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Unit summary
A QC Circle is a small group of frontline employees who meet regularly to try to improve the quality of their work. QC Circle activities are at the core of TQM. They can play a major role in creating a dynamic atmosphere in the workplace. 

10.1 QC Circle Activities 


QC Circles normally take a problem-based approach to improve the quality of their work. They identify problems in their workplace, usually related to product quality and referred to as ‘themes’, and together they set about finding a solution. They use quality control concepts and techniques, and try to be creative in seeking solutions. 

10.2 The human dimension to QC Circles 

We all have an innate desire for personal growth. In the right conditions we get a lot of satisfaction from improving our skills, and from using our new skills, together with our co-workers, to achieve meaningful targets. QC Circles provide the right conditions. 

10.3 Introducing QC Circle activities in your company 
Be both sensitive and creative in introducing QC Circles in your company, especially since their aims are to encourage the development of employees. Make sure that you take an approach that suits the working envi​ronment, and the character and climate of your company. 

10.4. How many employees in the company should take part in QC Circles? 
Although all employees should take part in QC Circle activities, as these are a component of TQM, some companies allow departments and sections to opt out. A key decision you have to take is the scale of participation within your company.
10.5 Select QC Circle leaders; roles of leaders and members
The QC Circle leaders will be the driving force behind the activities. Select people, who can show leadership, get members to cooperate in meetings, can gather ideas, and can create an atmosphere where everyone will feel free to express their opinion.

10.6 The QC Story
QC Circles use a 7-step procedure to solve problems related to the five priorities of QCDSM: quality (Q), costs (C), deadlines and productivity (D), safety (S), and morale (M). This procedure uses method based on facts and data, and aims to prevent the recurrence of problems by identifying the causes and implementing recurrence prevention rmeasures.

10.7 QC Circle meetings 

QC Circle meetings help members to work together towards the same goals. Members exchange ideas and information, get to know each other, and develop a spirit of cooperation and a sense of solidarity. But if the meetings are poorly managed, the activities will stagnate and members will become de-motivated.

10.8 QC Circle assemblies 

After a QC Circle has completed a theme, it holds a meeting, referred to as a QC Circle assembly or a QC Circle conference, to re-appraise the methods that have been used, and to confirm the circle’s sense of achievement. Members give presentations of key points from their problem resolution activities and achievements: their methods, their difficulties, and their creative ideas. A very effective way of doing this is the QC story (See also Unit 9).

10.9 Evaluation of QC Circle activities 
Regular and appropriate evaluation of QC Circle activities will help to motivate members and to revitalize activities. It will identify where improvement is needed, and indicate the corrections that should be made. There are two forms of evaluation: self-evaluation by members, and evaluation by managers.
10.10 The basic procedures for QC Circle activities

Once QC Circles have been set up, there are a wide range of procedures to follow.
10.11 QC Circle training 
QC Circle training is aimed at achieving a workplace full of employees who are motivated, creative, and good at solving problems. Training focuses on the value of QC Circle activities, on raising quality consciousness, and on using QC methods.

10.12 Planning future QC Circle Activities 
Facilitators should prepare plans for desirable QC Circle activities for the future, and promote these as a component of TQM. These plans should prescribe the level of QC Circle activities, their targets, and concrete measures for achieving the targets. In doing so, they should look carefully at the present state of QC Circles and should respect the intentions of work superiors. Such plans are important in energising and consolidating QC Circle activities.
10.13 Create the right environment for QC Circle activities: the role of the CEO
QC Circles can only flourish in the right environment. CE0s, middle managers, promotional staff members, and personnel managers must gain a good understanding of QC Circle activities and create such an environment. The CEO has a key role to play.

10.14 The role of middle management 

Middle managers should help establish a working environment in which QC Circle members are allowed to take on a management role in their own work and make im​provements on their own initiative, in which their willingness to contribute is respected, and , in which they can use their abilities to the full.

10.15 Set up a company-wide organisation to promote QC Circle activities 
Set up a company‑wide organization to promote and facilitate QC Circle activities. This should include a promotional committee and a promotional secretariat.

10.16 Hold QC Circle exchanges with other companies 

When QC Circles always remain within their own work places, members’ perspectives may become limited, and their ideas lose freshness. Organize meetings periodically with other circles both within the company and outside. Members of different circles can visit each other, have discussions, and study QC Circle management together, and stimulate each other to further development.

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.
10.1 QC Circle Activities
1. A QC Circle is a small group of frontline workers who meet regularly to try to improve the quality of their work. In general their approach is problem-based. They identify problems in the workplace, usually related to product quality and referred to as ‘themes’, and together they set about finding a solution. They use quality control concepts and techniques, and try to be creative in seeking solutions. Broadly, their agenda is to continually improve and maintain the quality of products, and to constantly strive towards self-development and group development. Through the QC activities, they develop quality consciousness, problem consciousness, a willingness to make improvements, and a sense of quality management. Ultimately their activities will lead to increased customer satisfaction.  

2. The quality of any product or service is determined by the front‑line employees. In the manufacturing industry this will be the employees who prepare blueprints, procure materials, manufacture parts and finished products, and sell these to the customer. In the service industry, quality depends on those who provide the services, and those who sell the services to customers. In the indirect departments (departments that provide services to other departments and to the company as a whole), quality is determined by those who provide services to other employees. The criteria against which such improvements can be measured are the standards which have been established to meet customer demands. 

3. The QC Circle problem-solving approach seeks to find and remove the root cause of problems through the four stages of the PDCA Cycle – draft plans (plan), implement the plans (do), confirm the results of the implementation (check), and carry out any necessary follow-up action (action). Plan, Do, Check and Act: the PDCA cycle. (For more details on the PDCA cycle see Unit 3.10.3)
Figure 1.5a PDCA cycle 
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4. The QC Circle approach, and quality management in general, is based solidly on facts. This means first of all getting the facts, and then, wherever possible, converting those facts into numerical values. When they are in numerical form it is easier to analyze them objectively and accurately, and to reach a sound judgement. This data-processing procedure is:

a. Convert facts into numerical values, as far as possible.

b. Distinguish causes from results.

c. Analyze results in a stratified manner (where data is divided according to its sources, e.g. stratified by employees, by machines etc.).

d. Prioritize items for consideration.

e. Pay attention to dispersion (How the different items of data are scattered in relation to how they are supposed to be, i.e. in relation to the standard or target values. See Text 9.7.).

