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Purpose 

of Survey 

This survey was conducted aiming at clarifying the actual condition or the 

confronting assignment related to the quality assurance of the manufacturers in 

Japan in the year 2009.  

Contents 

of Survey 

The input in ñQuality Assuranceò and the outcome, and the framework to derive 

the outcome were surveyed based on the four viewpoints of  ñStrategyò, 

ñMechanismò, ñImplementationò and ñGroundworkò. 

Product development quantity 

Product development period 

Framework of 

conversion 

Input resources 
 

System (Organization) 

Input man-hour 

Investment value 

Investment result 
Defect generation rate 

Nonconformity generation rate 

Market appraisal 

Customer monitoring results 

QA level 

Society/customerõs expectation 

Corporate managerõs aspiration 

This indicates the company-wide project of 

renovation/reform for the improvement of the 

quality level.  

(1) Vision/policy, strategy, target 

(2) Planning/assessment 

(3) Resource allotment, designing of the   

      responsibility/authority 

This indicates the management system to define 

the entity of the present QA activity, and the 

system/organization to operate it. 

(1) Mechanism 

(2) System/organization 

This indicates the awareness and 

the knowledge of the employees 

to realize the product quality. 

(1) Quality consciousness/culture 

(2) Quality-related education  

This indicates the quality improvement or quality 

assurance activity and the tools on a practical level. 

(1) Introduced management tool 

(2) Management tool specific to own company 

(3) Quality improvement activity 

(4) Recurrence prevention of claim/nonconformity  к. Groundwork 

Input Standard Output 

  й. Implementation 

 и. Mechanism 

з. Strategy 

 & Vision 

Structure/Process 

Coverage 

 of Survey 

The response was received by mailed back questionnaires from particularly among the persons 

in charge of QA committee, corporate planning department, QA department of the companies 

listed on the first and second section of the Tokyo Stock Exchange (manufacturing industry). 

 

 

 
The respondents are among almost all categories of manufacturing business. As for the size of 

business, the company of the revenue less than10,000,000,000JPY is 26%, less than 

100,000,000,000 JPY is 47%, and more than100,000,000,000JPY is 28%.     

   Response rate          10.8  

   Response quantity     308 

   Summary parameter  293    

Performance  

in 2009 

Outline of Survey 
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2.  General Overview 
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 Input man-hour is grasped by approximate 70%, and QA expense is grasped by 60% of the respondent 

     companies, but incomplete items are still many. 

 ċInvestment effect must be reviewed properly, to formulate and develop the quality strategy. 

 Is the efficacy of investment in quality assurance properly evaluated? 1  

 Approx. 80% of ISO-introduced companies have not produced sufficient results. There seems to  

     be problems of formalization and loosing of the substance. 

 ċEffective quality management system according to the actual condition must be established. 

 Is the ISO-based current management system creating result? 2  

 App. 10% of the respondent companies are formulating the plan of quality strategy and vision realization.  

 ċQuality assurance reviewed by company-wide perspective, and the developed activity are necessary. 

 Is company-wide enhancing activity deployed, with an idealism of QA?  3  

  Approx. 40% of the respondent companies are not taking action for the quality assurance regardless of 

      their recognition of significance of product quality. 

 ċRecognition of the importance and its reflection on the action are needed to enhance the quality culture. 

 Isnõt quality awareness/culture level collapsing compared to the past? 4  

  Approx. 40% of the respondent companies are not satisfied with their QA organizations, answering 

      that both the competence and the man-hour are not sufficient. 

 ċQA organization should be reconstructed based on the company-wide perspective. 

 Are the present QA organizations substantially functioning? 5  

At the onset of this time research, ñQuality Assurance Field Surveyò Committee of JMAC had formed seven 

hypotheses (theories), and verified them by the survey findings. 

General Overview 
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 Main problems are the toolôs unknown necessity, undefined type and extent of the efficacy. 

 ċThe steps of interpretation and permeation must be considered at the time of tool introduction. 

 Isnõt the quality-related tool introduced without proper consideration? 6  

 The higher thequality management maturity grade, the higher the level of quality assurance, its 

     awareness and culture, and the less the claim rate against the proceeds. 

     (Quality management maturity grade is also effective as a general index.)  

