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Abstract 
 

The department YQP is responsible for maintain and improve the product follow up 
development process, at Scania CV AB. To maintain and improve, YQP is the owner of   
improvement groups, e.g. AC – Assignment Council, which consist of one person from each 
design area within the organisation product follow up. 
 
YQP have the perception that improvements and methods that have been agreed, are not fully 
implemented into each design area. This can lead to longer lead times for FQ assignments. 
 
The Master thesis has been conducted as a case study, which been performed through 
literature study and situation study, followed by an initial development of an implementation 
process. A mapping of the current situation has been made, the desired state has been 
discussed and ideas how to get the desired state have been given. 
 
The interviews have been performed to obtain the current situation with focus on the areas 
below: 

• Way of communication 
• Understanding 
• Management support and request 

 
This study has investigated a general view of the above areas. But focus has been made on the 
agreed methods “root cause analysis” and “Priority model”, at the company Scania CV AB in 
Södertälje. 
 
The result of the study is a one-page template, which should be used before an 
implementation of a new or updated method/tool is introduced. The template will describe, in 
brief, the most important activities that should be included during the implementation phase. 
In this way the implementation process will be more satisfying. 
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Abbreviations 
 
AC Assignment council. An improvement group for Field 

Quality M/H assignment managers. 
AM  Assignment Manager, leads and plans the FQ M/H 

assignments. 
Checkpoint list  Overview of the M&H process. Working tool for AM. 
FQ  Field Quality, Product deviations that affect the 

customers. 
FQMC Field Quality Management Council, Working with 

methods for the FQ-process. Participant PM 
FRAS Follow-up Report Administration System 
M/H assignments Medium and Heavy, Classification of Field Quality 

assignments 
PD process Product Development process. All product 

development projects, at Scania, are handled within 
the Product Development process as Concept 
Development, Product Development or Product 
Follow-up.  

PDMM Product Development Method Meeting 
PDMM-P   Product Development Method Meeting Preparatory 
PM   Product Manager, the group manager of the AM 
Product follow up/ Red Arrow Product follow-up maintains and updates the current 

product range. 
In this report both names are used. 

R&D   Research & Development 
Red Arrow News Monthly “newspaper” on the internal intranet. Write 

about changes within the red arrow processes.  
Superior Quality 
  

A project to achieve zero failure mindset and for FQ 
shorten lead times for solutions to the customers. 

YQP  The department that is responsible for maintenance 
and improvement of the product follow up process 
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1. Introduction  
 
The introduction will describe the thesis background and problem description. It also includes 
the aim and objectives and the defined limitations.  
 

1.1 Background 
To make an organisation work in a clear and consistency way, there need to be standardised 
working methods within the development process. The standardised methods will make the 
company work more effective and get a better quality on the product. 
 
If a company should be leading within their market segment, there need to be a functioning 
strategy throughout the whole organisation. The strategy need to be clearly established and 
communicated. “If we don’t know where we are going, any processes and jobs will get us 
there” (Improving Performance, Rummler and Brache, 1995). 
 
The strategy should include at least these five elements (ibid): 
1. Products and services we will offer (What we are going to do) 
2. Customers and markets we will serve (whom we will do it for) 
3. Competitive advantages (why the customers will buy from us) 
4. Product and market priorities (where we will place our emphasis) 
5. Systems and structures (how we are going to bring about the what, who, why, and where) 
 
The customers’ satisfaction is included in number 3. Increasing the customer’s satisfaction 
and loyalty to the company is also a way to increase the company’s profit. A way to achieve 
this would be through a well established and functional process. The result will be that the 
work will be done correct from the beginning, effective and by quality with the same amount 
of resources. 
 
Scania’s Core processes focus on the end customer. The product development process is 
designed to create the right products with the right quality and in right time. To achieve this 
there needs to be functioning methods and routines.  
 
Change is and will continue to be the only constant (Rummler and Brache, 1995). 
 

1.2 Problem description 
When a problem occurs for Scania customers, solutions need to be developed as fast as 
possible. Within the red arrow process there is a defined way of working fast and effective 
that is built on standardized methods and tools. The process is a way to reduce the lead time 
from the start of the assignment until it is solved for the customer. 
 
The development and maintenance of the red arrow process is lead by the department YQP 
together with a cross-functional steering group Field Quality Management Council (FQMC), 
which include members from each functional area. In every sub process there is an 
improvement group e.g. Assignment Council (AC). When improved methods and tools have 
been developed and agreed on, the members in the improvement workgroup will spread the 
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information within their design groups. See appendix A for a chart over the different 
improvement groups. 
 
Today there are methods and tools that have been agreed upon. The department YQP 
experienced that these new or improved methods are not completely implemented within the 
organization. An evaluation of how well the methods have been implemented is needed and 
how the implementation process can be more effective. 
 

1.3 Aim and objectives 
How to succeed with the implementation of the agreed methods? 
 
The aim is to investigate how the current implementation process is performed and how well 
the methods have been implemented into the product follow up departments. 
 
