS TQM Council, a guestions and 
answer period, an overview of the DAFS implementation 
strategy, and lunch. 

At the end of the day, employees are asked to comment 
on the program and to rate it according to whether their 
guestions were answered, whether the program was infor
mative, and whether they thought it should have been longer 
or shorter. The ratings have been strongly positive, and the 
comments have been very revealing of the range of attitudes, 
doubts, and enthusiasms that characterize this stage of im
plementation of TQM. The DAFS TQM Council feels that 
these sessions are accomplishing their objectives. 

In addition, the Department has, wilh support and en
couragement of Governor McKernan, made a commitment 
to further training in Total Quality Management. The train
ing began on April 5th with a full-day se·ssion for the Depart-

continued on page 4 
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Bureau of 
Identificatioi-1 
Conway 2-Day 
Training Team 

Reports 
by Dorothy Morang 

Director 
Stale Bureau of Idenlil1calion 

Maine Stale Police 

As a director managing a statewide program and IS staff 
persons, there is never enough time in the day to get (;very
thing done and to give proper attention lo the stalT Often 
training needs and questions get set aside for da) s in order 
to handle crises, The Total Quality M anagcrnc1il concept 
and especially the Conway training gave me a n,:w perspec
tive on managing. 

The old way of managing required that I oversee the 
program and all of its processes and make cl1anges when 
necessary to keep things working as smoothly as possible. 
Oftentimes little problems started to surface within a pro
cess but did not come to my attention until action needed 
to be taken, Things were not done as efficiently as they 
could have been because of the time it took to discover the 
problems. 

The people closest to the individual processes, and 
more involved with the details of that process on a day-to
day basis, are more apt to detect little things that are not 
working well before they become major problems. By giv
ing them the tools, empowerment and amnesty to chal
lenge the way things have always been done when they 
sec things not working well, it gives me very valuable in
formation that allows me to be able to make more in
formed decisions and affect the efficiency with which the 
program is run. 

i\·1ajor benefits have been: improved morale, more timely 
responses to persons' questions, and lime for increased 
training. Persons in all areas of the program have become 
more aware of each other's job and the effect their work has 
on it. Through facts and figures kept on charts for all of the 
office to see and review, it has taken the opinions and guess
work out of decisions and processes and has fostered an en
vironment of cooperation and teamwork which significantly 
enhances the seIVice to our customers. 

The Maine Quality M anagemenl Council was estab
lished by Executive Order on i\•1 ay LB, 1 m)J. The Coun
cil is drawn from every state department and major 
agencies, as well as the Legislature, private sector busi
nesses and representatives of each stale c mploycc union 
bargaining unit. The Council sets the overall direction 
for TQM in state government, and charters individual 
Process Action Teams to target specific challenges in 
slate government. The Council has dcvclopcd a shared 
vision and broad values for stale government. 
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Wl1y State 
Employees Feel 

Positive About TQM 
by Hoger J. Mercier 

Idenlil'icalion Spec II 
Stale Bureau of Identification 

Maine Stale Police 

Speaking about TQM as a front-line employee who has 
put TQM to use where I work, I was a bit uncomfortable 
with this "latest management gimmick" to solve the state's 
problems with regard to work output. After being selected to 
attend the 2-day Conway training seminar along with my su
pervisor, I came away as excited about it as she was. On the 
drive back we discussed how to try and get this across to the 
rest of the office. We decided that we would share with them 
our understanding of the ideas we had been exposed to. 

After gathering the office staff together, we explained 
that TQM is about a process of doing value-added work, and 
shows us what tools to use and how to use them· for in
stance, various charts like flow charts, Ishikawa (Fi~hbone), 
Pareto, etc. help us to gather data and analyze that data to 
make decisions that are based on facts and not opinions or 
feelings. (With proper TQM training, you, too, will be 
equipped with the "tools.") 

It shows us that work is a process that can and should be 
controlled, not chaotic or just sort of reacting to whatever 
happens. 

We showed them that an essential part of TQM is that 
they are empowered to allow them to contribute in the deci
sion-making about their work, that they have input, and that 
they will be heard. 

Another important aspect ofTQM is amnesty, which tells 
the employee that if problems arise (and they surely will) 
that the process is at fault and not the employee. That helps 
take the pressure off them and encourages them to take 
part. 

It has also helped us to understand that from now on it 
has to be US, and not "us against them." We will either all 
succeed or all fail together, so we must all be heading for the 
same destination, satisfying our customers (the taxpayers of 
our state). 

And finally, not the least accomplishment of TQM is that 
it enables us as employees to believe in ourselves and what 
we can do if given the proper tools and training. It helps us 
feel good about coming to work, not just showing up. Un
derstanding this process is powerful stuff that can help us do 
what we do, better, for ourselves and for the ultimate people 
we work for, the taxpayer. 

If you k11ow a state employee who didn't 
receive this newsletter, please pass yours 
on to them, or have them. call the Gover
nor's Office at 287-3.531 for a copy. 



OMPO Team Reports! 
The Open /\1 arkcl Purchase Order Process Aclion Team 

made ils reporl and recommendations lo lhc Council in 
early March. Three major recommendations were lo: 

• Make the open market purchase order form optional; 
• Establish a crcdil card 

system for small purchases; 
• Computerize the pur

chasing process. 
The Council endorsed 

the first two immediately, 
but asked for a benefit 
analysis on the computeri
zation. That analysis is cur
rently underway. 

Team members were 
thrilled with the response 
from the Council and other 
state employees. Com
ments range from "It's 
about time!", "Are credit 
cards available now?" to 
"When can we start?!!" 

rcpresenlalivc on the learn. "If all PATs could obtain the co
hesiveness thal I fell in our learn, the slalc would be in a 
win-win situation.'' 

The learn has agreed lo work through implemcntalion lo 
ensure these recommenda

.. ,,.,...,,_ tions are carried forward. 
Jay Carlson's comments re
flect the attitude of the 
whole group. "Be willing to 
change and be part of an 
ongoing project. ... To
gether we can build a 
framework to improve ser
vices to all in the state." 

Watch for these changes 
and the positive effects 
they will have on the state's 
open market purchasing 
process. 

Larry Larson of BMHI, 
a team member, summa
rized the team's work well: 
"It got the entire state in
volved in the process. Peo
ple are aware a change is in 
the works. They've been 

Larry Larson of BMHI presenting Open Market Purchasing PAT re
port to Maine Quality Management Council members, from left: 

If you would like to 
learn more about the 
Open Market Purchasing 
team's recommendations, 
feel free to contact any of 
the team members listed 
here: • Nat Berry, Inland 
Fisheries & Wildlife, Gray 
• Jay Carlson, Maine State 
Prison, originally, job 

Jane Sheehan, Commissioner of Human Services; Ray Dzialo, Vice 
President, MSEA; and Wayne Hollingworth, President, MSEA. 

asked for input and the change won't be something unex
pected.'' In fact, agencies are anxious for the changes to 
begin. The first milestone happened in early May when the 
purchase order form became optional. 

The team prospered as a group, too. "All classes of em
ployees can work together ... " states Brenda Kaler, the labor 

change to: Division of Purchases, Central Warehouse • Ted 
Collins, Dept. of Human Services • Phil Henry, Dept. of 
Transportation • Brenda Kaler, Div. of Purchases, repre
senting Labor • Larry Larson, BMHI • Kathy Latulippe, 
Dept. of Environmental Prot£ction • Karen Michaud, Dept. 
of Conservation• Richard Thompson, Div. of Purchases 

TQM Works ... for All of Us! 
The following is a summary of the Open JUarket Purchase Process Action Team's work to date: 

TIIE PROilLEl\l: The slate's cumbersome and expensive open market purchasing process. 

THE TQl\I PROCESS: The Process Action Team assembled and was chartered. 
The Team had team training and group development sessions. 
111e Team did a sun•cy to find oul what the actual open market purchasing process was. 
Once the Team gathered all Lhe information needed, Lhcy reviewed it and recom
mended a way lo improve the process. 

TUE TEAM'S RECOMMENDED SOLUTION: Eliminate Lhe open market purchase order forms. 
Establish a credit card syslem. 
Automale the purchasing system for small purchases. 

THE SA VIN GS will include: 
~IOXEY: 50% SAVINGS! The Team will save$ by eliminating purchase order forms and issuing credit cards 

for small purchases. 
TIME PER ORDER: 15 MINUTES SAVED ON EACH ORDER! The Team will save lime by climinaling 

purchase order requirements and simpli-

REDUCE PHOCESSl:\'G DELAYS: 71% SAVI'.'\GSI 
fying payment procedures. 

The Team will reduce delays by climinaling purchase 
order requirements (15%), use credit cards for small 
purchases (,'32%), and automate Lhc purchasing sys
tem (24%). 



Brenda Kaler, 
Administrative and 
Financial Services, 

presenting Open 
Market Purchasing 

PAT report to 
Governor John H. 

McKernan, Jr. 

TQM Awareness Program 
in the DAFS 

continued from page 1 

ment's Management Team conducted by Bill Conway, Presi
dent of Conway Quality, Inc. Further training for Depart
ment personnel is presently in the planning stages. 

The employees of the Department of Administrative and 
Financial Services recognize the numerous ways in which we 
interact with other state agencies. Many of the processes 
used in the supportive, regulatory, and communication roles 
at the Department are now being carerully analyzed in an ef
fort to improve our rocus on customer service. The Depart
ment hopes to apply the TQM principles acquired through 
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The Open Market 
Purchasing PAT 
presenting their 
recommendations 
lo the Maine Quality 
Management 
Council. 

the state awareness/orientation and the Conway training ex
periences to undertake a vigorous agenda of Process Action 
Team activities with the goal of serving all state government 
better: using a customer service attitude in the most efficient 
and non-threatening manner possible. The Department real
izes that there exists a multitude of subjects which potential
ly could become the subject for these Process Action Team 
activities. 

The Department and Bureau Quality Management Coun
cils are now evaluating projects for Process Action Team ac
tivities. The Department encourages other agencies in state 
government to suggest topics for Process Action Team con
sideration. We see as our primary mission providing services 
to other state agencies in a manner which allows all of state 
government lo provide services to the public with a mini
mum or bureaucratic complications. To this end, we wel
come your comments and recommendations. 
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Let's Hear It for 
the Reduction of W.C. Lost Time 

Process Action Team! 
In mid-August of 1993, the Maine Quality Management 

Council chartered a Process Action Team whose mission 
statement was to provide recommendations and an imple
mentation strategy that would result in ongoing improve
ments in the overall workers' compensation process by re
turning injured workers to an appropriate level of work and 

Center to develop and issue a survey form to 571 injured 
workers, 164 supervisors and 35 W.C. Designees. The survey 
was designed to query workers, their supervisors and the 
W.C. Designees in a positive, non-judgmental format on 
what keeps injured workers from getting back to work. 

The information retrieved from this survey in May 1994, 

thereby achieve a maxi- .-=========================~ clearly demonstrated 
where improvements need 
to be made. The team's 
recommendations were as 
follows: 

mum reduction in time 
lost by June 30,1994 and 
in future years. 

The task was daunting 
and, at times, almost over
whelming. The team met 
weekly. We looked into all 
aspects of the Workers' 
Compensation Program. 
We had our ups and downs 
but with determination 
and perseverance our mis
sion is accomplished. 

Reduction of Workers' Compen
sation Lost Time Process Action 

Team (PAT) Members 1. Recognize that the 
State as a whole will 
be considered the 
employer. 

Isabella Tighe - Workers' Compensation Division 
Earle R. Pease - Workers' Compensation Division 
Doug Howe -MSTA + Return to Work Employee 
John Nichols - Department of Transportation 

2. Create a position ti
tled "Return-To
Work Coordinator" 
(hired by August 29, 
.1994). 

Joe Suga - Department of Corrections 

The Return To Work 
Process Action Team 
began its work on August 
31,1993 after completing 
four days of intensive 
training. We reviewed the 
relevant data and received 

Donald Williams - Department of Mental Ilealtli & 
Mental Retardation 

3. Develop return-to-
Gregg Dewitt -MSEA work teams. 
Laurie Sheive - AFSCME 4. Develop early inter

vention programs. Judy Williams - Human Services/Income Maintenance 
Jolin llinkley - MSEA 5. Develop plan to 

identify potential 
need for transitional 

duty positions. an explanation of the entire worke~s• compensation process. 
The first task was the preparation of the Macro Flow Chart. 
Following several brainstorming sessions, we developed a 
Micro Flow Chart and our Fishbone. 

As we reviewed our Fishbone Chart, the question arose 
- "What are the most significant causes of Return To Work 
problems?" In October 1993, the Team decided that we 
needed to survey our injured workers. After a shaky start and 
with the financial support of the Maine Quality Management 
Council, we worked with the Maine Health Information 

6. Supervisors participate in mandatory workers' com-
pensation training program. 

The projected benefits would be as follows: 
1. Reduction of days lost - new injuries. 
2. Reduction of potential long-term claims. 
3. Reduction of existing long-term claims. 
The benefits could return an initial savings of $582,592. 
If you have any questions about the work of the Process 

Action Team, please call any member of the Team (see box). 

Associate Members Established for 
Maine Quality Management Council 

The Governor, in an effort to provide consistency and 
long-term stability for Total Quality Management, estab
lished by executive order the Maine Quality Management 
Council. 

Each department and agency in State Government shall in 
turn establish their own total quality management council 

() 

and, from that, there will be an associate member named to 
the Maine Quality Management Council. The associate mem
ber must be a classified service employee of the department. 

The newly appointed members have attended an orienta
tion and regularly attend the Maine Quality Management 

Continued on page 1 

Printed on Recycled Paper 



"The square piece is eonneeled lo the round piece, the round piece is connecled lo lhe ... " Process Aelion Team (PAT) 
members: Ted Kcgclman, Darrell Brown, Frank Anlonucci, and Charlene Daniels parlicipale in a learn building exer
cise during a recenl PAT lraining session al lhe ;\!ash School. 

Wl1at's New? ''TQMU'' 
by Jane Desaulniers, Deparlmenl of Adminislralive and Financial Sen-ices 

The Slalc Training and Dcvclopmcnl Division was crcal
ed lwclve years ago lo rnccl the adult learning needs of em
ployees throughout Stale government. Besides the obvious, 
like '.\cw Employee Orientation, course offerings included a 
management devcloprncnl series, professional development 
courses, and a variety of additional resources ranging from 
cmployrnenl opporlunil ies lo employee assislancc programs. 
In 1987, organizational development and management con
sulting services were added to the Division's responsibilities. 

It was natural, therefore, for the Division lo lake a lead 
role in working lo implement the legislative manJatc that 
brought Total Quality ~lanagcmenl lo Stale government. 
\\'ilh the mandate for the irnplerncnlalion ofTQ:\1 came the 

The \I aine Quality \'lanagemcnl Council was cslab
lishcd by Executive Order on \1ay 18, 1893. The Coun
cil is drawn from every stale deparlmcnl and major 
agencies, as well as the Legislalu re, private sec Lor busi
nesses and represcnlatives of each slalc employee union 
bargaining unit. The Council sels Lite overall direction 
for TQ\1 in stale govcmmenl, and charters individual 
Process Action Teams lo largel specific challenges in 
stale government. The Council has developed a shared 
vision and broad values for slalc govemmcnl. 

z 

need for new and innovative training and services Lhal would 
enable employees and managers throughout Maine State 
government Lo make the Lransilion to this new way of doing 

· business. 
In April of this year, the Training and Development learn 

look Lo the drawing boards and crcalcd new curriculum and 
a new look for Lhe Slale Training Calalog. Designed in the 
spirit of lolal gualily, the rww lraining and services bring an 
innovative and inspirational guality to adult learning . .'\nd so 
"TQ\HJ" was born. 

"TQMU" is made up of three componcnls: a Core Insli
lulc with courses for employees, a Leadership lnslilulc 
which is designed lo prodde Lraining for managers and su
pervisors, and a Service I nslilulc Lhal \.Viii provide agencies 
Lhroughoul Stale government wilh support for cuslomizcd 

Continued on page ,f 

If you k11orc a state employee who didn't 
receiee this newsletter~ please pass your-s 
011 lo them, or Jwee tlic111 call the Gocer
nor's Office at 287-:3.5:31 for a copy. 



"Eureka! Four heads are heller lhan one!!" PAT members Tari Austin, Art Jacobsen, Susan Parks and ;-.;ancy 
Worccslcr show their enthusiasm during a team building exercise, 

Ilclow: "Let's get down lo business .. ," IHS team members Dave Ellis, Carolyn Ilaskcll, and Darcy While collabo
rate with Education's David Fish during a segment on conducting cfTcclivc meetings during PAT training al lhc 
Nash School. 

J 



TQM Tools 
by Chris Boudreau, Department of Labor 

Have you have ever tried to change a tire without a jack? Is 
it easy to cook on a stove that doesn't heat up properly? Hav
ing and using the right tools means the difference between 
success and failure. The success of a Process Action Team 
(PAT) also depends on having and using the right tools. 

The PAT that I am on is called Improving Communica
tion Within Our Division. Without the TQM tools we would 
not have been able to complete the task that .we were as
signed by our Departmental Quality Council. 

Choosing and using the right TQM tools to improve 
something as personal as communication can be difficult. It 
is difficult to measure how well one communicates to anoth
er without observing each conversation or reviewing each 
piece of paper they write. Analysis of group communication 
is equally difficult. 

Our PAT needed tools for problem identification and for 
problem analysis. The tools we used for identification were 
brainstorming, surveys and nominal group technique. The 
tools we used for analysis were pareto charts and cause and 
effect diagrams. 

The PAT started by working on identifying the problem 
and possible causes of the problem. We asked the questions 
"What types of communication do we experience?" and 
"Where are the breakdowns in communication occurring?" 
The PAT brainstormed on these two questions and created a 
list of major types of communication along with subcate
gories to each major group We also surveyed our division to 
determine if others had ideas where improvements in com
munication could be made, and to make sure that nothing 
was missed in brainstorming. 

The next step for the PAT was to come to a consensus on 
the communication issues and where improvements need to 
be made. The PAT first needed to determine what commu
nication issues the division felt needed improvement. To do 
this the PAT used the nominal group technique. This tool 
provides a way to give everyone in the group an equal voice 
in problem selection. Each person in the Division had an 
equal say in what problems were· to be worked on by the 
PAT. 

The PAT then began to determine what the root causes 
of our communication issues were. We asked our Division to 
break into small groups to work on cause and effect dia
grams and search for the root causes of these issues. The 
PAT reminded the Division that when working on cause and 
effect diagrams they should always be asking "Why does this 
happen?" 

With all of this information in hand our PAT was finally 
ready to begin to work on solutions. We rank-ordered the 
communication issues on a pareto chart to see which issues 
were the most important to our Division. The PAT then 
used the pareto charts to show us the root causes and we de
veloped our solutions to address these root causes. 

The PAT was made up of our director and members of 
our professional and support staffs. We arrived at all of our 
solutions by consensus and our Council supported all of our 
recommendations without any changes. We all had ideas 
about the communication issues in our Division, but we 
would not have been able to complete our tasks or achieve 
consensus without the TQM tools. 
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MQMCNew 
Associate Members 
Continued from page 1 

Council meetings. They are listed below for your reference 
and would welcome any discussion regarding the Maine 
Quality Management Council. 

Name Dept./Agency Phone# 

Linda Harvell Admin/Fin. Services 287-4427 
Ed Karass Admin/Fin. Services 624-7806 
Linda Pistner Attorney General's Office 626-8800 
Brenda Williams Attorney General's Office 626-8800 
Dorothy Morang Public Safety/SB! 624-7009 
Cindy Boyd DHS 287-3105 
Walter Lowell MH&MR 287-7200 
Sterling Pierce DEP 287-4868 
Mary Gingrow-Shaw Audit 287-2201 
Frank Hample Econ. & Comm. Dev. 287-3166 
Joan Cook Econ. & Comm. Dev. 287-3166 
Kimberly Elis Corrections 287-4383 
Frank Soares Education 287-5841 
Chris Boudreau Labor 287-3788 
Deborah Garret DEP 287-2812 
Debra Phillips Conservation 287-2211 
Col. Donovan DVS 626-4595 

__ Michael Montagna State Planning Office 287-3261 
Aline Lachance State Planning Office 287-3261 
Michelle van Haagan Prof. & Fin. Reg. 582-8770 
Rick Record Marine Resources 624-6567 
Nancy Wasson FAME 287-2183 
Marianne Ringel Health Care Finance 287-3006 
Shirley Foster Me. State Housing Auth. 626-4600 
Fred Hurley IF&W • 287-5252 

''TQMU'' 
Continued from page 2 

training, coordination with consultants, and facilitation for 
TQM Councils and Process Action Teams (PATs) on an as
needed basis. 

With the support of a volunteer cadre representing every 
department and agency, Training & Development will reach 
approximately 1200 supervisors with training by the end of 
November of this year. In addition, PAT training is ongoing 
at department, agency, bureau, and division levels. 

With the institution ofTQMU, we continue on our jour
ney towards making total quality more than a passing fad in 
State government. Managers and employees who make use 
of the new course offerings will find themselves to be a bet
ter equipped work force for the State of Maine. 

So pick up a copy, enroll in some courses, and become 
part of the quality change that is sweeping throughout Slate 
government. If you would like to receive a copy of "TQM U" 
please call the State Training Division at 287-4400. 
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MQMC Sponsors Quality Management 

Training for 1200 Managers 

by Governor John R. McKernan, Jr. 

As many of you know, the Maine Quality Management 
Council (MQMC) is sponsoring Team Leader Training for 
managers in Maine State Government. This series is de
signed for managers and supervisors, who hold the key to 
unleashing the potential for excellence in government ser
vice, and will include an in-depth, hands-on look at quality 
theory, application, and tools for group problem-solving and 
process improvement. 

The MQMC and the State Training Division have 
worked collaboratively over the past several months to for
mulate a curriculum that would meet the needs of man
agers and, ultimately, their employees. The training focuses 
on ways that managers can assist and guide their employees 
in identifying unnecessary or "re-" work in an effort to focus 

c'Helps me to look at some of my old 
behaviors and to think about changing 
some of them.'' 

-Frank Antonucci, Education 

Also in photo: Jennifer Mills, Public Safely; Duncan Bond, Adminis
trative & Financial Services 

() 

attention and resources on the most important aspects of 
their work. 

Organized into two phases, the sessions will enroll groups 
of approximately 1200 managers, with the first session hav
ing commenced September 20th and concluding November 
17th. The Council has committed to holding a second ses
sion in the spring of 1995 so that all managers will have an 
opportunity to attend this important training. If you are a 
manager and were not able to attend this fall, please talk 
with your supervisor to enroll in the spring. 

As always, I encourage all state employees to become in
volved in TQM. Find out what is going on in your depart
ment, and the effect that it will have on you, your work unit, 
and your department. . 

"This has been very interesting this 
time" 

- Sandy Weeks, Administrative & 
Financial Services 

Also in photo: Carroll Ayer, Mll&MR; Nale Derry, IF&W; Lloyd 
Keast, Education; and Bonnie Russell, P&FR 
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Tools for Participatory Management 
• by Michelle D. Van Haagcn, Bureau of Insurance; P&FR 

What can the approximately 1200 supervisors who have haps unsolicited, but respected. Supervisors will be expected 
recently begun or will shortly begin Conway training look to "enable, empower, and entrust" the people in their depart-
forward to learning? And, even more important, what can rnents, sharing with them both information and responsibility. 
those of us in their departments expect when they return? Although this brave new world will not occur overnight, 

First, they and we will notice a shift away from an exclu- or simultaneously in all areas, the hope is that the new Con-
sive emphasis on the more theoretical issues of TQM and way training of supervisors will accelerate the pace of transi-
their application to areas of statewide concern. Rather than, tion. It can be expected to do this, not simply by encourag-
say, exploring TQM's value in addressing such matters as the ing the development of new techniques and attitudes, but 
reduction of losses in productivity caused by employee ill- also by alleviating much of the anxiety that often accompa-
ness and injury - a problem that knows no departmental nies change. Workers now can anticipate support and en-
boundaries - the new training will concentrate· on TQM's couragement for their efforts to apply what they have learned, 
application to smaller units of state government: for exam- and supervisors who might otherwise be concerned that this 
pie, excessive case loads, or backlogs, or the more efficient "new way" would mean a diminishing of their power and 
use of space, time and resources in individual departments. prestige will find that their roles will in fact be enhanced and 
Accordingly, supervisory personnel will undergo training in expanded. Any parent who has been through Parent Effec-
such TQM tools as Pareto charts, brainstorming, and "imagi- tiveness Training, which is essentially learning to respect, 
neering," which has been defined as "visualizing how things enable, empower and entrust one's children, will testify that 
would be if everything were perfect." . they have gained rather than lost effectiveness and prestige; 

Beyond being trained in the use of such tools, though, su- that their role as encourager and guide is at once more de-
pervisors will be encouraged to develop and employ new be- manding, more fulfilling, and more rewarding than the "par-
haviors in the management of human resources. Where their ents know best" routine. 
"old-style" practice might have been to see themselves as re- This is even more the case in the workplace, where super-
sponsible for problem analysis, solution-finding, and its imple- visors are working with adults with years of valuable experi-
mentation ("Here's what our problem is, and this is what you ence to contribute. Supervisors who are learning to stimulate 
are going to do about it!"), they will now be encouraged and and encourage the people in their departments through re-
expected to involve department co-workers in the entire pro- specting, enabling, empowering, and entrusting them with 
cess of problem determination, analysis, and solution, whether information and responsibility will find the result will be a 
through team participation, department-wide brainstorming more harmonious, dedicated, and productive work force. 
sessions, or through individual insights and suggestions, per- None of us need have any anxiety over that prospect. 

Quality .. ~ What's in It for ME (Maine)? 
by Jane W. Desaulniers, Bureau of Human Resources; DAFS 

Around the world and across the nation, in the private and pub
lic sector alike, organizations are struggling with the issue of quali
ty. Maine is home to an array of businesses that are committed to 
success in the global economy. Over the last several years, we have 
seen and heard of the value and importance of quality and continu
ous improvement as it relates to private industry, so why does 
government need to come on board as well? 

Quite simply, the stakes are extremely high for business, for 
employees, and the communities they call home. Their ability to 
compete in an ever-expanding global arena is directly related to 
their own innovativeness and productivity, but is also heavily influ
enced by the ability of government to be responsive to the service 
requirements of its customers - the citizens of Maine. Untimely or 
unresponsive services critically impair businesses and the individu
als they employ from competing for their share of the international 
market. Ultimately, citizens are denied full use and access of the 
services to which they are entitled. 

The goal is to incorporate quality in every aspect of our work. 
Accomplishing this goal, from the largest department to the small
est work unit, requires training - training that is both practical 
and theoretical in nature; training that is designed to provide man
agement and employees with the skills and means to routinely de
liver superior service. 

Maine State Government has launched the first phase of a train
ing initiative that is geared to accomplishing that goal. Over the 
past several months, approximately 35 state employees participated 
in an intensive program designed to give them the necessary skiUs to 
provide instruction for a team leader/facilitator curriculum to 1200 
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managers representative of virtually every department and agency. 
The curriculum for this program is based on material provided by 
Conway Quality, Inc., an internationally recognized consulting firm 
specializing in total quality implementation. September 20th sig
naled the start of this intensive program, which has been met with 
overwhelmingly positive reviews. The 1200 individuals who have 
been enrolled represent approximately half of the people who will 
eventually receive this training. Having completed this program, 
managers will return to their work areas equipped to train and lead 
employees in their efforts to apply quality tools and continuous pro
cess improvement methods to all aspects of their work. 

For many in state government this is not a new way of con
ducting business. As individuals, we are skilled and dedicated to 
delivering our best each and every day. This program will provide 
managers with the tools and skills they need to shift from an au
thoritarian, bureaucratic style of management to one that genuinely 
develops employees. Empowering employees to respond directly to 
customers, to take risks, to be creative in their delivery of service 
will foster an environment that will enable employees to take 
pride in their work and accomplishments, reflect positively on 
the managerial ability of their supervisors and directors, and en
sure that our customers - the citizens of Maine - receive the 
best service each and every lime. 

The commitment must be long-term, since change is not some
thing that occurs naturally or quickly. However, the results can, 
and will, be dynamic - a citizenry that recognizes the tal
ents and dedication of its employees, and supports our en
deavors to consistenLly routinely deliver exceptional services. 



"People will start practicing TQM only after they 
understand. This 3-day training provides that un
derstanding." 

-Jim Watkins, Education 
Also in photo: Jamie Waterbury, MHMR; Bob Ouellette, Labor 

During the first twelve workshops, more than 350 participants provided valuable feedback. A sampling of 
comments is listed below. 

Good session - nice to meet with people from other departments 

- Excellent presentation and organization 

- Good stuff! 

- Although I believe in the concept of TQM, I dreaded attending this session. However, I was pleasantly 
surprised, found the information both useful and interesting and am looking forward to the next ses
sion. The trainers were great. 

- Instructors worked extremely well together and were well prepared. GREAT JOB! Let's hope TQM 
suruives!! 

- Liked the group problem-solving, wasn't boring 

The Maine Quality Management Council was estab
lished by Executive Order on May 18, 1993. The Coun
cil is drawn from every State department and major 
agencies, as well as the Legislature, private sector busi
nesses and representatives of each State employee union 
bargaining unit. The Council sets the overall direction 
for TQM in State Government, and charters individual 
Process Action Teams to target specific challenges in 
State Government. The Council has developed a shared 
vision and broad values for State Government. 
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- Group leaders respect participants 

If you know a state employee who didn't 
receive this newsletter, please pass yours 
on to them, or have them call the Gover
nor's Office at 287-3531 for a copy. 



A, Special ''Thanks!'' to Ou1,., Trainers 
Statewide TQM Cadre Trainers 

Terry Bourgoin Agriculture Linda Harvell Administrative & 
Laura Boyett Labor Financial Services 
E. Shippen Bright Conservation Patti Hayden Administrative & 
Stephen Bunker Public Safety Financial Services 
Rob Carmichael Defense & Veterans Rosalie Howes Professional & 

Services Financial Regulations 
Kate Carnes Human Services Frank Johnson Administrative & 
Terry Cloutier Administrative & Financial Services 

Financial Services Peter Johnson Defense & Veterans 
Joan Anderson Economic & Com- Services 

Cook munity Development Ed Karass Administrative & 
Allyson Cox Defense & Veterans Financial Services 

Services Alicia Kellogg Administrative & 
Nancy DeSisto MH&MR Financial Services 
T. Kathleen Dunford Labor Rolanda Klapatch Labor 
Barbara Estes MH&MR Michael Lahti Education 
Lee Giroux Administrative & Denise Lord Waste Management 

Financial Services Agency 
Becky Greene MH&MR Walter Lowell MH&MR 
Margaret Greenlaw Transportation Mary Myers Administrative & 
Kerry Halterman Administrative & Financial Services 

Financial Services John Nichols Transportation 

Department PAT Trainers 
Wes Andrenyak Corrections Larry Farrington Corrections 
Simone Ayotte State Department Norman Farrington Corrections 
David Blocher Waste Management Ben Fielder Agriculture 
Delores Brown Administrative & Laura Fisher MH&MR 

Financial Services Joyce Fountaine MH&MH 
Deborah Chambers MH&MR L. Clif Graves MH&MR 
Daniel Cram MH&MR Ric Hanley MH&MR 
Jeff Crawford DEP Carol Harvey Corrections 
Daniel Deforge MH&MR John Jeffers MH&MR 
Lei Duarte MH&MR Carol Kroyer Corrections 
David Edwards Corrections Jeff Lee MH&MR 
Peter Eichel MH&MR Pam Mancuso Marine Resources 

- State Training and Development Staff -
Elaine N. Trubee, Director 
Carol Cochran, Secretary 

Kelly Osmer Transportation 
Tom Perron Corrections 
Robert Plummer Agriculture 
Tim Poulin State Department 
Carla Prescott Administrative & 

Financial Services 
Shelby Rafter Human Services 
Richard Record Marine Resources 
Valerie Seaberg Education 
Joe Shaw Administrative & 

Financial Services 
Frank Soares Education 
Richard Thompson Administrative & 

Financial Services 
Ann Twombly Human Services 
Janet Waldron State Department 
Ed Wheaton Maine State Archives 
Helen Wieczorek Transportation 
John Wipfler Health Care Finance 

Commission 
Glenda Winn Administrative & 

Financial Services 

Jon Marks MH&MR 
Roger Mercier Public Safety 
Kathleen Roberts Attorney General 
Craig Schuler Human Services 
Bruce Thomas Health Care Finance 

Commission 
Gwendolyn Thomas Attorney General 
Sarah Roberts Walton Attorney General 
Lila Ware State Housing Authority 
Drexell White Public Safety 
Debbie Wing State Housing Authority 
Pam Waite Attorney General 

Judith A. DeAngelis, Staff Development Specialist 
Jane W. Desaulniers, HR Development Consultant 
Kathleen Lincoln, HR Development Consultant ,I'm .sure glad the 

hole is'n 'tin our end ... 

After-Training Resources 
Help is available to managers who return to 
work to find obstacles to implementation of the 
quality methods and tools. Managers are en
couraged to contact cadre or staff trainers for 
assistance. Managers are also encouraged to 
continue developing their skills through addi
tional training, reading, and practicing TQ M 
methods in their workplace. 
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CHAPTER 73, RESOLVES 1991 
EFFECTIV2 APRIL 9, 1992 

STATE OF MAINE 

IN THE YEAR OF OUR LORD 
NINETEEN HUNDRED AND NINETY-TWO 

S.P. 907 - L.D. 2327 

Resolve, to Implement Total Quality Management Procedures 
in State Government 

Emergency preamble. Whereas, Acts and resolves of the Legislature 
do not become effective until 90 days after adjournment unless 
enacted as emergencies; and 

Whereas, total quality management procedures 
an opportunity to immediately improve the 
productivity of State Government; and 

offer the State 
efficiency and 

Whereas, in the judgment of the Legislature, these facts 
create an emergency within the meaning of the Cons ti tut ion of 
Maine and require the following legislation as immediately 
necessary for the preservation of the public peace, health and 
safety; .now, therefore, be it 

Sec. 1. Legislative findings. Resolved: That the Legislature finds 
that the customers of State Government are the recipients or 
beneficiaries of state services; that internal purchasing, 
personnel, space, budgeting and accounting systems all serve 
those customers and must all be improved to respond more 
effectively and efficiently; and that State Government has not 
given adequate attention to the potential for using the talents, 
skills, experience and commitment of its employees in improving 
the organization, cost-efficiency, cost-effectiveness and quality 

- of state ·services; and be it further 

Sec. 2. Definition. Resolved: That as used in this 
quality management" means a management system 
total customer satisfaction and the importance 
rank-and-file workers in the improvement of 
services within an organization; and be it further 

1-3684(3) 

resolve, "total 
that emphasizes 
of front-line, 
production or 



Sec. 3. Total ·quality management in the executive branch. Resolved: That the 
Governor shall develop and implement a plan for application of 
total quality management principles and methods in the executive 
branch. The plan for introduction of total quality management, 
including a description of its elements and a timetable for 
implementation, must be prepared and released by September 1, 
1992. The plan must implement total quality management 
essentials of customer-driven work; results-oriented strategic 
planning; use of pertinent data; seeking continuous improvement; 
and emphasizing rank-and-file employee participation; and be it 
.further 

Sec. 4. Total quality management in the Legislature and Judiciary. Resolved: 
That the Legislature and the Judicial Department shall adopt 
plans by September 1, 1992 for the use of total quality 
management in their operations. Plans adopted by the Legislature 
and the Judiciary must address all total quality management 
issues specified under section 3; and be it further 

Sec. 5. Implementation. Resolved: That a 11 3 bra nc hes of 
government shall implement the total quality management plans 
adopted under sections 3 and 4 no later than December 31, 1992; 
and be it further 

.Sec. 6. Employees. Resolved: That in developing plans under this 
resolve, each branch of government shall involve rank-and-file 
employees in devising total quality management programs that 
improve iniernal operations and making state operations less 
bureaucratic, more customer-oriented and more competitive with 
the private sector. 

Emergency clause. In view of the emergency cited in the 
preamble, this resolve takes effect when approved. 

