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PREFIX

Thank you for taking the time to read this 
e-book. Throughout this piece I will touch 
upon the difference between the management 
support for the quality of the products and 
services, and the management system, be it 
ISO9001, ISO14001, ISO13845 or any other 
standard. We often see the urgency by higher 
management to deliver high quality products 
and service, but very little focus on quality 
management.

Some statements in this e-book might be 
confronting, but I strongly believe that a lot of 
C-level execs have no clue what they are doing 
when it comes to quality. Some might be 
aware of an occasional complaint of a 
customer, but they have no idea how to solve 
the real reasons why things go wrong. That is 
why this book is not only interesting for 
quality managers but also for C-level execs for 
a better understanding. 

Furthermore, through this book I hope to give 
you an honest opinion on this matter and offer 
a different insight when it comes to quality 
management. Next to that we give some easy 
to apply practical tips on how to overcome 
some of the challenges. 

What we will cover

• The mirror

• The misalignment

• Bad reputation

• Involvement of the team

• Lack of knowledge: Knowing the cost

• Conclusion
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THE MIRROR

Let’s start off with the mirror, which might be confronting at first. Just try to answer 
the question as honest as possible, so you are real to yourself:

Do you really know what your costs of lack of quality are?

Talks with a wide range of companies has shown us that most of the higher 
managers are not able to answer this question, or can only give a (really) rough 
estimate. In order to be able to work on these issues, you should be willing to accept 
the fact that the company can improve a lot on this part. Without accepting the 
opportunity to improve, reading this book will just be a waste of time.
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THE 
MISALIGNMENT

When you talk to C-level executives in SME’s or big corporations, most of them will 
tell you that the quality of the product or service the company delivers is the most 
important. The leaders of the companies know that without having a high quality 
product or service they wouldn’t have any customers.

While quality of the product or service is one of the most important aspect of the 
business, quality management often is not. This may sound counterintuitive but it 
partly has to do with the piles of paper that still come with quality management in a 
lot of companies. Quality management becomes a not so important topic for most 
C-level execs in the company.

So what went wrong?
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BAD
REPUTATION

Quality management still has the reputation of 
a time consuming, paper consuming, rigid 
system. This idea remains even though over 
the years certain mandatory things have been 
taken out of the various quality standards. 
More importantly, the paper consuming 
system is invented by the company not by 
the standard. Hundreds of forms are created 
to track every single action of the employees. 
This is not necessarily a bad thing, what is bad 
however is the lack of showing added value to 
the employees. 

People have the feeling that they are filling in 
the forms for the sake of doing it, rather than 
for a valid reason. Some companies have even 
gone so far that this is part of the employee 
evaluation at the end of the year. When the 
system is setup this way, it is no surprise that 
people start to resist against it. The moment 
this happens and on on top of that, if the 
quality manager is an authoritarian person, 
we have a deadly mixture that leads to a very 
uncomfortable work situation.

FIX
There is no quick fix for this part but it is very 
important to educate the employees. Make 
sure you give feedback on the data they 
provide. They took the time to share their 
knowledge with the company, so it is 
beneficial to show them it is for good reason. 

In order to keep them motivated in doing this, 
it is important to show them what the 
company does with this data. 

The rigid management is something that can 
be changed with dedication and management 
support. Most of the processes and 
procedures are not required by any standard 
but are choices the company made over the 
years. This means that you as management 
have the ability to change some of this. Create 
a team of experts within the company and 
start to check if all processes and procedures 
are really there to help the people and the 
organization. 

Do this not only with top management but 
also with people out there in the field. And 
please don’t just drop it with the quality 
department because it is really not their job, 
they are just there to guide the process, not to 
actually do it.
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INVOLVEMENT
OF THE TEAM

The lethal mixture of the authoritarian quality 
manager and big rigid management system 
can be mitigated by company involvement. 
Every employee should be involved in the 
management system with various levels of 
participation. However, in practice we see 
more often than not that management doesn’t 
take quality management too seriously. 