The study will focus on three parts: 

• Current situation analysis  
• Desired state 
• How to achieve the desired state 

 
An expected delivery is to give suggestion for a better implementation process of the 
methods. To achieve this, an analysis of the current situation and a comparison to the desired 
state will be done. 

1.5 Scope 
This report will include the development process within red arrow at Scania CV AB. Red 
arrow is divided into different type of assignments. This report will focus only on FQ 
assignments – field quality assignments. 
 
The pre-study will be made through interviews in some selected design groups and the 
answers will be presented as a combined text. 
 
Questions will be focused on the areas: 

• Way of working/communication 
• Understanding 
• Management support/request 

 
And on the agreed methods: 

• Root cause analysis method 
• Priority model for M/H assignments 
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2. Organization introduction 
 
The Master thesis has been done as a case study at Scania CV AB. The organization 
introduction will increase the understanding about the company. 

2.1 Organization background 
Scania is a global company there are sales and service organisations in more than 100 
countries. Scania have approximately 37 500 employees. The research and development is 
located in Södertälje and has about 3300 employees. 
 
According to their homepage the “Scania’s strategic platform” (April 2013) is described like 
this: 

Scania’s objective is provide the best profitability for its customers throughout the Product 
life cycle by delivering optimized heavy trucks and buses, engines and services – thereby 
becoming the leading company in its industry. Scania’s operations are based on the 
company’s core values, its focus on working methods and dedicated employees. 

2.2 Product follow up process 
In year 1997, Scania introduced the product follow up departments. It was established as a 
cross functional (purchase, production and R&D) organization. The purpose of the product 
follow up organisation was to have a faster and more effective way of focusing on the end 
customer demands. 
 
The main focus of the Product Quality Process is to maintain and update the current product 
range in order to get the customers satisfaction. 

2.3 Improvement groups within the Product follow up organisation 
Scania have their own Product Development process, which is valid for all processes within 
Scania. Here is an overview of the improvement group organization chart. 
 
PD process board 
This is the highest cross functional group within Scania. The members are the vice presidents 
from every department within the organization. They have meetings four times per year and 
their work is to secure the Product Development strategy, that result in changes within the PD 
process. The vice president from the department Y is a member of this group. 
 
PDMM 
Cross functional decision group. New or improved methods and tools in the PD process are 
decided in this group. They have meetings once/month. The manager from the department YQ 
is a member of this group. 
 
PDMM-P 
Preparations cross functional group. They are responsible for the remiss of document of the 
suggestions that could come from each improvement group. They are also responsible to 
inform the organization within their own department. Meeting frequency is one and another 
week. The manager from YQP is a member of this group. 
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FQMC – Field Quality Management Council 
This is a cross-functional forum to discuss, co-ordinate and decide routines, working methods 
and systems for the FQ-process and associated activities. The manager from YQP and the 
product managers are members of this group. 
 
AC – Assignment Council 
YQP is responsible for this improvement group and involves cross functional design areas. 
Members are assignment managers from all red arrow departments. AC works with new or 
improved methods and tools initiated both from PDMM and from the members own 
improvements groups. 
 
The product follow up process department, YQP, is responsible for maintenance and updates 
of the processes. Product follow up is carried out mainly for safety and/or quality reasons. 
 
The YQP mission is stated like this (April 2013): 
 Monitoring processes that are in a normal status 
 Supporting processes that need to improve (to new normal situation) 
 Describe processes 
 Educate in product follow up process 
 To be ambassadors for the processes 
 Tools needed in the process, checklists, system etc 

 
The Chart over the product follow up organization, see Appendix A. 
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3. Theoretical background  
 
The theoretical background will present the abstract and analysis of the theoretical knowledge 
within this thesis area. 

3.1 Succeeding with performance 
The areas for improvement could be quality, customer focus, productivity or cost, but without 
performance there will never be any improvements. (Rummler and Brache, 1995) 
 
There are three levels of performance according to Rummler and Brache (1995), 
organization, Process and Job/Performer. These levels are important to achieve a successful 
organizational performance. At each level, the strategy is implemented through goals, design 
and management.  
 
The Organization 
An organization chart has two purposes (ibid): 
• Show which people have been grouped together for an efficient operating and 

development of human resource. 
• Show the reporting relationships. 
 
A picture is needed to show what we do, whom we do it for and how we do it. 
With other words, to see the input/output, customer/supplier view, a relationship map is 
needed. 
 
If the organization level of performance is not defined, designed and managed, there is no 
driver of human and system performance. 
With an effective organization level, we can begin to understand, analyze and manage 
performance at the process and job/performer levels. 
 
Questions according to Rummler and Brache (1995): 
* have appropriate functional goals been set? 
* Is relevant performance measured? 
* Are resources appropriately allocated? 
* Are the interfaces between functions being managed? 
 