5. The methods that QC Circles use include: 

a. Procedures for problem resolution.

b. The QC Seven Tools.

c. The New QC Seven Tools. 

d. Other statistical methods as well as IE (industrial engineering) and VA (value engineering).

When employees start using these methods they will find it easy to understand this approach to improvement. (See Unit 11 and Text 16.6 for descriptions of the QC tools.)
6. QC Circles are also about the quality of our working life. We all have a natural desire to develop our latent abilities and display them to good effect. QC Circle activities give employees the opportunity to fulfil this desire by gaining knowledge, solving problems, and achieving  goals. Discussions at QC Circles also help us understand our co-workers better, to develop good relationships, and, in all, to make our work place more pleasant, more cheerful and more dynamic.

Figure 10.1a Mechanism of QC Circles 
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DISCUSSION

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

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

a. Parag. 1: To what extent would you say that employees in your company have a sense of quality consciousness, problem consciousness, are willing to make improvements, and have a sense of management. What benefits can these qualities in employees bring?

b. Parag. 2: Who are the frontline employees in your company? In what ways is the quality of your products or services determined by the front-line employees? Give one or two examples. 

c. Parags. 3, 4 and 5: These paragraphs give a preliminary outline of what QC Circles involve. Some of the terminology will not be familiar to you yet, and more detail will follow in later texts. For the moment consider in general terms how feasible and how useful these ideas would be for your company. How systematic is the approach to problem solving in your company? 

d. Parag. 6: Do you agree with this perception of human nature which underlies the QC Circle approach? Give reasons for your opinion.

ACTION PLAN

When you have discussed several texts, take the ideas you have found useful in them, and in your discussion, and present them in a well-structured action plan for your company. You might like to follow the 6-Point Structure:

10.2 The human dimension to QC Circles 
1. We all have an innate desire for personal growth. In the right conditions we get a lot of satisfaction from studying, from improving our skills, and from using our new skills with our co-workers to achieve meaningful targets. QC Circles provide the right conditions. 

2. The aims of QC Circle activities are to:

a. Fully bring out our latent capabilities. Everyone has considerable ability. As long as we continue to learn, this ability will continue to develop. QC Circle activities provide a framework for learning and developing together with our fellow workers.

b. Create a happy workplace. Members of QC Circles respect each other, and allow each to display his or her abilities. When we learn to see things from other people's viewpoint, our relationships with them improve, and the work environment becomes a pleasant place where everyone has a sense of purpose. 
c. Contribute to the improvement and development of the enterprise. QC Circles have become part of the corporate front-line. Many companies have entrusted them with the task of determining the quality level of the products and services they provide to customers. They know that if employees find their jobs worthwhile, find their work environment pleasant, and can exercise their abilities to the fullest, then the companies they work for can only reform and grow.

3. To make the most of the opportunities that QC Circle activities provide, we should resolve to:

a. Bring out our potential abilities through self-development.

b. Act with a good will, and transform ourselves into capable workers.

c. Seek opportunities to further our development as a group, and to broaden our outlook.

d. Work together: make sure information is shared with everyone, and leave to the side any personal biases we may have.

e. Encourage everyone to participate in the group, and show what a force it can be.

f. Do our best to create a dynamic work environment.

g. Come up with creative ideas to bring improvements to our work – achieve a work environment that is continually moving forward.

h. Cultivate quality consciousness, problem consciousness, and a willingness to make im​provements.

i. Make effective use of QC methods resolve problems, to prevent problems recurring, and to prevent potential problems emerging. 

j. Work towards the goals of TQM. 

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 do you think of this perspective on people, especially in the work context?

b. Parag. 2: Discuss these aims of QC Circles activities. If QC Circles can achieve what is described here how useful would they be in your company?

c. Parag. 3: Would it be realistic to expect the employees in your company to make such resolution? How valuable would it be they did, and acted on them? Look at each recommended resolution in turn.
ACTION PLAN

When you have discussed several texts, take the ideas you have found useful in them, and in your discussion, and present them in a well-structured action plan for your company. You might like to follow the 6-Point Structure.
10.3 Introducing QC Circle activities in your company
1. Be both sensitive and creative in introducing QC Circles in your company, in particular since their aims are to encourage the development of employees. Make sure that you take an approach that suits the working environment, and the character and climate of your company. 

2. Those who are promoting QC Circles, should find out how employees feel about the circles before they introduce them. If any are opposed, they should listen carefully to their reasons and take time to get their consent. Management should not force QC Circles onto employees, but should rather encourage their spontaneous formation.
3. There are three principal ways to introduce QC Circles:

a. Introduce them simultaneously in all the work places - offices, manufacturing plants, and departments. This method prompts a sense of togetherness within the organization and encourages QC Circles to work hard in friendly rivalry. Some companies hold a ceremony on the inauguration day and invite the president, plant director, or department manager to announce their introduction.
b. Form pilot circles: supervisors who have been designated to become leaders form pilot QC Circles. The pilot circles follow the typical procedures: they examine common problems at work and use QC methods to resolve them; they compile their experiences into a QC Story, and after two or three meetings, present their story at a conference. Through these pilot circles the supervisors will gain the leadership confidence to form other QC Circles, to promote their activities and to provide guidance. These pilot circles should be maintained for three to six months.
c. Inauguration of circles by volunteers (model circles) willing volunteers form QC Circles, and from these, QC Circles gradually spread to other places. These pioneering circles are called model circles because they serve as models for others. After spending three to six months on problem resolution, the model circles hold a meeting and present their achievements to a large number of people. This method encourages others to believe that they too may be able to achieve the same results. This is a process of popularizing QC activities.

All three of these ways of introducing QC Circles require supervisors and promoters to constantly monitor circle activities and to provide assistance whenever it is needed.

Figure 10.3a Procedure for introducing QC Circle activities and the roles of those involved
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DISCUSSION

The following questions ask you to reflect on the ideas in the text and consider how you could apply them to bring improvements in your company. Where appropriate ask yourself the RADAR questions:

Note: Always include in your discussion any tables or charts referred to in the text.
a. Parag. 2: How do you think the employees in your company would feel about QC Circle activities? Would those assigned to promote QC Circles be to taking this sensitive approach? How could they be encouraged to do so?

b. Parag. 3: Examine these three different ways of introducing QC Circles, and discuss which approach would be most suitable for your company. You may find it useful to apply the RADAR questions to each of approach.

