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In Spain, ve began the industrial applications of quality
control in tho ycar 1947,

The initial difficulties were numerous, duo above all to
the vdry special situation of Spanish industry in thoso years,
in vhich ravw matorials could not be iwmported. Only domesti~
cally=-produced rav materieals were available and so, from the
beginning of tho implantation of the manufacturing program,
the desirable quality of the raw materials falled.

Sevoral sinultaneous steps vere taken, however, which
gave positive results in a relatively short period of tiwe.
Those steps vere thie followings
de .Toachinc and popularization
2+ Industrial applications
jo Organization of the National {C Asseciation

1. JEACHING AND POPULARIZATION

legically, the first stop, the first stuge, should be to
train technicians, professional engineors and executives im
this nev field of quality control and its organization,

Initially, the teaching vas fundamentally of stetistice,
and it vas begun in Spain in ths School of Economic Scioneces
of the University of Madrid. Latexr, these coursess passed to
the School of Statéstics and thon to the Higher Technical
Sshools of Engineering of Mudrid, Barcelona ard the University
of Deusso in Bilbao, which included these ﬁw subjects in
their study plans.

In the 60's, the Instituto de Racionslisation dol Tra=
dbajo (Vork Rationalization Institute) which depends on the
Consejo Superior de Investiganciones Ciontificas (Higher Coune
¢4l of Scientific Research) of the hiuistry of Education and
Science, and the Productivity Commission of the Ministry of

Industry, orguanized intensive courses, one week long, for
the firms' technicians, initiating them into the application
of elemontal quality control techniques, such as the use of

control graphs for cimensions, dofocts, and npplication of
sampling tables.
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parallel to theose official teaching institutions, several
coul  any orgunization coneulting fimrs also dodicated them=~
selves to the preparntion of intensive coursed for the main
1ndust:ia1‘regions of the nation == on tho specific subject
of quuality controle

several books LY Rﬁanish authors were published, tranae
lations of foruignm booke were brouzht out in Spain =~ princi~
pally of bool.s from tho UeSe == and tochnical magbzines and
the press boyen tno publish articles divulging the techniques
of quulity control in woat of the industrial profo.aional
ficlds.

Today, thore are courses which last several months, such
as those of the Industrial Orgunizntion school, which dopends
on tho Minis try of Industry, and those of the sponish Asso-
ciation for Quality control which is an independent institu~
tion which associntos individual mewbers end collcoctive mem=
bers such as firmo. Theoe courses huve, for the momont,
takon on the form of correspondency courses for ingpectors,
foremon and techinicians, compatihie with worke

Our experionco with thié subjoct mukes 1t possible forx
us to advise, trying to keep others from raking the mistakes
ve have made ond to got them to take advuntage of tho suc=

CYY T YT achiovod.

Yor o country which wishes to make public the applications
of quality control, beginning, for example, in 1972, owr
advice would be us follovs?!

1. Interest tho governmente
2 Interest the oxccutives of tho wain firms.
Je Intorcst the Ministries of Iducation, Industry

and Cownerce und the military ministriese

Yo did not begin our populnrizntion in this manncr, Ve
did not (o dircctly to tho topy WO did not begin by jnterest~
ing tho general muiagers and the boards of dircectorn of the

large firms ond, 88 o consequenco, we lost o lot of timo in




o

-3 -

devoloping the applications, us those who initiolly attended
the courses wore university students and second-raunk techuie-
cal personnol, 1.,e¢y very fow exocutives. Most of the spoc~
ialistes and most of the countrics made this wistuke at tho
beginaiiig, as the pioncers were statisticiuns and profoe=
sionals vho had vory littlo to do vith ilnduasiry in guoneral,
They were folloved by ongineers who did move in the indus~
trinl-teochinical workd, bt these could not eusily conqucs
the fiaancier or the high executive of a firm -~= this 1»
something which, at prosont, economists and company orzenie
sers are accomplishinge

Without the support of the general management of a firm
not much can be done in teuching or applying quality control,
and for this roason the most iuportant objoctive is the top
sanagoment, which can be reached through government with ore
ders, lavs and reguletions which impose minimum guarantee
norms and responsibility for the quality of serviced and pro=-
ducte in order to protect the "consumer".

