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Quality control circles
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Quality control circles or Quality Control Rings: are the effective practical application of the
principle of quality is everyone's responsibility, as they are an effective tool for motivating and
participating employees at the organization level in order to disseminate ideas that contribute to
improving the level of quality.
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This idea originated in Japan in the early sixties, and the circle or circle consists of people who
meet to discuss and address Quality problems in their organization. Membership in these circles
is optional, and it opens a wide scope for everyone’s participation.

Sl Allang dadliad Oganizny (olindil o 83101 o 8,311 0SB 9 ccoliigind! Jlgl @ QLI (3 8,Sa)l oo ilas
@4.7;“ 35)\.&».] ’Lx.w|_9 S’bm E‘J.o."s P9I 433)\515|)3\3JJ| 02 ‘3 2\3_949.:.” N.u.x]a.m @ 5.)_9.7_;“

Thus, it contributed to transforming the organization’s culture based on profit and loss, i.e. the
profit of one party (employees, for example) and the loss of the other party (management) into
a culture of cooperation based on profit/profit.
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Therefore, we find that the door is open for quality control circles to present their contributions
in all areas of work within the organization, and therefore their work is not limited to a specific
field.
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Quality control circles derive from the following steps an essential role in developing and
improving the efficiency of production and service performance in industrial organizations, which
is setting a plan and working in accordance with for the Do plan, monitoring the results and
comparing them with the Check plan, and dealing with deviations occurring in the production
process (Action).
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These steps are among the important matters that are implemented practically in all production
and service fields in Japan, through which they have achieved high efficiency in performance.
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The scientific methods that characterize quality control circles now occupy the attention of all
stakeholders and specialists in the fields of production and productivity. Rather, they have now
become a purposeful means for developing and developing the national and national economy
of many European countries.
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First: The concept of quality control rings
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There is a group of concepts that deal with quality control circles. It is defined as a small group of
people doing the same or similar work that meets voluntarily and periodically during working
hours or outside working hours, led by the supervisor of the workshop, his deputy, or one of the

members of the circle. It is trained to identify, analyze, and solve work problems. Providing
solutions to management and then implementing these solutions when possible.
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It is also known as a permanent group consisting of a ring leader and members whose number
ranges from (5-10) people. The ring leader may be a foreman, an assistant foreman, a group
leader, or one of the workers. They are trained in the statistical methods used in quality control,
in addition to their complete knowledge of the stages of production in The relevant section: It is
clear from these concepts that there is a set of principles that must be present in quality control
episodes, which are:
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The members of the group must belong to one workplace and have the same working
language and the same scientific background. The group can consult specialists in some of its
projects, and this group works to implement quality control activities with the aim of
continuous improvement and using quality control methods.
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2. Participation in it must be voluntary, because if the worker plans and implements it himself,
it is better for him to do so based on orders and instructions issued to him.
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Any member of the circle can head the circle and no one person is considered to be of
greater or less importance than others for any reason. The direct leader of the group must
receive training to manage the group and be responsible for its success and developing the
capabilities of its members.
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The members of the circle present their achievements and suggestions to the
administration. The administration is not obligated to accept the ideas and suggestions of
the circle, but these ideas must be given the necessary importance. If one of them is
rejected, the administration must explain to the circle in detail the reason for rejecting the
assumption.
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5. The group can implement solutions in its department and on its own, especially with regard
to work problems, wasting materials, saving energy and time, etc.
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6. The seminar program should be part of a plan to implement Total Quality Management in
the organization, because achieving TQM is not an absolute task, but requires cost control.
Developing productivity, fulfilling appointments and contracts, and achieving safety.
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7. ltis preferable to hold the circle’s meetings twice a month and during official working
hours, and for the meeting time not to exceed one hour. This applies to more than 50% of
the companies that implemented quality control circles.
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8. The activity of the circle should be continuous because it is concerned with developing and
overcoming problems within the workplace, and because the work element is ongoing, so the
problems it faces are continuing, so the activity of the circle should also be continuous.
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Second: Objectives of quality control episodes:
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There are a set of special objectives for quality control, which are:
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1. Contributing to improving and developing the organization.
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2. Respect for humans, which results in achieving a good work climate and building happy
production departments that are worth living in. Thus, the Japanese model, the Deming
wheel, involved the worker in planning, implementing and following up on quality
development activities within their workplaces, as in Figure (3-1), through logical steps and
procedures arranged in Figure (3-2) Using the seven technical methods, which will be
explained later.
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3. Fully displaying human capabilities, which leads to thinking, creativity, and self-
management to solve work problems.
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4. Implementing new ideas and following them up.
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Third: The emergence and development of quality control circles:
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The history of quality control circles is attributed to the period after the Second World War. The
concept of comprehensive quality control originally arose in the West, and the institutions and
organizations established work procedures and established quality control systems with a high
degree of development, but they neglected the point related to the participation of the
workforce and the preparation of people, which It led to the lack of success of the quality
application for a long time.
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If a person is not interested, systems and procedures, no matter how great they may be, cannot
achieve high quality and productivity. Japan implemented comprehensive quality control
programs and was characterized by success through the participation of the entire workforce in
the work and their motivation in order to correct the course of the Japanese economy at that
time.
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In 1961 AD, the Japanese Professor Ishikawa, Professor of Engineering at the University of Tokyo,
with the support of the Japanese Society of Scientists and Engineers, developed the ideas of
Deming and Juran, and created what was called Quality Circles, as he proposed the content of
forming small groups of workers to identify the work problems that confront them and present
appropriate proposals to management to take decisions regarding them.
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In 1962, the editorial board of the Journal of Statistical Quality Control in Japan decided to issue
a magazine under the name (Quality Control for Workers’ Supervisors), and its objective was:
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1. Disseminating quality control techniques, facilitating their learning and training, and helping
production line supervisors to develop their capabilities in the field of quality control.

