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Unit summary
All that you do as the manager will have an impact on quality, but several of your functions are especially important in ensuring a high level of quality in your own department and in the company as a whole. The functions included in this unit have to do with establishing, implementing and monitoring work systems, while those in Unit 4 present ways of supporting the contribution your employees can make.
3.1 Implement your company’s annual management policy

If your company is to successfully improve its quality, and reduce costs, it must formulate and implement mid-term to long-term plans, and develop an annual management policy based on these plans. This is the responsibility of the CEO. Your responsibility as a manager is to receive the CEO’s annual management policies, examine them carefully, and implement them in your department as your department policies. To do so you need the involvement and commitment of your employees.
3.2 Clarify the extent of your department’s responsibility for quality assurance activities; clarify policies
The journey from the receipt of an order to the final delivery of the product often goes through a lot of different departments. Each department is responsible for quality assurance activities at different stages in this journey. It is important that your department knows where its responsibility for quality assurance begins and ends. 

3.3 Define jobs, responsibilities and authority

Before you can manage your department effectively, your company must clearly define the jobs, responsibilities and authority in each of its departments. These definitions are known as job assignments. When your company has done this for all the departments, your primary task, as a department manager, is to set out your concrete policies and objectives on quality, quantity, and cost, and to communicate these clearly to your employees.
3.4 Ensure that your employees understand and carry out their job assignments correctly 

To ensure that your employees understand and carry out their job assignments correctly, you, as a manager, should:

a. Consider carefully how to give job assignments.
b. Communicate your superiors’ instructions clearly to your employees. 
3.5 Monitor how well management tasks are being carried out.

You need to have a system for checking that the management tasks in your department have been completed correctly. One system is to use management check items. These are items in a task that can be checked to see how well the task is being done.

3.6 Monitor the quality of the work in your department

There are a number of statistical and observational methods that you can use to monitor the quality of the work in your department. 

3.7 Deal with defects

No matter how well you run your department things will always go wrong. You may find yourself having to deal with defects - where an item – a product, part, equipment etc. – is incomplete or does not function properly.
3.8 Be alert for abnormalities when you revise any of your production processes.
Production processes are sometimes revised in order to improve quality. This is a time when abnormalities can easily arise. An abnormality is anything that emerges in the production process that is not how it is supposed to be. 

3.9 Keep work records
If your department, and your company as a whole, are to maintain and improve quality, you need to know how well your department is doing. For this it is essential that you keep records of all that is done.
3.10 Take a systematic approach to making improvements
Whether ideas for improvement come from suggestion schemes, QC circles or elsewhere, you should take a systematic approach to selecting themes for improvement, monitoring their progress and quantifying the results: use statistical techniques and introduce the PDCA cycle.

3.11 Keep everyone informed of how the department is doing 

All your employees, and indeed the company as a whole, should be kept informed of how your department is performing. Present this information in graphs or other visual forms, since people find it easier to grasp visual information.

3.12 Establish report writing procedures 

Managers have to do a lot of writing. It is particularly important that you:

a. Use the proper format in writing reports.

b. Keep records of communications with other departments.

Learning tools

The RADAR questions

As you read each text you will discuss how it could be applied in your company. The RADAR questions will help you to focus this discussion: 

R- Are these ideas relevant to my company?

A- How would I apply each of them in my company?

D- What difficulties might I meet and how would I overcome them?

A- Are there any additional actions that I might take that are not mentioned in the text?

R- What resources would be needed, what would these cost, and how could they be acquired?

There will of course be some discussion point where not all of these questions will be applicable.

The 6-Point Structure

After you have discussed the ideas in the text, you write an action plan in which you present practical proposals for implementing the conclusions you have reached in your discussion. The 6-Point structure will help you to write your action plan:

1. Problems: Problems you have in your company in the area you have just discussed.

2. Proposals: Your proposals for improvement.

a. Be specific and concretes.

b. Include an implementation plan, with a time schedule and minimum and optimal implementation Targets.

c. Refer to any forms, charts, tables etc. that you would use, and include samples in an appendix.

3. Obstacles: Obstacles to implementation in employee attitudes, company organization and culture etc., and how these could be overcome.

4. Resources:
a. The resources required: funds, equipment, materials, man-hours, expertise etc.

b. The resources available within the company.

c. Any resources that would have to be found outside the company.

d. Alternative that could be used to cover any shortfall in resources

5. Assessment: Ways of assessing the results of implementing these proposals.

6. Benefits: The benefits your proposals would bring.
3.1 Implement your company’s annual management policy 

Introduction

1. If your company is to successfully improve its quality, and reduce costs, it must formulate and implement mid-term to long-term plans, and develop an annual management policies based on these plans. This is the responsibility of the CEO. Your responsibility as a manager is to receive the CEO’s annual management policies, examine them carefully, and implement it in your department as your department policies. To do so you need the involvement and commitment of your employees. You should:

a. Discuss the implementation of the policy with your staff.

b. Make sure that they have a clear grasp of the objectives and methods needed to implement your departmental policies.

c. Work closely with your employees to solve any problems that arise in implementing the policies.

(See Unit 1 for more detailed guidelines on planning and implementing company policies.)