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.
10.4 How many employees in the company should take part in QC Circles? 

1. Although all employees should take part in QC Circle activities, as these are a component of TQM, some companies allow departments and sections to opt out. A key decision you have to take is the scale of participation within your company.

2. There are three modes of participation in QC Circle activities:
a. Participation by all the departments and sections: manufacturing, quality management and inspection, facility and maintenance, general affairs and accounting, procurement and materials, sales and services, design and testing, computer, marketing, research and development, technical services etc.

b. Participation by everyone in the same workplace: ordinary employees (including long-term and short-term employees and part-timers, and those hired by partner companies), supervisors, subsection and section chiefs and department managers, all take part in the activities.

c. Participation only by those sections that actually form QC Circles: members attend meetings, expresses their opinions, and performs their assigned roles.

3. Participation by all employees will make them feel good, and give them a sense of confidence and unity. It will allow those in the same work place to display their solidarity and their combined range of abilities. Companies that exempt certain departments, e.g. the research and development department should eventually achieve the participation of all the front‑line workers in all their departments and sections.
Figure 10.4a Written report of QC Circle activities
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DISCUSSION

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

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

Parags. 2 and 3: Apply the RADAR questions to these modes of participation in QC Circle activities, and try to decide what form of participation would be most suitable 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.
10.5 Select QC Circle leaders; roles of leaders and members 
Introduction
1. The QC Circle leaders will be the driving force behind the activities. Select people, who can show leadership, get members to cooperate in meetings, can gather ideas, and can create an atmosphere where everyone will feel free to express their opinion. 

Selecting leaders
2. Different ways of selecting leaders will be appropriate at different stages of introducing and establishing QC Circles:

During the inauguration phase foremen in the workplaces are the most suitable leaders. Unless work place leaders are at the forefront of this process, quality management will not reach the rank-and-file employees and will not become established in the work places.

a. Once QC Circle members become used to the activities, they should select as team leader a person with leadership abilities rather than simply accept someone appointed by their superiors.

b. When activities are well advanced, large QC Circles should divide themselves into sub-groups to tackle separate themes. These sub-groups can hold QC Circle meetings on their own or jointly with other sub-groups, and select their own leaders.

3. Points to consider when selecting leaders:

a. Some QC Circles select leaders on a rotation basis. However this could mean that that a member with no leadership abilities becomes leader. Such a leader could greatly slow down the progress of activities. 

b. QC Circle members who have participated for two or three years, and have gained a sound understanding of the activities and methods, should be made theme-specific leaders. They will be known as theme leaders. They can thus develop leadership skills and lead circles in the future.

The role of leaders
4. The primary role of QC Circle leaders is to keep up the dynamic of the circles, to encourage members to use their abilities to the full, and to support them in doing so. They should:

a. Find out what improvements their members would like to see in the working environment, identify specific problems, decide how to approach them, and select targets.

b. Get a good idea of the qualities and skills of the circle members, assign them roles that will allow them to put these to good use, and create an atmosphere that will motivate them to do so.

c. Introduce ways that members can acquire the knowledge and skills needed to carry out the activities, including giving training themselves. 

d. Train successors: demonstrate how leaders should act, and train members to take over them.

e. Find out what superiors expect from the circles, and then discuss with members how to incorporate these expectations into the activities.

Support from members
5. QC Circle members should support the leaders by carrying out their assigned roles diligently and by acquiring the skills and experience that will enable them to improve the quality of their work and of the work environment. They should: 

a. Give active assistance to the leaders and participate in teamwork.

Attend meetings and speak forthrightly from their own experience.

b. Carry out the roles assigned to them within the given time frame, including the roles of secretary or of presenter at meetings.

c. Study engineering technology and quality control and broaden the range of roles they can perform.

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: How difficult do you think it might be to identify such leaders in your company?

b. Parags. 2 and 3: How feasible do you think these ways of selecting a leader would be in your company?

c. Parag. 4: How challenging do you think it will be for QC Circle leaders in your company to carry out these? How do you think they should go about doing so?

d. Parag. 5: How willing do you think workers in your company would be to carry out these functions? How much encouragement and support would they need to do so? How could this be provided?

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.
10.6 The QC 7 Story
1. QC Circles use the QC Story to solve problems related to the five priorities of QCDSM: quality (Q), costs (C), deadlines and quantity (D), safety (S), and morale (M). This procedure uses method based on facts and data, and aims to prevent the recurrence of problems by identifying the causes and implementing recurrence preventing measures.
2. A QC Story consists of the following eight steps:
a. Select a theme to work on.

b. Clarify the problem and set targets.

c. Get a clear understanding of the effects that the problem has caused.
d. Investigate the causes: analysis.

e. Devise and implement recurrence prevention measures.

f. Confirm the effects of these measures.

g. Standardize the new methods.

h. Reflect on the problems left unsolved and consider future recurrence prevention measures.
You will find detailed guidelines on using the QC Story in Text 9.9, 9.10 and 9.11 
10.7 QC Circle meetings 

1. QC Circle meetings help members to work together towards the same goals. Members exchange ideas and information, get to know each other, and develop a spirit of cooperation and a sense of solidarity. But if the meetings are poorly managed, the activities will stagnate and members will become de-motivated.

2. If meetings are to be effective:

a. They should be well planned.

b. All members should attend.

c. Roles should be distributed: moderator, secretary, presenter and others.

d. The purpose of the meeting should be agreed.

e. Brainstorming sessions should be held to generate new ideas.

f. All members should give their opinions.

g. Minutes should always be taken.

3. To plan meetings, you need to decide on their duration, frequency, timing and place:

a. Duration: The length of meetings will vary according to such factors as work place conditions, the agenda, and their frequency. However the average meeting will last for 30 to 60 minutes. 

b. Frequency: The number of meetings per month will vary according to their average duration. However, they should take place at least twice a month. It is best to set a target number of meetings to be held in the next one-month period and try to keep to this target.

c. Timing: The times when QC Circle meetings are held will vary according to work requirements and the other demands on QC Circle members’ time. When they meet during regular working hours, they must obtain the approval of a manager in advance. It is advisable to:

i. Include QC Circle meetings in the monthly operational schedule.

ii. Set up specific dates for meetings.

iii. Use a message board to determine when all members can meet.

d. Place: Meetings should be held in one of the following places: 

i. The work place.

ii. Conference rooms near the work place.

iii. Dining rooms or rest areas. 

iv. Outdoor locations within the factory grounds.

v. Locations away from work, such as recreational areas, coffee shops, and educational facilities.

