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Unit summary
The full implementation of TQM requires the commitment of the Chief Executive Officer and senior managers. As CEO you must take personal charge, providing a vision of where your company is going, and the leadership to realise this vision. This requires that you, with your senior managers, define your company philosophy, and develop long-term and mid-term plan based on this philosophy. Then translate these plans into annual management policies, and deploy these policies down through your organization. This is known as policy management.
4.1 Policy Management – an overview 
For successful policy management, first of all define your company philosophy. Then prepare long-term and mid-term management plans. From these plans, decide what you want to achieve each year, and the concrete measures required to do this. These are your annual policies, sometimes also referred to as presidential policies. Communicate these to your different departments, and make sure that they are implemented in a coordinated way and to a coordinated time schedule. Good policy management is essential if your company is to successfully develop new products, improve quality, reduce costs, and strengthen its operation.
4.2 Prepare mid-term and long-term management plans 

Long-term plans are normally for five years, and mid-term plans for three years. They are essential if your company is to achieve all that it is capable of achieving. To draw them up you need to have defined your business philosophy, and to have a good understanding of your management strategies and a sound grasp of where your corporate strengths lie. 
4.3 Establish annual policies 
A the end of each fiscal year, CEOs agree on their understanding of the long-term management plans, review the policies of the past fiscal year, and draft a plan for formulating policies for the new fiscal year. This draft plan is discussed at a top management meeting, and agreement is reached. Draft policies for the new fiscal year are prepared, and are approved by the president.

4.4 Deploy policies and prepare implementation plans

Your annual policies must be deployed down through the organisational levels, from higher level to lower level departments and sections. Those at each level will establish their own policies based on these annual policies, and prepare plans to implement them. 

4.5 Control the implementation of policies
Check regularly that policies are being implemented as planned: that departments, sections, and individuals are carrying out the tasks assigned to them. If policies have not been implemented properly, decide whether the implementation plans were impossible to carry out, or the plans were carried out to schedule but failed to achieve the target.

4.6 Reflect on the policies at the end of the year

Reflect on your annual policies at the end of each year. This is called term-end reflection and will provide feedback for future improve​ments. There are two types of term-end reflection: Reflection on results, and reflection on processes.

4.7 Carry out a presidential diagnosis of policy implementation.

To manage their policies the company president and other CEOs must have a sound grasp of the mechanisms of policy management and they must display leadership. Unless they do so, no company-wide moves will take place, and policies will end up unachieved. They must step out of their office and visit business divisions, regional branches and manufacturing plants where they should hold frank discussions on policy deployment and promotion.

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.
1.1 Policy management – an overview 
1. For successful policy management, first of all define your company philosophy. Then prepare long-term and mid-term management plans. From these plans, decide what you want to achieve each year, and the concrete measures required to do this. These are your annual policies, sometimes also referred to as presidential policies. Communicate these to your different departments, and make sure that they are implemented in a coordinated way and to a coordinated time schedule. Good policy management is essential if your company is to successfully develop new products, improve quality, reduce costs, and strengthen its operation.
2. The full sequence of actions in effective policy management are:

a. First your company defines its business philosophy: what do you aim to achieve, what is important to you, what are your values? On the basis of this philosophy, you develops your long and mid-term management plans.
b. At the beginning of each fiscal year the CEOs establish the annual policies for that fiscal year: their targets for the year, and the concrete measures needed to achieve them. These are sent to the different departments. This is known as deploying the policies, or policy deployment. 
c. The department managers examine the policies they have received, reflect on the work they have to do in their department, and formulate their own departmental policies: their targets for the year and their concrete plans to implement them.
d. The managers in turn deploy their policies (their targets and implementation plans) to the departments and sections below them. These lower organizational units then implement them.
e. Implementation has to be controlled. Assign employees to use control graphs (see 1.5.11) and other reference materials to inspect, on a weekly or monthly basis, if:

i. The measures in the implementation plans are being implemented as prescribed. 

ii. These measures are having the anticipated effects.

If any abnormalities appear, (i.e. any unexpected result of implementing the plans) countermeasures should be taken quickly and the results of the countermeasures reported to superiors. If necessary, modify the implementation plans should.

f. At the middle and end of each fiscal year, section managers, department managers or CEOs make a diagnosis of:

i. The status of policy implementation.

ii. The achievement level of management items.(Items checked to see how well a task has been carried out)
iii. The status of general quality management.

g. At the end of each fiscal year, review what has been implemented during that year. Have summary reports prepared that can be used as a basis for improvement activities e.g. setting up a team to specialise in important quality problems.
Figure 1.1 Flowchart of policy management. (page 8) 

DISCUSSION

This text gives an introductory overview of policy management. The following questions ask you to think about how the ideas in the text relate to your company. Some of the ideas may not be relevant to you. Concentrate on those that are relevant. 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 gives a definition of policy management. How would you describe policy management in your own words? What could it mean in your company? 

