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Unit summary
This unit present six key actions that you as a manager can take to maximise the contribution of your employees to the success of your department and of the company. Ensure that they  follow the standards, train, motivate and delegate, and involve them in making improvements.
4.1 Ensure that your employees understand and follow the standards 

A standard is a written description of the best way to carry out a job or a process. It can also refer to the specifications of a product. If your company is to produce quality goods both consistently and efficiently, it is essential that your employees understand and follow the standards.
4.2 Raise your employees’ technical skills levels

Manufacturing technology is constantly advancing, requiring ever-higher skills levels. If you are to keep on providing quality products and services, you will have to continuously improve the technical skills of your employee.
4.3 Delegate authority 

You may decide to delegate some of your own authority to your employees as a way of educating them. This will also be beneficial for your department, since management efficiency is inversely proportional to the number of items being managed – in other words, the less you have to manage the better you will manage it.
4.4 Motivate your employees.

The attitude of your employees to their work can have a major impact on the success of your company. A negative attitude will reduce the efficiency of the production process and the quality of the goods that your company produces, while a positive attitude will create a dynamic workplace where productivity and quality will be high.
4.5 Involve your staff in making improvements: Set up a suggestion scheme.
Your department will be much more productive, quality will improve, and costs will be reduced if your employees feel that they have a real part to play in achieving these goals. Don’t see their role as simply carrying out your instructions. Encourage them to be both problem-conscious and improvement conscious. One method is to set up a suggestion scheme.
4.6 Involve your staff in making improvements: Support QC circle activities 
A second method is to support QC circle activities. QC circles are small groups of workers from the same workplace who meet to discuss work problems and carry out improvement activities. Employees who participate in QC circle activities usually develop quality consciousness, problem consciousness, a willingness to make improvements, and a sense of quality management.
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.

4.1 Ensure that your employees understand and follow the standards 

1. A standard is a written description of the best way to carry out a job or a process. It can also refer to the specifications of a product. If your company is to produce quality goods both consistently and efficiently, it is essential that your employees understand and follow the standards.

2. They should first of all recognize the benefits of standards: they integrate and simplify operations and get rid of wasteful and inefficient processes, they improve work efficiency, and they provide a basis for further improvement. 

3. Explain the work standards to your employees: 

a. Make sure that employees recognize the purpose of having work standards: that they help to efficiently produce goods of consistent quality.

b. Explain clearly to each employee the standards relevant to their work, and check they fully understand them. 

c. Explain clearly each employee’s responsibilities in using the standards - both to the employee to his/her supervisor.

d. Make sure that the tools and equipment required by the work standards are available.

4. To ensure that employees follow the standards and rules: 

a. Establish a control system to check that the work standards are being followed, clarify the procedure to those in charge and train them to use it properly.

b. Quickly find the cause of any non-observance and act to prevent its recurrence. This approach will do much to improve the atmosphere of the workplace.

c. Where an employee is at fault for failing to follow the standards, make it clear to him or her that they must be followed.

d. Create an environment in which everyone is willing to follow them.

e. Standardize the skills levels of skilled employees so that they can see the importance of standards and rules in improving their skills.

(See Unit 8 for more detail guidelines on using standards.)

Figure 4.1a The benefits of observing standards, as perceived by employees of Company X (page 6)

Figure 4.1b Analysis of causes of failure to observe the standards and rules. (page 6)

Figure 4.1a The benefits of observing standards, as perceived by employees of Company X

	Effects
	%

	1. Makes operations easier to perform 

2. Improves quality of products

3. Improves productivity

4. Evens out the workload

5. Improves the drive to work

6. Reduces production costs

7. Improves teamwork

8. Improves problem consciousness

9. More workers stay with the company

10. Improves attendance rate


	30

26

15

10

8

5

2

2

1

1


Figure 4.1b Analysis of causes of failure to observe the standards and rules. 

	Cause
	Percentage

	1. Ignores the work standards in his or her own way

2. Not aware of the importance of observing the standards

3. Does not understand the standards

4. Lacks the necessary tools or equipment

5. Thinks the technical level of the standards is too high

6. Thinks work in accordance with the standards takes too much time

7. Thinks work in accordance with the standards is dangerous

8. Does not care about product quality

9. Thinks no one would know who has done the job

10. Cuts corners because it is easier

11. Does not want to get tired. Does not care as no one is watching

12. Other causes


	15

13

12

11

10

9

7

6

5

4

4

4


DISCUSSION

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

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

a. Do your employees always follow the standards? If not, what do you think the reasons are? How could you ensure that they do follow them?

b. Parag 2: Do you agree that standards have all these beneficial effects?

c. Look at Figures 4.1b. Are there any causes of failure that would apply in your company? What would you guess the percentage of causes would be in your company? 

d. Look at Figure 4.1a.  What would you imagine the percentages of benefits to be for your company?

e. Apply the RADAR questions to these guidelines for ensuring that employees always follow the standards.