Figure 10.7 Form for minutes of QC Circle Meetings
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DISCUSSION
The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

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

a. Parag. 1: Describe briefly the worst meeting you have ever participated in, and the best. What made them so bad and so good?

b. Parag. 2: What obstacles could be met in trying to conduct meetings in this way and how could they be overcome?

c. Parag. 3: Apply the RADAR questions to these guidelines for arranging QC Circle meetings.

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.
10.8 QC Circle assemblies

1. After a QC Circle has completed a theme, it holds a meeting, referred to as a QC Circle assembly or a QC Circle conference, to re-appraise the methods that have been used, and to confirm the circle’s sense of achievement. Members give presentations of key points from their problem resolution activities and achievements: their methods, their difficulties, and their creative ideas. A very effective way of doing this is the QC story, which is described in detail in Unit 9.
2. When a QC story is being presented the following should be included:
a. Introduction – introduce your company, your work place, and your QC Circle.

b. Outline – give a brief outline of the tasks you carried out, and their relationship to preceding and subsequent tasks. 

c. Reasons for selecting a theme – give the reasons for selecting a particular problem, and the circumstances surrounding it, etc.

d. The situation – describe the state of the problem at the time using data.

e. The targets – describe the targets selected and the basis for selecting them.

f. Action plan – present the action plan including the assignment of roles.

g. Analysis of key factors – present your hypotheses on the key factors, your data-based analysis, and your verification of the hypothesis.

h. Present the recurrence prevention measures that were taken and how they were implemented.

i. The effectiveness of the recurrence prevention measures ‑ compare the situation before and after the countermeasures, the level of target achievement, and also the intangible and secondary effects.

j. Standardization – the items and methods that were standardized.

k. Reviews and future plans – summarize the points that needed effort, the points that were raised in reflection, the lessons that were learned, your circle’s aspirations and its future plans.

3. Presenters must:

a. Rehearse their presentations so that they will be able to give them confidently.

b. Use pauses in their speech to highlight the objectives and the development of the QC Story.

c. Speak clearly and avoid ambiguous expressions.

d. Allow the audience time to take in any charts and tables that they present.

e. Keep their listeners engaged.

4. Advisors must keep their comments after the presentation brief, usually about two minutes; the questions and answer session should also be about two minutes. They should touch briefly on the good points and on the points that could be improved, point out to the audience the lessons to be learned, and show their appreciation of the presenters and give them encouragement. It is important that they clearly indicate the points that need to be corrected.

5. QC Circle assemblies are an occasion for mutual development. They offer lessons both to the QC Circles that make presentations, and to those who listen to them.

a. Presenters and the QC Circles they represent:

i. Learn to express their ideas clearly, improve their communication skills, and gain confidence in giving presentations.
ii. Become skilled at organising ideas and information so that people can easily understand what is being presented.
iii. Experience the sense of satisfaction that comes from public acknowledgment.

b. Listeners:

a. Learn about dynamic activities in other work places and expand their own horizons.
b. Learn the practical applications of QC methods, creative thinking, and ways of organising information and ideas.
c. Learn that creative ideas that emerge in QC Circles can be applied again in the future.

6. After the presentations, managers and facilitators* (in the case of in‑house confer​ences), and advisors and members of the screening committee (in the case of external conferences) review the presentations. They should pay attention to the following:

a. Disregard monetary achievements, and stress achievements that improved work processes.

b. Consider whether achievements are based on the principle of quality first as a component of TQM. 

c. Consider willing participation as the most important point for evaluation.

d. Consider whether all the circle members participated with a sense of awareness.

e. Examine how presentations related to the higher policies of the company. 

f. Appraise QC Circles according to their degree of growth.

*The term ‘facilitator’ is used with a broad meaning. It may be in anyone in the company who is helping to organise QC circle activities.

Figure 10.8a Detailed check sheet for QC Circle conference experiences 
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DISCUSSION
The following questions ask you to think about how the ideas in the text could be applied in your company. Some of these ideas may not be relevant to you. Concentrate on those that are relevant. Keep notes of your conclusions - you will need them to prepare your Action Plan afterwards. Where appropriate ask yourself the RADAR questions: 

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

a. Parag. 2: If you have already examined the QC Story in Unit 9, take the theme you chose there and decide how you would present it.
b. Parag. 3: How important do you think each of these guidelines is for giving a presentation? Are there any others that you would add to the list?

c. Parag. 4: Why do you think these particular points are emphasised? Are there any other points that you would add?

d. Parag. 5: Look at each of these lessons to be learned from QC Circle assembly presentations. How valuable do you think each lesson is to the presenters and listeners, and to the company? Can you think of any other lessons that may be learned?

e. Parag. 6: Do you agree that each of these points is important? Why?

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.
10.9 Evaluation of QC Circle activities
1. Regular and appropriate evaluation of QC Circle activities will help to motivate members and to revitalize activities. It will identify where improvement is needed, and indicate the corrections that should be made. Evaluation should address the following questions:  

a. Are QC Circle activities in line with the action plans and targets?

b. How are the activi​ties being conducted?

c. What abilities are being developed?

d. Are the activities achieving satisfactory results?

e. How do the activities of this circle compare with those of other QC Circles?

There are two forms of evaluation: 
a. Self‑evaluation by the members themselves.

b. Evaluation by managers.

2. Self-evaluation by QC Circle Members:

a. Self-Evaluation after a problem has been resolved: QC Circle members reflect on all the steps they have taken to resolve the problem; evaluate them, recognise any unsatisfactory points, and try to identify the causes of these and correct them.

b. Self-evaluation of all QC Circle activities at the end of the term and the year: QC Circles are ongoing: when they have solved one problem, they start planning to solve a new one. At the end of the term and the year, the members should review and evaluate all their activities. 

c. Limits of self‑evaluation: QC Circle leaders and members can  be expected to evaluate their activities willingly. However, self-evaluations tend to produce liberal ratings. To establish a greater sense of objectivity, QC Circles should be also be evaluated by managers and facilitators. These evaluations will give members a better understanding of their problems and the direction they should take.

