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Overview
• What is Quality Control

• Why implement Quality Control

• Quality Control Team

• Establishing a Quality Control Program

• Quality Control and Quality Assurance

• Quality Control Tools

• Measuring Success

• TQM, Six Sigma and ISO 9000

• Roadblocks and Barriers

• Innovation and Quality Control
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Quality Control: What is it?
• Process to review production 

• Review includes:

–Controls

– Job Management

–Performance

– Integrity

–Records

Why Quality is Important

• “Good enough” isn’t good enough

• Meet customers’ expectations

• Help employees improve performance
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Goals of Quality Control 

• Ensure products or services meet standards

• Requirements are reviewed for:

– Dependability

– Acceptability

– Fiscal responsibility 

Goals of Quality Control Team

• Identify products or services that don’t

meet standards

• Additional responsibilities:

– Halt production

– Notify management

– Notify customer
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Quality Control Team Members

• Choose from multiple levels 

(e.g., line, management)

• Choose from multiple disciplines

(e.g., operations, customer service)

• Have desire and aptitude for improvement

Quality Control Program Parameters

• Can’t test everything

• Identify key standards

– Past errors

– Customer complaints

– Automated tests  
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Correcting Errors

• NOT the responsibility of the QC team!

• Different levels to be corrected:

– Immediate error – Operator

– Training error – Supervisor

– Systematic error - Management

Establishing a Quality Control 

Program

• Document the existing process

• Identify specific objectives of the program  

• Establish policies and procedures

• Map out and validate the QC process
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Quality Control 

and 

Quality Assurance

• Quality Control – identify and detect errors

• Quality Assurance – evaluate and improve process

• Important that management team understands 

the difference  

Quality Control Tools

• Standard Operating Procedures (SOPs)

• Process maps

• Checklists

• Quality Control and Change Control documentation

• Reporting system  
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Documenting Quality Control Results

• Measurements:

– Number and percentage of errors

– Operator productivity

– Costs

• Periodic Reviews 

Quality Control – What’s Acceptable

• 100% - Must be the goal

• Weigh goals, costs and results 

• Risk and probability of “worst case” 



8

Copyright 2018
The Berkshire Company
www.berkshire-company.com
www.markfallon.com

Quality Control and Testing

• Establish standards and specifications

• Develop test cases of probable errors

• Test production process

• Test quality control process and results

TQM, Six Sigma and ISO 9000
• Total Quality Management – TQM. Management philosophy on 

continuous  improvement.

• Six Sigma – TQM, with additional emphasis on project management.

• ISO 9000 – standards and guidelines for quality systems as set by 

International Organization for  Standardization  
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Six Sigma, Projects and DMAIC
• Define – Your project 

• Measure – Your current process

• Analyze – Gather data for determining causes

• Improve – Address and eliminate root causes

• Control – Develop ongoing monitoring program

Implementing Quality Control

• Plan

• Execute

• Evaluate

• Measure and Monitor

• Adjust
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Quality Control: Only for Production?

• Quality Control works anytime

– that there is a process

– that there is a measurable result

– that there is opportunity for error

Quality Control Roadblocks

• “Error-free isn’t possible, so why try?”

• “Quality Control costs too much.”

• “Quality Controls slows down production.”

• “Nobody really cares.”
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Overcoming Roadblocks

• Explain competitive environment.

• Demonstrate true costs of errors.

• Measure “re-work” times.

• Share feedback from customers.  

Quality Control & Innovation

• Quality Control is based on consistent output

through consistent practices

• Innovation is based on improving output by

changing practices

• Both are critical to long-term success
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Quality Control & Innovation

• Promote innovative ideas at all levels

• Control changes through testing outside production

• Document changes and train all employees

• Celebrate successes!

Questions?

Mark Fallon
The Berkshire Company

www.berkshire-company.com

www.markfallon.com

mmf@berkshire-company.com

Twitter: @MarkMFallon
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Workflow Management
and

Process Mapping
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What is “workflow management”?
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What is “process mapping”?