Discuss the implementation of company policies with your employees 
2. Both you and your staff must have a good understanding of the company’s long-term and medium-term policies. When you receive the policies from your superiors, discuss them fully with your staff, and work out with them what is needed to implement them as your department policies.

a. Evaluate the work in your department this year with reference to the work of the previous year.
b. Select development themes for the coming year that should lead to the implementation of the policies. A theme may be a task, process or target that you want to improve in some way.

c. Check carefully whether the selected themes fully satisfy the long-term and medium-term company policies plans. If they do not, then adjust them.

d. Review with your employees how to implement these themes.

e. Review the job assignments of those who will be implementing them.

f. Plan and implement a training programme, based on evaluation tables of individual job skills. (tables that present evaluations of the skills of individual employees.)
Make sure that employees have a clear grasp of the objectives 

3. Make sure that your employees have a good grasp of the specific objectives and methods needed to implement your department policies:

a. Use quantitative values to define each objective. In other words, measure the objective numerically.

b. Encourage your employees to make suggestions about how the objectives could be achieved - and then summarise these suggestions. 

c. Use graphs and charts to show how the achievements of your department can contribute to the overall achievements of the company.

d. Devise quantified indexes (indexes expressed numerically) that will enable you to monitor the progress of policy implementation, 

Figure 3.1a Full implementation of department policy 
[image: image1.emf]
Figure 3.1b Presenting department policy
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Work with your employees to solve problems that arise in implementing the policies 
4. Problems may arise during the implementation of the policy. Work closely with your employees to solve these. This will create a sense of partnership with them:
Tell them to:

(1) Check and report periodically on the progress towards each objective 

(2) Report back to you whenever there is a serious change or a delay.

a. But don’t just wait for reports of problems to come to you. Go to the workplaces and check things out yourself - and listen to what the operators have to say.

b. When problems are found, call in whoever is in charge, investigate the causes and examine possible countermeasures. Never lay the responsibility on an individual operator. Rather, motivate them to solve the problems themselves, using their own initiative.

c. When you have to request help from other departments, make sure that it is well co-ordinated.

d. If a problem is serious, report it to your superiors.
Figure 3.1c Procedure for problem solution. 
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DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. Does your company develop effective mid-term and long-term plans? If it does, how involved are you in implementing them? If it does not, what benefits would it bring to do so?
b. Do you discuss your company’s policy with your employees? Can you see any advantages in doing so?

c. Parag. 2. Apply the RADAR questions to these suggestions. 

d. Parag. 3: Apply the RADAR questions to these suggestions. 

e. Parag. 4. Apply the RADAR questions to these suggestions. 

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.

3.2 Clarify the extent of your department’s responsibility for quality assurance 
1. The journey from the receipt of an order to the final delivery of the product often goes through a lot of different departments. Each department is responsible for quality assurance activities at different stages in this journey. It is important that your department knows where its responsibility for quality assurance begins and ends. 

2. There are five primary areas where quality assurance activities are implemented, and where authority for their implementation must be defined:

a. Product design – define who has the authority to decide the functions and the quality level of a product, and who is responsible for examining/processing the results.

b. Process design – define who has the authority to decide on the base materials, parts, facilities, equipment, processes and jobs that turn the design into a quality product, and who is responsible for the results.
c. Manufacture – define who has the authority to manufacture the product according to the process that has been designed; to maintain facilities, equipment and tools; to inspect and assess the base materials and the in-process quality characteristics of semi-finished products; and who is responsible for the results of all these activities.
d. Inspection – define who has the authority to inspect and assess the quality of manufactured goods; who has the authority to process defective products and decide whether to dispose of them, keep them in reserve or adapt them; and who is responsible for examining/processing the results of all these activities.
e. Packing and transporting manufactured goods – define which departments and sections have the authority and responsibility for packing and transporting the finished products to customers. 

Figure 3.2a Contents of jobs, and departments and sections in charge. 
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DISCUSSION
The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.
a. Parag. 1. Does each department in your company know where its responsibility for quality assurance begins and ends, in relation to other departments?

b. Parag. 2: Apply the RADAR questions to these guidelines for defining authority for the implementation of quality assurance activities.
ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.

3.3 Define jobs, responsibilities and authority; clarify policies
1. Before you can manage your department effectively, your company must clearly define the jobs, responsibilities and authority in each of its departments. These descriptions are known as job assignments. When your company has done these for all the departments, your primary task, as a department manager, is to set out your concrete policies and objectives on quality, quantity, and cost, and to communicate these clearly to your employees.

2. Authority is where someone has been officially given the right to do something, to make a decision, or to give instructions. Responsibility is where someone the duty of carried out a task or seeing that it is carried out. Authority and responsibility may often be used interchangeably but not always.

3. To define job assignments, your company should:
a. Specify all the jobs in each department, including managerial functions like planning, developing strategies, coordinating the functions of the company, and promoting the company.
b. Define the authority and responsibilities that go with each job.
c. Define the responsibilities and authority of each employee.
d. Define the procedures to be followed in carrying out each job correctly.
e. Allocate jobs to each department.
f. Make sure that the jobs to be done by each department are documented and that rules are established for assigning work within each department.
g. Make sure that jobs to be carried out by more than one department will flow smoothly.
h. Identify quality characteristics of jobs as numerically as possible, using control charts and control graphs.
i. Decide who should draft all these documents, who should approve them and who should implement them.
4. It is important that everyone knows who has the responsibility and authority for defining job assignments, so that company-wide work will be done without one department duplicating the work of another. Look at the example of job assignment for the quality assurance department in Figure 3.3a (page 16) department.
Figure 3.3b Rule for job authority.
[image: image5.emf]
Figure 3.3c Sample list of authority common to managers.
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Figure 3.3d Responsibility and authority of major personnel who affect quality.
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5. Once your company has defined all the job assignments, your primary task, as a department manager, is to clarify your concrete policy and objectives on matters of quality, quantity, and cost, and to communicate these clearly to your employees. To do this you should:

a. Know the extent of your authority - how your department interfaces with other departments, especially the next processing department.

b. Clarify the quality control points of your job.

c. Understand and control the quality characteristics of the jobs in your department. Use control charts and graphs to quantify these.

d. Make sure that any abnormalities and defects that occur at control points will be identified. - establish a system where employees can immediately report any abnormalities and defects they discover.

e. Set up a system that will highlight the conditions in which abnormalities and deficiencies occur and will investigate the causes.

f. Actively support QC circles and other improvement activities.

g. Have a system to check that employees have understood and correctly implemented their instructions.


DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.
a. Are all the jobs in the different departments in your company clearly defined? Would you like to see them better defined? How would this help you, your department and your company?

b. What kind of relationships exist between the different departments? Are the relationships between the departments clearly defined? In what ways could you imagine the departmental relationships being better? What benefits would this bring?

c. Parag. 3 presents proposals for drawing up job assignments for each department. Apply the RADAR questions to these. Draw up some brief job assignments for your own department.

d. Figure 3.3b gives an example of a Rule for Job Authority. Is there anything you can learn from this example that would be useful in your company?
e. Parag. 5 presents suggestions for clarifying policies and objectives and communicating these clearly to your staff. Apply the RADAR questions. 
ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.4. Ensure that your staff understand and carry out their job assignments correctly 

Introduction
1. To ensure that your staff understand and carry out their job assignments correctly, you, as a manager, should:

a. Consider carefully how to give job assignments.

b. Communicate your superiors’ instructions clearly to your employees.

Consider carefully how to give job assignments:

2. When you are giving job assignments:

a. Always give employees jobs you know they are capable of carrying out. Be aware of an employee’s abilities to carry out different tasks, and keep these in mind when you are assigning jobs and giving instructions. You can judge what they are capable of from records of the seminars that they have attended and from records of their daily work. If necessary, carry out training before operations start.

b. Delegate to them a degree of authority appropriate to their abilities, so that they can, if necessary, pass on the instructions to others both smoothly and quickly. Remember that the responsibility always remains with you. It cannot be delegated.
c. You may sometimes choose to give them jobs that are slightly difficult for them in order to improve their skills. In this case give them full guidance, and praise them when their skills improve.
d. Make sure that your work instructions are easy to follow, and clearly specify:
i. The purpose of the job.

ii. The quantity of work to be done.
iii. The delivery deadlines.
iv. The work methods.

v. The materials and tools needed.

vi. The standards to be followed. 

vii. How to report abnormalities.

viii. How to report job completion.

e. Take a consultative approach: 

i. Explain the objectives and improvement targets, and invite them to give their opinion.

ii. List as many potential problems as you can and discuss preventive actions and countermeasures.

iii. Write a summary of any decisions made in this discussion, and see that they are carried out.

iv. If procedures have to be revised, devise methods for doing so, and check the results of the newly implemented procedures with the employees.

f. Highlight the important points and help them to get a feeling for the best way to do the job. Include lessons learned from past mistakes.

g. Check that they really understand the instructions. If an employee spends a lot of time questioning the same point, this is usually a sign that he or she really wants to understand the problem.

h. Instruct them on how to follow the company’s communication procedures.
i. Standardize instructions in documents, preferably using the "5WlH" questions (who does what, where, when, why and how).
j. Provide education and training in advance to ensure that they follow the standards. Then observe the actual operations carefully so that you can judge whether they are able to perform them as described in the operation standards. If any problems arise, retrain them. (See also Text 4.1 and Unit 8 for more detailed guidelines on using standards.)
Figure 3.4a Rule for Job Authority: acceptance inspection
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Figure 3.4b Rule for Job Authority: soldering work
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Figure 3.4c Directions of manufacturing conditions
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Communicate your superiors’ instructions clearly to your employees 

3. When you receive instructions from your superiors to be passed on to your employees:

a. Make sure that you understand them correctly.

b. Consider how they fit in with the responsibilities and capabilities of your department.

c. Devise a plan to implement them based on company policy. 

d. Clearly communicate the instructions to your staff, specifying the concrete work objectives and target values (the desired outcomes from a process). Give them examples. 

DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. How do you normally give job assignments to your employees? What problems, if any do you meet in doing this? What ways do you think you could improve it?

b. Consider also these questions:
i. How do you normally give instructions to your employees? 
ii. Do your employees always understand and carry out your instructions in the way that they are supposed to? If not, where do you think the problem lies? What could be done about it?
iii. Do you have a good idea of your employees’ ability levels in relation to the jobs that you have to assign to them? If not, how can you find out? 

iv. Is it difficult to fit your instructions to what they are able to do? If this is a problem, how can you deal with it
c. Parag. 2: Apply the RADAR questions to these proposals for assigning jobs to your staff. Include figures 3.4a, 3.4b and 3.4c in your discussion. If you feel it useful devise similar tables for one or two jobs in your department.
d. When you receive instructions from your superiors do you normally check how they fit in with the responsibilities and capabilities of your department? If not, would it be a good idea to do so?

e. Parag. 3: Apply the RADAR questions to these proposals for passing on your superiors’ instructions.
ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.5 Monitor how well management tasks are being carried out.

1. You need to have a system for checking that the management tasks in your department have been completed correctly. One system is to use management check items:

a. Specify the actions that have to be taken to complete each task.
b. Identify an item in each of these actions that can be measured to show if the action has been completed correctly. This item is called a management check item (or simply a management item.)

c. Have documents written up that specify the management check items for each task. 

2. Management check items are simply indicators that can be checked to see how well a management task has been carried out. For example: 

a. Management task: reduce manufacturing costs. 

b. Management check item: the cost of one product unit, or the amount of electricity used each month in the manufacturing process.