2-3684(3) 



§ 49. Maine Quality Management Council 

The Maine Quality Management Council, as established by section 12004-I, subsection 
77-A and referred to in this section ··as the "council," i9 ·created to • guide total quali~_. 
management in the executive branch of State Government, to promote the delivery of quality 
services to customers of State Gover:::u:nent and to empower state workers in addressing. ti:e 
challenges and responsibilities· of State Government- • •. - · .: '-· .: • ~ • •• • .. • .. :::0 ~- -

1. Me~bership.. The ·no~~~;-~ _'a' in'.eriio~r.-of the· ~6iiricil ind ·s'eri~ --~--th~: chk.6f· ili~ 
council. The Governor shall ·appoint the_:following members to the council: _· . •. 

A. 
0

Representa.tives •• of ~a~ exe;.it:~e br~ch-dep~ent; .). : • :: '• .•• > .. < :: . =-.:0 .,;,: .•• 

B.· Rep~es~n~tive;: ,,t~th~r ~d~p~e~~anci"'agencie~-:~fsb~- -~v~~e~t that:~-oose 
to participate; • • • • • • • .. :.· • • • • . .J .... _ .. ··;:··: . .. .·. • ..... ..::::.:-
. C. Representatives of each of the employee unions represen~g s~t;e ~ployee~ . a..s 

designated by ea.6 union; and . ~- • ... · . • ·. • --- ·-:- ~ .. •• • ·--' •• • •• 

D. Other members the Governor determines appropriate, including representatives of up 
to 3 private sector businesses engagi..ng in total quality management. . • .. • _· ... _ .. _.· • .. : • 

In addition, in ~onsaitation· with the Governor, the President 'of the ~eiiate shall appoint ~~e 
Senator and the Speakei•of·the ·Hou.se·of Representatives shall appoint·bne·m.'e"mber of~e 
House of Representatives::-· . -. . . . • '' ., . • •·• ., • • . • . • •• • •••. ,.- • - • 

-: ·.· • ...... ··.. .. : .. ~"'/. :; .:~•.:.· :: ;.· :-.-·t·: .: .. • ·........ ... . .. _,., -:,;; .. ··.-: ::. -·..J ....... ___ ._,. -- ..... •. :::: 

m:~~ T~ -~~:~~~~~tihr::n?k~ ~uii~ci!::~rtaf1 ;rfy~s;~~~::~t~. 
serve at the plea.sure of the Governor. • • 0

• ' • • • • 

. 3 .. Associate members. Each member of the council shall name one associate member, 
e..i:cept that council_ members representing state employee_ unions n:iay appoint'one ·~sociatc 
member to represent each. union barg-.Jning unit. , Associate members serve ·afthe. pleasll!'e 
of the appointing council member. • 

4. Meetings. The council shall meet 'ori • a monthly basis ·at the call of the chair. A 
majority_ of members constitutes a quorum· ai:id decisions of the council must be· achieve::: 
through coD;5ensus. • • • : • · • • • • • 

5. Duties. The council, in accordance with Resolve 1991, c.liapter 73, shall: 

A. Develop a j~int vision, values ~d tenets for State Gove~ment; 

B. Provide policy guidance and direction to the Governor on the quality managemer:: 
process; 

C. Coordinate and oversee implen:entation of quality management in State Governmer:::, 
including the work of individual quality councils _in departments and agencies; • 

D. Determine g'-.l.idelines for submission of quality management proposals by state depar::
ments and agencies to the council and citeria and procedures for approval of those proposals: 

E. Coordinate and oversee process planning teams and process action teams, which ma:,· 
be formed to address specific problems and challenges in State Government; 

F. Raise state employee· awareness of total quality management in State Governmer:..:: 

G. Assist the Governor in developing goals, objectives, milestones and resource require
ments to ·promote and impro,;e qualit",i and productivity in State Govenment; 

H. Identify processes of State Government that are common to departments and need 
priority attention, and provide direction for achieving impro,;ement in these processes; ~d 

. . . 
I. · Undertake other responsibilities determined appropriate by the council to impleme::::: 

total quality· management in State Government. • 

1993, c. 476, § 1, eff. July 13, 1993. 
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§ 50. ·Employment protection with implementation of total quality manage-
. ment • • ••• 

. The· Maine Quality Manageme~t Council shall develop pr~cedures that· e·nsur~. that any 
employee who has _achieved permanent status and whose position. is eliminated as a direct 
result of improvements sanctioned. by t;he . council is provided an employment opportunit-J 
elsewhere in State Governn::ient. The proc.edures must be consistent with applicable civil 
senice laws and collective bargaining agreements and must _take into account such factors as 
qualifications, comparability ?f positions, geographic -~9ca~o~ ?f employ~-~~- whose positions 
may be· eliminated, retraining requirements and other transition factors. • The procedur7s, 
when submitted to the _Bureau. of Human .Resources, must· be adopted by:.the bureau as .its 

own rule. _Nothing in this __ section _ prevents _an ,.employee Jrom . s~~g -~~ accepting 
employment outside of State Government. • If such emplbyment is. secured by _an ~mployee, 
the obligation created in this section is d.issolv~d. ••• ··" ' 

_ . .,,.. ' 

.§ • ~2: Deparlm~ntal T<?~l Quality Management Cl?ordinator;. positipn.s_ es~b-
·. ·lished . • • • • 

Notwith.standfug·~y:oth~r p;~vfui~n ·of 1a:w, ii~;; p·osition or po~itio~--hi ~:d~p~·ent or 
agency account are determined unnecessar.r as a direct result of total quality management in 
accordance with section 50, the personal services savings for one or mo're ·of these .former 

. positions may be used in the P~rsonal Services line category ~_thln_the __ account where the 
savings e.."dst or in another account in the same fund and department or agency to establish a 
total quality ·management coordinator position for the department_ or • agency following the 
abolishment of the unnecessary position or positions and the identification of permanent 
funding. ' .:. • • ·:·· .••• -~ ··: 

.. . . 
1993, c. 707, § B_B-1, eff. Apnl 15, 1994; R.R.1993, c. 2, §§ 2., 3. 

Historical and Statutory Notes 

Codification 
Laws 1993, c. 707, § BB-1, enacted 5 M.R.S-~ 

§ 51, relating to the Departn:ental Total Quality 
Mar~ement Coordir.ator, without reference to 
La~ 1993, c. 675, § A-1, which enacted another 5 
M.R.SA § 51, relating to payment of interpreta.---s. 

:· ~- •. 

Reviser's Report 1993, C:. 2, §§ 2, 3, renumbered 
5 M.R.S-~ § 51, enacted by La-ws 1993, c. 707, 
§ BB-1, to be 5 M.R.S.A. § 52. • 

§ 1589; .Appropriations and allocation balances 
At. the end of e.2.ch fiscal year, unen~.unbered appropriation and allocation balances laosa 

into the appropriate fund or account balance and are not available unless authorized by law, 
or as provided for in subsections 1 to 5. Encumbered balances may not be carried forward 
more than once at the end of a fiscal year. 

1. Ca.rry-f orward and trans! er authorized. The funds from the following accounts must 
be carried forward each :fiscal year to be transferred and used as follows. 

·. A. At the end of each fiscal year, 30% of the available balances remaining in eac=i. 
• General Fund account after the deduction of all expenditures, encumbrances, commit

ments or out.:.-tanding payment obligations that would otherwise lapse by law, must ba 
carried forward each fiscal year to be transferred and used as provided for in subsection..s 
2 to 5, except that at no time may the amount available from General Fund available 
balances exceed $2,500,000 in the aggregate. 
B. At the end of each fiscal year, 30% of the available balances remaining in each 
Highway Fund account after the deduction of all expenditures, encumbrances, commit
ments or out.st.anding payment obligations that would otherwise lapse by law, must be 
carried forwa..--r-tl each :fiscal year to be transferred and used as provided for in subsections 
2 to 5, excE?pt that at no time may the amount available from Highway Fund available 
balances exceed $500,000 in the aggregate. 
C. Notwithstanding any other provision· of law, upon the approval of the department or 

._ agency head, non-General Fund and non-Highway Fund accounts may contnoute re
sources on an allocated basis to an administrative account for the support of department
wide or agencywide total quality management efforts. 



\ 
2. General Fund statewide account; Highway Fund statewid_e account. The State 

Controller shall t:-an.sfer the available balances carried forward in accordance with subsection 
1 in each General Fund account as follows: 83¼% into a General Fund departmentwide 
account established by the State Controller in the same department or agency; and 16¾% into 
a General Fund statewide account established by the State Controller. The State Controller 
shall transfer the available balances carried forward in accordance with subsection 1 in each 
Highway Fund account as follows: 83¼% into a Highway Fund departmentwide account 
established by the State Controller in the same department or agency;_ and 16¾% into a 
Highway Fund starewide account established by the State Controller. • 

:- --: 2-A. Nonlapsing. .Any unencumbered balances transferred to carry out the purposes of 
this section do not lapse, but must be carried forward for continued use in accordance with 
subsections 3 to 5. • • • 

.- 2-B.' Interdepartmental transfers authorized. Notwithstanding section 1585, the trans
fer of funds between a statewide account and a departmentwide account within the same fund 

··is ·authorized to C2I'r'J out proposals in accordance with subsections 3 to 5. 

APPROPRL\TIONS 
. Ch. ·145 

5 § 1589 

· 3. Total quality management initiatives. Except as provided in subsection 3-C, 
available balances transferred into each departmentwide and statewide account in accordance 
with subsecti_on 2 must be used for the payment of nonrecurring expenditures representing 

• total quality manage?::J.ent initiatives in the same department or agency or on a statewide 
. basis, respe~tively. • • • • • ·: 

.. ··.'·· 
3-A. Office of State Quality ::'t-Ianagement Gener~! Fund account establi~hei There 

is established in the Executive Department a General Fund account entitled Office of State 
Quality Management to receive and expend funds in accordance with subsection 3-C and 
chapter 523.1 

3-B. General Fund positions; legislative count established. There is established in 
the Office of State Qr:21;zy Management General Fund account in the Execufr;e Department 2 
legislative count positio-::s to provide for the establishment of 2 full-time, per:::ianent positions 
authorized by section 2C-094. There is established in the Human Resoill"ces General Fund 
account in the Depa.r _1,:mt of Administrative and Financial Services 2 legislative count 
positions to provide fer "w.ie establishment of 2 full-time, permanent training positions for total 
qualii:'J management c-a,;,.,ing and coordination. 

3-C. Transfer of funds authorized. Notwithstanding any other prov;sion of law~ funds 
may be transferred in eac.½ fiscal year from the Statewide-Total Quality Management 
General Fund accoun: in the Department of Administrative and Financial Services to the 

· Office of State Quality ~fanagement General Fund account in the Executive Department 
established in subsection 3-A and the Human Resources General Fund. account in the 
Department of Adm;.,..;,u-ative and Financial Services to be allotted by financiai __ ·order upon 
the approval of the C--uvez:nor for the personal services, all other and capital expenditures 
requirements for 2 posit:ons in the Office of State Quality Management autl:.or.zed by section 
20094 and 2 training positions in the Bureau of Human Resources to be established for total 
quality management training and coordination. 

4. Copies of proposals to Bureau of the Budget and Office of Fiscal and Program 
Review. Copies of ea6 approved proposal for the expenditure of funds transferred into each 
departmentwide and sta.tev.ide account in accordance with subsectio.n 2 must be submitted 
from each department's or agency's quality management council and the Maine Quality 
Management Councl, respectively, to the Bureau_of the Budget and the Office of Fiscal_ and 
Program Review. 

5. Payments in accordance with· allotments. Payments from each dE;partmentwide and 
statewide account established in accordance with subsection 2 representing expenditures in 
support of approved proposals submitted to the· Bureau of the Budget in accordance with 
subsection 4 will be authorized by the State Controller on the basis of allotments approved by 
the Governor in accordance with established law. • • 

.r:-·. ..• ·: 
; ..... ::·:_;:: >:·· •. ·._; ~?· .. _:. -:··_ .. 



6. Report required. ~e Department of Administrative and Financial Services and the 
Maine Quality Management Council shall report to the joint standing . CTJmmittee of the 
Legislature having jur..sdiction over state and local government matters annually nci later 
than February 1st, fr.e following: • 

A. The total amount authorized for transfer, by department, under subsection 1; 
B. A description of initiatives submitted under s1:1bsection 4; and • 

. . =· C. A recommendation from the Maine Quality_ Man~gement Council and the Depart-
ment of Administrative and Financial Sernces on any changes in the transfer amount 
authorized under subsections 1 and 2. - • • - • 

7. Repea.led. La-ws 1993, c.' 707;· § ·BB-6·, eff. April 15, 1994. 
• 1993, _c:· 476, § 2; eff. July 13, 1993; 1993,'-c. 707, §§ BB-2 to BB-:-6, eff. April 15, 1994. 

, • -i 5 M.R:s:.-C § 20090 et seq: • • 
. • . • • . . . . 

-: :: · Historical and Statutory Notes ••. . . 

·Amendments .. . . . . . . • ~- .T._;_ ~t· ·-c~-fo.~ard and_ ~fer ··a~_thoriz~ 
•.,,, •• 1993 ~eridment. .. ·r.aws 1993;·c: 101;·§ B~2,. ·At the end of each fiscal year; 30%_ 9f ~e ~~le 

repealed and replaced subsec. 1, which prior th.e.....-e-,_ balances remaining in each General-Fund ·and 
to read: . • • .,-: .. , ;,: Highway .~d account after the deduction of all 

• ,·expen_dittires_, ehcurnb_:ran~es;· commitments or o~t-:-: _;:··Laws 1993,'c: '.707, § BB-5,·added·subs~~~ ~l 
·:.--standing payment obligations that would othe...-;inse·-.· 3-B, and 3-C. :. • • 
·.lapseto·eachfund bylawmustbecarriedfor..ard., .' ... ·., •. -.< . -··· - -~ :.._;. __ ._, .. ... ,,.: · .. -_-;; 
:". each :fiscal year. to be. t:ra:risferred . and used as; ;_'~-- ~aws 1993, c._ 707,_ § _B~, re~ed_ subsec:: 7/ 
.... provided for in subsec!::ons 2 to 5." .,.. ••• ·, '·· • • ••• which related to a SW1Set • provision which stated. 

. Laws 1993, • c. 707, § BB-3, added subsecs. 2-A that authorization for this section ·expired on Juli 
·and.2-B.-.··._,:-, ·: . .- --:-~=-::·.::-- .. ::.: ;:·.:·.·.·: ,~· 1,_1995.·· • ,· • ·•··· • • ,·: 

a: - Laws 1993; c. 707, § BB-4, in subsec. 3, rr:.ade 
pr9visions subject to subsec. 3-C. 

CHAPTER 523 

OFFICE OF STATE QUALITY MANAGEl\'IE~'"T 

Section 
20090. Office established; purpose. 
20091. Definitions. 
20092. Implementation and administration. 

• Section 
20093. Powers and duties. 
20094. Executive director; administrative assis

tant. 

Historical and Statutory Notes 

Codification 

:; I,.aws. 1993, c. 707, § BB-7, eff. April 15, 1994, 
··enacted Chapter 523, Office of State Quality Man. 

• agement. 

OFFICE OF QUALITY MANAGEME!','T 
Ch. 523 . . • .. - • • •• 

§ 20090. Office esta~~_ished; purpose 
The Office of State 'Quality. Management is established within the Executi_ve pep-.Utiilent.· 

The office is directly responsible to the Governor and, through the Governor, ·proYides 
direction and leadership to the Maine Quality Management Council and departmental tot.al 
quality management councils.. • ~· --· 

1993, c. 707, § BB-7, eff. April 15, 1994. 



§ 20091. Definitions 

As used in this chapter, unless the context othern-ise indicates, the follov.,ing tem13 ha.Je ·the 
follov:.ing mearJngs. ' . 

1. Departmental total quality management council. "Departmental total quality ma.::
agement council" means the quality management council specifi~ to each department that is 
composed of managers of the department, union representatives and state employees of the 
department. •. . . 

2. :~Haine Quality Management Council. "Maine· Quality Management Council" mea=..s 
the Maine Quality Management Council as established by section 12004-I, subsection 77-A 
and having mer::::.bership as defined by section 49. 

3. Office. "Office" means the Office of State Quality Management. 

4. Process action team.· "Process action team" means an action team that is established 
to study and ma...'!..e recommendations on a state government process or service that has been 
selected by a departmental total quality management council or subcouncil for improverner:c:. 
T'ne process ac':ion team is composed of a subset of employees from t.11e same or diffe:rer:t 
departments wi:o are knowledgeable of the process or service unde:r review. 

5. Total quality management. "Total quality management'' means the process chosen 
by State Gover-..:.!:lent for motivating employees at all levels of the organization to voluntee:
their individual exoertise and skills for the improvement of state go,ernment programs a::d . ' 
services. 

1993, c. 707, § BB-7, eff. April 15, 1994. 

§ 20092. Implementation. and administration • 

Each depa.t L....ent and agency in State Government· shall establish a departmental total 
quality management coW1cil. The departmental total quality manage:c::.ent council shall nar::::!.e 
a 2nd associate member to the Maine Quality Management Councl The 2nd· associate 
member must be a classified service employee of the department. One of the associate 
members shall sen:e as the total quality management coordinator for the department or 
_agency. . . 
1993, c.·707, § BB-7, eff. April 15, 1994. 

§ 20093. Powers and duties 

The office shall: . . 
1. State Government. -Establish, in joint cooperation with the Maine Quality Manage

ment Council, the statewide plans; policies, objectives and priorities for total quality manage-
ment in State Government; • . . 

2. Coordination. Oversee. the statewide implementation of total quality management 
programs and coordinate total quality management programs o_f the individual departments 
and agencies; , 

3. Training programs. ·Work with.the State Development and Trailililg Division of the 
Bureau· of Human Resources to orient and train state employees-in total quality management 
and • to develop the • team building skills needed . to ensure. the success of total q~ty • 
management efforts; and • · -. .-- ..• ;'::-- • • ·. · . • 

---4. ,·. Re'ii~~_?- By'J ~~ary 15th~ of eacli. year, -rep·orf tii.-·tht L~~l~fm-e cm lli'if'totai cqtiality 
m~i:n.~~t ~cc~~?,_lis~e~~:?tthe __ p3:t,Y~~'.P~_ogra.ms~,~~-P2:'.gress, to~~·:obtai¢ng 
the go~ ~n~ .?bJ e~oves o( its :total quality m_anagement. p_lans .and other: pertinent. informa-
tion.·;. · • ••••• ···:. • ·••· ,. ••• • · • ' · •·· • · ··--· ···•·, "'· ·'· ·- ;._._ .:-.· _..' . ~.. . . . ' ·. . . 

1993, c. 707, § BB-7, ~- Aprµ 15_, _199:4- ,· ..... .- .. · 

§ 20094. ·Executive .dire~t~r,- adminish-ative assi~·tarit •• 
. . .. ... 

The Governor shall appoint ·an executive direclor of the office. The e.i::ecutive director shall 
serve at the Gove...rnor's plea.sure. • The executive director must be qualified by.training and 
~erience· in· ti:ie • ~chniques ··and· purpose ·of toW quality management.·: '-The: executive 
director shall e.xereise the powers of the office ?,nd is responsible for the execution .. of its 
functions. 

The exe~utive ciirec~; -~~; • ap;~~~ an -~~~-~~~ assistant. .. The administrative 
assistant must be appointed and salaried in a~cordance with the Civil.Ser.ice Law~ and rules. 
1993, c. 707, § BB-7, eff. April 15, 1994. 

1 ·3ee 5 M.R.S-~ § i039 . . - : • · · 
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MAINE QUALITY MANAGEMENT COUNCIL 
Membership Listing 

ORGANIZATION 
Executive 

Governor, Chair 
Admin. & Fin. Svcs. 
Primary Member 

Associate 
Coordinator 

Agriculture 
Primary Member 

Associate/Coord. 
Associate 

Attorney General 
Primary Member 

Associate/Coord. 
Associate 

Audit 

NAME, TITLE 

H.Sawin Millett, 
Commissioner 
Ed Karass 
Carla Prescott 

Bernard Shaw, 

E-Mail 

Jr., 
ASHMILL 
DAEKARA 
TMCPRES 

Commissioner AFBSHAW 
Carl Flora AFCFLOR 
Henry Jennings 

Andrew Ketterer, 
Attorney General (As of 1/10) 
Linda Pistner 
Brenda Williams 

Primary Member Rodney Scribner 
State Auditor 

Associate Mary Gingrow-Shaw 
Associate/Coord. Terrance E. Brann, Jr. 

Conservation 
Primary Member 

Associate 
Coordinator 

Corrections 
Primary Member 

Edwin Meadows, 
Commissioner 
Debra Phillips 
Shippen Bright 

Don Allen, 

CNEMEAD 

CNSBRIG 

Commissioner CODALLE 
Associate/Coord. Kimberly Ellis 
Associate Peter Tilton 

Defense and Veteran Services 
Primary Member Gen. Nelson Durgin 

Commissioner CDNDURG 
Associate/Coord. 
Associate 
Co-Coordinator 

Maj. Rob Carmichael CDRCARM 
Lt. Col. Donovan G. LaJoie 
Col. Ron Sailor CDRSAIL 

Economic and Community Development 
Primary Member Michael Aube, 

Commissioner 
Associate/Coord. Joan Cook 
Associate Frank Hample 

SDMAUBE 
SDJCOOK 

ADDRESS & PHONE# 

SHS #1, 287-3531 

SHS #78, 624-7800 
SHS #78, 624-7806 
SHS #24, 287-4756 

SHS #28, 287-3871 
SHS #28, 287-3871 
SHS #28 287-2731 

SHS #6, 626-8800 
SHS #6 626-8800 
SHS #6, 626-8800 

SHS #66, 287-2201 
SHS #66, 287-2201 
SHS #66, 287-2201 

SHS #22, 287-2211 
SHS #22, 287-2211 
SHS #22 287-4902 

SHS#lll, 287-4360 
SHS#lll, 287-4383 
SHS#lll, 287-4383 

SHS #33, 626-4595 
SHS #33, 626-4595 
SHS #33, 626-4220 
SHS #33, 626-4248 

SHS #59, 287-2656 
SHS #59, 287-3166 
SHS #59, 287-3166 
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ORGANIZATION 
Education 
Primary Member 

Associate 
Associate/Coard. 

NAME 

Leo Martin, 
Commissioner 
Jim Watkins 
Frank Soares 

·Dept.of Environmental Protection 
Primary Member Debrah Garrett, 

E-MAIL 

EDLMART 
EDJWATK 
EDJWATK 

Associate/Coard. 
Associate 

Finance Authority 
Primary Member 

Acting Commissioner EIDRICH 
Sterling Pierce 
Brooke Barnes 

Timothy Agnew, 

Associate 
Associate/Coard. 

Chief Executive Officer 
Stephen Canders 

Health Care Finance 
Primary Member 

Nancy Wasson 

John Wipfler, 
Executive Director 
Marianne Ringel Associate 

Bureau of Human 
Primary Member 

Resources 

Associate 
Human Services 
Primary Member 

Associate/Coard. 
Associate/Coard. 
Coordinator 

Nancy Kenniston, 
Director 
Linda Harvell 

Jane Sheehan, 
Commissioner 
David Winslow 

·Cindy Boyd 
Shelby Rafter 

Inland Fisheries & Wildlife 
Primary Member Ray Owen, 

Commissioner 
Associate/Coard. Alan Clark 
Associate Fred Hurley 

Labor 
Primary Member 

Associate 
Coordinator 

Marine Resources 
Primary Member 

Associate 
Coordinator 

Rolanda Klapatch, 
Acting Commissioner 
Chris Boudreau 
Rolanda Klapatch 

William Brennan, 
Commissioner 
Penn Estabrook 
Rick Record 

PPNKENN 
PPLHARV 

HWJSHEE 
HWDWINS 
HWCBOYD 

FGROWEN 
FGPWILD 
FGFHURL 

LIRKLAP 

LIRKLAP 

MRWBREN 
MRPESTA 
MRRRECO 

ADDRESS & PHONE# 

SHS #23, 287-5800 
SHS #23, 287-5841 
SHS #23, 287-5857 

SHS #17, 287-2812 
SHS #17, 287-4868 
SHS #17, 287-2812 

SHS #94, 623-3263 
SHS #94, 623-3263 
SHS #119,287-2183 

SHS #102,287-3006 
SHS #102,287-3006 

SHS #4, 
SHS #4, 

287-4459 
287-4427 

SHS #11, 287-2736 
SHS #11, 287-2736 
SHS #11, 287-3105 
SHS #11 624-5373 

SHS #41, 287-3371 
SHS #41, 287-5265 
SHS #41, 287-5252 

SHS #54, 287-3788 
SHS #54, 287-3788 
SHS #54, 287-2411 

SHS #21, 624-6550 
SHS #21, 624-6550 
SHS #21, 624-6567 



Maine Quality Management Council 
Membership Listing 
December 30,· 1994 
Page 3 

ORGANIZATION NAME 
Maine State Housing Authority 
Primary Member David Lakari, 

Director 
Associate/Coord. Lila Ware 

Associate Shirley Foster 
Maine Waste Management 
Primary Member Sherry Huber, 

Executive Director 
Associate/Coord. Denise Lord 

Mental Health and Mental Retardation 
Primary Member Sue Davenport, 

Commissioner 
Associate/Coord. Nancy Desisto 
Associate Dr. Walter Lowell 

Professional and Financial Regulations 
Primary Member Jane Titcomb, 

Commissioner 
Al Iuppa 

E-MAIL 

HALWARE 

WMSHUBE 
WMDLORD 

MHSDAVE 
MHNDESI 
MHWLOWE 

Associate/Coord. 
Coordinator 

Public Safety 
Primary Member 

Michelle D.vanHaagen BRMVANH 

Associate 
Associate/Coord. 

Public Utilities 
Primary Member 

Transportation 
Primary Member 

Associate 
Associate/Coord. 
Coordinator 

Secretary of State 
Primary Member 

Associate 
Coordinator 

State Planning 
Primary Member 

Alfred Skolfield, 
Commissioner 
Dorothy Morang 
Stephan Bunker 

Charles Jacobs, 
Admin. Director 

Alden Small, 

PSASHOL 

PSSBUNK 

PUCJACO 

Acting Commissioner DTDCONN 
Jane Lincoln DTJLINC 
Helen Wieczorek DTHWIEC 
John Nichols DTJNICH 

William Diamond, 
Secretary of State SSGDIAM 
Janet Waldron SSJWALD 
Ed Wheaton 

Steve Adams, 
Director 

Associate/Coord. Michael Montagna 
PPSADAM 

Associate Aline Lachance 

ADDRESS & PHONE# 

SHS #89, 626-4600 
SHS #89, 626-4600 
SHS #89, 626-4600 

SHS #154,287-5300 
SHS #154,287-5300 

SHS #40, 287-4223 
SHS #40, 287-4210 
SHS #80, 287-7200 

SHS #35, 582-8718 
SHS #35, 582-8707 
SHS #35, 624-8421 

SHS #42, 624-7000 
SHS #42, 624-7009 
SHS #42, 624-7004 

SHS #18, 287-3831 

SHS #16, 287-2551 
SHS #16, 287-2551 
SHS #16, 287-3551 
SHS #16, 287-3551 

SHS #148,626-8400 
SHS #148,626-8406 
SHS #148,626-8406 

SHS #38, 287-3261 
SHS #38, 287-3261 
SHS #38, 287-1485 
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ORGANIZATION 
Treasury 
Primary Member 

Judicial Branch 
Primary Member 

Associate 

Legislative Branch 
Primary Member 

NAME 

Samuel Shapiro, 
State Treasurer 

Daniel_Wathan, 
Chief Justice 

James Glessner 

Dan Gwadosky, 
Speaker of the 

E-MAIL 

Associate 
Legislative Branch 
Primary Member 

House of Representatives 
Ted Potter 

Jeff Butland, 
President of the Senate 
Senate 

American Federation of State 
County and Municipal Employees (AFSCME) 
Primary Member Jay Carlson, 

Representative 

Maine State Employees Association (MSEA) 
Primary Member Wayne Hollingworth, 

President 

Law Enforcement 
Bargaining Unit 
Representative 
supervisory 
Bargaining Unit 
Representative 

Operations/ 
Maintenance 
Services 
Bargaining Unit 
Representative 

Ray Dzialo 
P.O. Box 429 
Saco, ME 04074 
Richard A. Hodgdon 

Lucille Gardiner 

ADDRESS & PHONE# 

SHS #39, 287-2771 

95 State St 
Augusta, Maine 
623-1735 
Admin Office of 
the Courts 

PO Box 4820 
Portland, 04112 
822-0710 

SHS #2, 287-1430 

SHS #2, 287-1430 

SHS #3, 287-1505 

Dept. of Admin/Fin. 
Central Warehouse 
SHS #9 
287-2923 

65 State Street 
Augusta, Maine 
622-3151 

284-9665 
Dept. of Labor 
P.O. Box 343 
Biddeford, ME 04005 
286-1540 
SHS #26, 596-2237 
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NAME E-MAIL ORGANIZATION 
Professional/ 
Technical 
Bargaining Unit 

Michelle D. vanHaagen 

• Administrative 
Services 
Bargaining Unit 
Troopers Assn. 
Primary Member 

Associate 

Central Maine Power 

Vacant 

Jean Poirier, 
President 
(Effective 1/1/95) 

Roy Gallant 

Primary Member Ray Pomerleau 

LL Bean 
Primary Member 

Maine Medical Center 
Primary Member 

Robert Peixotto 

Judy Stone 

Offices of State Quality Management 
and Training 
Executive Director Elaine N. Trubee 

ADDRESS & PHONE# 
SHS #35, 624-8421 

P.O. Box 23 
West Road 
Belgrade, ME 04917 
Home: 495-3520 
Work: 624-7000-Troop C 
RFD#l, Box 871F 
Belgrade, ME 04918 

Edison Drive 
Augusta, Maine 04336 
623-3521 

Casco Street 
Freeport, ME 04033 
865-4761 

Nursing Services 
22 Bramhall St. 
Portland, ME 04102 
871-2751 

SHS #4 
Augusta, Maine 04333 
287-4400 

* Vacancies will occur in the primary member position (except in the 
Judicial, Legislative and Employee Unions). The Governor will need to 
make appointments to the primary member positions. (See pg. 2 of the 
Executive Summary for more information). The department commissioner will 
need to appoint the 1st associate position. The department council will 
need to appoint any vacancies in the 2nd associate position (classified 
employee position. 



Model/Structure 

> Federal Total Quality Management Handbook: 
"America's Quality Coaches" 
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America's Quality Coaches 

W. Edwards Deming Dr. W. Edwards Deming is the 85 year-old statistician best known for setting 
Japanese business upon the course that has made them number one in 
quality throughout the world. In 1950, he went to Japan to help the U.S. 
Secretary of War conduct a population census. and was invited to lecture 
to top business leaders on statistical quality advice. The rest is history, and 
today the highest quality award in Japan is named after Deming. He has 
been called the ''founder of the Third Wave of the Industrial Revolution," 
and often sounds like a crusader for quality with statements such as, "it is 
time to adopt a new religion in America." 

He estimates that it will take the United States 30 years to accomplish 
what the Japanese have done to improve quality because "a big ship, 
travelling at full speed, requires distance and time to tum." He warns that 
"people who expect quick results are doomed to disappointment" 

According to Deming, good quality does not necessarily mean high quality. 
It is, rather, "a predictable degree of uniformity and dependability, at low 
cost, and suited to the market" He recognizes that the quality of any pro
duct or service has many scales, and may get a high mark on one scale 
and a low mark on another. In other words, quality is whatever the 
customer needs and wants. And since the customer's requirements and 
tastes are always changing, the solution to defining quality in terms of the 
customer is to constantly conduct customer research. 

Deming's basic philosophy on quality is that productivity improves as 
variability decreases. Since all things \'ary, he says, that is why the 
statistical method of quality control is needed. "Statistical control does not 
imply absence of defective items. It is a state of random variation, in which 
the limits of variation are predictable.·• he explains. 

There are two types of variation: chance and assignable, and says Deming, 
"The difference between these is one of the most difficult things to com
prehend." It is waste of time and money to look for the cause of chance 
variation, yet, he says, this is exactly what many companies do when they 
attempt to solve quality problems without using statistical methods. He ad
vocates the use of statistics to measure performance in all areas, not just 
conformance to product specifications. Furthermore, he says it is not 
enough to meet specifications; one has to keep working to reduce the 
variation as well. 

Deming is extremely critical of U.S. management and is an advocate of 
worker participation in decision making. He claims that management is 
responsible for 94 percent of quality problems, and points out that it is 
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management's task to help people work smarter, not harder. "The first step 
is for management to remove the baniers that rob the hourly worker of his 
right to do a good job," he says. 

He also knocks motivational programs, in which he includes zero defects, 
and says that everyone simply doing their best is not the answer because it 
is also necessary that people know what to do. And. he asks, "How can a 
man do it right the first time when the incoming material is off gauge, off 
color, or otherwise defective, or if his machine IS not in good order?" 

Deming cites the following as a typical letter from a supplier in response to 
an inquiry on its quality: "We are pleased to iniorm you that quality is our 
motto. We believe in quality. You will see from the enclosed pamphlet that 
nothing goes out of this plant until lt has been thoroughly inspected. In 
fact, a large portion of our effort in production is spent on inspection to be 
sure of our quality." This he says, "is a true confession of ignorance of 
what quality is,_ and how to achieve it." 

Inspection, whether_ of incoming or outgoing goods, is, according to Dem
ing, too late, ineffective, and costly. "Inspection does not improve quality, 
nor guarantee it," he says . .Moreover, inspection is usually designed to 
allow a certain number of defects to enter the system. For example. a com
pany that buys items with an acceptable quality level of three percent is, in 
effect, telling the vendor that it can send three bad items out of every 100. 
"The vendor will be pleased to meet these requirements,'' says Deming. 

He says that judging quality requires knowledge of the "statistical evidence 
of quality," and that companies dealing with vendors under statistical con
trol can eliminate inspection. "You will note from the control charts that 
came along with the product. far better than any inspection can tell you, 
what the distribution of quality is, and what it will be tomorrow." In this 
way, quality is predictable, and one can also safely predict that the vendor's 
quality will improve over time. "One of the first steps for managers of pur
chasing to take is to learn enough about the statistical control of quality to 
be able to assess the qualifications of a supplier, to be able to talk to him 
in statistical language," says Deming. 
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Deming also points out that simply checking the specifications of incoming 
materials may not be enough if the material encounters problems in pro
duction. "Specifications cannot tell the whole story. The supplier must 
know what the material is to be used for," he says. He is critical of most 
producers for qualifying vendors on quality because once qualified, the ven
dor "has discharged his responsibility, and the purchaser accepts whatever 
he gets." The only effective way to qualify vendors is to see if their 
management abides by his 14 points, uses statistical process control, and is 
willing to cooperate on tests and use of instruments and gauges. 

The best recognition one can give a quality vendor, according to Deming, 
is to give that vendor more business. He points out that requiring statistical 
evidence of process control in selecting vendors would mean, in most com
panies, a drastic reduction in the number of vendors they deal with simply 
because not that many vendors would qualify. Nevertheless, he says, this is 
the only way to choose vendors, even if that means relying on a single 
source for critical items. In fact, Deming advocates single sourcing. "A se
cond source, for protection, for every item purchased is a costly practice," 
he says. The advantages of single sourcing include better vendor commit
ment, eliminating small differences between products from two suppliers, 
and simplifying accounting and paperwork. 

As to the fact that relying on a single source can often mean paying a 
higher price, Deming says, "The policy of forever trying to drive down the 
price of anything purchased, with no regard to quality and service, can 
drive good vendors and good service out of business. The ways of doing 
business with vendors and customers that were good enough in the past 
must-now be revised to meet new requirements of quality and productivity.'' 

Deming works as a private consultant to dozens of firms in the United 
States. It is said that he will simply stop working with a client who does 
not show total commitment to quality. 

0 
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AMERICA'S QUALITY COACHES - W. EDWARDS DEMING 

Deming's 14 Points for Management 

1. 
2. 

3. 
4. 
5. 
6. 
7. 
8. 
9. 

10. 
11. 
12. 
13. 
14. 

Create constancy of purpose toward improvement of product 
and service. 

Adopt the new philosophy. We can no longer live with commonly 
accepted levels of delays, mistakes, defective materials, and defective 
workmanship. 

Cease dependence on mass inspection. Require, instead, statistical 
evidence that quality is built in. 

End the practice of awarding business on the basis of price tag. 

Find problems. It is management's job to work continually on 
the system. 

Institute modem methods of training on the job. 

Institute modem methods of supervision of production workers. The 
responsibility of foremen must be changed from numbers to quality. 

