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ABSTRACT
This project consists of the development of a Quality Manual (QM) for Amador
Lewis, Inc. Consulting Engineers, herein referred to as ALI, a small business
organization, founded by myself and my husband in December 20, 2005. ALI is one
of 13 structural engineering firms in Stanislaus County. It has a total of 6 employees,
including the owners, and provides engineering services mainly to the building
construction industry. In general, small business firms have difficulty applying Total
Quality (TQ) principles, which leads to misguided perceptions that quality |
management cannot be effectively accomplished in a service organization. Initiating
a TQ concept requires an assessment of the costs and benefits and recognition of the
importance of quality. The QM produced herein was drafted under the guidelines of
ISO 9004, which differs from the recognized ISO 9001 that many organizations adopt
for certification or contractual purposes. ISO 9004 promotes the adoption of a
process approach to a quality management system, without certification and,
therefore, is ideal for small businesses in pursuit of continual improvement of
performance. ALI went through a process of: (1) educating its employees on the
fundamental principles of TQ; (2) drafting a QM, with procedures and work
instructions; and, (3) recording results of a series of self-assessments. The addition of
this QM to the existing quality system enhances the ébility of ALI to achieve and
maintain a competitive advantage in the region. Chapters I-V discuss the process of
planning and creating the QM, which is re-produced in Appendix A.
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CHAPTER I
~ INTRODUCTION TO THE PROJECT
BACKGROUND

Amador Lewis, Inc. Consulting Engineers, herein referred to as ALL is a start-
up service company founded by myself and my husband, Alvin Lewis, Jr. in February
0f2003. What began as a part-time home-based sole-proprietorship, then “All
Design and Drafting Services (ADDS),” and nearly three years later, incorporated as
a sub-chapter ‘S-Corporation’ in December 20, 2005, ALI just began its full operation
as a full-service structural engineering consulting firm in April 1, 2006, with four (4)
full-time and one (1) part-time (all permanent) employees.

ALI has launched a business plan with a modest start, but a global long-term
consistent growth. The founders of ALI, have accumulated over 35 years of
experience in structural engineering, design, consulting, detailing, cost estimating,
and project management. The record of continued growth that our company has
experienced was due to the quality design and service to our clients, and our future
success depends upon the continuation of our efforts and adherence to the highest
professional standards and ideals, guided by our firmly held values.

STATEMENT OF THE PROBLEM

ALL in its first year of full operation, as with many start-up small business
service companies, faces many challenges, which have to be prioritized in order to

survive its infancy period. In April, I, employed full-time as President and Chief
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Executive Officer, and my husband, employed part-time as Vice-President and Chief
Operating Officer, were joined by three other full-time permanent employees of ALI:
the Secretary/Treasurer, an officer of the corporation; a Project Technician/CIS
Technician; and a CAD Operations Manager. And in August, our latest addition to
the ALI family was a part-time Receptionist / Office Assistant. Indeed, with six (6)
employees, ALI is a family-owned and operated small business, who joins only
twelve (12) other structural engineering firms in Staﬁislaus County.

Many companies believe that the unique characteristics of service industry
make it difficult to apply total quality principles, and foster misguided perceptions
that quality management cannot be effectively accomplished in services. There are
numerous research published on the successful implementation of ISO 9000 within
large companies, where there are available resources for continual improvement.
Less published research, however, is available on the implementation of this
International Standard within a Small to Medium-size Enterprise (SME), which are
often strapped for resources (Mulhaney, A., Sheehan, J., and Hughes, J., 2004).

ALI currently, is a supplier of “structural engineering” services to a local pre-
engineered metal building manufacturer and its builders, which are located on about a
dozen Western States. From prior work experience, I am aware that building
manufacturers, just like many U.S. manufacturers, send audit teams to their suppliers,
as they realize quality is imperative. Ifthe suppliers had a documented quality
system in place, they would be recognized. However, a recognized supplier had to

follow the manufacturer’s processes. This means that if ALI was to continue to grow



and supply engineering services to several other customers, it would have to follow
several management systems. This would become a particular burden to ALI, which
currently has to carefully choose the customers it can service within its limited
resources. This would hinder its growth and expansion, unless a quality system is
managed properly and implemented effectively for long-term competitiveness.
PURPOSE OF THE PROJECT

As many U.S. manufacturers began outsourcing engineering services to
countries like India and China, small business suppliers who had historically worked
with these manﬁfacturers had to look for new ways to compete in the world market
(Manicki, K., 2006). So how can a small consulting firm like ALI compete with the
big guys?

