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Daniel Steinke

F -}
MODERN QUALITY MANAGEMENT SYSTEM

A quality management system (QMS) is a collection of business processes focused on
consistently meeting customer requirements and enhancing their satisfaction. It is aligned with
an organization's purpose and strategic direction. It is expressed as the organizational goals and
aspirations, policies, processes, documented information and resources needed to implement and
maintain it. Early quality management systems emphasized predictable outcomes of an industrial
product production line, using simple statistics and random sampling. By the 20th century, labor
inputs were typically the most costly inputs in most industrialized societies, so focus shifted to
team cooperation and dynamics, especially the early signaling of problems via a continuous
improvement cycle. In the 21st century, QMS has tended to converge with sustainability and
transparency initiatives, as both investor and customer satisfaction and perceived quality is
increasingly tied to these factors. Of QMS regimes, the ISO 9000 family of standards is probably
the most widely implemented worldwide — the 1ISO 19011 audit regime applies to both, and deals
with quality and sustainability and their integration.

Modern quality management approaches relate in many ways to modern project
management approaches overall. More and more attention is being paid to the human aspect of
the processes, the team approach to quality, and the concept of total quality management. The
quality management process is more oriented toward permanent small incremental
improvements and multiple inspection points in the processes than it was in the past. In Figure 1
it can be seen that one of the major changes in our attitude toward quality is that everyone is
responsible for quality. This allows for many more inspection points and allows forcorrections to
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be made before additional work is done. Scrap and rework cost is significantly reduced.

Traditional quality management  Modern quality management

Process

—

—  Rework | [ Semp |

Single Inspection point Multiple inspection points

Figurel - Changes in management concepts

The history of the total quality management approach is interesting. It was first
developed by W. Edwards Deming and a number of Japanese managers on the basis of the
Japanese approach to management science. After World War 11, Deming and a number of other
American consultants were invited to Japan to carry out some consulting work and in particular
to develop tools to improve the quality practices of Japanese enterprises. The first finding of
Deming and his Japanese colleagues was called the quality circles concept, which gave
significant results when applied to Japanese enterprises.

The quality circles approach allowed a gain in quality improvement ideas from the people
actually involved in the production process. Deming's next step was to build mechanisms
allowing this information to be most effectively communicated to the company decision-makers
and to make this process continuous. In Japan, it soon became such a powerful tool that it helped
increase productivity in Japanese companies by 10 percent and played an important role in the
later ability of Japanese companies to conquer a significant share of American markets.
Unfortunately, when Deming came back to the United States and tried to publish his findings
and implement them at American enterprises, he was not heard. American enterprises at that
time thought the very idea of changing something in the way they operated and, moreover, using
the experience of Japanese companies was completely ridiculous. Only twenty years later, after
losing a large share of its markets, American business rediscovered the idea of TQM. It became
an extremely popular concept after it proved to be one of the major causes for the "Japanese
economic miracle." Since then, it has been considered one of the most cost-efficient ways of
improving the quality of processes in the organization. However, as in many other good
management practices, its usefulness has been largely unappreciated by many cases of
misapplication when tried in Western companies.

Later on, some of the Western and Japanese managers understood that the approach of
TQM can be applied to all the processes of the organization, not only the quality processes. This
is largely how the concept of CPI, or continuous process improvement, was developed. This
concept has now become a basic idea underlying most modern standards and thus illustrates the
parallels in the development of various streams of management thought.

This last statement is important. As has been mentioned previously, the ideas of TQM
had been largely misapplied and misused around the world. However, very few ideas developed
by humanity are truly new, and the area of management is no exception. It does not really make
much difference if we call this approach TQM, a concept of continuous improvements, or
modern quality management practices. The major principle is what stays unchanged, and with
that we continue by describing these principles as best we can.

Putting Total Quality Management to Work, TQM is a relatively established entity with
accepted components of teamwork, systems thinking, and statistical tools being applied to the
areas of "customer, counting, and culture.” Major principles of TQM are described by Deming's
fourteen points:
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- Maintain constancy of purpose.

- Adopt a new philosophy.

- Eliminate need for inspection.

- Consider only total cost, not price.

- Improve constantly.

- Initiate on-the-job training.

- Initiate leadership.

- Drive out fear.

- Break down barriers.

- Eliminate slogans, targets, and the like.

- Eliminate management by standards and quotas.
- Remove barriers to pride of workmanship.
- Institute education and self-improvement.
- Get everyone involved.

A strong orientation toward getting all the participants of the process involved in
implementation makes this approach similar to the modern project management approach of
basing project efficiency on team members' high level of involvement and responsibility in
project activities. Modern quality management practices generally require the implementation of
the whole new concept of personnel management, "human resource development," or even the
latest concepts representing some of the Japanese human resource ideas as applied to Western
ground, "human being management.” Briefly, all of these modern concepts suggest a high level
of people's responsibility and involvement. This in turn develops a feeling of ownership within
the company as well as a global company philosophy. The result of this type of thinking is
enriched job assignments introducing elements of creativity and challenging tasks to be fulfilled.

