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The purpose of this Quality Manual is to provide an overview of the quality policy, guidelines, and system elements.  The Quality Manual is supported by detailed procedures, forms, operational definitions, flowcharts, control plans, and other means of documenting and communicating within the organization.  These detail documents are available for on-site review.
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QUALITY POLICY

Recognizing the importance of Customer Satisfaction to our success, Company will provide products and services that conform to requirements or will cause the requirements to be officially changed.

· QUALITY IS CONFORMANCE TO REQUIREMENTS

· NONCONFORMANCES ARE UNACCEPTABLE

· EVERY THING MUST CONTINUOUSLY IMPROVE

President \ CEO




Chief Quality Officer

________________________

Union Representative (If Applicable)

Note:  The Quality Policy should be signed and displayed throughout the organization.

STRATEGIC QUALITY INITIATIVE

Quality is top priority in every decision.

· Every product and service must be the unquestioned leader within its market segment, as perceived by the customer.

· Every manager must develop a strategy and an action plan to accomplish the Quality Initiative.

· Every employee must understand the cost of doing things wrong.

· Every employee must recognize that quality means conformance to requirements.

· Management must become actively involved in the organization and management of the quality system.

· Every employee must become actively involved in the implementation of the Quality Initiative.

· Everyone on the team must be committed to quality.

QUALITY SYSTEM OVERVIEW

· The purpose of the Quality System is to assure the quality, safety, and reliability of our products and services.

· Everyone is responsible and accountable for the quality of the work they perform.

· The Quality Council is responsible for defining, developing, coordinating, and managing the Quality System.

· Every function will support the Quality System by providing procedures that clearly define methods and responsibility for implementing and maintaining the Quality System.

· The Quality System will provide for documentation as objective evidence of the quality of our products to the satisfaction of each of our customers and will provide for prevention of nonconformances and formal corrective action.

· The Quality System will measure and report progress in quality improvement, including quality costs.

· System surveys will be performed to assure implementation and continued effectiveness.

· The Quality Assurance function has final authority in all matters involving the determination of conformance to requirements.

· Employee selection and training will be clearly defined to assure needed skill levels are maintained and that each employee fully understands their responsibility and impact on the customer.

QUALITY SYSTEM BUILDING BLOCKS

(Adopted from ASQC)

The following is a summary of the building blocks for the quality system foundation.

Management

A quality system cannot succeed without the active involvement of management.  Successful quality systems require a partnership in responsibility for quality- from the top down, bottom up, or middle out.  JOIN THE EFFORT TO MAKE QUALITY A PART OF OUR CORPORATE CULTURE.

Customers

We need to know what our customers think.  Successful companies tell customers what their products can do- and then ask them how well they did.  USE CUSTOMER FEEDBACK FOR QUALITY IMPROVEMENTS.

Design
Quality has to be designed into the product by bringing design and development personnel into the quality effort, along with marketing, production, and service.  IMPROVE QUALITY BY FINDING AND SOLVING POTENTIAL PROBLEMS WHILE PRODUCTS ARE BEING DESIGNED.

Purchasing
Suppliers are partners, not adversaries.  Suppliers are chosen based on quality, delivery, price, and long term commitment to quality.  SUPPLIERS ARE AN INTEGRAL PART OF THE QUALITY TEAM.

Manufacturing

Manufacturing is people working with processes to produce goods and services.  Our people must be given the training, tools, and clear work instructions they need to efficiently produce high quality.  MANUFACTURING AND QUALITY HAVE A COMMON GOAL AS PARTNERS IN PRODUCTIVITY.

Education & Training

Everyone has an influence on quality and can benefit from training in the principles of quality.  EDUCATION AND TRAINING IS A STRATEGIC INVESTMENT INTO QUALITY.

Employee Involvement

In addition to providing skills and training, everyone must become involved with your fellow workers as well.  Encourage your colleagues to help solve problems.  Tap into our most valuable resource, each other, for boosting productivity and cutting costs.  ENCOURAGE PEOPLE TO SPEAK UP AND PARTICIPATE IN HOW THINGS ARE DONE.

Statistics
Decision-makers need to know the risks involved in their decisions.  Statistics can be the difference between failure and success in controlling processes and solving problems.  MAKE STATISTICAL INFORMATION PART OF YOUR COMMUNICATIONS AND DECISION-MAKING PROCESS.