For these reasons, at the boginning we indicated that
4t is neceseary to bogin Ly gotting the government intcrested,
4dn order to get positive reactions from entweprensure and to
organize, in tho ministries or dopartmente most directly ine
volved in educetionsend respons bility derived from poor
Quality, c¢he wisest controls, vhich we shull expound upon
further on,

To finieh the pert dedicated to teaching end concerning
popularisation, ve must give a quicl. and bLIrief review of the
present situation in the countries which are moet advanced
in this field. ‘

In the United States, Japan and some lLuropean countries,
there are nov,y in universitics and technical schoole, cound
plete studiee of the tochniques of quality control und their
organization and management, constituting a nev specialty or
carrer and y;iven seoveral differont names, such ms "quulity
engineer”, "qunlity and relisblility", Lngincer Mastor in (uole

.4ty Control®"PhD in {uulity Control”, etc., and the roason

for theso studies is that tho morket, and thu. cowmpnnics, need
such modern technicions to fill new Jjobs with very spocific
responsribilities,
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Theoo otudiod are using the most ndvanrud tenching tech=
niques which make it possible to tule caro of a largu numbor
of rtudents with few profousors and, beslidos, to accelerate
the toaching by reducing time and intensifying the toachinge

80, we lLuve correspondance courses, programned inetruce=
clon courses, sudio courses with notes, television or vidoo~
tops eourscas and coursom which use small couputers with
programs specinlly propared for tecachinge

Vhich is the beat method? It all deponds on the nen
available and on money. Those are what docides that which
4s most appropriate for each case.

- PPLICA
. Sisultansously and almost parallel with teaching énd

popularization, ve began in Spain the industrial applicnttonl
nf quality control.

Tho samo thing has occurred in this field of work as
in popularization, und it is logical for it to happen with
any innovation, &as only expericnce perfects technique, ocOr=

.. anfocts and gives way to new methods} if we had to

hagin the applications today we would be faced with new oon=
ditions, other churacteristics, another industrial climate.
The method used then wo. Justified} today, in the majority
2f tho cases, it would not bee

Initially, quality control vas tied to the Inspection
Department w.nd the lnttor, ian turm, dependod on manufacturing.

Today, quality is just ns or more importunt than price
und delivery, and the amount manufactured} this change of
montality in the vorld market has had an extreordinary ine
fluence on tho company organizational charts. Incofar as the
importance of thc pereon in charge of quality is» congcerned,
the conoept has boen widonod and overyone is talkhing about
and applying fotal quelity control, wvhich bcgins with the
purdhaso of raw materiale nnd followa with recueiving, wmanue
fucturej yuality control studies faijures in guarentee, de~

sign chnnge,y ote., giviug rise to . constant iwmprovemont in
products and processess
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Vo in Spuin, as woll aes other poople in their rornpective
countrics, begun ~= more than 25 yocurs ago =« Ly sducuting
inspoctors, heads of inspection teams, chief foreuwuvn +.s nnd
the difficulties were vory great because the correstion of
defocts impliod enormously complicuted chonges such as new
rav mutorials, now tools, now mnchines, etce, and for this
reason those initiolly in charge of quality control were quite
extraordinary people sinco, thanks to their constructivo cole
laborationary work which was completnly different frow the
ald police-inspector montality, the way was clenred little
by little, giving rise to a great chunge in the situation
brought about in relatively little time.

Wo had to begin by intercsting wmanngement in quality
eontrol, initiating the applications with the bLeest=prepared
personnel which tho companies had and which was, in all of
the coupanies, the inspection personnel,

{ Today, it 1is more advisable to bogin by criticizing
the product deunign or the coet of quality from tho point of
viev of the failures and dofects and act conscquently on
engineuring, manufacturing, sales, guarantees and markotinge.
In this last, the quality and price of competing products
mist be watched constantly to avoid boing eliminated from the
sarket.

The applications should nlwvays boe adaptod to tho special
conditions of each company and therc is no rigid norm. At
Simes 4t 1is best to begin applying quality control methods
dn the department which is in the worst condition insofar
as failuros snd defects arc coincerned; at other times in the
department vhich has the smallest work load,

All of the departments of & company should be considered
and reoxgonized from the point of view of its participation
in tho quality of the finul product. Thoy can bel

Purchas ing
Suppliexs
Roceiving
Manufacturing
Negrology
Enginvexring




Marketing
Accounting
l'oraonnoal
Sales
Guarantsocs

The names and dutics can differ from cowpony to come
pany, and it is tha tark of the Quality Managexr, of l'rode
uct Safety Maonager =- as he i1s now callced in many firmes in
the VeSS, == to adapt hinmself to the organizational chart
or to propuse a chonge to bec approved by the wanugomonte