Goal 
* Is the strategy/direction communicated? 
* Does the strategy make sense? 
* Have the required outputs been communicated? 
Design 
* Are all functions necessary and in place? 
* Is the flow of inputs and outputs between the functions appropriate? 
Management 
* Have appropriate function goals been set? 
* Is relevant performance measured? 
* Are the interfaces between functions being managed? 
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The process  
A business process is a series of steps designed to produce a product. The process level is 
needed to see the cross functional process between the output and input. Which processes 
convert the inputs to outputs? 
An organization is only as effective as its processes. Strong people cannot compensate for a 
weak process. (Rummler & Brache, 1995) 
 
Goal 
Work is produced through processes. The goals that concern the external customer should 
come from the organization goals. The goals for internal processes should be driven by needs 
from the internal customers. 
* Are goals for key processes linked to customer/organization requirements? 
Design 
Make sure that the processes are structured (designed) to meet the goals efficiently. Processes 
should be logical paths to achieve the goals.  
* Is this the most efficient/effective process for accomplishing the process goals? 
Management 
A process will be ineffective if it’s not managed. The process sub goals should drive the 
functional goals. 
* Have appropriate process sub goals been set? 
Regular customer feedback on the process outputs and tracking process performance is 
needed. 
* Is process performance managed? 
Support each process step with equipment, staff and budget needed to achieve the goals. 
* Are sufficient resources allocated to each process? 
The greatest process improvement opportunity often lies between process steps. 
* Are the interfaces between process steps being managed? 
 
The job/Performer 
 
 
 

  
Figure 1. The human performance system 
 
Factors affecting the human performance system (Rummler & Brache, 1995): 
The inputs could for example be customer requests and that is a cause for people to perform. 
* Can the performer easily recognize the input requiring action? 
* Can the task be done without interference from other tasks? 
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* Are the job procedures and work flow logical? 
* Are adequate resources available for performance (time, tools staff, and information)? 
 
Outputs are the products produced by the performers, who can be individuals or groups. 
* Do performance standards exist? 
* Do performers know the desired output and performance standards? 
* Do performers consider standards attainable? 
 
Consequences are the positive or negative effects that the performer experience when they 
produce an output. 
* Are consequences aligned to support desired performance? 
* Are consequences meaningful from performer’s viewpoint? 
* Are consequences timely? 
 
Feedback is information that tells performers what and how well they are doing. 
* Do performers receive information about their performance? 
* Is the information they receive: 
 - Relevant? 
 - Accurate? 
 - Timely? 
 - Specific? 
 - Easy to understand? 
 
The quality of outputs is a function of the quality of inputs, performers, consequence and 
feedback. 
 
Goals 
The goals need to be communicated to performers, what they are expected to do and how well 
they are expected to do it. Involve people in the process of establishing the goals for their 
jobs. 
Design 
Ensure that allocation of responsibilities is made among jobs. A new created job will make 
the process function more efficiently, without compromising quality. 
Management 
Before performance at any level can be managed, the expectations for that performance need 
to be clearly established and communicated. 
 
If jobs are not designed to support process steps, then organization and process goals will not 
be met. 
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3.2 Leading change 
According to John P. Kotter (Leading change, 1996) there are eight steps to make a successful 
change. 
 

1. Establishing a sense of Urgency 
If the urgency is low, it’s difficult to make any changes. A majority of employees, 
perhaps 75% of management, and all of the top executives need to believe that the 
change is absolutely essential. The urgency need to be high and the feeling of being 
satisfied low. It’s difficult to drive people out from their comfort zone. 

2. Creating a Guiding Coalition 
The combination of trust and a common goal shared by people with the right 
characteristics can make a powerful team. 

3. Developing a Vision and a Strategy 
Vision is a picture of the future. A good vision makes clear that the sacrifices will give 
benefits and personal satisfactions. 

4. Communicating the change vision 
An effective communication of the vision should be clear and simple. The vision 
should be spread in different formats and be repeated over and over again. 

5. Empowering Employees for broad-based Action 
With the right structure, training, systems and managers build on a well communicated 
vision it could be a great power to improve organizational performance. 

6. Generating Short-term wins 
A short-term win is visible for a large number of people, unambiguous and it have a 
clear relation to the change effort. This will create motivation and energy. 

7. Consolidating Gains and producing more change 
Celebrate short-term wins, and continue with the improvements. 

8. Anchoring new approaches in the culture. 
Culture refers to norms of behaviour and shared values among a group of people. 
Changes can be undone, if the new approaches haven’t been anchored into the culture. 
 

3.2 PDCA 
The method PDCA, Plan-Do-Check-Act can be used on all processes. 
 
Plan: Determine the goals and the processes needed to get the result that agree with customer 
demand and the organization policy. 
Do: Implement the processes 
Check: monitor and measure the processes and the product by policy, goal and demand on 
product as a base. Make a report on the results 
Act: Make actions for continues improvements on the processes. 
 

3.3 Understanding 
To make the quality work successful, everyone needs to be involved. Therefore it’s very 
important to make everyone a part of the decisions and the improvement work. This could be 
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made through education, communication and delegate the tasks. The management need to 
support and stimulate everyone to participate. If everyone is involved in the quality work this 
will lead to higher commitment and responsibility by whom working with this every day. 
 
When something will change, there will always exit resistance, this resistance could be open 
or hidden. Some of the causes could be: 

• people know how things work 
• they are worried that the change will affect them negative 
• The changing process is not handled correct by the management 

 
One way of handle this is to involve people that are positive to the changes. 
 