3. Evaluation by managers and facilitators:
a. Evaluate activities: Immediate superiors at work must receive written or oral reports on QC Circle activities, evaluate these reports, and give the circles appropriate instructions and advice as each step of the problem resolution proce​dure is completed. Their instructions should be appropriate to the level of the circles, and should be encouraging. The purpose is to help members to appreciate the things they are doing well, and improve those that could be better. 

b. Evaluate presentations at QC Circle presentation days and conferences: these are key events to promote QC Circle activities. 

c. Evaluate all QC Circle activities for the term and the year: Managers evaluate all QC Circle activities over the past year or for a fixed period and give recognition to the circle's accomplishments. This is the most important type of evaluation because of the emphasis on continuity in QC Circle activities.

4. While they are giving instructions on the development of QC Circle activities, CE0s, managers, and facilitators should not forget to show appreciation of the hard work that the members put in, and to praise their achievements. 

a. After they have given evaluations, they should reflect on the instruction methods they have been using, and make improvements to these. 

b. They should recognise that evaluations and public acknowledgments give QC Circle members a sense of achievement and satisfaction, making them more highly motivated and more competitive in relation to other circles.

c. They should reflect on the problems addressed by QC Circles and re-evaluate their own day-to-day management procedures.

d. They should try to take a broad view of the problems that QC Circles are tackling and the improvements they are introducing.

Examples:
Figure 10.9a Check list for evaluation of QC Circle activities (for themes).
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Figure 7.10 Check list for evaluation of QC Circle Activities (year round).
[image: image8.emf]
Figure 7.11 QC Circle activity evaluation table (for management organization).
[image: image9.emf]
Figure 7.12 Table of QC Circle activity scores.
[image: image10.emf]
(All of these tables are very detailed. You may prefer to examine them when you have completed all the texts in this unit.)

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: Are there any other questions that you feel evaluation should address?

b. Parag. 2: How willing would your employees be to carry out such self-evaluation? How competent would they be to do so? Apply the RADAR questions to introducing these guidelines for self-evaluation by members.

c. Parag. 3: Apply the RADAR questions to these guidelines for evaluation by managers.

d. Parag. 4: How willing and able would your CEOs and managers be to follow these guidelines? If not, how could they be encouraged to do so?

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.
10.10 The basic procedures for QC Circle activities 

1. Once QC Circles have been set up, there are a wide range of procedures to follow. These are presented in Figure 10.10a below. These procedures involve quite a commitment by the company and by the QC Circle leaders and members. To maintain a good level of motivation and keep QC Circles going, the basic requirements are that:

a. Leaders understand the basics of QC Circle activities.

b. Leaders actively exercise the function of leadership.

c. Members are guided to an awareness of the need for QC activities and are willing to participate.

d. An environment is created that encourages the willing participation of employees.

e. Leaders and members keep the objectives of activities in mind as they carry them out.

f. Members study QC methods.

g. The leader finds a good point at which to bring a meeting to a close.

h. Members carry out a self-evaluation of their activities.

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: How important do you think each of these guidelines would be for keeping QC Circles going in your company? Are there any others you would add?

b. Figure 10.10a: This list of procedures for QC Circle activities is very comprehensive. Read through it and tick any points that could be difficult to implement in your company. Discuss how these difficulties could be overcome. Then apply the RADAR questions to how you would use this list in your company. 
c. When you have read and discussed all the texts in this unit, come back to the list, in Figure 10.10a, read through it again and decide how much of it to incorporate in your final Action Plan for introducing QC Circles in your company. (See the Action Plan Text 10.16)

Figure 10.10a Basic procedure for QC Circle activities
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10.11 QC Circle training
1. QC Circle training is aimed at achieving a workplace full of employees who are motivated, creative, and good at solving problems. Training focuses on the value of QC Circle activities, on raising quality consciousness, and on using QC methods.

2. Members and leaders should be trained in:

a. An understanding of the basic ideas behind QC Circle training:

i. The objectives and value of company wide efforts to promote QC Circle activities.

ii. QC perspectives and ways of thinking.

b. Management methods for QC Circle activities:

i. Procedures for advancing QC Circle activities.
ii. The roles of QC Circle leaders and members.

iii. How to run effective meetings.
c. Methods for improving problem resolution:

i. The steps involved in problem resolution, the methods used at each step, and how to apply them to actual problem resolution in the work place.

ii. The Seven QC Tools: Pareto Diagram, Cause and Effect Diagram, Check Sheet, Histogram, Control Chart, Scatter Diagram, Stratification. (See Unit 11, Statistics)
iii. The VE method (value engineering), IE method (industrial engineering), and others

3. Methods of study:
a. For participating in QC Circle activities: 

i. Read books and learn from them: textbooks on QC Circle activi​ties, magazines, and other publications. 

ii. Listen to others and learn from them: at QC Circle conferences, lecture meetings, seminars, and other occasions. 

iii. Learn from discussions: at meetings held at the work place, study sessions, and other places.

b. For advancing and managing QC Circle activities:

i. Read books and learn from them: textbooks describing how to run meetings, select and present themes, and magazines and other publications.

ii. Learn from past activities, including QC Circle conferences, presenta​tion meetings, documented cases, exchange meetings, and other con​crete examples.

iii. Learn from practice: experience is often the best teacher for QC Circles.  Circles should develop ingenuity in making improvements.

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: How does your workplace at present compare with this rather ideal description? How challenging do you think it will be for QC Circle training to achieve these objectives in your workplace?

b. Parag. 2: Apply the RADAR questions to these guidelines for QC Circle training.

c. Parag. 3: Apply the RADAR questions to these guidelines for study related to QC Circle activities.

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.
Figure 7.14 Training Plans 
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10.12. Planning future QC Circle activities 
1. Facilitators should prepare plans for desirable QC Circle activities for the future, and promote these as a component of TQM. These plans should prescribe the level of QC Circle activities, their targets, and concrete measures for achieving the targets. In doing so, they should look carefully at the present state of QC Circles and should respect the intentions of work superiors. Such plans are important in energising and consolidating QC Circle activities.