ACTION PLAN

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

4.2 Raise your employees’ technical skills levels

Introduction

1. Manufacturing technology is constantly advancing, requiring ever-higher skills levels. If you are to continue to provide quality products and services, you will have to continuously improve the technical skills of your employee. To do this:

a. Plan a training programmes and encourage employees to participate.

b. Encourage employees to improve their work techniques on the job.

c. Exchange ideas with other departments and companies

Plan your training programme

2. To plan your training programmes: 
a. Review the jobs in the department and the levels of knowledge and skills needed to perform them. 

b. Plan long-term training programs to raise employees’ skills to those levels. The plans should include lists of those who will take part, and the content and duration of the programs.

c. Plan and implement training for individual employees. Be very fair when you are assigning staff for courses. Keep a good balance of daily work and training. Use this plan to control individual training for each year.

d. Train operators to gain the specific qualifications that are required for certain operations. Special in-house operations should have a company-specific qualification system. Clarify the methods for acquiring these qualifications, e.g. doing examinations, education courses, in-house training, or OJT training.
e. Develop plans for each employee to acquire essential national qualifications, and implement training to help them to achieve these.
f. Encourage employees by giving recognition to the higher skills levels that they achieve. Establish criteria for different skills levels, and present certificates that show the skills level they have achieved. Give recognition to those who work productively, as well as to those who improve their technical skills.

g. Train employees to follow the work instructions when they begin working on a job for the first time, and whenever new operation standards and work instructions are introduced. You should choose suitable employees from the workforce to give this training.
h. Keep records of the training courses that each employee has taken. These records should show the date, the name of the instructor, and the content of the course.
i. Make the most of the training potential of QC circle activities. These can focus on directly on issues related to the workplace environment, operation methods, and product quality. (See Text 4.6 and Unit 10 for more detailed guidelines on QC Circles.)
j. Create an atmosphere in which everyone takes it for granted that they should work hard to move up to a higher skill level.

(See Unit 12 for more detailed guidelines on education and training.)

Figure 4.2a. List of skills of each operator

Figure 4.2b Classification of skills levels 
Figure 4.2a. List of skills of each operator
[image: image1.emf]
Encourage employees to improve their work techniques 
3. As well as providing formal skills training for employees, you should also encourage employees to continuously improve their skills themselves by fine-tuning their work techniques, and developing their own original ideas for doing things better.

Exchange ideas with other departments and companies 
4. An interesting way of improving the technical level of your department is to exchange the latest information with other departments. Such an exchange will also help to give you a sense the skills level in your department. Although with some skills it is important to know your level within the industry as a whole, it is also useful to compare them with those of other departments in your company. One way of doing this is by taking part in technological competitions. After the competition analyze and deal with whatever problems may have emerged.

5. Employees may also be sent to a technically more advanced company to learn the latest skills, which they can then pass on to their colleagues. Alternatively an instructor from a technically more advanced company may be invited to visit your company.

6. A further option may be that employees take a skill-level certificate examination organized by the government or a third-party organization. This can be followed by an attempt to obtain a higher skill-level certificate.

DISCUSSION

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

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

a. How easy is it for your company to get the skilled employees you need? Have you tried to raise the skills levels of your employees? How successful have you been?

b. How willing are your employees to learn new skills on their own initiative? How could you encourage them to be more willing?

c. What training do you already organise for your employees? In what ways would you like to extend and improve it? What benefits would this bring?
d. Parag. 2. Apply the RADAR questions to these guidelines for planning a training progamme. If you feel it useful, prepare a classification of skills levels in your company similar to Figure 4.2b.

e. Parag. 3: how capable do you think your employees are of fine-tuning their work techniques? How could you encourage them to do so?
f. Parag. 4 suggests exchanges with other departments. Apply the RADAR questions to these suggestions.

g. Parag. 5 suggests sending employees to technically more advanced companies. 
Apply the RADAR questions to this idea.

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

Figure 4.2b Classification of skills levels
	Skill


	Elementary
	Intermediate
	Advanced

	Sheet metal work
	Thick and thin

Sheet, flat surface
	Curved and spherical surfaces
	Composite surface and finishing work

	Painting
	Undercoat, overcoat
	Multiple coats, multicolor coat
	Finish coat

	Welding
	Thick and thin plates (electric oxygen)
	Spot, seam
	Reinforced material, carbon dioxide gas welding, argon gas

	Machining
	Cutting, drilling
	Grinding, polish
	Gear cutting, adjustment of various cutting tools

	 Mold
	Manufacturing
	Setting
	Adjustment, repair

	Chemical synthesis
	Agitation, mixing
	Press feeding pressurizing

repressurizing,
 
heating, constant
 
temperature
 

	High temperature, and high pressure, reaction

	.Assembly

	Simple product
	Complicated product
	Test and adjustment of finished
 
product
 


	Measurement
	Dimensions, quantity
	Precision measurement, correction
	Calibration, record​ data

	Test
	Material test
	Analysis, performance test
	 Destructive test,
deterioration test
 