3.4 Management support 
Top managers can’t implement the strategy by themselves. Implementation needs to be made 
by middle managers and those who use the systems. The communication needs to be spread 
early in the implementation step. When the strategy is understood, the management need to 
establish an infrastructure that supports strategy implementation. 
 
If the management will not prioritize the quality as much as deliveries and costs, then the 
employees will not do it either. With an engaged management as a base, it’s possible to build 
up a culture with values that will support a successful quality work. 
 

4. Methodology 
The methodology will explain the methods used to achieve the results. 
 

4.1 Introduction 
The work was made through qualitative case study, which could provide realistic results 
through understanding. In this way knowledge could be obtained about a certain situation and 
how the involved person interprets it. The intention is not to obtain a “correct” way, but the 
employee’s opinions and perspective. 
 
Case studies are often the best method to tackle a problem, when there is a need of 
understanding to achieve improvement. A qualitative case study is an intense description and 
analysis of restricted phenomena. This type of study needs a delimited and a chosen case to 
work with. 
 
The research in this report is made through the personnel that are working in the process 
every day. 
 
The qualitative data was gathered through interviews, questionnaires and documents. 
 

4.2 Research approach 
There are mainly two research approaches, deductive and inductive study, 
the evidence way, deductive, and the detection way, inductive. (Ely, 1987) 
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Deductive study – Conclusions between different phenomena in reality are received from 
theory. 
 
Inductive study - When the case study will be used to develop a theory. Since there is few or 
no theory to look at, there are no or few variables to change or manipulate. With other words, 
a theory will be found and not verified. 
 
Descriptive study – Searching for a description and explanation and not for predictions based 
on cause and effect. 
 
In this study the information will be gathered from personnel within a certain area and with a 
certain working process. Therefore both a descriptive and inductive study will be performed. 
Descriptive will be used for explaining the way of working and the inductive study will lead 
to an implementation model. 
 

4.3 Documents 
With documents, the meaning is mainly a written source or documents that have not been 
emerged from interviews or observations. 
 
The difference between documents and interview and observations is the value of 
information. Documents are objective sources, while interviews and observations could be 
changed or affected by the presence of the researcher. 
 
Information about business and working methods/processes has been gathered from 
documents from the inline homepage at Scania CV AB. 
 
4.4 Interview  
To get a view of the current situation concerning the implementation process interviews have 
been performed.  
 
There were three different kinds of interviews. 
1. Process department YQP 
2. The process Improvement group, AC  
3. The red arrow field quality group 
 
The interviews have been performed as semi structured interview. This means that the 
interviews have been based on prepared questions, but there could also be new questions 
related to the answers. The template of the interviews can be seen in Appendix B. 
 
After the interview a summary was sent to the concerned person for review and approval. 
 
Only the questions and answers that affect the thesis problem definition are included in this 
report. 
 
 
4.5 Validity and reliability of the methods 
The validity show how well the study result is to what we wanted to achieve with the study. 
Reliability is how reliable the information in the report is.  
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In a qualitative case study the person that performs the research is the primary tool for 
gathering and analysing the data. This will affect the result. There are great opportunities to 
get and create meaningful information. But the human mind can make mistakes and also 
colour the study.  
 
Theoretical data have been collected from professional resources and from the case company. 
Information was also collected by interviews, from persons that are directly involved in the 
processes which this study has been focused on. 
 
The interviews could be coloured by: 

• The way we are through the experiences we have 
• How much information that we can absorb 
•  The quality on the information 
• How we can manage to put together the information and to see the relations. 

 
The answers of the interview questions were written by hand, this could make a reduction of 
data, compared to a recorded interview. 
 

5. Current situation 
A description of how YQP and AM experience the current way of working and their 
involvement in the implementation process.  

5.1 Current Way of working 
The current situation analysis has been performed as a descriptive study. It has been 
performed through interviews and from the internal homepage. 
 

5.1.1 YQP 
The YQP mission is stated like this (April 2013): 
 Monitoring processes that are in a normal status 
 Supporting processes that need to improve (to new normal situation) 
 Describe processes 
 Educate in product follow up process 
 To be ambassadors for the processes 
 Tools needed in the process, checklists, system etc 

 
The points in the mission according to YQP: 
Monitoring 
YQP provides statistics that is a common base for the organization. This statistic is sent to PM 
(Product Manager) together with Red Arrow News. YQP analyse the statistic in an overall 
level and PM is responsible for his or her local level. 
Some other way of monitoring is to be involved in the day-to-day work on each design area. 
This is made, for instance by”sit & see”, which means that YQP is present in the design 
groups. This have been restarted and the plan is to “sit & see” 3-4 times per year and design 
group. 
Supporting 
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If there are processes that not function, YQP will support the improvement of the processes, 
through participation and/or to manage the improvement groups. Even short projects could be 
started for this. 
Describe 
YQP describe the processes through the homepage and the PD-guide (the red arrow part).  
Educate 
YQP is responsible for the courses PD-travel, that is held once a month, and H/M process 
course, which is held twice per year and mainly for new employees. Education is also held if 
there is a need. New employed PM will have a special designed education/introduction of all 
processes by YQP. 
Ambassadors 
YQP is involved in the organization, they listen and comment, by “sit & see” as described 
under “monitoring”. 
YQP is working to get a good “mindset” in the groups, to understand the culture and the 
approach to the processes.  
Tools needed 
To get a view of which tools etc. that is needed, YQP is involved in the improvement groups. 
 
