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About QUALITY CIRCLE FORUM OF INDIA (QCFI): 
 
QCFI is the first forum in India which has taken the initiative to start Quality Circle 
Concepts for the development of First Line employees, training and implementation of 
Quality Circles in Industries, Service sector, academics, health sector, rural areas etc. 
QCFI is spreading the Quality Concepts with the help of its 22 Chapters, 6 Sub Chapters 
and two Centers in India. The main strength of the forum is in the training and 
implementation of different Quality concepts which suits our Indian Culture, especially 
for task performers and middle-management executives. The forum has successfully 
implemented Quality concepts under the TQM umbrella across several industries that 
have experienced a phenomenal enhancement of their work processes and productivity 
after implementation of Quality concepts. 
 QCFI approach for different Quality Concepts 
 
Total Quality Management Approach 
 
Peter Drucker, the management Guru Stated that “the purpose of business is to create 
customers” it clearly indicates that the customers decide the survival of any business. 
  
In the ever changing business environment of the world, today, Quality is the key to 
competitiveness and success. Total Quality Management is a philosophy and not an 
individual concept. When we say Quality, it is Quality in totality, starting with the quality 
of the human individuals to achieve excellence in Quality, Cost, Delivery, and Safety with 
High Morale of the employees.  
 
  



I  
 
There are many concepts that emerge quite frequently in the Management field and 
organizations are also eagerly embracing them, hoping to get quick results and 
competitive leverage in business. They hop from one to another to remain in competition. 
In fact, many of the concepts are “old wine in new bottle”. 
 
Nowadays, there are several concepts which are well tested and useful.  This is like 
going to a restaurant and order as per our need, taste, time, pocket etc from the variety 
of dishes that are printed in the menu. Similarly, keeping organizational need into 
consideration, we have to adopt total concepts which are productive for the organization 
and this has to be maintained.  The concept of TPM given by JIPM is nothing but an 
integrated approach towards excellence.  First of all, the organization needs to adapt this 
integrated approach, then update the suppliers and then finally organization must feel 
the pulse of customer’s need and make necessary changes time to time. If this is taken 
into consideration, we can say we are aiming towards TQM. Total Quality Management 
requires Total process Control along with Total wastage control by Total Employee 
Involvement, which is the need of the day. QCFI supports organizations to implement all 
types of Quality Concepts for continuous improvement in the organizations through 
employee involvement.  
 
 
  
 



 
 
 LEAN MANUFACTURING:   
To achieve Total Wastage Control, the recent economic down turn all over the world has 
necessitated Lean thinking in every aspect of our working.  
 
“Lean” simply means a systematic approach to identifying all types of wastes and 
optimum utilization of resources, continuous improvement, ensuring smooth flow of the 
product in the supply and manufacturing chain and meeting customer demand with 
satisfaction. Lean is a philosophy.  It is nothing but a set of management techniques that 
focus on continuous elimination of waste in order to add value in every process or task, 
to get the real output for which customer is paying.  Lean is about doing more with less 
- Less time, less inventories, less space, less man power and less money.  Lean is about 
speed and to get things right the first time. 
 
Hence, lean manufacturing is a unified, comprehensive set of philosophies, rules, 
guidelines, tools and techniques for improving and optimizing discrete process.  
Basically there are three types of wastes that have been identified by Toyota: Muda, 
Muri, Mura 
1 )Muda – Refers to wasteful activity or wastages in any form. 
2) Muri – Refers to wasteful design leading to strained operation. 
3) Mura – Refers to  unevenness; irregularity; lack of uniformity. 
In Toyota production system (TPS) they have mentioned seven types of Muda i.e. waste 
which are: 
(i) Over Production – making more than the need of customer / market demand 
(includes internal customer) 
(ii) Defects & Rework – Errors, mistakes, non-complying products, services, documents, 
transactions etc. 
(iii) Unnecessary Transportation – Movement of Products / items during or after 
production. 
(iv)   Unnecessary Motion – Buffer stock or resources – moving to and fro. 
(v)    Excess inventory – Buffer stock or resources stored in excess 
(vi) Waiting time – for material, information, manpower, procedure, approval, 
equipment, etc. 
(vii) Over processing – Doing more to a product / service (for which customer is not 
paying extra), tight tolerances. 



