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CNS CONTRAtrORS
TO.TOINFORCES
In a break from the competition
tradition in military procurement,
SSTS contractors TRW and
Lockheed will cooperatively build a
test satellite for the program.These
companieshad been under competing contractsto work on the surveillance systembefore this cooperative
arrangement.
TQM encouragesteaming, as well
as effective relationshipswith suppliers or contractors.This new SSTS
arrangementwill give the Government access to the best of each
contractor's work and will save
money that would be spent on
duplicationof effort. #
unnecessary

TQM ORIENTATION
COMPLETED
The one hour Introducttbn to TQM
hasbeen presentedto everyprogram
office in CN, exceptCNI, which had
a four hour TQM Awareness Trantng instead. This satisfies the
requirementthat everyonein Space
Systems Division receive a TQM
orientation,exceptfor those indMdualswho were unable to attend.A
make-upsessionwill be made available for them.

ilTARCT{ IW

CN PERSONNEL
LEARNAT TQM
SYMPOSIUM

Personnelfrom each CN program
office attendedthe National Security
Industrial AssociationTotal Process
Management for Space Systems
Conference on 6-7 February at the
LAX Hyatt. The conference started
off with a speech by Space Sptems
Division commanderLt Gen Donald
Cromer, who stated his and SSD's
commitment to the implementation
As a result of this training, mem- of TQM.
bers of the various CN program
Following Lt Gen Cromer was
offices have been submitting ideas
former SDIO Director, Lt Gen (ret)
for ways to improve and possible
James Abrahamson,who reiterated
topics for Process Action Teams
the importance of TQM and
(PATs). ###
explainedhow he was now applying
its principles at Hughes Aircraft.
Leaders from other industries also
told their progressin usingTQM.

TQM USEDIN GOMMDEVELOPMENT
Total Quality Managementmethods
and tools have alreadybeen usedby
various contractors in the development of StrategicDefense Initiative
(SDI) hardware.The following is an
excerpt of a paper, recently presented at an Armed Forces Communications and Electronics Association
(AFCEA) conference, giving an
example of such an application of
TQM:
TQM used in 6O G}lz Receiver
Effective communicationsis essential for the StrategicDefenseSystem
(SDS) to fulfill its mission. In time
of war, the SpaceBased Interceptor
(SBI) carrier vehicles must relay
tracking information to multitudes
of deployed interceptor vehicles.

This must also be done in a potential nuclearenvironment.The interceptor vehicles use a lightweight,
highly effective receiver at a frequency of 60 gigaherrz (GHz) ro
completetheir communications
link.

The most interestingsuccessstories
came from Xerox and Motorola.
Both companiesturned around loss
of market-shareto the Japaneseto
regain their leadership positions.
Xerox used benchmarkingof design
criteria as well as extensivetraining
of their personnelin TQM methods
to regaintheir lead as the top copier
company. Motorola emphasized
variability reduction in their design
to beat out 17 Japanesefirms in
producingthe top rated pager.

The designand developmentof this
60 GHz receiver employed TQM
methodolos/. SBI contractorsMartin-Marietta and Rockwell International were responsiblefor the
system engineering of the receiver.
Their sub-contractors,
Alpha Indus- Participation in the conferenceby
tries and Harris Corp. respectively, CN personnelwas sponsoredby Mr
did the actual design,development, Bill Briggs' SSD/TQM office as parr
and testing of hardware.The pro- of the effort to help educateworkers
gram is in the early demonstration and managers at SSD in TQM.
and validation phase,such that the Attendeesfrom CN will be passing
breadboardor brassboardmodelsof on the knowledge they gained to
(continucd page 3)
their respectiveSPOs. ###
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CNE COORDINATES
LESSONSLEARNED
WITH CONTRACTORS
By app$ing the TQM principlesof
encouraging quality through good
communications,as well as striving
for continuous improvement, CNE
Program Manager Lt Col Eugene
Dionne recently initiated a Systems
Integration and Test Experience
Sharing/Lessons Learned Conference at Lockheed Missiles and
Space Company in Sunnyvale,CA
Various government and contractor 'Now
Lltey're es,en lalkng about
agenciesattended.
TQMn kndergarten/'
The conference objective was to
consolidate experiences and examples of things to-do and not-to-do PROGRAM DIRECTORS
before Starlab goes into System
HOLD OFF-SITE
Level Integration and Test.
l,ockheed and Kaman Aerospace An all day, top level CN off-site
Corp., the Starlabprogram associate meetingof was held on 4 Januaryat
contractors,felt the resultswere very Ft. MacArthur. Col Bill O'Brien, the
SDI ProgramDirector, and the CN
beneficial.
ExecutiveCouncil spent the day in
Because of the success of the free discussionand exchange
of ideas
conference,a similar effort, aimed at on program issuesand TQM. As a
Mission Operations is planned for result of this meeting, plans for
the near future. Both Starlab con- TQM implementation were soliditractors have taken major steps in fied.
TQM implementationby conducting
Several Process Action Teams
a complete re-evaluationand sub(PATs)
were recommended,includsequentstreamliningof their entire
ing
a
CN-level
Awards PAT. An
manufacturingplanning and control
in dealing with
important
stratery
operations. ###
our
customer
SDIO was
satisSing
also established.This included imCNS STATES VISION proving the communicationswith
A well-run organizationshould not SDIO as a united front of the SDI
only have a mission statement of program offices here at SpaceSyswhat its job is, but it should also temsDivision.
have a vision of what it wants to
Because of the successof this
achievein the future.
off-site, it was suggestedthat the
The CNS team vision statementis: various SPOs also hold off-sitesto
"to make SSTS tlte best-run, mosl better communications,to improve
successful Space Slrstems Diutsion the way the work is done, and to
plogam of the I-Ws, as recogntzed help in implementingTQM. ###
tltroughout SSD and lhe comTQMadw:
munity. " Such a vision will be a
'IVhatyoumeasurqyou anprove.
challengeto membersof their team,
aswell as to other organizations.#