The goal is to have satisfied customers. To get satisfied customers there should be low failure 
rate on the products. To reach that goal there need to be processes that: 
* can handle product deviations in the fastest possible way 
* handle the information and knowledge about quality deviations. 
* make an effective way of finding the solution for the end customer. 
 
To succeed with the mission, all persons that use the processes have to inform YQP when 
there is a need of improvement. 
 
YQP is responsible for the improvement group AC – Assignment council. The meetings are 
held once a month and there are representatives from all design areas within the red arrow 
department. The improvements could come from some of the red arrow departments or from 
some of the other improvement groups in to AC for discussion, to work with or for 
information. AC is working to obtain the improvements or new method that is needed. 
 
The role of AC member 
The AC member will: 
* Represent their design area and the M/H process 
* Be involved in the process updates. 
* Improve and contribute for questioning the process, both local and global. 
* Secure and spread information, to all AM and the whole PM area. 
* Be dedicated to improvements. 
“The processes will not be better than the commitment in AC” (Åsa Pettersson-Arman, 2013) 
 
See Appendix C for the framework for Assignment Council 
 
Currently there are statistics that show how close the design areas are to the goal of low 
failure rate. But it’s not visible how or how much the methods and the tools in the process will 
affect the goal. The methods and tools that AC works with are only assumed to follow the 
goal against low failure rate.  
 
Understanding 
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It doesn’t matter if the processes and the tools are perfect, if there are not an understanding of 
why they exist, there will not be any improvements. To achieve an understanding of the 
processes and methods, there need to be a certain amount of mindset among the employees. 
This is needed to get product quality and customer satisfaction in the fastest possible way. 
 
 
Communication 
The implementation plan for AC together with YQP: 
* During the work of the method and when it is finished, a remiss of the method will be 
presented in all groups by the AC member to get feedback. 
* When the method is agreed on, it will be published: 

• at the red arrow homepage 
• Red arrow news, which is published once a month through the internal intranet. 
• Member at AC will spread the information within their group. 

* A seminar is performed once a year where some methods, decided by the AC members, will 
be highlighted. 
 
There is a lot of information that goes through YQP, and sometimes they don’t have the time 
to update or to inform about new revised documents that they have received. 
 
Management support 
YQP is dependent on the Product/group Manager that they are involved and committed to the 
work with the implementation of the new or updated methods. The PM also needs to follow 
up and work with improvements that will improve the KPIs, “closed assignments” and “lead 
time”. 
 

5.1.2 Assignment Manager 
Data was gathered by interviews as described in the methodology chapter. The results will be 
presented here, but with respect of the persons that want to be anonymous.  
 
All of the interviewed persons work as an Assignment Manager and half of them also have 
the role as an AC member. All information is from the interview person’s point of view. 
 
Understanding 
The interest of being an AC member was different by the persons that were interviewed, some 
of them were interested of processes and some of them were picked to be the representative 
from their group, regardless of interest. The information about what the role means, were for 
instance given by the “old” AC members, from the group manager or self learned by asking 
people. There was no special introduction from YQPs side, for what the role as an AC 
member means.  
 
The purpose with AC is: 

• To improve the process, FRAS and the checkpoint list. 
• To work cross functional 
• Improve tools and cross functional standardisation, “best practice”, which will lead to 

a more effective and easier way to work for all AM. 
 

The goal for the AC forum is not obvious for the persons that were interviewed. 
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Communication 
AC members 
The most common way of communicating the information from AC meetings is through e-
mail to the other group members. It’s also common that more important, from the AC 
member’s point of view, information is informed or discussed on group meetings. It’s often 
that the decision to have the group information is up to the AC member itself. 
Group members 
Information can come from AC member and from group manager. 
The seminar is a good way to get information. If there is a need of getting more information, 
the AC member, group manager or YQP are contacted. 
 
Management support 
The management involvement is very varied. Some of the group managers have the process as 
one of the most important tasks to work with and some of the groups are not working more 
than “needed”. 
 
The time that is planned for improvement work is wide between the groups. There are groups 
that have no planned time at all, it’s up to the person itself how much time that can be 
assigned or is needed. But some groups have approximately 3 hours per week.  
 

5.2 Root cause analysis 
A decision has been made on FQMC to use the ”Root cause analysis” in the pre-study phase 
in the M/H process. The root cause analysis was introduced through a thesis, performed at the 
engine department. YQP and AM have rated their experience of the root cause analysis tool 
concerning the information, implementation and understanding. 
 

5.2.1 YQP 
Rating is made from 1-5, where the number 1 is the lowest rate. The result was: 
 
Information - 4. Information about the tool was made at the AM seminar 2012, which reached 
all AM. Product Manager is also responsible to inform the group. The instructions of how to 
use the tool is available at YQP homepage “decided tools”.  
 