2. To draft the plans:
a. Clearly define the type of QC Circle to be developed, based on the fundamental principles of the company, department or section.

b. Consider problems that currently exist within the company, department or section.

c. Decide the target level of QC Circle activities over a given period (short-term, mid‑term or long‑term), as well as target figures, and the concrete steps to be taken.

d. Prepare plans based on these concrete factors.

3. Points to pay attention to:

a. Get a good understanding of the present situation, and make sure that the plans can be implemented and inspected.

b. Make sure that the plans cover all the QC Circle activities including management, studies, and the resolution of problems in work places.

c. Make sure that the plans correspond with the characteristics of the company, department or section. Sample characteristics include operating on a shift basis, automated work places, and having employees with different educational backgrounds working together.

d. Make sure that the plans correspond to management plans; show how they relate to corporate, departmental or sectional policies.

e. Clarify the relationship between the plans and TQM promotion plans in the company.

f. Establish targets on a solid foundation. For example, prior to introducing activities, planners should study past activity records, training course, conferences, exchange meetings, and reference materials, and especially the situation in other companies.

g. Identify concrete ways of achieving the target figures.

h. Fix management inspection items that can be checked to see if the target has been achieved, and the methods for inspecting these.

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: Why are these plans important in energising and consolidating QC Circle activities?

b. Parags 2 and 3: Apply the RADAR questions to these guidelines for drafting promotion plans for QC Circle activities. 

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.
Figure 10.12a Procedure for QC Circle activity promotion plans, and examination and confirmation items
[image: image13.emf]
10.13 Creating the right environment for QC Circle activities: the role of the CEO
1. QC Circles can only flourish in the right environment. CE0s, middle managers, promotional staff members, and personnel managers, must gain a good understanding of QC Circle activities, of their own roles in supporting them. The CEO has a key role to play.
2. CEOs must clearly indicate what they expect of QC Circles, and their position within the company. They should:

a. Indicate their policies on TQM and implement these policies.

b. See the value of introducing the activities in realising corporate principles, implementing long-term management plans and furthering company-wide quality management (TQM).

c. Clarify the company’s policy for introducing QC Circles and an​nounce it to all the workers.

d. Position QC Circle activities clearly within the company.

e. Take an interest in the introduction of QC Circle activities and get a good understanding of what they are doing.

f. Establish an organization to promote QC Circle activities, and indicate the direction that this promotion could take.(See Text 10.15)
g. Ensure that regulations are drawn up for QC Circle activities, for evaluation and merit acknowledgment, for QC Circle conferences, and for inter-company QC Circle meetings to exchange experience and ideas.

h. Ensure that company-wide training is provided in QC Circle activities for CE0s, managers, and circle leaders and members.

i. Ensure that an education budget is established and meeting facilities are provided.
j. Ensure that a system is set up to evaluate and present awards for QC Circle activities.
k. Ensure that workers who are willing to do so are encouraged to take part in external activities (conventions outside their companies, exchange-meetings with circles from other companies and seminars).

l. Be pro-active in providing instruction and assistance to QC Circles. 

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: How feasible do you think it will be to get all these people in your company to take an interest in QC Circle activities? How would you go about gaining their interest?
b. Parag. 2: Apply the RADAR questions to these actions to be taken or initiated by the CEO. 

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.
Figure 10.13a Roles of QC Circle members and management personnel.
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(This table gives a detailed summary of the roles of all those involved. You may prefer to examine it later when you have completed all the texts of this unit.)

10.14. The role of middle management 
1. Middle managers should help establish a working environment in which QC Circle members are allowed to take on a management role in their own work and to make improvements on their own initiative, an environment in which their willingness to contribute is respected, and in which they can use their abilities to the full.

2. Middle managers should:

a. Practise management control activities for TQM.

b. Respect QC Circle activities where members are willing to contribute, and create a supportive atmosphere.

c. Keep up to date with the status of QC Circles, and provide instructions and advice as the activities progress.
d. Get a good understanding of the company’s policy on introducing the circles, and communicate it accurately to your subordinates.
e. Get a good understanding of QC Circle activities.
f. Support the promotional organization.

g. Implement the promotional plans through team efforts.
h. Try to grasp and resolve the problems presented by the introduction of QC Circles.
i. Inform CE0s of the status of QC Circle activities and help them to appreciate the value of the activities.
j. Inform their subordinates of introduction courses that CEOs have decided on, and of the related policies that their department will adopt.

k. Set up educational programmes to provide members with the knowledge and skills they need to conduct QC Circle activities.
l. Allow as much time as is needed for giving instruction and assistance: 

i. Actively provide advice and instruction on QC Circle formation, management, themes, and action plans.

ii. Take an interest in the progress of circle activities, especially when there is stagnation or delay, and take whatever action is necessary.

iii. Exercise ingenuity and consideration in finding time for meetings, and take part in meetings whenever necessary.

m. Generate opportunities for members to work together to achieve development.

n. Evaluate QC Circle activities.

o. Practise quality management activities themselves.

3. The involvement of middle managers changes as QC Circles develop. Figure 10.14a shows how.
Figure 10.14a. Assistance from middle managers and facilitators provided at each step (This is a very detailed list of the functions of middle managers and facilitators in assisting QC Circles.)

Figure 10.14a The involvement of middle managers in QC Circles
	Period
	Introductory period: newly inaugurated QC Circles; middle managers take the initiative.
	Development period: QC Circles undergoing development; a certain degree of initiative is developed.
	Stabilization period: fully developed QC Circles, a full sense of group initiative is established.

	Leaders
	Responsible individuals in workplaces.
	Responsible individuals in workplaces or their deputies.
	Leaders could change on a rotation basis.

	Themes
	Familiar easy-to-resolve problems.
	Familiar problems in workplaces.

Problems related to original tasks in work places.
work places
	Most problems are linked with original tasks in work places.

Few familiar problems in work places

	Methods for problem resolution
	Primarily discussions (study and application of elementary QC Methods).
	Elementary QC methods (Pareto diagram, cause and effect diagram and others).

	Seven QC tools, IE (industrial engineering), VE (value engineering), new QC seven tools.

	Attitude taken by middle managers:
	Middle managers take the initiative and provide instructions and assistance to QC Circles
	Middle managers direct QC Circle members to themes that correspond to the capacity of their circle and help them to develop spontaneity.
	Middle managers distance themselves from QC Circles and provide advice only when a problem arises.

