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Unit summary
The quality of the education and training that your company provides for its staff will determine the quality of the products and services you offer. Ultimately it will determine the success of your business. You should approach it systematically, implement it thoughtfully, and continuously evaluate and improve it.

12.1 Establish an employee development policy 

The first step in training your staff is to have an employee development policy, and to communicate this policy to your staff. The objectives of the policy should be to:
a. Improve employees’ competence in their work.

b. Improve their understanding of their responsibilities.

c. Improve their ability to make good judgements.

d. Improve their capacity to solve problems.

12.2 Train employees in using machinery and equipment 

In most companies a primary focus of training is on using machinery and other equipment. This training will be both off-the-job-training (OFF-JT) and on-the-job training (OJT), and will deal in particular with:
a. How to handle, operate, and maintain machinery and equipment.
b. How to avoid danger, promote safety, and prevent breakage and damage.

12.3 Provide TQM education and training; set up a TQM education and training office. 
Education and training is particularly important when you decide to introduce TQM. Set up a well-structured TQM curriculum for each level of management, for each sub-department, and for each job. Typical groupings are top management, middle management, TQM promotional staff, foremen and group leaders, and general employees. Each of these groups will have different needs, interests and constraints. If you can set up a TQM education and training office you will find this a valuable resource for improving the quality of both TQM education and training and other training in your company.

12.4 Maintain a resource of good training materials
Good training materials are an essential training resource. They will provide appropriate content, will meet the needs of the participants, will fulfil the purpose of the course and the overall curriculum, and will allow the annual and monthly training plans to be followed. Review them regularly, and file them systematically.
12.5 Evaluate and improve your training.

Training should be the focus of continuous improvement. You should:

a. Evaluate what your employees gain from each course.

b. Regularly evaluate your overall training programme, and seek ways to improve it in both content and methodology. 

12.6 Encourage employees to pursue self-development

Best results will be achieved by those employees who are motivated to pursue their own development. Your company should encourage and facilitate such employees to undertake training in the skills and knowledge, and for the licences, that each is interested in, and which are necessary both in their own work area and company-wide. This is particularly valuable when employees need to be able to respond effectively to changes in customer needs.
12.7 Set up system for employees to acquire licenses 

Establish a license qualification system that will certify that employees have achieved the level of knowledge and skills required for certain jobs. This system should specify the work that a license is required for, and the method by which qualifications will be awarded.

12.8 Provide training in new products and new technology 

Products and technology are always changing. Employees must often be given training that will keep them up to date with these changes. Such training will be required for:
a. Engineers in the R&D department; they will require both training in the new technology, and the basic knowledge that will enable them to develop more advanced technology.

b. Employees in the workplace, who will have to become familiar with new raw materials, and with production and inspection methods for the new components.

c. The sales representatives who will have to sell the new products.

Terminology Note
In employee development one often uses the terms education and training together, education referring to teaching participants an understanding of principles, and training to teaching them practical skills. The terms are sometimes used together in this unit (in 12.1 and 12.3), but for ease of reading and especially of discussion, it has been decided to use only the term ‘training’, even where it would be more accurate to use both terms. The use of ‘training’ in a particular context, therefore, does not exclude the meaning of ‘education’ in that context.

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.
12.1 Establish an employee development policy

1. The success of your company depends on having well trained staff. The first step in achieving this is to have an employee development policy, and to communicate this policy to staff. The objectives of the policy should be to:
a. Improve employees’ competence in their work.
b. Improve their understanding of their responsibilities.
c. Improve their ability to make good judgements.
d. Improve their capacity to solve problems.

2. To formulate and implement your employee development policy, you will need to establish rules and procedures for education and training. These rules and procedures, or standards as they are also known, should describe how to:

a. Formulate a basic policy for employee development.

b. Set up a committee for the promotion of employee development.

c. Set up a unit to promote education and training.

d. Set up a schedule for education and training.

e. Provide internal and external educational guidance.

f. Evaluate education and training.

