Tools and Approaches in Performance Management

	Name of Tool or Approach
	“Quality Circles” - Developed by Japanese manufactures with the help of Dr. Edwards-Deming who introduced statistical quality control to Japan after World War II.  “Quality Circles” are called “Quality Control Circles” in Japan.

	Purpose of the Tool/Approach
	Quality Circles are groups of workers who follow a systematic process of problem identification, root cause analysis, solution generation and implementation.  The approach has been credited with making a substantial contribution to the improvement of quality and productivity.  

	Underlying values or principles 

on which the tool/approach is based
	Underlying value of Quality Circles is to get grassroots workers to understand and practice Quality.

Quality Circle philosophy, a value based concept infusing a spirit of excellence, emotional development, humaneness, harmony, cooperation, character building and discipline.  

Some of the elements identified as necessary for a Quality Circle to work well are:

· Support and commitment from managers

· Clarity on the reason for its introduction

· An enthusiastic facilitator; adequate training for circle members

· Education on the concept for others likely to be involved

· An agreed method of evaluation

· Voluntary participation of circle members

· Circles exist within a context of total quality management

	Situations in which the use of the tool or approach is appropriate
	Quality control concepts and methods are used for problem solving in the production process, for incoming material control and new product design control, and also for analysis to help top management decide policy.  It helps to verify policy is being carried out and assists with solving problems in sales, personnel, labor management and in clerical departments.  

	Description of the tool or the approach – what’s the process, how does it “fit” in a performance management ‘system’, how does it ‘work’?
	The Quality Control technique exemplifies the policy of people building, respect for human beings, and creates a participative management culture.

This concept enables the grassroots level employees to play a meaningful and significant role in their organization.

The Quality Circle typically consists of:

· 5-10 people attend the meeting during work hours

· A supervisor who is nominated and runs the meeting

· Flip charts, audiovisual equipment, notice boards etc. are utilized

· Identifying problem areas 

· Prioritizing problems

· Information being collated, ideas are generated via brainstorming, and force-field analysis

· Considering consequences to other departments in the effectiveness, costs, and savings in the solution development.

· A final solution that is put forward to management and implemented by the Quality Circle group

The primary reason quality circles collapse is usually because of management’s lack of interest or excessive intervention.

	Outcome or result to be expected from using the tool correctly
	Circles operate in a range of settings in the public and private sectors and are seen as:

· Enabling participants to learn new skills and develop abilities

· Engendering trust and respect through teamwork

· Provide opportunities for employees to solve work related problems

· Make more effective use of people within organizations

· Improve quality of products/services

Where circles work successfully, they provide improvements - not only in quality for the organization but for its employees - and participative problem-solving.

Line employees are the final determinants of quality, and their willingness and informed involvement in the quality effort is essential.  One approach to achieving this is through the use of Quality Circles.

	Resources, training or other support required to use the tool or approach effectively
	· Basic training in statistical quality control techniques

· Cause-and-effect diagrams

· Ability to have open group communication 

· Systematic tools for finding, sorting out, and documenting the causes of variation of quality in production and organizing mutual relationships between them

· Control charts

· Scatter diagrams

· Pareto charts

· Stratification

· Histograms

	Short Comings of the tool
	· Worker resistance to be a member of a Quality Circle

· Quality Circles tend to be more talk than action, lacking the power to implement ideas or organize work more efficiently

· Circles often dry up after a while, once the best of employees’ ideas are skimmed

· Model successful in Japan, but conditions are not prevalent in America such as:  extensive training in quality measurement concepts and trust between management and employees

	For more information…..
	· Read the books:  The Development of Quality Circles, Dale BG &                 Plunkett, 1994 and Guide to Quality Control, Dr. Kaoru Ishikawa, English version 1986

· Call for more help!  Susan Ramsey, Internal Quality Consultant, Washington State Patrol:  (360) 753-0678