	Independence of QC Circles
	Weak
	Grows stronger
	Fully established


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: How challenging do you think it would be for middle managers in your company to give encouragement and support to QC Circles? What support would the managers themselves need in doing this?

b. Parags. 2: Apply the RADAR questions to this list of functions of middle managers.

c. Parag. 3: This table describes the typical progress of QC Circles and the changing involvement of middle managers. How would you apply it in your company? Ask the RADAR questions.

d. Figure 10.14a gives a much more detailed description of the assistance that middle managers can give to QC Circle activities. If you feel it would be useful to do so, examine it and consider how you would apply it in 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.
10.15 Set up a company-wide organisation to promote QC Circle activities 
1. A company-wide organization should be set up to promote and facilitate QC Circle activities. Since the activities are conducted as a component of TQM, it is important to establish three systems:

a. A top-down system, by which corporate policies and TQM policies are communicated accurately to QC Circle members.

b. A bottom-up system, by which the various problems that QC Circles confront are communicated accurately to management.

c. A system by which QC Circles receive the instructions and assistance they need to conduct their activities correctly and energetically.

2. To set up the promotional organisation: 
a. Establish a QC Circle promotional committee, chaired by a top executive and staffed by department managers.

b. Establish a QC Circle promotional secretariat within the TQM promotional secretariat.

c. Establish voluntary operational organizations for QC Circle activities (such as QC Circle leaders' councils).

d. Establish in-house registration and reporting systems for QC Circles.

e. Draft company-wide or operation-wide plans for promoting QC Circle activities.

Figure 10.15a Organisational chart for promoting QC Circle activities 
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Figure 10.15b Concrete roles of QC Circle facilitators
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Role of the QC Circle Promotional Secretariat 
3. The QC Circle promotional secretariat:

a. Prepares the mechanism for getting QC Circle activities going within the company.

b. Communicates with external parties and collects and disseminates information.

c. Conveys the policies and decisions of CE0s and the promotional committee to employees, and in language that is easy to understand.

d. Gets a good understanding of the policy for introducing QC Circle activities and prepare detailed, concrete plans to implement it.

e. Gets a good understanding of QC Circle activities.
f. Together with the QC Circles, tries to grasp and resolve the problems presented by the introduction of QC Circles.

g. Keeps up to date with QC Circle activities, provides whatever assistance is required, and reports on the status of activities to management.

h. Helps to prepare an environment conducive to QC Circle development, and assists circles to achieve their goals.

i. Performs administrative duties for QC Circle committees and meetings.

j. Plans and supports QC Circle education.

k. Prepares in-house reference materials, including handbooks and educational texts.

l. Publishes QC Circle news and other relevant public relations materials.

m. Performs administrative duties for the appraisal of QC Circles and the acknowledgment of meritorious service.

n. Provide indirect assistance by offering advice to managers, and to QC Circle leaders and members.

Figure 10.15c This table gives a very detailed set of roles and tasks of the secretariat 
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DISCUSSION

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

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

a. Parags. 1 and 2: Apply the RADAR questions to these guidelines for establishing a company-wide organization to promote and facilitate QC Circle activities.

b. Parag. 3: Apply the RADAR questions to this list of functions of the QC Circle promotional secretariat.

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.
10.16 Hold QC Circle exchanges with other companies

1. When QC Circles always remain within their own work places, members’ perspectives may become limited, and their ideas lose freshness. Organize meetings periodically with other circles both within the company and outside. Members of different circles can visit each other, have discussions, and study QC Circle management together, and stimulate each other to further development.

2. Inter-company QC Circle exchange meetings have several benefits:

a. They provide new ideas for activities, and for carrying them out.

b. They provide new information, tips and techniques to help resolve management problems and revitalize activities.

c. They facilitate communication, improve human relations, and remove the walls that divide work places.

3. The basic procedure for inter-company QC Circle exchange meetings

Step 1:
Clarify the objectives of the exchange and send written requests to those in charge in the other circle.

Step 2:
Select 5 to 10 participants, including leaders.

Step 3:
Ask the secretariat to arrange the date, time, place and agenda of the meeting. Decide who will be in charge of paperwork, and appoint delegation leaders and individuals to be in charge of reception.

Step 4:
In conducting the exchange meetings:

i. Greet each other.

ii. The receiving group describes the status of quality management implementation in their company, and their promotional organizations for QC Circles, and the status of their activities. 

iii. Conduct a study tour of the business facilities.

iv. Hold discussions on the main themes. Observers should, as far as possible, refrain from giving their opinions.

v. Express appreciation and close the meeting.

Step 5:
After returning to the company, report the contents of exchange meetings to superiors,vv and share them in QC Circle leaders' councils and QC Circle meetings. The secretariat should record the reports.

Step 6:
Send an official letter of appreciation within about two days of the meeting. The secretariat should mail minutes to its counterpart on the other side and express their appreciation.
Figure 10.16a Sample program of an outside-company QC Circle exchange meeting

	Time
	Mins.
	Contents
	Individuals in charge

	13:00‑13:05

13:05‑13:20

13:20‑14:00

14:00‑15:00

15:00‑16:35

16:35‑16:55

16:55‑17:00
	5

15

40

60

95

20

5
	Greetings

Outline of the Companies and Explanations of QC Circle Activities

Case Presentations, Questions and Answers

Study Tour of Business Facilities and Related Questions and Answers

Group Discussions

Presentation of Discussion Contents,

Questions and Answers

Closing Addresses


	Circle Representatives of both companies

Receiving Party

One Case per Company

Receiving Party

All Participants

All Participants

Circle Representatives of both companies




Note: Use a simpler procedure to conduct QC Circle exchange meetings within the company.

DISCUSSION

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

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

a. Parag. 1: Does your company have much interaction of this kind with other companies? Do you think it would be a good idea? What benefits could you see it bringing to your company?

b. Parag. 2: Do you agree that these benefits would come from inter-company QC Circle exchange meetings? Do you see any obstacles that might have to be overcome? Are there any other benefits that such meetings might bring?

c. Parag. 3: Apply the RADAR questions to these guidelines for holding meetings with other companies. Include the sample programme in your discussion.