Figure 3.5a List of management items for a manufacturing section head.
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3. The main areas where management check items should be used are:

a. Jobs.

b. Production processes, including administrative procedures and tasks.

c. Interdepartmental tasks, e.g. interdepartmental activities for quality management, such as standardisation, and the processing of complaints. 

d. New business operations, and policy planning and management.
4. Monitor especially the factors that most affect business performance. Select these as priority management check items and monitor them carefully. Make sure that both your superiors and your subordinates know what they are. Record data about them regularly, and put it on display where everyone can see it.
5. To put this into practice you should:

a. Select management check items that indicate business results (output).

b. If it becomes clear that these items will take a long time to confirm, select alternative items that can be checked quickly. 

c. As far as possible, use discrete values and variables to indicate acceptable levels of task completion. If this is not possible, use boundary samples.

d. Use graphs and other charts to provide a ‘time series’ examination of the results.

e. Analyze factors that appear to affect management check items as early as possible, so that measures can be taken quickly to deal with them.  
DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. Parag. 1: Give some examples of management tasks in your department. Do you have a system for checking if your management tasks have been carried out properly? If yes, where do you feel it may need to be improved, if at all?

b. Parags. 3: Are these also the main areas where you would use management check items? Are there other areas where you would use them? Identify management check items for some of the typical tasks that you are responsible for.

c. Parag. 4: Make out a list of your priority management check items.
d. Parag. 5: Apply the RADAR questions to the guidelines in this paragraph.
ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.6. Monitor the quality of the work in your department

There are a number of statistical and observational methods that you can use to monitor the quality of the work in your department.
a. Prepare QC tools, transition charts, process capability index etc. Use numerical data and graphs to show trends in the manufacturing processes. It is extremely useful to look at daily trends over periods of a week or a month, or even twice yearly in order to get a grasp of the work situation.

b. Instruct employees to inspect designated inspection items (the specific features in a product or process that are inspected). Train them to report quickly when they notice any unusual noise, weight, color, surface roughness or vibration, even if no abnormality appears in the numerical data. 

c. Check the work periodically to see if employees may have deviated from the operation standards.

d. Thoroughly review any operations that deviate from the operation standards. If appropriate, modify the standards so that employees can follow them more easily. Jobs that require hard physical labour over long periods of time should also be made easier to carry out.
e. Ensure that employees write proper operation reports – these will include periodic reports on normal operations and special reports on abnormal operations. They should:

i. Understand the appropriate control points and evaluation methods, and report periodically on them. (These are the points in a process that can be examined to see if the process is continuous and stable.)
ii. Report unusual events quickly on their own initiative.

iii. Realise that reporting only favourable items is the same as making false reports.

Figure 3.6a Memo for notice and request.
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(See Unit 11 Statistical Methods, and Text 16.16 for more detailed guidelines on statistical methods, including the Seven QC Tools.)

(See Unit 8 Standardization, for more detailed guidelines on using operation standards.)

(See Unit 9 Problem solving, for more detailed guidelines on detecting and dealing with abnormalities.)

DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. Are you satisfied with how well you monitor the quality of work in your department? If not, where do you feel the problems lie, and what could be done about them?
b. Apply the RADAR questions to these proposals for monitoring the quality of your staff’ work. 
ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.7 Deal with defects
Introduction 

1. No matter how well you run your department things will always go wrong. You may find yourself having to deal with defects (especially in production), non-conformities or abnormalities:

a. A defect, also referred to as a deficiency, is where an item – a product, part, equipment etc. – is incomplete or does not function properly.
b. A non-conformity is any item that does not meet the required quality standards.
c. An abnormality in manufacturing is anything that appears in the production process that is different from what it is supposed to be, i.e. it does not meet the predetermined criteria governing the process. An abnormality is not necessarily a defect but it should always be investigated. (See also the next text – 3.8)
In this text we will be looking at defects but the guidelines also apply to non-conformities and abnormalities. What is critical is how you and your team respond to all three of these. 
(See Unit 9 for detailed guidelines on dealing with abnormalities.)

2. There are four actions that you, as a manager, have to take with defects:

c. Respond quickly when a defect is reported to you.

d. Deal with the defective products.

e. Gather information about the causes of the defect.

f. Check that the causes of the defect are being properly analysed and acted on.

Respond quickly when a defect is reported to you
3. Your employees should already know the lines of communication to follow when they are reporting any defects they find, and should use short simple reports. More detailed reports can follow later. You should respond quickly when they report a defect to you:

g. Make sure you have a clear idea of the situation and the actual products involved.

h. Check how the defect occurred.
i. Investigate how far the defect affects other processes.

j. Find out to what extent other departments are involved, and whether notices need to be sent to them.

k. Decide on and prioritise the countermeasures to be taken. 

l. Decide whether more information is needed.

m. Quickly send a defect memo to any related departments informing them of the defect and asking them for their cooperation with concrete countermeasures. Check that they have received the memo. If countermeasures are requested, a report should be forwarded quickly to the person in charge of implementing the countermeasures.

n. The defect memo to related departments should include the following:

(1) Issuing department (issue number, date of issue, issuing section, and person issuing the report).

(2) Model, article name, date the defect occurred and the manufacturing process in which it occurred.

(3) Clear details of the defect and related information - describe it plainly using sketches, etc.

(4) The countermeasures that have been requested.

(5) A list of the departments to which the report is being sent.

o. Carry out a full investigation of the causes - but sometimes the first thing to do is to dispose of the actual products.

Figure 3.7a Handling system for external complaint.
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Deal with defective products 
4. Defective products have to be dealt with. There are a number of different actions that should be taken, depending on the circumstances and the nature of the defect:

a. Put someone in charge of dealing with the defective products so that they will not be treated casually.
b. Decide quickly how to deal with the defective products – to dispose of them, rework them or take some special measures.

c. When life or safety-related defects occur, authorise the quality assurance department to stop shipment so that defective products do not reach customers.

d. If investigation of the cause reveals that there is no problem in market quality, allow shipments to continue.

e. When there are defects that could lead to serious claims against the company, deal with the products first before fully investigating the cause. 
f. If the products have already been delivered to the customers, assess the seriousness and urgency of the situation, consult the customer, and take active measures to deal with the matter.
Gather information about the causes of the defect 

5. To identify the causes of defects, you will need to gather all he information you can. A systematic way of doing this is to ask the 4M questions - Is it caused by man, machine, method, or materials?

a. Are the operators following the operation standards?

b. Have equipment, machine, or tools been changed?

c. Were operators or inspectors replaced during the manufacturing process or when the products were in the lot? If not, was the method of operation, the inspection procedure, or the test equipment changed?

d. Have any changes taken place in the manufacturing process due to changes in materials and parts? Remember that materials and parts from different makers may differ slightly even though it is claimed they are the same and that they conform to the same standard – this is because machining conditions or quality may differ.