 Isnõt the company with high quality management maturity index 

    producing good results? 7  

Quality management  

maturity level is high 

Claim rate against  

proceeds is low 

QA management/ 

system level is high 

Quality awareness/  

culture level is high 

QA expense grasping 

  level is high 

Quality-relate education  

provision level is high 

Correlation 

* Please contact JMAC for the details of ñQuality management maturity indexò proposed by JMAC. 

General Overview 
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3. Quality Assurance Filed Survey Findings 
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Ratio of the number of QA personnel against all employees 

Man-hour allocation in each operation of QA organization  Company-wide QA activityôs man-hour allotment 

      for each operation  

 

 Input man-hour of company-wide QA activity 

Personnel rate of QA organization 
mean value 

Whole
n=260 

5.0  

Man-hour (mean value) input in 
company-wide QA activity 

Whole
n=222 

7.4  

The operations of inspection and claim/defect correspondence are the two biggest allotments of QA 

operation, which means that the operations are to follow the occurred problems.   
 

The ratio of the number of QA personnel against all employees is 5.0% on the average. The allotment rate of each 

operation man-hour in QA organizations is in the order of: a) Inspection-related (24% - the highest), b) Claim/defect 

correspondence-rated (19%), c) ISO correspondence-related (9%), d) Quality data processing-related (9%), e) Customer 

inquiry correspondence-related (9%). The findings show that the passive operation such as inspection-related and 

claim/defect correspondence-related make 40% of this ratio, presumably being the main function of QA organizations. 

 The rate of input man-hour in company-wide QA activities (excluding QA organization) is 7.4% on the average, and as 

   the man-hour allotment in company-wide QA activities, about a half is input into a) Claim/defect correspondence (47%). 

 The above data shows that the company-wide QA activities are pressed by the occurred problems using the half of the 

man-hour for corrective activities. 

 

 

 
 

 

 

 

Quality assurance structure 

1) Quality Assurance Activity Input (Investment) Status 

 QA expense grasping status 

QA activity-related expense 

)47%

)27%

)25%

(n=227)

App. 60% or respondents figures out QA expense. 
 

As for QA expense, 58% or respondent companies 

answered ñfigured outò, which shows that QA expense is 

noteworthy for many companies.  

In the survey of itemized QA expense, which is abbreviated 

in this summary, although many appears to grasp the 

market outflow/internal failure costs and QA system costs, 

the costs for evaluation and preventive action are not fully 

comprehended. 

58% 

42% 

(n=293) 

Figured out 

Not figured out 

)24%

)19%

)9%
)9%

)9%

)8%

)7%

)6%

)4%
)6%

(n=244)

a) Inspection related 

b) Claim/defect correspondence related 

c) ISO correspondence related 

d) Quality data processing related 

e) Customer inquiry correspondence related 

f)  Quality assurance design related 

g) Prevention related such as DR 

h) Outsourcing evaluation/control related 

i)  Education/training implementation related 

j)  Other 

a) 

b) 

c) a) Claim/defect 
     correspondent 
 
b) Recurrence prevention 
     correspondent 
 
c) Proactive measure 
     correspondent 
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 The number of claims per sales proceeds (sorted by size of proceeds) 

10  

41

12

6

19

47

25

26 

37 

58 

15 

4 

11 

1 

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

1000 (n=54)

1000 (n=109)

00 (n=64)

0.1 0.1 1.0 1.0 10 10 100 100

 Present quality assurance level 

The companies with QA of recurrence-prevention level accounts for the half of the respondents. 
 
Recurrence-prevention level occupies 52% of the present QA level of overall respondent companies. 

While QA level centers on recurrence-prevention level, answers on the man-hour allotment on the previous page show 

that the claim/defect correspondence took almost the half of the input man-hour, from which it is presumable that they 

cannot easily step out from the correction level.   

 

Larger-size companies have less claim cases per sales figures 
 
When looking into the number of claims per sales proceeds, the companies with the claim cases of less than 0.1 

account 41% of the firms of the proceeds over 100,000,000,000JPY. These findings show that the larger the proceeds, 

the less the claims per sales figures. It is presumable that the larger the companies are, they have their quality 

assurance/control system operate more to bring on results.  

