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By John A. Ross

In Business Corner, for the past two
months we have been looking at the man-
agement theory called Total Quality Man-
agement. As Deming’s Pomnt 1 shows, an
organization that maintamns a consistent
commitment to purpose has a better
chance of achieving success The second
point in Total Quality Management re-
quures that the organization adopt the new
philosophy and management must awak-
en to the challenge, leam their responsi-
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bilities, and take on leadership forchange
In this installment, we’ll talk about point 3.

TQM Point 3

The third TQM point 15 cease reltance
on mass mspection to achieve quality
Eliminate the need for mspection on a
mass basis by building quality nto the
product i the first place Build quality
into the product from the start

Of all the TQM points, pomnt three may
be the easiest to achieve, As we service
televisions, VCR's or computers, we can
apply quality from the beginning to the

end of the service process. The difference
between an excellent job and a poor job
15 often only a few minutes—and retumn
business or referrals through sansfied
customers, Indeed, the few minutes re-
quired to do an excellent job often elimi-
naie the necessity for re-doing the job.
Buildhing quality into service also
means, if possible, completing the job the
first ume. Understandably, the need for
additional parts or other circumstances
may prevent “first-time” job completion.
Many of us have the best intentions when
we putt off the completion of a job unnl
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Figure 1. The checkilst establishes a rouline for service personnel
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the next day. Unfortunately, we may not
make it back because of other work or
sunply because going back 1s inconve-
mient, For your customers, the fact that
you or your employees did not retum
affects their opinion of your business.
Above all, if you or your employees can-
not return to a customer site for some rea-
son, explain the reasons for the delay to
the customer.

Establish routines

Building quality into the repair process
can be accomplished by establishing rou-
tines. When you or your employees begin
a repair task, start the task by writing a
repair checklist. Other service calls, the
need for parts, or visitors often interrupt
the progress of a repait. A checklist can
work as a device for recording your pro-
gress on a given job through every one of
1ts stages. At the end of the repar, pro-
vide a copy of the checkhist for your cus-
tomer, The checklist assures the customer
that you have taken a formal, sequential
approach to the repair and establishes a
repair record for each item

Total Quality Management has become
a mussiwon at our umversity. To achieve
TQM at the serviee level, the Microcom-
puter Services office implemented a
scheduling system, customer contacts,
and a Quality Firstchecklist. Even though
the university office only provides ser-
vices for other umiversity staff and facul-
ty, some of their initintives may work as
models for your service operation

Handling customer contacts

Customer contacts to the office are
made through phone messages and eles-
tronic mail. In all cases, the office staff
translates the contact into a written, num-
bered work order which becomes the first
stage of the process, With the work order
inhand, the office manager places the task
into the office work schedule and assigns
it to a particular staff member After
scheduling the task, the manager informs
the customer about the scheduled day and
time, the assignment of the task to the staff
member, and explains that all umes are
tentative. The last, qualifying statement
accounts for unforeseen delays that are a
part of the service business.

All this accomplishes several things.

]

Translating the customer’s call into a
written work order creates a paper traidl for
the manager and the staff member. After
completing the task, staff members ask
the customer to sign the work order. For
the manager, staff member, and, most
important, the customer, this sigmfies the
completion of the work order,

Placing the task nto the office work
schedule allows the manager and staff to
see the progress for the day. For the cus-
tomer, the scheduling illustrates an orga-
nized effort by the office staff Asexpect-
ed, though, the daily schedule 1s disrupted
by jobs that take Ionger than anticipated.
In that event, the manager calls the cus-
tomers and reschedules the repair

Using a checklist

As mentioned, the office also imple-
mented a “Quality First” checklist. The

checklist, Figure 1, establishes a routine
for service personnel. Although this
checklist is tailored for computer service,
something like it might be useful for any
service facility, Often, difficult-to-diag-
nose problems seem to send service per-
sonnel in circles. When it’s used dunng
the repair process, the checklist allows
service personnel to keep track of their
activities For the customer, it also pro-
vides a sense of organization and process.

Aside from building quality into the
service process from the start, the moves
made by the Microcomputer Services of-
fice at ths university also have enhanced
commumication withtheircustomers, Time-
consuming return calls have nearly been
elimimated. Customers have become more
aware of the workload encountered by the
service personnel and more tolerant of
necessary delays. As a result, customer
complaints have dropped substantially.
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