Now the time is to convert these Philosophies into action. For all-round success 
development of product and services based on customer needs, and continuous 
reduction of all type of wastages is required. The actions taken by QCFI to train and 
implement different concepts to achieve these results are given below. 
Integrated approach of different Quality Concepts for excellent 
performance 
Improvement can be made in two ways. One is Innovation and another is KAIZEN. In 
innovation entirely new ideas/technology changes/change of process etc. can be 
developed. This is done mostly by highly technical group of people. After development, 
once this comes in the field for practical use, the concerned operator may further 
improve it, based on their practical experiences. These types of changes come under 
KAIZEN. 
 
KAI-ZEN literally means change for the better, that is, on a continuous basis.  Kaizen, 
according to its author, Ma Saaki Imai, is common sense, low cost continuous 
incremental improvements and it has to be integrated with the management’s 
technological, innovative jumps.   
QCFI plays very important role of arresting the decline of benefits due to innovations in 
Indian organizations by implementing various Quality Concepts through employee 
involvement and thus helps Indian organizations in their Improvement Journey. 
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 Kaizen can be classified as follows: 
 
 
     
 
 
    
 
 
 
 
 
  

 
 
 

 
 
QUALITY IMPROVEMENT TEAM 

 
According to Dr. J M Juran “Management teams should accept the responsibility for 
making annual improvements” managers should “understand the universal sequence of 
events for breakthrough and make quality improvements and associated reductions in 
quality costs” 
 
Management teams are cross functional in nature.  They do not belong to one single 
area of work but come from inter-related and inter-dependent functions to take up 
projects for annual quality improvement and cost reduction. 
 
 
Six Sigma, SMED, Poka Yoke, etc are the types of projects being taken under QIT. 
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QUALITY CIRCLES 
 
In Toyota System of Lean Manufacturing, we have seen the seven types of waste are 
mentioned. But one major waste in most of the organization is “UNUSED EMPLOYEE 
CREATIVITY.”  Mostly senior and middle management executives are taking decisions, but what 
about the first level or grass root level employees and contract workers? 
To involve all the employees; in 1950 Americans started the SUGGESTION SCHEME which became very popular but after sometime it was observed that most of them were giving 
suggestions for other areas instead of their owns. They were giving suggestions and getting some incentives if suggestions were accepted by the organization.  However, no one was giving 
suggestions for their own respective areas. Suggestion giver was not responsible for implementation of the given suggestion. Also, the other people who must implement the same knew that if this was implemented and practiced, the prize will be given to employee who has 
suggested the idea only, hence this scheme lost its importance.  
To develop the people and teach the first level employees about Quality Control techniques, the 
initiative was taken by Prof K Ishikawa in 1960s through Foreman workshop group. This became very successful and gave birth to Quality Control Circles (QCC) in 1962. In India we started practicing it from 1982 as Quality Circles.   
We realized that for the development of the country and the development the people, it is a 
highly essential practice. For the development of the people, the development of their brain 
is required. To develop the brain, brain storming is required and for fast development self 
and mutual development is must.  
 
To achieve the objective of “Self and Mutual Development”, task performers are asked to 
form small group in their respective area of work and identify their own work related 
problems. Let them take the problem one by one, from simple problem to tougher one 
and apply appropriate tools and techniques to solve it must be taken after having the 
consensus of the entire group. Training for ‘tools and techniques’ will be given to them in 
simple way so that they can learn and apply the same to solve their selected work 
related problems. 
  
The Concept of QC is defined as:  
QC Circle is a small group in which people who work in the first line work place 
continuously improve and maintain the quality of products, services, job and more. 
This small group promotes the activity in such a way that it autonomously administers 
itself, and utilizes the QC concept and technique and display creativity and make self-
development and mutual development. 
 
We have considered this concept for the development of the people and not for solving 
the problem. Solving the problem is the path for their development.  
 
