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quality strategy
what is a quality strategy?

A quality strategy is “the overall intentions and direction of an organization related to quality as formally expressed by top management [i.e. 7Q’s directors.]
” A quality strategy is one of the firm’s primary tools to focus and to direct the firm; together with the quality objectives it determines the desired end-state
 and assist the firm to apply its resources to reach that end state
. 

aims of 7Q’s quality strategy

There are three perspectives on our quality strategy, but they are all part of the same single strategy

From the point of view of employees

the aim of quality strategy is to enable them to deliver work in line with both client and partner expectations, and to play a full role in ensuring the alignment of partner and client expectations, in a way that is least stressful and least cost to the employee, and also to enable the employee to develop professionally as a management consultant in a low-leverage firm.

From the point of view of the client

the quality strategy should ensure that they know and agree what they should get, and that what they do in fact get from us is what they wanted and thought that they would get, when they thought that they would get it, and that they manage their systems so that they pay us on time. It should also help them to understand all the things we can do for them and give them confidence that they can trust us to do a good job in any of them, should they want us to.

From the point of view of the owners of the firm

that is the directors, the aim is to maximise the long term value of our management consulting business, which is the same thing as the long term quality of earning and the long term management of costs taken together. 

context

The context of the firm’s quality strategy is the nature of our business. Our primary business is management consulting. We have two supporting businesses, which overlap extensively with our primary business, and these are our publishing business and our training business. This edition of the Quality Manual addresses only our primary business, but the principles apply just as much to our supporting businesses. 

7Q’s quality strategy statement

7Q is committed to comply with the ISO 9000 requirements for quality management, and to improve continually the effectiveness of the quality management system. This is ultimately the responsibility of the directors, although it is the responsibility of every employee and contractor in their day to day work. Where an employee or contractor is not demonstrating commitment, it is the partner’s responsibility to ensure that they change.

7Q’s overarching quality strategy is to use OODA loops (Observe, Orient, Decide, Act) with planned and measured feedback mechanisms to drive up continually both the work we do and also who we are as a firm and as individuals. In everything we do, we will design in and use feedback loops and think in terms of OODA. This is the responsibility of everyone at all levels of the firm, although we do not expect associate consultants to be competent in our quality doctrine. There are eight key principles in our quality strategy:
· client focus, the day this firm forgets that the client is our reason for existing is the day we deserve to go bust: the employee who fails to think of the client’s point of view deserves to loose their job. We need to understand our client’s point of view and work accordingly. 
· feedback loops, or OODA loops, that is, to take what the client is telling us (or what our own people are telling us), understand it, and change the way we do things on the basis of what we are being told. “Changing the way we do things” means both the way we serve clients and administer ourselves, and also changes to continually improve the effectiveness of our quality management system. OODA stands for Observe, Orient, Decide, Act. 
· speed, that is, we need our feedback loops to work faster than our client’s loops in those areas which either create high value for our clients or which give us significant competitive advantage. 
· teamwork, teamwork is integral to our quality and must be created at the team level. Teamwork includes developing our people, especially as teamworkers.
· process, we approach our work as a set of processes, to be understood, documented, controlled and improved. We do not work ad hoc. We change our processes according to our objective, fact-based evaluation of feedback and other lessons learnt.
· knowledge management, we will capture and maintain vital long-term knowledge
. Part of this is about creating, protecting and maintaining intellectual property, which is the only long term asset we have other than our people and their teamwork; part of it is about ensuring that we focus our people on learning the vital long-term knowledge that we each need to do our jobs as management consultants. The most important part of this principle is that this process is not, and none of our processes are, aiming to capture all knowledge, or else our processes will seize up. We must discriminate very much and select only vital long term knowledge.

· use of IT, we will use computers and IT to enhance our quality, and especially by using it to exploit the other six principles above.
· use of checklists, we will create and use checklists in key areas where checklists are likely to make a material difference to the quality of our deliverables and the risk to our reputation and revenue.

The strategy will be used within client engagements. The mechanism will start with the quality section of the proposal, and there will be a quality management section of the engagement management, plan, and the post-engagement review and lessons learnt session will be first of all concerned with quality. For each engagement there shall be a quality assurance partner who will be a partner other than the engagement partner. In each engagement we will identify and engage with the client’s quality management people and processes. Where the client has and uses their own quality system, we will follow that rather than our own to the extent that it is reasonable and practicable to do so in the context of our engagement, and other things being equal we will prefer their system to ours. Where there are gaps in the client’s quality system, we will use ours. If we use the client’s quality system, we will still use ours to learn and obtain feedback from the client.

The strategy will be used with our people and their development as professionals. In addition to the quality reviews that form part of engagement work, each employee’s periodic performance appraisal will include a major component on the quality of that individual as a professional management consultant.

The strategy will be used with our internal projects, in the same way as for client engagements. At least one a year we will have an internal quality audit. 

quality plan

quality objectives – run the firm

1. HR

1.1 Select new staff (as appropriate)
· Hire the right people for 7Q: comfortable with evidence based decision making, potential to be with us for the long run, desire to work hard, comfortable with the desire to make money, have a scientific culture, understand the importance of the client and the ramifications of that.

