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MEASUREMENTMEASUREMENT

One of the key processes of TQM is measurement. Accountants are
trained to measure, but the rest of us need to learn how. It is
important that everyone in the organization learn the techniques
because they are simple and can be powerful in communicating
quality problems. At Norfield we have a phrase “I think therefore I
whine… I measure, therefore I know”. With measurement you can
know the magnitude of a problem verses you think you know. We
have included a copy of our measurement handbook for your
reference. Feel free to copy any of the pages for your use or
modification.



What you’ll find in this handbook . . .

Introduction - This section includes guidelines for deciding
whether or not to measure.

How to - This section helps you identify what should be
measured, how to measure it, and how to
communicate that measurement.

Costs/Forms - This section contains various company costs
for items that you may want to include in
your measurement. You’ll also find samples
of blank forms/charts/graphs that have been
included TO MAKE IT EASY for you to
photocopy.

Examples - This section includes examples of actual
measurement that have been taken here at
Norfield by the Service Department, Tools &
Supplies, the Parts/Fabrication Department,
and the Assembly Department. We’ve tried to
include several different types of measurement,
but remember that this doesn’t show ALL the
different ways there are to measure.
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MEASUREMENT HANDBOOK
GUIDELINES

WHY IS THERE A HANDBOOK?
To encourage everyone to use measurement as a tool to gather information
(evidence or proof) about a situation that may need improvement.

WHY SHOULD YOU MEASURE?
Gathering this information and presenting it as something we KNOW
rather than something we THINK gives us the opportunity as employees to
promote change that will enhance our life at work by eliminating hassles.
This book will help you accomplish that.

WHAT SHOULD BE MEASURED?
Anything you think needs change. This change can be a reduction in cost,
labor, hassles, etc.

WHEN SHOULD YOU MEASURE?
When an event has occurred more than one time, and will more than likely
happen again. If there is a situation that you feel is not being handled in an
appropriate manner or you feel there is a more efficient way to do it.

HOW DO YOU MEASURE?
Within this binder you will find the following tools, all of which have been
included to make it as easy as possible for you to measure:
Many Helpful Hints
Examples of Actual Measurement
Blank forms for you to copy

If you still have questions about measurement after going through this handbook, please
contact your supervisor or a member of the Q.I.T. (Quality Improvement Team).

This manual is reviewed and updated yearly by the Q.I.T., however if you have
suggestions or comments related to the measurement process, please communicate with
the Q.I.T. through either an E.C.R. or C.P.R. form. All feedback is appreciated.



Before you begin to measure, ask yourself
the following questions:

1.  Is this a one-time occurrence?
• YES - then do you really need to measure?
• NO - continue to questions #2

2.  Has there been a deviation from the current process?

3.  Do we need a new process or do we need to revise an existing process?



MEASUREMENT CAN BE

AS SIMPLE AS ASKING

YOUR

EXTERNAL/INTERNAL

CUSTOMER HOW

YOU’RE DOING.



IF YOU ARE AWARE OF AN
“OPPORTUNITY FOR

IMPROVEMENT” IT IS YOUR
RESPONSIBILITY TO IDENTIFY,

MEASURE, AND REPORT IT.

TAKE OWNERSHIP & BE
PROACTIVE IN ORDER TO MAKE

THINGS BETTER AND MAKE
YOURSELF FEEL BETTER!

IF YOU WANT TO AFFECT A
CHANGE, IT’S UP TO YOU - NO

ONE CAN DO IT FOR YOU -
CHAMPION YOUR CAUSE!

STRIVE FOR “I KNOW” INSTEAD
OF “I THINK”.



MEASUREMENT PERIOD:_____________________________________
AVERAGE

DESCRIPTION TALLY TIME

INSTRUCTIONS-The purpose of this form is to document instances where you were delayed or prevented 
from doing the work at your work station. Some of the causes will be in your control and some will not. The 
purpose is not to place blame but to help us find ways to eliminate those things that cause you hassles 
and prevent you from doing a good job. The process is very simple. Under DESCRIPTION write the cause 
i.e., machine jammed at loader, had wrong material, hinge screws were not tight, staple gun jammed, had 
to wait for next operation, didn't have tool to adjust machine, etc. Under TALLY you can make a mark 
every time that situation happens. At the end of some measurement period, say one week, you can then 
estimate the average time that each type of situation took. If you continue to do this usually a pattern will 
develop. The concept called the Praeto Principle says that one or two of these causes will have the 
biggest quantity of occurrences. Eliminate these causes first and then work on the next biggest cause. 
REMEMBER THAT IT IS IMPORTANT TO ELIMINATE THE CAUSE NOT JUST THE EFFECT OF THE 
CAUSE. 