Companies with old-fughioned organizatiounl charts
have the Inspectiou Head subordinate to the Manufac turing
llead, that is to suy that tbe head iun charge of quality re=-
ports to or is subordinate to the Manufacturing Heud,

In the modern company this situation hos disappeored
since it is not possible to be a judgo and an interested
parte ut the soue time. TFor this rcason the first step
wvhich was teken in company organization was to grant the
tﬁen Inspection ~= now (unlity Control == more functiouns
and wmore responsabilitics with the sawe rank as the lanue
facturing Heud and, in many cases, in wmore advanced countries
such as the U.Ss and Japan, the position of Quality Munager
48 directly subordinato to the Prcaidont and is even usually
an Exocutive Vice Pfesident who is in charge of quality cone
trol.

In Spain, application was begun in the tealephone indus~
try and follwed by the automabile, food, construction, basic,
home applinnce, textile, shooy chemical industries, oetc.

The industry with the greatest number of applicatviona
is tho autonoblle industry and that which 1o the most edvancod
4n the applicotion of qunlity contyol ic the electronics in~
dustry.

Thore are two differcntiated fields rolated to the ap-
plication of'quulity coutrols govornwent nad private induse
trye.

It i» the job of the povernment to organize, study and

wale public everyth:ing relatid to standards, this being the
bpeic point i'or the private flxm to roxlly be nbhle to organ-~
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themusolves for organising ounliity sontride
1t ds the Job of iie govormment "o contrel the cornande:

-

vhleh cextify tlie guality of products, urece-ucs oy aersie-

ces of othor private ratorprites s thot they may (1LY
their autheniic duive. ava 4t 3= aler the job of thie Zov . rne
ment to ve 1fy th:y gquarity oi “h.y coeereia. (vedeuarks by
contrelling their identity tna ngroowont with lobels and
catalopgucs.

If the officiasl o puvernwen® jocty doos nel poxiopi.
the dutios which bajorr to %, th-n private incex - g0 ahic
have only competition us on Jutuntish ¢o cuprove qualtty an
1f thero is no wvompetition, it 4. quiic posainly *
ity would nout fuprove,

To sum up, vo shall soy thet Lt 4 the task of the
givornment of caeca couniry ¢ orranize and control the fole
lowing f'unctione?

> Preparation nd publication of stundards,y ..pirei-
| ficat ong vl wiificetionn,

- Pave e < dmer gt e Y <. S the YL anyal Prad -

L4

aets cav. © oo

«~ Organizaclon of Motrology Control.

= Contral of ‘LU iy Cextiticaticn-

~ Qualdiy ronir . of neiion:.” modueis e -

o QPgARLLaias ¢ T oas tleanl ct&pnt; s s0or “ha poputt~
arisntion u: 4 .taavy CONTIrod, ¥ied official avards.

e Orguniantion of officdal teaching of the -bnclllty ;
af quallity coi rcl.

ORGANTHZING 111 NATIOVAY SOCALUY KFGL (VAT IHY conapo.,
The souniries vhich sr woaLr mdvanced it ke applicontions

of quality zonirel gl.w ur the ctr 2ney 48 national i,
tions of perscas luntercoiod Ln thes:e tochniquecse o o) Yoo
ures the A $ ¢ C (‘werican Socle®y for Qua'iu.' Conkra* -
20,000 mouberey the J U S E (Japun-ze U.ion o Seiontis® Ene-
gincora) and no J A Y & {Juponcny Seedoty Cor Tunrllety Crne
trol) ond he 5L 0 Q C (i.urcpeau Urgorization for qunlit, Conue-

trol) wish 23 wenbers, Leve,y, 2L Ttroapeen nutione pins oin Sme

portont aumber of aucrciate fnntiiuilion. n.d wembarece
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In Spainy, the A L C C (Asocinciin Espanole paras ¢l Con-
trol do la Culidad) /Spunish Associatior for Quality Control/
wvas foundod, Intograting 0ll of tho firn: and individuols

interosted in the applicotions of qunlity controle
So that 41t wmay serve as a guide, we reproduce below

part of its articles of nssociution and orginization.