· Ensure potential employees understand what it is like to work for us.

· Decide whether to hire for aptitude or attitude.

· Check that the candidate has the exact kind of degree and other qualification that they claim to have, and terminate the hiring of any candidate who has misrepresented in any way their qualifications.

1.2 Hire

· Obtain copies of all qualifications and obtain a statement (email is fine) from the candidate confirming that their qualifications are as represented. In addition, an officer of 7Q should see the original certificates.

· Sign contract before starting employment.

· Obtain references and validate our assessment of the candidate.

· Ensure employee understand the company strategy.

1.3 Appraise

· Continual improvement: develop the individual, improve the firm.

· Jointly agree career development plans and personal business commitments.

1.4 Agree training needs

· Develop with each employee a training plan for the coming year/s.

· Align training needs to the strategic objectives of the firm and the wants of the individual.

1.5 Retire

· Minimize risk to the firm of employee litigation and IP theft.

· Make leaving a pleasant experience for the employee.

· Capture feedback from the employee.

2. IP management

2.1 Define a knowledge area

· To ensure that we know what we need to know and manage to support our strategic objectives.

· To make the development and maintenance of our IP easy.

2.2 Develop IP

· To ensure that we have the right IP at the right time available to the right people.

· Especially, to develop new service offerings.

2.3 Maintain IP

· To ensure our IP is up to date, 

· Especially with regard to service offerings: we have a portfolio of service offerings such that we can easily sell consulting engagements of the right kind to the right kind of clients.

· To protect our IP from theft, decay, misuse or accidental loss.

2.4 Retire IP

· To avoid the costs and risks of an excessive inventory of IP.

3. Firm Operations

3.1 Execute marketing

· Identify potential markets and prioritize.

3.2 Sell engagements.

· To sell consulting engagements that are profitable in their own right and that also create strategic value, by leading to further work in our core areas and by enabling us to develop our IP, skills and capabilities in line with our strategy.

Cover target clients (Coverage)

· How do we start the process of building a Trusted Client partnership? The first step is to choose a client that has strong potential for building this type of long-term relationship. We will evaluate potential clients on seven criteria when selecting which one to invest in
:
· Relationship Orientation: Does this client have a history of building long-term relationships with external service providers and advisors?

· Revenue Potential: Can this be a significant client for 7Q, in terms of absolute fee revenue?

· Competitors: Are there incumbents serving the client who are major competitors to us? From what we know, is trying to develop a trusted client directorship relationship now with this organization more likely to be an uphill climb or a great opportunity.

· Existing Relationships: Do you or your firm have existing relationships with this client that you can build on, particularly with senior decision makers?

· Capabilities Fit: Is there a good match between your capabilities and geographic reach and this client's needs?

· Client Ambition: Does this client have good leadership and strong ambitions to be a leader in its market? (Remember Machiavelli's advice in The Prince: "A prince who is not himself wise can never be well–advised").

· Risk: Does serving this client pose financial, legal, or reputational risk? 
· All individuals at Consultant level and above should become a trusted client partner, to one organization initially, and to between five and seven for directors. What is a trusted client partner? The starting point is usually a single trusted advisor relationship with a key economic buyer at the client. Around this are then built many-to-many relationships at multiple levels in the client's organization. Often, the bond is forged in the crucible of a crisis, transition, or transformation. A personal relationship usually develops–you're not necessarily best friends with the client, but you get to know each other as people and you probably end up helping them on a personal level in some important way. Invariably, the work advances the client's agenda of important strategic and operational issues–these directorships are not constructed on minor problems and commodity services. Note that these relationships are usually not the result of the derring-do of a single, powerful rainmaker. Nor do they prosper solely on the back of one unique or compelling service offering. Rather, they grow and develop due to an integrated set of individual and institutional capabilities that are rooted in a culture of collaboration and client focus, so we must grow and develop precisely these capabilities.

· Our organization and management processes surrounding the rainmaker are just as important as the rainmaker themself. Our consultants must build their own network, learn how to engage with senior executives, and ultimately transition from having a purely individual relationship to an institutional one. On the other hand, firm leadership must cultivate a culture of collaboration, support the training and development of client relationship managers, and make sure the measurement and reward system supports long-term relationship building efforts. 

3.4 Execute non-sales projects

· Identify and define non-sales projects in-line with corporate strategy.

4. Logistics

(To be completed) 

5A Product/Market strategy & plans

(To be completed) 

5B Firm Strategic Direction

(To be completed) 

6 IT & Telecomms

(To be completed) 

7. Professional development

7.1 Manage low-level awareness

· Maintain a low-level awareness scheme to remind staff of what they need to do, and ensure that each employee actually uses it.

· Align the scheme to the strategic needs of the business.

8A. Firm legal affairs

8A.1 Align legal entities to bus needs

· Ensure that we have the right quantity and type of legal entities for the strategic needs of the business.

8A.2 Run the Boards

· Ensure that we comply with the legal requirements of the Companies Act and other similar legislation, and maintain proper statutory books and records, and have the right number of board or members’ meetings.