 
 
 
 
 

 

Number of claims 

Quality assurance level 

2) Quality Assurance Activity Input (Investment) Result Status 

18

52

27

2

% 10% 20% 30% 40% 50% 60%
(n=286)

Correction-by-occurrence level 

 

Recurrence-prevention level 

 

Proactive level 

 

Forecasting-based-prevention level 

Over 100,000,000,000JPY (n=54) 

 

Less than100,000,000,000JPY (n=109) 

 

Less than 10,000,000,000JPY (n=64) 

Less than 0.1 0.1~1.0 items of claim  1.0 ~10 items of claim  10 ~100 items of claim  More than 100 
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Quality management maturity level 

11  

 Quality management maturity level & claim quantity (per sales proceeds) 

6

11

19

37

44

25

38

40

38 

50 

38 

20 

13 

14 

4 

3 

1 

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

1 (n=16)

2 (n=80)

3 (n=98)

4 & 5

(n=30)

0.1 0.1 1.0 1.0 10 10 100 100

β Quality management maturity Index (set up by JMAC) 

 

7%

32%

41%

16%

3%

(n=285)

1

2

3

4

5

The higher the quality management maturity level, the higher the QA level. 
 
In the quality management maturity level, the 3rd level makes up 41% of all respondents. 

 
 
 
 
 

 

The higher the quality management maturity level, the less claims (per proceeds). 
 
As for the co-relation of quality management maturity level and claim quantity (per proceeds), it is learned that the claim 

cases reduces as the quality management maturity level becomes higher. 

QA maturity level is to measure the corporate activity level and constitution or organization ability of quality assurance, 

and it shows that the progress of the constitution and organization ability is effective for the reduction of claims.  

From the above study, it is learned that from now on, the quality management maturity level is worth using as an index 

of organization condition, adding to the QA level indexes based on the results such as the claim quantity, defect rate and 

QA cost. 

Quality assurance level 

2) Quality Assurance Activity Input (Investment) Result Status 

1st  level (n=16)  

 

2nd level (n=80) 

 

3rd level (n=98) 

 

4th & 5th level (n=30) 

 

1st level 

2nd level 

3rd level 

4th level 

5th level 

Less than 0.1  0.1~1.0 items of claim  1.0 ~10 items of claim  10 ~100 items of claim  More than 100 
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 Presumed reason for insufficient resource 

 Resource allotment for QA organization 
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n  

16%

28%56%

(n=217)

22%

78%

(n=288)

Many companies regard their QA organizations as unsatisfactory and inadequate. 
 

78% of the questionee companies answered ñinsufficientò for the question of resource allotment in the QA system. 

As the conceivable reason of insufficient resource allotment, ñBoth competence and the personnel number are 

insufficientò makes up more than a half (56%), ñCompetence is insufficientò takes 28%, and ñNumber of personnel is 

insufficientò is 16%. As is mentioned in ñPlanning of formulation/restructure/review of QA systemò of ñStrategy and 

Visionò (which is abbreviated in this summary version), there appears to be complaints that the current QA system is 

inadequate for the role and the level of QA that the company conceives.  

Resource allotment 

3) Framework of Conversion  з. Strategy and Vision 

Number of personnel is insufficient. 

 
Competence rather than the number of 
personnel is insufficient. 
 
Both competence and the personnel 
number are insufficient. 

β ñnò is the number of companies which answered that the  
       resource allotment is insufficient. 

Resource allotment is sufficient 

Resource allotment is insufficient 
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 Overall generalization 

3) Framework of Conversion  и. Mechanism 

Introduced mechanism 

  

Introduction 
rate 

Utilizing condition 

Accomplishment level  a) & b) 

1.  ISO standards 89  58  

2.  Industry-specific unified standard 29  72  

3. TQM/TQC 25  58  

4. Six Sigma 8  70  

5. Other 15  71  

Company-wide quality management mechanism will not be improved just by long-continuing. 

To contrive and introduce the method based on the thought how to link it to the outcome is important. 
 

As high as 89% of the respondents have introduced ISO standards, and it shows that ISO is introduced in many 

companies as a third-party certification mechanism. 

According to the answers (abbreviated in this version) app. 90% of the respondents continue to use the mechanism of 

ISO and TQM/TQC for more than five years, and the answer ñaccomplished more than a certain levelò is 58%. On the 

other hand, the same answer is more than 70% for the industry-specified unified standard and Six Sigma. These 

mechanisms are provided by customizing the special property and situation of the industry and the company, and may 

be more effective for accomplishment. Apparently it is necessary to customize QM tools based on the own purpose and 

special property, with the perspective of own business, company and operation, by such as studying and formulating in 

the designing stage for the mechanism to bring on results. In this customization, the mechanism nonconformity in the 

operational stage can be continuously reformed, enabling the successive creation of results, and consequently a long-

lasting mechanism. At present many companies keep using the mechanism, which is found less effective than expected, 

without improvement.  