LES g HE SPANISIH ASSOCIATION FOR _QUALITY COTROL"
IITiE 1

mnm‘naglgtn ggg;g. bpgigggs g.gm;g.qg. life eond prerson=

ality

Arte 1o VWith the name of "Asociacidn Espedola para el
Gontrol de la Calidad® (AECC), an essociantion is coustituted
and created, ms o full Juristic person, which, in its strugc=-
tures and national scope, Jjoins the various sectors relatod
to, 4in or for quality control und for which it is their ex-
ponent and reprocentutive to the effocts of Arte 2. of these
artieles.

The association shnll be a non-profit organisation and
should dostine any income from any source to the fulfillment
of 4its statutory goals,

The scope of its regular activities shall be all of the
Spanish territory.

Arte 2. This association begng created for perfecting
ard iwproving its wembdbers in the science und technique of
Quality, its goals are the followings

8) Tho primary goul of the association shall bo to

prowote und help the iuplementuntion and practice

of qQuality control nnd its teochniqucs in Spanish
industrios, servicesard aduinistration, IPromote
and holp the tenching of yuality control tochuaiques
at all lovels aund by all types of public nnd private
organizutions,

b) Promote, urgunize, dircet, sponsor or cclluborate

in meotings, work counittees, conforences, talks,

sbeds £nd cothor activitios foir the discussion, study
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and publication of technical or scicntific pepers
related to quality, or any other papors in harmony
with quality which the National Council of the
Associution deemz wine.

¢) Orient, channel and cdunvel the memuvers which so re~
requost on both moans and training systems for
problems rolated to quality and especially those
concerning promotion of snn®. ‘
These uctivitics could be eztended to non-members
Just as long dés this 1a considered by the National
Council of the Association under the terms which
are agreod.

d) Cooperate with the public odministration in every=
thing concerning the prowotion of quality and pass
on to same tho problems rolated to quslity which
arise in oach individual circums tance.

o) Prowmote the improvement in quality of national prode
ucts and servicene. '

£) Compile, seloct und distribute information related
to the science and technique of quality end related
subjects.

g) Anything else vhich the Association feels of interest
f£.r increased diffus .on and progre:? of the scicnce
and techniques of qualitye. )

Art. 3. 1In order to achieve its goals, the AECC may
ceopernte with any other nationul or international snalogous
sssociation.

Art. e The Association shall be based in Madrid, calle
de Serrcno nt 150, The Natioual Council, as the governing
body of the Associetion, may decidu to move the headquarters,
within the capital city, Hudrid, informing the very next
General Aasombly o7 such a docision.

Province or regionnl delegations may be crestod later
on following approval of the Goneral Asscmbly.

Arte 5. The life of the Association is indefinite,

"Art. 6, Tho Spanish Association for Quality Control has
4ts own legnl status as /& Juristic person, with full ocapacity
to acquire, possess and Jdisposc of eoll Xinds of goodnms, as
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. voll as to enter into oblintions and oxercise civil actions
J and administrativo and siwmilor actions vith no other limits
than those established by the laws of the country,

TITLL X
BELBERS

ArSe 7« The Asscciation's mcmbers are broken down intos

1) Honarary Members

2) Collective lcambers

3) Numbered and Individual Mombers

&) Associate Mcubers

Arte 8, The memboras® dutios ares

a) Couply with and fulfill the Articles.

b) Pay dues and the contributions vhich may
be agroed upon, -

e) Not compromise the prestige of the Asso=
siation nor of its membera nor male doci~
sions which ocould auftect the Association
in any waye

d) Faithfully fulfill and aid the development
of the goals of the Association in any
area within their reach within the stricte
est framevork of profossional ethics and
sorality.

The members are alse expoocted to attend ,.rocecdings which
are cenvened and to collaborato as much ae they can in tho ace
tivities of the ALCCe Thoy must also report to the National®
Council on everything which, boing related to quality control,
its managomont or allicd techniques, could help or hurt the

good progresa of the Assobiation or tho interests of the as~
sociates,

Arte 9¢ Yith the oxcoptions which appear in Artl. 12 und
13, the mesbors' rights ares

“) a) Deing elected to occupy positions in the
Association,

b) Participato with voice and vote in the Ase-
semblice,

e¢) Tale part iun the benafits corresponding to
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the work, objective and gouls of tho Association.
d) Form a part of the coruittees and work comuissions
which are formod,
Arte 10. JIONARARY MIHDERS
Those persons 80 dezigrnated by the National Council who
have accopted such a nomination are honaryry scmbers.
They are members with full rightde.
Their votes huve an individual nuture,
They are oxempt from paying the inscription and annual

Art. 11. COLLECTIVE MEMBERS

Such firms, ontities, societios, organisations and of-
ficial bodies which e0 desire are colleotive mewmbers, follow~
ing request of adnission, in accordance with that established
4dn Arte 14 of these articlos.