 



 
 
 LEAN QUALITY CIRCLE  
Most of the organizations have implemented Kaizen under Individual kaizen only, which 
is an alternative to the Suggestion Scheme. In this, employees identify a problem, solve 
it, and inform about the same to the management. Those who suggest/provide good 
kaizens are recognized by their respective units. We also organize Kaizen seminars and 
receive astonishing modifications which are done by the employees. If the modifications 
are done by themselves then there is no problem, but once they are taking help of others 
especially from the technical people to implement the kaizens and got recognized by the 
organization, then the technical people started feeling why should they help others to get 
the lime light and they themselves sidelined.  This attitude resulted in non-
implementation or delayed implementation of individual kaizens.  
Similarly in Quality Circle, if the circle is taking “A” type of problems, which they can 
solve by themselves there is no problem but as soon as “B” type problems arise, they 
have to take help from other departments. After successful implementation once the 
respective Quality Circle is recognized, the department/individual who helps feels why 
they should help them if they are not being recognized.   
There are many frequently asked questions which are given below: 
 What is next after QC? 
 What about B and C type problems? 
 Not able to form group due to less strength 
 How to involve all employees? 
 Instant Idea -how to tackle? 
 Management is interested in gains 
 How to activate suggestions 
 Management wants to give problems which they can't take in QC. How to handle 

them? 
 Only certain circles are participating in National and International conventions. 

New circles are not getting a chance. 
 Use of unnecessary tools/technique for even simple solutions. 

 
 
 
  
 
 



 
Keeping all these things in mind “slow and study will win the race” will not work now. 
Number of people is less in many organizations because of automation. Literacy level of 
the employees has also gone up and we have to recognize both i.e. to the person who 
has given the idea and those who have helped in successful implementation of the idea. 
Hence we require one cross functional small team at grass root level or for non-
executives. This has given a new thought for Lean Quality Circles defined as:  
 

- It is a small group comprising of Non-Executives. 
- Who come from an area from where project is taken 
- They have acquired adequate knowledge in problem solving and group synergy. 
- Who can by themselves identify and select problems with reference to sectional / 

departmental / organizational goals. 
- Take the help of their immediate Line Executive, who will be co-project owner and 

mentor cum facilitator to the group. 
- May co-opt members from their work area or other than their own work area, as 

per the project’s demand. 
- Analyze and solve problems using appropriate tools and techniques  

Group Members: 
 

Group Members will be those who are related to the project taken.  There may be 2 or 3 
members from the same area and a few additional members added who are related to 
the project, from other department, may also be co-opted.  Hence members will be 
project based, guided by one of the executives of that area where problem belongs. It 
may be a core group of 2 to 3 members with guide / facilitator co-opting other members 
based on project taken and need.  
 
Frequency of Meeting: 
 
There will not be any fixed regular formal meetings.  Meetings will be informal and at the 
place / equipment, where the problem exists.  Frequency of the meeting will depend 
upon the decision of the group members and as and when required.   Progress reports 
will be noted by the LQC team for their reference and future record..   
Selection of Problem: 
The problems can be taken up from the already identified problems / problem bank 
based on management goals / objectives.  Problem may also be taken from the current 
priority problems or instant problems of their work areas decided by the group members. 
Management can also give identified problems to them.  After selecting the problem, the 
same has to be registered with the coordinator and registration number obtained. 
 
Problem Solving Steps: 
Define, Measure the magnitude of the problem, Analyze the problem, Improve and 
Control.  This is nothing but DMAIC, yet not to be confused with Six Sigma approach. 
 
 



LQC is the emergence from the learning stage of QC/SGA. It has unique features of 
cross functional team element at non-executive levels and one of the concern executive 
will also be the member of the team who will act as project facilitator.  The scope of 
projects in LQC will be to take up the projects of eliminating different types of waste as 
well as adding value to processes. During project presentation the facilitator will also be 
a part of project presenter. This will help to clarify the technical aspects of project for the 
benefit of listeners. 
 
LQC will help to reduce also the 8th wastage, i.e. “Failure to utilize employees potential 
and creativity and through this lot of value addition will take place to the projects through 
problem solving / improvement projects thus meeting the overall objectives / goals of the 
company.  