8A.3 Other compliance requirements

· Ensure that we comply with other legislation and codes of practice, in so far as is practicable on a risk-adjusted basis given the nature of our business.

8A.4 Manage litigation

· Minimize our exposure to risk from litigation, especially by (a) showing that we have communicated to our employees, officers and directors the obligation and (b) kept proper records.

8B. Firm level financial control

8A.5 Record expenses

· Ensure expenses are submitted at the end of each calendar month.

· Ensure employees understand that they should spend the firm’s of the client’s money as if it was their own, and only in support of our business strategy.

8A.6 Check & reimburse expenses

· Ensure costs are incurred only as necessary to support our strategy.

· Recover all recoverable expenses from clients.

· Reimburse employees timeously.

9. Administration

9.1 Manage documents

· Use the G1-9 file system.

9.2 Manage meetings

· Use the meeting notes template.

9.3 Personal Admin.

· Use the file plan.

· Ensure all employees understand their records management requirements.

Quality Objectives – Run the engagements

3 Engagement delivery

3A.1  Appreciate character

· Ensure that we know who the key people on the client side are, and who we are dealing with in terms of their character.

3A.4  Execute

· Put together the right consulting engagement team.

· Ensure that those on the team, especially the manager, are suitably qualified and experienced people.

· Ensure that we understand and manage client expectations, and deliver on them, in a way that creates value for the client and for us.

· Ensure that we manage the engagement, the client and the combined 7Q and client team through all political sensitivities, and that we identify the likely political sensitivities in advance.

3A.5  Learn lessons 

· Capture all relevant lessons about how to serve that client better, and

· How to execute that type of work (i.e. service offering) better, and

· How to improve our firm, especially its organization, strategy, people, processes and technology.

· When we fail to meet our planned quality levels, we will implement a Non-Conformance Event Process, which will (a) stipulate corrective actions for the consulting engagement in which the event arose so that the engagement recovers to planned quality levels and repairs damage done, and (b) recommend corrective actions in the firm’s processes to reduce the risk of a recurrence, which corrective actions will be implemented through the firm’s normal quality management and change control processes.

5 Engagement Planning

3A.3  Plan & Prepare

· Create an engagement plan, including a quality plan and a risk assessment.

· Agree with the client on the client’s version of our engagement plan.

· Ensure that the clients needs have not changed throughout the engagement. If so, replan.

8A. Engagement control - legal

8A.1 Sign contract

· Ensure that all work is based on a signed contract, or where work starts before a contract is signed, that there is evidence of a sound contractual basis.

· Keep a legally valid record of the contract.

8A.2 Review contract

· At the end of the engagement, review the contract to assess the degree to which we have met our contractual obligations.

· If there are gaps, decide on remedial or mitigating actions, if appropriate.

8B. Engagement control - financial

8B.1 Create profit plan

· To have a planned profit in terms of timings and quantum, to work to and measure ourselves against.

8B.2 Create financial control sheet

· To assist in implementing the profit plan.

· To communicate expenses policy and allowances for the engagement to team members.

8B.3 Measure & bill

· Bill at least once a month.

· Measure actuals against the profit plan.

8B4 Closeout engagement financial control

· To measure performance against the profit plan.

8B.5 Review profit.

· To make a final verdict on the profitability of the engagement.

· To create an input for continuous improvement from the point of view of engagement profitability, to help us drop less profitable work and increase profitability of other work.

system level processes

execution of our commitment to continuous improvement
All reports produced by our firm for which it is appropriate will end with a section titled “Internal continuous improvement.” This section will document recommended actions to improve our firm’s quality and quality management system, and the rationale and expected benefits for such actions. Reports for which it is appropriate include client visitreps, post-engagement reviews and showcase reviews, and any other document for which the manager producing the document judges such a section to be valuable. 

quality management system
Document management (ISO9001-4.2.3 & 4.2.4)
In the modern world all documents are records — as any defendant to a legal case who thought that their email documents were not records of what was said. The firm therefore does not distinguish between documents and records. (In ISO9000 terms, our records management and document management are one.)

FILING DOCUMENTS

Every document that is not to be kept permanently, or potentially permanently, must be named, or its folder named, to either begin or end (according to which is most appropriate) in YYMMDD where YY is a numeric pair to indicate the year, and MM to month, in which the document may be destroyed. Only low value documents of temporary value, and which are not required by law or convention to be kept, are to be so marked.
All other documents, including emails, are to be either destroyed on the day of creation or receipt (unless there is a legal requirement against so doing), or filed.
There are two places in which company documents may be filed: the secure dropbox or the online archive (both follow an indetical G1 — 9 filing convention) 
Within our filing structure, all documents relating to client work are filed within either the Daylite Database or a folder for the client within the M3 Operations, Programmes & Projects folder. Each client folder follows the same structure 1 – 9. In the case of the client folders, each individual business development opportunity will have its own folder in the G5 Plans section, and then the execution of work will be filed in a folder in G3 Ops. These folders are to start with the date that the opportunity was identified or the engagement start date, in reverse notation (i.e. YYMMDD).

Wherever possible, file documents in plain text form on Daylite and not in folders.