Drive out fear, so that everyone may work effectively for the 
company. 

Break down barriers between departments. 

Eliminate numerical goals, posters, and slogans for the workforce, 
asking for new levels of productivity without providing methods. 

Eliminate work standards that prescribe numerical quotas. 

Remove barriers that stand between the hourly worker and his right 
to pride of workmanship. 

Institute ·a vigorous program of education and retraining. 

Create a structure in top management that will push every day on 
the above 13 points. 
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America's Quality Coaches 

Joseph M. Juran J9seph M. Juran was born 81 years ago in Rumania, and came to the 
United States in 1912. After studying electrical engineering and law. he rose 
to chief of the inspection control division of Western Electric Co. and professor 
of New York University. Juran. like Deming, is credited with part of the 
quality success story of Japan, where he went in 1954 to lecture on how to 
manage for quality. He is the author of numerous books on quality and 
management. as well as editor of the ·Quality Control Handbook.' In l 9i9, 
he founded the Juran Institute, which conducts quality training seminars. 

According to Juran, there are two kinds of quality: "fitness for use" and 
"conformance to specifications." To illustrate the difference. he says a 
dangerous product could meet all specifications, but not be fit for use. 

Juran was the first to deal with the broad management aspects of quality, 
which distinguishes him from those who espouse specific techniques. 
statistical or otherwise. In the 1940's. he pointed out that the technical 
aspects of quality control had been well covered, but that firms did not 
know how to manage for quality. He identified some of the problems as 
or.ganization, communication. and coordination of functions - in other 
words, the human element According to Juran, "An understanding oi the 
human situations associated with the job will go far to solve the technical 
problems; in fact such understanding may be a prerequisite of a solution," 
For example, an inspector may incorrectly interpret the specifications and 
thus subvert quality control efforts, or worse. he may knowingly protect 
favored operators or suppliers. 

Juran talks about three basic steps to progress: structured annual improve
ments combined with devotion and a sense of urgency, massive training 
programs, and upper management leadership. In his view less than 20 
percent of quality problems are due to workers, with the remainder being 
caused by management Just as all managers need some training in finance. 
all should have training in quality in order to oversee and participate in 
quality improvement projects. And top management should be included 
because, "all major quality problems are interdepartmental.'' Moreover. pur
suing departmental goals can sometimes undermine a company's O\'erall 
quality mission, he says. 

Companies should avoid "campaigns to motivate the workforce to sol\'e the 
company's quality problems by doing perfect work," says Juran, because 
these "exhortation only" approaches and slogans "fail to set specific goals. 
establish specific plans to meet these goals, or provide the needed 
resources," He notes, however, that upper managers like these programs 
because they do not detract from their time. 

5 
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Juran favors the concept of quality circles because they improve communi
cations between management and labor. He also recommends using 
statistical process control, but warns that it can lead to a ·•tool-oriented" 
approach. Juran does not believe that "quality is free." He explains that 
because of the law of diminishing returns, there is an optimum point of 
quality, beyond which conformance is more costly than the value of the 
quality obtained. 

He recognizes purchasing's important role in quality improvement "A company 
cannot produce greater precision in vacuo; it must secure greater precision 
for its suppliers." Juran also recognizes purchasing's task can be much more 
complex than ordinarily assumed. For example, he addresses the problems of 
assessing the quality of contractors competing for big one-of-a-kind projects, 
as well as how to deal with unexpected changes in specifications. 

Typical of his penchant for looking at the "big picture," Juran points out 
that at the same time that buyers are recognizing the need for better com
munications with suppliers, more and more of these suppliers are foreign 
firms. This puts up potential barriers to communications due to language 
and other cultural differences. He also points to different technological 
standards throughout the world and the fact that international standardiza
tion is lengthy and slow. 

Juran is not in favor of single sourcing for important purchases, which he 
defines as product-related items such as raw materials or components. "For 
important purchases it is well to use multiple sources of supply. A single 
source can more easily neglect to sharpen its competitive edge in quality, 
cost, and service," he says. 

Training for purchasing managers should include techniques for rating ven
dors, according to Juran, and he adds that rating vendors is only half of 
the process. The customer must also "make the investment of time, effort 
and special skills to help poor vendors to improve." 

To qualify vendors on quality, purchasing needs to do a formal survey to 
insure that the vendor can consistently manufacture to specifications. Com
paring U.S. and Japanese vendor qualifying practices, Juran says those in 
the United States are not as effective. "To predict vendor adequacy, U.S. 
firms studied the suppliers' systems - organization, written procedures, 
manuals, audits and so on. The Japanese firms looked at quality control 
training, and quality of prior deliveries." He is critical of arms-length and 
adversary relationships with vendors, and says they should be part of 
the team. 
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The Juran Institute teaches a project-by-project, problem-solving, team 
method of quality improvement, in which upper management must be in
volved. "The project approach is important When it comes to quality, 
there is no such thing as improvement in general. Any improvement in 
quality is going to come about project by project and no other way," 
says Juran. 

Juran's 10 Steps to Quality Improvement 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 

10. 

Build awareness of the need and opportunity for improvement. 

Set goals for improvement 

Organize to reach the goals (establish a quality council, identify 
problems, select projects, appoint teams, designate facilitators). 

Provide training. 

Carry out projects to solve problems. 

Report progress. 

Give recognition. 

Communicate results. 

Keep score. 

Maintain momentum by making annual improvement part of the 
regular systems and processes of the company. 

7 
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America's Quality Coaches 

Philip B. Crosby Philip B. Crosby is the 59 year-old quality expert best known for coming 
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up with the concept of zero defects in the 1960's when he was in charge of 
quality for the Pershing missile project at Martin Corp. In 1965, he went to 
m as director of quality, and left in 19i9 to form Philip Crosby 
Associates. He got into consulting and writing because "I was tired of hear
ing how the United States was going down the chute." His book, 'Quality is 
Free,' has sold more than one million copies. 

According to Crosby's definition, quality is conformance to requirements, 
and it can only be measured by the cost of non-conformance. "Don't talk 
about poor quality or high quality. Talk about conformance and non
conformance,'' he says. The approach means that the only standard of per
formance is zero defects. 

If he had to sum up in a single word what quality management is all about. 
Crosby says the word would be "prevention." Whereas the conventional 
view says quality is achieved through inspection, testing, and checking, he 
says that prevention is the only system that can be utilized. And when 
Crosby says "prevention" he means "perfection." There is no place in his 
philosophy for statically acceptable levels of quality. "People go to great 
elaborate things to develop statistical levels of compliance. We've learned to 
believe that error is inevitable, and to plan for it" But, he says, "There is 
absolutely no reason for having errors or defects in any product" 

Crosby talks about a quality "vaccine'' that firms can use to prevent non
conformances. The three ingredients of this vaccine are determination, 
education, and implementation. He points out that quality improvement is a 
process not a program, saying, "Nothing permanent or lasting ever comes 
from a program." 

He says quality is management's responsibility, and that "We have to be as 
concerned about quality as we are about profit" He is doubtful, however, that 
this change in attitude will occur in this generation because most companies 
continue to compound quality problems by "hassling" their employees, which 
renders them demotivated by the "thoughtless, irritating, unconcerned way 
they are dealt with." Crosby says a committed management can obtain a 40 
percent reduction in error rates very quickly from a committed workiorce, 
while eliminating the remaining error takes a little more work. 

One misconception concerning Crosby is that he is primarily advocating 
producting (sic) workers into performing better. He explains the root of this 
misconception, saying, "Unfortunately, zero defects was picked up by 
industry as a 'motivation' program." In 1964, the Japanese adopted zero 
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defects, and Crosby says they were the only ones who correctly applied it 
- as a management perfonnance standard rather than a motivation 
program for employees. 

Crosby says that in purchased items. at least half of quality problems are 
caused by not clearly stating what the requirements are. Since defects are 
defined as deviations from the published, announced, or agreed-upon re
quirements, a lot of effort and thought should go into those requirements. 
In this, he points to the example of Japan, where "they treat the supplier 
as an extension of their own business." 

As it is now, he says. "Half of the rejections that occur are the fault of the 
purchaser." For this reason, Crosby recommends rating buyers as well as 
vendors. "In tracking purchasing agents you find that they have a built in 
defect rate," he explains. 

Visiting a potential supplier to conduct a quality audit is next to useless, 
according to Crosby. ''Unless the vendor is a complete and obvious disaster 
area, it is impossible to know whether their quality system will provide the 
proper control or not" 

Philip Crosby Associates offers company-wide training through its Quality 
College, and is now expanding from management training to supplying 
training materials and training instructors. 

Crosby's 14 Steps to Quality Improvement 

1. 
2. 
3. 
4. 
5. 

Make it clear that management is committed to quality. 

Fonn quality improvement teams with representatives from 
each department 

Detennine where current and potential quality problems lie. 

Evaluate the cost of quality and explain its use as a 
management tool. 

Raise the quality awareness and personal concern of all employees. 

9 
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6·. 
7. 
8. 
9. 

10. 
11. 
12. 
13. 
14. 

Take actions to correct problems identified through previous steps. 

Establish a committee for the zero defects programs. 

Train supervisors to actively carry out their part of the quality 
improvement program. 

Hold a "zero defects day" to let all employees realize that there has 
been a change. 

Encourage individuals to establish improvement goals for themselves 
and their groups. 

Encourage employees to communicate to management the obstacles 
they face in attaining their improvement goals. 

Recognize and appreciate those who participate. 

Establish quality councils to communicate on a regular basis. 

Do it all over again to emphasize that the quality improvement pro
gram never ends. 



FEDERAL TOTAL QUALITY MANAGEMENT HANDBOOK 

America's Quality Coaches 

William E. Conway 
William E. Conway is a relative newcomer to the quality game. Born 60 
years ago, he graduated from Harvard and the U.S. Naval Academy before 
beginning a business career that would lead him to the top as president 
and chainnan of Nashua Corp. In 19i9, he invited Dr. Deming to ~ashua 
Corp. to help improve the firm's quality. The visits lasted three years. and 
in 1983, he founded Conway Quality, Inc. Because of his close association 
with Deming, he is sometimes described as a "Deming disciple," but 
Conway has developed his own plan for quality improvement. 

He does not talk in tenns of a specific definition of quality per se. Instead. 
he incorporates that into his broad definition of quality management. which 
he says is "development, manufacture, administration, and distribution of 
consistent low cost products and services that customers want and/or 
need." Quality management also means constant improvement in all areas 
of operations, including suppliers and distributors, to eliminate waste of 
material, capital, and time. The wasting of time is, by far, the biggest waste 
that occurs in most organizations, according to Conway. Excess inventory 
is another important fonn of waste because, he says, 60 percent of the 
space commonly used is not needed, yet a company must pay for it. pay to 
maintain it, and pay taxes on it. 

Taking the view of the man who has been there at the top of a corpora
tion, Conway talks about the "right way to manage" rather than simply how 
to improve quality. He says the biggest problem is that top management is 
not convinced that quality increases productivity and lowers costs. Further
more, they feel they don't have time to deal with the problem. "The 
bottleneck is located at the top of the bottle.·• 

What is required is the creation of a new "system of management," whose 
primary task is continuous improvement in all areas. This, he says, is the 
most important change, and means changing all the unwritten rules in a company, 
and giving people positive reinforcement. ''People work in the system, 
management works on the system. Workers will welcome the change.'' promises 
Conway. And while critical of U.S. management, he recognizes that 
"management wants and needs real help-not destructive criticism." 

Conway is a strong advocate of using statistical methods to achieve quality 
gains, and says that one of the greatest handicaps lies in attempting to deal 
with productivity and quality in generalities. "The use of statistics is a 
common sense way of getting into specifics," he says, adding, ''Statistics 
don't solve problems. They identify where the problems are and point 
managers and workers towards solutions." 

11 
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He distinguishes ·between simple and sophisticated statistical techniques, 
. which he calls "tools." The simple statistical tools are run charts, flow 
charts, fishbone charts, Pareto charts, histograms, and correlation charts. 
Surveys of customers are one of the most important tools because they tell 
a firm what to work on. According to Conway, thei:e simple techniques can 
be used to solve 85 percent of a company's problems, while more com
plicated statistical process control methods are needed only about 15 percent 
of the time. 

Furthermore, Conway points out that once a process is in control, the 
people responsible for it become more creative in eliminating variations 
because they know that they are personally capable of improving the 
system. In fact, people at the bottom make the most improvement because 
they learn "how to be logical all the time." Conway says this also applies to 
R & D operations, and since the United States is still the world leader in 
creativity and innovation, he is optimistic about its future. 

Conway says it is possible to continually improve the productivity and c,Juality 
performance of everyone in a firm on a monthly basis. "In less than one 
year, you ought to be able to perform miracles," he predicts. This miracle 
has already been performed by the Japanese. who have caused what Conway 
terms a "paradigm shift" in the way the world views quality. This shift is 
comparable to the discovery, centuries ago, that the earth was round. 

In his talks, Conway does not dwell for long on purchasing or any other 
function because he believes his principles apply to all areas. Focusing 
efforts on one area is not sufficient to change the management "system" of 
a company. He says. however, that the creation and implementation of the 
new system is intended to be customized for each department In fact. it is 
not necessary to wait for someone at the top to start the change; they can 
be shown by example the "right way to manage." 

Conway's call for constant improvement in all areas of operations is intended 
to include a company's suppliers, and here, too, the key to success is the 
use of statistics. ''It is just as vital to achieve statistical control of quality 
from your vendors as it is to have it internally," he says. 

Overspecification. another form of waste in Conway's view, is not solely the 
responsibility of engineers. Purchasing managers and anyone connected 
with the design of a product are also responsible. He warns that 
specifications-like work standards-sometimes "cap" improvements. 



AMERICA'S QUALITY COACHES - WILLIAM E. CONWAY 

In addition to working closely with clients, Conway Quality also provides 
training materials and furnishes a three-month implementation plan for 
management, called the "Gold Plan," which is a step-by-step plan for 
improving quality and productivity. 

Conway's 6 Tools for Quality Improvement 

1. Human relations skills-the responsibility of management to create 
at every level, among all employees, the motivation and training to 
make the necessary improvements in the organization. 

2. Statistical surveys-the gathering of data about customers (internal 
as well as external), employees, technology and equipment, to be 
used as a measure for future progress and to identify what needs to 
be done. 

3. 

4. 

5. 

6. 

Simple statistical techniques-clear charts and diagrams that help 
identify problems, track work flow,· gauge progress, and indicate 
solutions. 

Statistical process control-the statistical charting of a process. 
whether manufacturing or non-manufacturing, to help identify and 
reduce variation. 

lmagineeririg-a key concept in problem solving, involves the 
visualization of a process, procedure, or operation with all 
waste eliminated. 

Industrial engineering-common techniques of pacing, work 
simplification. methods analysis, plant layout and material handling 
to achieve improvements. 
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ACCOMPLISHMENTS 

A. Implementation Plan & Timeline 
Steps 
TOM Implementation August 1 994 

B. Vision & Values 

C. Establishment of PATs 
Workers' Comp.PAT Report 
Open Market/Contract Release PAT Report 
Environmental Permit Review PAT Report 
Communications PAT Status Report 
Indoor Air Quality PAT Interim Report 

D. Training 
TQMU Training Catalog 

E. Blaine House Quality Award 
Nomination Package 

F. Customer Service Feedback 
Questionnaire Card and Report 
Customer Service Questionnaire BHR Pilot Report 

G. Tracking System Database 
Sample Tracking System Report of 

Agency/Departmental Councils and PATs 



1. AU Department 
QMCs (OOMC) 
lormed 

1 a. CouncH training 
comoleled 

2. Conway training 
completed • 

3. MQMC complolos 
ht ltorallon ol 
slralogy 

4. Visions' completed 
byeH OOMC 

5. Values' completed 
bveROOMC 

6. Workforce completes 
1 day ol awareness 
training 

7. An OOMC s charter 
PIiot PATs 

8. • AO appropriate Sub-
Department QMC's 
formed 

9. OOMCs complole 
strategy & brlel lo 
MQMC 

10. OOMC's charter 
PATs 

11. ••10%ortheworkforc1 
servlna on PATs 

12. ·••Annual Report on 
accomplishments from 
each department 

• Departments are requesle 
QMC development proces 

.. f:or example: assuming E 
a Depart 
and runr 

= 70, the, 
10 PATs 

••• Informal reports lo MOM 
sollclted for 5 minute free 

IMPLEMENTATION STEPS TIMELINE 

November 30, 1993 

Deoll3 Jan 94 Feb 94 Mar94 Aor94 Mav94 Jun 94 Jul94 Aua 94 

X 

X 

X 

X 

X 

--- --- ---
X 

X X X X 
60% 75% 110% 100% Ongoing for new employ 

X 

X 

X X 

X X 

, 

~ lo use the lmplemenlallon Steps Tlmellne es a model lo track Sub-Departmental 
~es and Include accompllshmenls In Annual Report 
PAT has approxlmolely 7 members on a learn; 

ri,ent with 700 employees would have 10 PATs up 
ng by Dec 94 (determined by mulllplylng 700 x 10% 
dividing 70 by 7 [number or members on a PAll = 

" are also recommended. Volunteers lo present al subsequent mealing would be 
•orm reports with brief written handouts 

Seoll-4 Oct94 Nov94 Deo94 

881 

X 

X X X X 

X X X 
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08/03194 TOM IMPLEMEN l/\rlON-August3, 1994 11:53AM 

OeoartmenUAaencv Initial Pina 1s· QMC AT* Vision Values PIiot PAT PAT Sub-Departmental QMCs Vision Values PIiot PAT PAT 

DOT X X X X X DRAFT 3 3(JUL94) 
Prolecl Development IAua 941 
Maintenance & Oooralions IAua 941 
Finance & Administration IAua 94\ 

IFW X X X X X X 1 5(AUG) NIA 
LABOR X X X X X X 1 3 

Job Service X X 25 
AdmlnlslraUve Services X X 2 
Eoonomlc Analvsls & Research X X 3 
Unemployment (Jul 941 1 --
Job Training Direct Dellve!}'. (Aua w, 

MAR X -x-- -:x- -x-- -x- X 2 2 
Boothbav (Aua 94) 

MHMR X X X X X Aua94 
AMHI X X 2 
BMH DRAFT 
BMHI DRAFT 
BCSN DRAFT 
DMR(Aua94) 
Pineland 

PUC X X X X X 2 4 NIA 
PFR X X X X X X 6 NIA 
PS X X X X X X 2 2 

State Police X Jul94 
EMS X 
Capitol Securltv X 
DEA X 
Administration 
Fire Marshall 
Criminal Justice Academv X 
Llauor Enrorcemenl X X 1 (Jul 94) 
Saretv X 

SPO X X X X X X NIA 
WASTEMGT X X X X X X 4 NIA 

MSH X X X X AUG SEP NIA 
SEC of STATE X X X X 

AUDIT X X X X X . 1 NIA 
ATTORNEY GENERAL X X X DRAFT 2 

MCFIC X X X X JUL NIA 

TO ALS: 25 31 {1) 35 (8) 42 (15) 9 (3) 46 

• IS - lmolementallon Stral• Inv 

• AT= Awareness Tralnlna 
.. 

NOTE 1: Ther :, are 6, QMCs 
NOTE2: Ther a are 12 Pilot PATs 'PAT ; chart ered wi1 h anothe r 12 pla nned 

NOTE 3: Bv D ecember 1994 Maim sho1 Jld hav a 82 Qfl ICs (COl mcilsl , ~ possibly more (Deot of Edu ~tionl 
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08/03/94 TOM IMPLEMENTATION -August 3, 1994 11:54 AM 

.. 
DeoartmenVAaencv lnlUal Pl!!O IS* QMC AT* Vision Values PIiot PAT PAT Sub-Departmental QMCs Vision Values Pilot PAT PAT 

Admln & Fin Svcs X ~ X X X X 2 3 --- --·--~· -----· -·--
Gonoral Sorvlcos X X 1 ---- --
Fin & Pers Svcs X X 1 
Budget X X 
Taxation DRAFT DRAFT 3 
Info Svcs X X 1 
Human Resources DRAFT DRAFT 1(Aua94) 
Employee Relations X X 1 
Alcohol Beveraaes X X 1'Auo94l 

Aartculture X X X X X X 2 
Aroostook Countv(Aua 10, 19 941 

Conservation X X X X X Jul94 1 --- ·--
Parks & Recreation --
9eology (Aug 94) 
LURC (Aua 94! 
Admln Svcs (Nov 94l 
Public Lands (Nov 94\ 
Forestry (Dec 941 

Corrections X X X X X X 4 
Probation & Parole 1 
Maine Youth Center 4 
Maine Stale Prison 3 
Maine Correcllona1 Center 
Charieston Correctional Facilitv 
Downeast Correctional Facilitv 

Def & Vet Svcs X X X X X X 1 
Executive Council X X 3 
Armv & Air Council X .x 
AnnvCouncll X X 4 
Air Council X X 

DECO X X X X X 1 
Education X X X X X X 1 2 

Rehabllilation X X 
FAME X X X X X X 11Aua 94) 
DEP X X X X X X 4 5 
OHS X X X X X X 2 3 

Rehabilitatlon(Moved to Deot of Educationl 
Elder & Adult Services 
Health Planning 

--- ·--·-· --- Management & Budget 
Income f:Jelnlonanco --
Child & F arnlly Svcs (Aua 94 l 
IMedlcal services 
Health (Aua 94) 
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VISION FOR MAINE STA TE GOVERNMENT 

We believe that Maine should be the best 
place to live, work and punue individual, family 
and community aspirations. 

Our vision is of a Maine State Government 
that provides the leadenhip and service .necessaiy 
to make Maine an even better State for future 
generations, where we in public service: 

" Recognize that State Government e:rists 
to seive the people because they are 
our customen; 

" Respond to the needs of the people and 
provide services of the highest 

quality; 

" Strive to increase opportunities for all 
Maine people; 

" Merit public confidence and respect; 

" Work together to ensure a more secure 
work environment of nwtual respect, 

support and trust; and 

" Promote leadenhip, teamwo~ 
innovation, partnenhip and initiative. 

MAINE QUALITY MANAGEMENT COUNCIL 
May 5, 1993 

VALUES FOR MAINE STA TE GOVERNMENT 

We in State Go~·emment Value: 

Pride in Our Work 

We take pride in providing the highest possible 
level of customer service and satisfaction. 

Quality in Our Service 

We hold our work to the highest standards of 
quality. 

Penonal Responsibility 

We take responsibility for personal integrity, 
individual contribution and the highest level of 

performance in our service. 

Continuous Improvement 

We vigorously strive for excellence, and 
continuously seek to improve our performance. 

Diversity 

We encourage mutual respect and recognize the 
contributions diversity brings to job performance 

and creativity. 

Empowennent 

We will participate fully in decisions and explore 
innovative solutions. 

Teamwork 

We promote teamwork by providing a cooperative 
work environment that fosters: 

* open and honest communication, 

* personal and professional growth, and 

* the best use of our resources. 

MAINE QUALITY MANAGEMENT COUNCIL 
October 28, 1993 
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BACKGROUND 

In mid August of 1993, the Maine Management Council chartered a 
Process Action Team whose mission statement was to provide 
recommendations and an implementation strategy that would result in 
ongoing improvements in the overall workers' compensation process by 
returning injured workers to an appropriate level of work and thereby 
achieve a maximum reduction in time lost by June 30, 1994 and in 
future years. 

The task was daunting and, at times, almost overwhelming. The team 
met weekly. We looked into all aspects of the Workers' Compensation 
Program. We had our ups and downs but with determination and 
perserverence our mission is accomplished. 

We respectfully submit this report and our recommendations for your 
approval. We believe our findings are significant and have tested the 
methodology established by the Council, proving it sound. 
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METHODOLOGY 

The Return To Work Process Action Team began it's work on August 
31, 1993 after completing_four days of intensive training. We reviewed 
the relevant data and r~ceived an explanation of the entire workers' 
compensation process. The first task was the preparation of the Macro 
Flow Chart(# L) Following several brainstorming sessions, we 
developed a Micro Flow Chart (#1) and our Fishbone (#2). 

As we reviewed our Fishbone_Chart, the question arose - "What are 
the most significant causes of Return To Work problems?". In October 
1993, the Team decided that we needed to survey our injured workers. 
After a shaky start and with the financial support of the the Maine 
Quality Management Council, we worked with the Maine Health 
Information Center to develop and issue a survey form to 571 injured 
workers, 164 supervisors and 35 W.C. Designees. The survey was 
designed to query workers, their supervisors and the W.C. Designees in 
a positive, non judgmental format on what keeps injured workers from 
getting back to work. Response rates were high for supervisors and 
W.C. Designees and low on workers (23%). No systematic bias was 
found comparing workers surveys with all workers responding. 

The information retrieved from this survey in May 1994, clearly 
demonstrated where improvements need to be made. The 
recommendatio'ns became evident. 
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ST ATE EMPLOYEES WORKERS' COMPENSATION SYSTEM 
300 DAY HilSTORY: LOST TIME AND WEEKLY INDEMNITY EXPENSES 

FISCAL YEAR LOST TIME CLAIMS* TOT AL INDEMNITY AVE/CLM DAYS LOST A VE/CLM 

1988-89 404 $707,147 $1,750 14,739 36.S 

1989-90 414 721,028 1,754 14,496 35.3 

1990-91 380 756,487 1,991 14,702 38.7 

1991-92 328 697,183 2,126 12,632 38.S 

1992-93 270 593,492 2,198 9,634 35.7 

* Missed at least one day more than waiting period. 



FISCAL YEAR 

1988-89 

1989-90 

1990-91 

1991-92 

1992-93 

ST A TE EMPLOYEES WORKERS' COMPENSATION SYSTEM 
300 DAY HISTORY: EMPLOYEE OUT ON 300th DAY 

LOST TIME CLAIMS* OUT ON 300th DAY COST OF THESE CLAIMS 
WITHIN 300 DAYS 

404 46 $383,144 

414 53 377,123 

380 46 302,376 

328 23 229,953 

270 28 208,503 

* Missed at least one day more than waiting period. 

DAYS LOST 
WITHIN 300 DA VS 

7,724 

7,519 

6,010 

3,944 

3,416 



EMPLOYEES WITH A DATE OF INJURY SINCE 7-1-89 WITH WORK CAPACITY 

TOTAL NO. EMPLOYEES WITH 
DEPARTMENT EMPLOYEES OUT WORK CAPACITY ANNUAL COMP ONGOING COMP PDV -

MH&MR 58 47 $471,221 $ 42,206,905 $9,483,718 
* AMHI 10 5 47,416 5,306857 1,005,108 
* BMHI 20 17 149,472 10,312,620 2,746,442 
* Pineland 24 21 238,689 23,687,694 5,030,320 
* Levinson Ctr. 4 4 35,644 2,899,734 701,848 

Transportation 19 12 124,059 11,882,899 2,308,578 
Human Services 14 10 142,737 10,424,621 2,778,941 
Admin. & Fin. Serv. 16 9 100,995 7,027,603 1,673,269 
Corrections 6 2 494,540 45,399,457 10,060,594 
Public Safety 4 3 52,483 4,089,171 999,432 
Judicial 3 2 29,524 4,180,935 745,983 
Labor 3 2 29,410 2,372,296 597,353 
Conservation 3 2 24,487 1,614,359 461,224 
Inland Fish & Wildlife 2 1 2,770 719,587 76,721 
Def. & Vet. Services 2 1 445 65,062 11,583 
P.U.C. 1 1 13,484 647,238 174,202 
Marine Resources 1 0 
Sec. of State -1 _Jl 

133 92 $1,486,165 $130,630,133 $29,371,598 



CONCLUSIONS 

The Return To Work Process Action Team analyzed the data and concluded the 
following to be of significance in determining our recommendations: 

* 

* 

* 

The State of Maine spent 12 million eight hundred thousand dollars 
on injured employees during fiscal year 1993. 

- Ninety five percent of the costs went to employees injured in 
six departments. 

- Ninety percent of the costs were on claims filed by employees 
injured prior to fiscal year 1993. 

There are currently 463 employees out of work receiving weekly 
compensation benefits (long term claims). 

- We will spend approximately 6 million dollars on this group 
for weekly benefits during this fiscal year. 

- The present day value for these claims is over 100 million 
dollars. 

- If these claims run their course, we will spend in excess of 
350 million dollars in weekly benefits alone. 

- The average lifetime cost per claim is $218,000. 

There are currently 133 employees out of work receiving weekly 
compensation benefits in our target group (employees injured in the 
last 5 years). Ninety-two of these employees have some work 
capacity. 

- 69% have some work capacity. 

- We will spend the following on these individuals with work 
capacity (if left unresolved): 

. $1,486,165 on weekly benefits during this fiscal year. 
Present Day Value of $29,371,598. 
Ongoing weekly benefits for the lifetime of these 
claims is $130,630,133. 



* 

* 

* 

* 

The injured employees, their supervisors and the managers 
(designees) felt the following to be most significant in successful return 
to work efforts: 

- The injured employee needs the option of not doing those 
tasks that bother the injury most. 

- Supervisors need to· be more flexible in accommodating their 
needs. 

- W C Designees/W C Managers need to be able to restructure 
jobs so workers can come back to work. 

The injured employees, according to the survey were: 

- Happy in their job prior to the injury 
- Afraid of reinjury 
- Worried about the reaction of co-workers 

if work performance was limited in some way 
because of an injury 

There is a major discrepancy in who the primary contact person is: 

- Most supervisors felt they were the primary contact person 
- Most designees felt they were the primary contact person 
- Most workers listed "no one" as the primary contact person 

The larger categories of narrative comments on the survey were: 

- Negative attitudes, lack of understanding, support and 
respect 

- The need to allow workers to work within their restriction, 
restructure and change jobs if necessary 

- More preventive measures and safer work environments are 
needed 

- The need for more cooperation and communication among 
all those parties involved. 
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RECOMMENDATIONS 

The Return To Work Process Action Team makes the following 
recommendations: 

1. The State as a whole will be considered the employer. 

* Every effort will be made to assist injured employees 
with work capacity in returning to suitable 
employment. 

* All departments will assist injured employees in returning 
to work regardless of which department they worked 
for at the time of the injury. 

* Injured employees will have access to all positions 
they are qualified for immediately after consideration 
of employee on lay-off status and agency promotional 
candidates. 

2. The State will create a position titled Return-To-Work Coordinator 
within the Bureau of Human Resources. The exclusive job 
responsibility of the position will be to assist injured workers in 
returning to jobs with their department or somewhere else in State 
Government. The Coordinator's responsibilities also include the 
coordination of: 

* Early Intervention Programs within the 
Departments. 

* Mandatory supervisory training. 

* The creation of Transitional Duty postitions ~ithin 
the departments. 

* Programs within the departments for the appropriate 
resolution of their long term claims. 

* The development and training of Return-To-Work 
Teams as necessary. 
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3. Each department will develop with union representation W_.C. Return 
To Work Team(s). The team's structure will be determined by the 
department and union members (i.e. membership, frequency of 
meetings - formal or informal, responsibilities.) The teams primary 
function will be "to assist injured workers in the resolution of workers' 
compensation claims;speedy recovery and expedited return to work or 
transitional employment." 

4. Each department will develop an Early Intervention Program. This 
program will ensure that injured employees are given immediate and 
the best possible care enabling them to return to a whole, productive 
life. Elements include: 

* Programs for immediate and ongoing contact with injured 
employees. 

* Creation of Transitional Duty Positions. 

* Training in the development of Occupational Plans. 

5. Each department will develop a plan to identify the potential need for 
Transitional Duty Positions based on projected utilization and to 
establish such positions within appropriate budgetary considerations. 
These positions should be used for those situations where injured· 
employees are not currently able to return to their permanent positions 
even with accommodations, but have some work capacity. Transitional 
Duty Positions should incorporate functions that are of value to the 
state agency and are functions such as administrative/supportive which 
must normally be performed within the agency by staff. Transistional 
Duty Positions will be reviewed on a mandatory basis every six months 
by the department, that review to be initiated by the Return-To-Work 
Coordinator who will participate in the review process and assist the 
agency in implementing the revised plan. The long range goal for 
injured employees still remains the return to a permanent job 
placement. 
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6. Each department will mandate that their supervisors participate in a 
Workers' Compensation Training Program. This training will include: 
a comprehensive reyiew of the entire RTW Program. The committee 
recognized the fact that Supervisor's are the "most important group" 
in influencing a positive conclusion to any return to work effort. 
The Supervisor is: 

* The individual most likely to maintain contact with the 
injured employee during periods of incapacity. 

* The individual most able to accommodate any restrictions 
the employee might have while recovering from an injury. 

* The individual most able to influence co-workers attitudes 
while the employee is out and during that period of time 
from when the employee first returns until they have fully 
recovered. 
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IMPLEMENTATION STRATEGY 

The Return To Work Process Action Team considers the following time schedule for 
recommendation implementation: 

* The Return To Work Coordinator will be hired 90 days from program 
approval. 

* The criteria and procedures for the Statewide Alternative Employment 
Program will be completed within 60 days of approval. The program will 
start up within 90 days of program approval. 

* The department management and union representative will have 
completed awareness training for the Return To Work Team concept 
within 90 days of program approval. Team members will be selected and 
trained by December 31, 1994. 

* An Early Intervention Program will be developed by each department 
within 90 days of program approval. Appropriate departmental personnel 
will be trained by December 31, 1994. 

* A Supervisory Training Program will be developed within 90 days of 
program approval. Trainers will be selected and trained by 120 days from 
approval. One hundred and fifty supervisors will be trained by December 
31, 1994 (test model). From January 1, 1995 and on 150 supervisors per 
trainor will be trained each month. 



PROJECTED BENEFITS 

Results will be measured against the following criteria: 

1. REDUCTION OF DA ys LOST - NEW INJURIES. 

2. REDUCTION OF POTENTIAL LONG TiiWE CLAIMS. 

3. REDUCTION OF EXISTING LONG TIME CLAIMS. 

1. REDUCTION OF DAYS LOST - NEW IN.roRIES 

The purpose of the early intervention program is to get involved as quickly as 
possible and in so doing, reduce the length of time an individual is out with a work 
related injury. For the purpose of establishing a criteria by which we could 
measure ourselves, we collected data on all the lost time claims that occurred over 
the past five years. There were a total of 1796 claims where the individual was out 
at least one day beyond the waiting period (3 days for injuries prior to 1-1-93, 7 days 
after that time.) In order to get an equal picture of these claims, we traced the 
events during the first 300 days of each claim. We found the period of incapacity 
averaged 36.9 days at a cost of Sl,935. 

We are predicting, over the next 18 months, we will be able to reduce the 
days/dollars of injuries occurring during that period of time by 30%. The average 
number of injuries occurring during that period of time will be 539 (based upon the 
five year history). This will result in a cost savings, in weekly benefits, of $312,890 
and a lost time reduction of 5,967 days. 

2. REDUCTION OF POTENTIAL LONG TERM CLAIMS 

A second and equally important reason for an early intervention program is to, once 
we have returned the employee to work, keep them there or find alternative options 
(jobs) when necessary. Of the 1796 lost time injuries described in number 1 above, 
196 injured employees were still receiving weekly benefits - whole or partial, on the 
300th day of their claim. The average cost of the claims (weekly compensation paid 
during the 300 day period) was $6,638. The average length of time lost was 146 
days. We are predicting, over the next eighteen months, we will be able to reduce 
these days/cost of injuries occurring during that period by 20%. The number of 
employees over that period of time will be 58, again, based upon our history. This 
will result in a lost time reduction of 2540 days and a cost savings, in weekly 
compensation benefits of $115,501. 
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3. REDUCTION OF EXISTING LONG TERM CLAIMS 

The third area, dealing with long term claims, has the greatest potential for savings. 
It is also the area that is the most difficult to achieve results. The odds of returning 
an individual to work after he or she has missed 6 months of work is very slim; after 
a year, next to impossible. We feel, however, our recommendations and the 
inclusion of the Americans with Disability Act gives us an opportunity for success. 
Removing the barrier of access to jobs within the state as a whole plus a Return To 
Work Coordinator used excll!siyely ~~ aggressively find job matches for as many of 
our long term claims as possible can work. 

We have determined there are 133 individuals with an injury date since July 1, 1989 
(the past five fiscal years). We have targeted this group of individuals as the most 
likely for success. We have determined there are 92 individuals in the group of 133 
that have some work capacity, indeed, some are currently in some form of light duty 
situation. We are predicting we will be able to resolve 15% of these claims over the 
next eighteen months. The average annual comp (weekly benefits) for this group is 
$11,174. If the employee continues to stay out for the life time of the claim, it will 
cost the State an average of $1,419,893. The 15% reduction will give us a savings of 
$154,201. 