ISO 9001 certification is an obvious competitive advantage. The process,
however, is not inexpensive and is unreasonable for a small business. “A 1998
survey found the average cost for a company to achieve ISO 9001 certification was
$120,000” (Manicki, K., 2006). This amount is “spare change” to a large company,
but would break a small business like ALI. When I was an employee for a pre-
engineered metal building manufacturer, the very same manufacturer that now
outsources engineering design to ALIL I had first-hand experience of the enormous
process of achieving ISO 9001 certification, as I was also trained and had to become
certified as an “Internal Auditor.” Large companies could hire consultants and train
teams whose sole function would be to work toward certification. This luxury is non-

existent within ALI, and ISO 9001 certification is not the reasonable short-term goal.
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However, I believe ALI still needs to stand tall! And to do this, it must have a solid
ground. A Quality Manual is to be designed and introduced to provide the company
with a stronger foundation necessary to achieve a sustainable competitive advantage.
As ALD’s leader, I recognize that initiating a TQ concept requires assessment
of costs and benefits to a small start-up company and that the importance of quality in
services cannot be overestimated. Studies show that “companies can boost their
profits by almost 100 percent by retaining just 5 percent more of their customers than
their competitors retain” (Evans, J.R. and Lindsay, W.M., 2005). This drastic
difference is due to the higher cost associated in acquiring new customers than the
cost of retaining existing customers. Understanding that to gain customer loyalty, we
must exceed customer expectations and to achieve this goal, we must be customer-

focused, understanding their needs and continuously improve our processes.



CHAPTER I
REVIEW OF LITERATURE
BACKGROUND ON TOTAL QUALITY (TQ) CONCEPT
Defining “Quality” has become more challenging than ever before, as
quality concepts become more complicated, hence very confusing, partly because
people view quality in relation to variable criteria based on their individual
responsibilities and roles in the production-marketing value chain. In addition,
the perception and meaning of quality continues to evolve as the quality
profession grows and matures. Business professionals and consultants will not
agree on a universal definition, it is impossible! However, they (we) can agree on
~ the concept of TQ as the single most important factor in sustaining a competitive
advantage in the 21* century.
As companies realize the broad scope of quality, the concept of TQ
emerged. -In any instances, TQ is based on three fundamental principles:
1. A focus on customers and stakeholders
2. Participation and teamwork by everyone in the organization
3. A process focus supported by continuous improvement and learning.
ISO 9001:2000 and Small Businesses
Businesses adopt the ISO 9001:2000 Quality Management System (QMS)
to provide the organizations a model to grow systematically while assuring the

quality of their products. This QMS model has historically been accepted by
5



large organizations, particularly in the manufacturing industry. Gradually, with
the release of the more generic ISO 9001 version late in the year 2000, the
number of non-manufacturing organizations seeking to achieve ISO 9001
certification, grew at a moderate pace. It is a fact that the majority of
organizations worldwide are non-manufacturing and belong to the category of
small businesses, and “these businesses have generally resisted voluntary
adoption of ISO 9001 for intrinsic and interdependent reasons, such as lack of
sufficient personnel and capital resources, lack of time and skills” (Aldowaisan,
T.A. and Youssef, A.S., 2006).