Technology

New technology, manual or computerized, promise huge gains in quality and productivity.  USE NEW TECHNOLOGY TO MEET THE QUALITY OBJECTIVES.

Quality Costs
Money is spent in two ways: either investing in good quality, or paying for poor quality.  Investing in good quality because we know it costs much less over the long haul.  USE THE QUALITY COST SYSTEM TO PINPOINT OPPORTUNITIES FOR ACTION.

Quality Audits

An effective quality audit provides information about how people, systems, and products are performing in terms of quality.  LOOK AT A QUALITY AUDIT AS AN OPPORTUNITY TO SHOW HOW WELL YOU ARE DOING.

Continuous Improvement

The secret to success in quality is continuous improvement.  Every process, once defined, measured, and controlled, can be improved beyond requirements.  Conformance to requirements is a minimum requirement.  THINK ABOUT HOW THINGS CAN BE BETTER.

You

You play an integral part in the quality system.  Demand quality from yourself and everyone around you.  COMMIT YOURSELF TO THE QUALITY CHALLENGE.

1.0
Customer Management

A formal customer management system is established to enable Company to better listen and respond to our customers.  All customer feedback will be documented and reviewed as part of the daily operations, using IQS' Customer Management Software™ tool.

Communication Opportunities
Every contact with our customers is an opportunity to listen to their needs and expectations.  Any information our customers can provide us regarding our performance is critical to making us competitive.  An inventory of the customers and customer contacts will be maintained.

Feedback Types
The following feedback types will be managed:

-
Compliments - the indicator of customer satisfaction

-
Problems - the indicator of not meeting requirements

-
Questions - the opportunity to provide value

-
Suggestions - the opportunity to enhance value

A complete list of feedback types is stored in the software.

Several additional feedback types may be managed: - define by company? 

-
Request for information

-
Order by a customer

-
Direct mailing to customer

-
Telemarketing contact to customer

-
Contract review item

Receiving Feedback
Every employee is expected to listen for and document customer feedback on the Customer Feedback Form (CFS 100).

Feedback Processing

All Customer Feedback Forms will be forwarded to QA for processing in the computerized Customer Management system.  The software manages the entire feedback processing.  QA will review the feedback and assign it to the required personnel for processing.  The required processing includes acknowledgment, assignment, response, and follow up.  Due dates will be assigned for the steps and documentation maintained of action taken.  Careful attention will be taken to assure research of past feedback is performed in order to avoid re-processing.

Feedback Analysis

The information developed with the customer feedback system will be analyzed as part of the Strategic Quality Planning effort.  As a minimum, the following will be analyzed for trends on a monthly basis, Pareto analysis and line charts of feedback types, and subject types.

Customer Surveys of Company

Customers are welcome to survey us in order to evaluate our ability to consistently produce quality products and services on time.  Any request by a customer or offer to a customer to visit us will be documented with a Request for Customer Visit Form (CFS 200) and forwarded to QA.  QA will contact the customer to determine the scope of the visit and request a copy of their survey for review prior to the survey.  A matrix will be made to correlate their requirements versus our system.  Any arrangements for hotel, travel, meals, etc. will be handled by Sales (CFS 300 directions to company & CFS 310 hotel/restaurant listing).  The results of the survey will be communicated to the organization.

Company Surveys of Customers

Formal surveys (CFS 400 Company Quality Performance Survey) will be conducted every three months to collect data regarding customer satisfaction.  The survey will consist of pre-determined questions and may be conducted over the phone or in writing.  The results of the survey will be communicated to the organization.

Measurements

The following measurements will be utilized to determine the results of the quality initiative:

-
Number of compliments per sales dollar

-
Number of problems per sales dollar

-
Customer surveys scores

2.0
System Documentation

The foundation to every system quality improvement effort is the documentation of requirements.  The purpose of System Documentation is to improve communications by formally developing and maintaining system requirements.  IQS' System Documentation Software™, a computerized software tool, is used to manage the system documentation.

Communication Opportunities

Any time communication of a system is required, whether to a customer, new employee, supplier, or if an internal problem is encountered, the material developed under this system will be used.