The total savings from our program, during the first eighteen months is $582,592. 
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REDUCTION OF WORKERS 
COMPENSATION LOST TIME 

PROCESS ACTION TEAM (PAT) 
CHARTER 

MISSION STATEMENT 

The Reduction of Workers Compensation Lost Time 
Process Action Team (PAT) will provide recommendations 
and an implementation strategy that will result in 
ongoing improvements in the overall Workers 
Compensation process for affected employees to return 
them to an appropriate level of work and thereby 
achieve a maximum possible reduction in time lost by 
June 30, 1994 and in years thereafter. Lost time due 
to work-related .injury is a cause of deep concern 
which has negative effects on employees and 
management. Workers often feel as if they are not 
allowed or welcome to return to work or are allowed to 
return to work only if they can function as full-time 
employees. There are indications that costs associated 
with this issue are significant. 

TEAM AUTHORITY 

The team is authorized.to gather necessary data 
from all available sources.· It· is empowered to meet 
as often as necessary, but no less than two hours 
weekly, to complete its task. The team may conduct 
surveys, interviews, sampling and implementation under 
the guidance of the Maine Quality Management Council. 
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STATE OF MAINE 
TOTAL QUALITY MANAGEMENT/WORKERS' COMPENSATION SURVEY 

Executive Summary 

A survey was conducted of 1) WC designees 2) workers who had lost time and collected workers' 
compensation in 1993 and 3) supervisors. Response rates were high for supervisors and designees and 
low for workers. In spite of a low response rate, no systematic bias was found comparing workers surveyed 
with all workers responding. 

At least half of all workers and an even larger percentage of supervisors and designees agreed that 
workers may be able to get back on the job faster if:. 

>>> They had the option of not doing those tasks that bother the injury most • 

>» Their supervisor was more flexible in accommodating their needs 

When looking at all three respondent groups, the reason most often rated as the most important in 
assisting injured workers return to work faster was if: 

>>> WC designee/WC manager was able to restructure jobs so workers could come 
back to work 

The majority of workers, supervisors and designees agreed that workers: 

>>> Were happy in their job prior to the injury 

>>> Fear reinjury 

>» Worry about the reaction of coworkers if work perfonnance is limited in some way 
because of an injury 

When looking at who the primary contact person was: 

>>> Most supervisors felt they were the primary contact person 

>>> Most designees felt they were the primary contact person 

>>> Most workers listed "No One" as the primary contact person 

Over 250 narrative comments were entered and coded into 12 categories. The largest number indicated: 

>» Negative attitudes, lack of understanding, support and respect 

>>> The need to allow workers to work within their restriction, restructure and change 
jobs if necessary 

>>> More prev~ntive measures and safer work enviroments are needed 

>>> The need for more cooperation and communication among all those parties involved 
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Objectives and Methods 

The objective of the Workers' Compensation Survey was to obtain more information on what factors 
influence an injured workers' ability to return to work as soon as possible. A brainstorming session of the 
Back-tc-Work TQM team was held and ideas on what these factors might be were generated. These ideas 
were used to develop the initial questions and topic areas. 

A survey was designed to query workers, supervisors and designees in a positive, non judgmental format 
on what keeps workers from getting back on the job as soon as possible. Questions fell into several areas: 
Work Environment, Supervisor/Manager, WC Designee, Third Parties, Other and Demographics. Multiple 
choice "closed ended" questions (from the original brainstorming session) formed the base of the 
questionnaire allowing a quantifiable assessment of most probable factors. "Open ended" questions were 
included to allow respondents to give non structured narratives about any other factors that affect 
employees return to work. 

In addition, to get an idea of the relative strength of various factors, respondents were asked to indicate 
what they considered to be the most important factor in several sections, including both those listed (e.g. 
closed ended) and their narrative ideas (e.g. open ended), in assisting workers return to their jobs promptly. 

Surveys were sent or distributed to three groups: workers, supervisors and designees. Workers were sent 
surveys by the Maine Health Information Center with follow up postcards sent several weeks after the 
original mailing. The WC management identified and distributed surveys to both supervisors and 
designees. 

Results 

Workers 
Workers were identified through the State of Maine-Workers Compensation Database and fit one of the 
following criteria: 

-Had lost time of more than 14 consecutive days in 1993 
-Had lost time of more than 14 partial days in 1993 (Partials) 

The number of su_rveys sent and received is as follows: 

Workers-Out 
Workers-Returned 
Workers-Partial 

Total 

Supervisors 

Sent Recd Response Rate 
311 51 16% 
165 47 28% 
95 36 38% 

571 134 23% 

A total of 164 surveys were received back from supervisors. This is about 95% of all supervisors. 

Designees 
A total of 35 surveys were received back from designees, representing about 70% of the total. 
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Results by Area 

Work Environment Factors 
In the Work Environment section, 59% of workers worried that working conditions may be unsafe while 49% 
of supervisors responded positively to the same question. Since about half of all respondents, regardless 
of group, answered positively, there is consensus that working conditions are often felt to be unsafe, and 
workers perceive it more of a problem. A number of narrative comments mention preventive measures, 
safety programs and dangerous work environments (especially those where injury has already occurred) 
further demonstrating that safety and preventive measures should be given more emphasis. 

Although the percentage of respondents that listed this factor as the most important was low, there were 
still 3 times as many workers indicating it was the number one factor compared to supervisors. 

Workers, supervisors and designees all agree that workers may be able to return to their jobs faster is they 
had the option of not doing those tasks that bother the injury most. In addition, this reason was ranked as 
the most important most frequently by all three cohorts. 

Designees felt that the option of returning to work before 100% or fully recovered was important; 29% of 
designees said it was the most important factor. Although supervisors thought it was important, only 16% 
thought it was the most important compared to an even lower percentage of workers, 14%. 

Supervisor/Manager Factors 
. When evaluating Supervisor/Manager Factors, there was agreement across all three groups that a worker 
would be encouraged to return to work sooner if their supervisor gave them more information about 
alternative work options O.e. part time hours, doing a different job within the department). Twenty percent 
(20%) of workers felt this was the most important factor; 26% of both supervisors and designees concurred. 

Eighty percent (80%) of designees felt that workers would be encouraged to return to work sooner if their 
supel"l(isor took more interest in their returning; 26% went so far as to say it was the most important factor. 
Supervisors did not feel as strongly. Forty-eight (48%) percent of supervisors felt workers would return 
sooner if they took more interest in their return; only 13% said it was the most important factor. An even 
smaller percentage of workers ranked their supervisors interest as the number one factor in this section; 
9%. 

Workers' Compensat;on Mgr/Designee Factors 
The highest percentage of responders in all groups felt·that if the WC Manager/Designee could restructure 
the injured workers job he/she could return faster. This reason was also given most frequently by all three 
groups as the most important catalyst of all factors listed in this section. 

Third Party Factors 
More than 3/4 of supervisors and designees responded that a worker may be able to return sooner if their 
physician: better understood the work environment, had more information about work options, or knew 
more about specific job duties. Only about 1/4 of workers agreed. 

There was little agreement on whether a worker might be able to return to work sooner if their doctor 
allowed them to return before 100% recovered. Eighteen percent (18%) or workers responded "yes" to this 
query while 85% of designees did. Supervisors were in the middle with 55%. 

Other Factors 
Probably the greatest dispartty of responses in the entire questionnaire was to the query if a workers return 
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to the job was influenced by supplemental insurance was making car (or mortgage) payments and if 
worker went back to work, they would stop. Ninety percent (90%) of supervisors and eighty-four percent 
(84%) of designees felt this was a factor while only 12% of workers responded affirmatively. 

Wrth 2n bverall agreement rate of 90%, all the groups concur that workers were generally happy in their job 
prior to their injury. 

"Who is the primary contact person?" had the most varied and interesting responses of all. Designees were 
more likely to consider themselves as the primary contact (55%), while supervisors were most apt to say 
they were the primary contact person (49%). Worker, on the other hand, considered "No One" to most 
often be their primary contact (26%) while 18% responded "Other". Examples of "Other" contacts included 
their physician, lawyer, occupational nurse, rehab counselor, co worker, safety officer and friends in dMsion. 

Looking more closely at the 26% of workers that responded that "No One" was their primary contact, we 
found that most (66%) had been out a year or more, 25% 10 years or more and 28% had been out 6 
months or less. These responses indicate that workers out for both long and short periods of time may feel 
that no one is their primary contact person. 

There are a couple ways to interpret the response.that no one is a primary contact; one being that workers 
do not have a contact pe·rson at all. In other cases, it could be interpreted to mean that no one is the 
primary contact person since there may be several. 

We wondered when looking at the 55% of designees that considered themselves to be the primary contact 
• person if this represented those designees handling a small number of cases. This did not prove to be the 

case. Although 44% handled 5 or fewer cases, over 1/4 handle 65 or more cases. 

In summary, it appears that there are no clear guidelines on who is the principal contact person for injured 
workers and in fact there may be confusion about who should be taking on that role. 

Narrative Comments 
The largest number of narrative responses indicating what workers, supervisors and designees think is 
important in helping injured workers get back on the job relate to attitudinal components of the overall work 
atmosphere. Comments related to the lack of understanding, support, interest, respect, cooperation, 
positive attitude are about the feelings and perceptions workers have, rather than any administrative 
procedure or physical work environment factors involved in their job. These factors obviously have an 
impact on getting workers back on the job and relate to the administration, supervisors and coworkers alike. 

Even though we asked for factors not listed already, a number of comments related to job restructuring or 
change and allowing workers to work within their restrictions. These comments serve to reinforce those 
factors listed above relating to job modification as having a very strong impact on the ability of workers to 
return to their jobs promptly. 

Another area where narrative comments reinforced the survey data was that of safety and preventive 
measures. There were over 25 comments directly relating to dangerous work environments, the need for 
safety training and need for preventive actions in reducing work injuries. In addition, 59% of responding 
workers felt their work environments were unsafe and 84% feared reinjury. 

The final area that deserves mention includes comments related to cooperation and communication 
between the various parties involved when a worker is injured. These parties include the employee, 
physicians, supervisors, WC dMsion, rehab worker, personnel, occupational nurses and so on. One 
comment suggests: " . .If we all talked together there would be a better understanding of what the 
employees injury is, what the employee's duties are, what adjustments could be made, if any. This would 
eliminate the around Robin Hood's barn type of thing that is currently going on. The information needed to 
assist the employee's return to work is passed from one to another, and we all know when that happens, 
something gets lost in translation .. .if it was a group decision/discussion the process would be completed 
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much sooner with better results". 

Relationship of Percentages 
Those queries with yes, maybe and no as possible responses have an inherent trend in the percentage of 
yes responses between workers, supervisors and designees. When looking at the responses of a particular 
group (e.g. workers, supervisors and designees) to these questions, keep in mind that the percentage 
responding yes tends to be inherently lower for the employee, higher for the supervisor group and higher 

-----··still for the designee group. This is due to the fact that the employee is responding to his or her individual 
situation, the supervisor is responding based on his or her experience with multiple employees and finally, 
the designee is responding based on an even larger number of contacts. This is the case only for these 
queries where the respondent can choose yes, maybe or no. 

When reviewing the percentage of positive responses to those mutually exclusive queries where 
respondents are asked what factor is most important or who their primary contact person is, percentages 
are comparable across groups within each section since each respondent was limited to one selecting only 
one reason. 

Demographics 

. Supervisors 
Most supervisors responding to the survey had been in their current position between 1-9 years (64%). 
Another 37% had more than 10 years seniority. 

The volume of workers out of Workers' Compensation was relatively low for most supervisors. Twenty-one 
percent (21 %) had no workers currently out, 23% percent had one worker out and 26% percent had two 
workers. These three groups with two of fewer worker currently out account for 70% of all supervisors 
responding. In summary, a relatively small number of supervisors have a large volume of the workers 
currently out. 

WC Designees 
The majority of WC designees, 64%, have been in their position 4 years or less with 24% less than 1 year. 
There were relatively few, 15%, that had extended experience of 10 years or more as a designee. 

The percent of WC cases Was compared to the percent of designees handling them. Half of all the WC 
cases are handled by 6% or_two, WC designees. 

Respondents versus All Workers 
Age, gender and length of time out was compared for respondents and all workers. Response rates within 
groups varied. There were no statistically significant differences between the respondents and all workers 
surveyed. 

Younger workers responded at a slightly higher rate than older ones. One explanation 
may be that older, including retired employees, may have felt that the questions regarding their return to 
work were not applicable and therefore, they did not return the survey. 
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II Workers' Compensation Survey II 

Work Environment Factors 

I may be able t.:> return to work faster if I had ... 

1. Special medical equipment (e.g. back brace, wheelchair). 

2. Special equipment at work (e.g. special chair or work station). 

3. The option of working shorter hours or fewer days. 

4. The option of not doing those tasks that bother my injury most. 

5. Time off to go to Dr. appointments, therapy etc. after returning to work. 

6. The option of returning to work before I am "100%" or fully recovered. 

Do you: 
7. Worry about the reaction of cowork~rs if work performance is limited 

in some way because of your injury? 

8. Fear re-injury? 

9. Feel working conditions may be unsafe? 

), Are there any work environment factors not listed above ... 

Most important reason ... 

1. Special medical equipment (e.g. back brace, wheelchair). 

2. Special equipment at work (e.g. special chair or work station). 

3. The option of working shorter hours or fewer days. 

4. The option of not doing those tasks that bother my injury most. 

5. Time off to go to doctors appointments, therapy etc. after returning tow 

6. The option of returning to work before I am "100%" or fully recovered. 

7. Worry about the reaction of coworkers if your work performance is limit 

8. Fear re-injury? 

·s. Feel working conditions may be unsafe? 

~"" Are there any work environment factors not listed above ... 
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n=164 n=35 n=333 

35% 51% 29% 
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85% 94% 85% 
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3% 0% 3% 

10% 9% 10% 
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II Workers' Compensation Survey II 

Supervisor/Manager Factors 

I would be encouraged to return to work sooner if my supervisor ... 

1. Took more interest in my returning to work. 

2. Contacted me more often about returning to work. 

3. Gave me more information ·about alternative work options 
(i.e. part time hours, doing a different job within the department}. 

4. Allowed me to come back to work before I was 100% or fully recovered. 

5. Allowed me to come back to work with restrictions. 

6. Was more flexible in accommodating my needs. 

7. Understood more about Workers' Comp procedures. 

B. Knew more about my specific injury and situation. 

9. Are there other things not listed above ... 

Most important reason ... 

1. Took more interest in my returning to work. 

2. Contacted me more often about returning to work. 

3. Gave me more information about alternative work options 
(i.e. part time hours, doing a different job within the department}. 

4. Allowed me to come back to wo~ before I was 100% or fully recovered. 

5. Allowed me to come back to work with restrictions. 

6. Was more flexible in accommodating my needs. 

7. Understood.more about Workers' Comp procedures. 

B. Knew more about my specific injury and situation. 

9. Other 
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Workers' Com ensation Surve 

Workers' Compensation Mgr/Designee Factors 

I may be able to return to work faster ff the WC designee/manager... KW.o:tkift f ·:····· tmir..UNl 

1. Had more infonn. on the procedures involved with returning to work. 

2. Was able to restructure my job so I could come back to work. 

3. Offered special Workers' Comp positions in my own department. 

4. Offered to find work options for me in other departments. 

5. Are ther other things not listed above ... 

Most important reason ... 

1. Had more infonn. on the procedures involved with returning to work. 

2. Was able to restructure my job so I could come back to work. 

Offered special Workers' Comp positions in my own department. 

-+. Offered to find work options for me in other departments. 

5. Other 

Maine Health lnlo!mation Center 411M 
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n=134 n=164 n=35 n=333 
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Percenta ortant 
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15% 

25% 
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19% 

59% 

13% 

3% 
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38% 
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ij Workers' Compensation Survey II 

Third Party Factors 

I might be able to return to work sooner if my doctor ... li~~a.~i.ii11;r,ta1,~t§i~1i-ii1um 
n=134 n=164 n=35 n=333 

1. Better understood my work environment. • 22% 79% 91% 59% 

2. Had more information about work options. 28% 78% 86% 61% 

3. Knew more about my specific job duties. 28% 79% 80% 60% 

4. Had more knowledge about Workers' Compensation. 12% 34% 40% 26% 

5. Allowed me to return to work before I was 100% fully recovered. 18% 55% 85% 43% 

6. Have you contacted an attorney about your injury? 56% 42% 73% 51% 

Sa. Has (Did) your attorney encouraged you to return to work? 25% 6% 0% 14% 

Maine Health lnfonnalilln Center 41114 
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II Workers' Compensation Survey II 

Other Factors 

Have any of the following had an influence on your returning to work faWo.rkilW IS.u t&iiUIJ 
n=134 n=164 n=35 n=333 

1. Supplemental insurance is making car (or mortgage) payments. If I go 
• back to work, even part time, they will stop. 12% 90% 84% 59% 

2. The distance to travel to a suitable job. 13% 64% 56% 43% 

3. The workers' comp process/procedures are not timely in paying my bills 32% 55% 20% 42% 

4. The workers' comp process/procedures are not timely in issuing my we 25% 45% 17% 34% 
comp checks. 

5. Were you happy in your job prior to your injury? 96% 87% 83% 90% 

6. While you have been out, who has been your primary contact person? 

WC Desig. 25% 28% 55% 30% 
WC Mgr/Div 11% 10% 3% 9% 
Supr/Mgr 20% 49% 36% 36%. 
Other 18% 11% · 0% 12% 
No One 26% 3% 6% 12% 

Maine Health Information Center 4194 
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Workers' Compensation Survey 
Factors with Highest 0/o "Yes" Response · 

Fear re-injury 

Reaction of coworkers 

Supr-info on alternative work options 

Time off-Dr. appts, therapy ... 

Not doing tasks that bother injury 

Dr. had info on work options. 

Supr- flexible accommodating needs 

Dr. knew specific job duties 

I 
73% 

65J 

64%, 

61% 

60% 

60%, 

85° 

0% 20% 40% 60% 80%, 100% 
Workers, Supr, Designees Combined 
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Workers·' Compensation Survey 
Work Environment Factors Ranked #1 

Not doing tasks that bother inj most 

Option of returning before."100%" 

Option of shorter hrs/fewer days 

Special equip at work 

Fear re-injury 

0% 10% 20% 30% 
A total of 1 O Factors were listed 

I• Worker • Su pr/Mgr • Designee I 

15 

40% 



Workers" Compensation Survey 
Supr/Mgr Factors Ranked #1 

More info about altern work options 

Other 

More flexible in accom. my needs 

More interest in my return to work 

Knew more about injury/situation 

0% 10% 

17% 
16°lo 

i 

I 

16% 

20% 
A to tat of 9 Factors were listed 

I• Worker • Su pr/Mgr • Designee I 

16 

26° 
26 Yo 

30% 



Workers' Compensation Survey 
WC Des·ignee/_Mgr Factors Ranked #1 

Restructure job so I could return 

Find work option·s in other departs 

More info on proc involved w/return to ... 

Offered WC P.ositions in my depart 

Other 

5 % 

0% 10% 20% 30% 40% 50% 60% 
A total of 5 Factors were listed 

I• Worker • Supr/Mgr • Designee I 
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Workers" Compensation Survey 
Designee is Primary Contact Person 
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20% 

10% 

Worker Supr/Mgr • Designee 
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Workers' Compensation Survey 
Supr/Mgr is Primary Contact Person 

49% 
50°/o ---··············································----··············································-············-···-··························································· 

40% ····-·················································---- ·························--···36·%··: ......................... . 

30% ······-·····················································--

20% 
20% 

10% 

0% +---

Worker Supr/Mgr Designee 
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Workers' Compensation Survey 
Workers-Who is Primary Contact Person? 

30°/o ------------------------, 

25% 26% 

25% ···················································-···--·····················••"•·························································· 

20°/4, 
20% ·························1·8·%··················••"•·· 

15% ................................................. __ 
11% 

10% 

5% 

0% 
Designee WC Mgr/Div Supr/Mgr Other No One 
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Workers' Compensation Survey 
Who. is Pri~ary Contact Person? 

60°/o ...-----------------------,----------, 
0 

50% 

40% ......................................................................... -

. 49% 

·········••36%······························· 

30% ··25°/o···································· 26o/cr··········28
%············ 

10% 

0% 

20%1ao1c 

Worker 

-Designee 
BJ Other 

Supr/Mgr Designee 

Ill WC Mgr/Div II Su pr/Mgr 
MJNo One 
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Workers" Compensation Survey 
Supervisors--# Workers Supervised 

40 
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Workers' Compensation Survey 
Supervisors--# Wkrs Currently out WC 
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C: 

Workers' Compensation Survey 
# Years as Supervisor 
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Workers' Compensation Survey 
# Cases Currently Handled by Designees 
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Workers" Compensation Survey 
How Long Have You Been a Designee? 

20 r 1 
10-19 yr (4 

5-9 yr(?) 

L 1-4 yr (13) 
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Workers' Compensation Survey 
Comparison of %WC Cases-0/oDesignees 

70% ...------------------------, 
19% 
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30% 
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Workers" Compensation Survey 
Gender - Respondents vs. All Workers 

52% 
------·-·········· .. ·· 

48% 
·························································45°/o································································· 

·····-············••-. ····················••·--

......... -.. -........... 

......................... 

....................... 

Male Female 

Respondents II All Workers 

28 



Workers' Compensation Survey 
.Age-Respondent vs. All Workers 
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Workers' Compensation Survey 
Total Time Out Injury Comparison 
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Workers' Compensation Survey 
Time Employed by State of Maine 
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Code 1 Comments 

1 · Attitude-increased cooperation, understanding, caring, compassion, flexibility, listening, ,. 
accomodating, concern, support, communication and positive attitude from administration, 
supervisors, WC personnel & coworkers. 

Concern by management of employees progress. 
Many injuries seem to be related to the level or morale and/or job security. When they feel unsupported by" 
administration and that their position is· not secure, they are less likely to want to return quickly. 

Workers feel alienated from their work and therefore have little reason to put out sustained effort to 
rehabilitate themselves. • 

Fear of supervisory concern/dismay at their inability to perform all job functions. _ 
Worry of managements reaction to work performance/special considerations/limits brought on by injury. 

Supervisors and coworkers expressing an interest to the injured workers to return. 

I feel that more listening to what an injured person says might help. 

Let worker know we want what is best for them as well as for the state. 

Follow workers let the injured workers they want him or her back. 

If my supervisor had cared about me as a person rather than his production goals. When I returned to work 
my supervisor continued harassment by reprimanding me for low production levels for the year I was out, 
even thought I was not at work place for 1/4 of yr. The best thing my super could do was have me 
reassigned to a unit outside of his supervision. This would eliminate or reduce the factors that caused my 

• injury. 

I feel the entire process was very degrading. There was a big lack of understanding. 

Include fellow or co workers in the process and make it very clear that cooperation and_ tolerance are 
mandatory (they could be next.) 

Attitude of workers, pre existing performance problems. 

Not to use and abuse employees as if they were mere replaceable bodies (objects) Learn better leadership 
skills and become more competent in your job. Don't jeopardize employees safety for your amusement. 
Value your workers._ 

Fear may not be as competent as once was, fear supervisor will think is a wimp for filing a WC claim. 

More compassion needs to be created in fellow workers, tolerance of the situation is essential as well as 
person to person attention to helping the injured. 

Help on adjusting attitudes of coworkers. 

Feeling they are an integral part of a team and are needed. 

Changed her attitude. She made it very clear 3 years ago when I was returning from an injury that she was 
not pleased with my return. This was obvious to my physical therapist and rehab nurse at a meeting previous 
to my return to work. 

Attitudes of supervisors in regards to injured staff make it difficult to return. 

Supervisors and management's positive attitude. 

Negative perception of WC recipient. 

Show more interest in the employees health and mental state. 

Show concern for the indMduals injury on a personal level as well as professional. 

Do not allow employee to f~el as though they're been swallowed up in the system be able to address their 
problems concerns. 

Improve their attitudes to be more positive regarding injured workers. 

If they had a more positive attitude and less concern regarding co worker pressures because they have been 
out on WC. 

Educate coworkers, solicit understanding, cooperation to work w/retuming employee. 
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You work all your life then you get injured and you are used like *s, your record was perfect before your 
inj1,.1ry, after injury they call you a lazy person. 

More support from management. 
No one knows what Its like to have 112. of your life cut off and not be able to do what you once could do. 
I'm retired because of my injury. All I got was harassed, maybe some good will come out of this (TOM) for 
future workers. Take a good look at the most serious injury before anyone judges. 

Morale 
Supervisory attitude and support is cnt!cal. 

Safety officer did not show much interest in my injury he was worried about what Howard Quist might do if 
he did not obey his demands. I have injured myself 3 times since 1982 on same injury. 

Maybe next time do not treat me like a second class person/took more interest #1 ! ! 
He don't care about anybody but himself and the people that kiss his #I*. Get a new supervisor. 

Obviously these are interdependent and w/any form of support/follow up/concern a reentry program could 
be implemented or not implemented. 

Division safety coordinator would bug me about when I was going to return to work. I told him when my 
doctor said I could.· 

Flexibility and openness of administration, general disregard of worker concerns by administration. 
Supr. is very negative towards injured worker instead of working with injured, worked against. 2.1 knew about 
my injury, what bothered my injury and what didn't but the supervisor would not listen to me at all, would not 
work with me as far as what I can do vs. what I can't do. 3. The light duty positions are jobs that require no 

• mental ability. I was injured physically, not mentally. 

Believed there was an injury. 

Try to help worker recuperate instead of trying to prove it was not work rel_ated or worker's negligence. 

stop discriminating against us, it wasn't our fault we were injured, so stop treating us like we're the bad guy 
all the time. 

Changing his attitude. He makes no attempt to acknowledge my injury which caused me increasing stress 
which in turn compounds my problems. 

No serious support/follow up/concern except time and money. 

More cooperation and understanding from management and the option to continue medical treatment that 
helps to control pain while you are back at work and being productive. 

Again the wc designee/manager needs to believe the "injury" is real. 

Do not add job duties to compensate for duties that have been restructured to appease coworkers. Do not 
allow coworkers input to influence decisions regarding work progress and expectations. 

Supervisor needs to buy into the validity/actuality of the injury. 

Really cared. Knew everything he needed to know. 

Attitude toward this job, work in general life etc ... 

In my case reaction or coworkers on my not being able to do the work I did before. If he can't do the work 
he isn't wanted and shouldn't be on the job. 

To stop the bickering and back stabbing injured employee receives from coworkers because he can't 
perform the job he put in for 100% due to work injury. 

Staff attitude toward an injured worker who gets special treatment ie (days off, supplies) when theirs are not 
adequate 1ue to lack of funds. 

Attitude (on all parties) is largest factor in influencing healing and ability to return to work 

If I could have work closer to home to cut travel that bother my injury. If my work station could have been 
designed for my injury, less negativity in administrative positions. 

Management would treat you like they did before injury. The management teams attitudes@#!>. 

Attitudes of other workers toward injured workers may be negative. 

Supervisor/manager attitudes and flexibility. 
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Code 2 Comments 

2. Job Restructuring/Change 

Be able to place injured workers back to work in any state facility other than where they work. 

Probably no.3 would be my choice. Making sure they are able to do what I ask of them. 
Have the ability (authority) to create jobs to suit the injured worker and contribute to the operation. 

I want to be sure my answers to this section are clear. The. manager I have worked with does all of the things 
listed and does them extremely effectively. The barriers I have seen are lack of$ to fund light duty positions 
and lack of willingness by injured workers to return to work. These areas are outside the control of WC 
managers. 

I feel it is more up to people higher up to find alternate jobs for a person to return to work. 

Find work in other departments for them. 
Place them in conditions of environment that are controlled, many work in an environment that are 
uncontrollable at times. -

Find them duties to perform when they are not able to perform their regular duties. 

Provide a heated building with the proper tools so employees could do something worthwhile. 

I have two employees who continue to get reinjured due to working with aggressive individuals. This risk is 
high and it is felt by this supervisor that other (non client interaction) jobs be required and found for these 
employees. 

Really need more options for job placements. 

Better pay and more lax conditions at job site. Specifically moderation in all things related to work ethic . 

. The process needs to be speeded up. Light duty assignments should begin as soon as possible. 

Do light duty tasks or fill in and or assist in different tasks. 

Medical authority should specify physical limitations of the injured and not dictate what tasks they should not 
be doing. Transitional work needs to be offered to the employee. 

If there were other jobs in same dept. that could be done by the injured person. 

Injured worker should no "any" kind of work, the longer they're out the hard to get to work. 

Employees should only return to work if they are able to do all of their previous duties, if not then another sort 
of job/position should be created or perhaps in another division/unit which could be comparable. 

Investigate the injured employees job requirements with the employees supv and available flexibility of the 
job. 

Find them something to do outside of their own work unit until back at 100%. 

I am capable of working per my physician but my department doesn't want me back. 

Helping, determine the problem resulting from injury, any restrictions, job options, I ran into brick walls from 
the start because·no one knew anything about in depth (beyond filing a 1st report). 

A person is disabled from work injuries they should be put back to work with the same work classifications 
not be cut in pay and put in a lower classification even if they have been out of work for over a year. There 
is no incentive to go back to work if you are treated like you are disabled. 
Find a different position. 

Options in changing tasks to utilize what may be their "new" strengths. 

Consider the workers mental and physical abilities when placing in a w/c position. 

Returned to work after 1 yr in a different department. 

Change in job position to one that doesn't affect the injury and stay working in one way or another for the 
state. 

Due to doctor recommendation that I find something less physical. Lawyers should not advise Clients about 
medical terminology anyway. • 

Has not been willing to look at options outside the dept. This would have allowed me to return quicker and 
be more productive. 

Encourage a different type of job where I couldn't get injured eg. different location. 

Established light duty functions. 
Train for a different job. 
Retrain for a different job. 
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I could have returned to work earlier if my supervisor had not sent me harassing letters demanding my return 
to work therefore continuing the stress factors that had caused my injury. 
More supervisor support. 

Most supervisors that I have had are only interested more production not the employee. 
In man-/ cases fellow employees feel that an injured employee is putting It on so that he doesn't have to work. 
I think this is a serious problem that has to be addressed. 
Treat us with more respect and stop giving us all the jobs no one else wants to do. 

Being a little more accommodating, less insulting and mostly stop treating us like we are invalid, stupid or 
not a part of the team (ex:being excluded from staff mtgs). 

If you are lazy the state loves you, if you work and try to improve or get promoted you gets#$%. MSEU is 
just lazy as the management in the state. 

Stop threatening us, and more encouragement. 

Unprofessional supervisors who use intimidation and harassment as a means to try and achieve production, 
produce very negative affects that become WC cases. 

The absolute backing of state government to implement '#6 (flexible in accommodating wkr needs) and the 
full cooperation of coworkers. 

Important to avoid adversarial relationship. Show concern for employee vs. just concern for getting work 
done. 

Didn't seem to care if I worked or not. 
CARE Work towards finding a position. 
I would like to go back to work, but will never be able to do the same job I was doing because of back 

. injury. If dept had been more understanding with first injury It might have prevented further injury. 
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Code 3 Comments 

3 Job Restrictions - Allow employees to work within restrictions and respects what restrictions are. 

Getting around in ice, snow and storms. 

Follow doctor's recommendations (4 hrs/day). He (supervisor) could utilize my skills per doctors orders. 
Usten:ng when I told them I couldn't walk or climb stairs or bend off too far or lift over 5 lbs. 

The amount of flexibility is limited for some jobs, ie. mental health workers, housekeepers, nurses, therapists, 
etc. The work done by these people is essential and able bodied indMduals cannot carry the workload for 
others Who have restrictions. We need to bring injured workers back to work asap into jobs that are 
meaningful and take into account their li'mitations. Flexibility seems to go only so far. What I've seen result 
is people are assigned busy work, work in areas that makes them obvious to others and work that has no 
constructive direction to it. 
Employees should be accepted for work for a number of hours able. 

I really would like to come in and work my 4 hours daily as approved by my doctor. 

Would feel better doing work at old camp until can return to full time, 5 miles vs. 22 miles. 

Ability to move at will if injury requires. 

Supervisor must be willing to accept less work in exchange for limited work or none at all. 

I am able per my physician to return to my previous job with very few restrictions. but my department won't 
let me work. I have .been on WC for 2 112. years I want to work and am able to. 

I did not want to go out on WC at all. I had every doctors note in the world but was told that I could not be 
placed for medical reasons into another position unless I went out os WC. I gave up fighting and looking after 
2-3 months and went out after I couldn't handle the pain any more. Now I am working temp "out of my class" 

. on loan until they can place me. There is something wrong though when someone is forced to go WC route. 
In some ways, as doing paper work. As janitorial duties. 

Allowing gradual re entry into full duties as worker feels able regardless of this statement. 

I asked to come back to work full time, doctor said w/limitations and listed them. Now I wish I hadn't asked, 
all day is too much pain. 

Supervisor willingness to accept the workers return even if limitations and modifications exist. 

Accessibility to areas where this may not have been a problem before the injury; transportation to and from 
work may be a problem. 

Let me work when I am pain free!! No man or woman can perform their job when in pain. 

If she hadn't given me light duty that was more hard on my injury than my regular job. 

• The light duty job that they gave me was irritating to my injury and heavier duty than my regular job. 

A person with a back injury should not return to a work site that's going to put more stress on their back, that 
means not dealing with physical handicapped due to lifts. Also, aggressive individuals ie hitting, pulling 
unsteady individual. 

Allow you to work in accordance with your benefits as a training or reentry period. 

Job conditions, constantly being pushed to do things that aren't in my restriction, and the employer trying to 
get us to quit. 

Not expect me to do the part of the job that made me ill. 

He or they could have kept a closer watch on how the work day was set up. 

Knowledge of needs while out of work and ability to return. 

As long as it was work I could do without further injury to myself. 

Assigned a person to a position that they can physically do. 

Some how be able to be knowledgeable of the injury and some of limitations or ramifications to the 
employee, its not enough to just know the injury occurred. With an exposure to a sprain or something like 
that you could deal with long term or short term work needs. The most important factor is that the employee 
is treated fairly and you have a genuine desire to assist them to get over the injury. Make the work site 
painless to the employee. 

Opportunity to return to work as soon as possible-perhaps changing duties that would aggravate.injury. 

Was not able to take short stretch breaks. 

Present job still aggravates injury 
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I have been able to return to work w/conditions for 1 1/2 years to no avail. I believe a workers comp worker would be 
more sympathic (recipient) would be more sympathetic to our needs. 
Ability to move at will if injury requires 
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Code 4 Comments 

4. Prevention - Use preventive measures, worker education, and change dangerous work environments '· 
where an injury has already occurred. 

Proper instructions should be given to the returning employee in regards to safeguarding against reinjury. 

Investigate situations leading to injury and advocate to correct it. 
They have had to file grievances to get doctor recommended equipment such as wrist rests, back support 
chairs etc. 
If management would try to solve some of the problem in injuries before they happen. 

Our situation is tough. Our guidelines for work safely are strong but no matter how you look at it, or prepare, 
safety wise, much of our job obligations will be strenuous and work. conditions dangerous. My supervisor 
knowing this is a "super"visor. Some I have seen ar'e not. 

Industrial rehabilitation, where therapists teach people how to do their job more safely. 

We need to train people in safely and take safety more seriously within the state government. The safety 
program is non existent. 

Help resolve environmental problems. 
It would be more encouraging if the State of Maine would take more interest in prevention of work injuries. 
My work place has not changed since my injury which is very discouraging. 

Injury directly related to unsafe work conditions, understaffing, lack of concern and or incompetence of 
administration-worker exploitation. After 12 years of loyal state service I feel used up and discarded. Only 
via efforts of lawyers and W/C job coach of my own choosing was I able to return to work (outside of state 

• svce.) 

Bad environment made me want to stay out longer, boredom drove me back sooner. 

Eliminate any factors that contributed to the injury in the first place such as ventilation and safely equipment. 

People who can't do the work are a high risk and a danger to other workers. I have one on my crew who is 
an accident waiting to happen. 

Continued problems with office environment, bad air quality affecting breathing conditions. 

Do something about the cause of my injury. 

No. 9& 10. when working out in traffic there is always the danger of being hit. Everything is done by us to 
make a work area highly viable. What is needed is to educate the traveling public and make and enforce 
more strict laws in work areas to make it safer for us. 