Convincing small businesses to buy into ISO 9001 would be difficult, as
efforts should ultimately focus on underlining the long-term benefits of
registration and finding ways to reduce the cost of outside consultation. However,
reducing consultation costs may jeopardize the quality of planning, developing,
and implementing a successful ISO 9001 systems, as the old saying goes “you get
what you pay for”. To reduce their fees, some consultants may cut on
development time, force the use of templates that may not be 100% applicable to
the organization’s products or services. Many small businesses simply cannot
afford to dedicate, qualify, and train core employees during the planning,
developing, and implementation stage, nor can these organizations finance the
cost of achieving and maintaining ISO 9001 certification. Hence, to reduce costs,
these businesses may minimize employees’ involvement and training, and suggest

registrars who are document auditors rather than quality auditors, and



contradictory to the system’s purpose, the outcome is an affordable ISO 9001
certification that is short on quality.
APPLICATION OF ISO 9004

The present editions of ISO 9001:2000 and ISO 9004 have been
developed as a consistent pair of quality management system standards which
have been designed to complement each other but can also be used independéhtly,
as they have different scopes (ISO 9004:2000(E), 2000). Whereas ISO 9001 is
used by organizations for certification, or contractual purposes, ISO 9004 gives
guidance on continual improvement of an organization’s overall performance
without imposing audits to meet requirements of certification and, therefore, ideal
for small business organizations.

The adoption of a quality management system should be a strategic
decision carefully evaluated by the top management of an organization, especially
for small business service organization, where the cost can very easily outweigh
the benefits. This International Standard ISO 9004 is based on eight quality
management principles. However, it is not the intent of this International
Standard to imply uniformity in the structure of quality management systems or
uniformity of documentation.

It is the goal of ALI to identify and exceed the needs and expectations of
its internal and external customers, as well as the society, to achieve and
ultimately sustain a competitive advantage, and to accomplish this in an effective

and efficient manner, while maintaining and improving overall organizational



performance and capabilities.

The application of ISO 9004 not only provides direct benefits but also
makes an important contribution to managing costs and risks. Benefit, cost and
risk management considerations are important for ALI, its customers and other

interested parties.



CHAPTER I
METHODOLOGY

ALI wishes to move beyond the requirements of ISO 9001, as cost
associated with certification outweighs the benefits for a small business service
organization, the company will be adopting ISO 9004, as it is recommended as a
gﬁide for small organizations such as ALIL in pursuit of continual improvement of
performance. ALI is not seeking registration under these International Standards
nor is it intending to use the guides for contractual purposes. However, ALI is
motivated by an internal need to strengthen its infant infrastructure, improve
operations, and by the founders’ vision of “global long-term consistent growth,”
in which case the company expects registration would be mandatory.

Understanding that ALI, as a small business of 6 employees, differs from
large businesses in many fundamental ways:

M 1, President of ALI, enjoy greater coqtrol and am more involved in daily
operations, know all employees personally (as the majority are blood-
related, family), have a better understanding of their capabilities, know the
entire company operations end-to-end, have more knowledge of customer
requirements and have good knowledge of the firm’s working
environment of customers and competitors.

M ALD’s services are limited in terms of market, geographic location (an

engineering firm is typically limited to practice in States where the
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owners/principals have Professional Engineering (PE) registrations at; I
currently hold PE registrations in 7 States),‘customer base, and
technology.
M Every employee of ALI counts and their departure will cause a great deal
of disruption to our daily operations.
As I have mentioned earlier, small businesses like ALI typically lack the
resources, time, and skills to assess quality culture and conduct extensive market
research. These shortcomings can impede ALI from developing, implementing,
and maintaining a Quality Manual (QM).
FRAMEWORK: PROCESS AND INCREMENTAL APPROACH

Based on “An ISO 9001:2000-based framework for realizing quality in
small business,” the success of the framework, which I will be discussing is detail
below, depends largely on four complementary premises:

1. Adopting the “Do-it-yourself” premise in order to effectively reduce the
total cost of preparation, development, implementation, maintenance, and
improvement. This methodology not only would benefit ALI by
eliminating consultation costs, but more importantly, rely on its own
people to improve its infrastructure and at later stages, fine-tune and
improve the system. A major drawback of many ISO 9001 quality
systems is that they are developed by consultants without real involvement
from the people in the organization, as it is too often that “lack of

understanding of the system components and the involved development
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and improvement tools turns these systems into meaningless
documentation and records keeping practices that stand as barriers to
business improvement” (Bhuiyan, N. and Alam, N., 2005). Having gone
through an ISO 9001 certification process and achieving certification as an
“internal auditor” myself, during my past employment of over 5 years as a
Design Engineer for a pre-engineered metal building manufacturer, I
believe I have the proper tools and understanding necessary to lead ALI
through a successful implementation of this framework.