Thinking outside the box and 
inside  the loop.
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Messaging

Data File Print File FinishPrint Post

MESSAGING Outbound

Customer

Inbound

Company
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Who do you need to involve?

What information you need?
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How do you get the information you need?

Ask the right questions:

‐ What?
‐ Who?
‐ When?
‐ How?
‐ Where?
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The wrong question:

Why?

A really good question:

What if?
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How do you map out the process?

MESSAGING Outbound

Customer

Inbound

Company
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Application

Print

Insert

Presort

Deliver 
to USPSSort

Deliver to
Customer

Customer 
Response

USPS / 
Web

Receive

Examples: Definitions of Shapes

Overnight
Carrier
Delivery

This shape means a predefined process.

Carrier Scan? This shape means a decision point.

This shape means a process.

This shape means a preparation.

Scan into
PacTrac

Payoff
Bucket

Deliver to
Payments This shape means a manual operation.

This shape means a document.
Log time &
# of packs
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Cause and Effect Flowchart

Cross‐Functional Flowchart
(Swim Lane)
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Basic Flowchart

Run Comparison 
Against Facets

EDI File 
From 
Group

FACETS
Address

Match Facets?

Create New 
Address and 
Append to 

Member File

Yes

No 
Change

No

Run CASS
&

NCOALink

Updated 
File 

Exceptions 
& Moves

Return Moves and 
Errors to Group

Examples
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Examples

Examples



6/25/2018

13

Copyright ©2018 Mark Fallon
mmf@berkshire-company.com
The Berkshire Company

Examples

Y
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What do you do next?
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What Next?

What Next?
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What Next?

Remit Svcs 
FTP and 

Tape

Tape 
Readable?

Batch Jobs 
Read in 
Cash

Job Run 
Successful?

App Change 
Complete?

Billing 
Batch Jobs

Batch Jobs 
Read Meter 

Data

Mainframe 
Available?

Mainframe 
Available?

Network 
Available?

Rate Case 
Complete?

Job run 
successful?

SAC fix?

Print File 
Created

CSCLPRT

IT Operations / SAC / Bill Factory Process

SAC fix?

Meter 
Data

Enter 
incident 
report

Enter 
incident 
report

Hold for 
testing

Hold for 
testing

Restart job

On-call 
programmer 

Restart job

On-call 
programmer 

N

Y

N

Y

N

Y

Enter 
incident 
report

Y

Y

Y Y

N

N N

N N N

N

Y Y

Y

Job Run 
Successful?

SAC fix?Restart job

On-call 
programmer 

N

Y

Y

N

What Next?
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Critical Factors for Success

Cross‐Functional Flowchart
(Swim Lane)
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Critical Factors for Success

Critical Factors for Success

Probably not 
completed same 

day

Job 1 
finished?

Insert Bills 
(5,000 bph)

Printer 
Available?

After 
2400hrs?

Change 
Printer?

Inserter 
Available?

Look for 
Print File 

CSCLPRT

Greater than 
65k?

Print job on 
IBM 4000
(12,500 

bph)

Stock 
Available?

Problem 
Fixed?

Shop Prep 
Completed?

At vendor?

In CDS?

Stock 
Condition 

Good?

Can stock 
be used?

Causes overtime 
after 1.5 hrs

Corporate Document Services Process - Print and Insert
Y N N

Y

Y Y YProcess 
Print Job

Call SAC

Call SAC

Y

N

N

N

N

N

N

N

N

N

N

Call IBM 
Repair

Y

Conduct 
PM & Key 

Op

Pitney 
Bowes fix

N

Y

Y

Locate 
Stock in 

CDS

Call Vendor

Have Stock 
Delivered 

ASAP

Move stock 
to machine

Call Manager 
for  

authorization

N

Y

Y

Y

Insert Bills 
(slow 

machine)

Y

Completed 
Bills

Y

Release 
job?

N

Y
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Communication during the process.

Communication

Critical Factors for Success

Probably not 
completed same 

day

Job 1 
finished?