For employees who are continually getting reinjured due to working with aggressive indMduals, offer 
counseling or whatever else might be necessary to support them in the realization that they should not return 
to previously held work. Also, provide options for other work. 

Reduce the fraud and avoid back injury through prevention and safely training. 

Had preventive measures been both timely and adequate far fewer survey forms would have been sent out. • 
Were this done, future numbers should be smaller. An ounce of prevention ... would also be cheaper in the 
long run. 

Because of my age and back injury I can't And the asbestos it bothered my lungs. 

If the state would more actively pursue comp cases and try to accommodate the injured worker, things would 
improve. Also there are NO preventative measures being taken to avoid injuries. 

Training for correct way to use equipment available, correct posture and be made to adhere to this. 

Yes, let's put more effort and money into preventing the injury in the first place. We can't eliminate workers' 
comp but it seems reasonable to put the majority of resources into prevention. I work in a "sick building" ie. 
bad air, circulation, rasher, dizziness etc. Why continue to knowingly put workers in a situation where the 
propensity for WC claims is unnecessarily high? A worker who leaves a "sick building" for valid reasons 
should not return to it, true. But why, then, keep everyone else there? 

If more had been done after first injury it might have prevented me having further injury. 
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Code 5 Comments 

5 ·workload - decrease workload (due in some case to inadequate staff levels) and give more 
attention to employee rather than production. 

Not being pushed to complete normal workload and cooperation in getting proper equipment. 

Look out for my interest and not just the work place interest. 

Work area can't alway comply (option-of not doing taks that bother injury most) bacause of# of staff with 
similar injuries. 

It would help to maintain an adeqate level of staff. . 

Discuss how my work was being only minimally covered by coworkers, that there was a formidable backlog 
of work on my desk, discuss options for getting work caught up prior to my return. 

Having sufficient replacement staff so returning employee doesn't feel the pressure to fully carry their share 
of work load immediately upon return. 

Lack of employees creating dangerous work environments. 

39 



Code 6 Comments 

6 ·use proper preventive and adaptive equipment 

Proper equipment is #1 factor, reasonable workloads is #2. I was injured due to 1st round of layoffs doubling 
my workload. 
Offer whatever is necessary regardless of cost. 
Need baby scales that weigh 6 lbs instead of 11 or 19 lbs need equip to be light weight. Need special 
equipment at work such as a new chain etc. 
Hand trucks, better seats in dump trucks, extra help when needed. 
I've been out already twice for same injury and probably will be out one more time at least due to lack.of 
proper equipment. 
Get the correct equipment 
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Code 7 Comments 

7 Financial Considerations - Make it financially adventageous for employee to be working by increasing 
pay levels for workers, decreasing WC payments, pay for work hardening of full WC benefits or ceasing 
WC payments if employee refuses to return to work when able. 

It seems to me that people make 'out better on workers comp. than they do working. If they have 
supplemental insurance that pays some of their bills then deduct that amount from their workers comp 

Financially better off working full time or on full comp. part time lose$. Getting equipment in timely fashion 
ie chairs footrest, etc. 

See that wc pays employee weekly instead of after you return to work and be sure to send checks on time. 

It Is less expensive to stay at home. Not willing to do easier job. Need more job instruction training and job 
safely, a training crew would be in order. 

Most employee want to return to work and will be agreeable to many choices but other employees would 
rather stay out & get paid for not working 

Work hardening on full WC benefits. 

Have WC lowered or stopped if employee refuses to return to work when able. 

If one can stay at house, collect a paycheck, have medical bills paid, car and mortgage payments made, and 
not have to be compelled (somehow) to return to work (at what is probably a job one is less than happy with) 
what incentive do you expect supervisors to employ to help this problem? 

• Seems like they are only looking at dollar signs and putting blame on others. 

I am very disappointed that WC seems to blindly award employees coverage and money etc. as an apparent 
reward for playing the system. The results are disruptive to all other coworkers. 

Personnel that have been out on an injury find they are better off money wise, when insurance is paying 
mortgage payts, car and truck payments, motor home payments, home improvement loans and are still 
makin~ 2/3 of their pay. There are people I know doing this for years. Where is the justice in the system? 

Allow them to come back to work with a cut in pay, not full pay like now. 

Should be more mo~ey working than on comp. 
I feel the ability to earn more money is the most driving force. 

Financial incentives must be changed to encourage a workers to either return to work or find a new position. 
all parties, the employer, attorneys, doctors, employee, must be working together for the same purpose. 
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Code 8 Comments 

8 Provide retraining/education for injured workers 

Need help retraining, education before injury becomes so bad I can never work, am back doing job that 
caused injury in the first place! Can find ~o help to get out other than myself and trying to take test and get 
out of clerical field. 
Encourage funding for continued education to better injured workers. I was given 1 year schooling the other 
4 years are my problem. 
Retrain employees for position of equal pay of better when needed. 

Needed to go back to school to reeducate in a different field 

My body is more imriortant than returning to a laborers position. I am currently in the final semester of 2 yr 
degree in Accounting. I can't go 2 more years due to financial status. 

Training of a job I could handle 

I can return full time if out of clerical position but no one wants to pursue retraining. No other way to get off 
WC. 

Special training. Maybe a refresher orientation to "welcome" them. 

Education if they can d~ the job and the option to be educated in a different job description if they choose. 

Offer training to accommodate need to get another job per recommendation from physician. 
Get them into a retraining program as soon as possible. 

Return to work is less likely to be based on ability than desire to return. 
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Code 9 Comments 

9 Work ethic of employee, employees desire to return to work, willingness to do another job, positive 
work attitude, work pride 

I think if a person enjoys their job, has a good work ethic and utilizes WC as it was meant to be used it would 
not be abused but the system is abused like lots of systems meant to help by people looking for the easy 
ride. • 

After a certain period, WC becomes a welfare system, with the resultant mind set of welfare recipients. 
Receiving an income w/o working becomes a way of life. 
Personally the individuals self worth and integrity are the major contributors of an early return to work at 
100%. Don't make it so easy and comfortable for workers to stay out. Less stroking of patient, tighter 
guidelines (medical) stick with game plan. 

In prior positions I have supervised, quite a few light duty people (whose original jobs had been in other 
departments) there was a great range in these individual attitudes toward returning to work. Two seemed 
to be trying to get as long a time out of work as possible and tow took advantage of the opportunity to get the 
job hardened and learn new skills. I think improvements have been made, but the WC system still permits 
benefits to people who abuse the system in the minds of most who know the individuals the pattern of work 
injuries, these few who abuse the system still color attitudes toward those who are truly injured at work. 

I think you have to want to go back to work in order for it to work properly. A lot of injured workers could 
. return to work if they had the desire to do so. 

• Educate workers that WC is for their injuries, not extended vacations. I have tried many of the above options 
to no avail. I have heard reports of employees out on WC who have gone to Florida, sat all night on hard 
bleachers with back injuries and others that have planned reinjuries so it would time out with their moving day 
when transferring their households to another location. People use and abuse the system here and nothing 
is ever done about it. I would like to see some of these cases investigated. 

Some people who want to work come back as soon as they can. If they don't like their job for some reason 
don't want to come back at all and make excuses. 

I feel if the worker is healthy anc~ 100% recovered from injury, personal incentive and bills that had to be paid 
would normally get a person back to work sooner. 

The person has to want to return to work and keep all possibilities in his/her thinking 
A workers view of WC is one of an easy ride to freebies. I have experienced that my employees have been 
deceptive and avoided/prolonged their return to work with great enthusiasm or claimed WC when "other" 
factors influence their health status. 

I believe, at least in one of my employees cases, that they use this to their advantage when they want time 
off. This person knows the system and works it very well. 

I feel if the worker is happy with the job, pay incentive and work conditions and the drive to want to get back 
to work to support one's family and pay bills will get the individual back to work sooner. Wrth some people 
all the catering and bending over backwards to appease the individual, like this questionnaire seems to me 
is doing, only keep the worker out longer. 

Some workers have been assigned easier work but refused. Some workers can make a better living at home 
babysitting and their wife working. Unions are spoiling the work ethic of the American worker. 

Many talk about why they would hate to be out on injury and be labeled (WC robber). We have to protect 
our emplo11ee the best we can but I have seen a father on WC, then a son, then a daughter, a whole family 
-and joke about it. Something has to be done. 

Those who want to work will try to return and I will go to any length to accommodate them. Those who don't. 
want to work use their restrictions to get out of jobs. Those ones I don't work until they are 100%. They 
cause a great deal of problems with the rest of the crew. 

Encourage an appropriate work ethic prior to the injury 
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When an attorney is involved its adversarial at that point. I've never ever heard of an employee requesting 
to return to work and being denied. 

I have found that most injured workers ability to return depends much on their own attitude and willingness 
to want to return. 
My pe~onal pride to go back to work. 

We often make special accommodations, even for regular employees, someone, 60 years old cannot be 
expected to keep up with a 20 year old. A previous injur.ed employee, with a leg or hip injury, may not be 
able to stand on a hard surface all day, even though they are 100%. Another factor is the employee 
themself, if they do not want to get better or return to work its extremely difficult to get them back early at 
100% on a restricted capacity. 

Supervisory education/training related directly to encouraging the work concept and not enable employees 
to stay out of the work place. • • 

Worker attitude, positive or negative, toward work situation, coworkers and supervisor. If work place 
doesn't provide some satisfaction, there will be no urge to return. 
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Code 10 Comments 

10 More cooperation/communication between all parties including worker, physician, supervisor, we 
designee, we dept. designee, occupational nurses etc. - use team approach when figuring work 
options, what tasks can and cannot b~ performed. • 

More direct contact with doctors re: restrictions for job 

Open communication between them and being able to treat and depend on each other no expectations of 
Excessive special treatment by employee and not discrimination of employee by supervisor. A genuine 
interest in getting the work done for fair treatment. 

More communication from supervisors. 
Work more cooperatively w/supervisors in designing appropriate position for injured worker. 

Employee, employer??? and lawyer need to work as a team toward return to work. dr. and lawyer tend to 
see a long time out on a big settle_ment as ????? 

More cooperation among state agencies to provide more alternative work options. 

Stop calling everybody all the time 

Have more say-I was not allowed to work at all until doctor released me. 

Injured workers need a way to work more closely with their supervisor/manager and his or her doctor. 

If the specialist would believe you when you told her something because she would call the doctor and see 
• if you were lying. 

If specialist people stop calling you and your doctors to see if you are lying about your injury and stop calling 
to see when you can go back to work. 

Have more direct contact with physicians. 

Working w/involved medical persons to identify all factors involved in injury, such as new work activities. 

Department doesn't seem to monitor cases out on WC, status of recovery, work with Dr. and other medical 
providers to work toward getting employee back to work. Also no input on how no job activities effect the 
injury. 

I would think that rehab people, someone with more knowledge of the issues ought to be involved with both 
the worker and supervisor in monitoring programs and arrange for returns. Supervisors often do not have 
either the knowledge of comp rules or knowledge of injury etc. to successfully case manage these situations 
themselves. 

Employee involvement in help managing their back to work spec. 
They need more contact with their doctor. 

I had no say in when I could start work. I tried to return earlier and had to try several times before the doctor 
oked me, to start work. • 

I don't even know who or what this is. Talk to the worker and supervisor. I have never been contacted by 
anyone saying they were a WC manager regarding an employee of mine with an injury. For the most part 
my injured workers have been on their own in this area. 

Get doc to let me come back sooner. 

Keep me better informed as to what is happening in my job. 

better inform staff working with them regarding their role. 

Weekly meeting with rehab worker and supervisor. As supervisor I was put on the grill in one case, not the 
medical people or injured party. People must be able to accept responsibility. Get rid of that fear of liability 
issue and face problem. Get all facts straight proceed, don't let patient fall between cracks. Supervisor as 
well. Tighter control over monies spent on occupation therapy etc. Also don't get into the settlement mode, 
more investigations needed, less doctors appointments. • 

Participate in the development of the treatment or rehab plan. 

More one on one with the supervisor. 
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Leave you alone and let everything heal itself. 

Sometime the worker can choose his own option of treatment they would not go on comp in the first place. 
To be the one to decide whether or not they can do the work they are hired to do. 

I believe that the employee, the WC designee, the department designee, and the supervisor should talk. 
There have been two workers comp claims in my unit in the past 12 months and never once did I hear from 
the WC people. I believe if we all talked together there would be a better understanding of what the 
employees injury is, what the employee's duties are, what adjustments could be made, If any. This would 
eliminate the "around robin hood's barn" type of thing that is currently going on. The information needed to 
assist the employee's return to work is passed from one to another, and we all know when that happens, 
something get lost in translation. Basically, if it was a group decision/discussion, I think the process would 
be completed much sooner and with better results. 

More direct communication with worker without fear of what to say or do so as not to further aggravate the 
sensitive situation. Doctors need to be more interested in getting employee back to work instead of milking 
the system. 

Personnel director did not believe doctor's opinion. 

• If the doctors would take an "ethical stance" and work more closely with the WC designees in 
determining a return to work plan to benefit both the employee and the workplace. 

46 



Code 11 Comments 

11 Increased infonnation on WC procedures, options - what can be expected and/or demanded 

Comprehensive booklet explaining WC to employee, I kept being told new things along the way so I always 
felt something was being sprung on me, feeling a lack of control over details. 

I do not know what options I have regarding a job change and still remain in state service. 

I'm sure there is but not knowing exactly how WC works, I don't know what it would be. 

They should be given better knowledge of what is required of them concerning lite duty or any alterations in 
their jobs. 

Lack of knowledge on employees part of the WC system 

There should be far more contact between W/C reps, management and injured. 

,I feel like I am being pushed through a system where no one will answer my questions. It was specifically 
stated the only way off comp is to get out of a clerical position but I can't get any information on what state 
is willing to do. 

Supervisors need more info concerning workers comp procedures. Maybe an ongoing inservice. There are 
some employees that know the wc system better than the supervisors and use and abuse it but the state and 
supervisors can not begin to control it. 

Also supervisors need to remind staff about correct procedures to prevent injury or reinjury. 

· I feel WC designees and managers may make fatal errors in judgement which allow employees a loop hole 
to remain out of work. Additionally, employees lawyers are experts in finding ways (legally) for employees 
to remain out of work. WC designees are no match for these legal representatives. 

I am currently working to get a worker back to work even If she is only able to do some of her previous tasks. 
I have been appalled at the entire system. It seems that it is easier to let people milk the system than to 
actually work towards getting them to come back, especially if they are reluctant to perform some tasks they 
are being asked to do. I suppose the union may have some clout but supervisors need more information on 
what we can expect. 

Become skilled and knowledgeable about the WC law, develop specific procedures to follow when an 
employee is out, take aggressive steps to return employee. 

More information on what we can expect and demand of employees. 
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Code 12 Comments 

12 More contact with injured employee, more interest in their return to work. 

The window of opportunity may have gone by. Timely information/intervention is vital. The strain and 
frustration of trying to overcome the inertia of the current-system so contributed to stress that this will likely 
be grounds for a subsequent claim. 

Call me. 
Stay in consist contact with employee. 

Kept in better contact with injured employees. 

More personal contact with employee and WC unit. • 

Acknowledge my existence. Was in limbo a couple of months, had to go to Augusta to get action initiated 
and retain attorney to understand what was going on. 

I have no WC designee/manager. 
Contact me. 

Management shouldn't forget these people when their not in work status. Keep in touch with them. 

My WC designee/manager has no contact with me. 

··Lack of contact while out on injury. Lack of active participation of agency in planning for the return and 
planning for reasonable accommodations . 

. Management keeping in touch with injured employee making them feel wanted in the work place. 

I would like to take more interest in their returning to work. I feel a lot of employees become stigmatized 
when they are out on workers compensation. They may feel apprehensive about returning to the workplace 
and may fear the reception they will get when they return. 

Possibly maintain closer contact with the injured worker concerning his ability to return in a different position. 

Never received one call or inquiry about injury from supervisor, out 3 months. 

Work harder on specific cases and get back to client sooner. I call a month ago, still no contact. 
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Other Comments 

Even though equipment was ordered it took more than 6 months to receive part of equipment. Make sure 
there is specific time limit to wait for equipment. 
If the designee had medical/occupational therapy background would help (should be requirement) and more 
authority. 
Compatibility with coworkers and job satisfaction provide _motivation to return. 

The unions are protecting the few undesired employees that are not doing their jobs and also the injured 
employee that could be working. 
To do my job you need to be 100% period. There are no other options. 

I may have returned sooner if we would start before 14days, instead of me using own sick time. 

I am totally disabled 

The doctors are the main factor in employees not returning to work. 

Unable 

Unable to because of age (78) and now unable to work 

Shouldn't come back to work until they can do their job. 

Should be 100% before they come back 

Basic training for new and long time employees on wc costs. It's just too easy to approve. These people 
really care and go out of their way to help injured employees. 

Unless seriously injured, most employees will take comp for granted. 

Workshops for injured workers so they can better understand the septum options 

Pray for them my experience shows that return is mostly dependent on healing/recovery. Some injuries 
need 100% 

WC should be eliminate injuries covered under the usual bcbs insurance process 

Physicians must take a stronger position to return people to work and to recognize/eliminate abuse by injured 
workers, and managers who are unwilling to compromise. 

Workers in direct care aggressive clients have a fear of re-injury which is very real. 

I feel we are too easy on the person out, even if we know they are abusing the system they are protected by 
the system. 

Item #5 is critical factor-Workers were happy in their jobs prior to their injury. 

Have the resources/ability to speed up the process of getting necessary equipment (chair arm rest, foot 
stool, etc) 

For Gods sake don't offer any money at any time. also don't BS client, shoot straight, these people are very 
in tuned to comp system especially after meeting with other WC people at Ors. offices, swim sessions etc. 

The doctor should be saying what the injured can do, not can't do. 

Take a more aggressive, proactive approach toward those workers who obviously are milking the system 

I think many doctors rely too much on the injured employees diagnosis instead of his own. 
Worry about aggravating injury 

Physical demand of getting 

The work still has to get done by somebody. I think we have to be careful not to have too many special jobs 
for injured employees in any one department. 

A dilemma in this workplace (OHS) is that caseworkers who have been sexually abused have to confront an 
abuse siti.ntion. 

OHS seems to do very little to demand workers return asap to do at least some type or work. Mandating that 
they come back to do something. 

Necessity of climbing stairs standing long periods of time. 

Revamp comp payments so an injured worker doesn't nearly go broke before they are received. 

Some employees permanently injured and can never return to work 
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Doctors seem to be running scared about liability issues as far as sending workers back into the workplace 
too soon, so they keep them out an extra two months. 
The employees have a mechanism to return to work now. I truly believe it is not the system that prevents 
them form returning to work its the prior relationship wit the job and supervisor. 

I feel we are hampered by injured employees' attorney's and the WC commission. 
A short term membership at a fitness center might allow the injured person to develop strength and perhaps 
be more flexible than therapy, with the right exercise equjpment and direction, and indMdual can overcome 
possible re occurrences of injuries. Need education to co workers that injuries should not be questioned for 
legitimacy by peers, supervisors should point out the advantage of getting the individual back to work even 
at reduced hours, reduced tasks etc. Leadership has to set the tone, or the employee is perceived to have 
some unfair advantage or reward for getting injured. . . 
The most critical factor that impacts the injured employees return to work is his relationship with his 
supervisor. I feel workers comp is sometimes used to "retaliate' against he supervisor, management, or 
the "system" in general. 

Let them know that their job may be in jeopardy. 

I feel this survey is misleading. I could say yes to all answers but as a supervisor I need as many people at 
100% as possible. 

Employees cannot return to work until the doctor says they can, the supervisor cannot control this. The 
employee has to want to return to the work force and not expect to be babied. ?hey have to exert 100% effort 
to carry their load as much as possible. • 

Work habits around home should be investigated on WC cases. 

Would like to be able to order investigations to find fraudulent claims. 

I believe their home and or personal environment and activities need to be more closely monitored also. 

Necessary to get them to act as quickly as possible before WC becomes a way of life. 

It may be counter productive on a morale level, to have workers see jobs restructured/special equipment for 
someone after an injury when these same workers cannot get the same effort from management to avoid 
the injury in the 1st place. 

Sometimes transportation to. work cannot drive long periods of time. 

It is my opinion that the majority of injured .workers who·are out for extended periods are taking advantage 
of a workers comp program that allows even encourages people to lie about their condition and receive 
benefits that replace employment 

None of the regular people have been out on comp. We created a light duty position here for person who 
had been injured in another job. she has since gone off comp and is full time regular employee here. 

I was trained as an RN, my _rt arm was injured and I could not care for my pas. safety: 

My injury will require knee replacement in a few years or sooner, will I still be able to work & be compensated 
them? 

Would have been back a long time ago if first Dr. hadn't left me in such a mess. 

Yes, I should not have had to be out at all, why does it have to go this way. 

In my experience, I feel that my employees have returned to work as soon as possible. 

This system has no strong mechanism for weeding out cheats. Employees know they can find someone to 
say they cannot work at all, regardless of the severity of injury. They also know that some coworkers and 
management are not truly supportive of their needs for accommodating if they do return quickly. 

Environmental work incentives that are in place for everyone and that help stimulate and encourage work 
ethic (reasons we want to work regardless of injury) and invested attitude: 

Desire to be productive- ability to earn more money. Comp should not pay and have benefits so great that 
employee is better off financially to stay out of work. 

Light duty work/office work was not allowed for me. 

Knew what my job entailed! 

If you are seriously injured and cannot return to work ever, what are your options after the 7yr period? 

Yankee Health Care did a great job! 
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Was in a leg cast for 9 months, they could not modify my job. 
I have returned to work over a year ago, but not to my regular job because of my injury. 
Everything & everyone was very helpful during my injury/operation/recovery and time I returned to work. 
Was not allowed to return because of injury and age. 
Retire 
Any repetitive action or sitting or standir:ig any length of time still brings on stiffness pain tingling and 
numbness During the night my fingers still tum numb after I do things I shouldn't or sit around too much 
Some jobs require special clothing such as steel tow shoes and they cannot be worn with a cast on your foot 
My WC designee was wonderful. She is a lifesaver and soother, she saved me when I felt as though I were 
drowning. I just wish other departments/areas were more cooperative in getting injured employees back to 
work. • • 

My supervisor has been very supportive and understanding throughout my injury ordeal and that has meant 
a great deal to me. 
I did go back. It took 10 weeks to completely turn my lower arm and last 2 1/2 fingers numb. It took over a 
year and a half to bring the numbness out (with therapy) not to mention the pain in neck shoulders and arms. 
I don't have any doubts about this injury. 
If out longer than 6 weeks its difficult to get them back to work even parti-time 
Don't know as sitting or standing and looking down and having hands forward (as driving a car or working 
with hands brings on pain and tingling and numbness. 

I am amazed at the severity and depth of my injury. I hope one day this will all be over. 
All options were tried during my several attempts to return to work. In my case I just don't know. 
I returned to work 2 weeks after arthroscopic surgery. It helped strengthen my knee quicker with little 
discomfort. 

It hasn't been easy living with my injury however it would have been worse wo/the support of my coworkers 
and supervisors. • 

I feel my supervisors supported me in every way possible to enable me to return to work. 
I would say 90% of all injured workers would like to keep their jobs. 

I would like to return to any work and be pain free, without limitation without having to take pain medication 
every 4 hours. 

Going to therapy has helped-continually doing my exercises. Still might have to be operated on. 

With my injury, the pain is very wearing on me. I do not sleep well at night because of the pain and going to 
work, the pain gets real bad. 

Again, supervisory training on overall enabling employee attendance issues. 
Wait till recovered enough _to go back to work. 
Track their condition and cases more closely-things tend to get lost in the shuffle otherwise 
Back to work center did a very good job with my back therapy. 
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VI 
N 

EISCAL Y.EAll 

1988-89 

1989-90 

1990-91 

1991-92 

1992-93 

STATE EMPLOYEES WORKERS' COMPENSATION SYSTEM 
300 DAY HISTORY: EMPLOYEE OUT ON 300th DAY 

LOST TIME CLAIMS* OUI ON 300th DAY COST OE TH.ESE CLAIMS 
WITHIN 300 DAYS 

404 46 $383,144 

414 53 377,123 

380 46 . 302,376 

328 23 229,953 

270 28 208,503 

* Missed at least one day more than waiting period. 

DAYSLOSI 
WITHIN 300 DAYS 

7,724 

7,519 

6,010 

3,944 

3,416 



STATE EMPLOYEES WORKERS' COMPENSATION SYSTEM 
300 DAY HISTORY: LOST TIME AND WEEKLY INDEMNITY EXPENSES 

FISCAL YEAR LOST TIME CLAIMS* TOT AL INDEMNITY AYEICLM DAYS.LOST AVE/CLM 

1988-89 404 $707,147 $1,750 14,739 36.5 

1989-90 414 721,028 1,754 14,496 35.3 

1990-91 380 756,487 1,991 14,702 3-8.7 

1991-92 328 697,183 2,126 12,632 38.5 

1992-93 270 59~,492 2,198 9,634 35.7 

VI 
w 

* Missed at least one day more than waiting period. 



EMPLOYEES WITH A DATE OF INJURY SINCE 7-1-89 WITH WORK CAPACITY 

TOTAL NO. EMPLOYEES WITH 
DEPARTMENT EMPLOYEES OUT WORK CAPACITY ANNUAL COMP ONGOING COMP PDV 

MH&MR 58 47 $471,221 $ 42,206,905 $9,483,718 
* AMHI 5 5 47,416 5,306857 1,005,108 
* BMHI 17 17 149,472 10,312,620 2,746,442 
* Pineland 21 21 238,689 23,687,694 5,030,320 
* Levinson Ctr. 4 4 35,644 2,899,734. 701,848 

Transportation 19 12 124,059 11,882,899 2,308,578 
Human Services 14 10 142,737 10,424,621 2,778,941 

U1 Admin. & Fin. Serv. 16 9 100,995 7,027,603 1,(;73,269 
-1:'-

Public Safety 4 3 52,483 4,089,171 999,432 
Judicial 3 2 29,524 4,180,935 745,983 
Labor 3 2 29,410 2,372,296 597,353 
Conservation 3 2 24,487 1,614,359 461,224 
Inland Fish & Wildlife 2 1 2,770 719,587 76,721 
Def. & Vet. Services 2 1 445 65,062 11,583 
P.U.C. 1 1 13,484 647,238 174,202 
Marine Resources 1 0 
Sec. of State _l _Jl 

116 90 $991,625 $85,230,676 $19,311,004 



Total Amount Authorized For 
Fiscal Year Authorized Claims With DOI in Prior Years 

Percentage 
of Total 

1983-~984 4,343,540 3,686,501 85 
J;Ii]$.iji.J:t1$.i;iitilitl:i:;J'jffi:fiiIIllll!:lIIlIIIIlllliJiili11Ji.:Jiil!lllll!IIl!lIIlilil!lII?f:I::::r;o;\Illflllltli 

1985-1986 5,674 286 • 4,907,224 86 
{ii)lJil:;:i:t::J:f jjijfl:}lll]Jl:li.i:l:1.:1:1:,r Illf l!lIIl!lIIt::tIIMiibM!#!lll!IIIlifimt:tI!lII!fimfIIfi:Ii1:::ilIIl!ltt:1:1::: 

1987-1988 7,972,413 6,903,734 87 
::im:i;:i:J:ti$J;i'.9.;llII:l]ff\l( i:t:f i!22:11:::IIl]l:lllilll:I::i:1m1:1JMiiP:l}lillI:IIi:i:II!Ill!:f llll!lill}Ill!i;it1r:::::1:r:1::1r:::: 

1989-1990 9,354,397 8 132,036 87 
IIIlw.ii:fal:f i!:iilIIt!l! q:;!/ij:}lliiii!l]]l:!Mrn:::mi:1:mtililt.!ii~Mi:i.2IIlIIll!ll::ili:lll!IIll:li:1IfilliI:it:ii'~I:Il!IIl lll!!Ilit 

1991-1992 11 012,699 9,859 250 90 
IIItfii~Wiii~IIIIIl,:~:::i:i!ll'P'.i:i::Ilil@IUBI!lIJHll$.IM'.i2j;J.!iil:I:!llI:I!tl:tilI:IJil::!Il!IIff::11IiifllfIIlitiI!:IiI 

• 
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Fiscal Year 
Of Injury 

Total Projected 
Costs 

Number of 
Employees 

Average 
Cost 

.Pre FY 1984 1,905,838 145 13,144 
ll{Ki!a:a'@ii!airnitll!ll!ll!lli!i~%i!ii.illilll!l!llIIII!l!ll@t~'.if Im=m:m1:m111aiMiit'.M@JtlilttttttflIIi 

1984-1985 376,197 28 13,436 
m::ttiia'.\{l!§'ii&tt:tt@@t]Ififai!iiifamiifMIIItIJ ilI!.Ilitifafa@I 1iJiit1Il!tIItt iliM!:b~:ftII@IWIIEI@f l}t: 

1986-1987 247,935 19 13,049 
lI!ili!:ai:tii.)hifaHmit:@II:flfai!ii:1\ij:J:ij]flt]\\tlll\tllI:\:f IliailIIIlIII?faH:!}rn:!ij§)}:jjf}@Hill':tIIJil 

1988-1989 349,593 29 12,055 
:l?I\f §.ijjg(JJ:amrn:ttlf tm1:m1:o.il]tibtft:@:=111:mrn@1:1:rnm:ti:i\'IIl!lll/':lJI !Jp]Jtaj:!l!lflttililtt:tJit:! 

1990-1991 353,527 35 10,101 
ifllfij!iM&iJ:ititllllttlM!!:!.'§!filliiiilttlll!l!lillil!l!!IlKi=iflIIlll!l!ll'i!:$!W!:#ij:I!tI=ftifll!l!'IIti!I!l1 

1992-1993 740,213 60 12,337 

Totals 6,013,749 480 12,529 

• 
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Rank Department .Amount Percent Cumulative%-

1 MH & MR 4,207 961.71 32.82 32.82 
••:::t]:::::::]:~::t~~?:Pm.wi~ili:il:•:•:•1::@::::::m:::1::•::iI::::@::m::::i:1:1::IIIt:•:•:iI:::: ••:JgMi~~=;:~:q~':~::i.=2:::::· II!Jg@MQ•··••t:::. ir::•:•m::••··:••:1:w$;rna•~•:•::::i••·•· 

3 CORRECTIONS 1 223,320.26 9.54 64.40 
·••:I::im:1:111:~:{sir{YJP.i!I!IIl];;;l::);;@Wmm:m::iim::::rm=mJl!:lf!lf ll!:itJ;ij(:)/3'ijaM&~•t ••It!t&:•tps••t:::: ·:i:::1::ItII:lk/:i:':•~•lis•·:::J••·•·'· 

5 ADMINISTRATION & FINANCIAL SERVICES 595,739.83 4.65 76.10 
••f::l.:::IImi:I!JJ#µij;i:iiq!i,;~m:••··••::::I:mm::::I••·••1=:t:::fal}@i\I\\t}}}}I\I!::::::::It:im ::::::::::::::=•:~~~:;Ji~~Mii~I• J•:t••·••:i.m~~.;(: ::t::::::•:i•:I:::::Il\jicb~s··· • 

7 CONSERVATION 451,411.76 3.52 83.87 
•:rnm:1:::11:i:::::•~±i#:B:fiii~&tm<i.$.•••:::1:1:::1::•::::::r11:•:•:•:::•:::::::1:••1••1:1::::::••••1•:11:1::::: •trl~:~~:I•~'i$Mi•~•r .::::•:tll••~••~•~·1••::• :•::::::::::11::1tr::•~~r:~•2s·•:•••:::·••··· 

9 DEFENSE & VET. SERVICES 358,142.89 2.79 90.05 
·!ll:!tii•atiiii.'PRiI'I:tlillllt!lilil!l!l!:!I'!lIIli:!t!li:!tilIIIfi:!t!I'IlEi• ::tit~;•;:•{j:Jim~~t •••••••••t~J1!isit•• .Ii::!l!@I:tt:~~&Po·.•: 

11 JUDICIAL 206,195.27 1.61 93.60 
i::ttt:i1r:~ppg{fibJ.ilf:!I1lIJt!IIIIII!IllIIlli:IitI:itil!lll!![ll:!E[:[t~ii.M~i~Mijfif ti:ti•:;:;;,::i•t :rt::1:::tIIiij~j:;04;r:r 

. 13 INLAND FISHERIES & WILDLIFE 175,484.43 1.37 96.41 
·:mittilitliw.#i.i'ij~IIl]tlmt1:t::1111:m@t\l:1BlltlIIIII!B::n1IIl El:Ii:t•j};:;&ii::fijjf •· :rtt!}i'i')}{ .. 111:im:1:111:1,::;:;•trt••···· 

15 SECRETARY OF STATE 133,417.17 1.04 98.60 
:rn:••••@::••·~•~:::;w.,;g~#pj},a.iiiittfo]::::•1.tm@::::::M:::::nn••:•::n:::tm•::•:··••ttttI•i.@!:•@:@: ••:I::••::•:=:fj~;~'l!Ji.~~:•I:i.vl ii,1i,il::I:fiMv~;\fI ········••I::::•::::•::•::t@:i~~m~~rtI• 

17 WORKERS' COMP COMMISSION 24,293.78 0.19 99.52 
:::I••I••···••a.•if:i~gb~~i.$I~rn¢R•:•:iI•:•li:i:I:I::•••:•:ti•••i!IiLii):t:t~,:~•#~~ •• ~.~jj\: tt•:••·•JN•¢~ J )::::I•tit:•r·•··:~j.;l'§$!ft:: 

19 ME.STATE RETIREMENT SYS 13,173.16 0.10 99.76 

•:1l••••t1•0•:tiiiiiiii$t::1imfi~•·•::••:::•··••i::II1t:::::::i••1•••1•n:t•t••I•t•:t:t:It ::•••tI••······••i:•••2&:2i~·l§2::••· It:!@9;:~:•Q~••rn:::::•:•••::tI:IIltt:1~:•:~:~~:flt 
21 PROFESSIONAL & FINANCIAL REG 7,725.73 0.06 • 99.88 

:m••···•·:I:!i~•r•~Pi~~c.•••:Jii.±.lli&l~•tgQ~$.$. PNi•··••t•::1:i::::••·····••1:n•• ······••tt••••::l2:1.•~ij~·~•:~~l i••··••::::Jf~::c;~:•r:• Ii•····••i•••it••···:~~:•;:,s.tii: 
23 ATl'ORNEY GENERAL 4,294.56 0.03 99.97 

I••·•:::J@i~;:I;ffl1,;q1filnUfa\::•••:1::::m1::iiI••··••11i::::::::1::••······••m:1:::::i:tl1lltlI1\:j\]ld\:\'\l\ll11:::::1:;:•w.ij~;\;:~:i.t tt::::::pjfai~):'.;:1 J:••·•·:::111:::::::::::Il~'.QitN~p;{EI: 
25 Unassigned 0.00 0.00 100.00 

Total, All Departments 112,822,895.64 
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Rank Department Claims Percent Cumulative% 

1 MH & MR 482 32.31 32.31 
!iit!Iil!li~iiPRTAW~~l!im!ititi!ititl!itiltiIIil:I:i:lttI:IItit:tLittt lilll!;;t.jff ti:;i =:i:;iqmm~ttt llitil!::/I:/I{tij':}#s 

3 HOMAN SERVICES 134 8.98 62.06 
rn:t:trnI:i,:::::::~~&~~:r:ImmmI:i:i:im:@mim:lI::1/:::/l]:::/:/:i:/::::1t:II:::::t1:=:i:1:n:1:::::t:i1:1:t:Iii'$.~[iIJ::::t 1:1r::::1M~lt=:::: :1::::timt:::::1:~:~M#'.f:: t 

5 PUBLIC SAFETY . 84 5. 63 75. 34 
]IilI\Ilili,i>.~im~~miJ;IJ~am.tiiivf.PiiI' .f/:!%1ttlitIIvt.::;J;;t\\l1· f{J\\:i\J=o,:::::m \{;l\\\\lt\\f/{\eqlj6••·:•••> 

7 CONSERVATION 64 4. 29 84. 65 
:::::::::::It ::::I:iI!:mqi.f ::III!/Il:/:!Iit:::::::tttitt=::i::ti:iH/:lHil::;IH!Ii:/IIH:'f:/:I::::1:1:m ):/l::/::::1:::::@:::::::::::11~:::ItitI:: :l:l:::::~m~2.//:::::L:ilt::::i:::::t:ii[:::::ijfi):~~7 

9 INLAND FISHERIES & WILDLIFE 31 2.08 89.54 
ittilf i.PII!i.-t§.IIIl.wlliJl:ilili:Ittti:;III!::IilIItilI/IIIHilititltiIIIi!IIIIil i::lif ii:!fi:i:IItt:II:Ill!:if fi:~:tiit\ 

11 DEFENSE & VET. SERVICES 23 1.54 93.03 
r:t:!liiiilllfi.~wial!:IHllitIJIIH!li:!:!!Ilitl:!It!m::11i:::rnm:n::1it:tn1::1:i:::1:::111111:::I/llI!l:/IHJ;M6:filIH::::::trniIIJI:11:Ji<itij{ 

13 JUDICIAL 14 0.94 95.04 
fI:i:::::::1,:::::::jmg~m:.i.lU/-git,i}:fi@m::1:::;:[;i/;::@:::1@¥JI@@faii/:Iiit\]li~I:I)Hf/U@:::::::::qmsfiig ·:={:]:tm:::)::[@[:~~:~!?!i}:)t 

15 AGRICULTURE 13 0. 87 96. 78 
:1::::jt1:tiit:~~::,::&~Qfffici.$[:~rrnrnrntt::::;.mm::::~1[@i:l:::0:@m:1=1:rnlt:I::I@:u:t::i:::::::m~@::::::::::::::~~:=:::m:::;::::::n:m::::::::»-::i:Jr,:::::::::::: :@::::::1t::::::::::n::&~:z::~'~s:i:It 

17 PROFESSIONAL & FINANCIAL REG 7 0.47 98.12 
it}{fg:Jt1ii.&~~:rt:?iiitil&;mii~t::r1:i:t!:Iltliltiil lt1=lt:iliiilil!:IIIItI::i;: :::rttiN!\ip[lt/ Iil!I!IIlttJJJ!~J]li{: 
:=:itI:1~:~::::;::a,ii,~~i:~~Pi~::::11Ittttttn:::::1:::::rr1t1m:::::::::::1:::i::::n:1:::r::1::::::1::::n:::::11r:i:1::tlilt ::::1:=:1~::~:~ii:1 It:1::::ttt:0:1111:::~:;~~:::1::::: 

21 ME STATE RETIREMENT SYS 4 0.27 99.40 
I:IiI!:ijijl!'.ffl~!i~IIlilililIIiiIIIliliitiiili:::Il!:iiltlililildiili:iiilifllilitI!.IlilI JiltijK:ijijI[l :tIIIlililfiiMiij:{It? 