	Repair of machine and equipment
	Simple machine and equipment
	Machine tool chemical machine fluid machine, compression machine

	Precision machine heavy machine complicated large​ scale equipment


	Maintenance of electric machine
	Rotary machine transformer
	Converter, robot
	Control machine regulator

	Maintenance of heavy lifting machine
	Hoist
	Heavy lifting machine
	Controller

	 Maintenance of conveying equipment
	Truck, trolley (manual, automatic)
	Forklift (battery, engine)
	Conveyor, convey​ing car


4.3 Delegate authority

1. You may decide to delegate some of your own authority to your employees as a way of educating them. This will also be beneficial for your department, since management efficiency is inversely proportional to the number of items being managed – in other words, the less you have to manage the better you will manage it. Delegate some of your authority for making decisions, giving instructions, consulting and giving advice: 

a. First clearly define your own policy in the area that you are delegating. 

b. Make sure that standards are established for the duties you are handing over.
c. Make sure standards are established for dealing with any abnormalities that may arise.
d. Make sure that the authority to be delegated is not more than the employee is capable of handling.

e. Make sure that the employee understands what he or she is supposed to do.

f. Require the employee to report on the progress and results of the work he or she is responsible for.
g. Provide guidance.

2. Delegation is not a simple matter, though. As manager you always remain responsible for whatever your subordinate does, but at the same time, you must leave the subordinate free to get on with it, and not interfere. 

Figure 4.3a Organization and division of duties 

[image: image2.emf]
DISCUSSION

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

Note: Always include in your discussion any examples referred to in the text, if you feel these are relevant to your company.
a. What is your experience of delegating authority? What problems have you met? What benefits have you gained? Do you find it easy to let go, or do you tend to interfere too much?
b. Apply the RADAR questions to these guidelines for delegating authority.
ACTION PLAN

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

Introduction

1. The attitude of your employees to their work can have a major impact on the success of your company. A negative attitude will reduce the efficiency of the production process and the quality of the goods that your company produces, while a positive attitude will create a dynamic workplace where productivity and quality are high. You should:

a. Be alert for signs of a negative attitude, especially in attendance and punctuality.

b. Take steps to motivate your employees.

c. Try to maintain a balanced workforce.

Be alert for signs of a negative attitude, especially in attendance and punctuality.

2. You may find signs of a negative attitude in how your employees interact with each other and in how they dress. Most of all you will recognize negative attitudes in the levels of absenteeism, especially when superiors are not told in advance, and in poor punctuality. These present you with two challenges: 

a. The immediate problem of ensuring that production is not disrupted by poor attendance and punctuality.

b. The underlying need to improve employee attitudes.

3. To keep production on schedule, you need to know the attendance rate in advance so that you can plan for other employees to substitute for those who will be absent. (the attendance rate is the ratio of employees at work to the number of employees required for the work.) You should:

a. Introduce a Request for Leave Form that employees can use to request leave in advance. 

b. Educate employees on the effect that unrequested absences can have on production.

c. On the longer term, train employees in several skills so that they can easily substitute for absentees. 

4. When your employees are often unpunctual, you should:

a. Analyze the reasons for employees arriving late or leaving early, and take appropriate action.

b. Educate employees on the effects that unpunctuality can have on the stability of production.

a. Reward employees who have not arrived late or left early for an entire year, perhaps with a cash bonus.
Figure 4.4a Request for leave form 

Figure 4.4b Request to come late/ leave early 
 
Figure 4.4c Reasons for coming late
	Reasons
	Percentage

	Overslept
	20

	Traffic congestion
	15

	Did not feel well
	10

	Something urgent happened at home
	10

	Do not like job
	9

	Too tired and discouraged
	8

	Uncomfortable relationship with people at work
	7

	The job is too dangerous
	7

	Criticized for my work yesterday
	6

	Went to see doctor
	4

	Other reasons
	4


Figure 4.4d Reasons for leaving early

	REASONS
	PERCENTAGE

	Personal (requested permission in advance)
	20

	Something urgent happened
	15

	Did not feel well
	15

	Tired due to overwork and did not feel like working
	10

	Did not feel like working because of uncomfortable relationships with people at work
	10

	Do not like the job, and have lost motivation
	10

	Criticised for a mistake, and felt demoralised
	8

	The job is too dangerous
	5

	Other reasons
	7


Take steps to motivate your employees

5. A positive attitude among employees can be reflected in: 

a. A willingness to take part in teamwork.

b. Confidence in acting on their own initiative. 

c. Drive and energy.

d. A sense of responsibility.

e. Willingness to try to find improvements in their work.

f. Appropriate dress.