In the case of documents pertaining to engagements and projects, where possible, file documents on the server and make working copies for your own machine. 
Classified, client documentation must never leave the client’s IT system.

DOCUMENT METADATA

All documents must have metadata. This must be in the form 
YYMMDD-classification-title-draft status-version-author

DOCUMENT WEEDING

It is less cost to keep documents than to weed the files, because the cost of storage per Megabyte is falling fast. However, at the end of every engagement or project, the engagement manager or project manager will weed the file for that engagement or project to make a single final version. Once engagements or projects are complete there is to be only one copy, which will be kept on the archive server filed by engagement name. Access to this will be restricted according to our intellectual control principles.
INTELLECTUAL CONTROL
Intellectual Control concerns accessibility and approval, that is, who has access to what. Different groups may need the information in different formats. Different groups of people need to create, read, read and write, and delete. The principle we follow is minimalist and “need to know.”
A key aspect of intellectual control, and also where to file things, is where to file those things which could logically be filed in several different places. The rule is to file client engagement work in a client file, and all other work wherever it will be most closest to our market; for example, if something could be filed either in G2 Research (i.e. the highest level research folder) or in the G3 Ops/Service Offering/M2 Research, it is the latter that is closest to our market, so that is where it should go.
A key principle of intellectual control that is vital for our quality management with respect to client work is that all work to be delivered to a client is signed off by a partner before it is delivered. Associates or Consultants are not to pass client deliverables to the client until a director has signed them off. Certain limited exceptions may be made in the case of some clients where strictly necessary.

management responsibility
Management review (ISO9001-5.6)

The directors will conduct a management review of the business in January and August of each year, these being quiet periods. These dates will be shown in the Calendar of Events. 

The aim of the review is to ensure that we are allocating resources in line with our strategy, and continually improving in how we go to market, how we serve clients, and in internal processes.
The inputs and outputs are as per the ISO9001 standard, and recommended actions will be entered into the DL5 database. The review will include reviewing actions and priorities in the database.

product realization
Planning of product realization (ISO9001-7.1)

Excluded. (See Annex 1.)

Customer related processes (ISO9001-7.2)

For 7.2.1 “Determination of requirements” are our main tools are the proposal planning process and proposal template tool.  We use these for determining customer requirements, both should be used to determine what type of assistance the client probably needs if it is not obvious.
For 7.2.2, “Review of requirements related to the product” our tool is also the proposal development tool, a key point of this document is to ensure that customer requirements are built into our work design from the start, from the proposal.
And for 7.2.3, “Customer requirements” our tool is the DL5 Engagement Execution Process.

Nonetheless, we do need to design in quality to our client engagements. We do this by including quality planning as part of the Client Exploitation Plan (CXP) process. All CXPs must include an outline or schematic quality plan, including a statement of quality criteria, means of monitoring and measurement of quality, means of analyzing data, and methods for continual improvement throughout the engagement. 
We also need design and development processes for creating and marketing new service offerings. Right now our process is undocumented and uncontrolled, except for one core process of reviewing how we perform in showcasing, which is the process by which we test potential new service offerings on clients. However, we exclude for the time being design and development processes for creating and marketing new service offerings, as stated in Annex 1.

Purchasing (ISO9001-7.4)

Excluded (see Annex 1).

measurement, analysis and improvement
Measurement, analysis and improvement is a fundamental business principle, besides being fundamental to quality management. Our primary conceptual approach to this has three parts:
· the OODA loop (see above);

· a commitment to continual improvement;

· a commitment to obtain facts (data) and use facts as the basis for decisions.

ISO9000 requirements 8.1a (to demonstrate conformity of the product) is excluded, as is 8.2.4 (Monitoring & measurement of product) and 8.3 (Control of nonconforming product (see Annex 1).

Monitoring and measurement (ISO9000-8.2)

We measure customer satisfaction to find out whether we have met their requirements and how we can improve our business. We measure customer satisfaction in three ways:

	Direct questioning


	Wherever possible, we will give clients a customer satisfaction form for completion. This is mandatory at the end of any training course that we deliver, and it is the responsibility of the senior employee on the course delivery team to do so. This applies no matter how short the course, even a half hour course. 

Where a customer satisfaction form is not appropriate or not feasible, then the engagement partner will speak to the sponsor on a regular basis and ask directly for his view of the quality of our work.

	Invoice payment


	We normally work on the basis that if the client is not satisfied with our then we do not expect them to pay for the work we have done. We do not provide for this contractually, but we work on this basis. We will tell the client in advance of the work that this is our policy.

If we agree that we have failed to meet a level of quality that we believe we should have, then we cancel the invoice in whole or part. If we disagree with the client about whether we met acceptable and reasonable standards, then we will deliver the invoice, but ask the client to keep it for a year and then review the work with hindsight, and either pay then or destroy the invoice, and we will accept their decision a year on as the end of the matter. 

The continuing payment of our invoices, especially if they are paid promptly, is an indicator that we are performing satisfactory work, although not as strong an indicator as direct feedback.

	Follow on work
	The surest indicator that we have done quality work is when the client asks us back to do a further, new engagement.