23 PUBLIC UTILITIES COMMISSION 2 0.13 99.73 
::mmm:~~::::::~¢ijfiffi:Iiti:iiii1tilI\l\\\i\;\:I::1:1:t:\:;\:iil:t@il:It@:t:l:%:i\;@)Ili@i~:rm M!Wi!il!)/\!\!\!l!El!]i!~i\!!!!i!i!i!it]L:!'iii:i:iI!P.M$.~'!i;I;Lmrn::::::;:::;::::rnt:ilj~:¥~·,::t::Ii::; 

25 ATTORNEY GENERAL 2 0.13 100.00 

Total, All Departments 1,492 
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Rank Department Employees Percent Cumulative\ 

1 MH & MR 129 39.33 39.33 
tI\II?:Itt:fim.ifijfipmwf9.ijfmt:iim:n:mtt::ltillitl::mitlillEIEJ: mmr:::iitmIElli.11:llil :t:;f[gij)Wijt:::11 •:1=::11:mi•::t:t:t~$:f ii~•··•···•:::•.•·· 

3 CORRECTIONS 29 8.84 70.73 
:::::m:1r11:t~liiiivi.P.'.ii:Im::m:tlI]I!!fllflli::IllIEit:ii:111::: :[llltIIIIIIij;[Illl. :'l[IiiMiiiIHI •lllt::::tt'{77l44.·•·•·: .• ••····· 

5 ADMINISTRATION & FINANCIAL SERVICES 18 5.49 82.93 
Jll!Illi.fcp~s.a.i~#ici.i.tiI/:Illli/l!l}llill::titmt:tit:itllfifiI IIl!:!lifilI!llfii!Itl:t: •t:Jti:!l!~{:i::I• :·::{{Jf:;:f':'::::e·6fa9·.•·····•··· 

7 PUBLIC SAFETY 12 3. 66 90. 55 
'II!II:II!:iiif$.~fl$.ijii~~l!iiUl.t$$f~IlIIIIII/l:J:lI/ titiII:IlIIl:IIIII?lfl •t::l?t:tsit•!:!•I /IItt:tit·•Jijiil•s · • 

9 EDUCATION 5 1.52 93.90 
,!]::i:i'I:li.ii:Iii~iifai@mitiliiv$.ailmfaimrn1.m11IIIIIIt]: •tiii!tWili:iIIIi:IIIff tffI$.%Ii~fii t•ttl\\J{ii:Ji·~::;:12·:•····· :·.· .•• 

11 LABOR 4 1.22 96.34 
:;\•t::M\\:~~;:\:\:-0:im~#~I;\;:\1:1:••1:1:•\III\;\;\;\i\i\;\II:::@Ii\I\\;\;!\II\\\:::::::i:I\;\\\;:~:•:t11::1:::::1:l1::::::::1•· :::·:::::t:Im:i::::::::::•:::IIilII!fl' •:::::::m•:~•~•2·~:m:1 •:::1::::•m:•mi:r:::::1•97ts·6 ..••.•••••••• 

13 SECRETARY OF STATE 3 0.91 98.48 
•:::1:Ii:::$.••i~##=a.;r}~@@mm@im~::1m:::::::::::mnmti:1::i1;:l:ii::iim::i1i: :iii::i::m::m:=:::::;;:;:i:mi::@:I::::=:::i:t. :f:::=:t::aM~±:f::::: ••::::fI:::iit•:::::::::::~~:~•:()9 

15 ENVIRONMENTAL PROTECTION 1 0.30 99.39 
I!IIM!![;.!~l~:@1&:$.Qtmggs.::::itt::::::!ltlli!!!llli!I•::::::::m:::::Im:::ltit]:ltl :::m:t::::::I::::::::t::::::]:::::iirf:::·r: ::iti•:::~n·~•~HH:: {:i:'·i@::i:ti:t::~~w,.o 

17 EXECUTIVE 1 0 .30 100. 00 
i:tii·:I1iJ!w®'.;;·:~;a.::=:1::im1:::i:::i:i:1:imi:ii::1:i:::t:::ri::r:i:r:i:1:i:r :::rii::i=:i:::t:i::t::ijitrir::::iii::ijm~nn:r: :r::::::=ii:i:ripo::ti>b> 

19 LEdISLATURE 0 0. 00 100. 00 
::::::::1::::::::,:6.::1iffi~•::::~gmiPi.i•:i:::::t:::m1::::::rI:·:::t::::::m:i::::::J::::mmm::mI:::ntm:::::m@ttm:::i:ltm:::m:•::::tu:·:m1:ii:1:p0:::::t:n:t:::::m::::m:::::$•1w:::~1n,:::::::: 

21 PROFESSIONAL & FINANCIAL REG 0 0.00 100.00 
11:~m:•::@i~:•1~~$$c.:::::6w$.l.imi~:::1,:q&~§$.~Q~@Im::::::m@::::::1:•:::Im: w;m•:1.:•:@t1t•::::1n~:::::::~:::::t:••1 ::::1:i:mmQ:a::::::•1 ::I::::::::::::·::;i::::::;~:a:g::fil:pQ:/I 

23 ATTORNEY GENERAL 0 0.00 100.00 
lfltii,:fii\kiw,i#i.:1~$~~]\lxiJ:\\lltimttII\l\;;lil:IIll@f;mmmmttmtmm,;:;im:i:: tti::1:1:a&@!f:IJ::ttl'\:'l$ijij}90\II 

25 WORKERS' COMP COMMISSION 0 0.00 100.00 

Total, All Departments 328 
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Q'\ 
0 

Fiscal Year 
Of Payment <=1982-83 

0 

1983-84 

0 

1984-85 1985-86 

0 0 

Year of Injury 
1986-87 1987-88 1988-89 1989-90 1990-91 1991-92 1992-93 Totals 

0 0 0 0 0 0 

::::l?HMM!f!::e~;:, 2,183,621 372,486 o o o o o o o o o :::·:::::;~~J~~~113 :::::::::::::::?:::,: 

:::!~~:~~:?::!:;:=!::: 2,424,m 411,592 488,976 o o o o o o o o /:i:/::~Hnl~~4:··:::t:m:::,,?::;:) 
:;:;:~~~~:tll:::::::::::a~!!i 2,622,585 350,642 601,368 ,11, 181 o o o o o o o :::::;:;:;~~.??bZ~.:,:;;;:;;;:::;::;;::;:;;;;:; 

j:':~~~f.~!'j:::::·,,:,j,~!!:1 2,687,194 310,514 612,703 482,945 439,739 0 0 0 0 0 0 :::;:::::::~~.$~3¥~95.:.:::::··:.:.:❖:::.:.:.> 

:/49.af:i,,A!,@l~~} 2,768,931 404,968 716,039 554,020 510,034 538,572 o o o o o ;;::::;$,55t~S6';;.;; .. :.:.:;;.:::;:::.:; 

tl~lr~~:t:tiBW:: 2,758,323 303,5_53 148,506 524,395 408,142 587,435 565,865 o o o o • ·s._s9l,~·~1:~. :: ::::::: 
:,::::!:~!:!::,:::::::::f~!::: 2,766,807 297,370 691,127 633,790 394,538 543,983 693,855 561,918 o o o :::::::::::~:~?:;~t~~:::::::::1:,:1::,:::m,r: 

,:::~~t=~1:::::::::::::~~::: 2,824,296 271,496 713,898 570,422 402,268 563,055 540,905 876,688 708,122 o o :::::::::stt~~=~ire::::::::::::::::::::;::::::: 

·:MJ»1M2''fl~t\ 2,638,039 253,019 533,859 443,569 319,260 531,885 560,368 • 653,100 800,373 525,866 o ,iiii:r1:~:~t::~~3j,jij:i;j,i,j;j,':i;~,j,':ii::i) 

:::::!!~~!:::f!Ig~:, 2,683,383 351,575 491,687 465,385 309,493 546,735 568,678 108,529 738,106 793,567 550,448 ::t:::;,.~~.~T~~~}::::::::::::::::::::::t 
:·::.,;~-~-~-~~::::::::::::,w:tttttt ··~6~9!ih999.:··::·.~~~~3l21~··:t~H§.AAll~'!'\:MQ?.:!~iU~f!·@~~!l.!.4@··:~i5-l~l6.~tt?~P2.~l~1lil?~~Q9~~~@/~~·?~~~~lt?U319~432J' t?~5o,~~ S 5~i~~9.~ 1~:~··:·t::·:::::: :· 



<==1982-83 

0 

1983-84 

0 

697,996 271,339 

411,716 178,088 

77,509 

78,912 

72,580 

43,561 

41,775 

32,967 

26,m 

52,524 

1984-85 

0 

0 

391,666 

512,786 

204,330 . 

127,438 

127,989 

109,124 

76,402 

110,243 

58,068 

1985-86 1986-87 

0 0 0 

0 0 0 

0 0 0 

"336,728 0 0 

407,382 409,644 0 

190,129 395,310 504,248 

170,047 199,742 502,829 

123,800 109,382 256,975 

102,618 116,606 275,376 

76,280 74,414 199,821 

65,006 123,589 163,860 

1989-90 1990-91 1991-92 

0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

554,642 0 0 0 0 

607,232 619,886 0 0 0 

200,651 729,102 731,416 0 0 

185,187 388,784 1,162,326 580,138 0 

132,920 367,072 451,055 1,323,967 659,043 



Fiscal Year 
Of Payment <=1982-83 

Year of Injury 
1983-84 1984-85 1985-86 1986-87 1987-88 1988-89 1989-90 1990-91 1991-92 1992-,3 Totals 

:!:!=!!!!11!?:!:J:I::::::~::,: 112,668 16,355 4,253 - o o o o o o o o ::::::::::::::::J33~~76:::::::::,):::::,,,,::: 

:::,~?,~~J,~i///!ji!=l[)-~/// 114,571 16,756 57,944 1,040 o o o o o o o <::':'':'':':J90;31L::: .::::::: 
::,~~f~VIf!m~? 141,aa1 22,822 46,551 19,646 o o o o o o o ;-·········~~~o~· • • ••. 

t1~atf~=l=f~~'=" 135,801 46,306 11,135 29,286 13,139 3,~6 o o o o o ,:,·:g:ms®,:?:==T't:": 
:::,:~~~,;f:r::::,:,:::::-.~:::; 113,544 19,311 93,195 22. 139 17,526 19,571 o o o o o ::;::::::;:;::::,;::ti;:~;~~r:::::;:,:::::::;:::;;:;;:::=:::' 

'M9a9.f9Q::tm~e 60,398 12,349 25,650 29,842 29,891 14,152 25,214 2,383 o o o ::::,::::;::),~~~J.?:::::::,:::::::::: 
:i::~~2~~::,:::::i:i:=~~::: 64,197 5,101 45,775 24,931 26,082 24,m 37,440 7,949 7,500 o o ='ri!!!){i!iif~~t~~:~!/:/:i!\)/:i\:,:::::/i/!/!iii: 
r~?!t!:~~::::::'::::~f/\i 34,120 6, 167 9,030 14,177 11,930 10, 139 21,651 25, 161 8,771 18 0 ::;:,:,j:j,:::,j,;:j~~1:~:;~:~:imj,j:j:i,:m:,:m:::,i 

:::\:l~f;~~:::;:::;:::i:~~m 37,792 9,074 9,139 3,352 7,748 14,616 19,652 40,765 21,840 19,116 635 ::=::1;:;I::i::::~.~i~~~1::t=::::::iii\:\::::::,,:: 

:~~~-l9. J xi:i,n:,i. :··::,,:: •. ,::;,}~31,,S46giii:i,:162.,$:73, ·:j::; t362;678l:t::144#:U5::,· ::;, :, 106.3:16,:':;(, :ma1,oa7:d: ,::::103 ,956; :····:· :::76 ~257:,}:: ,.· )38 .J:1,~r·, f ,}9/734: ufr:?JFL ~3.s,. t :.:~•~3.3•~°.~::i': L) i;:.:):ff 



a, 
w 

<==1982-83 

0 

94,309 

108,130 

79,403 

105,492 

131,406 

122,376 

73,683 

44,122 

60,815 

87,403 

1983-84 1984-85 

0 0 

5,488 0 

14, 170 12,140 

17,355 51,757 

26,397 56,113 

45,296 67,208 

25,874 26,959 

11,821 34,760 

8,140 36,544 

4,483 17,330 

10,517 26,684 

1985-86 1986-87 

0 0 

0 0 

0 0 

12,106 0 

63,888 14,937 

69,900 65,350 

46,436 41,596 

34,251 29,301 

21,864 19,522 

20,075 14,476 

44,822 30,081 

1989-90 1990-91 1991-92 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

0 0 0 0 0 

22,023 0 0 0 0 

81,699 33,960 0 0 0 

66,984 101,127 38,175 0 0 

47,8n 62,497 109,217 36,802 0 

49,752 43,759 87,327 148,793 47,428 

47,863 77,598 71,794 132,576 130,709 47,311 



Fiscal Year 
Of Payment <=1982-83 1983-84 1984-85 1985-86 1986-87 

Year of Injury 
1987-88 1988-89 1989-90 1990-91 1991-92 1992-~3 Totals 

,::::~:~~~:t~~:::,:,:,:::,~~:,: o o o o o o o o o o o r::::::,:::::~::::::::::;,:t:::t:g,1:,:,::::11 
\~9.~:-~:,:::,:,:,:':~~::\ 3,686,501 657,039 o o o o o o o o o \l:M:343~540:::::::::'::f:,t:Ht 

:':::~!~~~~:,\[\,,[,,\:~# 3,057,237 626,204 897,036 0 0 0 0 0 0 0 0 :\i\:\\:\,~~~~~~zy,,;,,:\'i}f\j\@h 
::::~~!~:;:,~:::,:,::::''~;:::: 3,215,109 462,261 1,229,855 '767,062 0 0 0 0 0 0 0 :::,:::,,::~~~~f:~~~:,:::::::,f,{'\,\!\\} 
::,:~:!:~:!!:''',',:\:\:~~: 3,298,701 438,646 919,703 973,861 864,320 0 0 0 0 0 0 ,,:;::;::~t;~~f:,~:~/!:j\:]:::,::;:::;::,::;::: 
:;::::~~~f:~::',:,::;::~#, 3,465,596 569,149 981,820 843,335 1,043,834 1,068,678 0 0 0 0 0 ,':;::i'\:,~f:?:~:f.~!~::,::::',::::::i';:i:;::::,;::::: 

:::~J~~~~:i'\:::t~U 3,315,705 392,299 996,649 763,017 667,607 1,191,534 1,154,467 0 0 0 0 :;::::::i:~t::~~],t:~i,:::::,:::Iii!/i'iii!/:!)'/i 
/:~~;~~:,,,,:,,:,,,~w: 3,213,743 363,314 860,662 821,684 563,112 882,093 1,427,428 1,222,361 0 0 0 ::,:::::::~:t:~~ft~~r:::::::::::::::::;:::::::::::: 

i:'~~~~l:::::::::,::~U 3,200,621 318,310 872,619 719,835 564,477 911,076 841,493 1,722,955 1,483,841 o o !/\/\\i~g~~l=~:~~]~::/'\'\\\i/i\/!!ii!!\i\!/:]' 

:;;\'~!~t~~f::::'::~!:i 3,046,753 290,442 670,463 554,101 420,080 791,597 810,964 1, 154,372 2, 120,264 1, 153,449 o ::!\\l~J:;91~~-~~~;\;\\\i\\:\\\:\\\\j\\\\;'\': 
.:;!':!!,~~~!:';''';';'!:~~,:, 3,144,287 423,690 585,578 578,566 470,911 m,014 798,847 1,188,160 1,343,577 2,267,958 1,257,436 (J~~~~~g~\\!!!/!\\/\/!!!\\/\/::;;;1;;:;: 

::!!:~~~~':::':':::':'.'.''.'::':·:':':::::':::·:·:·:·:':·:' :~~•~t~5.~:·:··:~~54l,35$.:,.,:J1~9,!t,~~:.;.:.~.,lg,,AAt.:.:,..~,~,~~~:->.?;~u~.95~::;·;.)i.,Q~~,.!2?. •. ::,~.?fi.7\¾?:❖,,+,~!-~t:.:)~.~?l,~0~,.,.J.~!:.~3~ : •. ~1,:38l,4l~.::.w .. ,·:·:·::: 



Fiscal Year Totals 
Claims Annual C0111J ·Total Cllfll> Present Value Average 

Fiscal Year 

Fiscal Year 1967 5 15,555 121,320 87,964 17,592.79 
•rn::llIIIIlIIll:Illlliiil!Jrl;Biiiil:t:l:I:lli=f:i/:llilif:I:llI:IlI:IIIll:lll:~!1:I:It!ltltliJii~~ii.IJ:J::I:t::~;}ti1fi :tit•tifijd~•::ili/29;J•n.~4z•.:•••·•·•::••••••••••·•·•· 

Fiscal Year 1970 • 3 . 11 033 141,900 85,027 28,342.35 
::iir:ttl!lt:!l!lll::ifiiiitixi'fii:wili:::it!II:i:!l:II!Il:Mlf:!IJMlfill:l;S)titIIII:tmtfitjiJt:ir:ir)ir;i1i {Yliffl•6~·•~.s.t'l•lf}(?1)j·92~93.•· 

Fiscal Year 1972 • 4 15,117 233,031 123,861 30,965.24 
.::i:itiii:rm:mmltmit~It;::GJf;:.f;fa~ri.iifaiIH!:fal}it]f1ff11lil:Illill:lllimI:m:1:::nm:rni1,~i'.ili:ll:II~14;t1B;{{l:JII::t{~2sj4($l}Ho~{693·:sf•·••: 

Fiscal Year 1974 4 54 041 . 774,638 487,167 121,791.79 
IilI:i:IIlmJ::mi:~iI:@€,J;i;iix~;EH~:::r:itti:I!ll:!l:I:l:lf t:1:rttI:Ilil\Iili!:lili:l:l:I!Iili~·~~Ifi;liiiMiitillf I:tif ,:i;j7)4~/jj}¥}:seo ~39 

Fiscal Year 1976 16 229,381 7,550,150 3,076,150 192,259.40 
::miti:rmm1III:lmfaiJ;1Jtf li&iifaiilIIIlfltlml::::imm::mitiim:::,imiJt:Ilfa!:Iii]Jrill!:IilJ~?j}fii{i{}IIII1fi9~•;~j~•·:ii~}s96·~•1·9 

Fiscal Year 1978 18 252,797 6,112 428 3 045,748 169,208.21 
II\IllIIIIIilt:miirnJi#J{Jf;:;itm:litll::t::11:::m:1:mm::rn:m111:imm:i,ii:m1::i:1::11l?~iri2AA:Il:t,ij;iq9~soii)@:I:l:!JtB(Ji;~olii:liijfiJs.36l(i 

Fiscal Year 1980 16 245,333 7,999,881 3,281,593 205,099.58 
iIIIfifflliIIIt:1:ii;~iir..;BJliJii:Iil]:i:ifiI:Ii:ItliI:ffllfll:I]Il,zf:!filtlililiii;fflfiU;;pff;9&;tf[ml:itiiir##ii::ititijiffl.~si:tft:IItf 

Fiscal Year 1982 13 175,735 8 800,602 2,824,543 217,272.52 
:ititt:rmi::11:::i:ittiiti,1iti;ttiisit:::1:m:::m::::J:1::1:1:::1J::t::i:1:m:imi:::111i::1::::11I@M.lt1~:iiti9tjs~}os9:JJ1:::::1iiia,qt}jisfi:ii{2.}2sJ02iI?t:r::::1 

Fiscat Year 1984 • 23 271,230 11,031,957 4,092,526 177,935.92 
rrmimmw;::Itltftltt:~:t:tiltMIII]:lt:Hmtmr:m:i:ir::1r::i:1:m1::1:1tl:lllli:t:11,P~iiiIIf l~PiHlffi{l:J:i:::1rz~~i2.Jt;~:l:!:li:Ph{i1s.::I:t:tI::t:i 

. Fiscal Year 1986 29 351 060 21 048 800 6,440,490 222,085.87 
l:!)i:}Jt::11:tlilil::ili€:JJl;11x:;:.t:IiWii1IJ[ttI::mmt1:1miiltlilllI:tim:tlt[t:I:t:::it:Itftrtw.#Mfi.IiiJoi½.iij%lillJili~liiiI:::ii#jj?3s;.si!ttlit:tr 

Fiscal Year 1988 . 29 386 700 30,351,819 7,750,120 267,245.51 · 

:ttii:m:::irn:iIII!:l:!Efi~;i::w;;;:@ii?:t}tltmimmm:rti:m::@::\I\@:\Mi~It:im::::itm:1l!~i!I:J:tI?.i1iii}nilllli:::tI1z1i~j}y{r:JiJ4~}~i.i-J2i){l!III:[l 
Fiscal Year 1990 35 · 368,856 34 882,121 7,856,899 224,482.83 

;::1m::m::ImI:::tn:1:ri:tt¥/JJfi;;g:J?§;{t:[!IlII:lIII:l:tifll{fitll:IlI:Ii:ittlitf!l:i}l;Tiiii=tli¾;~~]~il!l{tlil~iifiiHII?liiPT2:i6.t{::t:II:tt 
Fiscal Year 1992 23 347,217 38,597,439 7,884,564 342,807.14 

•• ::.:;::::.:.:::/_:;;,:;.::;:;_:,:::;;\/\):i.s';_~.t-/v~~-)993,J;IIf{f ¥Itit'.:'..i;i.L/Li.t:IiiJiiiii.:::ttik:i\Iiw1s1;~}Ii1s~s5~ ~002 ::\_,,,,.,;:/:~;ass ,3ss.,/._joii306 ~4s ... '.:ittli 
Fiscal Year 1994 22 315,941 11,477,829 3,815,073 173,412.41 

Grand Total 463 5,965,894 350,411,235 101,134,941 218,434.00 

Calculations sin.,lified by the ass~tion that single annual payments are made. Con.,ensation increased 5" amually 
for injuries prior to 1993. Investments assunecl to grow 7.5" annually. 
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Department Totals 
Department 

Amual COIJll Total COIJll Present Value 

CORRECTIONS 87,426 7,397,345 1,668,13~ 
tt:tt:::t:tttfa:1::Ji:til>.~~~vi1:rON.ti:mfa:ii:iiiilii):tt:::titi:m:tttit:I:lttt1:1t:xrr•a2it~4::tt:)t~~9c;398l••·•··• •••····.····•·•··•i.s3;·n,2.: 

ADMINISTRATION & FINANCIAL SERVICES 193,092 12,115,667 3,238,366 
ilJ::trtIW:Itff}l!Jlt~~Nl~Ifi.s11E'.Riis?i\ijiiQfii,E:JJitlitlttt:flfffttI/Jtt?f!i&Jst:flii!@ia16;1+ii\ .491•,t>ssf 

HUMAN SERVICES 186,405 13,943,755 3,590,301 
. ir:t:it:irr:n:itit?t@OR@:tifitt{:t:::t:lt/(tt::f:HifI(:j·/(tt:t::tti:::tt?::tttt::tttiio#{[/}:i{1s7{1ai: .•• . 844~4aif·••·•······ 

MARINE RESOURCES 17,888 638,946 278,985 
/l::!I:i::ffl\IJI:I\ttf~·@:,\~iiif\:ttf:t:'t::tti::tt:JJti::i[lf:ttf!t!tI::Jt:tt:til!I::tt:/:t?4#faa1:i:liiiiiija;:1M :.r.,:,3,rio;692.}/ 

DEFENSE & VET. SERVICES 3,656 162,805 .... 57, 73!. 
{}I!tt:::i:=:i:rittlt:miuilf if ~i·e;r)=t:tlilit@tif I Ill{ III:t:iir:tifI:t:JJ:tlif f {Jla~jis~\:i!If iw~ws92'\ • ?•J~ 619; 969 •• • ? 

TRANSPORTATION 201,194 17,302,567 3,769,825 
:f ifa\JI\l@iJI\:II\IIf I\;(@.);1itf@!tJtl\lII\t:iIIII:It:rt@IiKMIIMI\J•,111:tl?\IttI}l{Jl~I~i~II:::\:I'.4.J1/4iti11:::•: .• ••· ·•·•··••·:·s91··; 134•••:•J••••••c·•··• • 

. SECRETARY OF STATE 16,105 591,361 
iftliftl!tIIl:Ilfti&~~i~I~itHi~s:):OMM'iss1ot1J!t:ti:::::i:it!ti:f::f:tt:::r:nmil:fft{bjJi~ :ti?ti~i)na • < • 

Grand Total 1,616,957 134,367,494 31,067,841 

Calculations siq,lified by the ass~tion that single amual payments are made. C~nsation increased SX amually 
for injuries prior to 1993. Investments asslllled to grow 7.SX amually. 
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INTRODUCTION 

In mid August of 1993, the Maine Management Council chartered a 
pilot Process Action Team to accomplish two goals. The first and 
most important was to evaluate and make recommendations to improve 
the current process for small, delegated purchases (Open Market 
Purchase Order Process or OMPO) by 'individual agencies. The second 
outcome expected from . that group was to operate within and 
experience the training and process designed by the Council to 
furth_er _the ___ gc:>_a],~_. of Total. Quality Management in Maine State 
Government. 

The tasks were complex and time consuming. There was no clear 
example or road map to follow, other than our training and the 
encouragement of nearly everyone for the team to succeed. 

We believe this report and its recommendations represent the best 
efforts of your Process Action Team. We collectively believe we 
have made significant findings and have tested the methodology 
established by the Council, proving it is sound. 

Respectfully Submitted, 

OMPO Process Action Team Members 

Nat Berry 
Jay Carlson 
Ted Collins 
Phil Henry 
Brenda Kaler 
Larry Larson 
Kathy Latulippe 
Kare-n Michaud 
Richard Thompson 
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PAT METHODOLOGY SOMMA.RY 

The OMPO Process Action Team began its work on August 25, 1993 
after completing four days of intensive training. The first 
significant task, begun during training, was the construction of a 
simple flow chart to document the collective understanding of the 
existing process (Chart · l). The resulting chart was used as the· 
baseline to be sure all areas were reviewed. 

'Hlt!P,4 r:::l ~ 
ce1>.:~ -c:r-( ~,§, 

From this. chart, the PAT members surveyed their own agencies to 
better understand the purchasing proce~s and increase individual 
experience. A brainstorming session-created a fislibone or cause and 
effect diagram (Chart 2) which listed the possible steps that an 
agency might take to process a single order. A survey form and 
procedure was developed and issued in early November, to capture 
the facts about the OMPO process as it is really used in state 
government. The survey approach was to reach to the persons 
requiring a good or service and tracking the steps required from 
that point through agency approval on MFASIS. 

Over one thousand surveys were distributed to users in all agencies 
of government. Two hundred and fifty-two (252) responses were 
received, two hundred and seven (207) of which were complete and 
eligible for scoring. Chart 3 represents the breakdown of agencies, 
by MFASIS code, which responded to the survey. 

The information retrieved from each qualifying survey was coded 
and loaded into a simple database for easy tabulation and 
retrieval. This data was applied to the tools offered at PAT 
training and clearly demonstrate where time and cost savings can be 
achieved. An orderly and functional system led the PAT directly to 
the areas of delay, creat_ing factual documentation to back up this 
report. 

As recommendations began to become evident, the PAT sought out new 
stake holders to insure that changes proposed were acceptable, were 
appropriate with proper accounting/business procedures and to 
prevent overlooking a fatal flaw. Meetings were held with the 
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following groups or individuals: 

Deputy State Controller 
Loring Short and Harmon 
State Audit Department Representative 
Hussey Hardware Company •• 
Division of Purchases Staff 

These meetings were successful, educating stakeholders to new and 
positive proposed methods, while providing feedback that is 
reflected in the final decisions reached by the PAT. 

SURVEY 
BY 

.,., 

RESPONSE 
AGENCY ... 