Figure 3.7b Process analysis 
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Check that the causes of the defect are being properly analysed and dealt with 

6. To check if that the causes of defect is being properly analysed and dealt with:
a. Check the accuracy of the defect report – go to the workplace and examine the product.

b. Use stratification (by defects, by model, by manufacturing process, by operator, by time zone, etc.) and other statistical techniques to conduct the analysis. (Stratification is one of the 7 QC tools; see Text 11.3.4) 

c. Do reproducibility experiments to see if these causes produce the same defects. (This is an experiment that reproduces a failure in order to see how the failure occurred.)
d. When the causes have been properly analysed, plan and implement countermeasures to prevent recurrence of the defect.

e. Check the results of these countermeasures.

f. If necessary review and revise the technical and operational standards and any other standards related to them. 

g. Check processes that are similar to the deficient process and if a problem is found, review the entire process and re-train the operators

Figure 3.7c System diagram for countermeasures against deficiencies. 
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Figure 3.7d Analysis of causes 
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DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. Do you often have to deal with defects? How do you do so? Could you improve your way of doing this?

b. Parag. 1. Give one or two examples of defects, non-conformities and abnormalities form your company.

c. Parag. 3 presents a list of actions to ensure that defects are dealt with quickly. Apply the RADAR questions to these. Include Figure 3.7a in your discussion.

d. What do you do with the actual defective products in your company?

e. Parag. 4 presents actions to take with defective products. Apply the RADAR questions to these.

f. How do you identify the causes of defects? Could your methods be improved?

e. Parag. 5: Apply the RADAR questions to these suggestions for gathering the information needed to identify the causes of defects. Include Figure 3.7b in your discussion.

f. Parag. 6 suggests several actions to take in order to check if the analysis of the causes of defects is being conducted properly, and acted on. Apply the RADAR questions to these suggestions. If Figures 3.7c and 3.7d seem relevant to your company include them in your discussions.

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.8. Be alert for abnormalities when you revise any of your production processes.
1. Production processes are sometimes revised in order to improve quality. This is a time when abnormalities can easily arise. There are three critical abnormalities that can emerge when you revise your production processes:

a. The quality does not change as planned.
b. The quality does change as planned but does not reach the target level.
c. The quality changes as planned, but other quality characteristics also change, producing unintended results.

(An abnormality is anything that emerges in the production process that is not how it is supposed to be. Although not always defect it may indicate a latent problem. See Unit 9 for more detailed guidelines.)
2. To avoid the emergence of such abnormalities, you should have a standardized procedure for these revisions. This procedure should include the following:

a. Personnel:

i. Specify those responsible for revising process conditions and those who will be in charge of this.

ii. Train everyone involved in carrying out the revisions.

iii. Make sure that those responsible are there when the revised process conditions are introduced, and that there is adequate supervision.

b. Check if:

i. Revisions to process conditions are affecting other quality characteristics.

ii. Revisions have changed costs.

c. Do not:

i. Mix up the materials used before and after revisions, unfinished goods, and finished products.

ii. Mix up the standards used before and after revisions.

iii. Let base material purchasers and suppliers make revisions without permission. Make sure that they follow the instructions of those responsible.

d. Complete all other revisions that are related to the process condition revisions.

e. Test and inspect finished products and confirm whatever quality changes have taken place.

Figure 3.8a Quality management flow chart for early warning goods.
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(See unit 9 Problem solving, for detailed guidelines on dealing with abnormalities.)
DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of the ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.
a. Parag. 1: What are some typical abnormalities that have occurred in your department when process conditions have been changed?
b. Parag. 2: Apply the RADAR questions to this procedure for preventing abnormalities when conditions are changed. 

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. You might like to use the 6-Point Structure.
3.9 Keep work records
Introduction 

1. If your department, and your company as a whole, are to maintain and improve quality, you need to know how well your department is doing. For this it is essential that you keep records of all that is done. In particular you should maintain:

a. Achievement records that show how well your department is performing against its targets.

b. Work records that will help to build up a picture of the overall situation of the company.

c. Daily job results records that will help indicate abnormalities as early as possible.
Achievement records
2. Keep records of what your employees have achieved in the different production processes, and compare these with the plans. Achievement records should include: 

a. How much work has been done?
b. The ratio of defects.

c. Records of quality characteristics.

d. The cost of the work.

e. How successfully deadlines were met.

f. The department’s safety record.

g. The level of employee morale.

3. When your department’s actual achievement differs greatly from what it planned to achieve, then corrective action should be taken. Corrective action will be much easier to take corrective action if all this data is converted into tables and figures. It is also a good idea to put control charts and graphs on display so that everyone can easily see the level of work achievement and can compare this with the plan. 

Figure 3.9a Transitions in quality records
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Work records
4. Work records are important to:

a. Give a clear picture of the present situation of the company.

b. Provide input for decisions about the future direction the company should take. 

5. They include:

a. The names of products.

b. The name of the work and a description of the work.

c. The dates when work was started and completed.

d. The facilities and equipment that are being used.

e. The names of employees.

f. The working conditions.

g. The presence or absence of abnormalities.

h. The handling of any abnormalities, and the results.