2. Assigning a top operational manager, CAD Operations Manager (COM),
to also be the quality representative in order to secure and maintain
management commitment, assure alignment of overall quality
performance with ALI goals and business performance, and assure that the
QM is integrated with the business management system. The choice of
assigning the COM is due to the span of control and authority that is tied
to the job description, as well as the expected extensive operations
knowledge and experience. To handle the additional responsibilities,
however, the COM may very well need to rely on the support of other
administrative staff especially in performing activities of document
development, implementation follow-up, and record keeping.

3. Taking it one step at a time in order to acquire the necessary knowledge
and skills in quality and ISO 9001:2000 QMS. The COM needs

experience and in-depth training in quality concepts and tools, ISO
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9001:2000 requirements and auditing techniques. The rest of the office

staff needs to have a general training on the TQ concepts, ISO 9001:2000
QMS and in-depth training in documentation and documents and records
control. Undoubtedly, this can take up to years as there will be longer
learning curve and plenty of room for improvement and frequent
revisions/updates to the system. I understand that it is important for me to
lead and train the COM to stay the course and maintain persistence to
make it work for ALL
4. ALI will not certify until the time is right when it is economically

justifiable. I understand that this may result from customer and/or
competitor pressures, however, “systems developed under the pressures
for certification sometimes lead to registrar satisfaction rather than
customer satisfaction, as some consultants develop ISO 9001 systems with
the registrar, and some times specific registrar, in mind” (Aldowaisan,
T.A. and Youssef, A.S., 2006). I strongly believe that by setting ALI’s
objective to achieve quality rather than certification, it will help minimize
the risk of bias that characterizes most self-assessments, as promoted by
ISO 9004.

For ALI to function effectively and efficiently, it has to: (1) identify quality

activities and processes; (2) design a QMS by means of a simplified QM; (3)

manage, support, and implement the QMS; and (4) maintain and continually

improve linked activities. Often the output from one process directly forms the
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input to the next. The application of a system of processes within an organization,
together with the identification and interactions and managing of these processes
can be referred to as the “process approach” (Process approach, ISO
9004:2000(E), 2000). The big advantage of the process approach is the ongoing
control that it provides over the linkage between the individual processes within
the system of processes, as well as their combination and interaction.

ISO 9004 promotes the adoption of a process approach when developing,
implementing and improving the effectiveness and efficiency of a quality
management system to enhance customer satisfaction by meeting customer
requirements. I believe that this approach, combined with an “incremental
approach,” not only allows the above four premises, but also simplifies
- implementation of a QM and supports the much needed learning process, and,
therefore, is ideal for any small business like ALL
PROCESS OF CREATING A QUALITY MANUAL FOR ALI

The objective of developing a QM revolves around the product
realization process and the whole idea is to focus all efforts on the most
business rewarding process and to simplify the task to the extent that is almost
“fool-proof” and even more importantly, user-friendly to new hires. Since the
goal is not to certify, ALI does not have to fight with the system processes at
this point (e.g. document/records control, auditing, control of
nonconformities, preventive/corrective actions), since the system’s realization

timeframe is not of primary concern, ALI’s employees effort and time can be
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directed on developing procedures and work instructions, linking these
activities to the existing quality system, and implementing standards of quality
that would not only be beneficial for the company internally, but would also
prepare ALI for future ISO registration process.

Initiating a quaiity management system for a start-up small business
service organization of five-six employees has its advantages and
disadvantages. The biggest advantage is mobilization of a smaller group of
people to accomplish the task. The biggest disadvantage is the obvious cost
implication on a start-up company, with much of its efforts focused on
penetrating the market and just trying to reach its “break-even” mark.
Needless to say, this process presents obvious “balancing action” for ALI’s
top management. As the President and CEO of ALL I take on these
challenges as opportunities presented to ALI and understand that
accomplishing this project requires results that may not be realized for several
years after effective implementation.

