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Just whose job is it anyway? 

We are QA guys, aren’t we? We 

are here to help; along with our 

alter egos, those auditor types? 

“Yeah, right!” and we actually 

mean it. So whose job is quality 

anyway? Are others involved 

besides us and auditors? Asks 

Ian Hendra, QNewZ columnist.

Dr Deming explained that quality is 

everybody’s business, yet how do you make it everybody’s 

business, because it is much easier said than done.

Familiar tune, perhaps?
Let’s go back a bit…..and I doubt my experience is unique, 

so this is probably familiar to many of you. Over the years 

I have regularly been in the position where I have been 

commissioned to produce a set of management system 

documentation to cover delivery processes and procedures. 

First time out it was a set of commissioning inspection 

routines related to clearance of retention payments for 

satisfactory installation. Then there were whole sets 

of documents to meet accreditation requirements for 

certifi cation bodies. Followed by a corporate policy manual; 

a stand-alone internal auditing system; a few quality systems 

and HACCP manuals. 

When it came to the work and effort involved, all were the 

result of in-depth research and downright hard ‘yakka’. To me 

they were all works of art and crystal clear to boot! But only 

a few have been truly successful…even the documented 

systems that were backed up with full-blown 4-day training 

courses had their problems. So what was wrong? We all 

know that diagrams usually work better than wall-to-wall 

words (even in law fi rms!!) and that involving those at the 

sharp end is essential. Maybe in truth, there’s more to this 

problem.

Smart Talk Trap…
Smart Talk Trap1 is an article that appeared in the May 1999 

edition of the Harvard Business Review. It struck so many 

chords in so many ways that I have carried the article with 

me ever since! It starts by bagging words like ‘paradigm, 

holistic, lateral and actualize…’ and points out that most of 

those who use them have no clue what they actually mean. 

Figure 1: The rewards of action.

Table 1: RACI Chart

People Process

Staff Member Role Financials Take Purchasing Stores Assembly Hole Grip Despatch

   sales     survey testing 

   orders     

Rusty Buckett CEO

(Owner) R A R C A C C R

Edna Buckett Qa A A C C A R R A

Freda

Buckett Sales A R C C A I I I

Justin Thyme Buyer A A A R A I I I

Liza

Dear Factory I A I A R A I I

Thor Krench Engineer A A A C A I A I

Comment  Rusty  Everyone Not Limited All do this Liza Thor Qa can

  runs the  can take everyone access sometimes handles  handles halt

  budget an order can spend    buckets  Bent Grips despatch

       with holes  .
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The article explains how current business jargon is used 

as a systemic substitute for taking action. “The Rewards of 

Action” clip is its fi nal paragraph (Figure 1).

One day I was dumbfounded as I watched a silver-tongued 

mega-salary CEO sign off a top level system manual that he 

‘owned’, without reading. And since that day Smart Talk Trap 

has been right up there as the ultimate treatise on “how not 

to do it” in my world. 

Nothing has changed since 1999, that much is very obvious; 

I would even go so far as to say that Smart Talk is a major 

contributory factor in the fi nancial mess that international 

business has become; how else would anyone actually 

underwrite a mortgage for more than it was worth? And in 

our backyard much of the documentation we struggle with 

fi ts the same kind of mould.

Communicate the RACI way
I have found only one way to get real people involved while 

neutralising the Smart Talk brigade. It is called the RACI 

chart: Responsible, Accountable, Consulted, Informed (see 

table 1). To show you how it works, I have used Buckett 

Enterprises Ltd2 and reworked their LULU chart to manage 

capability and capacity in their world class bucket making 

business. Table 2 shows the defi ning attributes in the 

RACI chart system and implies the consultation processes 

necessary to ensure that the right level of communication 

takes place. 

The outcome
When the RACI chart system works great things happen. The 

right people become empowered, those who need to know 

are informed, and the Smart Talkers have no audience. There 

are clear channels of communication for consultation that 

works a treat provided there’s a will to keep it working. All 

you need next is a very clear way to describe who does what 

at the task level…that’s where deployment fl owcharts come 

in…..maybe next time….

For further information contact 

ian.hendra@clearlineservices.co.nz  

References
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Table 2: RACI - defi ning attributes

Factor Defi ning attributes

Responsible • Highest authority with respect to this process,

 • Authorised to make changes to the process,

 • Can’t delegate responsibility (but can delegate accountability),

 • Has power to spend money (or someone else is responsible in reality),

 • Has power to hire & fi re (or someone else is responsible in reality),

 • Required to make sure resources and supplies are available.

Accountable • Authorised to make sure this process is implemented,

 • If delegated, may have the power to spend, hire & fi re,

 • Does not have the authority to change the process without consultation.

Consulted • Has expert information that affects the performance of this process,

 • Is affected by the upstream or downstream performance of this process, 

 • Must be consulted when changes are made.

Informed • Needs to understand what this process entails and how it might affect them, 

 • Must be informed when changes are made.

Q awards 2012 
Applications now invited for...

Tait-NZOQ Quality Prize 2012 – an article on a practical quality topic

Beca-NZOQ Quality Prize 2012 – an article on a theoretical quality topic

NZOQ-Lysaght Conference Scholarship 2012 

The Spot On Trophy 2012

For further information about these exclusive awards for NZOQ members please contact the 

NZOQ General Manager, Helen Baines, Tel 06 351 4407 or helen.baines@nzoq.org.nz 

Q
 a

w
ar

d



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