PRODUCTION DELAY CHECKLIST



PONC DEFINITION WORKSHEET

REPORTING DEPARTMENT:_______________________________ PAGE _______ OF _______       

COMPLETED BY:________________________________________ DATE:__________________

DESCRIPTION OF MEASUREMENT:______________________________________________________________

FIXED COSTS

ITEM COST ITEM COST ITEM COST

TOTAL FIXED COST PER OCCURRENCE: $___________________

LABOR COSTS

TASK DESCRIPTION DEPT MIN/OCCUR    LAB. RT./MIN TOTAL

TOTAL LABOR COST: $__________________________

GRAND TOTAL OF FIXED AND LABOR COSTS PER UNIT PER OCCURRENCE: $_______________________

SOURCE OF DATA:___________________________________________________________________________

OVERALL APPROXIMATE COMPANY LABOR RATE AS OF 5/31/97: $.27/MIN.
ATTACH ANY ADDITIONAL INFORMATION OR ANALYSIS REQUIRED TO SUPPORT THE ABOVE DATA.



measure,
therefore I know!



INTUITION, HUNCHES OR EDUCATED
GUESSES CANNOT BY THEMSELVES

DETERMINE CONFORMANCE. A
MECHANISM IS NEEDED TO

DISTINGUISH BETWEEN:

“I THINK”

“I KNOW”





MEASUREMENT
MAKING “I KNOW” HAPPEN



. . . 1, 2, 3:

.  I D E N T I F Y
A) WHAT PROCESS IS TO BE MEASURED?

We want to measure a process that we ‘think’ may not be
conforming to the requirements or that we ‘think’ offers an
opportunity for improvement.

B) WHICH PART OF THE PROCESS? WHICH REQUIREMENTS?

We use our knowledge of the process to decide whether to
measure the outputs, controlling inputs or material or information
inputs.

C) WHY WAS THIS PART/REQUIREMENT CHOSEN?

Different processes need/benefit (from) certain types of
measurements. Ask if this measurement will accurately reflect the
performance of the process.



.COUNT
A) HOW WILL THE DATA BE COLLECTED?

Knowledge of the process will direct us to the correct method of data
collection.

GENERIC TALLY SHEETS

SPECIFIC TALLY SHEETS

For measurement to be Correct, Complete
for taking

and Consistent (C, C, C)
the measurement to a

 The hidden process within a pro=]



l COMMUNICATE
A) WHAT KIND OF CHART AND HOW WILL IT BE LABELED?

Choose a chart that will most accurately depict I KNOW.

p&--l piJ p-1 pq

B) WHO -WILL BE RESPONSIBLE FOR RECORDING [THE DATA]?

C) WHO NEEDS TO BE ROUTINELYAWARE OF THE DATA?

Who are you communicating TO?

D) HOW WILL THE INFORMATION BE COMMUNICATED?

/I -1 j P R E S E N T A T I O N S  1

E) WHO IS RESPONSIBLE FOR TAKING ACTION?

Measurement is useless if it does NOT lead to action!



0.

/ D o  I t  R i g h t  T h e  F i r s t  T i m e  /

Measuring a work process
does NOT ensure that

nonconformances will be
eliminated. Action must be
taken on nonconformances

so that the process can meet
its requirements.



F o r  Q U A L I T Y  t o  h a p p e n ,
e v e r y o n e  i n v o l v e d  i n  t h e

p r o c e s s  m u s t  b e
c o m m i t t e d  t o  m e e t  t h e
r e q u i r e m e n t s  t h e  f i r s t

t i m e ,  e v e r y  t i m e .

T h i s  i s  known a s :

ZERO DEFECTS



A PERSONAL PERFORMANCE
STANDARD OF ZERO DEFECTS DRIVES

US TO  CONTINUOUS  IMPROVEM E N T
BY MEASURING OUR PROCESSES.

MAKING NONCONFORMANCES VISIBLE
DIRECTS OUR ATTENTION TO WHERE
CORRECTIVE ACTION IS NECESSARY.

MEASUREMENT TAKES THE GUESS WORK
OUT OF THE PROCESS

“I MEASURE, THEREFORE I KNOW”



T h e  t h i r d  a b s o l u t e  o f  Q U A L I T Y :

THE PERFORMANCE STANDARD FOR QUALITY IS
ZERO DEFECTS

Measurement makes nonconformances
visible so that we can start eliminating
them forever. This brings about
improvement.

Improvement requires that everyone adopt
a “DIRFT” attitude. This relentless attitude
is known as a ZERO. DEFECTS
ATTITUDE!!













COPYRIGHT POLICY

The material contained in this document is the property of Norfield Industries. It is intended for the use of
our customers and copies can be made for their internal use. Any commercial distribution of this material is
prohibited without the written approval of Norfield Industries.