WORKPLACE MANAGEMENT (5-S) 
 
We have read many theories on motivation e.g. “Frederick Herzberg” theory says that 
“Hygienic factors” are needed for effective motivation.  He calls the hygiene factors as 
‘dissatisfies’, absence of which would make operation of motivation impossible.  When 
hygienic factors are met, employees feel that the management cares for them and they 
feel more positive about their work and put extra care, imagination and craftsmanship 
and creativity into their work and exhibit a desire for excellence.  To achieve the same, 
Work Place Management is a must which is very popular as ‘5-S’ concept. 
 
5-S An Essential Pre-Requisite for the success of QCC & TQM 
 
In the journey towards Total Quality Management, most of the organization realized that 
going for QCC and any advance concepts, meets with employee apathy or in the worst 
case, employee resistance. However, while implementing the various QC concepts in 
India, we experienced that a beginning made with the Five-S concept has found wide 
acceptance and enabled QCFI to implement the other concepts effectively. The reason, 
we have analyzed, is simple, the concept of 5-S effects everyone in their day to day life 
and work place, where most of one’s life is spent. 
 
Concept & Implementation of 5-S – QCFI Approach  
We are all aware about the 5 steps of Five –S.  
 
In the first step, Seiri, we are segregating the wanted and unwanted things, in the 
Second  ‘S’, i.e. Seiton, functional and logical storage of wanted items is done to ensure 
better verification, aesthetic look, easy storage and easy retrieval, safety etc. Basically, 
we have to do first two ‘S’ (1S & 2S) right. 
Third ‘S’ is Seiso or cleaning.  During cleaning, we are doing inspection, removing 
unwanted and keeping wanted things systematically.  Hence this step is nothing but 
combination of first two ‘S’.  All these ‘Ss’ are the part of the housekeeping. “Cleanliness 
is Next to Godliness” goes well with this. 
 
 
 



 
Housekeeping requires lot of muscle power, Man power, money, material and time.  But 
by applying brain power, we can reduce muscle power, time, money, material etc.  
Hence, whatever activity we do in 1S, 2S & 3S, can be reduced with the help of Kaizen, 
QC, LQC, QIT, etc., and once accepted by the department and management, systems 
can be evolved, standardized and visual management developed.   
 
This is fourth ‘S’ i.e. Seiketsu.. Another aspect is the visual displays.  Management 
realizes the extraordinary changes brought about by the 5-S movement.  Customers are 
delighted by the first impression created in the shops. Neat and clean work place helps 
employee’s morale.  Hundred percent employees are involved and committed to this.  
This helps to build team culture, which becomes solid base for the implementation of all 
other business excellence concepts. The fifth step, i.e. Shitsuke – which means 
discipline to follow the systems. Regular practices of standard practices and visual 
management is required, so that it becomes a habit. 

 
Most of the other concepts require the involvement of Senior and Middle Management 
intervention. But once 5-S is implemented, first line employees will start solving their 
problems like keeping the machines clean by starting machine cleaning and doing 
autonomous maintenance using visual management like putting tags on mechanical / 
electrical and other defects.  This will reduce problems to a large extent.  Our Senior and 
Middle Management will get more time to concentrate on new thoughts, for 
improvements. QIT, innovation and hence taking the organization towards Total Quality 
are the need of the day. 
 
To sustain these activities and for total employee involvement, we have to carry out the 
following audit system. 
 

1. Self-Audit – By the employees in respective area in rotation on weekly basis 
based on a set of check points. 
 

2. Individual Responsibility: Each one will be responsible for his/her own area + 
some common area or No-man’s land. They will make a check list for the same 
and identify the hidden areas in their respective areas. 
 

3. Kaizen in 5-S: During implementation of 5-S, we will see a lot of Kaizen 
implementation as well which needs to be recognized. 

 
4. Management Audit – A nominated management team by the Steering 

Committee will audit once in a month for evaluation of 5-S implementation in each 
area / zone.  Marks are displayed and shield is awarded to the achievers zone 
based on set norms. 