3. An example of rules and procedures for education and training:

Provision No.1: Purpose

This decree is established to define the basic education and training policy, which has as its goal the development of employees throughout the company.

Provision No.2: Basic education and training policy

Education and training has, as its purpose, the development of employees by providing instruction in the basic knowledge and skills needed to conduct day-to-day business.

Provision No.3: Authority and responsibility
This rule governs the areas of authority and responsibility for education and training:
a. The "Education Committee" is the highest authority within the company on matters of company education and training. An executive from the personnel department shall serve as its chairman. The organization and operation of the Committee are defined in the "Rules Governing Education Committee."

b. The head of each department is responsible for the education and training of his/her department.

Provision No.4: Education and training in each department

The head of each department is responsible for setting up a unit to promote education and training within his department, assigning a person in-charge, coordinating the activities of his unit with those of the Education Committee, and running it effectively with regard to the following provisions as they pertain to operations within his department. The organization should:

a. Be aware of the history of formal education, actual job duties, education and training, and official licenses held by all the members of the department.

b. Create an annual plan for education and training, a plan for the earning of new licenses, and a budget for these activities.

c. Complete a curriculum for education and training for each level in the management by hierarchy, by each sub-department, and by each function.

d. Develop and organize all necessary training materials.

e. Select and register instructors.

f. Be aware of the past education and training programmes and confirm their effectiveness.
g. Maintain records of education and training programmes and all licenses earned.
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 what is 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 figures referred to in the text, if you feel these are relevant to your company.

a. How important is education and training in your company? Do you think it should be given more importance? If so, what changes should be made? How would these benefit your company?

b. Parag. 1 Do you agree that employees should know what the employee development policy is? Why?

c. Parag. 1 suggests four objectives for education and training. Would these also be appropriate objectives for your company? Are there any others you would add?

d. Parag. 2 refers to the importance of establishing rules and procedures for education and training in six areas. After you have read the example, apply the RADAR questions to actually establishing and implementing rules and procedures that would be appropriate for your company.

ACTION PLAN

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

Introduction

1. In most companies a primary focus of training is on using machinery and other equipment. This training will be both off-the-job-training (OFF-JT) and on-the-job training (OJT), and will deal in particular with: 

a. How to handle, operate, and maintain machinery and equipment.
b. How to avoid danger, promote safety, and prevent breakage and damage.

Both forms of training must have systems for:

a. Confirming that employees have reached a verified level of knowledge and skills through the training. 

b. Registering these employees to operate and use specific machinery and equipment.
There must, of course, be agreement on how the operations should be carried out, and what exactly the procedures are, before any training can be carried out. These agreed ways of carrying out the company’s business should be written down in standards. (See Unit 8 Standardization, especially the list of typical manufacturing standards in Text 8.1-these are the kind of standards you should base your training on.)

Off-the-job training (OFF-JT 

2. In off-the-job training (OFF-JT) use the operation manuals for machinery and equipment as defined in the job standards. Instruction should cover machinery, inspection equipment, measuring devices, constituent components, jigs, tools, and spare parts. It should be given to all the relevant personnel, and should include:

a. The purpose of the item of machinery or equipment, its range of use, the environment in which it should be used, and the conditions for using it.
b. An explanation of its basic functions.

c. Its structure, principles, capabilities, accuracy, and reliability.

d. Its constituent components (i.e. its permanently assembled parts), attached components, and spare parts.

e. Warning notices to ensure operator safety and avoid accidents.

f. How its proper handling will affect product quality.

g. Actions that are forbidden, either with it or near it, to prevent damage, malfunction or breakage.

h. Notices about methods transporting it from storage and handling it.

i. Notices for checking and handling the constituent components.

j. All the procedures for handling, operating, inspecting, adjusting and verifying it; for recording any incidents that occur; for processing data related to it; and for the pre-operation, start of operation, mid-operation, and end-of-operation stages.

