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KOSCIUSKO LEADERSHIP ACADEMY

QUALITY PERFORMANCE: A SURVEY OF COUNTY MANUFACTURING COMPANIES

INTRODUCTION: _ I

Within the last decade, American Industry has cultivated a renewed
interest in the quality of its products. This emphasis on quality is embodied
in a wide variety of corporate practices -~ from the emergence of Quality Circles
to the sales pitch of Ford auto dealers reassuring us that "Quality Is Job 1',
Foreign competition has been partly responsible for this renewal of the guality
ethic. One need only compare what 'Made in Japan' insinuated about the quality
of a product a few years ago to what it implies now in order to recognize how
high-quality, competitively~priced foreign products have affected American

industries.

The purpose of this report is to investigate what industries in Kosciusko
County are deoing about quality and if large and smaill companies differ in their
approaches toward quality performance. To this end, a Quality Survey Questionnaire
was used to gather data from large and small companies listed in the Chamber of
Commerce Directory of Kosciusko County. The questionnaire consisted of 58
questions regarding quality as a business philosophy, quality performance in
general, and the techniques or tools being used to improve or maintain a company's
quality performance. Forty-eight companies were polled, representing 77 percent
of the total county employment. Data was obtained from 26 of these companies,
E;presenting 54 percent of the total county employment. The data was broken down
according to company size: Group | companies having an employment of Qreater
than or equal to 200 and Group |l companies with less than 200 employees. Nine of
the respondents were Group | companies (83 percent of the represented employees)
and 17 were fn the Group || category (17 percent of the represented employees).
it was felt that this cross-saction of Kosciusko industry was representative of

the trends running through most of the companies in this county.

This report was assembled by George T. Delf? Santi, Senior Development
Engineer, Zimmer; Fay lden, Quality Circles Staff Assistant, R. R. Donnelley & Sons;
and J. R. Lowe, Vice~President and Manufacturing Manager of Whitley Products. |t

represents their final project In fulfillment of their participation In the



Kosciusko Leadership Acedemy (KLA), an organization under the supervision of
Dr. Peter J. Murk and dedicated to the development of leadership skills within

our community.

QUALITY AS A BUSINESS PHILQSOPHY:

One-third of the questionnaire was devoted to questions regarding how a

company viewed quality as a philosophy for guidance of their business practices. -

This included defining quality as a concept, determining what priority quality
held in the corporate structure, the company's view of how it ranks ahong its
peers with respect to quality performance, how employees were motivated to seek
quality, and the attitude of industries toward improving quality as a corporate

goal.

The Concept of Quality -

Large and small companies alike seemed to be in agreement in their
concept of quality. Both Group | & !l believed that quality breeds productivity,
which in turn leads to profitability. Kosciusko County companies supported the
notions that "Quaiity pays -- not costs', since '"Doing it right the first time

lowers manufacturing costs significantly.”

Motivating factors for maintaining high quality performance levels were
also investigated. All respondents were in agreement that, "A clean and safe
work environment is a prerequisite for maintaining high quality performance
levels.'" In deciding on the single most important impetus for quality, however,

there was no unified concensus. One-half of the companies felt the customer was

the primary motivating factor for high standards of quality. One reason for R

this may be the very npature of the customer. Bill Dohl, President of the
Arncld Corporation related:
As a prime Navy supplier of critical parts, a
'no defect' program has been in effect for several
years. We are under surveillance of a government
inspector at all times. To survive in this business,
quality must be job #1.
The remaining one~half of the responses were evenly distributed among
the choices of plant management, quality control management, and chief executive
as the primary motivating factor for quality. An interesting finding was that o

none of the respondents felt that production management served as an Impetus to

quality performance.



It was also determined that only a few of the companies strongly agreed
with the statement that, '"The primary function of the quality control department
is to act as a 'policeman’ to assure quality performance levels are maintained."
Customer acceptance of preoduct, therefore, appeared to have a greater effect in
matters. of quality performance than did the influence of management from

within a company.