Store all records for a fixed period of time and in fixed locations where they will not be damaged or lost.

6. Work records can be used to assess:

a. The company’s process and manufacturing capabilities. 

b. Its quality standards.

c. The control limits.

7. These assessments will then help with planning future production, because they will show: 

a. Optimal manufacturing conditions. 

b. Factors that affect quality. 

c. The causes of abnormalities. 

Daily job result records
8. Daily job result records are especially useful in helping employees to quickly recognise abnormalities and take immediate action to deal with them. For this purpose, keep the records up to date on a daily basis, and arrange them so that they are easy to inspect.

Figure 3.9b Check sheets 
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DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of the ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions -  you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company..

a. Do you know how well your department is doing? Do you keep records of what employees have achieved? Or any other kind of work records? If yes, where do you feel your record system needs to be improved, if at all? If you do not keep records, what benefits do you think they would bring?

b. This text presents three types of records that you can keep. Apply the RADAR questions to all of them, and decide what kind of records would be most useful for you. Consider in particular how:

c. Such records would help your department to make these assessments. (parag. 6)

d. These assessments would help you to plan future production. (parag. 7)

e. Daily job results would help you to quickly recognize abnormalities. (parag. 8)

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. You might like to use the 6-Point Structure.
3.10 Take a systematic approach to making improvements
1. Whether ideas for improvement come from suggestion schemes, QC circles or elsewhere, you should take a systematic approach to selecting themes for improvement, monitoring their progress and quantifying the results:

a. Use statistical techniques.

b. Introduce the PDCA cycle.

c. Review your approach to improvements.

Use statistical techniques

2. Use statistical techniques, graphs and tables to select themes for improvement, to monitor the progress of improvements, and to quantify the results. This will provide much more effective control of improvements, and will have the added advantage of giving employees a much more concrete sense of what is going on, and of the benefits that improvements will bring.
a. To begin with, select improvement themes according to the level of improvement they can be expected to bring. Take into account the balance between the time required for a solution, the costs, and the savings that the improvements are expected to bring. Use characteristic diagrams to make the selection of themes more efficient. 

b. Stratify the data that is gathered on the theme from various angles, and look for clues that will help to indicate what improvements are needed, and what measures should be taken. Train employees to use statistical techniques such as correlation coefficients, so that they will be able to analyze the stratified data. (Stratification is one of the 7 QC tools; see Unit 11.3.4.)
c. Set the improvement objectives, and decide on the concrete measures and the target values (the desired outcomes from a process) needed to achieve them. These are generally summarized in schedule control tables (tables in which improvement objectives, measures to achieve them and target values are summarized). 

d. Put a person in charge of each concrete measure that is to be taken, and determine the evaluation scale, and the intermediate and final check methods.

e. Evaluate the effects of improvements in terms of money or time, since these are objective and should not allow differences of interpretation. Convert subjective evaluations, such as appearance or taste, to a monetary value.

Figure 3.10a Record of improvement
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(See unit 11 Statistical Methods, for detailed guidelines on statistical techniques.)
Introduce the PDCA cycle
3. Introduce the PDCA cycle as an effective way of achieving improvements. It has four stages:

P – Plan: Set up a concrete improvement plan, choose criteria for evaluating it, decide how to put it into practice and who will be in charge of each item, prepare a daily schedule and check that everyone who needs to know about it is informed.

D – Do: Implement the plan exactly as it has been drawn up. Don’t implement it partially or casually. Exact implementation is necessary in order to discover any defects there may be in the plan itself.
C – Check: Use the evaluation criteria that were chosen at the planning stage to review and evaluate the results of implementation.

A – Act: Analyse the results that have been evaluated and take concrete countermeasures and any other action that you thing necessary. Ensure that the results are reflected in the next new PDCA cycle.

Figure 1.5a PDCA Cycle
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4. The PDCA Cycle was developed by Deming, and is also known as the Deming Wheel. The basic concept is that first you plan what you are going to do, then you do it, then you check the results. If the results are OK, you standardize your plan and put it into regular use. If the results are not satisfactory you make changes to your plan, try it again, and if this time the results are OK you standardize the changed version of your plan, and put it into regular use. The PDCA Cycle can be used for the simplest jobs or for the most complex company activities. It is an excellent system for a manager to use to continuously improve the level of quality in his department.

5. When applied to giving work instructions the PDCA Cycle can be summarised as follows: 

a. See that the operations in the department are standardised (Plan).

b. Instruct subordinates to carry out these operations (Do).

c. Check the results of the operations (Check).

d. If any results are unsatisfactory, make changes to the operations, and standardize these changes (Act).
Review your approach to improvements
6. Review the efforts that have been made to improve quality over an extended period. Try to understand what direction they are going in: is the focus on solving problems that have already arisen (e.g. too many rejected products) or on the future (e.g. improving product quality)? Then consider whether this is the best direction to continue.

DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. How systematic is your approach to deciding what improvements to make in your department and to implementing them?

b. Parag. 2. Do you already have any experience of using such techniques? How useful do you feel it would be to introduce them in your department or company?

c. Parag. 2. Apply the RADAR questions to investigating out the feasibility of using these techniques in your department.

d. Parag. 3, 4 and 5. Choose a possible improvement theme for your company, and consider how you would use the PDCA Cycle to implement it. What benefits could it bring? Apply the RADAR questions to the idea of making use of the PDCA Cycle in your department or company. 
e. Parag. 6. What improvements have been carried out in your department in the last few years? How would you analyze them? In the light of your discussion of this text, and previous texts on introducing improvements in your department, what overall approach would you now like to undertake?

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.11 Keep everyone informed of how the department is doing
1. All your employees, and indeed the company as a whole, should be kept informed of how your department is performing. Present this information in graphs or other visual forms, since people find it easier to grasp visual information. 