6. There are several actions that you can take to motivate your employees: 

a. Give a good example:

i. Give your supervisors and employees a good example in your own positive attitude.
ii. Make sure that they can see the value of any rules you introduce.
iii. Encourage them to feel free to come and talk openly to you, and to their supervisors, about any troubles and worries they may have.

b. Provide support:

i. Support them in raising their skills levels. (See Text 4.2.)
ii. Carefully observe, in your daily management, what they are doing, and help them do it better. 

iii. Schedule regular meetings of supervisors so that they can improve their communication with each other, and so become more effective in identifying and solving problems.

c. Encourage initiative:

i. Ensure that your employees understand the content of their jobs, and the importance of what they are doing.
ii. Encourage them to discover problems in their work and find their own original solutions. One of the great motivators is to show what you can do, while it is quite de-motivating to work in an atmosphere where everyone does only what they are told.

iii. Hold competitions and campaigns to encourage them to come up with inventive ideas. Set up a suggestion scheme, and a system to evaluate these ideas and implement the good ones. (See Text 4.5)
iv. Introduce QC circles (See Text 4.6)
d. Challenge them: 

i. Give them jobs that are slightly above their ability level, whenever it is appropriate to do so.

ii. Select themes for improvement which interest and challenge them.

iii. Give them appropriate guidance when they take on these challenges. 
iv. Hold meetings where they can present their achievements to larger audiences.

v. Make sure that their achievements are recognised in a company award system.

Try to maintain a balanced work force
7. A further, more long-term, way of improving the attitudes of employees is to ensure that there is an even distribution of employees of different ages and different years of service. This distribution should be balanced in the following categories: 

a. The total number of employees.

b. The number of employees of each sex.

c. The number of employees in each job.

First, work out how employees are presently distributed with reference to the criteria of age and years of service. Then map out a long-term plan that will give a well-balanced distribution. Visual aids, such as a histogram, will be helpful in doing this.
Figure 4.4e AAA Manufacturing Co.; distribution by age
[image: image3.emf]
 
DISCUSSION

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

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

a. Parag. 1: Do you agree that the attitude of employees can have such an impact on the success of the company? How would you describe the attitudes of the employees of your company?

b. Parag. 2: Do you agree that these four factors can indicate the attitude of employees to their work? What would these factors indicate in your company?

c. Parag. 3: Is the employee attendance rate a problem in your company? If it is, apply the RADAR questions to these suggestions. Include Figure 4.4a, The Request for Leave form, in your discussion.

d. Parag 4: Is punctuality a problem with your employees? If it is apply the RADAR questions the ideas presented here. Include Figure 4.4b Request to come late/ leave early in your discussion.

e. Figures 4.4c and 4.4d compare the frequency of reasons that employees give for coming late or leaving early. What are the most frequent reasons that your employees give?

f. Parag. 5 presents five indicators of a positive attitude among employees. Would these also apply to your employees? Are there any other indicators that you would add?

g. Parag. 6 looks at ways of motivating employees. How motivated would you say that your employees are? What success have you already had in motivating them? What factors tend to raise and lower their levels of motivation?

h. Parag. 6. Consider first how would you feel about taking each of these sets of actions to motivate your employees, and how effective you imagine they would be in your department. Then apply the RADAR questions to putting into practice those that you feel would be effective.

i. Parag. 7 suggests that when the workforce is balanced according to age, sex and years with the company, employee attitude is better. What is the balance like in your company? How does it compare with the balance in Figure 4.4e? Would it be worthwhile to try to change it in this way?

ACTION PLAN

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

1. Your department will be much more productive, quality will improve, and costs will be reduced if your staff feel that they have a real part to play in achieving these goals. Don’t see their role as simply carrying out your instructions. Encourage them to be both problem-conscious and improvement conscious. There are two key actions you can take:

a. Set up a suggestion scheme.
b. Support the activities of QC circles. (This is presented in Text 4.6)
Set up a suggestion scheme 
2. Set up a suggestion scheme, and  encourage your staff to make suggestions for improving quality, efficiency, and productivity, for reducing costs and for improving safety. Evaluate the suggestions periodically, implement the good ones and financially reward those who suggested them:

a. Set up a suggestion scheme that all employees can actively participate in. 

b. Ensure that employees understand that the purpose of the scheme is to make work better, easier, safer, or quicker.

c. Distribute simple suggestion forms to each section, prepare a sample showing how to fill them in, and leave out post-boxes to receive them. 

d. Set concrete goals for suggestions in each workplace
e. Create a work atmosphere in which members are willing to make suggestions, and show a real interest in receiving suggestions. 

f. Evaluate suggestions fairly and quickly, and let each employee know what you think of his/her suggestion. When you have to reject a suggestion, tell the employee why. 

g. Select suggestions which will really have an impact on improvement.

h. Display those you have selected on bulletin boards, or other places where everyone can see them. Put up graphs showing the number of proposals that have been received. When they have been implemented, put up graphs that show the amount of money they have saved. This will encourage the different sections to be competitive in coming up with good suggestions.

i. Implement accepted suggestions as quickly as possible. Some may of course take time to implement: they may require changes in equipment or products, or may involve other departments. 

j. Once the suggestions have been implemented, and their positive effect has been confirmed, standardize them. Then integrate them into the production control system:

i. Establish a procedure to control the new or improved process. 

ii. Inform all employees of the new control procedure.

iii. Place an employee in charge of control, and educate and train him or her.