 
5. QCFI Certification Audit and Surveillance Audit – QCFI has constituted a team 

of Senior Executives to audit the Five-S in the units, certify the unit based on 
certain norms.  Thereafter, there will be surveillance audit for the sustainability 
and improvements for three years. After the expiry of the three years period, 
again re-certification will be done. 

 



 
 
 
 
Implementation of ‘5-S’ in other places 
 
 
5-S at home, housing colony, school, adjoining place, village, market, security, places of 
worship, hospitals etc., are quite welcome and popular and have found to yield good 
results; reason being that these concept effect their day to day life.  The attitudinal 
change brought about by this, helps at home, too.  Ladies and children in a family can 
contribute to five ‘S’ activity at home.  Thus, it becomes a way of life and this message 
spreads all around the neighborhood, clubs, society, community centers etc., enlarging 
like a ripple. 

  
JAGRUTI GROUP (Monitoring group) 
 
To develop awareness and cultural changes in the employees with respect to personal 
hygiene, cleanliness in the factory and its surrounding areas along with cultural changes 
in the employees. 
 
A team comprising of 10% of the employees from first line per shift for one month or 20% 
for two months pooled from all the section of the work places. Leader is deputed from the 
Senior Level. Identification badge is given to each member after briefing the task of 
‘Jagruti group’ member and experience sharing by outgoing members. Strength of the 
team should be such that each employee should get chance to become member once in 
a year. Normal period of a group should be one month. Their task is as they work, they 
can point out to any one for bad practices that affect to personnel hygiene, to point out 
bad hygienic areas etc.  
 
TAGGING SYSTEM  
A system is a well formulated set of procedures for coordinated action. This is the visual 
management system being followed in fourth step of 5-S i.e. Seiketsu and is an essential 
part of TPM.  
 
In this all the employees are asked to put the tag, if they see the abnormalities. Red, 
Yellow tags are used in 5-S for identifying unnecessary items and items to be sent back 
to Stores if not required respectively. Green tag for any mechanical defect, blue tag for 
electrical defect, Black tag for instrument and for any other defect white tag is used. 
Tagging system highlights the defects/problems at a particular area or a machine. This 
helps to minimize the breakdowns. This improves one’s observation power as well.   
 
 



 
 
AUTONOMOUS MAINTENANCE 
 
Autonomous maintenance is unique feature of TPM. It is being realized that minor 
maintenance performed by an operator can contribute significantly to equipment 
effectiveness. This is the third step of 5-S i.e. Seiso. 
 
 
*  Get operators to know about their equipment and make them more familiar with it, 

develop curiosity and sense of belongingness and ownership for it. 
 

* Establish and maintain basic equipment conditions through cleaning lubricating 
and tightening of bolts, nuts, etc. 

 
*  Increase the value of plant and machine capacity and utilization to improve over 

all equipment efficiency. 
 There are seven steps to the development of Autonomous maintenance.  It is a group activity. 
Concerned supervisor, operator and maintenance personnel will conduct the autonomous 
maintenance work.  
 
 
 MANAGER’S MODEL 
 
This is a group activity to be conducted by the senior executives of respective 
department. Normally HOD of the department along with their senior executives, select  
one equipment from their respective area. Open and clean the machine. This helps to 
them to update about the machine, to realize working difficulties and to think for 
Innovations / Kaizen / Safety related with the same.  
 ONE POINT LESSON 
 
a. One point lesson is basically workers/operators education about the functioning of 

machines, quality, safety, dos and don’ts in their respective work area. 
 
b. To enrich their work knowledge and upgrade their skills in order to enable them to 

perform in a better way. 
 
c. To educate them about their work functions, safety aspects, small trouble 

shooting, job responsibility etc. 
 
'As written in ‘Bhagwat Geeta’, to perform any job or activity in a better way, a person 
must have adequate knowledge and devotion. To teach the need base lessons, their 
respective supervisors identify the lessons from mechanical, electrical, input and output 
quality, safety, etc. This also helps to update their superiors also. 
 