b. Parag. 2a: How would you describe your company’s business philosophy? What is the value of having a business philosophy? What would be an appropriate business philosophy for your company?
c. Parag. 2b: Give one or two examples of possible annual policies for the current or coming fiscal year in your company.
d. Parags. 2c and 2d: How could you imagine this system working in your company? Give one or two examples of targets and implementation plans that you, as a manager, might decide on. What problems might you have to take into account in relation to these policies?

e. Parag. 2e: What abnormalities could possibly arise with implementing the plans that you considered in the previous question?

f. Parag. 2f: How would you go about making a diagnosis of these points in your company?

g. Parag. 2g: How useful do you feel it would be to review, at the end of each fiscal year, what has been implemented during that year? What specific benefits could this bring?

h. Look at Figure 4.1a. This is quite a complex flowchart of policy deployment. Identify the steps that have been referred to in this text. Which of the other steps could you relate to your company?

ACTION PLAN

This text gives an overview of policy management. As you read and discuss each of the following texts in this unit, you will build up the parts of an Action Plan – a written proposal for introducing policy management in your company. As a first step, write a short report presenting:

a. Why your company needs a business philosophy.

b. A proposed business philosophy for your company.

Figure 1.1a Flowchart of policy management


[image: image1]

























1.2 Prepare mid-term and long-term management plans 

1. Your mid-term and long-term management plans are the basis for your annual policies. Long-term plans are normally for five years, and mid-term plans for three years. They are essential if your company is to achieve all that it is capable of achieving. To draw them up you need to have defined your business philosophy, and to have a good understanding of your management strategies and a sound grasp of where your corporate strengths lie.

2. The long-term plans should show your major strategies, with control items such as: 
a. Sales. 

b. Ordinary profits. 

c. Per-capita sales.

d. Break-even ratios

e. Target values

(Control items are measurable items used to judge whether or not task assigned to departments or sections or individuals have been carried out; if not appropriate action should be taken. see 1.5.8)
3. Your company may choose to prepare only long-term plans, or only mid-term plans, or both. If it chooses to prepare both, then the long-term plan will present only the basic targets for sales, production volume, plant and equipment investment, and personnel costs, among others. It will focus on providing long-term vision and guidelines. Examples are:
a. Assume leadership in the XX market by the year YY.

b. Develop the capacity to export to country XX in a profitable manner by the year YY.

c. Develop the capacity to develop new, marketable products without external assistance by the year YY.

These basic policies are realized through shorter-term concrete policies. 

4. The following example from a computer company will clarify the difference between basic policies and concrete policies:

a.
Basic policies:

i. Cultivate personal computer markets anew, in response to saturation of the market. 

ii. Develop differentiated products in order to improve our position against competitors.

b.
To realise basic policies implement the following concrete policies:

i. The office personal computer markets consist of individual homes and small business offices, including law firms. Develop the office personal computer market for companies that have already introduced personal computers. Developed the market for additional personal computer installation at the department and section levels.

ii. In order to cultivate the office personal market, develop products for personal use that are easy to maintain, at super low prices, and with high reliability. Establish a new production system.

iii. Create sales channels for small-scale individual users. Commercialise colour and digital machines as differentiated products to meet a new demand in the existing markets. By introducing these, the company should strengthen its position against competitors.
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: What benefits do you see in having mid and long-term plans? What targets could you include in your long and mid-term plans?
b. Parag. 2 gives several control items for long-term plans. Would all of these apply in your company? Are there any others you would add? Can you give examples of what any of these might mean in your company?

c. Parag 4. gives examples of basic and concrete policies. Suggest similar examples from your own company.

ACTION PLAN

As you continue reading and discussing the texts in this unit, you will build up the parts of an Action Plan – a written proposal for introducing policy management in your company. As a second step, write a short report presenting:

a. Why your company should have better mid-term and long-term plans.
b. Some examples, or outline suggestions for what these plans might be.
1.3 Establish annual policies 

a. When you have defined your company philosophy, and prepared your mid-term and long-term plans, follow this procedure to establish your annual policies:

a. At the end of each fiscal year, the CEOs look at the long-term management plans, agree on a common understanding of them, and review them at top management meetings.

b. Written reflections (known as ‘term-end reflections’) on the policies of the past fiscal year are presented and discussed at an executive meeting, and a plan is drafted for formulating policies for the new fiscal year.
c. This draft plan is presented and discussed at a top management meeting. Once agreement has been reached draft policies for the new fiscal year are prepared. These will be finalized when they receive the approval of the president.

b. Before finalising the policies:
a. Analyse the plans with reference to the business philosophy and the long and mid-term management plans. 

b. Analyse the plans and results from previous years. 

c. Consider any recent changes in the business environment in which the company is operating.

d. Formulate concrete targets for quality, cost, and delivery.

e. Formulate the policies necessary to achieve these targets.