Insert Bills 
(5,000 bph)

Printer 
Available?

After 
2400hrs?

Change 
Printer?

Inserter 
Available?

Look for 
Print File 

CSCLPRT

Greater than 
65k?

Print job on 
IBM 4000
(12,500 

bph)

Stock 
Available?

Problem 
Fixed?

Shop Prep 
Completed?

At vendor?

In CDS?

Stock 
Condition 

Good?

Can stock 
be used?

Causes overtime 
after 1.5 hrs

Corporate Document Services Process - Print and Insert
Y N N

Y

Y Y YProcess 
Print Job

Call SAC

Call SAC

Y

N

N

N

N

N

N

N

N

N

N

Call IBM 
Repair

Y

Conduct 
PM & Key 

Op

Pitney 
Bowes fix

N

Y

Y

Locate 
Stock in 

CDS

Call Vendor

Have Stock 
Delivered 

ASAP

Move stock 
to machine

Call Manager 
for  

authorization

N

Y

Y

Y

Insert Bills 
(slow 

machine)

Y

Completed 
Bills

Y

Release 
job?

N

Y
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Why?

Client Data 
Arrive

ID Cards Processing – New Group

Run 
C8000
TK1

ID Cards

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Output Table

Pull Collateral
(PPL, 

Lens123, 
SPDs)

Collateral 
required?

Auto-Insert on 
machine

High 
Volume?

Auto-Insert on 
machine

Manual 
Insert

Manual 
Verify

Meter at
$0.39

Before 
Noon?

Same Day

Meter at 
$0.308

Send to 
Presort House

CCS

US Postal 
Service

Deliver to 
Member

Good 
Address?

Return to 
Company

Internal 
Deliver to Call 

Center

Note return on 
record, 

change mail 
code to #2

Y

N

Y

N

Y

N

Y

N

Y

N
Y

N Y

N

Mock Up ID 
Cards in 
Quark

Client 
Approval?

Load Form in 
Xerox

Update DJDE

Hold

Receive 
Instruction Sheet 

from 
Documentation

Bulk
Ship?

Pack & Ship 
Via UPS

Y

N

Y

N

Why?
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Why?
Provider List – Non-Personalized

Run DVR 
job

Provider 
List

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)
DP 90 avail?

Print on 
DP 100

Print on 
DP 90

(Staple)

Process on 
Solimar
Server

Manual 
Staple

Y

N

Stapled?
Move to Mail 

Ops
Output Table

Pack & Ship 
Via UPS

Receive 
Instruction Sheet 

from 
Documentation

Receive 
Request from 

BA or AE

Y

N

Move to Mail 
Ops

Output Table

Why?
New Client?

Daily 
Eligibility 

Feed

Document Process

Group 
Member 

Info

Compuvision 
File

Nightly 
Batch 
Cycle
(MUP)

ID Cards

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Center Output 
Table

Mail Center 
Splits by 
Group

Review 
Compuvision 

Screen for 
Collateral

Pull Collateral
(PPL, 

Lens123, 
SPDs)

Collateral 
required?

Auto-Insert on 
machine

High 
Volume?

Auto-Insert on 
machine

Manual 
Insert

Manual 
Verify

Meter at 
$0.39

Before 
Noon?

Same Day

Meter at 
$0.308

Send to 
Presort House

CCS

US Postal 
Service

Deliver to 
Member

Good 
Address?

Return to 
Company

Internal 
Deliver to Call 

Center

Note return on 
record, 

change mail 
code to #2

Y

N Y

N

Y

N

Y

N

Y

N Y

N Y

N

New 
Client 

Process

Client Data 
Arrive

Run 
C8000

TK1

ID Cards

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Output Table

Y

N

Y

N

Mock Up ID 
Cards in 
Quark

Client 
Approval?

Load Form in 
Xerox

Update DJDE

Hold

Receive 
Instruction Sheet 

from 
Documentation

Bulk
Ship?