The responses concerning the priority a company places on quality
revealed a situation wherein quality is recognized as an essential element for
survival of the company. Jim Bricker, Executive Vice-President and General
Manager for Whitley Products, illustrated the fundamental necessity for quality

with a simple equation for corporate longevity:
Quality = Productivity = Profit = Survival

This view was also echoed in Steve Rufenbarger's {(Executive Vice-President
of Peabody ABC Corp.) astute overview of the cause for the recent furor over
quality in American industry:

The economic slump in the U.S. during the past few
vears has created ... distinctly different scenarios
of business strategy. Some industrial firms have
elected to produce as 'cheaply' as possible. Product
gquality has diminished in the process. Some firms
have opted for this strategy to survive. It is
short-term thinking, and | believe most of these
businesses are doomed to fail.

This equivalence of quality and corporate survival was also reflected in
the fact that quality as a corporate objective was ranked very high by all
companies. As a manufacturing priority it was ranked above safety, costs of

production and on-time delivery.

Nearly all the companies polled felt their quality performance, as well
as that of most other American industries, had imbroved as compared to five years
ago. Most large companies (Group 1) felt that their quality performance could
be rated as excellent within the industry they served while the responses of

small Group 1! companies were split between excellent and good.

The fact that most of the companies polled felt that gquality in American
industry needed improvement at least five years ago is also worthy of note. The

tone of the responses gave the impression that most respondents felt we are



"over the hump'' in improving the quality of American industries. Bob Eppich,

Vice-President of Manufacturing of Dalton Foundries, elaborated on this very

point:

it appears that all major corporations are
making a seriocus, significant effort to improve
quality and American consumers are enjoying

the results of that effort. The Japanese have
indeed awakened a 'sleeping giant'.

This was the only reference to Japanese quality perfarmance received in

our poll.

Japanese quality performance, especially in the automotive field,

has indeed received a great deal of press over the past few years. But, Is the

Japanese success story one which we can duplicate in this country? In an

article from Fortune (Why We Can't Imitate the Japanese: May 17, 1982), author

B. Bruce-Briggs states that the '"Japanese solution'' may not be the panacea

Amer ican business seems to think it is:

{The Japanese} have accomplished wonders by providing
the world with good merchandise at good prices, Rarely
have Japanese products been highly innovative, but they
have, in general, given more value for the money. That
is the real Japanese advantage.

How do they do it? With labor that does what is expected
of it. 1In my opinion, good labor, not the art of
management, is the key to Japan's ascendancy.

Japanese workers come in the door properly trained by
family, schools, the entire society. To be sure, the
system is full of what we call reinforcement. That is
the purpose of company songs and the social and
recreation programs that keep workers in a directed mass.

What ocught to be learned from Japanese success is the
value of adhering to the fundamentals of commerce =~
give the customer what he wants and control the costs =~-
of working hard and running like heil. But once ugpon a
time we knew all that ~- and America had doubie-digit
growth rates.

Employee lncentives - . L e

Motivation of the employee is a concern not only In Japanese industry.

It is also a factor in maintaining the quality ethlic in American corporations.

As pointed out by Marti Sacks, Research & Development Engineer and Director of

Quality Control, of Sun Metal Products, [nc.:

The most effective method of maintaining consistent high
quality is to motivate the production worker and
supervisor by keeping them informed and involved in

the quality control program, and aware of its importance .
and benefits. ' '

g




0f the many methods for stimulating productivity in emplovyees,
numerlcal quotas and piecework wages were judged to be compatible with maintain-
ing or Tmproving quality performance levelis by ;he majority of the questionnaire's
respondents. Most companies Tn the county, however, were found to compensate

hourly employees by straight wages.

Strategies for Improving Quality -

The last consideration examined of quality as a business philosophy was
the attitude of industries toward improvement of their quality performance. All
respondents said that ever-improving quality was an important strategy in their
company. There existed a disparity, however, in how Group | and Group |l companies

approached the execution of this strategy.