Implementation – 2. Is not convinced that the tool is used.  
 
Understanding – 2. The tool will be presented again on the AM seminar 2013, which is a sign 
of low understanding. 
 
There have not been measured how many groups that use this tool or how well it actually 
works. But YQP have a general feeling that the tool is working, and it’s a help to reduce the 
lead time on the assignments. 
 

5.2.2 Assignment Manager 
The persons that were interviewed made a rating from 1-5, where the number 1 is the lowest 
rate. The result was: 
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Information  
A presentation was made during the AM seminar 2012. There is also information available at 
YQP’s homepage. 
 

 
Figure 2, the result of the rates concerning “information” both from AC and YQP. 
 
Implementation  
The implementation of this tool was made of each group itself. A lot of groups have a need of 
exercise before using this tool. There are few persons that use this tool. It is not clear that a 
decision was made and that this tool should be used when finding the root cause. 
 

 
Figure 3, the result of the rates concerning “implementation” both from AC and YQP. 
 
 
Understanding  
There is a general understanding of what should be achieved with the tool. The persons that 
have used the tool could see that the tool is a good way to achieve different possible root 
causes in an organized way. It is also possible to make a time plan of the needed activities 
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during the pre-study phase. This tool is a help to work with the right solution at once and to 
avoid retakes. 
 

 
Figure 4, the result of the rates concerning “understanding” both from AC and YQP. 
 

5.3 Priority model 
Decision to use this model was taken at the superior quality. This model is a cross functional 
way of working with the different prioritized FQ assignments. The assignments can be 
prioritized 1-4, where 1 is the highest priority. YQP and AM have rated their experience of 
the PRIO model concerning the information, implementation and understanding. 
 

5.3.1 YQP  
Rating will be made 1-5, where the number 1 is the lowest rate. The result was: 
 
Information – 4. PM had the responsibility to inform the groups; they had all the information 
needed from the forum FQMC. The information was also distributed through YQP homepage 
and red arrow news.  
 
Implementation – 3. The model is used by everyone, but it’s not clear which priority the 
assignments should have.  
 
Understanding – 2. There are a lot of questions about priority 1 and 2.  
 
YQP was involved in the working group, but PM was chairman. This new model was pushed 
from the cross functional departments. 
This is a new mindset; the idea is that the priority 1 and 2 in the new model should be carried 
out faster than the priority 1 and 2 in the old model. The priority 3 according to the new 
model should be the “normal speed” of the FQ assignment and equal to the priority 1-4 in the 
old model. 
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5.3.2 Assignment Manager 
The persons that were interviewed made a rating from 1-5, where the number 1 is the lowest 
rate. The result was: 
 
Information  
The groups were informed about the PRIO model in an early stage by the PM. There was time 
for feedback before the final model was set. The final model was communicated to the whole 
organisation through group meetings and Red Arrow News. 

 
Figure 5, the result of the rates concerning “information” both from AC and YQP. 
 
Implementation  
The AM and the FQ-engineer made the new priorities together on each FQ assignment. A 
deadline was set, when all the assignments should have been prioritizing according to the new 
model. The work and implementation of the new priorities have had a big focus from the 
managers. 

 
Figure 6, the result of the rates concerning “implementation” both from AC and YQP. 
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Understanding  
All of the persons experience that the assignments that have priority 1, is working good. It’s 
easier to get resources and priority from the cross functional departments. 
Almost everyone think that priority 2 is also working better concerning resources and it’s also 
easier to escalate. Most of the persons experience that the priority 3 and 4 does not work. The 
opinion is that this is because the cross functional departments don’t know what the new 
priorities means. The speed on each assignment due to the priority is not clear; it’s difficult to 
translate the theory with the practical work. 
 

 
Figure 7, the result of the rates concerning “understanding” both from AC and YQP. 
 

6. The desired situation 
 
The desired situation is made as a descriptive study. This data have been gathered by 
interviews of persons from YQP department. 

6.1 Understanding 
Desired state is: 

• That the understanding of the improvement works in the design groups will increase. 
• the groups feel that they want to be more involved 
• understanding of the purpose of the process 
• to increase the mindset of the processes in the groups 

6.2 Communication 
Desired state is that everyone: 

• know about the latest revision of the checkpoint list 
• look at the updated processes 
• subscribe on Red Arrow News 
• participate on the AC seminar 
• generate ideas that improve the process within their group, but also share with the rest 

of the organisation 
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AC member take responsibility of implement new/updated tools. 
YQP is responsible to provide the right information. 
 

6.3 Management support/request 
Desired state: 

• get resources when big changes will be implemented 
• process improvements will be decided on a higher level 
• information will be included on the lower level 
• PM will inform the decisions that been taken on the group meetings 
• PM will implement the decided tools in the groups 

 

7. Analysis of data and information 
 
As the Scope describe, the answers will be analysed within three focus areas. The 
implementation process of the two chosen tools will be compared with the theoretical models 
as described in the methodology section. 
 