The other important component of modern quality management is its orientation to the
client or customer, the ultimate user of the product or service produced by the project. In the
context of the customer, we are interested in a product or service from the point of view of its
"fitness for use"—the guarantee that the customer receives the goods or services that justify what
was paid for them—and customer satisfaction—the customer's feeling after receiving the product
or service.

Another important feature of modern quality management is that it considers small
incremental improvements as the best approach to improving quality. The TQM approach has a
number of formalized practices for introducing step-by-step, small change processes in the
normal operational cycle of the organization. Moreover, there are special systems set up that
allow all the participants in any process to suggest their changes for improving the quality of
processes and products. In the case of projects, these people are the project team members.

The quality circle is Deming's idea that people having a low position in the organization,
the actual producers of the product, be involved in the decision-making process, introducing
small changes to the production cycle. The idea was to allow special time during the working
day for these people to get together and talk about possible quality improvements. In order to
make it more efficient, each quality circle had a person from middle management assigned to it
whose responsibilities included providing overall methodological support to these people as well
as making sure that their ideas reach the organization's decision- makers. For introducing small
incremental improvements to the processes, Deming suggests a so-called PDCA, or Plan-Do-
Check-Act cycle.

In the planning phase, Deming suggests that you select the problem, describe it and the
process and all potential causes for the problem, and then develop a solution. In the do phase,
you put a solution into a process—in other words, you carry out a pilot process with the solution
implemented. In the check phase, you see how the solution worked and, if it did, you act, moving
on to operate this process with the solution.

The steps of Deming's cycle correspond very well to what is later suggested as the four
steps for process improvement in CPI, as shown in Figure 2.

61 Nel (40) 2017 BIBHEC-HABIT'ATOP HayxoBo-BrpoOHHIHIT XKypHAT




I yppABIIHHA

The quality management function of the project can be described as:
- Assuring conformance to mutually agreed to expectations.
- Assuring conformance to requirements and specifications.

4 steps of CPI
4

process - performance

Plan Do
— \V
Measure improve

progress { process

et Check
Deming’s PDCA cycle T

Figure2 Changes in management concepts

Assuring conformance to ALL the characteristics that allow it to satisfy the function
intended.

Project quality management considers three major processes: quality planning, quality
assurance, and quality control.

At this stage of quality planning our major goal is to find the regulations and
specifications suitable for the current project and to find ways for implementing and introducing
these standards into our project cycle. It is important to remember that we should concentrate on
the quality standards for processes as well as the final products. Generally, modern tendencies of
quality management make us shift our attention more and more from checking the quality of the
final product (inspection) to predicting changes of quality in the processes (prevention).

In order to carry out our quality planning process, we have to get all the documents
describing the standards and regulations we are going to use (the quality policy of our company,
standard descriptions, etc.) as well as the documentation describing the requirements to the
project product (scope statement) and then use the quality tools (flowchart, cost- benefit analysis,
simulations) that allow us to visualize and predict the results of applying the standards and
regulations to our project scope.

The quality assurance processes are carried out in order to assure that our project product
complies with accepted standards and regulations. Quality assurance should be carried out
throughout the project both internally (for the company, project team, etc.) and externally (for
the customer). In many cases, the quality assurance function can, but not necessarily should, be
carried out by a special quality assurance department of the company.

Quality control processes monitor the final results of the project— both management
results and product results—in order to see how much they correspond to the standards planned
and what can be done to improve the results to meet the standards. Quality control processes
include both inspection and prevention, but as we said above, the tendency in modern quality
management is shifting toward prevention in order to reduce the overall cost of quality. The
quality control function can be carried out by a special quality control department, but this is not
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a rule in modern quality management practices.

It is becoming more a function of the producing units of the company, the idea of "being
your own inspector."

In quality control, the rest of the quality management tools such as Pareto diagrams,
cause-and-effect diagrams, statistical sampling, and control charts are used.
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CTBOPEHHS1 HOBUX OB'€JHAHUX TEPUTOPIAJIBHUX 'POMAJL SIK
OCHOBA PO3BUTKY JENNPECUBHUX TEPUTOPIN YKPAIHU