Example: Figure 1.3a. System behind policy establishment 
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3. The policies should include:

a. Policies that will be given priority.

b. Concrete guidelines with numerical targets for important items such as sale s, design and development, production, personnel administration, and services.
c. Specific targets and methods for maintaining and improving quality in each department..
d. Control items: Measurable items used to judge whether or not task assigned to departments or sections or individuals have been carried out; including methods of evaluating this; if tasks have not been carried out as required, appropriate action should be taken. (See text 1.5.8)
e. The targets for the year.

f. Strategic measures to implement the policies. 

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: Consider how a procedure for establishing annual policies could be introduced in your company: 
i. Who would be involved in each of these steps? 
ii. What information would they need?
iii. What meetings might they hold?
iv. What current questions and issues, both about the present and the future, would they need to look at?
v. What difficulties might be met and how could they be resolved?

b. Parag. 2 presents several actions to be taken before the annual policies are established. Apply the RADAR questions to each of these. Give examples, where appropriate.

c. Parag. 3: Give concrete examples of the points in this list that you might include in your annual management policies (Recall the points you discussed on question 2b after Text 1.1).

ACTION PLAN 

Prepare an action plan for defining a company philosophy, preparing mid and long-term plans and establishing annual policies in your company. Include the short reports you have prepared after your discussions in 1.1 and 1.2. After you have discussed the texts in 1.3 to 1.7, you can add sections on deploying, implementing and controlling these policies. Follow the 6-Point Structure.
1.4 Deploy policies and prepare implementation plans

1. Your annual policies must be deployed down through the organisational levels, from higher level to lower level departments and sections. Those at each level will establish their own policies, based on these annual policies, and prepare plans to implement them. 

2. At each level their policies will be based on:

a. The long and mid-term outlook.

b. Results from the previous fiscal year. 

c. Relevant business conditions. 

In this process of policy deployment, it is essential that information is exchanged through the different levels, and that general agreement is reached.

Figure 1.4a Matrix showing target deployment, policy deployment and responses
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3. Implementation plans ensure that the policies deployed through the company are implemented properly. When departments and sections have received the annual management policies, each should take the following steps:
a. Get a good understanding of the management policy and establish their own concrete policies.
b. Examine ways to harmonize departmental policy with the company-wide policy.

c. Establish evaluation items and appropriate evaluation scale.

d. Produce written implementation plans.

e. Implement these plans in the form of departmental, sectional, and team activities.

f. Hold advance discussions on items that are strongly related to other departments and sections.
(*Evaluation items are the specific items that are evaluated in order to judge whether the activities are going as planned or not. Evaluation scales are the measurement system used to make these evaluations.) 

4. The plans for implementing the departmental policies should include: 

a. Achievements and problems from the previous fiscal year.

b. Concrete targets for the coming year.

c. The schedule for their implementation.
d. The individuals responsible, the person in charge, and any cooperating parties.
e. The anticipate effect of plans.
f. Use the "5Ws and IH" (who will do what, where, when, why and how) method to present these points clearly in the plans.
Figure 1.4b A sample implementation plan
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5. Keep the following points in mind:
a. It is implementation at the front line that puts higher policies and plans into effect.
b. Plans become more concrete as they move down the organisation levels of the company.
c. Interdepartmental and intersectional problems should be resolved in a cooperative manner.
d. Use the "5Ws and IH" method to specify how the targets and deadlines are to be met. Make communication and checking methods clear.

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. Parags. 1 and 2 describe the process of policy deployment, and emphasises the need to exchange information and reach agreement between higher and lower level employees, departments and sections. How easy is this in your company. If not, what steps could be taken to make it easier? 

b. Parag. 3 suggests ways of preparing implementation plans. Apply the RADAR questions to these suggestions.

c. Parag. 4 suggests six items that should be included in the implementation plans. Suggest examples of what you might include for each of these in your company.

d. Consider the following questions:

i. Which departments in your company would policies be sent to first of all?

ii. How would they be sent? – In writing or at meetings? How specific would they be – give concrete examples?

iii. What guidelines would they contain for the managers who would then have to prepare implementation plans? How detailed should the implementation plans be?

iv. What obstacles might have to be dealt with?
e. Parag. 5 mentions five points to keep in mind. How true are each of these in your company? How would you apply the 5Ws and 1H method? How useful would it be? 