Nearly all large companies strongly agreed that an on-going corporate
management commitment is needed in order for a company to achieve ever-increasing
levels of quality performance. Small companies were somewhat less enthusiastic
In supporting this doctrine. It was also found that all large companies have set
short and long~range goals for quality performance and have established company-
wide priority programs for improving quality. This could not be. said of

approximately one-third of the small companies in this survey.

This difference in approach towards improving quality could exist for a
number of reasons. It may be that the situation in industry parallels the Impact
that agriculture had on developing civilization. The advent of agriculture
freed~up more time for society to devote to activities other than basic survival,
such as the arts, sciences and industrialization. Likewise, it may be that only
large corporations have the time, resources and personnel to devote towards the
development of a formal program for the long-range improvement of their quality
performance, while small companies devote their manpower to day-to-day survival
in the marketplace. There Is also justification, however, in the view that it is
the small company that is at an advantage in the improvement of quality performance.
A small company often exists with less bureaucracy and inertia towards rapid
change than a large company. This may aliow a small company to implement improve-
ments in quality performance without the need for elaborate long-range goals and

prierity programs.



QUALITY TOOLS AND TECHNIQUES:

There are many tools and techniques available to industry today to improve
product quality. What are some of the tools and techniques used by Kosciusko

county Tndustry?

Group | industries for the most part have a formal written quality
assurance manual and a formal written quality improvement plan. Although
one-half of Group Il industries report having a formal written quality assurance
manual, only one company in the group had a formal written quality improvement

plan.

Formal orientation and training for new emplovees seems to play a major
part in acquainting them with company policies and procedures. Group | companies
spend, on the average, one to five hours in formal orientation and iraining with
three companies devoting more than five hours to this activity., Fifty percent of

Group |l industries have a program consisting of one to five hours.

Some companies believe that employee participation in problem solving is
essential for quality and productivity improvement. These involvement groups are
most commonly called Quality Circles or Task Force teams. Seven companies in
the county have established this concept. Time spent in group meetings varies
from one hour per month to one hour per week. Half of the companies reported
thelir groups as being effective and half felt them to be somewhat-effective in
problem solving. Peabody ABC's Rufenbarger stated, "We have established a
Quality Circle program to assist management, and maintain high safety
standards, improved productivity, and high product quality standards.'" Of the

remaining companies, three are planning to organize such grdups in the future.

Continuing education for all employees is widely recognized today as a
method for improving employee perfofrmance. Various'methods are used, such as
seminars, university sponsored courses, outside consultants, audio/visual programs,
and the resources of management and line supervisor personnel. The largest
percentage of Group | companies uses seminars, management, 1ine supervisors,
and audio/visual programs for employee training. Almost all training s done
in-house and through line supervisors in Group |l companies with some use of

management as instructors.



Many companies within the county have adopted statistical process
control (SPC) as a tool for continuing quality improvement. SPC focuses on
the prevention of problems -- not detection. Statistical measurements are
applied to assure that processes are in full control so that products conform
to specifications. There are nine Group | companies which employ SPC and of
the companies which do not currently have SPC programs, three companies are
planning to implement such programs in the future. Personnel within these
companies receive anywhere from a few hours to 60 hours of training depending
on their job function. Measurement techniques most commonly used by the companies
which have a SPC program are range charts, X bar charts, control limits,
histograms, and capability studies. Over two-thirds of these companies reported
improved quality performance. The success of a SPC program is dependent on the
condition of the machinery used to manufacture product. A Preventive Maintenance
program for machinery, equipment, and tooling is therefore necessary to achieve
and maintain high quality performance levels. Ninety percent of all companies

responding have a formal preventive maintenance program.

Although SPC is rapidly being adopted by American Industry 7t Is not a new

technique. Michael Carlson, Quality Assurance Manager of Owens-illinois states:

As our product line is used to.package pharmaceutical
products, quality performance (dimensional wuniformity,
visual appearance) is a must. Many of the ''new" SPC
programs have been part of our manufacturing operation
since the 1950's. Over the past two years, Pareto studies,
cause and effect studies and other data
collection/presentation techniques have greatly
assisted us in a re-machining effort. By addressing
those areas associated with losses, recurring quality
problems, labor intensity and maintenance

difficulties, we have developed and are still
developing equipment that has enhanced productivity

in its truest sense -- significantly increased

output with significantly improved quallty.