CNSANNOUNCES
EXTENS|YE TQM
TEAIN/NG PBOGBA/A
A team of Lt Col Dennis Kawamura, Capt JamesStewart,Capt lrs
Albiol, and ZLt Michael Gehrlein
are coordinating an extensiveTQM
training program within CNS. The
objective is to educate SPO members on TQM managementphilosophies,applicationsof technicaltools,
and new methodologies.
The "Deming Library" videotape
series is being shown to interested
CNS personnel repeated twice a
week in order to introduce the
principlesand managementphilosophy behind TQM. The serieswill be
shown from26 Januaryto 6 April.
SSTS is trying to combine their
training with their contractors.They
met with contractors TRw and
Lockheed to discussways to develop
a cooperativearrangementfor providing educationand training to all
members of the ssTS/TRwiLMSC
team.
Specialtraining in Quality Function
Deployment (OfOl is being considered by CNS. Also, a Design of
Experiments (Taguchi Method)
course has been recommendedto
SPO and contractor personnel.The
4 - 6 hour TQM Awareness workshop and one week ProcessAction
Team (PAT) training are also being
scheduled.
Training of SPO personnelon new
(and old) ways to improve effectivenessand program office productivity
is essential,and the CNS effort is
one that should be emulated bv
other SPOs. ###
INTERESTING

BOOK ON

SUCCESS TO READ:
'A1/ You &n Do r A/1 You Can
Do...' by A.L. Williams.
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organizedand translatedinto design
criteria. When effectively used, a
QFD matrix compares customer
requirementswith measurabledesign
(cont'd from page 1)
factors. This planning tool places
All of us have projects to do at the receiverhave been tested.Verifi- more emphasison product definition
work Some projects are relatively cation of nuclear hardeningis sche- so to minimize the necessity for
simple and straightforward,such as duled next.
redesign.
doing specific tasks. Other projects
Savingsas a result of using TQM
Rockwell International used QFD
may be quite complex, where the
has not yet been estimated,but the to allow System Engineering to
personin chargemust keep track of
contractorsand their sub-contractors interface with Design Engineering
the steps required to complete that
feel it will be substantial.The deve- and flow customer requirementsinto
project, the schedule, costs, and
lopment of this receiver, especially designrequirements.Use of a QFD
allocationof resources.
with its greater reliability and redu- matrix helped in interpreting direcWhen there are many projects, even ced cost, will be applicable to other tions from the Air Force in deterif simple ones, it is often necessary space programs. The new Brilliant mining their strategyfor developing
to prioritize them to maintain con- Pebblesconceptbasesits communi- breadboard and brassboard models
trol. When a project is complex, it is cations on using the SBI 60 GHz of the 60 GHz receiver.
also easy to lose control and not receiver. The basic principles of
Concurrent Engineering Used
manage the project effectively. working to satisry the customer,
TQM principles teach us to use striving for qualiry, and continuous Concurrent engineering is a tool
quality-enhancingtools to help us improvement were applied to all that can be put in effect in the early
improve the way we do our work, as phasesof the developmentwork.
phasesof a program as part of the
well as to make that work easier.
quality effort. It consistsof forming
Defines Requirements
There are software programs avail- QFD
engineering teams to have crossable to help handle dealingwith the The first goal in TQM is to satisry functional communication, doing
projectswe must do as part of our your customer.A tool to assist in simultaneousengineerinS,aiming for
jobs.
definingwhat the customerwants is problem avoidance, and doing
Quality Function Deployment advanced development program
For dealing with many relatively
(OFD). The customer'sneeds are (cont'd page 4)
simple projects there are commercial
Penonal Informa ilbn Manager such
as Symantec's GrandView and
Lotus' Agenda. Complex projects
require Propct Managemenl proThe top selling managementbook praise must be meaningful. They
grams such as Microsoft Project, of a few years ago,Tlte One-Mnate give an example of a manager who
Harvard Project Manager, and Manage4 describes a technique to went around every Friday, patted
Symantec'sTime Line. The Defense improve the performanceof your peopleon the back,and said,"Great
S y s t e m s M a n a g e m e n t C o l l e g e support personnel. They call this job." The workers thought he was
(DSMC) SoftwareDistribution Cen- technique "the one-minute prais- nuts. His praise wasn't for anything
ter also has a number of programs ing."
in particular, and thus it made no
available as part of their Program
impact on their performance.
This methodis simply to be alert to
Manager'sSupportSystem(PMSS).
Acknowledge when your support
spot the good thingsyour people do
Of course,if learningthe softwareis and then go over and praise that does something good, even if it is
harder than doing the work, it isn't specific good work immediately.It just a small thing. Acknowledge the
really a good TQM tool to use. The could be a verbal praise or an good work done by your secretary,
best bet is to ask someonewho has "attaboy" note on a memo. Such Aerospacehelp, contractor support,
used the program for an opinion on simple acknowledgementof good or anyoneelsewho supplieswork or
ease of use, before investing your work dramaticallyimprovesmorale, products to you. Their continued
time and, in some cases,money. In attitudes, and future performance, quality work will mean that you will
general, though, these productivity claim the authors.
then be supplyingbetter productsor
enhancing tools are worthwhile to
work to your customeror supewisor.
The book warns, though, that the
useand helpful. ###
And that'sTQM in action. ###