ACTION PLAN

Include you ideas for deploying and implementing annual policies in the action plan you have already prepared.
1.5 Control the implementation of policies
Introduction

1. Once the implementation of policies begins, you need to check regularly that they are being implemented as planned: that departments, sections, and individuals are carrying out the tasks assigned to them. If policies have not been implemented properly, decide whether the implementation plans were impossible to carry out, or the plans were carried out to schedule but failed to achieve the target 

2. There are two types of appraisal: 

a. Appraisal of the results: what results has implementation brought?

b. Appraisal of factors: appraisal of the status of the specific activities and processes (implementation items) that are being implemented. 

3. Use the PDCA cycle to carry out the appraisal. The PDCA cycle has four stages. As applied to implementing policies these can be described thus:
P - Plan: . Set up a concrete implementation plan, as described in  Text 1.4, with evaluation items and evaluation criteria; prepare a 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.

C – Check: Use the evaluation items that were chosen at the planning stage to review and evaluate the result of implementation.

A – Act: Analyze the results that have been evaluated and take concrete countermeasures. If necessary, incorporate that results in a new PDCA cycle. Finally standardize the new procedures. (See the introduction to TQM for more about the PDCA cycle.)
Figure 1.5a The PDCA cycle
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The monthly appraisal

4. Normally you should carry out an appraisal each month. The basic monthly appraisal measures control items and uses control graphs to judge whether the targets have been achieved. This corresponds to the C and A (check and act) parts of the "PDCA" cycle. Use the procedure described in ‘Deal with abnormalities’ (see parags 13 to 15) to detect problems, identify the causes and take measures to deal with them. 
5. The sources of policy implementation problems will normally be found in:

a. Changes in the external environment.

b. Failure to implement specific items.

c. Failure to carry out the implementation plans properly.

d. Delays in carrying out the implementation plans.

6. Approaches to the problems:

a. When failed implementation poses problems, investigate the causes, and analyse the root causes and eliminate them. 
b. When problems lie in specific implementation items, investigate why these were included in the plans and how the plans were prepared, and identify and remove the root causes.

c. When problems lie in the implementation plans, then revise the plans. 

7. Record whatever actions you take at once. For reference purposes, write up analyses of the policies that were not successfully implemented, and the actions taken to deal with them. Use monthly follow-up sheets with implementation plan management tables and PDCA sheets. Assessment should not be vague. Results like "more than 95% achievement of targets" are not acceptable.
Figure 1.5b Written plans for and reports on operational implementation. 
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Control items 

8. Control items are measurable items used to judge whether or not task assigned to departments or sections or individuals have been carried out; if not, appropriate action should be taken. Three of the most important control items in appraising policy implementation are:

a. Are policies and target values valid? 

Policy management helps to put the policies of higher managers into effect. The policies and target values themselves are therefore control items. They too must be checked.

b. Are any problems identified during the policy deployment stage?

It is essential to identify and solve any problems that arise at this stage. The question of whether problems are identified and resolved or not is therefore in itself an important control item. 

c. What is the progress ratio for implementation plans?
This is and important point. However if only the progress ratio is considered as an important control item, it becomes difficult to judge whether target values have been achieved, even if the control items themselves have been achieved completely. Policies and target values must therefore be included as control items. (The progress ratio is the percentage of a task or process that is completed in relation to the complete task or process.)
9. It is impossible to check everything. Select important, high contribution implementation items (items that make an important contribution to achieving the targets) as control items. Always review the usefulness of the control items you have chosen. If you find they are no longer useful, revise them.

10. Note the distinction between control items and control characteristics

a. “Control items” are measurable items used to judge whether or not task assigned to departments or sections or individuals have been carried out; if not, appropriate action should be taken 
b. "Control characteristics." are characteristics used to judge whether machines, tools, facilities, equipment, processes, and systems are in good condition and for taking action when they are not. 

Control graphs

11. Use control graphs to check the progress of implementation plans. These are time-series graphs (graph that show change over a period of time) in which action limits are entered. An action limit is the limit represented by the highest or lowest value in a quality control chart. If the actual values fall outside these limits, a correction in the process is required and/or the cause of the change in the process must be determined. Data giving the monthly, or daily, achievements for each control item is plotted on the graph. Any data that falls outside the action limits indicates a failure to achieve the implementation scheduled for that point in time. When this happens action should always be taken. (For more detail on control charts see Text 9.8 in Unit 9)
12. Use the targets of the implementation plans as action limits, but allow them a certain latitude – a little more or a little less. In other words, the target values (the desired outcomes of a process) plus or minus a little are the action limits. The so-called "banana curve" that construction companies use for schedule management is an example of this. In many cases, target values are allowed to have a latitude of +/- 1:5% or +/- 10%.

Figure 1.5c Table for monitoring the progress of implementation plans.
[image: image7.emf]
(See Text 9.8 for a more detailed description of control chart)
Procedure for dealing with abnormalities.