"QUALITY PERFORMANCE:

In the last few years most area manufacturing companies have spent
considerable time and effort communicating quality performances to their
employees and in making them aware of customers' needs and expectations as
it relates to quality. All the companies surveyed responded that they kept
their employees informed using several different methods -- with plant-wide
meetings, departmental meetings and bulletin board postings being the most
commonly used methods. 1In addition, all of the larger companies and one-fourth
of the smaller companies include quality topics in empléyee newsletters with

...?..



frequency of distribution ranging from weekly to quarterly editions. ATl

of the companies employ at least one type of quality performance measurement
with most companies using a combination of several measurement methods.
Customer returns, final audit rejects, warranty costs, customer complaints
and ratings, internal quality audits, scrap costs and rework/salvage costs

were measurement methods most often mentioned in the survey responses.

All reporting companies except one stated that operators are responsible
for the quality of their own output and that quality performance is a criteria

used in job pearformance appraisals for managers, supervisors, and hourly employees.

Production supervisors spend approximately two-thirds of their time
supervising, 15 to 20 percent performing administrative duties such as
completing reports and awaiting time cards, eight to 10 percent expediting
parts through the plant and six to ten percent training employees. There were
not any appreciable differences between large and small companies. However,
supervisors In Jarger companies tend to devote more time to training than thelr

counterparts in smallier companies.



SUMMARY: , L

For the most part, companies in the surve? reported that their
quality performance records had improved during the past five years and
that current performances rate from ''good" to ‘‘excellent’. However, none
of the companies are satisfied with current levels and all are striving for
continuing improvement. Whether the impetus comes from customers or management,
ever-improving quality performance is an important business strategy for large
and small companies. Eighty percent of the manufacturers have set short and
iong-range goals and established company-wide priority programs for

improving quality.

Philosophy, actions, and activities are basically the same for large

and small companies -- the difference being varying degrees of magnitude:

. An on-going management commitment followed by action.

. A safe and clean work environment which promotes a greater
quality awareness. ' ’

. Communicating to all employees records of quality performance,
present activities, and future goals.

Possibly most important is greater employee involvement in
identifying and sciving problems.

Local industries are committed to quality ?mprovement and see a direct
correlation between quality and productivity. A company with good productivity
attained through improved quality performance will be cost-effective. And

a cost-effective company will be the one that survives and prospers.



Appendix A

Whitiey Prod.cis. I-c.. PCSor 184 Az-ceton ‘ndianc 46562 Te'sprore 219 £24-2112 ~AY 110-332.72D6 . ... -

March 26, 1984

Dear Sir:

Tay Tdan, Quzllty Tircles Staff Assistant, R. R. Donnelly % 3ons

Company; G=orge Dellil Santi, Senior Development Engineer—Acvancel

Technology, Zimmer; anéd I are participants in this year's class cof

the Koskiuske Leadership Academy (KLA). One of the requirements of

the KLA course is to do & "White Paper" project on a topic that is

an issue or rroblem within ocur county—a paper which eventmellw will
. appear as a&n article in the Times-Union.

The three aof us have chosen "quality" as our tcric-—probzably the
single bigzest topic of discussion for American industry these pest
few years. More specifically, we wish to conduci a survey cf selected
penufacturing companies within the county to determine what companies
are doing a&s 1t relates to thelr Juality perforzance,

The attached LA Quality Survey Questionaire is ithe method we have
selected for gethering the survey information. Please be mssured that
all inforz=+tisr will be kept confidential. FHowewver, we encourage you
to add your comments on the last page of the Questionaire =rd <o ncte
ary of your recarks for which we would have wour permissicn to guote
i the mnewspsper article.

We are rezoagstl that yocu complete the Ques=icrzire and —=*ura i< to
" -ng Y =D

Fa

v astentizm (c/o Writlew Procducts Inc.) by 4pril Znd.
Or. behzlf -f Tzy and George, I want to thank ycu for your azssistanza.