 PROCESS CAPABILITY AND ACHIEVED CAPABILITY 
 
To deliver the right quality with required specification, it is essential to see that the 
process execution is possible or not. If the process is capable then only one can see the 
achieved capability. To check process capabilities or machine capabilities or to calculate 
achieved capability, first we have to learn how to calculate standard deviation. For 
process capability, data has to be collected under normal stable condition with strict 
supervision.  
 
 
 
ACHIEVED CAPABILITY  
After getting the value of process capability now we know that our process/machine is 
capable to produce goods as per specifications. If it is not capable, we have to modify 
the process/machine in such a way that the process capability must be more than 1.5 for 
good result. Now in the normal course, what we are achieving, we have to calculate 
achieved capability.  
Here, average weight is very important. Variation of machine or process is because of 
process system or machine capability but average weight is being set manually. If 
average weight is not matching with the required weight then the achieved capability will 
be less in spite of better process capability. 
  
OVERALL EQUIPMENT EFFECTIVENESS (OEE) 
 
For the optimum utilization of the equipment, OEE is very informative element. It consist 
of three elements. One is availability % (A%).  
 
SMED concept will help to reduce the setup and adjustment time and Poka Yoke 
concept  will help in developing the mistake proof system to improve A%) 
 
Second is Performance efficiency % (P%).  
 
This loss is because of idling and minor stoppage and reduced speed.. Group Time 
Technique(GTT) study will help to identify minor stoppage. 
 
The third one is Rate of quality products (Q%) 
 
To improve the Quality Loss %, we have to follow statistical process control. Basic tools 
and techniques for this to be taught to task performers.  Use of suitable control charts will 
help to control the Quality.  
 
OEE % = (A% x P% x Q%)  x 100  
 



 
GTT STUDY 
(Group Time Technique Study) 

 
This study is very useful to know: 

  The type of minor losses in machine during running.  Activity of task performers for each type of work being done.  Man-Machine loading. Some time machine is loaded but man is idle or man is loaded with so much of work that machine is less utilized. This type of man – machine 
balancing may be done by this study. 

 
Similarly calculate the losses and %age of time for each activity of operator. Through 
brain storming find out what best can be done for optimum utilization of resources viz., 
man, and machine.  Conclusion: 
 
The Birth of QC Circle was the result of the Post World-War II conditions and the growth 
of underdeveloped countries, specifically in South-east Asia and the ruined nation, 
Japan.  This envisage to involve grass-root level people to make things first time right at 
shop-floor itself.  This was through human endeavor, team building, synergetic work, 
autonomy and mutual learning.  In the present scenario the world has passed through 
economic recession, which resulted in the birth of Lean Manufacturing and Lean 
Management. The authors of this paper, thought of modifying the functioning of QC 
Circle in line with present circumstances making it Lean Quality Circle without distributing 
its basic principles and to eliminate wastages and make continuous improvements in the 
organization, for its growth and development as well as updating the knowledge and 
learning of first-line people with the assistance of Executives. 
 
This leads to utilization of hidden and unused talent of employees and their creativity to 
tackle any situation arising in the organization balancing with their logical approach. 
 
To achieve Total Quality, total employee involvement, total process control and total 
wastage control is must.  MQC helps us to improve our own organization. This is not just 
theoretical, we have introduced the same and is practiced in many of the organizations 
and the results are very encouraging. 
 
QCFI is having its own publications on different concepts in which all the above 
topics/steps can be learnt. All above mentioned steps/topics are well experimented and 
modified by us as per Indian Conditions and work environment. We are implementing 
these in different industries since 1996. This has been a boon for the industries 
especially Small and Medium industries. This does not require much training days but 
top management commitment, middle management support and motivation to the task 
performers, which will improve the Quality and Productivity, reduce the wastage and 
workplace become neat and clean. One can visualize the change in Quality of work life 
of the employees and major change in the attitude of all, along with overall growth of the 
organization. 



 QCFI takes care of visible Aspect of Lean as well as Less visible Aspect of Lean by training 
employees from hundreds of Indian Organizations, by publishing books, news letter’s for the 
benefits of members, organizing conclaves for knowledge sharing by specialists from various 
organizations, organizing chapter conventions and national conventions for recognizing our 
members for their good improvement work in their respective organizations. 
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