k. Post-operation actions: inspection of the main unit and the constituent components, verification, cleaning, adjustments, recording; post-operation processing (e.g., repair, oiling, prevention of rusting, ensuring that it remains in good working order, and prevention of scratches); transportation, storage, storage method, replacement of components that deteriorate through use and replacement of maintenance materials, etc.

l. Methods for reporting information on products, and the documents, records, etc that are used. 

m. The handling and management of waste materials after cleaning is finished.

n. For all of the above points, emphasise those factors that must absolutely be followed, checked and confirmed, and those that are forbidden.

o. Points for which a record must be kept and the format of these records.

p. Issues that have to be reported to a superior, issues to be record, ad the storage of records.

q. What to do when abnormalities or breakages are discovered, the countermeasures to take, and how to report and record such incidents.

r. What alternative actions to take when operating procedures cannot be followed, what approval is required for making such changes, and how to have them made permanent if they are an improvement.

s. Standards, work procedure manuals, and operation manuals

On-the-Job Training (OJT):

3. On-the-job training (OJT) is provided on the work site. The instructor demonstrates and explains the correct procedure using the actual machinery, measuring devices, raw materials, components, WIP (work-in-progress), and finished products. 

a. Use OJT where there is a special focus on the purpose of the work at hand, on safety, on product quality, on the care needed in handling machinery and equipment to prevent damage and breakage, on operation procedures and measuring methods, on countermeasures to be taken against abnormalities, and on the reporting of abnormalities.

b. Provide adequate training in the special care needed to handle measuring devices, and testing and inspection equipment in order to maintain their accuracy.

c. As teaching materials, use written job standards, work procedure manuals, user manuals, and textbooks; make effective use of related materials such as maintenance standards for equipment, handling standards for measuring devices, samples of actual materials, photographs, boundary samples, and one-point lectures. (supplementary standards that make it easier to understand the use of equipment etc.)

d. Obtain approval in advance to use these teaching materials, register them, and make repeated use of them for training.

e. In the course of training, do not make any changes to machinery and measuring devices and their specifications unless permission has been obtained from the person in charge, and do so according to the proper, designated procedures.

f. Emphasize that these items are only to be used for their intended purpose unless permission is given by the person in charge, and make sure that nobody misuses them.

Keep training records:

4. It is essential to keep training records:

a. Keep records of the date, the instructor’s name, participants’ names, and the teaching materials and textbooks.

b. Have the person in charge, or the supervisor:

i. Verify and maintain records for each of his subordinates showing the level of learning he/she has achieved in the use, operation, and handling of the machinery or other equipment. 

ii. Verify and record whether or not stable product quality is being efficiently and continuously achieved.

c. Use these records to plan and carry out future training.

Have an occasional follow-up program for employees to brush up the skills and knowledge they have acquired in their training. This could take the form of competitions or quizzes.

Figure 12.2a Basic procedures for using measuring devices 
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This is a very useful example, and one that you should look carefully at.
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 what is 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 figures referred to in the text, if you feel these are relevant to your company.

a. Parag.1: To what extent does your company already provide training in the areas described here? In what ways could it be improved? Give some examples of things that have gone wrong because of inadequate training in these areas.

b. Parag. 1: Does your company already have a system for approving employees who have attained a verified level in training? And for registering these employees to operate and use special machinery and measuring devices? If not, do you think it would be a good idea to have such systems? Why?

c. Parag. 2. To what extent does your company already use OFF-JT and OJT in training employees to use your machinery and equipment? How effective are they your systems? Where do you feel there is room for improvement? When is one more appropriate than the other? When should both be used?

d. Parag. 2. Apply the RADAR questions to these guidelines for OFF-JT.

e. Parag. 3. Apply the RADAR questions to these guidelines for OJT.

f. Parag. 4. Does your company keep training records? If so, how effective is your system? Where could it be improved? What is the value of keeping training records? 

g. Parag. 4. Apply the RADAR questions to these guidelines for keeping training records.

h. Look at Figure 12.2a. What operations in your company could this is used as a model for. If appropriate, discuss what you would include in a similar set of procedures for one of your typical operations. If you feel it would be useful draft a similar one.

