The Two-Page Quality Manual
How to get lean all over
by Mike Micklewright

Our company’s quality manual must mirror the 1SO standard, must be
between 25 and 40 pages in length and must be customized to our
business.

After the initial approval of the quality manual, no one within the company
ever reads it again. The manual is a nonvalue-added element and it flies in
the face of lean philosophy and a lean documentation system.

The requirements
According to subclause 4.2.2 of ISO 9001, an organization should establish and maintain a quality
manual that includes:

e The scope of the quality management system, including details of and justification for any
exclusions

¢ The documented procedures established for the quality management system or reference to
them

e A description of the interaction between the processes of the quality management system

Well that’s not too difficult to accomplish, and with many clients it's possible to develop a two-page
quality manual that meets all of these requirements, that's user-friendly and that adds value.

Here’s an example of such a manual:



The two-page quality manual (page numbers, etc., are omitted):




Explanation of Relationship Between Processes, Procedures, and 1SO 9001
Quality Management System Process Diagram




Allow for the auditor’s reaction

Like most people, some auditors have a difficult time accepting change. So, it's a good idea to
forewarn the registrar about the two-page quality manual that your company would like to pursue
with a letter explaining the above justifications.

Lean and ISO 9001

It's amazing how many companies that are 1SO 9001 or ISO/TS 16949-certified embark on a lean
journey and yet have fat, overdocumented, cumbersome, user-unfriendly quality documentation
systems that provide little value and have no controls in place to keep them from gaining even more
weight.

Practice what you preach

Make the first lean project one to reduce the documentation system. | have helped many companies
reduce their documentation system by 50 percent to 80 percent by applying basic lean principles,
especially when a transition is being made (e.g. QS-9000 to ISO/TS 16949). In all cases, no

important content was eliminated, and junk, nonvalue-added documents and redundancies were
eliminated.

Some basic principles of a lean documentation system include:

e State each requirement/sentence/specification in your quality system no more than once and
use references and hyperlinks. Get rid of all redundancies. This is the biggest source of a fat
quality system and a large source of variation. For example, one document gets changed but
the others with the identical requirement don't).

e Review each section of each document. Ask yourself and others, “Do we really read this
section or document?” If not, get rid of it.

e Get rid of sections in your documents that don't add value. For instance, a work instruction



needs only the instructions and revision/approval record. It doesn't need purpose, scope,
responsibilities, etc., because those should have been addressed in the procedure referring to
it.
e Review the revision record of documents. If there hasn't been a change to a document for a
long time, there's a good chance that this document isn't being used and may not add value.
e Have a system to ensure that the system doesn't get out of control again.
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