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Confront undisciplined planning

So, now you know the issues in your organisation, what has that to do with QFD?  Well, whatever performance or practice shortfalls currently exist in your organisation, they are almost certainly a result of weaknesses in your planning process.

If that sounds a bit harsh, consider the following: those performance and practice deficits can only exist if one or more of the following is true.

· The planning process failed to identify the potential for improvement.

· The planning process didn't set objectives that would force the improvement to take place.

· The planning process didn't schedule and prioritise the resources to enable improvement.

· The planning process didn't establish the means to highlight lack of improvement.

· The planning process didn't address the issues that prevented improvement.

In short, the issues remain because the current planning system has failed to identify, demand or pursue the necessary improvement.  This is directly analogous to deficiencies arising in a product due to weaknesses in the design process.

The intention of implementing QFD is to establish a planning and management system that ensures that the potential of the business is fully exploited in pursuing its current and future goals.

The purpose of this chapter is to provide a brief overview of the core tool in Quality Function Deployment: the QFD diagram; what it is; and how it works.

History of QFD

QFD was first applied in Japan in 1972, at the Mitsubishi Kobe Shipyards, where engineers were struggling to make sense of how to break down exacting customer specifications into the complex of assemblies and systems that are a ship.

The problem was that all of the systems and assemblies were interrelated, and achieving the optimum performance in apparently conflicting requirements meant that some exacting compromises needed to be made.  Conventional means of breaking down the specification into the various design areas limited the engineers' scope for finding the optimum solution, and was in danger of creating conflict and rework as the true needs of each component became clear.  (Does any of this sound familiar to you in your management role?)

Shigeru Mizuno and Yoji Akao hit on the simple idea of creating a matrix of relationships between the main areas of the specification and the key systems and assemblies required to deliver them.  

The matrix revolutionised the Mitsubishi engineers’ thinking and helped them to see possibilities and potential that had previously been dormant in the design.  Since then the tool has spread within the automotive and computer industries, where its potential for reconciling conflicting requirements and sophisticated mechanisms has been fully exploited.

As has been discussed earlier, the concept of a complex design clearly has parallels with the nature of business and companies.  They too, often have challenging and apparently conflicting requirements placed upon them (e.g. increase market share and cut inventory), and can certainly be viewed as complex systems of processes and resources.  It was therefore likely that QFD would also add value in this area of design.
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This idea of applying the tool of QFD to the design of an organisation was explored by the American Supplier Institute and Ford, in the late 1980's, based on research undertaken in Japan.  It was successfully applied to the holistic design of an organisation in the UK in 1993 (Siemens Congleton), and it has since been used successfully in other parts of Siemens, and also in parts of Emerson, Sainsbury's, Microsoft, and Smith & Nephew, where it has generated previously inconceivable performance improvements.

How (organisational) QFD works

At its simplest, QFD is a matrix: a series of rows and columns.  Each row reflects a clear business objective, and each column reflects a separate mechanism (see example right), e.g. function, unit, department or process of that business.  

Each cell then represents the potential for that business mechanism to influence the attainment of the objective.  Developing the framework for the matrix provides an opportunity for the management team to reconsider the organisation's mission, its logic, and its operating structure.
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The business objectives (rows of the QFD matrix) may be drawn from the Why-How chart (right), choosing a series of statements that together represent exactly what the organisation is trying to achieve (see Chapter 2).  Each objective should be further clarified to the extent of having clear measures associated with it, and a quantified target performance defined.  These will be addressed in the following chapters.
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The quality of insight that QFD can provide depends greatly on the care with which the 'mechanisms' are defined.  The 'mechanisms' (columns of the QFD matrix) are the means by which the organisation fulfils its goals - they are logical subdivisions of your organisation.  Some means of dividing up the business provide a richer depth of understanding within QFD than others, and in practice the most useful models tend to be ones based on business processes.  For some companies, this has caused them to rethink how they organise themselves (see example process diagram on the right, and Appendix 2).

By discussing each cell of the resulting matrix, the managers develop a complete understanding of how the business must work as a whole if is to succeed.  This provides new insights as to how the potential of each mechanism can be exploited in new and innovative ways, and, equally importantly, how they can have adverse effects that need to be controlled. 

Through a simple mathematical relationship (see Appendix 5), QFD provides a mechanism for ranking the objectives, and prioritising improvement of the mechanisms.  Teams responsible for managing each mechanism can then draw up additional QFDs, to think through how each mechanism can be creatively developed to best fulfil its potential.
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By further developing the basic diagram, QFD also provides for the management team to think through their communication and reporting needs.  A triangular, half-matrix on top of the main QFD diagram (shown below) provides an opportunity to look at the interaction of each of the business 'mechanisms' (be they processes, departments, business groups or whatever) and to consider the extent to which they are likely to work in harmony or conflict.  This helps those who will manage those 'mechanisms' to think through the level of communication they need to arrange between them. 

Benefits of QFD

QFD thus provides each manager with a clear understanding of what his or her area should deliver, in the context of how the organisation needs to operate as a whole.  

Within this, the rigour and structure that QFD provides gives freedom for the management team to consider goals and strategies that they might otherwise consider unthinkable or irresponsible, even to the extent of entirely redefining themselves, their role, and their operations.

The structure provides a means to examine every part of the organisation, and to succinctly document the conclusions, but the real value of QFD is in the discussion.  The valuable outcomes leave the room in people's minds and not on the piece of paper that is the QFD.  The QFD diagram is not the goal of the exercise, it is simply a tool within it.

The discussions on the other hand will do much to:

· build deeper understanding of the organisation's objectives, and greater clarity of exactly what they mean and how they fit together

· ensure a holistic grasp of the organisation and how the various parts need to interact and function together

· inspire new insights into the potential for each part of the organisation to contribute to achieving the objectives, and build a greater appreciation of the contributions being made

· equip the management team members to inspire and encourage their own teams to commit themselves to achieving their potential.

All of these factors are key to developing a real sense of teamwork in transforming your organisation, and it is this teamwork that will make the difference in effectively harnessing the talents and energies of your people in transforming their performance.

In the next section we look in more depth at precisely how QFD will help you to do this, and we work through the practical mechanics of developing a QFD for your own organisation.
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