ACTION PLAN

Draw up an action plan for providing training in your company in using machinery and other equipment. You might like to follow the 6-Point Structure. Alternatively you may prefer to combine your discussions of several texts in one action plan.
12.3 Provide TQM education and training; set up a TQM education and training office.
Introduction

1. Education and training is particularly important when you decide to introduce TQM. Set up a well-structured TQM curriculum for each level of management, for each sub-department, and for each job. Typical groupings are top management, middle management, TQM promotional staff, foremen and group leaders, and general employees. Each of these groups will have different needs, interests and constraints. If you can set up a TQM education and training office you will find this a valuable resource for improving the quality of both TQM education and training and other training in your company.
Provide TQM education and training 

2.
Top managers should:

a. Attend TQM seminars held outside the company. 

b. Attend internal TQM lectures held by instructors invited from outside the company.

c. Determine the company’s TQM policy, supervise its implementation, evaluate its results and take whatever decisions should be taken.

3. Middle managers should:

a. Attend external and internal TQM seminars.

b. Acquire the training needed to determine policy and targets for their departments, and to guide their subordinates.

c. Become familiar with the Seven QC Tools, the basics of statistical methods used for TQM, and techniques for applying TQM to solve problems. They should be able to give their employees an overview of statistical techniques and how they should be applied.
d. Attend staff and leadership seminars where they can learn to organize and expand TQM and QC circle activities, and advice and evaluate their subordinates on these activities.

e. Use employee reports to examine and evaluate the status and effectiveness of QC and statistical techniques as applied to routine activities and tasks.

f. Make effective use of the knowledge and experience they have gained from seminars: education should not end at the classroom door.

4. TQM promotional staff:

a. Should attend internal and external TQM seminars in which they learn the basics of TQM, the seven QC tools, the new seven QC tools, the QC story, methods for planning experiments, multivariate analysis, and quality function development. (The latter refer to analysing the customer’s quality requirements and converting these requirements into design and production features. See Units 9 and 11 for details of the other tools and methods.) TQM specialists should be invited as instructors and those employees who have already completed external TQM education and training should be assistant instructors.
b. Before attending these seminars, they should consult superiors and prepare a list of problems related to their work, with the relevant data. This will give a much more clear and concrete focus in the seminars.

c. They should be actively supported and encouraged by their superiors in attending these seminars, especially since this training can be quite lengthy.

d. Assistant instructors should be trained to work as independent instructors for internal training.

5. Foremen and group leaders should:

a. Attend internal and external TQM seminars and study the implementation of TQM and QC circle activities. (See Unit 10)
b. Attend internal seminars that teach statistical methods, the seven QC tools, the new seven QC tools, and the QC story. This knowledge should be repeatedly used within QC circle activities to solve everyday work problems and improve work. Doing this will greatly increase the benefits that education has brought.

Those who work near production lines should be trained mainly in the more accessible methods of the Seven QC Tools and New Seven QC Tools. They should able to apply statistical techniques to carry out control and improvements in routine jobs.
c. Attend external presentations and contests, and do their best to expand their horizons.

d. Take tours of other companies to get a good idea of how QC circles operate. These visits will bring a sharing of experience, an exchange of opinions and mutual motivation.

6. Technical staff should be trained for quality function deployment (QFD), experiment design, multivariate analysis, and other statistical techniques useful in research and development, and in the application of statistics to day- to- day tasks.
7. General workers, including new employees, and workers transferred from other companies or departments: Use OJT and/or QC circle activities to educate and train employees with no education in TQM, in:

a. The QC approach to problem solving (the QC story).

b. Using the new seven QC tools effectively as far as their understanding and problem solving skills allow.

8. Your company should also organise training for related companies, including subcontractors and sales distributors, in all the five categories above.

