DTI Trainingds

Talking Frog

DECEMBER 2009

VOLUME 09 +4,

Quality is a Talking Frog now on the shelves of the
library at Kennedy Space Center and B.C.I.T.

The book written by Den- time that DTI will be
nis and Sol Taboada has spending delivering their Process Control for the
been given a treasured spamessage to Certificate Aviation Industry seminar
on the shel vHddderothrouphRBEAGst o it ds cur r e Tipssahdanew inmya-
Kennedy Space Center andie coincides with the ~ 1355€S tions in the Quality As-
the British Columbia Insti- .

tute of surance Field.

Every month in our
newsletter

DTl is adding a Statistical

fljrst session will be

extension they. have pr'flt%d'Fh
deﬁvered in Winnipeg in

e E) (s)rrhaﬁ)elgo%e?aaons in

1es. Canada in preparing their March, along with the very §What s happeni
The complete name of the SMS requirement. popular SMS/QA class and DTI?

book is 0Qua ty‘o& Mave b qulstiohe the<Basic Auditing session.

ing Froge. Tak’l n

ISy BT 67 ey Sr comrhents please use The SPC class will be § Anecdotes and more

Assurancebd
theories of the Taboada
brothers Quality Manage-
ment System told in a real
world, everyman way. It
has been heralded as the Just go to our website and
simplest way to understandsign up for the newsletter
the basics of QA. and you will become a
member of our blog.

~our n[ewsléatternbko%t? prg)sst hapd an and come with a
it. We have Jound & great” sophisticated software pro-
deal of information is avail-gram that the participant
able from all our friends in can take back to their op-
the industry. eration and really make
changes for the better.

§ Answers to your ques-
tions

In other news, Transport
Canada has extended the

7

Vari ati one

Who is that guy in the picture

| used to, now and
then, spill a glass of
milk when | was
young. Our table
slanted toward where
my mother sat. So, the
milk always headed in
her direction. And she
usually had some
choice words when
this happened. Of
course, | was at fault. |
needed to be more
careful. Or was that
really true? If you un-
derstand variation, you
will realize that most of

the problems you face
are not due to individ-
ual people, but to the
process -- the way it
was designed and the
way it is managed on a
day-to-day basis.

Variation comes from
two sources, common
and special causes.
Think about how long
it takes you to get to
work in the morning.
Maybe it takes you 30
minutes on average.
Some days it may take

a little longer, some
days a little shorter.
But as long as you are
within a certain range,

you are not concerned.

The range may be
from 25 to 35 minutes.
This variation repre-
sents common cause
variation --- it is the
variation that is always
present in the process.
And this type of varia-
tion is consistent and
predictable. You don't
know how long it will
take to get to work

above? (Hint, he is the father
of TQM)

Drop us an email with your
answer and the first correct
one will win a copy of our
book.

Winners name will be pub-
lished in our next newsletter!
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You don't want another Enron? Here's your law: If a company, can't
explain, in ONE SENTENCE....what it does....it's illegal.

| think it's wrong that only one company makes the game Monopoly.

Vari ati o
Tomorrow, but you know
that it will be between 25
and 35 minutes as long as
the process remains the
same.

Now, suppose you have a
flat tire when driving to
work. How long will it take
you to get to work? Defi-
nitely longer than the 25 to
35 minutes in your "normal”
variation. Maybe it takes
you an hour longer. This is
a special cause of variation.
Something happened that
was not supposed to hap-
pen. It is not part of the nor-
mal process. Special
causes are not predictable
and are sporadic in nature.

Why is it important to know
the type of variation present
in your process? Because
the action you take to im-
prove your process de-
pends on the type of varia-
tion present. If special
causes are present, you
must find the cause of the
problem and then eliminate
it from ever coming back, if
possible. This is usually the
responsibility of the person
closest to the process. If
only common causes are
present, you must FUNDA-
MENTALLY change the

n cont od

process. The key word is
fundamentally -- a major
change in the process is
required to reduce common
causes of variation. And
management is responsible
for changing the process.

It has been estimated that
85 to 94% of the problems
a company faces are due to
common causes. Only 6 to
15% are due to special
causes (that may or may
not be people related). So,
if you always blame prob-
lems on people, you will be
wrong at least 85% of the
time. It is the process most
of the time that needs to be
changed. Management
must set up the system to
allow the processes to be
changed.

So, Mom, sorry. But most of
the time, spilling the milk
was not my fault. It was
usually yours
(management). The
glasses were too big for my
small hands (no spill-proof
cups in those days). When |
wanted to put it by the edge
of the table to make it eas-
ier to reach, you said move
it back - | might spill it. And
with the meal-time conver-

sation, how could | concen-
trate on my milk!

So, first teach the concept
of variation. Then the use of
control charts (see Separat-
ing Common from Special
Causes below) will make
more sense to people.

A Case Study in

Variation
Special o really
under-
or stand
i} _variation,
(.ommons many
people

have to change their para-
digm. The following is a
true story. A plant produced
a number of different pow-
dered products. Each of
these products was run
through the same produc-
tion equipment at different
conditions and put into
unique silos (one or more
for each product type).

To ensure that the product
went to the correct silo, an
operator had to set up the
lines from the process to
the correct silo. If product
was introduced into the
wrong silo, the entire silo
had to be sold as off-
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A Case

grade, at a tremendous
reduction in price. The cost
was typically $30,000 per
incident. The plant leader-
ship had a policy that any-
one who cross-
contaminated a silo re-
ceived three days off with
no pay. What type of varia-
tion did leadership assume
was present? Special
cause. They assumed that
the operators were at fault.
One manager said that he
was not going to "idiot
proof" the plant.
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Was leadership correct? The
only way to find out is to col-
lect data.

It turns out that anyone who
had worked in the unit for
more than 3 months had
time off for cross- contami-
nating a silo. If everyone is
doing it, what type of varia-
tion is it? Common cause.
And the only way to reduce
common cause of variation
is to change the process.
Leadership put together a
team that worked on the

cont od

problem. The team came
up with two simple solu-
tions: label the lines and
put better lights out at
night. Easy solutions but
beyond the authority of the
operators to get done by
themselves. With the solu-
tions implemented, the
problem, which had been
occurring almost monthly,
went away entirely. So sim-
ple if you understand varia-
tion.

Separating Common from Special Causes of Variation
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Control charts are the only reliable way to separate com-

mon from special causes of variation. In a control chart,
the points are plotted over time. An average line is calcu-
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lated along with an upper control limit and a lower control
il CICITTREOPTIREY )-,f'-‘“»--f:“x- A, limit. Some charts do not have a lower control limit.

The upper control limit is the largest value you would ex-
pect if there is just common cause of variation present in
the process. The lower control limit is the smallest value
you would expect. The limits are determined by mathe-
matical equations. They vary, depending upon the type of

control chart and sampling process used..

A process is in "statistical control" if it has only common cause of variation present. This is deter-
mined by examining the control chart. As long as the chart has no points above or below the control
limits and no patterns (such as seven points in a row above or below the average), the process is
said to be in statistical control.
You can predict what will happen with a process that is control. Future production will continue be-
tween the two limits as long as the process remains the same.

To effectively use control charts, you must be able to interpret the control chart. Ask: What is this
chart trying to tell me about my process? A control chart is the way a process communicates with
you. It will tell you if the process is operating as designed (in control) or if there is a problem (special
cause). All you have to do is "listen."






