given to customers because of late delivery, billing errors, scrap and rework, un​planned downtime, extra inventory to buffer against defects, errors in specifications and drawings, and accounts payable mistakes. Quantifying these costs establishes the justification for Six Sigma projects. Six Sigma projects can also be categorized in different levels, based upon their impact on results:46 

"1. Levell projects directly affect an organization's profit margin (projects have a clear, hard dollar impact on profitability). 

2. Level 2 projects result in redeployment of resources inside an organization to increase operating efficiency or productivity. 

3. Level 3 projects directly affect operations by avoiding expenditures or increasing the chances of obtaining higher future revenues. 
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~;SUMMARY OF KEY POINTS AND TERMINOLOGY 

BONUS The Premium website for this chapter provides a summary of key concepts and MATERIALS terminology introduced in this chapter. 
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QUALITY IN PRACTICE 

USING THE BALANCED SCORECARD AT THE UNITED STATES POSTAL SERVICE47 

The U.S. Postal Service (USPS) employs roughly 700,000 workers, with a fleet of over 200,000 vehicles driven about a billion miles a year to deliver more than 206 billion pieces of mail to 

over 142 million delivery points. It operates one of the largest facilities networks in the nation, with about 38,000 retail offices. Like most organiza​tions, the Postal Service has multiple stakeholders. However, the scope and scale of postal operations makes balancing the interests of its stakeholders somewhat more complex, especially as there are no direct "shareholders" that command prece​dence in determining organizational priorities. As a public institution, the Postal Service has numer​ous responsibilities and accountabilities not shared by typical private sector organizations. 

The Postal Service had traditionally been able to depend on the growth of the economy to drive mail volume and revenue increases in a protected environment. By the late 1980's it was becom- 

ing clear that this planning assumption could no longer be taken for granted. The Postal Service had fairly sophisticated operational planning, and in fact successfully deployed a massive auto​mation program (Corporate Automation Plan) to reduce the number of manual processes in mail 

processing. The Postal Service also developed 

a rigorous financial planning process, including rate case and capital investment planning, but some​thing more was needed because service perfor​mance and customer satisfaction were declining. 

Anticipating the need for substantial change, the Board of Governors appointed Marvin Runyon as the nation's 70th postmaster general in July 1992. Formerly a senior executive with Ford Motor Company, and the first president and CEO of Nissan America, Runyon had successfully applied quality management principles. He established a quality group at the senior management level of the Postal Service. 

Runyon began an assessment of the Postal Service in 1993 using the Baldrige criteria. The re​sults of that process led to the creation of what was called CustomerPerfect!, now known simply as 

the management cycle. One of the critical features that emerged was the development of strategic goal areas of emphasis called "voices": Voice of 

the Customer, Voice of the Employee, and Voice 

of the Business. This was the beginning of the bal​anced scorecard approach in the Postal Service and served as a major focal point toward devel​oping a quality approach. A senior management 