Pack & Ship 
Via UPS

Y

N

Y

N

ID Cards?

Y

N

Process 
on Planet 

Press
Server

Denial 
Letters and 
Write Backs

PostScript 
File

Print on 
DP 100

Move to Mail 
Ops

Center Output 
Table

Mail Ops 
Splits by 

Group and  
Denial Code

Deliver to 
Claims QA

Pull Collateral
(Insert, BRE)

Return to Mail 
Ops

High 
Volume?

Auto-Insert on 
machine

Manual 
Insert

Y

NNightly 
Batch 
Cycle
(PVI)

Claims QA 
Process

(may be more 
than 1 Day)

Daily PDF Images

Write Back 
or Denial?

Y

N

Nightly 
Batch 
Cycle

& Ad Hoc

PPLs

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Center Output 
Table

Mail Center 
Splits by 
Group

Pull Collateral
(Lens123, 

SPDs)

New
Hire?

Auto-Insert on 
machine

High 
Volume?

Auto-Insert on 
machine

Manual 
Insert

Manual 
Verify

Y

N
Y

N Y

N

Ad Hoc?

Move to Mail 
Ops

Output Table

Receive 
Instruction Sheet 

from 
Documentation

Y

N

PPL?

Y

N

Run DVR 
job

Provider 
List

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)
DP 90 avail?

Print on 
DP 100

Print on 
DP 90

(Staple)

Process on 
Solimar
Server

Manual 
Staple

Y

N

Stapled?
Move to Mail 

Ops
Output Table

Pack & Ship 
Via UPS

Receive 
Instruction Sheet 

from 
Documentation

Receive 
Request from 

BA or AE

Y

N

Move to Mail 
Ops

Output Table

Provider List 
(Non-Pers)

Y

N

Move to Mail 
Ops

Output Table

Pack & Ship 
Via UPS

Receive 
Instruction Sheet 

from 
Documentation

Mock Up SPD 
in Quark

Client 
Approval?

N

Documentation 
Receive Print 

Request
New Client?

Y

N

Y
Load onto 

SPD Server

Print to 
DP100/90 as 

network printer
DV14?

Y

N

Autoselect 
SL14 Tray

Autoselect 
DV14 tray

SPD

Match with ID 
Cards or other 

collateral

New Hire?

Y

N
Fold on 
machine

SPD?

Y

N

Run 
C8000PPM

Job
(Cover Letter)

Cover letters 
and 

attachments

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Output Table

Documentation 
sets up mailing

>5 Inserts

Auto-Insert on 
machine

Manual 
Insert

Meter at 
$0.39

Before 
Noon?

Same Day

Meter at 
$0.308

Send to 
Presort House

CCS

US Postal 
Service

Deliver to 
Provider

Good 
Address?

Return to 
Company

Internal 
Deliver to 
Provider 

Recruiting

Y

N

Y

N

Y

NY

N

Y

N

Receive 
Instruction Sheet 

from 
Documentation

Documentation 
Receives request 

from BA w/
attachments

Print attachments 
to DP100/90 as 
network printer

Nightly 
Batch 
Cycle

EOBs

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Center Output 
Table

Hand Count 
EOBs

(Batches of 100)

Auto-Insert on 
machine

Manual 
Verify

Y

N Deliver to 
Mail Center?

Count Match 
Report (minus 

pulls?)

Y

N

Y

N

Claims 
Pickup

Mail Center 
Picks Up

Y

N

Claims

HIPAA pull?

Deliver to Privacy 
Office

N

Y
Daily Index EOB 

Images

EOB w/o 
check?

Y

N

Th/Fr/Mid or 
EOM Month 
Batch Cycle

Checks

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

Operator 
selects 

DP100?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Center Output 
Table

Hand Count 
Checks

(Batches of 50)

Auto-Insert on 
machine

(Batches of 50)

Manual 
Verify

Meter at 
$0.39

Before 
Noon?

Same Day

Meter at 
$0.308

Send to 
Presort House

CCS

US Postal 
Service

Deliver to 
Member

Good 
Address?