13. The term ‘abnormality’ is normally used in TQM to refer to problems, or to indications of hidden or potential problems, but it can also refer to any unexpected outcome. In the context of policy implementation an abnormality can be any result that was not planned – it may be something that has not been done at all, has not been done properly, or has not had the expected result.
14. There are three important actions to take when abnormalities emerge: 

a. Emergency measure: eliminate the outward effects of the problem.

b. Recurrence-prevention measures: eliminate the causes.

c. Fundamental measures: eliminate the root causes.

15. To detect and deal with abnormalities:

a. Specify the control items and prepare a corresponding number of control graphs.

b. Collect data every month (or daily) and plot it accurately on the control graph. Compare the plotted data with the action limits in order to detect abnormalities. 

c. Look for any signs of abnormalities, and confirm at once that they are abnormalities. To do this break processes down into their different component processes.

d. Do not ignore any abnormalities. Assess them accurately. Don’t just look for an excuse and decide that the situation "cannot be helped."

e. Enter data about any abnormalities on forms which can then be used as abnormality reports and issue these reports. Record everything accurately - do not hide or distort any of the abnormalities.

f. Take any emergency action required right away - it is important to get rid of the outward effects of problems at an early stage.
g. Analyze processes using the problem-solving procedure and other means in order to establish the underlying causes. For this reason it is essential to improve problem-resolution capabilities – especially for sub-section chiefs, team leaders, work site managers, and supervisors.

h. Take actions to eliminate the underlying causes that were established in the preceding steps.

i. Record any actions taken to deal with abnormalities in the abnormality reports – both the emergency actions taken to deal with the immediate problems and the recurrence-prevention measures taken to deal with the underlying causes.

j. Analyse the abnormality reports once a month, or once every several months, to check that the actions taken have been shown to be appropriate. Confirm their effects, any problems that have been detected, and the corresponding improvements that have been made. (Examine separately the type of actions and the methods used to solve the problem.) 
16. Make it very clear which individuals are responsible for all of this. It is management that is responsible for dealing with abnormalities and not QC circles.
Figure 1.5d Written abnormality report
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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. Parag.1: Which present policies do you find most difficult to implement? Which do you find most difficult to assess? How do you carry out your assessment? How successful do you think your approach is?

b. Parag. 2: Which of your policy implementations would it be more appropriate to appraise by results? And which by factors? 

c. Parag 3. Examine Figure 1.5a the PDCA cycle. How would you apply it in your company?

d. Parag. 5 and 6: Have you experienced any policy implementation problems that could fit in each of these four categories? How has your company dealt with them?

e. Parag. 8 presents three of the most important control items. How important do you think each of these is? How likely is it that problems could be found in each of these in your company?

f. Parag. 9: In the plans that are already being implemented in your company, or those that you might implement (recall your discussions of earlier texts), what would be the most important implementation items?

g. Parag. 10 differentiates control items and control characteristics. Give some examples from your own company of control characteristics.
h. Parags.11 and 12: Try to draw a control graph for one or two of the implementation plans that you have been discussing. Decide what the action limits should be (based on the target values plus or minus a little), enter some hypothetical data, and decide on appropriate action to take. 

i. Parag. 14: Can you give any examples of typical abnormalities in your company? And of emergency and recurrence prevention that could be taken to deal with them?

j. Parag. 15 presents a list of actions to take in detecting and dealing with abnormalities. Apply the RADAR questions to these in relation to some typical processes in your company.

k. Parag. 16: Why should it be management rather than QC circles that are responsible for dealing with abnormalities?

ACTION PLAN

Include you ideas for controlling the implementation of annual policies in the action plan you have already prepared.

1.6 Reflect on the policies at the end of the year

1. Reflect on the policies at the end of each term, usually the end of the year, to provide feedback for future improve​ments. This is called term-end reflection. There are two types of reflection:

a. Reflection on results. 

b. Reflection on processes.

It is particularly important to reflect on the processes carried out during the past year.

2. Examples of items that can be reviewed at the end of the term are:

a. The activities implemented during that term.

b. The results of these activities.

c. The causes of failed target achievement during the term.

d. Action targets for the next term.

3. The main points to keep in mind are:

a. Get a good grasp of the facts by analysing the current situation. Then prepare a term-end review form.

b. Write the reviews in the first person (‘I’). Writing them in the third person (he, she, they) and attributing causes to the environment and to customers cannot be considered reflection. It is simply making excuses and is unacceptable.

c. Provide a lot of space in the term-end reviews for descriptions of the current situation. Make especially sure that these reviews do not contain too many plans for the future.

d. Select important problems from the many current issues and make these the focus of actions to be taken during the next term. 