Internal audit (ISO9001-8.2)

Each year in September the firm will conduct an internal audit of all areas of our business. The timings will be in the firm’s Calendar of Events. The audit will involve all full-time employees and as many part-time staff as possible. The firm will maintain an Internal Quality Audit Programme Plan to ensure that audits are planned systematically and as part of a programme, rather than each one being ad hoc. 

The principal aims of the audit are to determine whether the quality management system:
· conforms to the planned arrangement, 

· to the requirement s of ISO 9000,

· to the firm’s quality management system,

· is effectively implemented and maintained,

· and to determine priorities for improving quality. 

The essential output of the audit is recommended corrective actions (in SMART form) to the firm’s quality management system.

The audit process is that all employees will be briefed on quality management and the reasons for doing the audit, and asked to re-read the firm’s quality manual. Audit forms will be completed and returned to a nominated individual who will collate the audit reports, investigate any critical areas further as necessary and produce a written summary of the collated data.

A written summary will be created and held as an entry in the DL5 database, not as a standalone document. 

The scope of the audit will include all areas of the business, and especially internal processes, people (i.e. employee) related matters and IT systems. The primary criteria for including something in the audit is that it will be likely to make a material improvement to profit, risk, or customer satisfaction of the firm, but anything can be entered into the audit as each auditor sees fit. The design of the audit draws on the OODA loop, the firm’s business process map, and Adair’s Effective Strategic Leadership (2002).
The audit will be planned by a partner or a COO. The raw results of the audit shall be kept indefinitely, as shall the collated report.

Control of nonconforming product (ISO9001-8.3)

Non-conforming products will be controlled by the Non-Conformance Event Process (see above, “Quality Objectives—Run the Engagements”.) Often our most valuable product from our client’s point of view is a change in the state of mind of the client’s staff. The intangible nature of our product means that the Non-Conformance Event Process is a suitable process, as it will usually be an event that has created such a non-conforming product. The most common tangible work product that we produce is a report or presentation, and here non-conformity will tend to arise where we have not tested adequately for buy-in by circulating draft or “straw-man” versions of the report, in which case it is also best to treat the problem as an event (or lack of an event.)

Analysis of data (ISO9001-8.4)

Our main requirement for analysis of data for quality management in relation to client satisfaction, and our tool is client satisfaction feedback (see above). Where there is sufficient data for trends in other areas, that is, in either internal projects or processes, we will make ad-hoc analyses of these as necessary. 

Continual improvement (ISO9001-8.5.1)
We are committed to continually improving the effectiveness and efficiency of the quality management system, though the use of the quality strategy, quality objectives, audit results, analysis of data, corrective and preventive actions and management review. Our key tools here are this quality strategy document, a culture of quality management and of using the OODA loop, and the Whitby database.


Above all, managers are expected to give junior feedback immediately after any significant event or milestone, even if there is little time,  on the Goldman Sachs principle that “feedback on the run is better than none.”

Corrective actions (ISO9001-8.5.2)
Corrective actions for non-conformance begin with a partner taking direct responsibility for the work or event, investigating the problem, and leading the firm to a decision on corrective action. Where necessary, the work will be re-planned and re-baselined, and weekly reporting to the client will be instituted. Where the problem is a people problem, the 7Q employee or partner concerned will be replaced. Tools available for corrective actions are the Whitby database and the form <<Quality Defect Corrective Action Confirmation.doc>>.

Preventative actions (ISO9001-8.5.3)
Preventative actions are necessary in three main areas of the firm: corporate governance, employee dissatisfaction, and client engagement. 

Corporate governance

This is excluded. 

Employee satisfaction

We have a formal system for ensuring staff and associates are satisfied and know what is expected of them, comprising annual performance appraisals in the autumn and salary reviews in spring. Performance is judged against three yardsticks:
· personal business commitments agreed the prior year (or at hiring);

· the firm’s capability matrix, which shows what capabilities are expected at each level;

· utilization targets, by level.

Overall, the first preventative action is for the engagement manager to be available, and for them and the engagement team to understand what the client requires, and to communicate continually with the client. The document <<Guide for new joiners.pdf>> sets out what new joiners to the firm should expect, and this has helped to reduce stress and dissatisfaction in associate consultants. We will create similar documents for the other levels of employee in due course.

At the end of every engagement, the client partner holds a lessons learned session with the engagement team, and if necessary a separate one with the engagement manager, to document lessons learnt, which includes a section on people.

Alongside these formal processes and tools, management actively listen for signs of satisfaction or dissatisfaction at all times, and employees are encouraged to communicate any dissatisfaction, their or of colleagues, up the management chain.

Preventive action is documented in the normal way.

Client engagements

Preventive action begins with the engagement risk review, which identifies risks in the engagement and recommends preventive actions. These actions are included in the engagement plan. Likewise for projects, the project plan will include a section or risks and will give preventive actions. 

Internal audits

We will have three regular internal audits, which together give a complete view of the firm. 

Firm non-statutory audits 

Firm non-statutory audits will be conducted by a chartered accountant with professional audit experience, once per year, ideally in January. This audit will take the form of a standard external financial audit, and will include a section on financial controls and suggestions for management and quality improvement.