Documentation Types

Several types of system documentation exist, including:

-
Forms (for data collection)

-
Reports (for information communication)

-
Operational definitions (for improved consistency)

-
Software (for data collection and information processing)

-
Flow charts or flow diagrams

-
Procedures/Work Instructions

All direct manufacturing processes will be handled in Product and Process Documentation.

Every document will be uniquely identified with a title, id, and issue date.  A complete master list of the documents is maintained in IQS' System Documentation Software™.  This software allows flexible retrieval and review of the system documentation, including viewing by function, location, id, and search on titles.  Direct access to other documents on the computer is possible, allowing rapid access to the most current version of the document.

Generation Process

Anyone can request System Documentation with a System Documentation Request form (SYSDOC 100).  Those people involved in the communication or execution of the system being defined will perform the generation of new system documentation.  The generation process will consider the input and output of the system, in addition to the execution of the specific system.  Consistency between definitions, flowcharts, procedures, etc. will be maintained.

Review Process

All areas impacted by the draft will review a draft created during the generation process.  Written comments will be made directly on the draft and returned.

Approval

Approval of the document is possible after all comments are reviewed and if agreed upon, incorporated.  Every person directly impacted by the document must agree in order to approve the document.

Training sessions

After the document is approved, a formal training session will be held to inform every person impacted by the document, directly or indirectly.  The training session is key to achieving the objective of improved communication.

Distribution

The distribution of controlled documents will be limited to only those areas directly impacted by the document.  The software provides a centralized inventory of all documents with flexible retrieval.  Any person wishing to receive an uncontrolled copy of a document may issue a Request for Documentation (SYSDOC 895) to Quality Assurance.

Retention Requirements

The retention requirements for every document will be established and documented in IQS' System Documentation Software™.  All documents that contain information regarding the product supplied to a customer will be maintained for a minimum of (find out statue of limitation in product liability).  

Company Dictionary

A complete dictionary of terms and acronyms used by company and industry will be maintained to improve communications.

Request for Change and Change control

Anyone may request a change to a document by issuing a System Documentation Change Request form (SYSDOC 200) and forwarding it to QA.  A request for change will follow the same process as a new document, including review, training, and distribution.  Changes to the documents are recorded in the software in order to provide complete change control history and objective evidence of "living documents."  A System Documentation Change Notice (SYSDOC 300) will be issued to communicate the change. 

System Surveys

System surveys will be performed according to a pre-determined schedule in order to determine conformance to the system documentation and assure the documentation reflects all improvements to the system.  The frequency of the surveys depends on the type of document, but in no case will be less than once per year.  A Notice of System Survey form (SYSDOC 400) will be sent to those people involved in the survey at least two weeks in advance.  The results of the survey will be documented on a System Survey form and recorded in the software.  If system nonconformances are identified, a nonconformance report will be issued (Section 10).

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

Number of documents by document type

-
Number of continuous improvement changes

-
Percentage of surveys finding conformance

3.0
Product Documentation

The foundation to every product quality improvement effort is the documentation of product requirements.  The purpose of product documentation is to improve communications by formally developing and maintaining product documentation, including design thoughts, change history, and configuration management.

Dimensional Requirements

Blueprints are the key document for communicating product requirements.  A complete blueprint inventory file will be maintained, including customer, internal, and supplier blueprints required to manufacture and assemble the product.  In the absence of a blueprint, product requirements will be specified on the purchase order and communicated by means of a manufacturing work order.

Processing Requirements

Any special processing requirements will be specified directly on the blueprint or referenced to a Product Processing Requirement form (PRODUCT 100).

Chemistry and Mechanical Properties

When applicable, chemistry and mechanical property requirements will be specified directly on the blueprint or referenced to a Product Property Specification form (PRODUCT 200).

Packaging and Identification Requirements

When applicable, Packaging and Identification Requirements will be specified directly on the blueprint or referenced to a Product Packaging and Identification Specification form (PRODUCT 300).

Performance Requirements

When applicable, Performance "Requirements" will be specified directly on the blueprint or referenced to a Product Performance Specification form (PRODUCT 400).

Product Certification

If product certifications are required on the purchase order, they will be defined directly on the blueprint or on a Product Certification form (Product 500).