OM Implementation Plan

An implementation plan was developed to initiate the project to
provide a timeframe and systematic approach to integrate ALI’s current
_ quality system with the creation of a QM as one document that would link
current procedures and work instructions. The steps followed are detailed
below:

Gap analysis
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The implementation began with a gap analysis to determine the discrepancies
between ALI procedures and the ISO 9004 guidelines. The analysis revealed
that several areas and processes in the company needed to be reviewed and
considered, including:

M Sales and marketing;

M Purchasing;

M Document control;

M Inspection and testing; and

M Customer service.

Management was aware of some of the gaps that existed, such as
handling of customer complaints, but some employees were surprised at
finding certain gaps related to documentation activities, including
maintenance logs of equipment (small equipment such as plotter, printers,
copiers), and investing time in documentation of correspondence, receiving
and shipping logs for drawings and calculations packages. A meeting was
then set up with the COM to discuss how to initiate filling in the gaps and how
the project would be developed and executed.

Understanding the quality system

To get all employees initiated into the new quality sygtem

implementation, basic training was provided to COM in ISO 9001:2000 and

ISO 9004 guidelines. ALI’s previous system was based on the old guidelines
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of ISO 9001:1994, as my past training as an internal auditor was under this

system.

Then it was time to educate all of ALI’s employees on the concepts
underlying Total Quality (TQ). I scheduled eight 1-hour weekly sessions in
the Summer (2006). The sessions included PowerPoint presentation of
Chapter 1 through 8 of J.R. Evans and W.M. Lindsay’s “The Management and
Control of Quality.” Table 1 below lists the contents of the eight chapters

presented.

TABLE 1 - BRIEF CONTENTS OF PRESENTATIONS

BEM TiE QUALITY SYSTEM

Chapter 1 Introduction to Quality
Chapter 2 Total Quality in Organizations
Chapter 3 Philosophies and Frameworks

PN 1= MANAGEMENT SYSTEM

Chapter 4 Focusing on Customers

Chapter 5 Leadership and Strategic Planning
Chapter 6 Human Resource Practices

Chapter 7 Process Management

Chapter 8 Performance Measurement and Strategic

Information Management
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These sessions were very interactive, as I relate the applications of
these Chapters of the Text to the structure of ALL its services, and goals. All
employees discussed their thoughts on how we could improve our processes.
From these sessions, I have gained tremendous input on how to draft a Quality
Manual for ALI.

Project team formation

Four informal separation of duties have been assigned to a “leader,”
who assumes responsibilities for leading the big task of creating new and
revising existing procedures and work instructions: (1) Engineering, (2) CAD
Operations, (3) Information Systems, (4) Administrative. As participation and
teamwork is one of the values we hold high at ALI, I believe that, in any
organization, the person who best understands his or her job and how to
improve both the service and the process is the one pex;forming it. The
mandate of this team was to discuss issues of implementing the new QMS, to
set a timeframe for the assignments given to the responsible functions, to
provide resources, and to discuss the results of self-assessments and means of
resolving issues that hindered project efficiency and effectiveness. It was
decided that each “leader” would conduct a self-assessment of a section of the

113

new QM every other Friday, coinciding ALI’s “payday,” and on an as-needed
basis. Any projects to be assessed will be randomly picked.

Management representative



A management representative (MR) was designated to lead the change.

The key responsibilities of the MR included:

M Ensuring the organization, implementation, and maintenance of the
QM commensurate to the guidelines of ISO 9004;

M Reporting the performance of the QMS by representing and sharing
results to the President/CEQ and all employees as a basis for
improvement;

M Liaising with external parties such as vendors and customers on
matters regarding QM issues; and

M Ensuring awareness of customer requirements throughout the
organization.

The responsibilities of the MR were given to the CAD Operations
Manager (COM) once the QM was created and in place. The responsibilities
and authorities of the MR were made clear to all employees.