Question A Mechanism currently introduced 

Question B  
Accomplishment  level of 

introduced mechanism 

a) Accomplished more than expected.   

b) Accomplished but not as expected. 

c) Accomplished but under a certain level.  

d) Not accomplished. 

e) Not accomplished and becoming less effective. 

f)  Not accomplished and generating confusion by the mismatch with 

    other mechanism. 

Question C 

Problems in mechanism 

design/operation  

 

a) Mechanism does not meet the companyôs business property. 

b) Mechanism does not meet the companyôs product quality property. 

c) Mechanism operation is formalized and losing substance.  

d) Mechanism is not operated as specified. 

e) Man-hours for the operation are too long. 

f)  Not the whole employees understand the effectiveness. 

Mechanism 
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 Question C: Assignment in the mechanism designing/operation multiple answers allowed  

46

28

24

16

2

2

% 10% 20% 30% 40% 50%
(n=283)

Almost half of the respondents recognizes that QA organization, which is regarded as the core of QA 

system, is not functioning.  
91% of respondents answered that the central organization of formation, maintenance and enforcement of QA system is 

QA organization, and 56% answered that the subject organization is ñfunctioningò. The companies answered ñnot 

functioningò are close to the half of the respondents.  

Many companies seem to have assignment in the condition of QA system to make it function properly. 

Formalization and losing of its substance of the system operation generate in many companies. 
 

As for the assignment in the mechanism designing/operation, ñMechanismôs formalization and losing of substanceò is 

chosen the highest (46%), followed by ñInsufficient understanding of the effectivenessò (28%) and ñNot operated as 

specifiedò (24%).  

As stated in the previous page, it is presumed that in most part, QM mechanisms are not designed for own companyôs 

characteristics, and its necessity is not explained repeatedly to reach all employees. The way of operation also needs to be 

improved by the evaluation of consistency of the mechanism and its actual function, which appears to be not well tackled. 

Core organization to form, maintain, enforce QA system  Functioning status of those organizations 

56%

44%

(n=275)

System (organization) 

Mechanism 

3) Framework of Conversion  и. Mechanism 

a) Management-  
     planning organization 
 
b) QA organization 
 
c) Other 

Functioning 
 
 
Not functioning 

a) 

b) 

c) 

c). Mechanismôs formalization and losing of substance. 

 f).  Insufficient understanding of the effectiveness. 

 d). Not operated as specified. 

e). Man-hours for the operation are too long. 

 b). Not met with the companyôs product quality property. 

a). Not met with the companyôs business property. 
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Introducing rate for each tool 

Introduced management tools 

3) Framework of Conversion   й. Implementation 

βCalculated based on the weighted average efficiency of 15 methods 

23

15

13

13

9

7

4

4

% 5% 10% 15% 20% 25% 30%
Problems in introduced management tools 

Management tools are introduced more in manufacturing stage than in designing stage. 
 

Tools of high percentage of introducing rate are, QC Seven Basic Tools (67%), Change Control (60%), and FTA (60%). 

On the other hand, the rate is lower in Quality Engineering (17), MSA (20%), and QFD25 ). 

The introducing rate of the tools for the designing stage (1. QFD, 2. Quality Gates, 3. Quality Engineering, 4. Designing  

   FMEA, 5. Process FMEA ) totals 33%, which is lower than 49 % of the total of the tools for manufacturing stage.   

 òNecessityó and the òtypes and extents of efficacyó of the tool usage are uncertain. 
 

A problem seen in the utilization of introduced management tools is that the purpose and the extent are still uncertain. 

It is presumable that the introduction is just based on the customer requirements or the instructions by outside 

organizations, and the tools are used without clear understanding of the purpose of introduction, so there is not 

motivated resolution for the accomplishment. The education for the employees who use the tools must be an assignment. 

 

15  

Necessity of the tool is not fully understood 

Unclear types and extents of efficacy of the tool usage 

The tool is used without a full understanding of its usage   

Education or training for the tool is not satisfactory 

 Too long man-hours discourage the tool usage 

There is not a manual for practical usage of the tool  

With no basic knowledge of business 

 Tool using time is spared for the delivery time 