Request for Change and Change Control

Anyone may request a change to product documentation.  Requests will be sent to QA/ENG for review.  Approval by the design authority (internal or the customer) is required and will be documented on the Request for Product Documentation Change Request form (PRODUCT 600).  All changes to product documentation will be recorded to provide a complete change history and provide objective evidence of quality improvements.  The implementation of changes may be either by date or order.  A Product Documentation Change Notice form (PRODUCT 700) will be issued to communicate the change.

Advanced Product Quality Planning and Product Design (FMEA & Control Plans)

Every new product will be formally reviewed in order to assure compatibility and capability with the manufacturing process.  Information from the nonconformance system and customer feedback system will be reviewed in the process.  Measuring, test and manufacturing equipment will be reviewed to assure capability.  The results of the Advanced Quality Planning effort will be sent to the customer for approval.

Processing Status
The processing status of all products will be maintained and readily available to everyone, to assure no operations are skipped or performed out of sequence.

4.0
Process Documentation

Master Map

A high level diagram of each department is defined (Process 100).

Identify Key Variables

A key Variable Diagram (KVD) Process 200.  This references a detailed process "model" for each department showing key control variables affecting quality, yield, productivity, cost, etc.  Each variable carries a unique ID for later tracking, control and diagnostics.

SMEA - Success Mode & Effect Analysis (300)

Develop Process Standards
Every key process variable identified by the SMEA is addressed in great detail in a standardized format (Process Worksheet 400).  This requires reviewing existing procedures, applying statistical methods, building in customer requirements, and relying on the experience and expertise of the work force.  The fundamental premise here is that there is no better way to bring and hold a process in control than to enlist the help of trained people who routinely run the operation.

Communicate Process Standards

Communication is a key step in that it takes information developed in the previous steps and puts it into a practical, usable handbook format, becoming a working document rather than being "lost" in hard-to use files or voluminous quality control manuals.  Virtually every employee not only has access to a computer and very likely has had a voice in its development and finds that input recognized through an acknowledgment page showing the names of all who contributed.

5.0
Preventive Maintenance

The purpose of preventive maintenance management is to reduce the impact of equipment variation on the product and delivery performance and reduce the cost of equipment downtime.

Equipment Selection

The selection of equipment is made based on quality costs.  The key decision is the capability to meet product requirements.  Purchase price, maintenance costs, and potential failure/over control costs will be reviewed.

Equipment Inventory

A complete equipment inventory will be maintained with an Equipment Inventory form (EQUIP 100).  The manufacturer's name, model number, purchase date, purchase price will be documented.  The location of the equipment will be maintained.

Equipment Types

Equipment types will be maintained in order to simplify the maintenance activities and instructions.  Possible equipment types include:

Capital Equipment
Office Equipment
Durable Tooling


-
Boring mill
-
Copier
-
Production fixtures

-
Injection Machine
-
Fax Machine

-
Furnace
-
Computers

-
Fork Trucks
-
Phones.

-
Cranes

-
Motors

-
Pumps

-
Cars, vans, trucks

A complete list is maintained in the Preventive Maintenance software.

Equipment Maintenance

All equipment maintenance will be recorded on an Equipment Maintenance form (EQUIP 200) in order to provide a complete history of equipment maintenance.  Maintenance activities can reactive or preventive.  (Analysis of the maintenance activities will be performed to determine if preventive maintenance intervals should be changed to assure the most cost effective preventive maintenance scheduling.)  Analysis of results - changing intervals.  Either time or usage or both can schedule preventive maintenance.

Equipment Status

Equipment status will be maintained by the system.  Equipment that has not been maintained or is identified as obsolete or no longer in use will not be used.

Maintenance Procedures

Written procedures defining the maintenance tasks will be developed and maintained by the system.

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

Number and cost of equipment by type

-
Number and cost of reactive maintenance

-
Number and cost of preventive maintenance

6.0
Calibration Management

The purpose of IQS' Calibration Management Software™ is to assure that the equipment used in collecting product and process data is calibrated and has a minimum amount of variation relative to the requirement being measured.  The software will maintain all measurement and test devices.

Measuring Device Selection
The selection of measuring devices will be based on the following:

-
Product or Process characteristic tolerances

-
Operating conditions

-
Interface with computer requirements

Measuring Device Inventory
A complete device inventory will be maintained.  The manufacturer's name, model number, purchase date, purchase price will be documented.  The location of the equipment will also be tracked.