They are members with full rights and as such may send
the representutives vhich they wish to the Assemsblies} only
one, designated for this purpose, mey be the spokesman for
the firm or body which he represents.

In any event, his vote shall be cqual to five indivi-
dual votevs. .

» They shall pay the inscription and annunl ducs in keeop=
ing vith that established by the Gemeral Agsembly on this mate
Sor,

Art. 12, NUWIDERED OR INDLVIDUAL MEMMERS

These persons vhich 0 desire are numbored or indivie
dual wombers, in accordance with that established in Art. 14
of those Articles.

Initially, they have the same righte as the honarary and
collective -o'nboro sxcept for that their right to participate
in the vork committess may ba subjoct to the oporating norms
of such comuittoes ay ore active at any given moment and have
been authenticated by the Natiovnal Council,

Thoir votes shall have an individual nature.

They shall pay the inscription amd annual duos in Leope

ing vith that estublished by thce Genoral Assembly on this mate
ter,

Arte 13, ASSOCIATE MEMBERS

Thosc persons vhich so desire und wvhich, Leing 4in a




period of professionnl training, request admission, are useo-
ciate members, in accordunce with that cstablished in Art,
14 of these Articlouse.

Their rights aro lioited to attonding the public pro-
ceodings organized by the ALCCo |

They have noither voico nor votes

They shall pay the insceription an’ annusl dues in heep~
ing vith that cstablished by the Generanl Assembly on this aate
tere

Art, 14, For admission to the Asrociation a written
application must be filed addresscd to the Socroteiy-General.
The Sccretary-General sheoll initially anccept the request,
aominatively submitting it to the Nansionul Councile

Art. 1%. Membors will leuvc the Associationt

a) Vhen they so request.

b) In case of dissolution.

e) DBy verdict issued by a tribunol composed
of five mewbdors of the General Assembly |
prosided over by the President of the

{ AECCy at the requcst of the Council, vhen
inappropriato conduct is Judgud to exist.

d) By sgresvent of the Assembly when the
sembers huve not pelid tho:'duou oand the
ncroed?upon contributionc'. at the request
‘of the Couneil, ' |

TITLE JXI
de THE GENERAL ASSEMBLY

Arte 16. The Goneral Assembly, tho highest authority
of the Association, constitutecs its logislastive bodye. Its
statuatorily-a;rood decisions ure obligatory for all mombers,

Arte 17 The General Assembly is mado up of the honarury,
collective and numbhburcd umicuaberr.

Art. 18, Thero can be regular amd extraordinary Gencrnl
Asscmdblies nnd thoy must be convened by the Nationwl Council
of theo Association, on itz own initiative or by the procedure
deseridbed in sxrt. 21,

Arte 19. The rerular Genernl Asacembly shall be convened




at least fifteen days in advanco and wust meot at leust ohco
! Yenr,

Its jurisdiction covorss

a) Iloection of tho corregponding Counvil Members, in
aceoxdance with vhat may oc dotermined in these
Articlons,

b) Approve, us necossary, tie accounts and balances
for' tho fisonl ycars, aus woll as the report on
the annual progress of tho vork done by tho Councile

¢) Pass Judgument on the quostions which the Council
decidaes to submit to the General Asaenbly,

The governain; elements are oomplotod by the Honurary
Council, the Natiounanl Council and, to handlo day=toeday mate
ters; tho pesition of puid Secretary=Genoral hus been created.

The economic resourcus of the Association come from the
individual dues, dues from firms und the smnll incowme from
sale of publicmtions, organixzing talks, sominars, National
lh.yl and Congresses.

The “panish Assobiotion fer Quality Control (Axcc) de
constituted LY sections and comuitteos,

The sections are the following: Automotion, Food,
@onatruction, Electroeloctronics, Chemistry and rharsscy) nnd
the commit.ees axre the follow -B8% Truining and Educasion. ,
Trustvorthinees, Terminology and Glossary, leogasl recognition
of the professional cetrgorios dodicated to quality contrel,
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