Return to 
Company

Create Log
Deliver 

Checks and 
Log to Billing

Y

N

Y

N

Y

N

Y

N

Count Match 
Report?

Y

N

Billing Deliver 
to Mail Center

Manual 
Verify

Manual 
Verify

Pull Check 
Stock and 

Record 
Control #s

Pull Check 
Stock and 

Record 
Control #s

Archive and Index 
Check Images

EOB?

Y

N

Manual 
match & 

insert

Record 
Control #s

Billing Picks 
up Checks

Billing QC and 
Pulls

Add batch 
header from 

Privacy Ofc and 
adj. counts

Monthly 
Batch 
Cycle

Surveys

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Move to Mail 
Ops

Center Output 
Table (End)

Insert with BRE 
and meter as 
Standard Mail

$0.214, no date

CIR
Pull?

Deliver to 
Privacy Office

Send to 
Presort House

CCS

US Postal 
Service

Deliver to 
Member

Good 
Address?

Return to 
Company

Internal 
Deliver to Call 

Center

Note return on 
record, 

change mail 
code to #2

Y

N

Y

N

Y

N Create Batches
 of 60k – 70k envelopes
(may take up to 4 wks)

Return to 
Company
16%-19%

Sort by 
Category

Scan
Fujitsu Scanner

Teleform 9.1 
Software

Populate 
FoxPro 

Database

Further 
Review?

Y

N

Deliver to 
Claims Billing

Destroy

Service 
Records

Print on 
DP 90

Move to Mail 
Ops

Output Table

Instruction Sheet 
from 

Documentation

Documentation 
Receives request 

from Providers and 
MSRs

Print Service 
Records to DP100/

90 as network 
printer

Request Label
Print Address 

Labels

Pack & Ship 
Via UPS

Weekly
Mid/EOM

Batch 
Jobs

FTP to CV2 
Server

Merger 
Files and 
Create 

Bills

Billing Dept 
Reviews

Billing Emails 
Comp Ops 

Permission to Print

Bills

Comp Ops 
Runs Print 

Job

DP 100 
avail?

Print on 
DP 100

(Merge w/
forms lib)

Print on 
DP 90

(Merge w/
forms lib)

Process on 
Solimar
Server

Y

N Billing Dept 
Pick up

Manual 
Verify & 
Insert

Deliver 
Envelopes to 
Mail Center

Bills?

Y

N

Check?
Y

N

Survey?
Y

N

Provider 
Mailing?

Y

N

Service 
Records?

Y

N

Phone 
Book?

Y

N

Reports?
Y

N

Note Pad?

Y

N

Nightly 
Batch 
Cycle

Reports

Metacode 
w/DJDE

Powerlist 
Queue 

(by class)
Class R

Print on 
DP 100

Print on 
DP 90

Process on 
Solimar
Server

Y

N

Process on 
Solimar
Server

PDF of 
Report

Dept Pick Up

DP 100 
avail?

N

Y

Phone Books Deliver to Mail 
Services

PDF Sent to Print 
Services

Print PDF to 
DP100/90 as 
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Overcoming Barriers to Success

What Now?
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Workflow

‐ Outside the box and inside the loop.

‐ Ask the right questions to the right people.

‐ Why?

‐ What if?

‐ Critical factors for Success.

‐ Communication during the process.

Questions?

Mark Fallon
The Berkshire Company
mmf@berkshire-company.com

www.berkshire-company.com

www.markfallon.com

Twitter: @MarkMFallon 
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About The 
Berkshire Company
An independent management consulting firm, The Berkshire Company specializes in improving 
your business process, including analyzing your operation, developing and selecting solutions, 
and providing project management.

The Berkshire Company has helped more than 75 organizations improve their operations with:

Process Evaluations & Improvements

Strategy Development

Project Management

Outsource vs. Insource

Mail Center Security

New Technology

Learn more at: www.berkshire‐company.com

www.markfallon.com
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