Measuring Device Types

Measuring device types will be maintained in order to simplify the calibration scheduling activities and instructions.  Possible equipment types include:

-
Micrometer


-
CMM (Coordinate Measuring Machine)

-
Caliper


-
Surface Plate

-
Inspection Fixture

-
Inspection Template

-
Caliper


-
Surface Plate

-
Hardness tester

-
Spectrometer

-
Temperature probe

-
Pressure probe

These equipment types need to be customized by the MQAC Member. 

Measuring Device Calibration

All measuring device calibrations will be recorded in order to provide a complete record of calibration activity.  Calibration activities can be requested at any time, in addition to normal scheduling, if a question exists as to the status of the device.  (Analysis of the calibration activities will be performed to determine proper calibration intervals.)  Analysis of results - interval changes.  Either time or usage or both can schedule calibrations.

Measuring Device Status

Only devices that are in calibration will be used.  Devices that are identified as obsolete or out of calibration will not be used.

Measuring Device Calibration Procedures

Written procedures defining the calibration tasks will be developed and maintained by the system.  These procedures will define the equipment required and steps necessary to perform the calibration.

Measuring Device Handling and Storage

Improper handling and storage can significantly impact precise measuring devices.  All measuring devices will be handled with care and stored in a temperature-controlled environment to minimize the impact.

Measuring Device R&R Studies

Device repeatability and reproducibility studies will be performed in order to minimize the measurement system variation in the data collection process.  Studies will be performed according to a pre-determined schedule and the results documented.

- Reaction to out of calibration conditions

- Application of devices - capability vs. requirement

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

-
Number of devices by device type

-
Percentage of calibrations finding in calibration status

-
Percentage of R&R Studies finding acceptable status

7.0
Employee Involvement

Employees are the most important assets of this organization.  Employees are the only source of innovation and continuous improvement.  Employee involvement is the only means for assuring a competitive edge.

Education and Training

A formal Education and Training system will define the methods to assure all employees have the required education and training.  

Personal Responsibility and Accountability

The foundation to the employee involvement management system is P.R.I.D.E. - personal responsibility in daily efforts.  Every employee is responsible for understanding what is required of him or her and accountable for the performance of their function.

Employee Suggestion System

An employee suggestion system will be used to provide a vehicle for employee involvement.  An Employee Suggestion form (EI 100) may be completed by any employee and forwarded to QA for review.  The suggestions will be assigned for review and an answer will be provided to the employee in no more than one month.

Employee Recognition

Employee recognition will be done with Employee of the Month Awards.

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

-
Number of new suggestions per month

-
Number of open suggestions

-
Percentage of suggestions implemented

-
Cost savings from suggestions

8.0
Data Collection

Data collection to determine conformance will be organized and controlled to assure maximum effectiveness with minimum cost.  The inspection planning and reporting will include both product and manufacturing process data collection.

Requirement Classification

All requirements will be classified in order to provide a basis for determining initial data collection requirements.  The following classifications will be used:

Critical
-
a nonconformance would result in harm to people

Major
-
a nonconformance would result in product failure, but no harm to people

Minor
-
a nonconformance would not result in product failure or harm to people

Initial data collection frequencies guidelines are:

Critical
- 
100% collection

Major 

- 
sampling

Minor

- 
0% collection

Modifications to these initial frequencies will be based on actual performance and information from the nonconformance management system.  In addition, process capability information from the SPC system will provide additional information to determine initial frequencies.  Higher process capability numbers require less data collection.

Determination of the requirement classifications may be provided by the customer or developed internally from Failure Mode and Effect Analysis (FMEA).

Product Control Plans

Product control plans will be defined for every product or product family in order to define the method of controlling product requirements using a Product Control Plan form (DATA 100).

Product FMEA

If product design responsibility is part of the purchase order, Product Failure Mode and Effect Analysis (DATA 200) will be performed to analyze potential product failures and effect and guide both product design and product control plans.  If the customer maintains product design responsibility, a copy of the customers FMEA will be requested in order to guide the Product Control Plan.