7.1 Assignment council 
Understanding 
All of the AC members have a good understanding of the purpose of AC is. The goal with AC 
is not communicated. As the process level is described by Rummler and Brache (1995), there 
need to be goals to know that the work that is performed will make the process more 
effective.  
 
Way of communication 
There is no clear routine or method for how the information should be communicated by the 
AC member. No feedback is required from the AC member to YQP department, so there is no 
follow up on how well the information, method or tool has been informed to the groups.  
 
Management support/request 
The management support varies a lot between the departments. There are no clear guidelines 
from the top management how and when the process work should be performed. The mindset 
by the managers are very important, to get the right support and interest in the methods and 
tools. There is no visible way to see how this affects the organizational goals. 
 
To get an understanding of the current view and how to succeed with the implementation of 
the agreed methods, we need to also have in mind all of the levels as Rummler & Brache 
(1995) are writing about:  the organizational, process and job/performer levels. 
 

7.2 PRIO model 
Organisation level 
Goals 
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This model has been evaluated in the FQMC improvement group. The goal with the model is 
that assignments with priority 1 will be solved faster for the end customer. But how fast, have 
many days or hours, is not set. 
The most of the persons that are working with this model, don’t know the differences between 
the priorities. 
 
Design 
The model has been developed by a cross functional improvement group. 
But still the information doesn’t seem to be known by all functions. 
Are the right persons involved in improvement group? Is the reporting/information way 
established and does it function? 
 
Management 
The overall goal should be set (organization level) but what are the sub goals for each 
functional group? For example what is the goal for the design work, the test assembly, 
purchase process for a priority 1 assignment? If the goal is to reduce the lead time for solving 
the deviation for customer, how is this measured? 
 
Process Level 
Goals 
How could the process be improved to meet the goal that the new model should achieve? For 
example, when it’s a priority 1 assignment, which lead time in every cross functional process 
can be reduced? 
 
Design 
Is there a cross functional process map that can handle this new method to achieve the goals?  
Is the process map structured in the most efficient and effective way to accomplish the 
process goals?  To see where the disconnects in the process are, compare the “is” map and the 
“should” map.  
 
Management 
Process sub goals should be established after each step that has a critical impact on the 
customer-driven process goal.  
  
Job/performer Level 
Goals 
The goals for the performer are what they expected to do and how well they are expected to 
do it. The role for the performer is to make the process work. Is there any changes needed in 
the jobs to perform the organizational and process goals? 
 
Design 
To achieve the goals, the allocation of resources, sequence of job activities and job procedures 
have to be clear. To get the deviation solved for the customer as fast as possible and with high 
quality, it’s important that the responsibility of each functional role is clear. 
 
Management 
The management is responsible to inform and support the performers to understand the job 
goals. There should be sufficient resources, clear signals and priorities to achieve the goals. 
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7.3 Root cause analysis 
There are few persons that use this tool within the red arrow. It is not clear that a decision is 
made and that this tool should be used when finding the root cause.  
 
PDCA 
Plan: What is the goal with this tool and how will it be included in the process? How could it 
be measured? 
Do: Implement the tool. 
Check: Monitor the implementation and report the result 
Act: When the tool has been used, make improvements. 
 

8. Result 
 
The interviews were performed as planned. One interview had to be deleted, due to no 
feedback if the answers could be used in the report. Therefore the test interview that was 
performed was used instead. This will not affect the result, because the test person also works 
within the red arrow process as an AM. 
 
Since this the PRIO model was decided from a high management level, The Rummler and 
Brache (1995) theory seemed to be the most useful method when analyzing the 
implementation process. The Kotters “Leading change” was also described, and could also 
been used on the PRIO model. The PDCA model was used on the Root cause analysis, since 
this tool is used local by AM, and doesn’t need all of the steps that Rummler describe.  
 

8.2 Implementation process 
Recommendations to make implementation of the agreed methods successful: 

• Have a clear goal for why the method is needed 
• Develop a way to measure the effect of the method 
• Require feedback from the groups how well the method have been implemented 

 
When starting an improvement work that will lead to a new tool, there should be an one-pager 
that will be filled in. This one-pager will have an overview of the tool, and will inform the 
user in a clear and fast way. This one-pager will be connected with the whole tool description 
on YQP homepage.  
 
Example, one-pager of the PRIO model: 
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See Appendix D, One-pager template for implementation process 
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9. Conclusion 
 
How to succeed with the implementation of the agreed methods? 
 
There are some gaps to fill between the desired state and the current state. 
As the models under the methodology section describe the most important issues are: 

• Communicate the connection between the strategy and the processes. 
• The management needs to be involved and engaged. 
• Communicate the change in a clear way. 
• Demand a follow up of how well the implementation have been performed 
• Measure the improvement 

 
There is a need of more clear communication processes. Who should inform who, and how 
and by who will the implementation be followed up? 
 
Each improvement group need to have a clear implementation process and what is their 
responsibility. 
 
A lot of improvements are performed, but who will follow up how well the implementation 
was made and how will this lead to the goal? 
 
There are no methods or tools that follow up how well the implemented tools make the daily 
work more effective. This point is very important. A lot of gaps should be filled if there were 
a good way to measure the effect the process and the methods/tools have on the lead time. 
 
