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A Bit About the Presenter

• Paul Vaughan has over thirty-five years of experience working in quality related roles across a

number of diverse industries. The last fifteen of which, have been spent in Rail and construction,

where he has worked on prestigious projects such as Channel Tunnel Rail Link, Thameslink and

Crossrail.

• He is a Chartered Quality Professional and In 2019 was extremely honoured to be awarded

Fellowship status with the Chartered Quality Institute.

• Paul’s quest for ‘giving back’ and promoting ‘sensible’ quality has led him to taking on a number

of voluntary roles, such as 2018 International Quality Leadership Judge and Presenter, regular

CQI webpage and Quality World article contributor, 2018 International Quality Team of the Year

Finalist, Audit SIG Committee member, CQI Content Advisory Panelist, book author etc.

• His ethos is all about sensible quality and by that he means providing value adding and effective

quality, opposed to just purely being about compliance. A lot of his recent work has focused

on quality behaviours and motivation where experience (sometimes painful) has taught him that

using persuasive anecdotal arguments on why something needs to be done and listening back is

going to be far more conducive to just telling someone to do something.

Fellow of the CQI
Chartered Quality Professional
Fellow of the IIRSM
Member of the ICW
ISO 9001;2015 Lead Auditor
ISO 44001;2017 Auditor
ISO 27001:2013 Lead Auditor
RCA Practitioner
Mental Health First Aider
IEMA Environmental 
Sustainability Skills for Mgrs.



The Quality Tool Selector



The Quality Tool Selector

Oops!



Other ‘Quality Conscience’ 
Contributions



How do we Know What is the 
Right Thing?

Are we doing the right things?

Are we doing the right things right?

Can we do them better?

Departmental Purpose Analysis (DPA) - TQM



Integral to the Process

Process                      
(Verb Action)

Input Output

Controller
Instruction / Process

Tools

(Consumed by the process) (Product (of the process))

(Procedure/Guidance/WI) 
process)

Tools
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Competence / Tools



Definition of a ‘Quality’ Tool

Tool

• A device or implement, especially one held in the hand, used to carry out a
particular function - Ref. Google

• “2a: something (such as an instrument or apparatus) used in performing an
operation or necessary in the practice of a vocation or profession - Ref.

Merriam Webster

• Ref. ISO 9000:2015 Quality management systems - Fundamentals and
vocabulary – Two indirect references to ‘tools’. But neither preceded by
“quality”.

Quality Tool

• Any device, application or tool that is used to support and deliver the quality
of all products, processes and services. It can take the shape of a chart,
technique or strategy that can be used to ensure that quality objectives are
achieved and maintained. – Ref. Paul Vaughan’s ‘take’ on quality.



‘I Googled it!’

Factors for Choosing the Right Tool

• “7 basic tools” with 19 variations in the first 4 pages



Business Objectives Related

• The ‘objective’ of the tool MUST have correlation to achieving 
the organisation’s objectives

Plan, Do, Check, Act (PDCA)

• PDCA is fundamental to the purpose of the tool and everything 
we do, whether its used for:

‒ Planning an activity e.g. an audit programme app;

‒ Doing the activity e.g. automated Go / No Go gauging;

‒ Checking the activity e.g. control charts; or 

‒ Acting on the results of the activity e.g. lessons learned

Factors for Choosing the Right Tool



Factors for Choosing the Right Tool

Top Management Buy-in

• If the implementation of the tool isn’t supported by top 
management, it’s a non-starter!

Agreed Budget Costing

• No surprises!

• No hidden costs!

• No excuse to discontinue with the tool.

Phase & Time (Constraints)

• Where in the lifecycle are you?

• How much time do you have for the tool to become effective? 
i.e. full blown 8D ‘v’ abridged alternative?



Factors for Choosing the Right Tool

Competence

• Who’s ‘gonna’ drive it?;

• In-house expertise ‘v’ external 2nd party support;

• Training considerations;

Measurement – Tool Performance

• Baseline (where we started from);

• Performance targets;

Digital Technology – Quality 4.0

• Embrace the technology, or get left behind!;

• Automated reporting, flagging, trend analysis etc.



The Pitfalls of Choosing the 
Wrong Tool

“To a man with a hammer, 
everything looks like a nail” 

Abraham Maslow



The Pitfalls of Choosing the Wrong 
Tool

Don’t Let the Tool Choose You!

• The classic finance tool that suddenly becomes ‘ideal’ for goods 
inwards … and then before we know it, we’ve had to change our 
proven quality processes, so we can put NCRs and audit reports 
on the tool



The Pitfalls of Choosing the Wrong 
Tool

Driving a Checklist or Checklist Driven?

https://www.youtube.com/watch?v=-JAOZdXONq4


The Pitfalls of Choosing the Wrong 
Tool

True root cause

Audit intel

Sometimes you need to look up from your checklist. 
Otherwise you won’t know what you could be missing



The Pitfalls of Choosing the Wrong 
Tool

Comparing Apples with Pears – Vendor Rating

‘V’

Vendor A Vendor B• 1,400+ drilled holes of varying diameters
• 200+ lateral dimensional checks
• Theodolite levelling checks
• 400+ welds
• Over 2000 defect opportunities

• 2 x dimensional checks
• 2 defect opportunities 

Using an attribute ‘P’ chart …
1 x Defect = 1 x NCR = 100% (Vendor 
Rating) Reject Rate

• 1 x Defect = 1 x NCR = 100% 
(Vendor Rating) Reject Rate

However, using an Attribute ‘U’ Chart … 
expressed as a percentage defect rate 
against the number of  defect 
opportunities:
1(x Defect)/2000 (opportunities) x 100 = 
0.05% defect rate

1(x Defect)/2 (opportunities) x 
100 = 50% defect rate



Useful Pointers

Ishikawa’s Self-perpetuating Fishbone

Effect
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Useful Pointers

Is One Tool Enough?

• Probably not e.g. Root cause analysis (RCA).

• RCA is not a single defined methodology. There are many 
different tools, processes, and philosophies for performing RCA.

• In most cases it will be appropriate to use more than one tool to 
establish the true root cause e.g. a combined Affinity Diagram, 
Five Why’s and a Fault Tree analysis.



Useful Pointers

Yeah But … What’s the Actual Risk?

“People + skills”

“Material prices”

“not having the appropriate competence to deliver 
projects as a result of losing or not having the right 

people and skills within the business.”

“Escalation of material prices putting additional 
financial burden on their procurement and 

subsequent loss of profit.”



Useful Pointers

Don’t Call it “Quality”

• Can be viewed as being right up there with wearing socks with 
sandals

“Stop your day job 
guys. That Quality lot 

have come up with 
another tool”

“choo choo!”



Useful Pointers

There’s two “Y”s in Pareto
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Useful Pointers

A Good Lesson to be Learned
I cant believe 

he missed that 
sitter!What a 

plonker!

Be brave! 

Invite the supplier and Customer along to 
the next Lessons Learned workshop