Figure 4.5a Tips for evaluations and commendations

Figure 4.5b. Examples of suggestions 

Figure 4.5c. Proposal Sheet (Table 19.1, HB2, page 57)

3. Suggestions for improvement may come from individuals or groups. Once the QC circles get going, most suggestions will come from them. These circles will lead to cooperation and therefore to more and better suggestions. Once employees are aware of the contribution they can make to product quality, they will be motivated to look for ways of improving the work processes. You will often find at the planning stage that the opinions of employees in the workplace will be useful both in gaining an understanding of the problems and in implementing the plans.



Figure 4.5b. Examples of Suggestions

	Details of suggestions


	Year
	Number of suggestions
	Graphic

	Quality:

Reduce the number of defective 
products; improve quality; and 
minimize complaints, problems, 
and variability in quality.


	1995

1996

1997
	40

50

60
	

	Manufacturing:

Improve operations, prevent 
careless mistakes, use foolproof 
devices, and encourage observance 
of work standards.


	1995

1996

1997
	25

23

26
	

	Control:

Establish control items, devise a 
method of standardization, and 
establish a system for preventing 
the recurrence of problems.


	1995

1996

1997
	30

40

35
	

	Cost:

Reduce costs, reduce man-hours, 
conserve materials, reduce the 
inventory, and put time to effective 
and efficient use.


	1995

1996

1997
	15

20

18
	

	Efficiency:

Streamline procedures, reduce 
delivery time, improve efficiency, 
reduce downtime, mechanize 
processes, and use more jigs and 
tools.
	1995

1996

1997
	20

25

23
	

	Equipment and Facility:

Map out a maintenance plan, 
prevent malfunctions, improve the 
plant layout introduce automation, 
improve jigs and tools, and reduce 
labor requirements.
	1995

1996

1997
	10

15

13
	

	Enthusiasm and Determination: 
Improve relationships with others, 
increase employees' motivation to 
improve, encourage suggestions, 
and improve the attendance rate.


	1995

1996

1997
	25

28

20
	

	Environment and Safety:

Implement the 5-S house-keeping 
campaign, improve sanitation, 
reduce overworking, and prevent 
accidents and environmental pollutions
	1995

1996

1997
	30

40

35
	


Figure 4.5c. Proposal Sheet
[image: image4.emf]
DISCUSSION

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

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

a. Parag. 1. How willing are employees in your company to make suggestions for improvements? Are they encouraged to do so? Can you give any examples of useful suggestions that they have made?

b. Parag. 2 presents guidelines for setting up a suggestion scheme. Apply the RADAR questions to these.

c. Figure 4.5b gives examples of improvements over a three-year period. Examine these and identify one in each of the eight categories that would be most attractive to achieve in your company. Then make out your own list of desirable improvements in each category.

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
4.6 Involve your employees in making improvements: support QC circle activities 
Introduction
1. QC circles are small groups of employees from the same workplace who meet to discuss work problems and carry out improvement activities.Their value lies in the fact that employees themselves are very familiar with the problems in their own work places.  When they form groups, they can do a lot together to solve these problems, and to improve the quality of their work. Over a period of time they can make valuable contributions to product quality, productivity levels, cost reduction, facility maintenance and safety procedures.(See Unit 10 for detailed guidelines on QC Circles.)
2. It has been found that employees who participate in QC circle activities usually develop quality consciousness, problem consciousness, a willingness to make improvements, and a sense of quality management. There are a number of ways that you can encourage QC circles in your department.
Become familiar with QC procedures and techniques
3. You will find details of these in Unit 10. Here, briefly, is the QC problem-solving procedure: 
a. Select a theme. 
b. Get a full understanding of the present situation and set targets.

c. Prepare an action plan.

d. Analyze the key factors to get to the causes of the problem.

e. Work out countermeasures to solve the problem and implement them.

f. Evaluate the effect of the countermeasures.

g. Review and revise the standards, and integrate them into the control system.

Figure 4.6a Sample QC themes (page ) 

Take an active interest in QC circles. 

4. QC circles are more likely to bear fruit where management is flexible and open. However, you should not leave them to do as they like. You should keep in touch with the leaders and members, and take a close interest in their activities. In fact, if you set up such groups without taking an interest in what they do, the groups will not produce very positive results. Performance may even deteriorate.
a. Encourage all employees to participate: make it clear that QC circle activities have an important function in your company. 
b. Keep up to date with what the QC circles in your department are doing. Talk directly to the circle leaders and keep records: how many circles are there and how many members; what themes are they working on; how long will it take to solve them and what method of control is being used? 

c. Visit the workplace at least once a week to see how the QC circle activities are progressing. This will only take about 5 minutes per circle. Give advice if it is needed, and give assistance to QC circles in other departments whenever you are asked.  
d. Advise on QC themes when you are requested and be quite clear about what you expect from the activities.