Figure 12.3a Diagram for Education and Training Curriculum
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Figure 12.3b Diagram for OJT and OFF-JT
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Figure 12.3c Skill Evaluation Sheet
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Figure 12.3d Education and Training Record
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Figure 12.3e Company Education System
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Set up a TQM education and training office 

9. A TQM education and training office can be a valuable resource in your company. Its primary function will be to promote TQM on a company-wide basis, and to facilitate an exchange of information on the evaluation and improvement of training. The TQM education and training office should:
a. Come under the personnel department (or general affairs), although this will vary depending on the organization of the company.
b. Plan TQM training of each organizational level according to basic corporate policies, including external seminars on QC (quality control), and reliability and statistical techniques.
c. Obtain management approval for a training budget; select the TQM seminars; obtain management approval to register employees in the seminars; and carry out registration.
d. Work with those responsible for training in each department, and hold regular meetings with them. Superiors (section managers and department managers) to whom trainees report need to monitor QC, reliability and statistical methods training, until trainees are able to apply these techniques to routine tasks.
e. Keep minutes of these meetings and distribute them to those in charge of education, as well as to all participants, and store and maintain the original minutes as well as copies of all the materials used in the regular meetings.

f. When appropriate arrange to have training conducted by correspondence, TV or radio, provided that trainees are closely supervised by their superiors and back-up support is given by experts both inside and outside the company.

g. Appoint as QC instructors those who get excellent result in seminars and course and who successfully apply this training to routine tasks, in line with company procedures.

h. Verify the status of the TQM education and training promotion schedule, and provide appropriate advice and instructions.

i. Generate a draft plan for the coming year, based on the results of the current year, as well as mid-term and long-term draft plans, and gets internal approval for these.

10. With all focus on methods and techniques, do not forget that TQM is first and foremost a philosophy of quality first. And remember, too, that TQM will not work if it meets with opposition from management. It is crucial that management shares a common view of TQM.
DISCUSSION

Apply the RADAR questions to these guidelines, first those for introducing a TQM curriculum in your company, and then those for setting up a TQM education and training office. Keep note of your conclusions-you will need them to prepare your action plan afterwards.:
ACTION PLAN

Draw up an action plan for setting up a TQM curriculum in your company. You might like to follow the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.
12.4 Maintain a resource of good training materials 

1. Good training materials are an essential training resource. These are the course materials, textbooks, audio-visual aids etc that are used in seminar and courses. Good training materials will provide appropriate content, will meet the needs of the participants, will fulfil the purpose of the course and the overall curriculum, and will allow the annual and monthly training plans to be followed. Review them regularly, and file them systematically.

2. To review in-house teaching materials, examine the education records, get the opinion of the trainer, get direct feedback from the participants and check the how well they have understood them. 

3. Keep text materials in a fixed file so that they will not be scattered, put someone in charge of them, and store them in a designated location. They will then be easily available whenever they are needed.

4. With external seminars, make sure that a list of the materials used is attached to the seminar report. The textbooks used should be taken by the training department, stored, with someone given responsibility for them, and then used for internal training.

5. With commercial generic teaching materials available in book stores, such as books, audio/video recordings and slides, be careful to chose materials that meet the education level and target of course participants, and have these controlled by the education department.

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 what is 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 figures referred to in the text, if you feel these are relevant to your company.
a. What system does your company have for organizing teaching materials, looking after them and keeping them up to date? What are the shortcomings, if any, in your system?

b. How would the guidelines in this text improve the way you do this? Apply the RADAR questions.

ACTION PLAN

Write a short action plan for improving the way that teaching materials are organized, looked after and kept up to date. You may like to follow the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.
12.5 Evaluate and improve your training
1. Your training will ultimately determine the success of your company. It should be the focus of continuous improvement. You should:

a. Evaluate what your employees gain from each course.

b. Regularly evaluate your overall training programme, and seek ways to improve it in both content and methodology. 