Management Audits

Management audits will be undertaken annually in September. 

Engagement quality audits 

Engagement quality audits will be conducted on about a 20% sample basis but at least one per year, by a director.

Control of non-conforming material

Non-conforming materials are engagement deliverables that do not meet client requirements. Once identified, a director will decide from the firm’s point of view whether the cause was primarily a failure in our quality system. If so, the work will be redone at no cost or the fee refunded. The material will be filed in the usual way

annex A – exclusions

Three factors characterise 7Q’s work and justify certain exclusions from the baseline ISO9000 requirements. These factors are:
· The products produced by 7Q are intangible, in the sense that they are almost always written reports;

· 7Q’s work products are also specific to each client, or bespoke; 

· Often, the client does not know or is unable to articulate their requirements in any detail, and accordingly our brief is often to start by helping the client to define some specific requirements for our work.

From these factors it follows that apart from the general requirement to ensure that we understand the client’s expectations and requirements, and pay due heed to them, we are often not engaged in the kind of work where we can measure our work products for conformance to either standard yardsticks or to historical data accumulated from our own experience. The ramifications are  a number of exceptions or modifications to the quality requirements of the ISO 9001 standard – as detailed below.

	Sect
	Sub-Sect
	Rationale For Exclusion
	Review Date

	7.1
	All
	(Planning of product realization). This section of the standard is aimed at tangible products. The basis for exclusion from this requirement is that our products are intangible, and in any case usually not of a nature such that quality objectives can be set at the start of the engagement. However, we follow the spirit of this section by agreeing with the sponsor of our work what tasks we will do and what deliverables we will create. These are specified in our proposal and progress against these is reviewed at regular intervals with the sponsor. 
	Done

	7.3
	All
	(Design and development). The basis for exclusion from this section as it applies to our client work is the same as for 7.1, above.

More than for client work, we do need quality management in place for developing new service offerings. However, given the resource constraints and priorities of our firm right now (4Q07) it is not feasible or reasonable to create such processes. We can work perfectly well with management judgement and the single formal process of lessons learnt in showcasing, which is in place. 


	Jan 15

	7.4
	All
	(Purchasing). The basis for excluding purchasing is that the firm purchases very little, except for IT equipment and training, and the managing director personally performs all procurement in those areas, which ensures proper control and alignment of purchasing to the strategic direction of the firm. The purchasing in these two areas is very simple, so there is no value to be added by having a formal quality process.
	Aug 15

	7.5
	7.5.1

7.5.2

7.5.5
	(Production & service provision). The basis for excluding 7.5.1. and 7.5.2, “Control of production and service provision” and “Validation of process for production and service provision” is two factors that characterize our firm’s typical management consulting engagement:

· as we typically produce work products that are entirely or substantially novel, there is little or no information that describes before production the characteristics of the work product;

· similarly, the novelty or uniqueness or out typical work product means that it is usually not feasible to define any but the broadest criteria for the review and approval process.

Instead, we have regular reviews with the client review our progress in general, and as a rule we have a policy that if the client does not consider that we have performed adequately in production and service provision quality, then our fee is waived.

7.5.5. “Preservation of product” is excluded because the intangible nature of our work product is such that it is not amenable to such preservation.


	Aug 15

	7.6
	All
	(Control of monitoring and measuring devices). This is  excluded because the intangible nature of our work product is such that it is not amenable to such measuring and monitoring.
	Aug 15

	8.1
	8.1.(a)
	(To demonstrate the conformity of the product). This is exempt because the nature of our work is typically such that there is no pre-existing standard or comparator to which to conform. 


	Aug 15

	8.2
	8.2.2 (part)
	(Monitoring & measurement / Internal audit). The requirement that no one will audit their own work is excluded because the small size of the firm makes this impractical with internal resources, and the cost of outside help makes that option uneconomic. However, our process does ensure that anyone who does audit their own area is not alone, and their opinions will be outweighed by others.
	Aug 08

	8.2
	8.2.4
	(Monitoring & measurement / of product). The intangible nature of our work product means that beyond the three factors of (a) measurement of customer satisfaction (8.2.1), (b) whether our invoices get paid, and (c) whether we get hired for more work, there is nothing to measure. 8.2.4 is excluded because through the other three means we achieve all that is reasonably and practicably possible under this heading.
	Aug 09

	8.4
	Most
	Except as outlined above, analysis of data is excluded, because the small scale of the business means that there is insufficient data for a meaningful and cost effective analysis. We expect this to change as the firm grows.


	Aug 07.

	8.5
	8.5.2, 8.5.3
	(Corrective action, Preventive action). Corporate governance is excluded because it is a low risk, low probability area, and there is minimal probable benefit to having an continual improvement system as such in this area right now, given the size and nature of the business. We believe that we know what improvements are necessary, and these are on the Financial Director’s to do list. 


	Jan 08.


annex b - non-conformance event process

What is a Non-Conformance Event

A non-conformance event is an event in which or as a result of which our firm falls below its planned or intended quality standards. 