This kind of culture is detrimental for the 
effectiveness of quality management 
because the complete company needs to see 
the added value in order for it to be very 
effective. Everybody needs to fill out the 
forms, share data and work according to the 
instructions and processes in order to deliver 
the highest possible quality. 

Specifically the data sharing and filling in 
forms especially are important to improve 
the company. It is of major importance that 
everybody reports incidents that happen. The 
company cannot improve a process if they 
don’t know something is going wrong.

To get employees more involved, 
management have to show dedication to the 
quality management as well. You should lead 
by example and don’t bypass the procedures 
and processes.

Ask yourself this: 

If you don’t like to follow procedures, 
why should anybody else in the 
company?

On top of that, employees need to be 
informed. Communicate with staff about the 
improvements that have been made after 
certain people reported an incident. Explain to 
them the concept of costs of quality and why 
it is important to report the incidents. 
Companies can make it even more explicit by 
showing the cost of quality to the employees 
and what has been done to reduce the 
numbers. 

To keep motivation high, explain certain spikes 
in the data, it could very well be that a big 
supplier made a mistake which let to these 
spikes. Quality management automation also 
helps on this topic by making it very easy for 
employees to report incidents by providing 
mobile apps.

FIX
Please don’t bypass procedures or processes 
that others need to obey to. If you don’t believe 
a process is there to be followed, take it out of 
your management system for everybody, not 
just for you.

Communicate with the people. Being 
transparent about the improvements that are 
coming will help to get more people involved. 
Make sure that the right information is 
communicated to the right level within the 
company. It is also very important that middle 
management communicate the information to 
the employees on the work floor. 

Those people are the ones that face a lot of 
the incidents and need to fix the issues. Make 
sure they are informed properly and have a full 
understanding.
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LACK OF 
KNOWLEDGE
KNOWING THE 
COST

As discussed before, the quality of products 
and services is the single most important 
aspect for C-level executives. However, due to 
the low interest in quality management, most 
of them don’t know the real costs of creating a 
quality product. Of course they know the price 
of the bought products and services, and all 
the people that are required to build the 
products or to deliver the service. 

They may also know the machine costs that 
are required and the costs of other assets. 
However, the real cost of quality is unknown to 
most companies. 

HOW DID THIS HAPPEN
Most of them have hundreds of forms and 
procedures to manage all of this. What we see 
is that most of the time ,the data is not filled 
in, forms cannot be found, they are hard to 
fill in or are simply missing completely. This 
makes it very hard to capture the data, let 
alone analyze it. This is where fully integrated 
dedicated quality management automation 
comes into play.

These solutions, such as Qooling, allow 
employees to very easily report a quality 
incident. This can be a problem in production 
or a wrongly delivered product, a poor service 
or a product delivered too late. It could even 
be the amount of hours that the mechanics 
are waiting on site, which has to be paid by 
someone. Investing in quality management 
automation is not really a bad idea because of 
the new insights you get.

FIX
When it comes to effective quality 
management, data is of major importance. 
Before even being able to figure out how to 
improve processes, the current status of the 
system needs to be insightful. This is where 
the problem begins within a lot of companies, 
as the management have no clue where to 
start or no data to use.
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CONCLUSION

It will pay off when you give quality 
management the same resources and 
dedication as the quality of the product or 
service you deliver. A lot of companies are too 
occupied with fixing day to day problems that 
they forget to see the bigger picture. When 
you fix the same thing everyday, maybe you 
should prevent it from happening in the first 
place. This focus on short term fixes leads to 
a lot of costs. 

Data is important to spot the trends and find 
ways to improve the business based on the 
data. In order to facilitate this it is important to 
give the employees the right tools to actually 
do this. Investing in digital solutions to 
empower employees and add value to the 
company is crucial. The investment will come 
back many times over by saving time and 
giving so much more insight into the inner 
workings of the company.

We as Qooling have helped a number of 
companies to get the data out of their 
production sites by involving employees.

Easy to use and low barrier digital solutions 
help employees to actually contribute to the 
management system. Having this data allows 
these companies to make informed decisions 
for improvement, and then they can see the 
effect of these decisions on the business.



Want to know how Qooling can help you
improve your quality and safety?
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