Figure 1.6a Written reports on the analysis of unachieved items 
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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. Parag. 1: Why is it particularly important to reflect on processes carried out during the year?

b. Parag. 2: Are there any other items that you feel should be reviewed at the end of the term?

c. Parag. 3 gives four main points to keep in mind. How important do you think each of these points is?

d. Parag. 3, point d.: What would you see as the current issues in your company, and what important problems might you select to be taken up during the next term.

e. Look at Figure 1.6a. How would you apply this report in your company?

ACTION PLAN

Include you ideas for holding a term-end reflection on policies in the action plan you have already prepared.

1.7 Carry out a presidential diagnosis of policy implementation

Introduction

1. To manager their policies the company president and other CEOs must have a sound grasp of the mechanisms of policy management and must display leadership. Unless they do so, no company-wide moves will take place, and policies will end up unachieved. They must step out of their offices and visit business divisions, regional branches and manufacturing plants where they should hold frank discussions on policy deployment and promotion. They should find out on-site if:

a. Departments and sections are implementing activities based on the annual presidential policies.

b. The implementation of policies is producing substantial results. 

They should point out both good and bad points, make recommendations, and take whatever action is appropriate. This is known as “Diagnosis by the president". 

Diagnosis by the president
2. Diagnosis by the president focuses on two areas:
a. Diagnosis of policy management

Presidents, other top executives, department managers, or section chiefs assume the role of diagnosticians. They periodically carry out a planned inspection of policy deployment, implementation measures, and the achievement of targets at the end of each term and during company-wide quality month. They also diagnose how well the plans suit the present conditions and note any improvements in the implementation and appraisal methods. They point out problems, suggest corrective measures and answer questions about any departmental or sectional difficulties. 
b. Diagnosis of cross-functional management

It is impossible to get an accurate grasp of such matters as new product development, quality assurance, and profit management only by carrying out a diagnosis of a narrow range of activities conducted by one department or section. Cross-departmental or cross-sectional functions have to be diagnosed from a special company-wide perspective. 

Figure 1.7a Program for Diagnosis by the President
	No.
	Time
	Duration

(minutes)
	Contents
	Expositors

	1
	9:00- 9:05
	5
	Address by the President
	

	2
	9:05- 9:20
	15
	Explanation of Actual Circumstances Surrounding XXXX Department
	Manager of xxx department

	3
	9:20- 9:30
	10
	Explanation of Actual Circumstances Surrounding yyyy Department
	Manager of YYY department

	4
	9:30- 9:40
	10
	Sectional Policy Management and Implementation Measures
	Section manager

	5
	9:40-10:10
	30
	Questions and Answers
	

	6
	10.10-10.40?
	30
	Comments
	Instructors/ President


Receivers of diagnosis
3. Those receiving diagnosis should:
a. Explain their policies, their implementation methods, and the effects of these, rather than present ordinary business reports.

b. Use QC stories for reports and base these stories on concrete data.
c. Clarify the current problems and their plans for resolving them in the future.
The diagnosticians
4. The diagnosticians should pay attention to the following points:

a. They should confirm independently whether or not company policies are being deployed and implemented properly.

b. They should not limit their diagnosis to results. In addition to inspecting achievement of targets, they should examine how work methods have been changed to achieve targets and whether process improvements actually guarantee better performances.

c. They should recognize existing weaknesses as weaknesses and try to overcome them by drawing on the accumulated experience and know-how of many people.

d. They should always prioritise actual work sites. They should boost morale by keeping rank and. file workers fully informed of the TQM approach, and by keeping in touch with those who manage and direct the actual work sites.

e. They should really focus on whatever points are causing problems at work sites, departments and sections. They should not only give directions and point out problems, but should also allocate time for counselling and for really focusing on problems and requests from the diagnosis receivers.

f. When a diagnosis has been completed they should give their comments. These comments should be concise and concrete, to ensure that the diagnosis-receiving departments and sections understand the kind of action they must take.
g. They should base their diagnosis on the view that human nature is fundamentally good and not fundamentally evil, and should conduct their diagnosis in an objective manner and with a sense of mutual trust. They should highlight any improper practices that they become aware of.

h. Diagnosis by the president should take a quality control approach. The basis of the diagnosis should be: constant improvement, management based on facts, prioritized actions, standardization, and a resolve to prevent recurrence.

Follow-up
5. After the diagnosis by the president, the measures suggested should be examined carefully and implemented systematically. Normally the following actions are carried out:

a. Diagnosticians:

i. Write up the problems and the measures to improve them. These documents are sent to the diagnosis-receiving departments and sections, where they are treated as instructions.

ii. Write up minutes of comments, questions and answers that arose during the diagnosis and the contents of the on-site diagnosis. These minutes are distributed to the diagnosis-receiving departments and sections, and to other departments and sections as reference data.

b. Diagnosis-receiving departments and sections: 

i. Map out improvement plans for all the items pointed out in the diagnosis, and report their plans to the department or section in charge of TQM promotion.

ii. Carry out improvement plans. 

iii. Submit interim reports with items that have not been fully improved within three months. 

iv. Write completion reports once items pointed out in the presidential diagnosis have been fully improved.

c. In the next diagnosis the president and CEOs follow up on the items pointed out in the diagnosis.
Figure 1.7b Table of measures to be taken on items pointed out at the presidential diagnosis meeting. 

