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ABSTRACT

Purpose: The terminology of "policy" or "quality policy" is widely used in quality management areas. But
few people know and use that word with the accurate concept. This paper compares the concepts and suggests
the contents for quality policy and quality strategy.

Methods: This paper compares the concepts between policy and strategy through the literatures and suggests
the contents for quality policy and quality strategy by exploratory study.

Results: This paper suggests the contents for quality policy and quality strategy which are useful to establish
the quality planning in companies.

Conclusion: Strategy and policy are intimately related, and so confused in applications, therefore distinguishing
both concepts clearly is necessary for effective use of them. This paper will help the right use of both concepts
by showing the examples.
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Table 1. Comparison between Strategy and Policy

Policy Strategy
Age Until 1960's Since 1970's
Integration among Internal Response for External Environment
Purpose .
Departments/Functions Change
Corporate Policy Corporate Strategy
Organizational Level Business Policy Business Strategy
Functional Policy Functional Strategy
Deployment Procedures and Rules Action Plans
Interval of Planning Long Term Planning Term
Relaﬂo'rlshl.p with DII”.ECU.OH for Action to Achieve Means to Achieve Objective
Objective Objective
Repeatability of use Criteria for Daily Decision making One Time Decision Making
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<Table 3>3} 2t}

Table 2. Examples of Manufacturing Policy by Skinner(1969)

Policy Area Decision Making Areas Alternatives
Scope of Process Make or Buy
Plant and Scale of Plant One Large Plant or Some Small Plants
Equipment Location Access to Market or Raw Material
Investment Building, Equipment, Inventory, or R&D
Number of Set Up Occasional or Frequent
Inventory Size Large or Small(JIT)
Production Inventory Control Tight or Loose(ABC)
Planning and Control Ttems Equipment Failure, Labour Cost, Cycle Time, Production
Control Quantity, Yield Ratio
Quality Control High Quality or Low Cost
Degree of Standardization Formalization, Informalize, or None
Job Specialization Highly Specialize, Non specialize, or Multi-functional
Supervising Line Supervisor: Skilled or Unskilled
Labor and .
Job Classifications: Many or Few
Personnel Wage Structure
Performance Wage or Hourly wage
Management

Type of Supervising

Tight or Loose

Number of IE Engineers

Many or Few

No. of Product Lines

Many, Some, or None

Stability of Design

Fixed Design or Frequent Design change

Technological Risk Taking

Adoption of New Process or Follow Leader

Product Design

/Technology Design

Perfect Planned Design or Design Change on the
Process

Use of Manufacturing
Technology

No. of Manufacturing Engineers: Many or Few

Organization Type

Functional, Product Focus, Regional, or Etc.

Use of Manager's Time

Investment, Production Plan, Cost Control, or Quality
Control

Organization and

Administration Degree of Risk

Decision Making Base: Large Information or Small
Information

Use of Staff

Many or Few

Management Style

Involvement: Little Task or Big Task
Authoritative or Non-directive

<Table 3>ol|A] B AAH A A AYE ko] FAT 78S tF= 7Y% corporate strategy) Gl
A F40 AR W&ol BA ol Btk o, 719 HA SWHAA 7ol 7HAAL gl on|R|9] A FES
710l Algshe AlsFoly Mu|ze] FHolu A7 S olErh 53], ARbAQl AR A AlFgEe] e
(Fukuyama, 1997) -2lu2te] 9ol XS AlZAY AES A8 45 7199 $4 o= 434
ol A <tzel ul - Fadt G mAE AS B 5 At

ARSI A H(business strategy)®] W-&olA BW A, 247 A, 4 54 ¢ 44 T F247 2y
S Hole WEEe] Bt AMdHEre] AL oAu st AEAIA ofjugt S fido R ojulgt FAS ofu gt
7HA ] AEEE ZRAA|, E 25E ofBA @ ANA o e Zlolnk. HAolehE Ak Axe FA4F T1Ale] 7
oAl AFetE 7Rl Wt AEE Aol7] wie] FH-E ARIHEre Al Fitelgtal B 4 S Aot



Chung & Hyun : A Review and Comparison between Quality Policy and Quality Strategy 319

Table 3. Strategic Contents by Strategic Level

Level Decision Making Areas Contents
Composition and Balance among BPM(Business Portfolio Matrix)
Businesses Balancing Profitability, Growth, and Stability
Corporate Busi.ness S.cop.e Decision . Industry/Busi?gss Entry, Maintain, or Exit
Strategy Setting Ob]ectlves. for Each Business Growth, Stability, or Retrenchment
Respurces Allocation among Personnel and Physical Resources
Businesses
Synergy among Businesses Corporate Image, Internal Trade, Shared Resources
Scope of Business PPM(Product Portfolio Matrix)
Selecting Target Markets
Selection of Competitive Positioning: Quality, Cost, Delivery, Speed
Business Advantage/Differentiation Selection among Quality Characteristics

Strategy Distinctive Competence and

) Acquisition, Strengthening, and Allocation of Resources
Resources Allocation

Economy of Scale or Scope, Integration, Diversification,
Alignment

4P(Product, Price, Place, Promotion),
STP(Segementation, targeting, Positioning)

Synergy

Marketing Strategy

New Product Development/Design

Technol Strat,
cchnology otratesy Technology Management

Functional

. Process Design, Production Management
Strategy Manufacturing Strategy g &

Quality of Conformance, Productivity, Cost, Delivery
Recruiting, Development, and Utilization of Human
Resources

Financial Strategy Cash Flow Management

Italic bold letters are Quality related contents.