Encourage QC group leaders
5. Encourage QC group leaders to: 
a. Keep members motivated: encourage suggestions, make the most of their sense of competition and their eagerness to improve, and show appreciation of what they have done. 
b. Begin with simple, specific, immediate problems, or those common to all members, or pertaining to company policy, and then move on to more difficult problems. If it takes too long to solve a problem, members may lose interest. It is best to begin with a problem that can be solved in less than three months, and later move on to more long-term issues.

c. Schedule meetings carefully: if meetings are held outside working hours, this should be at a time that suits as many members as possible.

d. Do not allow preparation of presentations to cause work performance to suffer, even if this is for important circle presentations.

Evaluate the progress of QC circle activities
6. Generally speaking you should evaluate QC circle activities in terms of:

a. The number of sessions per month.

b. The number of hours per session.

c. The number of problems solved per year.

d. The number of presentations per year.

e. The participation ratio: the number of participants to the number of employees.
f. The money saved annually by improvements.
Maintain the momentum of QC circles

7. QC circle activities should be ongoing. When one problem is solved the members must identify and tackle the next one, setting a goal of two to four problems a year. With your supervisors and QC group leaders, create an atmosphere in which members want to keep on taking part in the activities: 

a. Encourage groups to identify and tackle a series of new problems.

b. Encourage members to take on new jobs or roles in the QC activities.

c. Encourage recreational activities as an occasional change from the normal activities.

d. Encourage members to participate in national and international QC circle conferences. These will also provide an opportunity to let others know of your achievements and for your employees to hear what they have achieved. 
Figure 4.6b. Conceptual illustration of QC circle structure
[image: image5.emf]
Figure 4.6c. Typical times for holding meetings. 

Support employee self-management

8. When employees, acting in groups, show that they are capable of managing a lot of daily jobs themselves, and on their own initiative, transfer authority for these jobs to them. Such jobs may then be described as self-managed. Self-management through such groups as QC circles will improve the quality of work, and at the same time will leave you free to concentrate on more important jobs. You should of course maintain a keen interest in how the groups are doing.

Figure 4.6d QC circle levels 
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Figure 4.6e Organizational chart 
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(See Unit 10 for more detailed guidelines on QC circles.)
Figure 4.6a Sample QC Circle Themes

	
	Theme


	Details

	1
	Quality
	Reduce the number of rejected products, improve product quality, minimize complaints, reduce problems, seek consistent quality, work toward fool proofing the manufacturing process, and improve operations.

	2
	Service
	Seek improved customer satisfaction (in the following production process as well) and reduce the number of complaints.

	3
	Mistake
	Prevent careless mistakes, errors in inspections, and the dissemination of incorrect information.

	4
	Control
	Make standardization efforts, follow work standards (manuals), perform systematic troubleshooting, list control items, prevent the recurrence of problems, and carry out thorough control.

	5
	Cost
	Reduce costs, put time to effective and efficient use, conserve materials, reduce man-hours, reduce work in progress and inventory, improve yield, reduce the necessary amount of materials per product unit, and increase profit.


	6
	Efficiency
	Increase turnout and sales, use time efficiently, improve
 the timing of processes, reduce delivery time, streamline processes, improve operating procedures and the plant layout, minimize downtime, mechanize processes, and use more jigs and tools.

	7
	Machines and Equipment
	Prevent malfunctions, introduce automation, improve jigs and tools, improve the plant layout, automate the office (OA) and plant (FA), and reduce labor requirements.


	8
	Safety and Environment


	Reduce overworking, tidy up the workplace and keep it clean, create a better work environment, improve sanitation, prevent accidents, help improve the image of factory work, and prevent environmental pollution.

	9
	Morale
	Improve relationships with colleagues; raise morale; hold discussions with colleagues, superiors, and those from other departments; encourage suggestions; improve the attendance rate; and enhance communication.


	10
	Management of QCC
	Select an appropriate QC theme, plan better arrangement of each circle, and improve the way in which meetings are organized (encourage all employees to join in and consider the ratio of men to women, the age makeup of circle membership, and the shift system), enhance communication, organize gatherings and presentations, and tackle problems involving part-time and temporary staff members.




	
	
	Improve the means of organising meetings; gain a full understanding of the general concepts of QC, QC techniques; and devise a means of developing special and own skills, enhancing communication, inspiring leadership in members, improving relationship, with others, and developing the skills of individuals.



	11
	Other
	Define the role of the QC Circle, gain a full understanding of immediate problems, the status quo, and the relationship between the ideas of circle members and the policies of superiors, and discuss problems involving taking leave.