PROJECT
MANAGEMENT
TOOTS TO USE

TQM USEDIN GOMM
DEVELOPMENT

TRYA "ONE-MINUTEPRAISING"

Cn Total QualityManagementNEWS(pagea)
contractor Harris Corp., they were
able to successfullydemonstratean
end-to-end breadboard of the 60
GHz recniver to the Air Force. By
(cont'd from page 3)
using TQM in their planning straintegration. In the developmentof tery, they feel they will be well
the 6OGHz receiver.both of"rhe SBI prepared for underground nuclear
contractorsemployedforms of con- hardening testing on their model,
current engineering.
due to its robustdesign.

TQM USEDIN COMM
DEVELOPMENT

Martin-Mariettacombinedtechnical
areas to solve problems up front,
instead of having to correct failures
later on, thus taking much of the
risk out of the product development.
They formed multi-functional teams
to identi$ all life-cycle issues and
place emphasison product and process definition. Martin calls these
teams lItglt Performance lltorkng
Groups. Martin decided to build in
nuclear hardeningof the receiverat
the brassboard level. They tested
equivalent parts and electronics for
hardnessbeforehand.
Improvement Teams
Teams to study and improve the
various processesinvolved in developing a product are an important
tool for continuous improvement.
Another way to encouragecontinuous improvementis for management
to get the engineersand technicians
more involved in the decision-making process.

CNW HOLDS THEIR
FIRSTOFF-SITE
Col Jim Simmons and his TQM
Corporate Council held a half-day
off-site on 31 January.The format
'paralleled rhat of the CN off-site,
with open discussionof issuesand
concerns.

Martin-Marietta and their subcontractor Alpha Industriesare confident that their extensiveplanning
and up-front testingof similar components will result in failure-free
nuclear hardening testing of their
brassboard model. They feel their
programsto promote TQM wirhin
their design and testing organizations will assistin providinga more
quality product to the Air Force.
Conclusion
Although the use of TQM in the
developmentand testing of the 60
GHz receiverfor the SBI program is
estimated to have helped to reduce
the developmentcost and to improve the delivery schedule,its implementationhas not been complete
enough to fully make the impact
that is possible.Clntinued use of
new and improvedtechniquesin the
developmentof our communications
hardware will allow us to produce
higher quality goods at reasonable
costs. ###

Major issuesdiscussed
were increasing involvement of civilians in
management, civilian promotions,
and formation of a PAT to improve
the SPO security library. Another
half-day off-site and a tull-day offsite are planned. ###

SEGRETARYPAT:
STARTED :
The kick-off meeting of the CN
Secretary Process Action Team
(PAT) was recently held. The objective of this PAT is to improve the
processof the work done by the CN
secretaries.This includes both improving the output of the secretaries
and also improving the way they are
taskedand rewarded.
Supervisors and secretaries from
several CN SPOs were given an
overview on PATs and explained
how the discussionsand brainstorming will lead to changes and improvements.In the next meeting,the
SecretaryPAT will start outlining
work and communicationprocesses
and determine a tentative schedule
for results. ###

Efforts are being made in all
organizationsto do this. Alpha In'Success is getting up just one
dustries employs Process Action
Teams for improving methodology more time than you fall down.'
on producing the 60 GHz receiver
Mike Tlson
components. These teams discuss
and recommendchangesin the processesrequired in manufacturingof
CAI Total Qaality llanagement IVEWS
the components.Harris Corp. has
what they call a PEOPLE program &lBill O'Bnen,Prognm Directot; SDf Prognms
that alignspersonnelin specialwork ColRayFel/ows,Asustant Prognm Directot; SDf Prognms
teams to develop and continuously
Co/Jtm Ledberrer, CN TQMImplemenailbn Manager
improvetheir products.
Ron lKurtus Depuy CN TQMltnplementattbn Manager
Work Completed

As a result of the development If you have any guesabns, mmments, or contrtbulions to the CN
work by Roclovell and their sub- Qua/ityManagement NEIIE cvntacr Ron tYurtus (2-/3) 6/3-276