IocTranoBka npodaemu. J{ocein ¢pynkuionyBanus nepmmx OTIL, sxi 3 1 ciunsg 2016 p.
OTPUMAJIHM JIOCTYII JI0O HOBUX PECYPCIB 1 OBHOBAXKEHb, CTaB 1Ill€ OJHUM BAXJIMBUM YMHHUKOM,
oo crpusie 00’€IHAHHIO TpoMaj. 30KpeMa, JesKi EKCIePTH Ta MPEICTaBHUKUA PAHOHHHX
nepkaBHux anMinictpamit (PJIA) 3a3nauanu, mo 3xatHicth HOBocTBOopeHux OTIN edexTrBHO
BUKOPHCTOBYBATH HOBI KOILITH 3MiHWJIA JyMKY Oaratbox roJiiB CUIbCBKHX 1 CEJIMIIHUX I'poMal,
K1 CLIOYATKy OMMpaNIUCs 00’ €IHaHHIO. 31 3pO3yMUIMX MPUYMH il HOT0 (akTOpy cTayia OLIbII
BHUPQ)XXEHOIO i KIHElb POKY, KOJW MEIIKaHIl 3BHYalHUX TpOMaj MOIJM MO0AuuTH MepIl
pe3yibTatu podotu cycianix OTT.

Excieptn 1 mpexacraBauku PJIA BiAMITHIM HH3KY MpoOJieM, sIKi CHOBUIHHIOIOTH 1
HEePEIIKOPKAIOTh J0OpoBUIbHOMY 00’ €HaHH!0. [ep 3a Bce, IbOMY MpOLECY 3aBaXkae CIIPOTUB
3 0OOKy pI3HUX 3aIliKaBJICHHX CTOPIH. Y IIbOMY KOHTEKCTI HaiuacTilie 3rajyBajid CIIbCHKHUX 1
CEeNIUMIIHUX TOJiB, JEXTO 3 SKHX MNpoTuAie 00’€THaHHIO, He Oakaloul PHU3UKYBATU CBOEIO
nocaaow. IcHye cnpotuB 1 3 OOKy pailoHHOI Biagu — pailoHHUX pan 1 PJA, skl MOXyTh
BTPAaTUTH PECYpPCH Ta MOBHOBAXXEHHS, a TO U MOcaau B pa3l YKpYIMHEHHs paliOHIB YW JIIKBiJaLil
PJIA. IlpencraBuuku PJIA 3anepeuyroTh, 110 CTOSTHh Ha MEPEIIKO/II MPOIIECY 00’ €THAHHS, OTHAK
HOJICKY/IM 3BUHYBAuyBaJI B IIbOMY JICTIYTATIB pailoHHUX paj[2].

OOuaBi Karteropii ONUTAaHMX TaKOX 3ayBaXyBalW HeOaXaHHA TIpomaj, sKi BXKe
30araTuimcs 3aBasSKy (DIHAHCOBIH JemeHTpai3aii, OpaTu ydacTs B 00’€1HaHHI. MoBa inuia abo
Ipo BENMUKiI MicTa (30Kpema, MicTa OOJIACHOTO 3HA4YEHHS), sIKi MaloTh CEpHO3HI JKepena
HAllOBHEHHsI OMOJKETIB, abo Mpo IpoMaau, Ha TEepUTOpli SIKUX pPO3TalIOBaHI HPUOYTKOBI
HiANPUEMCTBA YU aBTO3ampaBHi craHuii. [Ipy nboMy Jeski eKCHepTH MomepeakKaliu, 10 Taki
TpOMagyl — SIKIIO HE 00’ €HAIOTHCS — MOXKYTh ONMUHHTHUCH Yy CKPYTHOMY CTaHOBHII, KOJH
JepkaBa 3aKkoHOJaBYO 3000B’spke  OMC BHMKOHYBAaTH HOBI TOBHOB@KEHHs, a/pKe TOJI
OTPUMAaHHMX KOIITIB BUSBUTHCS HEJOCTATHBO [3].

[Ile oxHi€IO TEPENnoHOK JOOPOBIILHOTO 00 ’€IHAHHS EKCHEpTH Ha3BaldM Opak
3aKOHO/ABUMX aKTIB, sIKI OM MOTJIM CYTTEBO MPUCKOPUTH Iiei mporec. Haiiuacrtime onuTasi
MaJli Ha yBa3l 3aKOHONPOEKTH, L0 MOJETUIYIOTh MpPUEJAHAHHS 3BUYAWHUX TpoMaa 10 BKe
yrBopeHux OTI, Ta 3aKkOHONpPOEKT MpO 3MIHM MEX palloHIB Yy mpoleci T00pOBUILHOTO
00’eqHaHHA. YHACIHIJOK HE3JaTHOCTI MapilaMeHTy yXBaJIUTH ocTaHHiM LleHTpanena BHOOpua
komicis (LIBK) BimmoBunacs mpoBoautu Bubopu y 28 OTI, siki 00’ €1HYIOTh TPOMAJIU 3 PI3HUX
paiioHiB. JIeXTo 3 eKCHepTiB TakoX 3ayBaKUB, IO TPOMaaAM BiJ 00 €THAHHS BiIHAIKYE
HEMOXJIMBICTh PO3MOPSKATUCS 3eMJISIMU 32 MEXaMHu HacelneHuX myHKTiB. Kpim Toro KaGiner
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