2. Good graphic methods of displaying this information include:

a. Control charts, which will help everyone to understand the current situation, the presence or absence of abnormalities, and any transitions or changing trends in the quality characteristics of important products.

b. Transition charts that show changes:

i in actual defect ratios against the targets.

ii in daily performance against targets.

iii in safety records.

iv in the number of improvement proposals.

c. Charts that show production volume against planned volume in a cumulative manner.

d. Electric signboards that show the gap between actual progress and the progress expected in the standards.

Graphics that show daily or cumulative changes against target values will give a good picture of the present situation and will help with decisions about the future. 

Figure 3.11a Management targets.
[image: image22.emf]
DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.
Parag. 1: What benefits would you expect from putting this information on public display?

Parag. 2: Which of these methods would be most suitable for displaying this information in your department?

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
3.12 Establish report writing procedures 
Introduction

1. Managers have to do a lot of writing. It is particularly important that you:

a. Use the proper format in writing reports.

b. Keep records of communications with other departments.

Use the proper format in preparing reports
2. When you are preparing reports:

a. Standardize them as much as possible.
b. Use formats that can be completed quickly.

c. Itemize the contents in order of importance, putting detailed explanations in appendices at the end.
d. To make it easy for the reader, wherever possible present information visually in the form of graphs or reference tables which allow an easy review of the time sequence.

e. In addition to the specific content required by the format, include, where appropriate, your own comments and proposals, foe example on:

i. Actions to prevent abnormalities recurring.
ii. The disposal of defective items.

iii. The assumed causes and the effects on other departments.

f. Write reports in good time and distribute them to the relevant people.
Figure 3.12a A sample of an abnormality report 
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Keep records of communications with other departments 
3. When you are communicating with other departments put everything in writing and keep records.

p. Clearly indicate the scope of the matters being discussed, and briefly state what is being requested, the objectives and the targets. Be sure to sign (or stamp) and date the document.

q. Itemize the contents in order of importance, putting detailed explanations and numerical information in appendices.

r. Keep and exchange minutes of any agreements that are reached. 

s. If written communication is not enough, arrange a meeting, and discuss beforehand what you want to deal with at the meeting.

Figure 3.12b Sample report format
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DISCUSSION

The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.

a. How do you normally give instructions to your employees - In writing or in person, or both? What points do you include? How do you think you could do this better?

b. Parag. 2: Apply the RADAR questions to these guidelines on preparing written documents. Include the example in Figure 3.12a in your discussion. Could it be a useful model for you?

c. Parag. 3 presents guidelines for communicating with other departments. Apply the RADAR questions to these. Look at the example in Figure 3.12b. Could it be a useful model for you?

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.

Test
Answer these questions using only information given in the text. For each question one, two or all three answers may be correct. Tick the answer or answers you think are correct for each question. Each question carries 3 points – you get one point for each correct answer that you tick, and one point for each wrong answer that you do not tick.

3.1 Implement your company’s annual management policy
1 To implement company policy effectively:

a. Evaluate the work in your department with reference to the previous three years.

b. Examine with your employees whether the themes selected for development satisfy long-term and medium-term company policies.

c. Review with your staff how to implement these themes.

2 To make sure that your staff have a good grasp of the specific objectives and methods needed to implement the department policies: 

a. Let your employees decide how the objectives could be achieved.

b. Use graphs and charts to show how the achievements of their department contribute to the overall success of the company.

c. Use quantitative values to define each objective.

3 When any problems arise during the implementation of the policy:

a. Try first of all to solve them yourself.

b. Call in the persons in charge, investigate the causes, and examine possible countermeasures.

c. If a problem is serious report it to your superiors.

3.2 Clarify the extent of your department’s responsibility for quality assurance activities
4 The primary areas where authority for the implementation of quality assurance activities must be defined include:

a. Sales.

b. Product design.

c. Packing manufactured goods.

3.3 Define jobs, responsibilities and authority; clarify policies.
5 Job assignments are descriptions of:

a. The responsibilities and authority of each department.

b. The jobs and responsibilities of each department.

c. The jobs, responsibilities and authority of each department.

6 To define the job assignments of each department in the company:

a. Specify all the jobs in the department.

b. Limit the number of the jobs.

c. Identify the quality characteristics of the jobs as numerically as possible.

7 To clarify their policies and objectives and communicate these to their employees, managers should: 

a. Know how their department interfaces with other departments.

b. Understand and control the quality characteristics of the jobs in their department.

c. Make sure that abnormalities do not occur.

3.4 Ensure that your employees understand and carry out their job assignments correctly

8 To communicate your superiors’ instructions to your employees: 
a. Make sure you really understand the instructions.

b. Consider how these instructions fit in with the responsibilities and capabilities of your department.
c. Devise an implementation plan based on your department policy.

9 To ensure that your employees understand and can follow your instructions:

a. Provide education and training in advance to ensure that they can follow the standards.

b. Never give employees jobs that are even a little above their skills level.

c. Get operators to make a habit of immediately reporting when a job is completed.

10 When you are assigning jobs and giving work instructions:

a. Always give instructions that are appropriate to the operator’s ability.

b. Judge what they are capable of from talking to the other operators.

c. If necessary, carry out prior training before operations start.

11 In your work instructions clearly specify: 

a. The purpose of the job.

b. How to report that work has started.

c. The work methods.

12 To take a consultative approach in communicating your instructions: 

a. Explain the objectives and improvement targets fully.

b. Invite your staff to give their opinion.

c. Ask them to write a summary of any decisions reached in your discussion with them.

3.5 Monitor how well management tasks are being carried out.
13 To set up a system that will enable him to recognize if the tasks he is responsible for are completed properly a manager must:

a. Specify who has to complete each task.

a. Specify the actions that have to be taken to complete the task.

b. Identify a item in each action that can be measured to show if it has been completed correctly.