Evaluate the effectiveness of each course 

2. The value of training is best seen in the results that participants gain from it. There are a number of ways to evaluate this: checklists, job observation, reports that participants submit, and instructor evaluation. 
a. Use a check sheet to verify that each participant understands what they have been taught, and have acquired the skills to put it into practice. Enter on the check sheet in advance what exactly they are expected to learn.

b. Check if participants can actually carry out the jobs they are trained to do: evaluate whether they can complete all the steps, and with appropriate speed and accuracy; evaluate the results of their work, their ability to repeat a task precisely and with consistency. Use this as a basis for giving them a grade in OJT.

c. Evaluate their submission of reports: Have them report on the knowledge and skills they have acquired, and on the positive impact this will have on the performance of their jobs. Treat this as the basis for giving a grade in OFF -JT.

d. Get the instructor to evaluate whether the participants actually achieved their training targets.

e. Get participants to report on actions where they applied the knowledge and skills they have acquired. This is an effective way of evaluating management training in Quality Control.
Figure 12.5a Check Sheet for Results of QC Seminar 
[image: image8.emf]
Evaluate and improve your training programme
3. You should also carry out an overall evaluation of your training programme which will include a range of factors in addition to the test results. The person in charge of training should:

a. Review the individual course evaluations, as described in paragraph 2 above.

b. Review the company training plan at each stage: when it is drawn up, while it is being carried out, and after it has been completed. 

c. Examine the length of time that courses last, the training locations, the methods of selecting instructors, the procedures for approving courses, the procedures for informing employees about available courses, the budgeting allocation for training. 

d. Examine the training records, the content of courses, the giving of homework assignments to participants, and the information they need to prepare for courses.

e. Use participant questionnaires: collect, summarize, analyse, and report on these.

f. Get feedback from instructors.

g. Check where improvements may be needed, and consider how these should be implemented.

h. Think pro-actively about other improvements that could be introduced in the future.
Figure 12.5b Internal TQM seminar questionnaire
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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 what is 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 figures referred to in the text, if you feel these are relevant to your company.
a. How does your company evaluate what your employees gain from their training? Where do you feel this evaluation could be improved?

b. Does your company ever carry out an overall evaluation of its overall training programme? If not, what benefits could be gained from doing so? If it does, how often does it do so, and how useful is it? Where do you feel the evaluation could be improved?

c. Apply the RADAR questions to the proposals in this text. 

ACTION PLAN

Prepare a short action plan for improving the way your company evaluates its training. You might like to use the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.
12.6 Encourage employees to pursue self-development

1. Best results will be achieved by those employees who are motivated to pursue their own development. Your company should encourage and facilitate such employees to undertake training in the skills and knowledge, and for the licences, that each is interested in, and which are necessary both in their own work area and company-wide. This is particularly valuable when employees need to be able to respond effectively changes in customer needs.

2. For self-development to be effective both for the employee and for the company, the employee should 

a. Be aware of the company’s business activities.

b. Select the skills, licenses, and knowledge that they are interested in.

c. Talk to their superior about their development interests, and decide how realistic they are.

d. Make an effort to achieve them, and keep their superior informed of the outcome.

3. The company should 

a. Tell the employee which specific skills, licenses, and knowledge will be most useful.

b. Provide the necessary training.

c. Provide the necessary financial support.

d. Organize an internal system to make it easy to obtain skills, licenses and knowledge.
e. Organize a merit system to recognise and reward employee achievements in self-development.

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 what is relevant. Keep notes of your conclusions - you will need them to prepare your action plan afterwards. Where appropriate ask yourself the RADAR questions: 

a. Does your company encourage employees to independently develop their abilities? Would it be a good idea if it did this to a greater extent? What benefits would this bring to both the company and the employee?

b. Apply the RADAR questions to the proposals in this text. 
ACTION PLAN

Draw up a short action plan for introducing ways of encouraging your employees to pursue their own self-development, using the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.
12.7 Set up system for employees to acquire licenses

1. Establish a license qualification system that will certify that employees have achieved the level of skills and knowledge required to perform certain jobs. This system should specify the work that a license is required for, and the method by which qualifications will be awarded.