ddlpe Jlxe § egihd polal e ZlY! bglas (§ e Bucluneg lgu)dig lgakad Jagudy 8og)l dudlpo il &
8392l

Organizing small groups at the workshop level called quality control circles, headed by the
workers’ supervisor and with the workers themselves participating, in order to encourage
them to study quality control using the magazine. In April 1962 AD, and in May 1962, the first
quality control circle was registered, and the number reached (25) circles at the end of the
year.
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In November 1962, the first conference of Japanese control supervisors was held, and in May
1963, the general conference of the circles was held.
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Quality In 1964, the headquarters of the Quality Control Circles in Japan established branches in
various regions that provide free services to members, and the 100th Conference of the Quality
Control Circles was held in Tokyo.
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In 1970, the number reached 30,000 rings, and the concept of quality control rings became
widespread throughout the Japanese nation.
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R. Hall pointed out the significant development in the total number of proposals submitted by
quality departments at Toyota for the period from 1975-1980, as the number of proposals
increased from (9,000) proposals in 1965 to (859,000) proposals in 1980, increasing the rate of
proposals per worker. In the company from (1) to (18.7) are proposed for the same period
respectively. During the same period, the acceptance rate for these proposals increased from
(39) to (94), respectively.
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Basic requirements for implementing a quality ring system:
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For the successful work of quality control circles in industrial organizations, the following is
required:
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1. Direct support and assignment by senior management:
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One of the most important requirements for the success of quality control and commitment
cycles is two aspects:
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a. Approval and support from the beginning for quality circle activities because it serves as a
green light for workers to start and continue the program.
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b. Giving confidence to the members of the circles that the administration continues to
support the program, and this support is evident through:
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e Organizing periodic meetings with members and leaders of the workshops to present the
results of the quality control workshops and their activities and not to justify non-attendance
with concerns.
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e Some members of senior management attend a number of quality control seminars during
their regular meetings as a form of incentive.
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Giving quality circles the opportunity to present their distinguished activities within the
organization and among similar competing organizations or organizations in the region through
conferences or through publishing them in magazines.
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Providing appropriate training for members of the circles on scientific methods for solving
quality problems.
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2. Establishing the structure of the activity:
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It means the procedures followed by quality control circles in carrying out their activities. Some
organizations have tried to implement the quality control circles program without organizing the
framework of procedures for practicing the activity and training individuals on it, and thus it will
lead to its failure after a short time. The structure contains two main activities:
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The structure of carrying out the activity within the organization: The structure of exchanging

experiences within the organization and during results presentation meetings and outside the

organization during conferences and publishing means.

Ul dolaiall DB @l oy wlelal eUly dalaiadl J31o ilpasdl Jold S tdalaedl Jalo boladll duass JSa
!l Jilugg ol a3 gall

3. Commitment to the principle of starting small:
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In order for the organization to ensure the success of quality circles programs in practice and in
the long term, it must start with a small number of circles, which range from (2-6) circles
according to the size of the organization, as this achieves two benefits:
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e Motivation to volunteer for membership after they see that everyone in this model works,
and this is what motivates others to volunteer out of conviction.
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e Giving the organization the opportunity to adapt its conditions and the method of work of the
workshops to suit its special circumstances.
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4. Be careful about getting results:
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In the early beginnings of the work of the quality control circles, its members compete to achieve
results to be presented to the organization’s senior management despite their lack of experience
in this activity. Consequently, they will become frustrated when satisfactory results are not
achieved. Therefore, at the beginning of the work of the quality control rings, the senior
management must submit proposals to solve the problems. Small, not rushing results, not
directing results, and not assigning blame in the event of failure, but rather the opposite. The
reasons must be studied and training assistance and advice must be provided to members of the
circle.
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5. Preparing individuals:
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In order to ensure the success of implementing the quality control workshops program,
individuals must be mentally prepared to be effective in this activity, and this is represented by:
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e Educatingindividuals working in the production and quality departments about the importance
of these episodes as they are the means that contribute to solving problems and the possible
causes of deviations in the product.
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e Creating a desire among workers in other production departments related to quality and fully
convincing them that their participation in these episodes will lead to good results that serve
the organization.
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e Developing their leadership skills.
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e Developing their skills in using technical methods in selecting and analyzing problems.
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6. Resource allocation:
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Quality circles can be considered a type of investment whose inputs require specific resources
for the purpose of achieving outputs represented by a quality level, whether for production or
performance. This requires management to assign the necessary resources, which are:
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i. Financial resources: These are costs:
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Holding training courses for members of the circles and management.
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Using external consultants.
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Implementing the proposals submitted by the quality circles If it is possible to implement.
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Giving prizes to all members of the circle in the event of achieving positive results in solving
quality problems, specifically treating rejected products, improving product quality, avoiding
some defects, and improving product quality.
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ii. Time: It is represented by the following:
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e The time senior management commits to attending periodic meetings and quality circles.
B39l ©lalodl dyyaull wlelaazdl jgua> § 4 aAlE U Wl 8yl ey

e The time of the coordinator and facilitator, especially at the beginning of the application, who
is committed to devoting full time to each of them for the purpose of supporting the quality
circles for the purpose of overcoming the obstacles that could stand in the way of the circles.
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e The time of the circle leader and its members: This is the time required to hold weekly
meetings, which requires paying wages for these hours.
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