14 Management check items are indicators that are can  be checked to see:

a. How well the manager has defined the tasks that he is responsible for.

b. How well a management task has been carried out.

c. How well the performance of the department compares with other departments.

15 A manager should select as priority management check items those factors that most affect:

a. Employee morale.

b. Cost reduction.

c. Business performance.

16 Analyse factors that appear to affect management check items as early as possible so that:

a. Deadlines can be met.

b. Costs can be reduced.

c. Measures can be taken quickly to deal with them.

3.6 Monitor the quality of the work in your department  
17 To monitor the quality of the work in your department: 

a. Use numerical data and graphs to show trends in the manufacturing process.

b. Check workplace operations regularly to see if workers may have deviated from the operation standards.

c. Instruct operators to inspect designated inspection items.
18 Ensure that when staff are submitting reports they:

a. Understand the appropriate control points and evaluation methods.

b. Realize that reporting only favorable items is the same as making false reports.

c. Report unusual events as soon as they are told to do so.

3.7 Deal with defects
19 To ensure that quick and appropriate action is taken whenever defects occur:

a. Make sure employees know the communication lines to follow when they are reporting the defects they find.

b. Distribute a report to related departments informing them of the defect and asking for their cooperation.

c. Include all the details of the defect in the first defect report.

20 Take the following actions when you are informed about a defect:

a. Make sure you have a clear idea of the situation and the actual products concerned.

b. Assess how much the defect will cost.

c. Decide whether more information is needed.

21 A defect memo sent to another involved department should include: 

a. The issuing department.

b. The countermeasures that have been taken.

c. A list of the departments to which the report is distributed.

22 When there are defects that could lead to serious claims against the company the first priority is to: 

a. Deal with the products.

b. Investigate the causes.

c. Take countermeasures.

23 If possibly defective products have already been delivered to the customer: 

a. Recall the products immediately.

b. Assess the seriousness of the situation.

c.  Consult the customer.

24 To gather information about the causes of the defect, ask the following questions: 

a. Are operators following the operation standards?

b. Has a new manager been appointed?

c. Were operators or inspectors replaced during the manufacturing process?

25 To check that the causes of he defect are being properly analyzed: 

a. Go to the workplace and examine the product.

b. Change the standards immediately.

c. Draft concrete plans for improvement.

3.8 Be alert for abnormalities when you revise any of your production processes.

26 Likely results of the revision of processes include:

a. Quality changes as planned but does not reach the target level.

b. Quality does not change as planned.

c. Quality changes as planned, but other quality characteristics also change.

27 To prevent abnormalities when process conditions are revised do not:

a. Mix up the materials used before and after revisions.

b. Mix up the standards used before and after revisions.

c. Change the workers before and after revisions.

3.9 Keep work records 
28 Achievement records should include:

a. How successfully deadlines were met.

b. The level of employee morale.

c. The facilities and equipment that were used.

29 To ensure that everyone can see the level of work achievement it is best to 

a. Ask the supervisors to tell everyone.

b. Display the achievement results in control charts and graphs.

c. Hold monthly meetings and announce the achievement results.

30 Work records include:

a. The department’s production capability.

b. The presence or absence of abnormalities.

c. The quality characteristics of the work results.

31 Work records can be used to assess:

a. The company’s quality standards.

b. Its cost limits.

c. Its process capability.

32 To use job result records to recognize abnormalities keep them up to date on:

a. A daily basis.

b. A weekly basis.

c. A monthly basis.

3.10 Take a systematic approach to making improvements
33 Use statistical techniques, graphs and tables to:

a. Select themes for improvement.

b. Monitor the progress of improvement.

c. Quantify the results.

34 In selecting improvement themes take into account the balance between:

a. The time required for a solution.

b. The savings that the improvements are expected to bring.

c. The techniques that can be used to select them.

35 Evaluate the effects of improvements in terms of:

a. Subjective evaluations.

b. Money.

c. Time.

36 Which is the correct sequence in terms of the PDCA Cycle when applied to work instruction:

a. Make changes to the operations, standardize operations, instruct subordinates to carry out operations, check the results.

b. Standardize operations, instruct subordinates to carry out operations, check the results, make changes to the operations.

c. Instruct subordinates to carry out operations, standardize operations, check the results, make changes to the operations.

3.11 Keep everyone informed of how the department is doing

37 A control chart will help everyone to understand:

a. Any trends that are taking place.

b. The presence or absence of abnormalities.

c. The current situation.

38 Methods of displaying control information include:

a. Electric signboards that show the gap between actual progress and the progress expected in the standards.

b. Transition charts that show daily performance against targets.

c. Graphics that show changes in the number of suggestions for improvement.

3.12 Establish report writing procedures
39 When you are preparing reports:

a. Standardize them as much as possible.

b. Itemize the contents in order of cost.

c. Present information visually whenever possible.

40 When communicating with other departments 

a. Clearly indicate the scope of the matters being discussed.

b. If written communication is not enough use the telephone.

c. Keep and exchange minutes of any agreements that are reached.

Relation with ISO
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Figure 3.3a. The following is an example of a job assignment for the quality assurance department.





"As the department playing a central role in company-wide TQM activity, this department shall be in charge of planning and promoting these activities, and of assuring the quality of products."


Total planning and promotion of TQM activities.


Promotion of QC circle and staff QC activities.


Planning and promotion of QC awards.


Assistance of TQM activities in affiliated companies.


Planning of basic quality assurance policy.


Establishment and promotion of quality assurance system.


Planning and implementation of quality assurance and product audits.


Establishment and promotion of product liability prevention (PLP) �system.


Comprehensive control of claims affecting.


Promotion of countermeasures for problems company-wide important �quality and coordination of action concerning products already shipped.
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