Production Classification

Another key variable in the inspection planning process is how often the product or process is utilized over time.  Variation over time increases, and therefore data collection to manage the variation increases.  Product classifications include:

-
Hourly

-
Daily

-
Weekly

-
Monthly

-
Yearly

-
One time only

The planning required is the same, regardless of a high volume or low volume production environment.  The data collection frequency is different.

New Product Inspection Capability Analysis

A formal analysis of inspection capability will be performed on new products prior to accepting an order.  The capability to collect data on both product and process characteristics will be reviewed to assure the required equipment is available.

First Piece Production Reporting

In order to assure initial production results and subsequent production setups, First Piece Production Report form (PRODUCT 300) will be used to record key process and product characteristic results.  If required by the customer, first piece production results will be submitted to them for approval.

Product Inspection Status

The inspection status of all products will be readily available to all employees to assure only conforming material is used.

Request for Change and Change Control  (Detection to prevention)

Any employee may request a change in an inspection plan by using an Inspection Plan Change Request form (DATA 400).  The request will be forwarded to QA for review and disposition.  If required, the change request will be submitted to the customer for approval.  If a change is approved, the implementation can be either by date or production unit.

Changes to an inspection plan may involve the following:

-
Adding or deleting a characteristic

-
Increasing or decreasing an inspection frequency or sample size

-
Changing a measuring device

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

-
Number of control plans (process and product)

-
Number of FMEAs (process and product)

-
Number of Inspection plan changes per month

9.0
Statistical Process Control

Control the Process

This is easily recognized as the classic tools used in every statistical process control system: cause and effect diagram; histogram; Pareto diagram; check sheet; control chart, scatter diagram; and stratification.  Charts of all types are an essential part of TQM; not only to real-time control techniques, but also to keep a responsive work force abreast of how they are doing against the standards they themselves helped to develop.

Statistical tools will be used in the daily operations of Company.

Statistical Product Management

Statistical control charts will be used on product characteristics to determine the variation of the resultant characteristics.  Emphasis will be on controlling the process, not the product.

Statistical Process Control

Statistical control charts will be used on key process variables in order to minimize product variation. 

Cause and Effect Analysis

Cause and effect charts will be used in both the problems solving and planning modes.

Pareto Analysis

Pareto analysis will be used to focus efforts on the important few areas of the organization.

Machine and Process Capability studies

Capability studies will be performed to understand the relationship between the system variation and allowable product variation.

Design of Experiments

Advanced statistical techniques will be used to further analyze variation and in the problem solving and analysis mode.

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

-
Number of characteristics under SPC

-
Percentage of processes with Cp. >1.33

10.0
Nonconformance Management

Nonconformances will be formally documented and reviewed.

Documentation

Any one using the Nonconformance Report form (NCM 100) can do documentation of nonconformances.  The nonconformance report is then forwarded to the Nonconformance Review Board for disposition and processing.

Nonconformance Review Board

The Nonconformance Review Board will consist of members from the following functions: QA, Engineering, Manufacturing, and customer (if required).  The purpose of the Nonconformance Review Board is to formally review nonconformances, trends, and determine the appropriateness of corrective action.  This multi-discipline board is designed to improve communications regarding the nature of the problem, the means to resolve the immediate problem, and understanding of overall problem areas in the organization.

Disposition

The disposition of nonconformances, or immediate corrective action, involves any of the following:

- 
Use as is - do nothing

- 
Rework - do something that results in a conformance

- 
Repair - do something that results in an "Use-as-is" nonconformance

- 
Scrap - permanently remove from the system

- 
Return to supplier - return to supplier for disposition

- 
Standard Repair - do something that results in a "Use-as-is" nonconformance, pre-approved by the Nonconformance Review Board

The disposition will be documented and communicated to manufacturing on the Nonconformance Report.  When required, customers will be notified of nonconformance activity.

Trend Analysis

Analysis of the nonconformance reports will be performed no longer than monthly to identify trends.  Analysis may include the following:

- 
By part number

- 
By characteristic on a part

- 
By machine or tooling

- 
By operator

- 
By operation

- 
By location generated

- 
By location found

Adverse trends, either by frequency of occurrence, cost, or location found, will be submitted to the Corrective Action Board for root cause corrective action.