2. To set up a license qualification system, take the following steps:

a. Clarify those jobs and work that require a license. These may include:

i. Confirming a contract.

ii. Examining a design.

iii. Inspecting incoming purchased goods.

iv. Inspecting internal processing.

v. Inspecting finished goods.

vi. Carrying out an internal quality audit.

vii. Carrying out an external quality audit – a quality audit of subcontractor goods.

b. Define the conditions needed to qualify for a license:

i. Employees receive the training designated for a specific job and process, get actual experience on the job within an appropriate period, and acquire an appropriate level of knowledge.

ii. Employees receive an internal or external license certification to conduct work for which this certification is judged especially important.

c. Designate a person to be responsible for selecting and approving employees to perform work for which an internal license is required. Follow established laws and regulations for essential licenses.
d. Create a ledger and register the names of qualified employees.
e. Review qualified members on a regular and as-needed basis, and add and delete members from the ledger on the basis of this review.

Figure 12.7a Registration Form of members who perform work requiring a license
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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 what is 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 figures referred to in the text, if you feel these are relevant to your company.
a. Does your company already have a license qualification system? If so what are its benefits and what are its shortcomings? If not, in what ways do you think you might benefit from having one?

b. Apply the RADAR questions to the suggestions in the text for setting up a license qualification system for those jobs that require licenses. 

ACTION PLAN

Draw up a short action plan for introducing ways of encouraging your employees to pursue their own self-development, using the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.
12.8 Provide training in new products and new technology 

1. Products and technology are always changing. Employees must often be given training that will keep them up to date with these changes. Such training will be required for:
a. Engineers in the Research and Development department; they will require both training in the new technology and the basic knowledge that will enable them to develop more advanced technology.
b. Employees in the workplace who will have to become familiar with new raw materials, and with production and inspection methods for these.
c. The sales representatives who will have to sell the new products.

Keep training manuals that clearly present the details of new products and new technology, and always keep records of the training given. 

2. To support the development of new technology, provide education on reliability technology, quality functional deployment, experimental design methods, and multivariate analysis methods.

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 what is 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 figures referred to in the text, if you feel these are relevant to your company.
a. Which new products or new technology does your company provide, or need to provide training in? How successful has it been in doing so? What problems has it experienced?

b. Apply the RADAR questions to the guidelines in the text. 

ACTION PLAN

Draw up a brief action plan for providing training in new products new technology in your company, using the 6-Point Structure. Alternatively you may choose to combine your discussions of several texts in one action plan.

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.

12.1 Employee development policy
1. The objectives of a good employee development policy are to:

a. Improve employees’ understanding of their responsibilities.

b. Improve their understanding of the company’s business activities.

c. Improve their capacity to solve problems.

2. Rules and procedures for education and training should describe how to:

a. Set up a schedule for education and training.

b. Evaluate education and training.

c. Set up a committee to promote employees.

12.2 Train employees to use machinery and other equipment.
3. Off-the-job training should provide instruction based on:

a. The product specification.

b. The operation manuals.

c. The company policy.

4. On-the-job training should have a special focus on: 

a. The purpose of the work at hand.

b. Cutting costs.

c. Safety considerations.

5. Records should be kept of:

a. The names of employees who failed to attend. 

b. The names of participants.

c. The name of the instructor.

12.3 Provide TQM education and training; set up a TQM education and training office
6. A company should have a well-structured TQM curriculum for: 

a. Each level of management.

b. Each sub-department.

c. Each individual employee.

7. Top managers should:

a. Attend outside TQM seminars for managers given by external instructors.

b. Attend internal TQM lectures given by internal instructors.

c. Supervise the implementation of TQM in the company.

8. Middle managers should: 

a. Attend external and internal TQM seminars for middle managers.

b. Attend leadership seminars.

c. Determine the company’s TQM policy.

9. TQM promotional staff should:

a. Bring a list of problems related to their work to TQM seminars.

b. Determine the company’s TQM policy.

c. Learn multivariate analysis and quality function deployment.