To succeed with the implementation process, it’s important that the goals and strategy that is 
valid is known through the whole organization. The key words are communication, support, 
understanding and follow up. 
 

10. Recommendations 
 
Recommendation for continues work to achieve a better implementation process. 

10.1 Suggestions for improvements 
Here are some suggestions to achieve a better way to implement agreed methods or tools. 
Some of the ideas are coming from the interviews that were performed. 
 
Understanding 
A new AC member should have an introduction for better understanding of what the goal with 
AC is. The introduction could be made by an experienced AC member. 
 
Way of working/communication 
A routine for how to inform about new tools and when, should make it easier for the AC 
member to know: 

• what is required from him/her in the AC role. 
• Teach new AC members 
• Have a cross functional “best practice” 
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This will also be established and agreed on the Manager level. 
 
Updates on current tools, as for example the checkpoint list and FRAS updates, should have a 
limited releases for twice/year. This could be a way to make it easier to get the information 
and also to inform everyone.  
 
YQP homepage should be more structured and it should be easier to search for tools/methods 
already implemented.  
 
Management support/request 
A recommendation is to look more in detailed what the differences are in the groups that 
perform only the “needed” and the groups where the managers are very driven. How have this 
affected the goals? To have a good overall level, audits by the management should be 
performed. 
 
General 

• Have a product area as an “expert” group on each new tool, which other can ask 
questions and make a visit. 

• Perform audits in the product area groups 
 
 
These suggestions could be an input to AC for discussion. 
 

10.2 Future research 
A help when introducing the implementation process could be to design an organization chart, 
valid for all processes and groups according to appendix A. This chart should describe the 
communication and reporting relationship, which was one of the parts that were written about 
in the analysis part. 
 
More investigation should be made on how the culture in the organization could be improved. 
This is a very important issue, because if there is a good culture, then the work with the 
processes will be more natural. 
 



 
 

APPENDIX A: 

 
 
 
 



                                                                                                      

 
 

APPENDIX B: 
 
 
Template interview YQP 
1. What is the meaning of your mission? 
2. What strategy do you have to succeed with your mission? 
 
3. What is the assignment from the management? 
4. Which are the goals? 
5. How do you know that the methods that are established are towards the organizational 

goal? So there are no waste of resources and time. 
6. Is there a clear connection towards the customers? 
7. In which way do you know what methods that is needed? 
8. How is the information communicated to the groups? 
 
9. How do you secure that the methods will be used/are used? 
10. How do you follow up that the methods are used? 
11. How is the information about YQPs working methods visualized? 
 
Questions concerning the tools “Root cause analysis” and the “Priority model”. 
12. How was it decided that the tools “root cause analysis” and “PRIO model” should be 

implemented? 
13. What was YQPs responsibility concerning: 

• creating? 
• Information? 
• Implementation? 

14. How did YQP follow up that these tools are used in the organization? 
 
15. What is the AC member responsibility according to YQP? 



                                                                                                      

 
 

Template Interview AL that is an AC member 
The answers are from a personal point of view, even if there are questions about the group.  
 
1. For how long have you been working as a Assignment leader? 
2. When did you become a member of AC?  
3. What information or introduction did you got about your role as an AC member? 
4. Do you know what the goal is with the work within AC? 
 
5. How is new methods or tools coming into AC?  
6. How do you communicate the agreed methods/tools to your group?  
7. Do you have any written routines for the communication? 
8. How do the group implement the agreed methods/tools?  
9. How do you follow up that the method/tool is implemented? 
10. How do you notice that the method/tool affect your work? 
 
11. Do you get time to work with the tasks that is included in your role as a AC member?  
12. Do you feel support from the management concerning the improvement work? 
 
Questions concerning the tools “Root cause analysis” and the “Priority model”. 
13. What was your involvement concerning: 

• Producing the tool/model? 
• Inform the group? 
• Implementation in the group? 

14. Do you know the purpose of the tools? 
15. Do you use these tools in your group? 
16. If yes, how do they affect your work? 
17. If no, what would make you use these? 
18. What do you think of the implementation of the tools? 
 
Template interview AL 
1. For how long have you been working as a Assignment leader? 
2. How do you get information about new methods/tools that will or have been agreed on? 
3. What is your role in the group when tools will be implemented? 
4. How do you see that the agreed method/tools are used? 
5. How do you see that the method/tools have affect on your work? 

 
6. Do you feel support from the management concerning the improvement work? 
7. Do you have time to work with improvements? 
8. Do you think there is a clear goal with the agreed method/tools? 
9. Do you get enough information about the methods/tools? 
 
Questions concerning the tools “Root cause analysis” and the “Priority model”. 
10. How did you get the information about these tools? 
11. Could the information be communicated in some other way? 
12. How was the implementation of the tools? 
13. Could the implementation been made in some other way? 
14. Do you use these tools within your work? 

• If yes, what is your experience of the tools? 
• If no, why don’t you use the tools? 

15. How do you inform, for example new employees, about the tools? 



 
 

 
APPENDIX D 
One-pager for implementation 
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