Source: Basics of QC Circle Activity Management (third edition) issued by JUSE
Figure 4.6c Typical times for holding meetings

	Time
	Percentage

	During work

During break

Downtime

Morning or evening gatherings

Beginning or end of shift

Others

Within working hours
	32.0

12.1

6.3

5.7

1.6

1.7

59.4

	After work

Before work

Holiday

Others

Outside working hours
	31.4

4.3

3.6

1.3

40.6


Source: Basics of QC circle activity management (Third Edition) issued by JUSE Press
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, 2 and 3. What experience, if any, do you have of QC circles? Or of other small group activities aimed at solving problems and introducing improvements? If you do, how helpful do your find them? If you have not yet had any such experience, what do you imagine it would be like: what benefits could such activities bring and what challenges would they raise? What demands would they make of you as a manger?

b. Figure 4.6a presents sample themes for QC circle activities. Could any of these be useful themes for groups in your company to adopt? Identify any other themes that would be useful for your department to adopt. Make your own list of ten priority themes from this list and/or your company list.

c. Parags  4, 5 and 6 and 7 present sets of guidelines for how you, as the manager of a department, can make the most of QC circle activities. Apply the RADAR questions to these. 

d. Parag. 8: How do you feel about encouraging your workers to manage some of their own work? 

ACTION PLAN

Take the ideas you have found useful in the text, and in your discussion, and present them in a well-structured plan for introducing improvements in your company. Alternatively you may choose to prepare one action plan when you have discussed several texts. You might like to follow the 6-Point Structure.
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.
4.1 Ensure that your employees understand and follow the standards
1 To ensure that the production process runs efficiently managers must: 

a. Encourage employees to be more creative in their work.

b. Ensure that they understand the work standards.

c. Ensure that they follow the standards and rules.

2 To encourage employees to follow the standards managers should: 

a. Make the employee’s responsibilities clear to both the employee and his/her supervisor.

b. Create an atmosphere in which everyone feels they must follow the standards and rule.

c. Make each employee’s responsibilities clear to all his colleagues.

3 Work standards are important because:

a. They show which employees are inefficient.

b. They improve work efficiency.

c. They provide a basis for further improvement.

4.2 Raise your employees’ technical skills levels
4 Employee skills need to be improved:

a. To achieve improvements in quality.

b. To fill the workplace.

c. Because of advances in technology.

5 To educate and train your staff systematically in the skills they need for their jobs: 

a. Review the jobs in the department and the levels of knowledge and skills needed to perform them.

b. Plan and implement education and training for individual employees.

c. Develop plans for each employee to acquire essential national qualifications.

6 Managers should encourage their employees to improve their own skills by:

a. Fine tuning their machines.

b. Fine tuning their work techniques.

c. Dressing better.

7 A department can raise its overall levels of skills by:

a. Exchanging information and ideas with other departments.

b. Sending employees to learn skills with companies that are technically more advanced.

c. Exchanging managers with other companies.

4.3 Delegate authority 

8 The text suggests that:

a. The less you have to manage it the better you will manage it.

b. The more you have to manage it the better you will manage it.

c. The more of you there are to manage it the better it will be manage

9 When delegating authority a manager must:

a. Instruct the person to whom he is delegating to define his policy in the area that is being delegated.

b. Make sure that standards are established for the duties he is delegating.

c. Make sure standards are established for dealing with abnormalities.

10 A manager is ……………… responsible for whatever his delegated subordinate does:

a. Always.

b. Sometimes.
c. Never
4.4 Motivate your employees
11 What impact can the attitude of employees have on the success of the company? 

a. A major impact.

b. A minor impact. 

c. Little or no impact.

12 A manager may find indications of the attitude of employees in:

a. The way they dress.

b. Their absenteeism.

c. The way they interact with visitors.

13 Poor attendance and punctuality present the manager with two challenges:

a. To ensure that production is not disrupted.

b. To encourage employees to interact better with each other.

c. To improve employee attitudes.

14 The attendance rate is the ratio of employees at work to: 

a. The number absent.

b. The number needed.

c. The number on requested leave.

15 When confronted with poor punctuality a manager should: 

a. Threaten to dismiss any employees who are often unpunctual.

b. Educate employees on the effects that poor punctuality can have on production.

c. Analyze the reasons for employees arriving late and take appropriate action.

16 To motivate your employees to work to the best of their abilities: 

a. Make sure that they understand the importance of what they are doing.

b. Carefully observe what they are doing and help them do it better.

c. Never give them jobs above their ability level.

17 To motivate your employees you can:

a. Arrange opportunities for employees to talk to managers and supervisors.

b. Try to create an atmosphere where employees feel free to discuss problems with their superior.

c. Implement all the suggestions for improvement that employees make.

18 To encourage employees to discover and solve problems in their work managers should:

a. Set up a system to evaluate employee ideas.

b. Organize courses in creativity.

c. Hold competitions for good ideas.

19 Employee attitude can be improved by ensuring that there is an even distribution of employees of:

a. Different ages and sex.

b. Different ages and years service.

c. Different years service and sex.

3.5 Involve your employees in making improvements: Set up a suggestion scheme.

20 To get useful suggestions from employees:

a. Ensure that employees understand that the purpose of an improvement suggestion system is to reduce costs.

b. Distribute simple suggestion forms to each section.

c. Show a real interest in receiving suggestions.

21 To encourage employees to make suggestions for improvement:

a. Take plenty of time to evaluate suggestions.

b. Set concrete goals for suggestions in each workplace.

c. Create an atmosphere in which members are willing to make suggestions.