Quality policy and objectives

An important venue of the creation of a QM for ALI is to develop a
quality policy and set objectives for the first three months of the project. The
quality policy reflects the commitment of top management/founders to their
quality goals. This commitment needs to be communicated and instilled in
every employee, at every level, including part-time and temporary employees
(Receptionist, and summer-intern at the time) in such a manner that everyone

clearly understands the quality management perspective as aligned with the
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founders’ vision for long-term global growth. Objectives were then translated
into measurable items.
Documentation requirements

Another important dimension, and probably the most daunting task, of
setting up a quality system is the documentation and renaming of procedures
and work instructions, as it would be a mandatory requirement under ISO
9001:2000 certification in the future. The responéibilities of developing these
documents had been delegated to the employee who knew the task well.

There are four levels of documentation requirements:

Level I documentation is the QM (reproduced in Appendix A), which
elaborates what the quality system at ALI is all about. Each section of the
document describes a particular ISO 9004 clause or sub clause and refers to
more detailed procedures when applicable. This QM forms the basis for
quality audits or self-assessments and can be seen by the customers where
required.

Level II documents are the QM Procedures, which are detailed written
descriptions of what is being done in the company, who is responsible and
when the task is to be performed.

Level III documentation includes Work Instructions/Technical
procedures, Job Descriptions, Checklists, and Process Flow. Sample

procedures and work instructions are reproduced in Appendix B.
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Level IV documents form the basis for proof and evidence that an
activity has been completed. These documents include forms, reports,
checklists, engineering work orders, reviews, transmittals, logs, self-
assessments, etc. |

Many of these Level IV documents were already in practice in ALI
and required renumbering to control them. Some forms, which are necessary
from ISO perspective, have been generated to fulfill the requirements of the
system. All 'documents were controlled by issuing each one a number
systematically, with revision levels and revision dates. An amendment sheet
is controlled to keep track of the most current issues of documents.
Cross-training and re-training of employees

The next step in the implementation plan was to provide training to
employees about their work instructions, checklists, and the filling of our self-
assessments. Responsibilities in this area rest with the department heads. A
training acknowledgement sheet was developed to ensure that the employees
understand clearly the training materials. The skill and competence of the
employees and their immediate supervisors have a decisive effect on the quality
of the service or what we call our “deliverables.”

Self-Assessments

Finally, at the end of the project, several self-assessments were conducted

to determine the gaps remaining and submitted to top management for review in

the next quality meeting (a sample of a recorded self-assessment is included in



Section IV below). Most of the elements required were documented and
implemented, although some needed to be done more efficiently and effectively
(documentation control, inspection, and process control). The assessments
revealed that the employees did follow the procedures but not very strictly, an
indication that there was no time to do so. Understandably, their efficiency and
effectiveness will continue to improve with the process over time.

Implementation Issues and Barriers

Preventive Maintenance

ALI does not have a set procedure for preventive maintenance of their
small machines (plotter, printers, computers, and copier). For the leased
equipment such as the printer/copier and the plotter, the company relies on
irregularly scheduled visits by the supplier’s Technician, which may be
inadequate at times, as toners may run low during a “critical day,” when
submittal drawings need to go out. Establishing an “internal” preventive
maintenance check for the machines had been planned after a discussion with
the COM and the CIS Technician. Machine manuals were controlled and the
items specified for the maintenance had been considered to initiate routine
maintenance check, so as to have an extra supply of toner in-house at all
times. Eéch CAD Operations Department employee has since been trained to
replace toners, when necessary.

Inspection



Inspections to meet [SO guidelines are performed through various
stages in the CAD Operations, but there is no “peer review” in the design
process. Three levels of “reviews” are performed per project: (1) Self-check
is performed by a Project Technician (drafisperson); (2) The immediate
supervisor, the COM performs a thorough check of the Project Technician’s
ability to interpret “redlines” given to him by the Project Engineer, and
discusses necessary revisions and identifies the Project Technician’s
immediate training needs and long-term objectives/goals; (3) The Project
Engineer reviews and seals the drawings for submittal. This demonstrates the
lack of “design peer review” as there is currently only 1 Project Engineer on
payroll. In the future, as ALI strives to recruit more staff engineers, the “peer
review” process will have some meaning. It is currently not cost-effective to
hire outside consultants to perform a “peer review” in the final design process.
Customer complaints

There was no formal procedure in place to handle customer
complaints. Fortunately, the issues or questions the customers had been
handled by the delegated department leaders. ALI has not had any complaints
to this day, however, top management understands that handling of customer
complaints is an important clause in the ISO 9004 guidelines, because
responding to the customer positively can rebuild customer relations and help

maintain business.
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Therefore a procedure for handling customer complaints in a timely manner
was designed, and more importantly, the customer’s input was included. A
customer feedback (survey) form was also designed as a quality activity
linked to the new procedure.