Personnel Strategy

Z A)3iE

=4 A g A2Fl 4P(product, price, place, promotion)% AF3=(product)®] 3
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o
— =
BOLS W, mA Uz F5 /Psd AHE SR oo AR A% AR, A4 A)e) 24 ABE Anos
= B
=

ofy

A 2F(functional strategy)
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Table 4. Type of Quality Characteristics

Factors Dimensions Characteristics @ @) ® @Y Example: Automobiles
Utility Performance [ (] () Venz, Lexgs, Cadillac
of Featgres o [ ) © (OptlQnS)
Punction Physical Property ([ ] Large/Medium/Small

. Convenience o [ ] IT, Auto. T/M

Functional ,

Quality . Cor?f01fr'r1ance o o O 80's Japanese
Preservation Reliability o [ 80's Japanese
of Durability ([ [ J [ J O USA, European
Function Maintainability ° o Design for Maint.

After Service [ J Toyota
) Sensuality [ .
Emotional [ o Periodical
. preference ([

Non Quality Market Fitness () Model Change

—fun?tlonal Economlcal. ° Lean Production

Quality Eeonomics Manufacturing

Price [ © Excel, Leon, Tata
Maintenance Cost ] Volkswagen
Environment Pollutign El_ectric Cars
Negative Recycling [ ] Design for Recy..
Quality Safety Harmlessness [ J
Safety [ ] Volvo
Synthesis Perception Perceived Q. () o Limousine

Authors: @ Misno(1985), @ Garvin(1987), @ Juran(1993) @ Japanese TQC
1) Japanese TQC devide the quality as two factors; design of quality(©) and conformance quality(O).

Garvin(1987)€ 54 AFel BE FArold S48 2t Ae Bhsdus ofd FAatdd 998 7}
AA)% Aestolof ki FEk. <Table 4ol AEAES] B9 S}, R, i FASYA LD o9 B4
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Table 5. Change of Policy at Korean Companies

Level

Policy Areas

Past Policy

Changed Policy

Corporate Policy

Businesses Scope

Diversification

Specialization

Contingent: Growth,

jecti h Onl -
Objective Growth Only Stability, Retrenchment
Business International Global
Objective Priority Growth Profitability
Business Polic .. . .
! ey Competitive Advantage Cost Leadership Quality Focus

Competitors All Strategic Alliance
Q. Characteristics Function Focus Emphasize Design
Q. Level Low High
Marketing Product Lines Few Many
New PldeUCt Long Period Short Period
Launching
Technology . o
Technology . License/Imitation Development
Acquisition
Scale Mass Production Small Lot Size
KPI Cost, Delivery, Quantity Quality
Func- : :
tiopal Manufacturing Eg\r}l:rmance Quality iillgl()acceptable quality Zero Defect
Policy Investment Manpower Automation
Location Domestic Global
Process Scope Insourcing Outsourcing
Promotion Seniority Capability
Employment Life Time Contract
Personnel Structure Department/Section Team
Recruiting New People People of Career
Career Development Rotation Specialize
Pinancial Dividend Low High
Fin. Structure High Debt ratio Low Debt Ratio

Italic bold
4.2 R0 FRofA B FHAH

AAHOR JAL JFUA Sl M A} of 1= Fol ¥ B /NS Holsherke el oA Aol
webd AEHOZE o A TS BEE 1980 ole AE kel 47, %, F2 Ao e A
i ﬂw 40 2.8 3801 B 51010k ofe] I5E2 F99E AL Tl

letters are Quality related contents.

il

i =
5, Q198 1 9s 2 RAE B DRES 25 S dE A9 A0l 8 4 92 Ao
th 7158 AL A% delAe 4EH A Lk Alolel $AEAE e Ugel @ Zolt
A Aol g o4 7H0 =
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AT e JAoRA ) A el

Table 6. Examples of Quality Policy

Decision Maki .
Level ccision Viaxing Trade-off Factors Alternatives
Areas
. . Diff tiati t S
Brand Image Quality Characteristics Herentia 1O.n fa ome
Q. Characteristics
Business Competitive Quality vs Price High Q. or Low Price
Advantage
Competitive Customized Q. vs P Mass Production vs Various
Advantage ’ ’ Product Lines
Promotion Perceived Q. vs Cost High or Low
Marketi .. . Premium Pri Low
arketing Pricing Perceived Q. vs Sales rem_lum . riee or Low
Margin—-High Sales
Dealing Defecti . .
L;a e betective Q. vs P. and D. Responding after Pass or Reject
Manufacturing | Inspecting Role Q. vs Training Cost Inspector vs Worker
Line Stop Authority Q. vs P. and D. Manager vs Worker
M t Cost Fail .
QM Level Cj;agemen ost vs Farure Investment: High vs Low
Quality Supplier I. Q. vs Inspection Cost Inspection vs None
Department Supplier 1. Q. vs Inspection Cost Acceptance 1. vs Site L.
[. Strictness Q. vs Inspection Cost [.: Population vs Sample
I. Sample Size Q. vs Inspection Cost Many vs Few
S .
A/ A/S Level Q. vs A/S Cost Warranty: High or Low
Department

Q.: Quality, P.: Productivity, C.: Cost, D.: Delivery, QM: Quality Management, I.: Inspection
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