10. Foremen and group leaders should:

a. Study the implementation of TQM and QC circle operations.

b. Take tours of all the departments in the company.

c. Attend internal and external TQM seminars.

11. General workers should be educated to use the new seven QC tools effectively: 

a. As far as their education level allows.

b. As far as their understanding allows.

c. As far as their number of years in the company allows.

12. The TQM education and training office should:

a. Determine the company’s education and training policy.

b. Promote TQM on a company-wide basis.

c. Provide an exchange of information on the evaluation and improvement of training.

13. The TQM education and training office should: 

a. Report to the CEO.

b. Come under The personnel department.

c. Be an independent department.

12.4 Maintain a resource of good training materials
14. To review internal teaching materials: 

a. Examine the education records.

b. Get the teacher to give his/her opinion of them.

c. Read them carefully.

15. After an external seminar is over the education department should:

a. Make photocopies of the textbooks.

b. Keep the original textbooks.

c. Distribute the textbooks to the participants.

12.5 Evaluate and improve your training

16. When using a check sheet to check what participants and trainees have achieved write on the check sheet the details of what they should have achieved:

a. In advance.

b. At the time.

c. Later.

17. In checking if participants can carry out the jobs they are being trained for: 

a. Evaluate whether they can complete all the steps, and with appropriate speed and accuracy.

b. Evaluate their ability to repeat a task precisely and with consistency.

c. Evaluate their ability to describe accurately how a task should be carried out.

18. Get participants to report on:

a. The knowledge and skills they have acquired.

b. The positive impact the training will have on the performance of their jobs.

c. The performance of their trainers

19. To evaluate and improve your training programmed, the person in charge of training should:

a. Test participants after they have completed a training course.

b. Examine the training records.

c. Get feedback from instructors.

12.6 Encourage employees to pursue self-development

20. Employee self-development should be in skills, licenses and knowledge that: 

a. The employee is interested in.

b. Are necessary in his/her work area.

c. Improves the employee’s resume.
21. The company should:

a. Provide the necessary training.

b. Provide financial support.

c. Make a list of employees who should undertake self-development.

12.7 Set up a system for employees to acquire licenses

22. A license is recommended for: 

a. Inspecting incoming goods.

b. Inspecting internal processing.

c. Confirming a contract.

23. To qualify for a license an employee should:

a. Receive training designated for a specific job and process.

b. Get actual experience on the job as quickly as possible.

c. Obtain sufficient knowledge of the specific process.

12.8 Provide training in new products and new technology

24. Training in new products should:

a. Train sales representatives in the inspection methods for the new products.

b. Train employees in the workplace in changes in raw materials and production methods.

c. Train employees in the workplace in changes in inspection methods.

Relation with ISO 

12.1
Establish an employee development policy.
Relation with ISO 9001:2000:

5.1
Management commitment

5.5.1
Responsibility and authority

6.1
Provision of resources

6.2.2
Competence, awareness and training

12.2
Train employees in using machinery and equipment.

Relationship to ISO9001:2000

4.2.3
Control of documents

6.2.2
Competence, awareness and training

7.5.1
Control of production and service provision

12.3
Provide TQM education and training; set up a TQM education and training office.
Relationship to ISO9001:2000

6.1
Provision of resources

6.2.2
Competence, awareness and training

6.3
Infrastructure

12.4
Maintain a resource of good training materials.

Relationship to ISO9001:2000

4.2.4
Control of records
6.1
Provision of resources

6.2.2
Competence, awareness and training

12.5
Evaluate and improve your training.

Relationship to ISO9001:2000

6.2.2
Competence, awareness and training

12.6
Encourage employees to pursue self-development.
Relationship to ISO9001:2000

6.2.2
Competence, awareness and training

12.7
Set up a system for employees to acquire licenses.

Relationship to ISO9001:2000

6.2.1
General
6.2.2
Competence, awareness and training

12.8
Provide training in new products and new technology.

Relationship to ISO9001:2000

6.2.2
Competence, awareness and training
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