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This note is taken from the total quality control course that was taught at SESD (by Doug Lowe, Bob Morain and Kathy Kwinn).  The  definition  of TQC from the class is:

Total  Quality  Control  is  “A  customer   oriented   operating philosophy committed to excellence in our products, services and relationships  through  the  total  participation  of all of our employees in the constant improvement of all processes.”

From my point of view, the class is a type of problem solving class (not unlike  KTA).  It  intends  to  be a  ‘scientific’  sort  of  process  - disciplined and analytic.  It has several very good aspects:

· Focus on understanding customers and their satisfaction

· Improvement as a continous process

· Macro and micro level improvement (breakthrough and evolutionary)

· Accepting/encouraging change and informed risk-taking

· Run experiments, capture data and understand effects

· Importance of teamwork 

· Excellence as a driving principle

There were several  references  included in the course.  [ “The Goal:  A process of Ongoing  Improvement” by Iliyahu Goldratt and Jeff Cox.  “The TEAM  Handbook”  by Peter  Scholtes.  “The  Memory  Jogger+”  by Michael Brassard.]  “The Goal” was an interesting  book that wove several of the aspects of TQC together (along with some other philosophical points).

CUSTOMERS 

Who are the  customers?  The class  defined them as anyone  (internal or external)  who comes in  contact  with the  product  or output OR anyone whose success or satisfaction depends on my actions.

A series of points were made about customers:

· Most customers leave because of vendor (and employee) indifference 

· Employees treat customers like they are treated by the company

· Wronged customers tell 8-16 others

· Happy customers rarely tell others

· For every customer who complains, there are 26 more you don’t hear

· 90% of the time, just trying to help will keep a customer

· It costs 5x to attract new customers as it does to keep and old one

What you really want to do is to DELIGHT the customer.  Another key idea was  that the  customer  is the  judge of  quality.  Some  good  general questions to keep in mind are:

· Who are my customers?

· What do they need?

· What are their measures and expectations?

· What is my product or service?

· Does my product meet or exceed the customer expectation?

· Is a competitor doing better at customer expectations?

· What is the process for providing the product?

· What action is required to improve the process?

PROCESS IMPROVEMENTS 

There is a  tendency  in  Western  culture  to  react to  problems  with break-throughs  or innovation.  In Japan, the tendency is towards Kaizen (gradual or evolutionary improvements).  The intent of TQC is to do both - to make the break-throughs, but to keep improving them.

The  general  approach  described  in the  TQC  class  is  based  on the

Plan-Do-Check-Act  cycle.  The general cycle looks like:
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TEAM FORMATION 

A big  chunk  of the  value I got  out of  this  class  was in the  team formation  exercises.  The team I was  involved  with had  several  good ideas, but we did not get as far with them because of problems with team formation.  Some of the keys to team  formation  and effective  teamwork include:

· Clarity of team goals

· Clearly defined roles

· Clear communication

· Defined decision procedures

· Good methodology, behaviors and balanced participation

· Empowered members (able to make changes, judges results)

The general sense is that team size needs to be carefully considered and not larger than around 7 people.  Diversity  also helps team  structure.  It also strikes me that some pressure  (time or otherwise) is a positive factor  for team  results  (but not too much).  Note also that a certain amount of conflict with healthy resolution is valuable.  Similar to some other classes (situational  leadership) , there was a discussion of team formation cycles:  Forming, Storming, Norming and Performing.

TQC STORYBOARD 

There is a ‘standard’  TQC  storyboard  format that was presented in the class that was helpful.  It, in essence,  walks you through the steps of TQC.

ISSUE:



· Indicates the measure and process for improvement

WHY SELECTED:


· States the relative importance of the issue

· Benefits to be gained by making improvements

· Specifies undesired results of a poor process

· Indicates relationship to the customer

CURRENT STATUS:


· State of the process at the beginning (before changes)

· Facts known at the beginning of the improvement cycle

ANALYSIS:


· Explains how the major cause was identified

· Uses the data collection and analysis tools

ACTION:



· Key steps in the process improvement plan

· Expanded results (goal) of the plan

RESULTS:


· Compares before and after data; actual to expected

· Lists other effects that occurred as a result

STANDARDIZE:


· Steps taken to hold gains made from the improvement

· How the process will be standardized

· How the lessons learned will be shared

PROBLEMS LEFT:


· Remaining issues related to the process

FUTURE PLANS:


· Plans to continue improving the existing process

· Plans to move on to a new, more serious, issue