< < w < < < m ~ < < < < 
- ~ ~ ~ &O ,-.. ~~~Cl~-~ 

m U C W < < < < 
~~~~nco,-..a, 

~ = < < < < ~ ~ % ~ ~ 
m m en ,..., ~ n c ~ ~ ~ ~ 

-NNcocncncncncn Cl Cl Cl Cl Cl Cl Cl Cl Cl -

CHART 3 - BAR GRAPH OF RESPONSES TO SURVEY BY AGENCY 
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OP~NMARKET/CONTRACT 
PUR~E ORDER PROCESS 

·SURVEY ---~--,_.,......,..,_,. ... ,___.,.. ................. -............. _. ... ....... ................ ,.,__.,.. ............... .. .................... ---.-,,_..., 
....... ·-------.... ...... ,.........., .. ....... ......,. ........... ...... ............................................ ..................... .., ............... ......... .................. ~ .................. ,. ........ .,. ........ .... ....,.,, .............................. .... 
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E:.ta~=.=:-:~.z:r .... ., ... ~ ............... .... ......... - '• .......... ,.,_,,, .... ,_, ......... ' . ..., 
...... ., ..... Aw .. .. 
.........,...,11,_ 

• OPEN MAP.KET PURCHASE ORDER PRQCESS _____________ ..,, ... ___ _ 
--------=r-------- ---
• 

,.1 

" u 

f'lt-~•NstotmlntNKlofuc:hopentrlMl<tlp:,rchuaonlolr"'°""' ~"-+'-+--+--+--+------~,-+++-----+----i 
... Ntllhtlirnopef\Odspoa...,_ 1---".....------------+-i--+-+--------

.. .. .. 
. .................... 0-... ... ____ _ 

.,.,___......,..,__.,.... .. ...,.. ..... , ___________ _ 

, ........... _,.._._ ___ ,. 
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Survey responses were coded by PAT members and data compiled. 
Pareto Charts, using major categories of PEOPLE, PROCEDURES, 
MACHINES AND MATERIALS, were developed to focus PAT attention to 
appropriate areas of delay and frequent/repetitive occurrence. 
Charts 4 and 5 clearly identify • Procedures and People 
classifications of tasks.or steps as those that are the most time 
consuming and which occur most often. 
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To further focus attention to those steps, Pareto charts were 
.created which break.down Procedures and People into major subgroups 
or functions. 

CHART 6 

SUMMARY OF- ACTIVITY UNDER PROCEDURES 
SORTED BY SUBGROUP 
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Charts 6 and 7 validate the PAT's conclusions under the major 
category of Procedures: internal process, vendor issues and 
approval by accounting have significant affect on the process. 
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~his same approach, applied to the People category (Charts 8 and 
- 9), demonstrated that the purchase order, order fulfillment and 

payment also had major affects on the process. 
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The Team used this same method a third time to breakdown and 
further categorize the individual steps that most affected the 
process. To create a clear road map to concentrate team efforts, 
Charts 10 through 17 were developed for those areas with greatest 
delay and occurrences. Under PROCEDURES, internal process was 
charted. The individual steps related to vendors were considered 
external to the current system and are generally not affected by 
the OMPO process. The fqllowing issues surfaced: 

PROCEDURES 
Prioritize/Holding - This step was generally 
to hold:=:f~r available cash or allotment. 

Mail - This step represents the time delay to 
transfer documents from regional offices and 
between agency di visions·· when - a manual 
information transfer (hand carry or other 
method)is not used. 

Paperwork '-This step covers those 
miscellaneous tasks completed by agencies to 
·manage and organize the regular procurement 
made by staff. Examples include extra copies, 
data recording, extra filing, etc. 

Under PEOPLE,· order fulf illment·;c- payment and the purchase were 
charted. The following issues surfaced: 

PEOPLE 
Receipt from Vendor - This step represents the 
delay in delivery of accurate and correct 
vendor invoices. This is considered an 
external impact on the process and one that 
will not be affected by recommendations at 
this time. Supplier training could improve 
this area. 

Regional Forwarding - This step represents 
time lost by forwarding various forms and 
transactions from regional locations to 
central offices. 

Typed - This step is the time and delay caused 
directly by creating an open market purchase 
order form. 

Signatures - This step represents the delay 
associated only with the signature approval of 
the open market purchase order. 

OMPO This step represents unqualified 
actions related to the open market purchase 
order such as handwritten creation. 
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The Process Action Team believed from the beginning that the open 
market purchase order was not being used in the manner originally 
intended, as an order document that protects the buyer and seller. 
This is documented in Charts 18 through 22. These charts validate 
that over sixty percent (60%) of the time, open market purchase 
orders are completed after a product/service has been ordered or 
delivered. The pattern is consistent through orders of $500, over· 
$500 the number of ·orders issued after the fact drops 
significantly. • 

OPEN MARKET PURCHASE ORDER. 
CREATED BEFORE OR AFTER PURCHASE 

BASED ON 207 SURVEYS 

CHART 18 
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CHART 22 
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Another pie chart was created to evaluate the dollar value of 
orders and to determine where the majority of transactions 
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• 
occurred. It is apparent that orders of $250 or less accoqnt for 
seventy-five percent (75%) of the purchases. 

CONCLUSIONS 

The PAT analyzed the data and Pareto charts to determine the 
impacts of those significant steps on the OMPO process. It is 
evident that a purchase order document is not needed by an agency 
or vendor at lea.st sixty percent ( 60%) of the time. The Bureau of 
Accounts and Control, Division of Purchases and Audit Department 
were all contacted and presented a· question regarding the 
necessity of the form. 

The Bureau of Accounts and Contr·o1 generally does not need the 
form. current review merely determines if an order is present and 
accurately represents the attached invoice. Each OMPO document must 
be handled and microfilmed along with the invoice that usually has 
identical information imprinted by agency personnel. 

The Di vision of PUrchases reviews one copy of each open market 
order form. General procurement totals are calculated, contract 
purchases tracked and products/services reviewed to determine 
appropriateness and correct procedure. The current method is not 
foolproof since some forms are completed with "see attached 
invoice", but no invoice is attached. The staff at the Division of 
PUrchases could use a copy of the invoice to perform the present 
review. This staff related how the current review does not provide 
the type of information that used -to be available when staffing 
levels allowed actual loading· of data into ·a ·personal computer 
based system. All admit, given the current volume of transactions, 
it is not possible to return to that system. Additional data would 
provide information about procurement trends, agency needs, vendor 
performance and lead to reduced costs. 

The Department of Audit representative reviewed the existing 
procurement law in preparation for meeting with the PAT. It was 
agreed that a change made in the purchasing law some time ago, 
apparently removed the expressed authority to delegate purchasing 
authority to ordering agencies at any dollar level. A correction to 
this apparent oversight is being attempted during the current 
legislative session. 

Another issue raised by the Audit representative related to the 
control aspect of agency procurement if the open market purchase 
order was eliminated or made optional. Specifically, what would 
prevent a disgruntled or former employee from abusing the process 
by making procurements without proper authorization. Some method of 
control is needed, though the open market form does not have to be 
that mechanism. 

The vendors interviewed were interested in providing good service 
and support to their customers. The open market order is not always 



required, though having a reference number creates added 
safeguards. Often, customers are known to suppliers and direct 
order pickup is allowed. 

There are projected to be 86,240 open market purchases made in FY 
1994, based on 57780 purchases through February 28, 1994. The PAT 
determined that a reduction of transactions in some way would 
reduce the agency internal process time without necessarily 
changing the controls which rightfully vary based on agency size 
and mission. A credit cards system was considered that would obtain 
payment for vendors quickly, solving a problem regularly 
do9umented, reducing the number of transactions and ultimately the 
number of checks to be written. 

The Bureau of Accounts and control embraced this idea, and in fact 
has already drafted a set of procedures to be considered. The 
reduction in paperwork and time would allow staff to accomplish 
regular task in a more thorough and continued timely way. 

Staff from the Division of Purchases expressed concern that data 
would be lost and that abuse could occur if a credit card system 
was used. A report based on vendor or product would be needed to 
detail agency procurement to best recover data now tracked. Concern 
w~.~ raised that some, vendors might be put at a disadvantage if 
theyald not accept credit cards. • • 

The Audit representative believed that credit car~s would, at least 
in part, eliminate some of the lost control without an open market. 
The credit card·would serve as the agency authorization for an 
individual to make a procurement. Sufficient ·procedures and 
controls should be developed to assure accountability. 

The vendors interviewed embraced the idea of credit cards 
wholeheartedly. cash flow is a significant issue, and while there 
was no of complaint from these vendors, payments were generally 
received 40-45 days after date of invoicing. credit cards would 
allow quick electronic transfer of payments, helping small business 
maintain inventory and level of service. 

The duplication of work and redundancy of record keeping is evident 
under the INTERNAL PROCESS category. This is even more significant 
based on the efforts made by Division of Purchases staff to track 
procurement data from hard copy documents, despite the requirement 
that agency accounting staff load payment vouchers electronically 
on MFASIS. Delays related to cash/allotment issues result because 
the actual expenditure is not formerly logged or encumbered against 
available funds until time of payment. 

The original MFASIS plan included a purchasing component which 
would allow significant interaction at the agency level and the 
opportunity to reduce paperwork. Building this system with 
flexibility to allow agencies to capture open market purchases 
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early could prevent delays caused by insufficient allotment, while 
providing necessary data to Division of Purchases and agencies 
making purchases. 

The Bureau of Accounts and Control representative agreed that a 
purchasing system would enhance MFASIS and improve agency fund. 
management. This would . be a significant addition and must be 
carefully planned. 

Division of Purchases' staff and the representative of the 
Department of Audit believed this system would offer better 
information - and control. Contract purchases would be especially 
easy and effective. Other benefits such as elimination of the 
purchase requisition, less redundancy in document preparation and 
agency access to current status ·for all transactions are major 
advantages. 

The vendors supported this idea. Anything that assists agencies to 
complete tasks and accomplish payment in a timely way is a plus. 
Electronic data interchange is a possibility with Loring Short and 
Harmon on contract orders, and it would be especially effective 
with an automated purchasing system. • 



RECOMMENDATIONS 

The Open Market Purchase Order Process Action Team makes the 
following recommendations and projects the following benefits: 

'Eliminate current open Market Purchase Order Requirement 

- Create a two part replacement form to be 
used qptionally by agencies. This form could 
double as an internal requisition to further 
savings. Open market forms no longer needed to 
accomplish payment. 

- Establish procedures for use at agency level 
to assign a control num~er to each transaction 
for tracking and verification purposes. 

- Establish written instructions for vendors 
to prepare invoices, using agency control 
numbers, contract numbers where applicable, 
and ~o submit three copies of all invoices. 

- Pre-audit pulls one copy of each coded and 
approved invoice for payment for Division of 
Purchases review. 

Establish a Credit card system ~or Small Purchases 

- Pilot the use of credit cards for small 
purchases. 

Set limit per transaction of $250 per 
vendor, per day. 

- Credit card use optional at department heads 
discretion. 

- Work with State Controller to develop solid 
policy and procedures. 

Install an Automated Purchasing system with Agency Access 

Procure hardware for agency access at 
regional levels, providing geographic use with 
security. 

- System must be user friendly, have concise 
and clear reporting, and offer local printing 
of some information. 
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- Develop an implementation strategy that can 
be used over all procurement activities. 

Other Recommendations 

Review internal approvals to eliminate 
duplication on an agency by agency basis. 

- Provide instructional information/booklet 
and training to vendors. Communication! 



PROJECTED BENEFITS 

The OMPO Process Action Team projects the benefits of the 
recommended changes in both the process time saved and cost (actual 
costs plus staff time cost) . Total process time is calculated using 
only those steps that are impacted by the OPMO process. Vendor 
issues unrelated to the process, though tracked in the initial· 
survey, have been removed. 

The following pie chart demonstrates 
vendor issues versus the 

the external time related to 

internal process time of 
agency transaction 
processing. 

The PAT used the state 
process delay as the 
measure to compare against 
savings by each of the 
recommendations under 
consideration. The savings 
calculated for elimination 
·of the open market purchase 
order are derived directly 
from time pulled from 
surveys coded by the team. 

TIME DELAY 
VENDOR vs STATE PROCESSES 

llUlf PIGCl!U HUY 

CHART 24 - PIE CHART OF·TIME DELAY 
VENDOR VS STATE PROCESS 

TIME SAVINGS 
OPEN MARKET PURCHASE ORDER RECOMMENDATION 

STATE PROCESS DELAY 

OMPO TIME SAVINGS 

CHART 25 - PIE CHART OF TIME DELAY 
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The savings generated from the credit or "procurement" card were 
estimated from the savirigs under procedures which can be reduced 
overall by grouping transactions. No hard data is available to 
determine the volume of transactions per card, but this PAT 
believed that seventy-:tive percent (75%) of the current 
transactions would qualify based o·n the survey documentation and 
that it is reasonable to.conclude that sixty percent (60%) of those 
qualifying transactions will be grouped. The same rational was used 
to estimate that five transactions per card would be a minimum. It 
is entirely likely that the average will be much higher, but no 
other state has data at this point to compare. 

T I ME S·A V I NG S 
OMPO AND CREDIT CARD RECOMMENDATION 

au Tf PROCESS Dl!U T 
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CHART 26 - PIE CHART OF TIME SAVINGS 

Finally the PAT applied this methodology to the potential savings 
with an automated purchasing system. These savings are calculated 
from the remainder of the internal process time delay that is not 
improved by credit card use. 

TIME SAVINGS 
OMPO, CREDIT CARD & PURCHASING SYSTEM 
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There are significant cost savings as well. It should be noted 
before any discussion of dollars saved, that the calculations made 
are based on cumulative time spent by employees throughout state 
government at all levels and time saved, though reduced to a value 
for this report, can not be associated to one position. Rather, 
time saved should be used. to provide better quality work on those 
tasks where real value can be added. 

Eliminate current Open Market 
, l 

Old Form Cost Savings 
Typing Savings (5min per) 
Approval Savings (5min per) 
Admin. Work Savings (5min) 
Microfilm Savings 
New Form Savings (.13vs.23) 

Projected Savings 

credit card system 

Transactions combined 5 per 
invoice 
Agency Internal-Process 

Projected savings 

Purchase Order . ' t ~ 

51744 X .23= $11901 
51744 X .82= $42430 
51744 X 1.07= $55366 
51744 X .82= $42430 
86240 X .03= $ 2586 
34496 X- .10= $ 3449 

-------
$158162 

41396 X 1.57= $ 64991 
~1396 X .82= $ 33944 

98935 

TOTAL PROJECTED SAVINGS $ 257097 

a "t "'; 
~ ... ~ ., 

r ·-, ·: . • 

Note: $1. 57 is the cost per check through the nQ.!1llal payment 
process. $.82 represents a minimal savings of 5 minutes per 
transaction for agency processing of individual orders. 
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IMPLEMENTATION STRATEGY 

The OMPO Process Action Team considers a staggered implementation 
as an effective approach. The elimination of the existing purchase 
order form, its optional smaller replacement and other associated 
changes can occur within•Jo days. This can be done by a cooperative 
procedural change between the Division of Purchases and the Bureau 
of Accounts and Control. 

A credit card pilot can be established and implemented by July 1, 
1994, to be reviewed and adjusted for full implementation by 
October 1, 1994. A pilot can be instituted with the Bureau of 
Accounts and Control's input on procedural and accounting issues. 

The development of an automated purchasing system will take several 
months. This should be done and completed for implementation on 
July 1, 1995. This recommendation is the only one with significant 
cost over a short period of time. Rough estimates place the cost at 
or above $500,000. This should be accomplished with the Division of 
Data Processing through rate stabilization funds. 

The OMPO Process Action Team respectfully requests approval to 
continue meeting on a less frequent basis, but as needed to assist 
with implementation and to survey the results of these 
recommendations. The Team offers to assist with implementation as 
necessary. Meetings would be scheduled approximately 90 days after 
any implemented recommendation to survey success rate. The 
"process" is forever, or at least a very long time. This PAT is 
willing to follow it through. 
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OPEN MARKET PURCHASE ORDER -- CONTRACT RELEASE 
PROCESS ACTION TEAM 

GROUP PROCESS 

In July of 1993 the Maine Quality Management Council created this 
pilot team on the Total Q~ality Management concept. 

Appointed 'to the team ar_e: 

Nat Berry 
Jay Carlson 
job change to: 
Ted Collins 
Phil Henry 
Brenda Kaler 
Larry Larson 
Kathy Latulippe 
Karen Michaud 
Richard Thompson 

Brian Warren 

Inland Fisheries & Wildlife, Gray 
Maine State Prison, originally, 
Div. of Purchases, Central Warehouse 
Dept. of Human Services 
Dept. of Transportation 
Div. of Purchases, representing Labor 
BMHI 
Dept. of Environmental Protection 
Dept. of Conservation 
Div. of Purchases 

Facilitator, State Consultant 

·The first day of training was the first time the group me~. We 
attended four (4) days of TQM training along with the other pilot 
team that are dealing 1 with getting employees back to work from 
Workers' Compensation.' • 

The four days of training conducted, the end of July and the month 
of August, by Brian Warren were very intense in the concepts of the 
TQM gurus. It was the first time many of us had been exposed to 
these concepts that included Group Development and the Tools needed 
to complete the task at hand. 

our task or charter listed our mission as follows: 

"The Open Market/Contract Release Process Action Team (PAT) will 
provide recommendations and an implementation strategy that will 
result in improvements in the procurement process for affected 
agencies and employees, and thereby achive a maximum reduction in 
time and a maximum reduction in cost by June 30, 1994. The 
procurement process is a cause of concern as demands on customer 
service and response requirements continue to increase. Agency 
managers often feel the process is arduous and does not provide 
adequate flexibility to meet established goal." 

With this in mind our team developed what we perceived as accurate 
flow chart for the OMPO process. We went to our departments, in 
September, and asked purchasing staff to fill out flow charts on 
how they did their jobs. At this point we found that some 
departments did not have an internal requisition process while 
others had them and some were quite elaborate. Just within the 
departments represented we found that the OMPO's are often created 
after the fact and that there were a lot of delays. 



We then recognized the need to have a cause•& effect format to 
determine what factors (cause) delayed the time it takes to process 
the OMPO (effect). We had a Brainstorm session that resulted in 
our Fishbone affectionately referred to as MOBY DICK. 

our next step was to re-acquaint ourselves with Tool Development. 
We developed a survey that included all departments. Once our 
survey was printed we broke the departments up between the members 
and took our survey to them. It has taken several months to 
receive the completed surveys. Although we did not receive all of 
the surveys back we did receive enough to process into data for 
report development. We gave numbers • to each cause from the 
Fishbone, identified each function from the individual surveys and 
entered the information into a data base software package. 

From this information we developed charts. From these charts we 
deve1oped our recommendations. 

During the process of developing our recommendations we invited 
some experts to come to a meeting. Guest invited were Victor 
Fleury from Accounts & Control; Carol Lehto, Audit and the buyers 
in the Division of Purchases that delt with OMPO's and Contract 
Release~s. A couple of times durring the entire process we invited 
Sawin Millett, Commissioner and Dale Doughty, Deputy Commissioner 
for the Department of Administrative and Financial Services to our 
meetings. Sawin is this teams champion at the Maine Quality 
Management •Council ... and felt he ·should informed as to our intentions 
prior to bringing -them to the Council. We explained what we had 
for recommendations to the above groups and asked for them to 
comment. 

over the past several months we discussed the inclusion of vendors. 
We wanted to mare sure that any recommendations we planned would 
not be a conflict for our out side customers (vendors). We are 
unable to survey all vendors so we chose a large and small vendor. 
A representative from Loring Short & Harmon (Nancy Conley) and 
Hussey Hardware (Rob Hussey) were brought in. We explained what 
our purpose is, what we have completed, and what our 
recommendations are. We invited them to comment on what they 
heard. 

At the beginning of each meeting we would bring members up to date 
on how things were going, new developments, extra training within 
our individual departments, and what may be going on within our own 
department TQM process. We closed each meeting with Group 
Development. consensus between members on issues worked on in that 
meeting were very important. 

Phil Henry was able to take a course on Tool Development from 
Pennsylvania through his department. This extra skill was very 
helpful. Phil also had our binders' silk screened with the TQM 
logo and the name of the PAT team on them. 

Larry Larson found the Statistcal Process control Software that we 



are using. 

Kathy Latulippe is the groups scribe. She was able to bring a 
Laptop Computer to most meetings to keep minutes and develop our 
agendas. 

Dick Thompson, Barbara Kimball, Dept. of Conservation and Terry 
DeMerchant, Purchased ~orked at entering the data into the 
software. 

Central Printing was helpful in getting our Surveys and other 
printing completed as quickly as possible. 

Last but not least, all the team members contributed a great deal 
of time (on and off state time), .enthusiasm and energy into ·this 
process. Without this strong Group Development this process would 
have taken a great deal of more time and energy. Their dedication 
to this process has made it possible to submit our recommendations 
to the Maine Quality Management Council within six (6) months from 
starting the process. 

Respectfully submitted, 

Purchasing Process Action Team 



Brenda Kaler 
Div. of Purchases 

When I was first approached by M.S.E.A. to represent Labor on this 
P.A.T., I was questioning & skeptical about what I thought I knew 
about TQM & P.A.T's. 

Through the training process and because of the members of this 
P.A.T., I very quickly changed my overall opinion and views to 
positive ones. Being a part of this P.A.T. has been a very 
rewarding experience. Not only did we accomplish what our charge 
was, but we did it in a setting of mutual respect and on my part to 
the other members, admiration. 

The results of what I saw in our· P.A.T. and through our tools & 
data were two-fold: 1. All classes of employees can work 
effectively together, have valuable ideas and should be utilized. 
2. The data collected validated some of what we thought, a lot of 
what we knew and some that was a surprise to me. 

If all P.A.T.'s could obtain the cohesiveness that I felt in our 
.team, the State would be in a "win-win" setting. 

Ted Collins 
Dept. of Human Services 

It was my privilege to serve on the Process Action Team. I enjoyed 
the training with Brian Warren and the PAT team. It was a learning 
experience for me and pleasure to work with each one. I think our 
group connected from the very beginning. I was comfortable as I 
believe each one was at the level of participation. It is an 
interesting process and I feel we worked well together. I 
appreciate the progress we have made and believe it will be good 
for all of State government. I look forward to continuing the 
process and the benefits that will come to the State of Maine. 



Jay Carlson 
Central Warehouse & 

surplus Property Div. 

Nine state employees were· brought .together to serve on a Process 
Action Team to deal with the Open Market process. All were willing 
volunteers from _different areas of the state that had a working 
knowledge of the open market process. 

We went through a thorough training process where we learned how to 
use the tools to complete our charge. We had a facilitator to help 
us after training. We have become a close interwoven team and work 
with an open mind. Everyone on the team feels free to participate 
at the level they are comfortable.· Together we are finding ways to 
work smarter and save money. We have learned to turn to our fellow 
workers and not on them. 

We developed, tested and sent out a survey to poll the actual 
workers on the Open Market purchase procedure. After a long effort 
by all we have put together the results and can make 
recommendations. 

I feel this process builds pride, raises enthusiasm and shows that 
employees can make a difference. 

Be willing to change and be part of an ongoing project that will 
not stop with our recommendations. Together we can build a 
framework to improve services to all in the State. 

Karen Michaud 
Dept. of Conservation 

I have appreciated the opportunity to be a part of a new and 
innovative way of doing business within state Government. The new 
skills acquired will enable me to be a better team play and problem 
solver within my own agency. Hopefully, the recommendations of the 
Open Market Purchase Process Action Team will enable all state 
employees to do their jobs more effectively and efficiently. As a 
result, the image of state Government with its customers throughout 
the State will be greatly improved. 



Larry Larson 
B.M.H.I. 
Mental Health/Mental Retardation 

First, it was an honor to be considered for this task, and secondly 
it has been a privilege and a joy·to serve with the professional· 
and competent me~ers o~ this team. 

When I found out what this team was going to be chartered to do, I 
wanted to be part of the recommendations. I felt if I didn't take 
an active role, I wouldn't have room to complain about the outcome. 

T.Q.M. concepts were vital for the problem solving this P.A.T. was 
charged to do. The data we collected did two things: 

1. It verified problems we thought were there, yet other things 
we thought caused delays never surfaced. 

2. It got the entire state involved in a process. People are 
aware a change is in the works. They've been asked for input 
and the change won't be something unexpected. 

state and agency councils.should be aware that their expectations 
of time lines and results are going to vary depending on the topic 
and the member make-up of the P.A.T. 

Although I have not yet seen true T.Q.M. practiced within my work 
area, I have seen.a change in some supervisory styles. They are 
asking a greater variety of people for decision making input. 

Kathy Latulippe 
Dept. of Environmental 

Protection 

The training and usage of the Total Quality Management process has 
been very enlightening. The teachings have brought the old rules 
of being polite, courteous, and helpful into the modern world. 
When Total Quality Management is being implemented properly, 
everyone comes out a winner. People in authority become better 
listeners and more flexible. People at the lower levels of the 
organization feel more confident in their abilities and opinions. 
customers feel that their needs are being attended to. It is a 
Win--Win situation. 



Philip Henry. 
Dept. of Transportation 

To enable a process action team to function as a unit many things 
must be present. a) A desire by each member to make the issue 
under study better b) An understanding of each person in your 
group, how they feel and- why c) An ability to not overlook even 
small problems but to resolve all in an arena of understanding and 
trust. d) To except that some of your ideas may cause problems 
for others and are able to incorporate the needs of many into the 
process. e) Trust in the group process and in yourself as a 
member of this group f) All ideas are to be heard and discussed 
in an atmosphere of improvement of the process. These are only a 
few of the things each P.A.T. must have in my estimation to enable 
it to work as a group thus providing the state with an even better 
service to the people of Maine and/or its employees. 

This group of wonderful people on the Open Market process action 
team had all the qualities mentioned above. With the training 
given by Brian's group it enabled us to provide the recommendations 
put forth by us in what I consider as a timely manner. 

If all P.A.T's have the desire and chemistry that -this P.A.T. has, 
TQM will be well and functioning in this State. 

Lieutenant Nathaniel L. Berry IV 
Maine Warden Service 
Inland Fisheries & Wildlife 

A process action team was created by the Maine Quality council to 
look into the open market purchase order process. The team 
consisted of nine state employees from various state agencies. 

The nine of us received four days of intensive training in TQM. 
The team formed together very well during our training, and 
eventually formed into a well organized team to take on the task of 
reviewing, researching and recommending solutions to a vastly 
varied system of processing purchase orders within state 
government. 

For myself it meant a fair amount of traveling from southern Maine 
to Augusta to attend the weekly meetings. A total of 2200 miles to 
attend all meetings to date, coming to a total of approximately 
$484.00. 

on at least four occasions work had to be completed on off duty 



time such as weekends, vacation, and Shutd()wn days. on many 
occasions days off had to be rescheduled to make meetings. 

The months of January and February have been difficult for me to 
attend because of a very busy conflicting schedule pertaining to my 
regular job in state government. 

Dick Thompson 
Div. of Purchases 

It has been quite a task we were assigned to accomplish. No one 
knew the effort it would take, nor the commitment everyone 
developed during the time we have worked together. 

The TQM process developed by the council is sound. The availability 
of trainers and facilitators to assist teams more frequently is 
needed to provide focus early on. our facilitator was excellent but 
had many duties elsewhere. I believe we handled it well, just the 

.same. 

The time investment is significant! This process can not work for 
every decision that needs to be made. Rather, it should be used on 
defined (or semi-defined) processes where an improvement, worth the 
investment, might occur .. our team spent many .hours on the OMPO 
project. The value is evident by the projected savings. The right 
process selection can be equally successful. caution in that 
selection is warranted, particularly in avoiding systems which 
become so broad that a team is likely to falter and perhaps lose 
interest or prospective. 

I want to thank my team members, whose dedication and efforts 
created the first Maine PAT report. Special thanks to Terry 
Demerchant of Purchases, Barbara Kimball of Conservation, the DOT 
staff who developed Moby Dick and our notebooks, and the Central 
Printing staff for their hard work for the good of this project. 
Thanks also to those agency representatives, Rob Hussey of Hussey 
Hardware of Augusta and Nancy Conley of Loring Short and Harmon who 
helped validate our process. 

Good luck to those who follow! 
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I. PURPOSE 

The Environmental Permit Reviews Process Action Team (PAT) was chartered 
by the Maine Quality Management Council (MQMC) during the fall, 1993. The 
purpose of the PAT is described in its Mission Statement and Team Authority as 
stated below: • 

MISSION STATEMENT 

The Environmental Permit Reviews Process Action Team (PAT) will assess the 
Site Location permitting process, focusing on the process of State agencies and 
bureaus submitting review comments. The Team will catalog the progress made 
to date and recommend further improvements in the time it takes to issue Site 
Location of Development permitting decisions. The Process Action Team, 
working with an advisory group, would identify additional steps that are in the 
public interest to further improve the process. A report to the Quality Council 
shall be due on February 1 , 1994. 

TEAM AUTHORITY 

The team is authorized to work with an advisory group of outside interested 
parties, and to gather needed information from all available sources. It is 
enpowered to meet as often as necessary to complete its task. The team may 
conduct surveys, interviews, sampling and implementation under the guidance of 
the Maine Quality Management Council. 

On February 8, 1994, the MQMC was briefed on the status of the PAT's work. 
The PAT recommended that an outside advisory group not be convened to 
assist in the process. It was also reported that of the eight original members, 
only four had made the commitment to participate. It was recommended to the 
MQMC that an additional DEP staff person be added to the PAT. The MQMC 
agreed with both of the recommendations. 

Although not expressly stated in the mission statement, the group elected to also 
include assessment of internal technical reviews of Site Location applications 
undertaken within the DEP's Bureau of Land and Water Quality. 

11. SUMMARY OF DATA AND ANALYSIS 

A. Background 

Many large development projects in the State of Maine are subject to the 
licensing provisions of the Site Location of Development Law, 38 M.R.S.A. 



Section 481 et seq. (Site Law). The Site Law is administered by the 
Division of Land Resource Regulation, Bureau of Land and Water Quality, 
Dept. of Environmental Protection. Applicants seeking approval for 
proposed development projects under the law must demonstrate 
compliance with the environmental standards contained in the law. 
Specifically, an applicant must provide evidence that the project will not 
have an unreasonable adverse irripact on traffic movement, the natural 
environment, soil types and erosion, groundwater, infrastructure and 
flooding. 

The Department utilizes both Department and other state agency staff to 
review the information submitted by an applicant. These reviews may be 
characterized as either: 1) site-oriented, e.g. the presence of significant 
wildlife habitat; or 2) analytical, e.g. review of design plans for stormwater 
detention. Site-oriented reviews are generally straightforward and issues 
are resolved through a review of existing maps or a site visit. Analytical 
reviews are generally more involved and frequently require subsequent 
discussions and submittals. 

B. PROBLEM IDENTIFICATION 

In defining the limits of this analysis, those agencies which provide site 
oriented. reviews, mostly the Department of Inland Fisheries and Wildlife 
(IF&W) were contrasted with those who provided analytical reviews, 
specifically Bureau of Land and Water Quality (BLWQ) technical staff and 
Department of Transportation (DOT) staff. The PAT examined the 
individual review process of the different agencies, the type of review 
done by each and the factors affecting these processes. The Site Law 
application review process flow diagram (Fig. 1) shows the steps an 
application follows within the DEP. Although not readily apparent, the 
review step is the greatest consumer of time in the process. Process flow 
diagrams for individual agency reviews are shown on Fig. 1-A (IF&W), 
Fig. 1-8 (DOT) and Fig. 1-C (BLWQ). Other agencies and bureaus are 
sometimes called upon to provide reviews, but these are either infrequent 
or represent only minor issues. Therefore, the PAT did not include these 
in its assessment, but rather focused its efforts on the regular review 
agencies. 

C. Factors Affecting Process Times 

The PAT identified the factors affecting agency review times. These were 
catagorized as: information, process, staff, communications and 
computerization. These factors are detailed on the cause and effect 
diagram (Fig. 2). 
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In analyzing these factors, those which significantly impact the review 
process were highlighted. A factor's significance was determined in two 
ways. First, DEP staff compiled current and historical data on applications 
which identified delay factors. Secondly, the PAT members as a group 
identified these factors based upon their professional experience. The 
significant factors as.agreed to by the PAT are: 

-inadequate applications 
-failure of an applicant to identify significant environmental issues 
prior to filing an application 
-applicant/consultant delay in responding to agency comments 
-agency workload 

In the past, other factors· have significantly impacted the review process. 
These factors will be discussed in the subsequent discussion on actions 
taken to reduce process times. 

Licensing data for new Site Law applications were compiled for 1993, the 
most current yearly data. A total of 41 new full Site Law applications were 
processed. An analysis of the data for the significant issues identified 
above is shown on Fig. 3. 

FIG. 3 FACTORS AFFECTING NEW SITE LOCATION OF DEVELOPMENT APPLICATION 
PROCESS DELAYS BY PERCENTAGE OF NEW APPLICATIONS PROCESSED IN 1993 
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As a percentage of the total of all new applications received, the numbers 
are as follows: 

cause of delay 

application deficiency 

agency review* 

% of total 

40 

25 

applicant/consultant delay 1 O 
in responding to agency 
comment (typically 30 days) 

non-identification of 1 O 
significant issue by 
applicant 

*delays in agency reviews are those which exceed existing Memorandum of 
Agreements (MOA) between DEP and state agency reviewers 

Of these four significant factors, three - inadequate applications, 
applicant/consultant delay in responding to agency comment and non
identification of significant issue by applicant - are primarily influenced by 
the actions of an applicant and/or their consultants. They can be affected 
to varying degrees by Department actions. Delay in agency review is 
clearly under the control of the respective agency. 

Ill. ACTIONS TAKEN TO DATE TO REDUCE PROCESS TIMES 

A. Methodology/Data 

The PAT compiled data on new Site Law applications from 1989 and 
1993. 

The 1989 data represents the later stages of the development boom of 
the 1980's; the 1993 data reflects the current development situation. The 
table below provides numerical data for each of those years. 



1989 
1993 

Applications Actions 
Received Taken 

418 
374 

401 
381 

# of Project 
Managers 

9 
7 

Action Taken Aver. Processing a. 
# of Managers Times (monthly) 

44.5 12.3 
54.5 4.5 b. 

a. These processing times are for new Site projects and do not include amendments, modifications, 
etc. 

b. The average processing time for all projects including those projects put on hold at the request of an 
applicant was 5 months. 

Although the number of applications received decreased by approximately 
10% over the period, the number of project managers decreased by 22%. 
Overall efficiency, as measured by number of actions taken per project 
manager, increased by approximately 18% from 44.5 actions per 
manager in 1989 to 54.5 in 1993. Of greatest significance, however, is 
the drop in processing times: from 12.3 months in 1989 to 4.5 months in 
1993, a drop of 63%. 

B. FACTORS CONTRIBUTING TO THE REDUCTION IN PROCESS TIMES 

In analyzing the data, those factors influencing process times identified in 
Section 2.C were considered as well as the use of pre-application 
meetings and application acceptability. Figure 4 shows the comparable 
data for 1989 and 1993 for each identified factor. 
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The PAT has reviewed the data and finds the following for each of the 
listed factor: 

Pre-application meetings 

Pre-application meetings (factor #3) were first widely used by 
Department staff in 1989. 

These meetings are held between project managers, technical staff 
and whenever possible, agency review staff, and applicants and 
their consultants prior to commitment to a particular design by an 
applicant in order to discuss particular environmental issues 
associated with the project and identify appropriate levels of 
information to be provided in an application. In most instances, 
issues resolved at a pre-application meeting have a direct impact 
on the length of the application process. Pre-application meetings 
were encouraged in 1989 but were not mandatory. The utility of 
these meetings were readily apparent to the development 
community and their use has increased from approximately 40% in 
1989 to 100% in 1993. The Department's application processing 
regulations were amended in 1994 to require pre-application 
meetings for all new site applications. 



Application AcceptabilJty 

Applications found to be unacceptable for processing {factor #5) 
are returned to the applicant. In 1989, slightly more than 30% of all 
new Site applications were returned as unacceptable; only 5% 
were in 1993:. The primary reasons for the reduction are the new 
pre-application meetings and a new application form developed in 
1992. 

Application Adequacy 

The greatest single factor affecting application process times both 
in 1989 and 1993 is the adequacy of the information provided in 
the application by the applicant (factor #1 ). Approximately 75% of 
the applications submitted in 1989 were determined to contain 
inadequate information. In 1993, that number had been reduced to 
half that amount. Pre-application meetings and the new application 
can be credited with that improvement. 

Applicant Delay in Response to Agency Comment 

Applicant, or more accurately, consultant, delay in responding to 
agency review comments (factor #2) has historically been a 
significant impediment to application processing. In the late 1980's 
it would not have been uncommon to have delays of six months or 
more. Beginning in 1991 , project managers were instructed to 
restrict the time for consultant response to generally 30 days. Only 
limited circumstances for exceeding these timelines are 
considered. In 1989, applicant/consultant delays (in excess of 30 
days) was greater than 60%. In 1993, only 10% of new projects 
exceed that timeline. 

Review Agency Delay 

Deadlines for submission of agency review comments are 
established in Memoranda of Agreement between the DEP and 