22 Suggestions that have been adopted may take time to implement because:

a. They require changes in equipment.

b. They may involve other departments.

c. They need the manager’s approval.

23 When suggestions have been implemented and their positive effects confirmed:

a. Standardize them.

b. Display them in graphic form on notice boards.

c. Integrate them into the new control procedure.

24 Once the suggestions have been implemented and their positive effects confirmed, managers and supervisors should:

a. Put them through a process of rechecking.

b. Standardize them.

c. Integrate them into the control system.

25 Most suggestions for improvements will usually come from: 

a. Individuals.

b. Groups.

c. QC circles.

4.6 Involve your staff in making improvements: support QC circle activities
26 The first three steps of the problem solving procedure include: 

a. Select a theme.

b. Get a full understanding of the present situation and set targets.

c. Work out measures to solve the problem and implement them.

27 QC circles are more likely to emerge where managers:

a. Check closely on everything that is going on in their department.

b. Are flexible and open.

c. Take little interest in what is going on in their department.

28 To support QC circle activities:

a. Keep up to date with what the QC circles are doing in your department.

b. Visit the workplace at least twice a week to see how the QC circle activities are doing.

c. Advise on QC themes when you are requested.

29 For QC circle activities to have a full impact you should:

a. Make it clear to members that QC activities have an important function.

b. Lead the activities

c. Have a good understanding of the activities yourself.

30 The leader of a QC circle should:

a. Begin with the most challenging problems.

b. Show appreciation of what members are doing.

c. Always hold meetings during working hours.

d. a and b

e. a and c
f. b and c
g. all

31 To maintain the momentum of QC circle activities:

a. Encourage members to keep the same roles and jobs in the QC circle activities.

b. Identify and tackle new problems.

c. Make sure managers fully understand and support the activities.
32 To make the most of QC techniques:

a. Use data to get a full understanding of the facts.

b. Train all employees in statistical techniques.

c. Use statistical techniques to solve the problems.

33 Managers should transfer authority to groups of workers when:

a. They themselves are very busy. 

b. The workers show that they are capable of managing a lot of daily jobs themselves.
c. They have to go on frequent business trips.
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Relevant newspaper report – perhaps worth including in CD version as good example!


Air traffic shutdown as one worker calls in sick 	The Guardian February 25, 2002


	


A 400-mile-wide corridor of airspace across England and the North Sea was closed for nine hours on Saturday night, and again last night, because one air traffic controller was off sick. The national air traffic service (Nats), which is under pressure from its banks and was granted a £30m cash lifeline by the government yesterday, was forced to shut down a belt of airspace 200 miles either side of a line from Humberside to Copenhagen when it could not find a controller to take over when a duty worker called in sick. 





A source at Nats blamed the closure on increasingly poor industrial relations at the newly part-privatised air traffic control service. "The management knew many hours in advance that there was going to be a problem," he said, "but they could not find anyone willing to volunteer for overtime to fill the gap. The morale here is absolutely dreadful." 





The shutdown highlights the chronic shortage of staff trained to use the new national air traffic control centre at Swanwick in Hampshire, which opened at the end of January. It caused delays to passengers as airlines flying between the US and northern Europe were forced to detour north over Denmark and south over London. 





A Nats spokesman admitted yesterday that the centre was short of one vital worker, but said such problems were currently commonplace. "We were one member of staff short because of sickness," he said. He described the delays to airlines as "minimal". 





"Airspace gets closed down quite frequently, whenever there is a shortage of controllers," he said. "It is not uncommon and it does mean delays to aircraft. It is being done quite a lot at the moment as the new system beds in." But he insisted the situation was improving: "We have got more trained staff coming in from Monday, so it should be OK next week." 





 Guardian Unlimited © Guardian Newspapers Limited 2002 
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(Form No.)


REQUEST FOR LEAVE FORM





To:


				(Department)


(Name)			Stamp		(Signature)





I would like to request a leave of absence as follows:





1. Reason





2. Period			Year	Month	Day








Authorized stamp	(Signature)








(Form No.)				 REQUEST 





To:


				(Department)


(Name)			Stamp		(Signature)








I would like to request permission to come to work late or leave early as follows:





1. Reason





2. Period			Year	Month	Day





3. Time				AM:


				PM:








Authorized stamp	(Signature)











Figure 4.5a 


Tips for evaluating and giving commendations





Do not use only monetary incentives to encourage employees. Monetary incentives work better where the control system is inadequate. In �addition, incentives may not work where QC activities are in full operation.


These evaluations and commendations relate to the achievements of those who make suggestions (individuals or groups) and are not part of performance ratings�.


Consider how much employees have studied and to what extent their skill �levels have improved. It is important to evaluate employee progress.


Consider the autonomy, cooperation, and willingness of employees to participate.


The evaluation must lead to giving due praise.


The evaluation and commendation must be conducted in such a way that the members �can make the most of them in future activities.


�
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