Measurements

The following measurements will be utilized to determine the status of the quality initiative:

- 
Number of Nonconformance Reports

- 
Number of dispositions by type

- 
Cost of nonconformances

11.0
Corrective Action

Improve the Process

Simply stated, this involves conventional, proven methods including analytical troubleshooting, cause and effect diagrams, or any other logical, statistical approach.  Self-directed work teams play an important role in this step.

More important than the particular problem solving method used is the structured procedure within TQM of getting solutions "plugged in" so that they become a routine part of the operation.  The feedback loop from Step 6 to Steps 2 and 3 graphically illustrates how those solutions become either a newly identified key variable or simply a revised standard that then, through the system, routinely enters the day-to-day operation.  In short, solutions to problems invariably result in new or revised standards that quickly become part of revised standards that quickly become part of revised TQM handbooks.

Of special interest is the computerization of TQM that will permit the following:

· Retrieval of compliance to key variable standards at each stage of the process for use in case and effect studies and subsequent capability evaluations.

· Quick feedback of standards compliance for use by employees.

· Improved product tracking and identification.

· Access to an enormous database for further analysis and problem solving.  The purpose of the corrective action system is to formally request and process problem solving activities.  The corrective action system is used to perform problem solving on the system, with the objective of changing the system to prevent recurrence of nonconformances.  All supplier feedback will be documented and reviewed as part of the daily operations, using IQS' Supplier Management Software™.

Request
The Corrective Action Board issues corrective action requests using the Corrective Action Request form (CA 100).  Customers may also request corrective action activities, as well as anyone else in the organization.

Corrective Action Board

The Corrective Action Board will consist of members from the following functions: QA, Engineering, Manufacturing, and customer (if required).  The purpose of the Corrective Action Board is to determine the appropriateness of the corrective action and assure implementation.  This multi-discipline board is designed to improve communications regarding the system problems and providing the means to resolve the problem.

Problem Solving Process

A structured and organized method for problem solving will be used.  The method involves:

-
Problem Management

-
Data Collection

-
Data Analysis

-
Corrective Action

-
Follow-up

Approval and Justification
The approval of corrective action recommendations will be by the Corrective Action Board.  The Quality Cost system will provide the return on investment justification.

Follow Up
A key indicator of the success of the quality system is the percentage of corrective action taken that was effective.  Follow up to the corrective action efforts is critical to determine the corrective action effectiveness.

Measurements
The following measurements will be utilized to determine the status of the quality initiative:

-
Number of Corrective Actions pending

-
Number of Corrective Actions completed

-
Percentage of effective corrective actions

12.0
Supplier Management

Suppliers are considered an integral part of our system.  The same quality system requirements and expectations of the internal operations.  The Purchasing function is responsible for the management of the supplier base.  The Purchasing philosophy is to use a limited number of suppliers with long term relationships.  

Supplier Types

Suppliers will be organized into the following types to aid in the supplier management process:

-
Raw Material

-
Processing

-
Key Support

-
Commodity

-
Services (Consulting, legal, accounting, etc.)

-
Emergency - One time

Request for New Supplier

A Request for New Supplier form (SUPP 100) will be forwarded to Purchasing for review.  Purchasing will review the request and the current supplier used for the specific product or service.  If an opportunity exists for the potential supplier, a preliminary supplier review will be performed.  The requester will be notified of the decision by Purchasing.

Preliminary Supplier Review

The supplier will complete a Preliminary Supplier Review form (SUPP 200) in order to provide overview information on capabilities, management, and performance.  If the preliminary supplier review determines the supplier has the capability, a trial order may be placed.

Trial Orders
The purpose of a trial order is to place a limited order with a new supplier to determine actual performance.  If the trial order results in satisfactory performance, the supplier then becomes approved.

Certified Status

The objective of the Supplier Management System is to develop certified suppliers.  A certified supplier's products or services will not require any incoming inspection to determine conformance.  A certified supplier status is obtained when the following occurs:

-
Pass the supplier survey

-
12 continuous months of performance without a nonconformance

Supplier Surveys

Supplier surveys will be performed to collect data on the supplier systems and plans for improvement.  A self-survey may be performed or an on-site survey by representatives of Company or by a third party supplier survey organization. (Appendix 1)  Special rates for MQAC members by Quality Associates)

Supplier Rating
A supplier rating system will be used in the selection of suppliers for placement of orders.