other state agencies as follows: 

Agency 

IF&W 
DOT 
BLWQ tech staff 

Review Deadline* 

20 working days 
50 calendar days 
50 calendar days 

* from date of receipt by agency 

Date MOA Established 

1990 
1992 
1992 



In analyzing the data, the PAT used these current MOA deadlines 
in determining whether agency review delay was considered a 
factor. 

Approximately 35% of reviews exceeded those timelines in 1989 
versus approximately 25°/4 in 1993. Agency delay can be attributed 
to two basic factors - adequacy of the information submitted 
(including identification of significant issues, factor #6) and agency 
workload. Agency workload is in turn affected by the other factors. 
Pre-application meetings take time away from actual project 
review, although the time is assumed to be made up for (and more) 
during the subsequent review. Inadequate information requires 
additional information to be submitted and additional agency 
review. Other than consideration of these factors, agency 
workload is difficult to analyze. It is generally assumed that staff 
are working at acceptable levels. Assuming that, the 1993 number 
suggests that without change, e.g. hiring of additional staff, then 
the approximate level of agency review will remain stable. 

Other Considerations 

Timelines for processing new Site applications have been required 
by legislation since 1992(Title 38 M.R.S.A. Section 344-8). These 
timelines are established by the Commissioner of the DEP with an 
advisory committee, annually. In 1992, the processing timeline 
was set at 270 days. In 1994, the timeline was set at 185 days. 
Failure to meet these deadlines results in a refund of a portion of 
an applicants processing fees. In general, these timelines have not 
been a driving factor in the overall time it takes to get a permit. 
They more accurately reflect DEP's on-going efforts to reduce 
process times. 

Beginning in 1988, the Department has negotiated MOA's with 
many of the Soil and Water Conservation Districts (SWCD's) in the 
State. Under the terms of the MOA's an applica·nt for a Site Law 
permit may enter into agreements directly with the appropriate 
SWCD for the review of erosion and sedimentation control plans 
and stormwater management plans. The SWCD will verify that an 
applicant's plans meet DEP criteria and standards. DEP will use 
the SWCD's verification in the DEP approval of these plans. DEP 
currently has MOA's with the following SWCD's: York County, 
Cumberland County, Androscoggin County, Oxford County, 
Kennebec County, Waldo County, and Hancock County. Use of 
this option requires the applicant to pay for the services of the 



SWCD. However, these reviews are invariably quicker. Most 
applicants benefit as permits can be issued more quickly. 

The DEP began a major effort in 1989 to computerize the 
preparation of orders. Staff were given access to computers to 
prepare draft orders and to track orders. This reduced the need for 
clerical support and over time has made a significant difference in 
the amount of time involved in the actual preparation of a final 
order. In 1993, all project managers have direct access to a 
computer and are responsible for all phases of order preparation. 

IV. CONCLUSIONS 

Overall, the PAT has found that the DEP has made considerable progress in 
reducing Site Location of Development application process times. The DEP has 
taken aggressive measures to improve the quality of applications through pre
application meetings and an improved application, and to reduce the amount of 
time involved to respond to comments, both internally and externally, through 
strict adherence to timelines and increased communications. Over the period 
1989-1993, applications processing times have been reduced by 63%, from 12.3 
months to 4.5 months. 

The PAT did not identify any significant inefficiencies with the current review 
process at IF&W. The current MOA between the DEP and IF&W stipulates a 
review deadline of 20 working days which is significantly shorter than either of 
the timelines established by the existing MOA's between DOT or BLWQ. Any 
further efficiencies would be moot unless significant improvements were possible 
with the other review agencies. Should that become possible then the PAT 
would encourage the availability of electronic mail among state agencies as a 
means of expediting the transmission of review comments. The PAT did not 
identify significant inefficiencies within BLWQ reviews. Improved processes, e.g. 
pre-application, new applications, plus the ability of an applicant to avail 
themselves of the technical review expertise of most local Soil and Water 
Conservation District engineers, have all combined to significantly reduce review 
times. The PAT did identify some inefficiencies within the DOT review process 
which it felt should be addressed. As shown on the process flow diagram for 
DOT reviews (Fig. 1-8), that process is fragmented to the extent that a complete 
analysis is not possible if initial assumptions are determined to be invalid. The 
potential exists that a more comprehensive initial review may be more productive 
and ultimately less time consuming. The PAT suggests that a more focused 
group be charged with this task. 

The PAT has identified a number of areas where continued improvements are 
possible. Most involve on-going efforts and these should be encouraged. New 
initiatives, primarily staffing issues, must be considered in light of potential 



funding. In general, processing times along the order of 2-3 months can be 
anticipated. Further reductions in processing times would most likely require a 
fundamental restructuring of the state system of land use laws. 

VI. RECOMMENDATIONS 

The PAT has two basic recommendations to reduce Site Law application 
process times. Although·distinct they are not without some degree of 
interconnectedness. They are: 

A. Application Adequacy 

The single greatest factor influencing the amount of time it takes to 
process a Site Law application involves the adequacy of the application. 
Improving the quality of applications will directly reduce the agency review 
times and eliminate the need for subsequent reviews and reduce the 
review agency workload. The Department chartered a process action 
team in 1993 to address the issue of application quality Department wide. 
The Quality of Applications Received Process Action Team is charged to 
"Improve the quality of permit applications and work plans received." This 
PAT is currently entering the data collection phase. The Environmental 
Permit Reviews PAT recommends: 

THE QUALITY OF APPLICATIONS RECEIVED PROCESS ACTION 
TEAM WITHIN THE DEP SHOULD BE MONITORED AND ITS FINAL 
RECOMMENDATIONS CONSIDERED AS THEY MAY APPLY 
SPECIFICALL V TO SITE LAW APPLICATION REVIEW. 

8. State Agency Review 

The next significant factor influencing processing delays involves agency 
reviews. Although current efficiencies are assumed to be at or near 
optimal, the PAT recommends: 

AUTHORIZATION AND HIRING OF ADDITIONAL TECHNICAL STAFF 
AS OUTLINED 

GEOLOGIST I· DEP 
ENVIRONMENTAL ENGINEER I- DEP 
TRAFFIC ENGINEER - DOT 

A TRAFFIC FOCUS GROUP RECENTLY COMPLETED ITS REVIEW OF 
THE DEPARTMENT'S PROPOSED REVISIONS TO ITS TRAFFIC 
REGULATIONS. THE GROUP WAS MADE UP OF DEP AND DOT 



ljmpat 

STAFF, PRIVATE CONSULTANTS AND A REGIONAL 
TRANSPORTATION PLANNER. THE GROUP SHOULD BE 
RECONVENED TO FOCUS ON ANAL VZING AND RECOMMENDING 
IMPROVEMENTS TO THE EXISTING REVIEW PROCESS WITHIN DOT. 
RESPONSIBILITY FOR OVERSEEING THIS PROCESS SHOULD BE 
THE RESPONSIBILITY OF DOT. 

The PAT recommends that the traffic focus group be reconvened. The 
PAT recommends that the decision to authorize and hire additional 
technical staff should be delayed until such time as the recommendations 
of the Quality of Applications Received Process Action Team within the 
DEP have been implemented and evaluated. It is anticipated that the 
effective implementation of that PAT's recommendations may sufficiently 
reduce technical reviews/involvement to negate the need for additional 
staff. 



. INDOOR AIR QUALITY 
PROCESS ACTION TEAM (PAT) 

CHARTER 

MISSION STATEMENT 

The AMHI Campus Indoor Air Quality Process Action 
Team (PAT) will develop reconnnendations and an 
implementation strategy that will result in ongoing 
improvements in the overall indoor air quality in 
state buildings on the AMHI campus. The intent is to 
include recormnendations that can be carried forward to 
other state facilities. Indoor air quality is a major 

.concern for a variety of reasons, among which are 
·employee and patient well-being, deferred maintenance, 
and outdated work place policies and practices. 
Problems associated with indoor air quality have been 
great and may result in personal injury and 
interruption to state services. 

TEAM AUTHORITY 

The team is authorized to gather necessary data 
from all available sources. You are empowered to meet 
as often as necessary, but no less than two hours 
weekly, to complete your task. The team may conduct 
surveys, interviews, sampling and implementation under 
the guidance of the Maine Quality Management Council. 



INDOOR AIR QUALITY 
PROCESS ACTION TEAM (PAT) 

CHARTER 

SIGNATURES OF THE MEMBERS OF THE 
MAINE QUALITY MANAGEMENT COUNCIL 

Jr. 
Chair, i y =.u~~~ ent Council 



INDOOR AIR QUALITY 
PROCESS ACTION TEAM {PAT) 

RECOMMENDED :MEMBERS 

Deanna Boynton 
Breena Plummer 
Debbie Philips 
Dick Davis 

Dick Besson 
Gene Kaler 
Steve Wintle 

Charlene Gamage 
Jim Keil 
Beverly Daggett 

Bureau of Employment & Training Programs 
Department of Environmental Protection 
Department of Conservation 
Bureau of General Services Property 
Management 
AMHI Property Staff 
Bureau of General Services 
Consultant to the Bureau of General 
Services 
Department of Agriculture 
Director, Bureau of General Services 
Representative, Legislature 

*Tobe coordinated with Representative Gwadosky 



ORIGINAL CHARTER 

INDOOR AIR QUALITY 
PROCESS ACTION TEAM (PAT) 

CHARTER 

• MISSION STATE:MENT 

The AMHI Campus Indoor Air Quality Process Action Team (PAT) 
will develop recommendations and an implementation strategy that will 
result in ongoing improvements in the overall indoor air quality in 
state buildings on the AMHI campus within existing resources. The 
intent is to carry these recommendations forward to other state 
facilities. Indoor air quality has become a major concern in buildings 
across the country for a variety of reasons, among which are employee 
well-being, deferred maintenance, and outdated work place policies and 
practices. Problems associated with indoor air quality have been great 
and may result in personal injury and interruption to state services. 

TEAM AUTHORITY 

The team is authorized to gather necessary data from all available 
sources. It is empowered to meet as often as necessary, but no less 
than two hours weekly, to complete its task. The team may conduct 
surveys, interviews, sampling and implementation under the guidance 
of the Maine Quality Management Council. 

The first significant task undertaken by the team after training was to develop a flow chart 
on the current process for handling air quality complaints in state government. However, 
this turned out to be much more difficult than anticipated because there really were 
several processes within state government to deal with the issue. 



This discovery also led the team to approach the Maine Quality Management Council to 
ask for some changes in its charter, in order to clarify its mission. 

REVISED CHARTER 

.INDOOR AIR QUALITY 
PROCESS ACTION TEAM (PAT) 

CHARTER 

STATEMENT OF FACT 

Indoor air quality and associated environmental factors is a major 
concern. Reports of unacceptable air quality have resulted in personal 
injury complaints and interruption of state service. 

MISSION STATE:MENT 

The AMHI Campus Indoor Air Quality Process Action T earn (PAT) 
will develop recommendations and an implementation strategy that will 
result in ongoing improvements in the overall indoor air quality and 
those environmental factors that contribute to air quality in state 
buildings, using the A1vfHI complex as a model. 

TEAM AUTHORITY 

The team is authorized to gather necessary data from all available 
sources. It is empowered to meet as often as necessary, but no less 
than two hours weekly, to complete its task. The team may conduct 
surveys, interviews, and samples under the guidance of the Maine 
Quality Management Council. 



AMHI INDOOR AIR QUALITY INTERIM TEAM REPORT 

Indoor air quality has been an issue regarding state offices for a number of years. Certain 
buildings have been more trouplesome than others in terms of health complaints and 
sometimes mysterious symptoms. 

Nationally, facility managers· in both the public and private sector were forced to use 
disjointed statistics, theoretical assumptions, incomplete information, and emotional 
arguments to try to make decisions, because that was the only data available. As a result, 
they were often led to incorrect or premature conclusions, in trying to determine why 
there was a general deterioration of air quality in so many buildings. 

In May of 1992, Maine State Government faced a crisis situation in one particular office 
building which housed a number of employees. The same lack of scientifically proven 
information was lacking. A decision was made to evacuate the building, and to contract 
for alternative facilities. 

Recognizing the need to improve the process by which this decision was reached, the 
Maine Quality Management Council in November of 1993, created the INDOOR AIR 
QUALITY PROCESS ACTION TEAM, and charged it with "developing recommenda
tions and an implementation strategy that will result in ongoing improvements in the 
overall indoor air quality and those environmental factors that contribute to air quality in 
state buildings, using the AMHI complex as a model." 

The team includes th·e following members: • 

Breena Plummer - DEP 
Debbie Phillips - Conservation 
Dick Davis - BGS Property Management 
Dick Besson - Director of Hospital Services, AMHI 
Gene Kaler - BGS 
Charlene Gamage - Department of Agriculture 
Steve Wintle - Consultant to BGS 
Beverly Daggett - Maine State Legislator 
Jim Keil - BGS, 

The team completed formal Process Action Team training in December and began the task 
of reviewing existing processes and data, and to undertake walk-through tours of AMHI 
buildings, examine mechanical systems and talk with employees. 

IAQ/P AT 9/20/94 



.... .:. 

The team found that the existence of several processes was not an unusual situation. In 
fact, most facility managers, whether in the private sector, or in any level of government, 
had been unable to develop reasonable processes to deal with indoor air quality because 
of the lack of a solid scientific basis upon which to draw conclusions. 

One of the major contributors -to so-called '.'air quality" problems, was the many steps 
taken to conserve energy during the oil embargo of the early seventies. Making buildings 
"tighter," replacing windows; and shutting down ventilation systems accomplished energy 
savings, but also created many unhealthy dynamics within structures. 

Because there_ \.Vas not enough information available to make informed decisions, 
management was unable to deal with the situation and processes developed without clear 
direction, adding confusion to an already bad situation. 

The team's flow charts are included in this report, and they demonstrate the general path 
(as it exists today) of complaints about air quality, beginning with formal reporting of an 
incident. 

At this point, the team conducted walk-through inspections of some of the buildings at 
Ai\lfHI, and reviewed existing mechanical systems, and kno\vn problems. 

Public buildings have suffered from a historical lack of funding -for maintehtl.nce and 
capitol improvements and repairs. This problem has been compounded by the economic 
difficulties of the past few years in Northern New England. 

The cause and effect diagram was the culmination of brainstorming sessions by the team, 
and it verified the complexity of the issue of indoor air quality . 
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DESIGN & FIXED EQUIPMENT, the team evaluated known or suspected causes and 
related them to known effects. 

It is the team's feeling that a major difficulty inherent in dealing with an issue as complex 
as air quality in buildings is that it takes some level of education and training to be able 
to understand the relational impact of all the factors involved. With that in mind, we 
offer the following recommendations in this :interim report. 

RECOMMENDATIONS: 

1. DEVELOP A SHORT AWARENESS AND EDUCATIONAL VIDEO 

The team is prepared to develop and produce a short video presentation to be 
used in awareness training for state employees. We have compiled enough 
information and evidence to write a script, and the Bureau of General Services, 
Purchasing Division has the capability to produce and edit the film for an 
estimated cost of $1500. Once produced, the video can be copied inexpensively, 
or, in some cases, without cost. 

This video would be appropriate, in the opinion of the team, to be used statewide 
as part of the implementation of the team's protocol, which is currently being 
designed. 

2. DEVELOP A TRAINING PROGRAM 

Designees would be appointeci and trained within each agency on the AMHI campus. 
These designees would act as the liaison between the agency and the Bureau of 
General Services on air quality complaints. 

These trained designees would also be responsible for collection of data and entry 
into the database. They would be trained to guide the process (as it ultimately 
develops) through the evaluation and action steps. 

3. DEVELOP A DATABASE 

The team would explore the use of a database to benchmark the present indoor air 
quality at the AMHI campus. This information is critical to the evaluation of and 
improvement of air quality issues in state offices. 

Any database developed would be adaptable to a state-wide effort after a trial run 
at the AMHI complex, and would help in finalizing the protocol currently in draft 
format. 

4. DEVELOP A PROTOCOL THAT INCLUDES ALL OF THE ABOVE 

5. DEVELOP AN IMPLEMENTATION PLAN 



COMMUNICATION 
PROCESS ACTION TEAM (PAT) 

CHARTER 

MISSION STATEMENT 

Distribution of the statewide Total Quality Management Newsletter 

revealed that State employees do not receive statewide mailings in a 

timely or reliable manner. The Communication Process Action Team 

(PAT) will identify the types and the distribution process of various 

· statewide mailings distributed to all employees, and· make 

recommendations by September 21, 1 994, to ensure a timely, cost- . 

effective, and reliable process which will result in an effective delivery 

system to all employees within State Government. 

TEAM AUTHORITY 

The team is authorized to gather necessary data from all available 

sources. It is empowered to meet as often as necessary, but not less 

than two hours weekly, to complete its task. The team may conduct 

surveys, interviews, sampling and implementation under the guidance of 

the Maine Quality Management Council. 
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Joe Shaw 
Roberta Delgado 
Virginia Roussel 
·Lucille Gardiner 
Andrea Murphy 
Richard Paradis 
Art Henry 
Hedy Curtis 
Debbie Tara 
John Wipfler 

• .. Consul tan ts: 
Don Allen 
J.R. Philips 

·.MEMBERS 

Budget 
DHS (Lewiston) 
DHS 
DOT 
Governor's Office 
Human Resources 
Information Services 
MH&MR 
BMHI 
Health Care Fin. Commission 

Corrections 
Museum 



STATEWIDE COMMUNICATIONS 

PROCESS ACTION TEAM 

• STATUS REPORT 

November 10, 1994 



The Maine Quality Management Council approved the rewrite of 
our :Mission Statement in late June of this year, since that time we have 
made significant headway. We developed a team plan of how we 
propose to complete our task. As part of that plan we flow charted our 
understanding of the met~ods that were used to distribute information 
to State employees. After we completed that task we set about to 
validate our understanding by interviewing key central distributors of 
information . To complete this task we developed a questionnaire and 
used that to guide us through the interview process. The information 
gathered in those steps was valuable but we soon learned that we must 
meet with other people involved with information distribution to fully 
understand the process. ·· ·· 

For the next step, we developed question categories so that we 
could gain a better understanding of the total distribution process. 
Therefore, we interviewed people involved in the next step --- generally 
payroll clerks. Each member of the Process Action Team interviewed 
representatives of different departments. Some of the people were 
stationed in Augusta other~t.w.ere outside of the city. After we gathered 
the above information, we were ready to develop a cause and effect 
diagram (Pareto chart) which allowed us to further understand what 
the causes might be for stuffers not being received or information being 
received late by employees. 

We then realized that we needed to further research one 
important aspect of the communications process; the employees who 
receive the information. Surveying the receivers will allow us to 
determine the employees opinion of the issues, to gain a better 
understanding of which information they feel is important to receive 
and to get an idea of how they would like to receive it. To achieve this 
we first developed a series of question areas and then spent time 
developing a "What If" Pareto chart. In otherwords, if we received the 
information back in the form we were asking it, could we develop useful 
data that would allow us to make informed decisions. This effort helped 
us refine our survey document (a copy is attached). We are now further 
testing it by each of us distributing it to 10 co-workers. We are asking 

2 



them to complete the survey and we will also seek their constructive 
criticism on the usefulness of the survey document. We will use their 
actual survey responses to be sure that we can properly analyze the 
survey information when it is returned. Each team member will report 
back at the PAT meeting on November 17 with a summary of the 
information that they ha~ gathered. After correcting any problems 
discovered in the survey document, we will be ready to poll a larger 
subsection of all employees. 

We would expect to have another status report in about a month 
and will strive to have the final report to you as soon as possible. after 
we receive the survey responses. Attached for your information are 
samples of our Project Plan, Fishbone, "What If' Pareto Chart, and a 
copy of the survey document. 

3 
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State of Maine 
Communications Process Action Team Questionnaire 
Maine Total Quality Management Program 

Name of Employee (optional) Work Location 

Department Name Job Title 

The purpose of this questionnaire is to obtain a better picture of 
how information is distributed to employees and to get your 

thoughts on how the process could be improved. 

llifllldla11tllillllll 
(1) HOW IMPORTANT IS IT THAT YOU RECEIVE THIS? 

D Not important 

D Somewhat important 

□ Important 

□ Very Important 

D Essential 

(3) HOW DO YOU WANT TO RECEIVE THIS? 

□ With Payroll check 

□ Posting in office 

D E-Mail 

□ U.S. Mail 

□ Employee Newsletter 

□ Other ________ _ 

(2) HOW DO YOU RECEIVE THIS NOW? 

□ With Payroll Check 

□ Posted in Office 

□ E-Mail 

□ U.S. Mail 

-□ Employee Newsletter 

D Other _______ _ 

(4) WHAT PROBLEMS DO YOU HAVE WITH 
THE INFORMATION NOW? 

□ Not received 

□ Received late 

□ Difficult to understand 

D Too much material 

O Too little material 

0 Inconsistent formats are confusing 



11} HOW IMPORTANT IS IT THAT YOU 
RECEIVE THIS? 

D Not Important 

□somewhat important 

p Important 

D Very Important 

D Essential 

(3) HOW DO YOU WANT TO RECEIVE THIS? 

D With Payroll check 

D Posting in office 

□ E--Mail 

□ U.S. Mail 

D Employee Newsletter 

D Other _________ _ 

(1} HOW IMPORTANT IS IT THAT YOU RECEIVE THIS? 

□ Not important 

D Somewhat important 

D Important 

□ Very Important 

□ Essential 

(2) HOW DO you RECEIVE THIS NOW? 

D With Payroll Check 

D Posted In Office 

□ E-Mail 

0 U.S. Mail 

D Employee Newsletter 

0 Other _________ _ 

(4) WHAT PROBLEMS DO YOU HAVE WITH 
THE INFORMATION NOW? 

□ Not received 

□ Received late 

□ Difficult to understand 

□ Too much material 

□ Too little material 

D Inconsistent formats are confusing 

(2) HOW DO YOU RECEIVE THIS NOW? 

□ With Payroll Check 

D Posted in Office 

0 E-Mail 

0 U.S. Mail 

□ Employee Newsletter 

D Other ----------



(3) HOW DO YOU WANT TO RECErvE THIS? 

D With Payroll check 

D Posting in office 

D E-Mail 

D U.S. Mail 

D Employee Newsletter 

D Other __________ _ 

(1} HOW IMPORTANT IS IT THAT YOU RECEIVE THIS? 

□ Not important 

0 Somewhat important 

□ Important 

□ Very Important 

D Essential 

(3) HOW DO YOU WANT TO RECEIVE THIS? 

D With Payroll check 

D Posting in office 

□ E-Mail 

D U.S. Mail 

D Employee Newsletter 

D Other _________ _ 

(4) WHAT PROBLEM S DO YOU HAVE WlTH 
THE INFORMATION NOW? 

D Not received 

□ Received late 

□ Difficult to understand 

• D Too much material 

D Too little material 

D Inconsistent formats are confusing 

(2) HOW DO YOU RECEIVE THIS NOW? 

0 With Payroll Check 

□ Posted in Office 

0 E-Mail 

0 U.S. Mail 

D Employee Newsletter 

□ Other ----------
(4) WHAT PROBLEMS DO YOU HAVE WITH 
THE INFORMATION NOW? 

□ Not received 

□ Received late 

D Difficult to understand 

D Too much material 

□ Too little material 

D Inconsistent formats are confusing 



If the Inf onnation that Is provided to you at the present time were to be Incorporated In a newsletter Instead 
of as a payroll stuffer would you be Interested? 

D very much D somewhat D nooplnion D not Interested 

If you believe a newsletter would be helpful to you, which of the following do you think would be 
reasons? 

D Scheduled Distribution D Easy format to read • D Easy to Identify 

D Comprehensive 

How often would you like to see a newsletter published? 

□ Weekly D Twice a month □ Monthly D Quarterly D Annually 

How would you like to receive it? 

□ With Payroll Check □ State Mail System □ U.S. Mall 

What newsletter contents would be of the most interest to you? 

D Holiday schedules DJob Postings for Direct Hire Jobs D 
D Life Insurance Info D Health Insurance Info 

D Training Opportunities D Employee Awards 

D TOM happenings D State Finances 

D Employees Retiring D Profiles of work groups 

D Upcoming events or programs 

□ ------------------
□---------
□---------

□ 

□ 

□ 

□ 
□ 

□ 

□ 

□ 

D From Supervisor □ E-Mail 

Job Postings for Competitive Jobs 

Retirement Info 

Employee Profiles 

New Employees 

Profiles of individual accomplishments 

Information for employee Financial Planning 

l•leaNe 11entl ,..-nor ctn111tletetl q11eNtittunalre tn 
D11rean ••f l11fttr111atitto Ser,,iceN, ltlail Stathna l•aS, 
.&uqnNta, Naiue o.a:1:1:1 



STATE OF MAINE DATED 

MATERIAL 

READ NOW 

Inter-Departmental Memorandum 

Date: November I 0. 1994 

To: Commissioners, TOM Coordinators & TOM Councils 

From: Blaine House Quality Awards Subgroup ~ 

Subject: Blaine House Quality Award 

You will find attached to this memo a nomination form for the Blaine House Quality A ward. The 
Maine Quality Management Council (MQMC) created the Blaine House Quality Award to show 
appreciation for the hard work of individuals and teams throughout Government and allied 
agencies in achieving continuous quality improvement. The MQMC would like the Department's 
TQM Councils to use this application make nominations that meet the criteria that follow for the 
Blaine House Q~ity A ward. Department Quality Councils should note that while the award is 
slanted toward teams, individual recognition will not be excluded. 

The Department's TQM councils have the responsibility to ensure that the nominations display a 
·use of the TQM process and tools in meeting at least three of the five following criteria: 

1) Effective Teamwork -- The narrative should include how the result was better 
because· of teamwork rather than individual effort. It should also include a 
description of any training provided for the group or individuals. 

2) Customer service improvement. 

3) The group's accomplishment was beyond the scope of the individuals 
responsibilities or job descriptions. 

4) A quantifiable reduction in waste, cost, or processing time. 

5) The solution was not readily apparent and required imaginative or creative 
problem solving. 

The Governor and Commissioners will present the teams with their awards at a gathering at the 
Blaine House. Because of the limited space at the Blaine House, only four or five teams will be 
presented with awards at the first award ceremony in mid December. The teams that will receive 
awards will be selected on a first come first served basis. The other nominations received will be 
carried forward for future awards. 

Please send nominations to the Office of State Quality Management c/o Elaine N. Trubee by 
November 30, 1994 to be considered for the December Blaine House Quality Award. 

Attachments 



BLAINE HOUSE QUALITY A WARD NOMI NAT/ON 

Department N rune 

Terun Nrune 

Chartered By: 

Terun Members 
and Addresses 

.Terun Objective 

Training Received 
in TQM Process, 
and Techniques 

Date Submitted: _____ _ 

Work Terun or PAT ----

Date Started Date Ended 

Reviewed and Nominated by: -----------,-------------

[ Department/Agency Council Nrune, Address and Fax#] 

Date --------- Commissioner Signature ___________ _ 

Rec'd by Office of State Quality Management [ date stamp] 



Instructions: 

Nomination forms must be submitted to Departmental Quality Councils who will ensure 

that the teams have met the criteria and forward to the Maine quality Council by the first of each 

month. Forms received will be confirmed to signer. Please submit nominations to; 

.c/o Elaine N Trubee 

Office of State Quality Management . 

Statehouse Station #4 

For more information, you may please contact Elaine N. Trubee or Carol Fleury at 

287-4400. 

Please give a brief narrative of the team's results explaining how they meet at least~ of 
the following five criteria: 

1. Effective teamwork [ the results were achieved as a direct result of teamwork ] 

2. Customer service Improvements 



3. Group accomplishments were beyond the scope of the individuals responsibility 

4. Reduction in waste, costs, or processing time 

5. Solution was not readily apparent and required imaginative or creative problem solving 

Please use the back of this form if you require more space for completing any of the criteria. 



MEMORANDUM 
November 10, 1994 

TO: Maine Quality Management Council 

FROM: Stephen Adams 

RE: Report on Customer Feedback Card Initiative 

After more than three months, the Customer Feedback Card initiative has had mixed results so 
far. The experience so far of participating agencies indicates that this initiative can achieve most 
its goals and provides valuable insights into how to gain the best results from a customer 
feedback card. 

Results so far 

Approximately 15 agencies across state government have distributed over 10,000 customer 
feedback cards so far. Response rates have ranged from over 80% at the Bureau of Human 
Resources, to the low teens for others. Some agencies have been more systematic than others. 
In most cases, agencies have used this initial period to pilot their efforts. 

If results so far are any indication, respondents are generally very positive about their view of 
the quality of state services. If reliable, these results suggest that while the general public may 
have some broad feeling of dissatisfaction with government, those that receive our services are 
supportive. 

Progress toward achieving goals 

You will recall that the goals of the initiative ·are to: 

• provide a "temperature reading" on the public's perception of the quality of services it 
receives from state government; 

• inform the public of state government's interest in and focus on providing high quality 
services and their role in the process of continuous improvement; 

• offer an indication of improvement in service quality over time; and 

• serve as a precursor to more in-depth service-specific customer surveys. 

Overall, the initiative is achieving most of its goals to varying degrees. The experience of 
participating agencies has spanned the spectrum of results. On one end of the spectrum, an 
agency has achieved rapid and measurable improvements in service quality. On the other end 
are agencies for whom results have been limited to heightening employee awareness. 



The greatest contribution of the initiative, from a government-wide perspective, has been to 
heighten awareness among state employees and our customers of state government's interest in 
achieving on-going improvements in quality. Progress on other goals were more visible, and 
more mixed, at the agency level: 

• 

0 

• 

Many agencies reported th'1;t the cards were effective in giving them a "temperature read" 
about how their customers viewed the quality of their services. Other agencies, however, 
were either skeptical of the responses (since they received largely positive responses) or 
had very low response rates. 

The card has proven, in some cases, to be an effective means of measuring improvement 
in service quality. However, most agencies have not been able to achieve more than one 
xound of surveying. 

Some agencies received specific and helpful advice about how to improve specific 
services, other agencies found the questions on the card too generic, and response rate too 
low, to be helpful. 

Participating agencies have gained experience in thinking through distribution and 
tabulation of feedback responses. This will be important for agencies that intend to 
undertake more service-specific surveys. However, agencies have learned that they could 
benefit from access to advice and expertise in survey design and assessment. 

Conclusions 

The customer feedback card initiative shows promise in achieving both broad public education 
goals and quality improvement goals. Despite some concerns that the questions are too generic, 
there is evidence that, in its current form, the card can help identify specific process 
improvements and measure customer satisfaction. The array of agency experiences in this pilot 
phase can provide guidance for improving its effectiveness both from a government-wide 
perspective and at the agency and service-specific level. 



MAINE STATE GOVERNMENT 

CUSTOMER SERVICE QUESTIONNAIRE 

Dear Customer: 
Maine State Government is working to improve the quality of our services. You can help by giving 

your opinion about the service you have received. 

Type of service received:-----------------------~---
How would you rate: 

our courtesy and respect? 

our knowledge? 

excellent 

5 

5 

very good 

4 

4 

good 

3 

3 

fair 
2 

2 

poor 
l 

l 

our timeliness? 5 4 3 2 l 

overall quality of our service? 5 4 3 2 l 

Since you last received this service from the State, has our quality: 

_ improved? _ unchanged? _ gotten worse? _ not applicable. 

How did you receive the service? ' 
office visit _ phone mail home/work visit other 

Do you have any suggestions for improving the quality of our service? 



REPORT TO THE MAINE QUALITY MANAGEMENT COUNCIL 
Experience with Customer Service Questionnaire Cards 
Department of Administrative and Financial Services 

Bureau of Human Resources 

The Department of Administratiy~ and Financial Services selected testing services 
within the Bureau of Human Resources to pilot the questionnaires. This service was 
selected because the service is provided to both the general public and to state 
employees, and because distribution and collection could be easily controlled. 

Distribution and Collection 

600 cards were printed, and no changes were made to the original format. Cards were 
handed out to all applicants who were taking written tests in Augusta along with their 
test materials. These customers were told that we are "interested in their thoughts 
about our employment and testing services". They were told that they could take a few 
minutes after completing their tests to fill out the card. Completing the card was strictly 
voluntary. A box was provided outside the testing room for people to deposit cards 

. after they had completed testing. 

530 cards were returned, for a return rate of 88%. 

Data Collection, Compilation, and Reporting 

The data was entered into a Microsoft Access data base and summarized using Access 
and other Microsoft Office products (Word, Excel, and PowerPoint). 

Customer Service Improvements Identified by the Questionnaire 

As data was being entered, it became apparent almost immediately that "timeliness" 
ratings were substantially lower than the "courtesy'~, "knowledge", and II overall" 
ratings. Comments were reviewed to identify problems that customers were having 
with our services and two changes to our procedures were developed to address the 
most common problems. We decided to develop a meaningful measure of customer 
satisfaction prior to implementing these changes. No changes were made until half of 
the 600 cards had been distributed, so that "before and after" comparisons could be 
based on large numbers of responses. 

The changes to testing procedures were implemented, and the remaining 300 cards 
were distributed. The two tables on the following page detail the impact these changes 
had on customer service ratings._ 



Initial Quality Ratings 

~¥,Qiij~JI@Jl 98 103 35 6 4 246 
ffl'o~i.litI 92 98 38 • 4 1 233 
ffilffiiil.!mffiii!!Il 63 78 61 33 1 242 
:gyfj,j!t;,;,,,i,;,;;;,;:;,;,; 67 102 64 9 1 243 
i:§.ffik:;{}It@t 320 381 198 52 13 964 

P§~tltt 40% 42% 14% 2% 2% 100% 
Kuims1wI 39% 42% 16% 2% 0% 100% 
m1m00:1m~tit 26% 32% 25% 14% 3% 100% 
$wgf~!['_:'''.''.:,:L':} 28% 42% 26% 4% 0% 100% 

Quality Ratings After Changes 

PsmtmlllI 111 113 42 8 1 281 
mem.sttt 119 128 30 1 o 218 
ffiimet1nes.sw:t 121 111 45 3 o 280 
W.V.fi.l!E\\\]@!-@ 113 126 37 1 o 211 
jpfij['.:';;;;;;;;;:;;;::·;::' 4 70 4 78 154 13 1 1116 

"=''··:··.:~:;;.;;:;;:··:·:,:;:;:;:;::':::::' 4201 4001 1501 301 001 10001 R9HHli~X,::;::,",',::::' 10 10 10 10 10 10 

i!ffi§wffiWS:ilf 43% 46% 11% 0% 0% 100% 
lE!mffl!iiMifaI 43% 40% 16% 1% 0% 100% 
1¥ir.?:1,r@1,,;:,=m:, 41% 45% 13% 0% a% 100% 

Continued Use of these Results 

Written comments have been compiled into several categories, and our employees have 
been provided with a Pareto chart, listing the number of comments received in each of 
these categories. This information will be used by teams within the Bureau to improve 
other aspects of our testing services. We have recently printed more of these cards and 
we are continuing to hand the cards out to test takers, so that we can continue to 
monitor customer satisfaction with this service. 

Enclosed are graphical representations of the original data that we used to initiate 
change and to inform staff of the impact these changes had on customer satisfaction. 



Initial Quality Ratings 
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Quality Ratings After Changes 

I Ill Courtesy IIIIKnowledge □nmeliness □ Overall I 

Excellent V. Gooc! Good Fair Poor 



Overview 

• 600 Cards were given to people taking 
written tests. 

• After half of the cards were distributed, two . 
changes were made in service delivery. 

• The remaining cards were distributed, and 
customer satisfaction ratings were 
compared. 



Evaluation of Customer 
Satisfaction Ratings 

• ''Timeliness'' ratings were below other 
ratings. Comments were reviewed to· find 
out why. 

. . 

• Customers were dissatisfied with delays 
caused by the method used to distribute test 
materials. 

• Customers were dissatisfied without test 
scheduling procedures. 



SERVICE CHANGES 

• A more efficient method of handing out 
tests was adopted, so that testing could ·start 
.on time. 

. . 

• A more flexible rescheduling policy was 
adopted and communicated to customers 
with their scheduling letters. 



TIMELINESS RA TINGS 

• Prior to making 
changes, only 83% 
rated our service 
"good" or better. 

• A~ er changes, 99% 
rated our services 
"good" qr better, with 
83% rating services 
"very good" or 
"excellent" .. 
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Continued Use of these Cards 

• Written comments have been compiled into 
categories, and presented to staff via Pareto 
chart. 

. . 

• Teams will use this information to continue 
to improve testing services 

• Cards continue to be handed out to test 
takers, to provide continuous feedback. 



AGENCY/DEPARTMENT 
COUNCIL 

Ad.mini strati ve 
& Finance 

(9 sub-councils) 

Agriculture 
(1 sub-council) 

Audit 

Conservation 
(1 sub-council) 

Corrections 
( 6 sub-councils) 

PAT NAMES 

(1) Control Printing Job Handling 
(2) Communications 
(3) Compat 
(4) Computer Svcs. Support Unit 
( 5) Copy Center/Printing Process 
( 6) Database Design 
(7) Financial Reports Liquor Stores 
(8) Telephone Service 
(9) Leased Space 
(10) Legislative Initiative 
(11) Mail 
(12) Monthly Financial Statement 
(13) Paper Chase 
(14) Past Due Return Process 
(15) Phone Book 
(16) Service Request Initiation Tracking 
(1 7) Step 3 Grievance 
(18) Taxpayer Assistance 
(19) Time Reporting Process 

(1) Employee Recognition 
(2) Telephone 

(1) Education and Training 

• (1) Communications 

(1) Client Records 
(2) Communications 
(3) MSP Employee Morale 
( 4) MSP Communications 
(5) MSP I. D. System 
(6) Probation & Parole Safety/Security 
(7) Security Cards 
(8) Training 



Defense & Veterans 
Services 

( 6 sub-councils) 

Economic & 
Community 
Development 

Education 
(2 sub-council) 

Department of 
Environmental Protection 

Department of 
Human Services 
( 6 sub-councils) 

(1) Communications Enhancements 
(2) Mail Distr. Camp Keyes 
(3) Maintenance Improvements 
( 4) Medical Clearance/Screening 
(5) Meng ;E-Iistorical Communication 
(6) Repair Parts Order Shipment Time 
(7) Work Order Process 
(8) Reward/Recognition 
(9) Paying Bills 
(10) Self-service Supply 
(11) Local Purchases 
(12) Attendance Reporting 

(1) Comm. Devi. Block Grant Monitoring 
(2) Purchasing 
(3) RFP 

(1) Monthly Employee appreciation 
(2) Ed. Specialist Classification System 
(3) Staffing Standards 
(4) Hitch-Hikers Guide to DOE 
(5) M & M's 
( 6) Paper Chasers 

(1) Androscoggin River 
(2) Automated Time/ Attendance 
(3) Continuous Emission Monitors 
(4) Employee Orientation/Training 
( 5) Purchasing/Contracting 
(6) Quality of Applications Received 
(7) Response System Citizens Report Violations 
(8) Tracking System for Applications 
(9) Spill Cost Documentation 

(1) Child & Family Svcs. Computerization 
(2) Office Environment 
(3) Supplies and Equipment 
( 4) Employee Recognition 



Inland Fisheries 
& Wildlife 

Department of Labor 
( 6 sub-councils) 

Marine Resources 

(1) Equipment Use & Acquisition 
(2) External Communications 
(3) Laws & Rules 
(4) Internal Communications 
(5) Telep~one Service 
( 6) Training 

(1) Air Quality 
(2) Appointment System 
(3) Augusta Application Waiting Time 
(4) Bangor Office Operations 
(5) Cash Management 
(6) Contracts Management 
(7) Emergency Policy/Plan of Action 

( at 11 worksite locations) 
(8) Emergencies 
(9) Flex Time 
(10) Incoming UI Telephone Calls 
(11) Job Order Verifications (2 occurring) 
(12) Jobs Order Control Desk 
(13) Jobs Svcs/Unemployment Ins. Reporting 
(14) Local Office Meetings 
(15) Obtain Employment Reporting 
(16) Review Distribution of Appeal Files 
(17) Safety 
(18) Scheduling Meetings & Training 
(19) Security System at 200 Union St. 
(20) Staff Meetings/ Communications 
(21) Streamline Office Procedures 
(22) Telephone 
(23) Trade Adj. Activity Quarterly Reports 
(24) Trade Adj. Activity Client Reports 

(1) Licensing 
(2) Accounting 
(3) Water Quality 
(4) Boating Safety 



Mental Health & 
Mental Retardation 
(3 sub-councils) 

Professional & 
Financial 
Regulations 

Public Utilities Commission 

Secretary of State 

Transportation 
(3 sub-councils) 

Waste Management 
Agency 

Workers Comp. Comm. 

(1) Patient Rights 
(2) 72 Hour Interdisciplinary 
(3) Jobs 
(4) Falls 
(5) Technology 
( 6) Communications 

(1) Telephone Services 
(2) Employee Recognition 
(3) Inter-Divisional Communications 
(4) License Renewal 
(5) Original Professional & Occupational 

Licensing Application 
( 6) Workplace Injury 

(1) Public Information Team 
(2) Meetings/Hearings Scheduling 
(3) Security Team 

· -{!}Employee Recognition 

(1) Communications Skills/Harmony 
(2) Computer Information 
(3) Distribution of Written Communication 
(4) Exception Payroll Salary Voucher 
(5) Public Contact 
(6) Telephone Communications --
(7) Expense Account 
(8) Financial Order 
(9) Change Order 
(10) Exit Interview 
(11) Newsletter 
(12) Privacy/Security of Pay Checks 

(1) Customer Information 
(2) Data Management 
(3) Internal Information Flow 
( 4) Mail List 

(1) W.C. B. Newsletter 