Documentation Control‘

ALI was missing a controlled documentation of receipt of customer
drawings and other documents received through mail. A
“Receiving/Transmittal Log” was then designed and linked to the main
“Documentation” procedure.

Organizational barriers

The initial stages of implementation and the corresponding
implications of change created several roadblocks, generally present in small
businesses that impeded smooth implementation. The following items were
the key factors that slowed down progress:

(1) Quality perception. Instilling the founder’s vision and goals to the
employees, in order to understand the importance of quality in a small
business organization, was crucial to make the system effective at the grass-
roots level. From the start, the employees did not have a good understanding
of what was quality in the eyes of ALI’s customers. The 8 week one-hour
training sessions about the fundamental concepts of TQM were eye-opening
and greatly needed. It took many more hours of discussions of why it is

important to strengthen ALI’s infrastructure now than later.
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(2) Lack of resources. With only 3 full-time employees and 3 part-time

employees, the investment of time and effort was nearly impossible, if not
“painful,” as ALI tried to meet deliveries of projects concurrently in a timely
manner. Any time spent on training, writing procedures, work instructions,
checklists, and forms in creating and implementing the new QM directly
increased lost project opportunities, as time had to be divided between project
efforts and QM creation.

(3) Lack of training of ISO concept. As 4 out of 6 employees of ALI were
exposed to the ISO concept for the first time, allocating time and funds for
training was necessary, and as mentioned above, painful as the realization of a
QMS may not materialize immediately. Fortunately, both founders have been
exposed to the concept, therefore, top management commitment and support,
which is typically lacking in implementation of a QMS in small businesses,
had been solid from the beginning. According to a journal on “ISO
9001:2000 in small organizations.;.” (Poksinska, B., Eklund, J.A.E. and
Dahlgaard, J.J., 2004), ISO 9000 is actually only a framework for identifying
and managing activities that have an impact on quality, as the standard is
intended for broad application by a broad range of organizations, and that
“there is considerable flexibility in the adjustment of requirements to the
particular needs of an organization.” Considering the diversity of business
environments, the QMSs designed according to ISO 9001 may very well

differ from organization to organization to a large extent. However, according



to this journal, many questionnaire surveys show that the motivation for
certification influences the outcomes of QMS and the overall benefits the
organizations gain from the standard are related to the motive that initiated the
drive for a disciplined quality system. Therefore it is crucial that more
training on the concept of ISO is given to ALI employees, as “the benefits
achieved from the system are not provided by the standard itself, but by the
method of implementation and the way of operating it...” (Poksinska, B.,

Eklund, J.A.E. and Dahlgaard, J.J., 2004).
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CHAPTER IV
RESULTS

As an old saying goes, “The proof is in the pudding.” Considerable
evidence exists that quality initiatives positively impact bottom-line results (J.R.
Evans and W.M. Lindsay, 2005). Quality-focused companies achieved better
employee participation and relations, productivity, greater customer satisfaction,
increased market share, and improved profitability (U.S. General Accounting
Office, 1991). Based on objective data and rigorous statistical analysis, the study
showed that when implemented effectively, total quality management approaches
improve financial performance dramatically. This is what I wish we would
achieve in the very near future, as we implement the Quality Manual I have just
created, with the involvement of all ALI’s people.
Self-Assessment of the QM

Annex A of the ISO 9004 contains guidelines for self-assessment, which is
a carefully considered evaluation resulting in an opinion or judgment of the
effectiveness and efficiency of the organization and the maturity of the quality
management system. These guidelinés point to the organization’s management to
perform the self-assessment, as it is intended to provide fact-based guidance to the
organization regarding where to invest resources for its improvement. I believe it
will also be useful in measuring progress égainst ALI’s goals and objectives, and

to reassess the continuing relevance of those objectives.
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