ACTION PLAN

Bring together all the action plans that you have written after previous texts in one final action plan presenting your concrete proposals for introducing QC Circles in your company. Follow the 6-Point Structure.
Test
Answer these questions using only information given in the text. For each question one, two or all three answers may be correct. Tick the answer or answers you think are correct for each question. Each question carries 3 points – you get one point for each correct answer that you tick, and one point for each wrong answer that you do not tick.

10.1
QC Circle Activities

1 The criteria against which improvement in the quality of work will be measured are:

a. CEO demands.

b. Supervisor demands.

c. Customer demands.

2 PDCA stands for; 

a. Plan, do, correct, act.

b. Prepare, do, check, act.

c. Plan, do check, act.

3 Discussions at QC Circles help workers to:
a. Understand their managers better.

b. Build better relations with colleagues.

c. Make the workplace more cheerful.

10.2
The human dimension to QC Circles 

4 The basic ideas behind QC Circle activities are to:

a. Fully bring out workers’ latent capabilities.
b. Contribute to the improvement of the company.

c. Make the world a better place to live in.

5 To make the most of QC Circle activities participants must resolve to:

a. Bring out their potential through self-development.

b. Seek opportunities for development as an individual and as a group.

c. Come up with creative ideas to bring improvements in work.

10.3
Introducing QC Circle activities in your company

6 Promoters of QC Circles should ….. check how employees feel about them before introducing them.

a. Always.

b. Sometimes.

c. Never.

7 The three principle ways to introduce QC Circles include:

a. Introduction at each workplace in turn.

b. Formation by leaders or supervisors.

c. Inauguration by volunteers.

10.4
How many employees in the company should take part in QC Circles?

8 The three models of possible participation in QC Circle activities include:

a. Participation by all departments and sections.

b. Participation by everyone in the same workplace.

c. Participation by those who belong to the same profession.

10.5
Select QC Circle leaders; roles of leaders and members

9 During the inauguration phase of QC Circle activities the most suitable leaders are:

a. Middle managers.

b. Foremen of workplaces.

c. Persons with leadership abilities.

10 The five primary functions of QC Circle leaders include:

a. Train successors.

b. Instruct the participants on how best to meet the expectations of superiors.

c. Educate QC Circle members.

11 QC Circle members are expected to: 

a. Follow the leader’s instructions.

b. Study engineering technology and quality control.

c. Carry out the roles assigned to them.

10.6
The QC Story
12 The five priorities in the workplace include:

a. Quality.

b. Costs.

c. Production. 
10.7
QC Circle meetings

13 To conduct QC Circle meetings effectively:

a. All members should attend.

b. A manager should always be present.

c. Brainstorming sessions should be held to generate ideas.

14 An average meeting will last:

a. 20 to 30 minutes.

b. 30 to 60 minutes.

c. 60 to 90 minutes.

10.8
QC Circle assemblies

15 Which of the following components of a QC story are in the correct sequence?

a. Reasons for selecting a theme, action plans, establishing targets.

b. Introducing the company, understanding the present situation, action plans.

c. Action plans, examining countermeasures, analysing key factors.


16 Presenters must:

a. Rehearse their presentations.

b. Avoid pauses.

c. Keep their listeners engaged.

17 Advisors should keep their comments on presentations to about:

a. 1 minute.

b. 2 minutes.

c. 3 minutes.

18 Following a presentation managers, facilitators etc, should pay attention to:

a. The potential profits that the company could achieve from the new ideas.

b. Whether all circle members participated with a sense of awareness.

c. How presentations relate to higher policies.

10.9
Evaluation of QC Circle activities

19 Which of the following are used to evaluate QC Circle activities?

a. Evaluation by CEOs.

b. Self-evaluation by members.

c. Evaluation by managers.

20 Evaluation by managers includes evaluation of:

a. Problem-resolution procedures.

b. QC Circle presentations.

c. Activities carried out by the promotional secretariat.

10.10 The basic procedures for QC Circle activities

21 The basic requirements for keeping QC Circle activities going include:

a. Meetings are always finished at the same time.

b. Leaders and members keep the objectives of activities in mind as they carry them out.

c. Members are willing to work.

10.11 QC Circle training

22 The Seven QC Tools listed in this text include:

a. Pareto diagram.

b. Control chart.

c. Graphic chart.

23 The study methods presented in this text for advancing and managing QC Circle activities include:

a. Read books.

b. Learn from experience.

c. Learn from practice.

10.12 Planning future QC Circle Activities

24 The procedure for drafting plans for future QC Circle activities includes:

a. Clearly define the type of QC Circle to be developed.

b. Consider the problems that exist within the company, department or section.

c. Decide the target level of QC Circle activities over a given period.

10.13 Create the right environment for QC Circle activities: the role of the CEO

25 CEOs should

a. Take an interest in the introduction of QC Circle activities:

b. Clarify the company’s policy for the introduction of QC Circles.

c. Try to grasp the detailed problems posed by the introduction of QC Circles.

26 CEOs should:

a. Position QC Circle activities clearly within the company.

b. Pro-actively provide instructions and assistance to QC Circle activities.

c. Manage the promotional systems for QC Circle activities.

10.14 The role of middle management

27 The functions of middle managers in QC Circle activities include:

a. Keep CEOs informed of the status of QC Circle activities.

b. Allow as much time as is needed for giving instruction and assistance.

c. Generate opportunities for members to work together to achieve development.

28 Middle managers take the initiative in:
a. The introductory period.

b. The development period.

c. The period in which spontaneity is established.

10.15 Set up a company-wide organization to promote QC Circle activities

29 Setting up a company-wide organisation to promote QC Circle activities includes establishing:

a. A QC Circle promotional committee chaired by a department manager.

b. A QC Circle promotional secretariat within the TQM promotional secretariat.

c. In-house registration and reporting systems.

30 The functions of the QC Circle promotional secretariat include:

a. Preparing an environment conducive to QC Circle development.

b. Selecting the QC Circle leader.

c. Publishing QC Circle news and other public relations materials.

10.16 Hold QC Circle exchanges with other companies

31 The preferable number of members to visit another company is:

a. 4 to 6.

b. 5 to 8.

c. 5 to 10.

32 The date, time, place and agenda of the meeting should be arranged by:

a. The members.

b. The group leader.

c. The secretariat.
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