
FACILITIES MATERIALS AND SERVICES PURCHASING

QUALITY OPERATING SYSTEMAPPROVAL GUIDELINES

This document is provided as an aid to QOS approval. It is intended to be an overview of approval requirements and doesn't have the specificity to be considered a substitute for QOS training.

Quality Operating System (QOS) approval is a two-phase process. The first phase is a review of QOS development and should be done shortly after the development is completed and trend charts are started. The second phase is QOS implementation and continuous improvement. Both phases of the QOS are reviewed and approved by Ford. To effectively review QOS development each step must be verified.

STEP 1  The first step is forming the QOS steering committee with senior management representation from all functional areas of the company. Key responsibilities of the steering committee are; ensuring alignment, facilitate communication, champion measurables, develop/implement/manage the QOS, and drive continuous improvement. (Teamwork/Dynamic Process)

STEP 2  During initial QOS development customer expectations are identified, categorized (grouped), and their importance rated. This is the MOST IMPORTANT PART OF QOS DEVELOPMENT. The steering committees scope of investigation for expectations includes all customers, both internal and external. The Customer expectations can be identified from; business plans, government regulation, market research, direct customer feedback, sales information, newspapers and magazines, and other sources. The expectations are grouped from a customer perspective (using post it notes is a good technique) into like categories. The expectations are then individually rated based on how important it is to the customer. (Measurables)

STEP 3  Competitive benchmarks are established by completing a performance evaluation against each expectation category. Key competitors are evaluated, and the processes and results are evaluated for the "best in Class" company. Customer expectations and competitive benchmarks are used by the QOS steering committee to develop the strategic imperatives list. There should be at least one imperative per customer imperative category. The strategic imperatives list must be consistent with the intent of the companies mission statement. The lack of benchmark information shouldn't hinder QOS development. Strategic imperatives should be compared to benchmark data when available. (Measurables)

STEP 4  At least one metric (results measurable) must be identified to measure performance against each strategic imperative (customer expectation). A trend chart is used to track performance over time of results measurables. The key processes that affect performance of results measurables are identified. Trend charts are used to measure process performance over time. The process trend charts should predict performance of results measurables in the category. Goals are identified and shown on all results and process trend charts. (Quantifying Tools/Measurables)

Step 5  To effectively review QOS development and understand the linkages from step to step an alignment flip chart or similar technique must be available for review. It will clearly show alignment of each customer expectation to one or more strategic imperatives, each strategic imperative to one or more results measurables, each results measurable to all key (predictive) process measurables. The result will be to identify which customer expectation a process measurable is aligned. (Measurables/Mgmt. Rev.)

QOS development (item 1-5) will be assessed during the Initial Ford Q1 Status Review Gateway (two Gateway meetings established on the Q1 timeline). QOS development material should be complete and clearly show completion of each step. Minutes of the Initial Ford Q1 Status Review Gateway meeting must be included in the Q1 petition. If the initial Gateway meeting isn't held the evidence for items 1-5 must be included with the Q1 petition.

Phase two QOS implementation includes data management and continuous improvement. The following should be included in the Q1 petition. The steering committee should follow regularly scheduled meetings (usually monthly) to review trend charts and team actions. The meeting minutes should identify issues addressed and actions taken or assigned with dates for completion/resolution. Subsequent meeting minutes should show appropriate re-review of issue to verified closure. Trend charts for results and process measurables should be up to date and complete. Trend charts showing a gap to goal require a Pareto diagram (analysis of causes by relative frequency) or similar tool be completed. Cross-functional teams, to identify and address top issues, must use a problem solving process such as 8D or similar tool. A method such as a paynter chart or similar technique should be used to verify resolution of issues over time. There should also be evidence of the deployment of the QOS objectives and key measurables to all levels and appropriate functions of the organization. (Comm./Management Rev./Quantifying Tools)

QOS implementation should result in the development and adoption of an initial plan for improvement projects.  These should be incorporated into the organization’s business plan and should result in improvement in cost, quality, delivery, new business launch, etc. QOS implementation will be assessed at the time of Q1 petition. The QOS section of the Q1 petition material must have steering committee minutes for the last six meetings, trend/pareto/paynter charts for results and process metrics, and 8D summaries for significant issues. At least two examples should be available to clearly demonstrate quantifiable improvement in process or results measurables. A QOS self-assessment must be completed and reviewed with the steering committee before submitting the Q1 petition. (Continual Improvement/Management Review/Teamwork/Dynamic Process)
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