Sincersly,

J. R, Towe .
Vice President - Wiz, Mernzger
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Appendix B
KILA QUALITY SURVEY GQUESITICNATIRE Page 1

What is the current total company employment within the county?

What is the change in employment compared to five years ago? % inc/dec

If the answer to Item #2 is greater than 25% (increase or decrease), what
is the one major reason? :

cost competitiveness - quality performance other(explain)

"Quality breeds productivity. And as productiwvity improves, so does
profitability."

strongly agree agree agree somewhat disagree

"Quality pays—not costs.”

___strongly agree ___agree ___ agree somewhat ___ disagree

Rank the following manufactﬁring priorities in order of importance:
___cost of producing ___ delivery ___quality __ _safety

How much more attention is quality getting now than in the past within
your company?

quite alot more about the same less

How is your company's quality performance generally rated within the
irfustry 1t serves?. -

excellent good fair poor

How do you perceive your company's quality performance now as compared
to five years ago?

ruch improved improved about the same _ worse

Have you set short and long-range goals for quelity performance and
esteblished company-wide priority programs for irproving quality?

yas . QNo

Are the goals of your organization publishec and avallatle tc all
ernloyees?

Ves noe

i . clean ané zafe work environment is a prerszuiszizte for maintaining

&

high cuality cerformancs levels?" : : .
strongly agree agree agree SOmewsLst cisagree

Vr.er=2 does quslity rank in corporate priorities?

LENSET ' . T S = lowzzs . Smie



Page 2

KLA QUALITY SURVEY QUESTIONAIRE

How do you communicate quality perforrﬁance, customer needs and expectations

- to your employees?
. —__plant-wide meetings how often
___departmental meetlngs hcw sften
employee newsletters how often
postings how often

bulletin board

other (explain)
Are supervisors and nanagers' Job peri‘ormance appraisals based on the
quality performance of thelr departments?

ves

no
Are hourly employees! Job performance appraisals based on their gquality

16.
performance?
YES o '

How does your company measure its guality performance?
___customer returns __rejects at fimal audit __ warranty costs
customer complaints __ customer ratings

rework/salvage costs

. internal quality zudits
"1Doing it right the first time?! lowers manufacturing costs significantly??

17.
scrap reports

other {explain)
agree somewhat disagree

18.
___strongly agree ___ agree _
16. The single most important guality irpetus comes from:
___customers __ procuction Mgt. _ plant mgt., ___ QC mgt.
___chief executive cther (explain)
2C. 1Is ever-improving guzlity an imporstznt stratezy to your company?
ves " no
2°. How do you percelve Arericar InZuszr7's qualli<y performance now &s
compared to five years ago?
iroroveZ ___ atout the sams _ - worse
Is nezded in order for =

cuch improved
senent coomitment 2
zueliZy performance."

"An on-going corporste manag
. company to achieve ever-increasing levels of
' £ sonmewna

Zizagres

==

2z,
strorgly zzrze BEgTrES T



25.

26.

29.

3C.

31-

. KLA QUALITY SURVEY GU=STIORATRE page 3

¥ho has oversll quallty performance respcnSJbilitT at the plant
operations level?

guality control department productisn manage-ent
other (explaj_q)

Do your custozers routinely visit your plant to ccaduct quality sudits?

ves 'no

Do company reopresentatives routinely visit wyour vendors to conduct
quality audits?

yes o

Do you routinesly send hourly employees To visit customers and vendors
in order to review product applicetlons end manufazturing processes?

yes no

wrat percent I yeur producticn superviscrs' tine 1s spent in the
following areas:

¥supervising ¥administrative ®exz-editing %training
___%other (explain)

Do you have "roving" inspectors?

yes no

Do you have a formal written quality assurance marsl?

yes no

Do you have & formal written gquelity icprivement plsn?

ves no

To whom does the Quality Control Manager —eport?

rresidert plan® manager __ cther (exzlain)

"“he primary Zunction of the cuelity ccntr:l derzr—ent 1s to act as a
policeman to zssurs guelity performance lzv2ls exs zzintained?”