How do we recognize a non-conformance event?

We may not recognize the event immediately it occurs. There may be a delayed reaction, and it may not be until some way down the chain of events following the root cause event that we recognize that there may have been a non-conformance event.

What is the process? What do we do when we have an event?
Our non-conformance event process is based on the principles of the OODA loop. Annex 7 describes the OODA loop in detail. The key steps in the process are:
1.  Recognize that there has been a non-conformance event. (Observe).

2.  Identify what happened. (Observe).

3.  Determine the probable root cause. (Orient.)

4.  Identify options for corrective actions in the client engagement. (Orient.)

5.  Identify options for corrective actions in the firm’s processes.(Orient.)

6.  Select and implement corrective actions. (Decide, Act.)

7.  Record other key ramifications of the event.

Annex 6b is a form that records key outputs from this process, and which will then be an input to the Whitby database.

When should the process be run? When should it start? Ideally, the first six steps above would capture all the vital knowledge to be gained from the event. Real life is often not as tidy as that, and there may be vital knowledge that comes to light only after the process has been run. When to run the process is always a matter of judgement. Not only must the event be recognized, which, as discussed in more detail below, may take time, but urgent demands in the immediate aftermath of the event may delay running the process. However, the process should be run as soon as the engagement manager or client partner judges that it is useful to do so. There should be no delaying until all possible ramifications are visible: start the process as soon as significant benefits will be likely to accrue from the client’s point of view. 

The next section describes in detail each of the key steps in the process.

Key steps in the process in detail:
1. Recognize that there has been a non-conformance event

Some non-conformance events are large and obvious. An example from another industry being an oil refinery exploding. Other non-conformance events will not be recognized until some time after they occur. Moreover, realization may be a gradual process, in which case the danger is that it is not dealt with as an event, but accepted as part of the natural development of life. So a key responsibility for all employees in the firm, and especially engagement managers, is to recognize when there has been a non-conformance event.

2. Identify what happened

Once it is clear that there has been a non-conformance event, then the engagement manager will identify and document what happened. The engagement manager will normally involve the engagement team in doing this.  This should be based on facts and be in the form of a timeline. It should exclude opinions and possible causes of events, which come in the next step.

There are two outputs from this step. One is a concise written report. It goes into the form shown at Annex 6b. The other is a timeline of key events, to be produced in the Timeline software. The purpose of the timeline is to give a graphical illustration of key events to help the reader understand the sequence of events described in the narrative.

3. Determine the probable root cause

Based on facts, possible causes of the event as defined should be identified and listed. From these possible causes the engagement manager and the engagement team will determine the most probable root cause. This analysis should be captured in an Ishikawa diagram. Tips for running this step of the process:
· Ensure that all agree on the statement describing the non-conforming event before starting to determine root causes. (I.e. ensure that Step 1 is completed.)

· Ensure all team members involved in this process understand the core concepts and how they are used in the process, such as “root cause” and “Ishikawa diagram.” Check especially with new team members.

· Distinguish causes from symptoms.

· Frame causes in terms of process steps (or omissions) rather than special cases where possible.

· Post-it notes are useful to create the first draft of the fishbone diagram.

· Trace each line of causality back to its root cause, using the “Five Whys.” (Ask why the problem happened, then ask again of the answer, and so on. Usually by the time you have iterated five times you will have come to the root cause.)

· Consider which root causes are most likely to be worth further investigation, in terms of benefit to the client, and improvement in the firm's processes.

It may be helpful to categorize causes. Some commonly users categories are:

For service industries, the “Four Ps”:

· Policies,

· Procedures,

· People,

· Plant/Technology.

For manufacturing, the “Six Ms”:

· Machines,

· Methods,

· Materials,

· Measurements,

· Mother Nature (Environment),

· Manpower (People).

For process steps:

· Determine Customers,

· Advertise Product,

· Incent Purchase,

· Sell Product,

· Ship Product,

· Provide Upgrade.

The output of Step 3 is an Ishikawa (or fishbone) diagram, created in Inspiration.

4. Identify options for corrective actions in the client engagement

This is the overriding and immediate-term purpose of this process: to fix from the point of view of the client whatever the problem was, or, if like an exploded oil-refinery, the status quo ante cannot be regained, to minimize the damage and to mitigate the consequences of the event. This step in the process ends when options and the factors for and against adopting them have been identified. 

The output of this is a table summarizing, at high level the options and the factors for and against each one. The aim is not to waste time and effort documenting the exploratory discussions. Rather, the aim is to record what options were considered, so that in a year or so’s time, the decision of which option to take can be evaluated and lessons learnt.

5. Identify options for corrective actions in the firm’s processes

Second to the corrective actions for the client engagement, but at least as important to the Firm in the longer term, is to improve our processes in the light of the event and our understanding of its causes. Most obviously, an aim if the event was not a one-off, is to reduce the risk of a recurrence, but there may be other insights gained from the event, such as what in our processes proved its value or worked especially well. This step in the process ends when options and the factors for and against adopting them have been identified.