[image: image10.emf]
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 the president and/or CEOs of your company pay similar visits to the different divisions, departments or work sites? If so how does they conduct them and what are the benefits of the visits? If not do you think they would be a good idea? How should they best be conducted?

b. Parag. 1: do you agree that this is what successful management of policy is about? Is there anything else you would add? (Remember that the subject here is the management of policy.)

c. Parag. 1: What does ‘display leadership’ mean in your opinion? How important is it that presidents get out of the main office?

d. Parag. 2a: How easy do you think it would be for the CEO of your company to hold such diagnostic visits? What kind of response do you think he or she would get?

e. Parag. 2b: Would it be important to have cross-departmental or cross-sectional functions diagnosed from a company-wide perspective in your company too? Why?
f. Figure 1.7b: Would this diagnosis program also be appropriate in your company? Would you make any adjustments to it?
g. Parag. 3: Can you give concrete examples of information that your departments or sections receiving such a diagnosis might give to the CEO?
h. Parag. 4 gives a detailed list of points to keep that visiting diagnosticians should pay attention to. Look at each of these, consider how important it is, and to what extent it would apply in your company. What developments would be needed in your company for such a full diagnosis to take place?
i. Parag. 5: Why is it important to carry out follow-up activities after the diagnosis by the president? What could prevent the measures suggested by the president being carried out?

j. Apply the RADAR questions to introducing or improving ‘Diagnosis by the president’ in your company.

ACTION PLAN

Complete your action plan for introducing or improving policy management in your company by including proposals for carrying out a presidential diagnosis of the implementation of policies.

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.
1.1 Policy Management – an overview 
1. The first step in policy management is that the company: 

a. Develops its long-term plan.

b. Develops its mid-term plan.

c. Establishes its business philosophy.

2. When department managers receive the annual presidential policies they first thing they do is:

a. Consider the problems that they themselves have to deal with.

b. Decide on their own policies and targets.

c. Return the policies to the president with their comments.

3. Control graphs are used to check if:

a. Countermeasures are being taken to deal with abnormalities.

b. The measures in the plans are being implemented as prescribed.

c. The measures in the plans are having the anticipated results.

4. At the middle and end of each fiscal year, departmental managers, section managers, or CEOs make a diagnosis of:

a. The status of policy implementation.

b. The status of general quality management.

c. The number of abnormalities.

5. The actions that have been implemented are reflected on at the end of:

a. Each month.

b. Each half-year.

c. Each year.

1.2 Prepare mid-term and long-term management plans 

6. Long-term plans are normally for: 

a. One year.

b. Three years.

c. Five years.

7. The long-term plans should show your major strategies with control items such as: 

a. Sales.

b. Equipment. 

c. Target values.

8. If your company chooses to prepare both mid-term and long-term plans, then the long-term plans will present  ……………. for sales, production volume, plant and equipment investment, and personnel costs. 

a. Basic targets. 

b. Detailed targets.

c. Full cost estimates. 

1.3 Establish annual policies
9. The procedure for establishing policies for the fiscal year includes: 

a. CEOs agree on the long-term management plans and review them with department and section managers.

b. Reflections on the policies of the fiscal year just finishing are written-up and discussed.

c. A draft plan for policies for the new fiscal year is presented at a top management meeting.

10. The actions to be taken before the annual policies are finalized include: 

a. Analyze plans and results from previous years.

b. Formulate concrete targets for investment in new equipment.

c. Consider any relevant recent changes in the business environment.

1.4 Deploy policies and prepare implementation plans 
11. When lower level departments and section receive the annual policies they will establish their own policies based on:

a. The long and mid-term outlook.

b. Relevant business conditions.

c. Results from the previous five fiscal years.

12. Point to be kept in mind with regard to policy deployment include:

a. It is implementation at the top that puts higher policies and plans into effect.

b. Plans become more concrete as they move down the organization levels of the company.

c. Interdepartmental problems should be resolved in a cooperative manner.

13. When departments and sections have received the annual policies they should: 

a. Avoid discussion of items that are strongly related to other departments and sections.

b. Produce written implementation plans.

c. Implement these plans in the form of departmental, sectional and team activities.

14. The implementation plans should include: 

a. Achievements and problems from the previous fiscal year.

b. The cost of preparing the plans.

c. The schedule for the implementation of the plans.

1.5 Control the implementation of policies
15. The two types of such appraisal of the implementation of policies are: 

a. Appraisal of people.

b. Appraisal of results.

c. Appraisal of factors.