· Excellent

· Above Average

· Average

· Below Average

· Unacceptable

Reactivating an Inactive or Disqualified Supplier

A supplier that is inactive or disqualified may be reviewed again by using the Request for New Supplier form (SUPP 100).

Purchase Order Quality Clauses

Quality assurance clauses will be included on the purchase orders to assure the supplier knows the requirements.  Quality assurance clauses will be developed and maintained by the Purchasing function.

Communication System (Requirements, NCM, C/A, etc.)

All communication with a supplier is done through the buyer in Purchasing.  All other functions are encouraged to assist in the definition and communication of requirements, but in order to assure consistency, Purchasing will be made aware of all communication.  Supplier communications will be documented using IQS' Supplier Management Software™.  Supplier nonconformance reports and corrective action requests will be issued and managed by Purchasing, in the same manner as the internal documents.

Supplier Request for information

Suppliers are encouraged to actively discuss with Purchasing any area with the potential to improve the methods used to purchase, manufacture, or use products and services obtained from them.  Supplier Requests for Information forms (SUPP 400) may be submitted to Purchasing at any time for review.

13.0
Quality Costs

A quality cost system will provide the financial measurement of the success of the quality initiative and the information required for corrective action justification.  The basic operating philosophy is to invest up front in prevention to avoid failure costs.

Prevention Costs

The costs of avoiding nonconformances will be tracked and analyzed.

Appraisal Costs

The costs of looking for nonconformances will be tracked and analyzed.

Failure Costs

The costs of internal and external nonconformances will be tracked and analyzed.

Communication and Review

The quality cost information will be reviewed and published quarterly by the Quality Council.

14.0 Internal Audits

COMPANY will establish and maintain documented procedures for planning and implementing internal quality audits to verify whether quality activities and related results comply with planned arrangements and to determine the effectiveness of the quality system.

Internal quality audits shall be scheduled on the basis of the status and importance of the activity to be audited and shall be carried out by personnel independent of those having direct responsibility for the activity being audited.

The results of the audits shall be recorded and brought to the attention of the personnel having responsibility in the area audited.  The management personnel responsible for the area shall take timely corrective action on the deficiencies found during the audit.

Follow-up audit activities shall verify and record the implementation and effectiveness of the corrective action taken.

The results of internal quality audits form an integral part of the input to management review 

Suitable working environment and general housekeeping will be reviewed as part of the internal audit process.

15.0 Production Part Approval Process (PPAP)

Production parts are manufactured at the production site using the production tooling, gaging, process, materials, operators, environment, and process settings, e.g., feeds/speeds/cycle times/ pressures/temperatures.

Parts for production part approval are taken from a significant production run.  This run would typically be from one hour to one shift's production, with the specific production quantity to total 300 parts minimum unless the customer has agreed upon some other quantity in writing.  Parts from each position of a multiple cavity die, mold, tool or pattern are to be measured and representative parts tested.

The purpose of production part approval is to determine if the supplier properly understands all customer engineering design record and specification requirements and that the process has the potential to produce product meeting these requirements during an actual production run.

In order to complete PPAP, the following will happen:

- Design specifications must be documented

- Process capability must be determined

- Production capability must be monitored

COMPANY follows the AIAG PPAP format.

16.0 Advanced Product Quality Planning (APQP)

APQP is a structured method of defining and establishing the steps necessary to assure that a product satisfies the customer.  The goal of product quality planning is to facilitate communication with everyone involved to assure that all required steps are completed on time.  Effective product quality planning will be accomplished at COMPANY with top management’s commitment to achieving customer satisfaction.

COMPANY follows the AIAG APQP format.

17.0
Strategic Quality Planning (Business Planning)

Quality Council

A quality council consisting of representatives from top management.  The purpose of the quality council is to provide strategic quality management to the organization.  The council will meet monthly and review the status of the quality initiative.  The council will hear presentations from the Nonconformance Review Board and Corrective Action Board and make decisions regarding the application of resources.

Organizing for Quality

The organizational functions will be clearly defined.  Organizational dynamics and the organizational culture will be continuously monitored to assure an environment conducive to employee involvement and technical changes.

Project Management

Project Management techniques will be used to plan, organize, and control the quality initiative.  Tasks will be clearly defined, with assignments and due dates.
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