__ strongly egree _ agree _ Aagrss soCewnst _ Zizagree
tre operatcrs responsitle for their own cuzlity?
yes LD
If your emrlcrees are representel by a uricn, is “Z=zre a formal jeint

union-managersn® rrogram to addrsss cualiTy issus

ves r.o n/a




KLA QUALITY SURVEY QUESTIONATRE page I

35. How do you compensste hourly employees?

. ___straight wages piecework _____group bonus other (explain)

PR . -

maintaining or merovn_ng qual:.ty performance levels.
strongly agree agree agree somewhat disagree
37. Do new employees urdergo a formal orientation and training program?

yes no

38, If the answer to Item #37 is "yes", how many hours?
1~-5 hours 6-10 hours 11-20 hours » 20 hours

395. Does your company kave a tuition reimbursement programn for salaried
employeas?

. yes no

4o. Does your company have a tuition reimbursement program for hourly
employeas?

ves no

14. Does your company kave QC Circles, task teams or other types of employee
groups whose primary function is to identify and solve problems?

yes ne

L2. If the answer %o I*ar #L1 is "yes", how many hours per month dc these
groups meet? '

1-3 nours L-£ hours 7-9 hours 210 hours

3. If the answer to Iier #L1 is tyes", how effective are these groups in
solving problens?

___very effective ___ eflective somewhat effective __ not eflactive

ki, If the answer <o I*sz #.1 is "no", are you plannirg tc organize such groups
in the future? : ,

___yes __ nc

L5, ¥hzt resources are used in training your employees?
__seminars ___ teck schools _ university courses __ cutside consultants
___menasgement __1lne supervisors ___audio/visual

. strer {explair)

LE. Hes vour cocpeny izslemsrsed statistical process controls {SFC.




KLA QUALITY SURVEY QUESTIONAIRE page 5

Li7. If the answer to Iter #46 is "no", aré you planning to implement SPC
. in the future?

48, Which of the following are areas where SPC is Deing used?

ves no

purchased raw material machine quealifications manufacturing proces:

other (explain)

49. Which of the following SPC measurement techniques are used?
range charts X bar charts control limits histograms

capability ratios other (explain)

EC. Do you award business to your vendeors besed on statisticzl controlled
processes?

ves no

51. If the answer to Iter #50 is "no", are you planmning to intiate a program
whereby business 1s awarded to vendors based om statistically controlled
processes?

ves 7o

5'. How much zuellty improvement has been achieved since implermenting =2
SPC program? . : :

much improved improved about the same worse

53. Llist the average numter of hours of 3PC trainimg each of the following
groups has received:

chief executive/president ______ hours
plan® manager ____Eours
production supervisors ___ hours
quality control manager "~ ____ kours
engineering ‘ ____ Lours
purchasirz ranager - —_— E:our.s
togl & die employees ____ hours
guality conirol inépectors ~__ Pkours
set up orerators nours . ' : T

producticn ezployees hours



g KLA QUALITY SURVEY QUESTIONAIRE page 6

Sh. "SPC is the single most effective tool in assuring good quality
performance.”

strongly agree agree agree somewhat disagree

55. Do you have a formal preventive maintainance program for machinery,
equipment and tooling?

yes no

S6. "A preventive maintainance program is necessary to achieve and maintain
high quality performence levels."

strongly agree agree agree somewhat disagree

S7. Please list those books you have recently read that have had a profound
effect on the ways in which you view the subject of quality.

- e e o em E @ e eE Sm me e R e A R R S MmN MM M e GE sk a S MR MR S MR YER e et R G me

58. The space provided below is for any comments you may wish to make regarding
the subject of quality. Please note that these comments might be used as
. quotes in the Times-Union newspaper article,

- N e wm MR MR e e R mm AR M SN SR GBS mm R EE MR e TR mm R WR R am ma MR R Em mE e mm am R wm Pm Am wm

please mail completec questionaire to J. R, Lowe, c’o Wrhitlew Products Inc
P.J3. Bcx 5L, Pierceton, Iniiana L6562

Thank ycu.

