16. The monthly appraisal corresponds to:

a. The P and D part of the PDCA cycle.

b. The C and A parts of the PDCA cycle.

c. The P and A parts of the PDCA cycle.

17. The source of policy implementation problems may lie in: 

a. Changes in the external environment.

b. Failure to implement specific items.

c. Delays in carrying out the implementation plans.

18. The assessment should include:

a. Prepare written analyses of cases where policies were not implemented.

b. Use monthly follow-up sheets with implementation plan management tables and PDCA sheets.

c. Use monthly follow-up sheets with action limit tables.

19. Three of the most important control items include:

a. Are policies and target values valid?

b. What is the progress ratio?

c. Are problems identified during the policy deployment stage?

20. An appraisal of the implementation of policies should check: 

a. All items.

b. As many items as possible.

c. High contribution implementation items.

21. Control …….  are used for judging whether machines, tools, facilities, equipment, processes, and systems are in good condition: 
a. Items.
b. Characteristics.
c. Features.
22. The …….  of the implementation plans may be used as action limits.

a. Contents.

b. Targets.

c. Characteristics.

23. Match the terms with the definitions:

	a. Emergency measure

b. recurrence-prevention measures

c. fundamental measures
	(1) eliminate the causes 

(2) eliminate the root causes

(3) eliminate the outward effects 


a. a-3, b-2, c-1
b. a-2, b-3, c-1

c. a-3, b-1, c-2
24. An abnormality is: 

a. An unexpected outcome.

b. A defect in a process.

c. An emergency. 

25. The detection of abnormalities and the actions to deal with them include: 

a. Specify the control items and prepare a corresponding number of control graphs.

b. Collect data every year and plot it accurately on the control graph.

c. Enter data about any abnormalities on forms which can then be used as abnormality reports.

26. The detection of abnormalities and the actions to deal with them also include: 

a. Take any required emergency action required right away.

b. Record any actions taken to deal with abnormalities in abnormality reports.

c. Take actions to eliminate the underlying causes right away.

1.6 Reflect on the policies at the end of the year

27. The primary purpose of term end reflection is to: 

a. Provide feedback for future improvements.

b. Remove any remaining problems at the end of the fiscal year.

c. Find out who was responsible for any failures to implement policies.

28. Items that can be reviewed at the end of the term include: 

a. Activities implemented during this term.

b. Implementation plans for the next term.

c. The causes of failed target achievement.

29. The main points to keep in mind regarding term end reflection include: 

a. Pay particular attention to causes in either the environment or customers.

b. Provide a lot of space in the term-end reviews for descriptions of the current situation.

c. Select important problems from the many current issues and make these the focus of actions to be taken during the next term.

1.7 Carry out a presidential diagnosis of policy implementation

30. The company president and other CEOs should make visits around the company to find out if: 

a. The implementation of policies is producing substantial effects.
b. All the managers and section heads agree with their policies.
c. Departments and sections implementing activities based on the annual presidential policies.

31. To manage the implementation of their policies presidents:

a. Must have a detailed knowledge of all that is going on in their company.

b. Must have a sound grasp of the mechanisms of policy management.

c. Must display leadership.

32. The items to be diagnosed by the president come in two broad categories: 

a. Diagnosis of policy management.

b. Diagnosis of production management.

c. Diagnosis of cross-functional management.

33. Those who receive the presidential diagnosis should:

a. Explain their policies, their implementation methods, and the effects of these.

b. Use QC stories to make their reports and base these stories on concrete data.

c. Present their regular business reports.

34. In his or her diagnosis the president should:

a. Confirm whether or not company policies are being deployed and implemented properly.

b. Check how work methods have been changed to achieve better targets.

c. Keep rank and file workers fully informed of the TQM approach.

35. The president should approach the diagnosis with the view that: 

a. If people are not carefully controlled they will do as little work as possible.

b. Improper practices that have been diagnosed in the workplace should be highlighted.
c. Diagnosis is useless in most cases.
36. After the diagnosis by the president, follow-up activities should be carried out to ensure that the measures suggested are:

a. Carried out immediately.

b. Examined carefully.

c. Implemented systematically.

37. Documents written up by the diagnosticians describing the problems and the measures to improve them are sent to the diagnosis receiving departments where they are treated as:

a. Instructions.

b. Recommendations. 

c. Requests.

38. Departments and sections receiving diagnosis: 

a. Report their improvement plans to the department or section in charge of TQM.

b. Submit interim reports with items that have not been fully improved within three months.

c. Write completion reports once items pointed out in the presidential diagnosis have been fully improved.

39. The president follows up on the status of items pointed out in the diagnosis:

a. At regular intervals.

b. Twice yearly.

c. In the next diagnosis.
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