6. Select and implement corrective actions

Corrective actions for the client engagement are implemented by a change in the engagement plan. Corrective actions for the firm’s processes are implemented through the firm’s Quality Management System, which is initiated by making and entry into the Whitby database, which in turn is done by completing the form at Annex 6b. This should be converted into an Acrobat (.pdf) file in order to incorporate the Timeline and Inspiration graphics.

7.  Record other key ramifications of the event

The larger non-conformance events may well have many ramifications and repercussions, and it is damaging to wait until all of them are known before starting the process. This means that after the process is run there may be further vital knowledge to be gained from the event that has not been captured. This should be documented, added as a supplement to the Non-Conformance Event Report, and fed into the Quality Management System in the normal way.

annex C - non-conformance event report

	Engagement or project or process name


	

	Client


	

	Engagement Team or Process Participants


	(Name of Engagement Manager or Process Owner first, with asterisk)



	Date of report


	

	Author


	

	Date submitted into QMS / Whitby
	


statement of the problem

Describe the facts of the non-conformance event. Use the “Observe” section of Annex 7 as a guide to what to write in this section of the report.

narrative description of events

Use the “Observe” section of Annex 7 as a guide to what to write in this section of the report. Create a Timeline file and insert into this section of the  report in the final, Acrobat, version.

root cause analysis

Summarize the analysis of the causes and probable root causes of the event in an Inspiration Ishikawa diagram, and add narrative in the main Word document.


Use the “Orient” section of Annex 7 as a guide to what to write in this section of the report.

recommended corrective actions for the client engagement

List the recommended corrective actions and their intended benefits. Although they come in this part of the report, when competing this report skip this section at first, and complete the section below, “Possible corrective actions” first, then return to this section once the recommended actions have been selected from the possible ones. Use the “Decide” section of Annex 7 as a guide to what to write in this section of the report.

1. Recommended action

· List intended benefits.

· Intended benefit.

2. Recommended action

· List intended benefits.

· Intended benefit.

3. Recommended action

· List intended benefits.

· Intended benefit.

recommended corrective actions for the firm’s processes

List the recommended corrective actions. As with the previous section, when completing this report skip this section at first, and complete the section below, “Possible corrective actions” first, then return to this section once the recommended actions have been selected from the possible ones. As above, use the “Decide” section of Annex 7, and when describing intended benefits consider the measurement requirement in the “Act” section.

1. Recommended action

· List intended benefits.

· Intended benefit.

2. Recommended action

· List intended benefits.

· Intended benefit.

3. Recommended action

· List intended benefits.

· Intended benefit.

possible corrective actions for the client engagement

	1. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6. Say why recommended or not. For the final report sort the recommendations so that the first is the most obviously not to be recommended, and the final one is the one being recommended.




	2. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6.




	3. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6.




possible corrective actions for the firm’s processes

Use the “Orient” section of Annex 7 as a guide to what to write in this section of the report.

	1. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6.




	2. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6.




	3. Possible action (describe it)



	Factors for

· t


	Factors against

· t



	Recommendation

Leave blank during Step 4, complete during Step 6.




	Engagement or project or process name


	

	Client


	

	Date of original report


	

	Date of this supplement


	

	Author (of this supplement)


	

	Date submitted into QMS / Whitby
	


statement of the new vital knowledge about the original problem

Describe the new facts of the non-conformance event. Give the date, even if approximate, of when this new knowledge came to be known by 7Q. State whether it changes any of our previous analysis significantly.

recommended corrective actions for the client engagement

List the recommended corrective actions and their intended benefits. 

1. Recommended action

· List intended benefits.

· Intended benefit.

2. Recommended action

· List intended benefits.

· Intended benefit.

3. Recommended action

· List intended benefits.

· Intended benefit.

recommended corrective actions for the firm’s processes

1. Recommended action

· List intended benefits.

· Intended benefit.

2. Recommended action

· List intended benefits.

· Intended benefit.

3. Recommended action

· List intended benefits.

· Intended benefit.

� 	ISO 9000:2000, 3.2.4. Except that what ISO calls a policy, 7Q calls a strategy.


� 	“End-state” as used here in the 7Q terminology means the same as “results” in ISO 9000.


� 	ISO 9000:2000, 2.5.


� 	For the definition of “Vital long-term knowledge” and how it is distinguished from other, non-vital knowledge, see Report Of A Working Party On Maintenance Of Vital Long-Term Knowledge (MVLK), D/CST/06/01/10/05.  London: Defence Scientific Advisory Council. December 2004. “Most knowledge is not vital. The knowledge that is vital in the long term, tends to be technical and related


to complexity.” And in another section, “Often technology may have progressed so far that the original knowledge is obsolete. The need for detailed knowledge can be reduced by designing to avoid ‘black art’ …”.


� 	Adapted from Sobel, Client Loyalty, Number 62, April 2009. 


� 	Adapted from Sobel, Client Loyalty, Number 62, April 2009. (www.andrewsobel.com, tel: 505.982.0211). ©2009 by Andrew Sobel Advisors, Inc. 10 Bishops Trail, Santa Fe, NM 87506.


� 	Adapted from Sobel, Client Loyalty, Number 62, April 2009.
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