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Executive Summary

TAC was using a labor intensive manual process to manage their quality documents and track employee
training. All documents were linked and controlled through TAC's Excel Quality Tracker spreadsheet.
The spreadsheet was managed by one person, whose job was to build an individual Quality Tracker for
each employee that needed to have access to controlled documents. The Quality Tracker was then
distributed through an email blast when documents had been added or revised. It was the responsibility
of each employee to read the revised or new documents. It was incredibly labor intensive to build,
manage, and distribute Quality Tracker.

The Quality Department (QD) recognized that the current process left TAC vulnerable during an audit,
especially one like 1ISO 9001:2000, which was coming in December 2007. The status quo had kept TAC’s
reputation for quality very high. Any new system purchased could not have a steep learning curve and
must demonstrate its value to TAC by saving money.
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An individual who had the authority to create new documents or revise current ones could do so as
needed. The document creators/revisers would use a word template and have the tracked changes
feature enabled. When the document was ready for approval the individual would printout the
document and the appropriate signature sheet. On average most documents had four approvers. This
document was then hand carried to each individual signing authority for approval. There were no due
dates used to track the progress of the documents or to create a sense of urgency. Once all the
signatures had been gathered, the document and its signatures were moved to the file share. Cindy, of
the QD department, began to build the newest version of Quality Tracker, by creating links within the
spreadsheet back to the document, which had a unique identifier in the file share. Each Quality Tracker
was individually tailored to meet the access rights of each person that was to receive an email blast. All
this work was maintained by one person. Once the Quality Tracker is received by an employee, it was
their responsibility to read the new/revised document by clicking on the link. The link changed to red,
signifying that the user has read the document. If need be, the user would print the document for
distribution binders or work instruction folders.

Training records of the employees were also tracked in a similar spreadsheet.
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Visual Representation of TAC Process
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Identified Weaknesses
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TAC’s manual document management process Quality Tracker was incredibly costly. On average it cost

TAC $561 (CAN) to manage a single document. That was roughly one weeks work for an average

employee in TAC's industry’. If TAC revised and/or created up to one hundred fifty documents a year, it
costs TAC $84,216 (CAN) to manage the Quality Tracker annually. That was the equivalent of three
fulltime hourly employees’ annual salaries. Many of these costs to TAC were attributable to the manual

processes and labor intensive creation of Quality Tracker.

Below are some of the identified weaknesses of Quality Tracker:

Document Management Need

Content Successfully Read and
understood.

Distribution/Notification of
changed/new documents

Printing of physical copies

Approval signatures

Unique Document Identifier

Audit Trail

Quality Tracker

User clicks on link to document, link
changes to red indicated document has
been read.

Cindy must build each individual Quality
Tracker and distribution lists.

Individuals who need to update work
instruction binders can print copies as
needed.

Submitter prints out signature sheet
with document and hand carries it for
signatures.

Documents are given a unique identifier
through their hyperlink back to actual
location on the file share.

Has none.

Weakness

There is no check to see if the document
was actually read or if the individual
understood the content. Just by clicking
on the changes the color.

Manual process can create mistakes
such as an individual not being part of
the distribution or incorrect Quality
Tracker sent.

No print log established as to whom,
when, and why someone printed a
document and where it is going.
Document can easily get separated from
the signature sheet. Takes valuable
time away from submitter conducting
more productive work. Deadlines are
not established for proper follow-up
adding more time to be wasted.
Individual can accidently erase the link
or move columns on the spreadsheet.
These accidents create additional
workload upon Cindy and increase
wasted man hours fixing them. The
codes are not secure.

TAC cannot establish dates and times
when documents were accessed,
printed, edited, viewed, read, etc. This
creates hidden costs through reduced
individual accountability.

! Statistics Canada, Average hourly wages of employees Prince Edward Island ($13.32 (CAN)) — www.statcan.ca
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The ensurDCSolution
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TAC as a company felt the struggle using the manual system Quality Tracker. Everyone understood that

they needed a change that granted more control over TAC’'s documents and brought value to the entire

organization. Any decision made on a new system must show a demonstrable return on investment, a

very low learning curve, and an enhancement over the manual process. Here is how ensuDCShelped:

Document Control Need

Document Codes

Email Notification

Audit Trail

Content Based Training

Approval Signatures

Employee Training Record.

Quality Tracker

Assigned by the document
controller through the links in
the spreadsheet. Links can
be changed by accident.

Any revisions, new
documents, or changes have
to be built manually into a
distribution list once all the
items have been approved.

None.

By clicking on the link and
changing its color —
document is considered read
and understood.

Manually applied.

Manually updated

ensur

Automated by ensur so that
each new document has its
own unique code. Code
cannot be edited by the user
without proper rights.
Automated by ensur so that
when a document is revised,
approved, or created an
email is automatically sent by
the system to the correct
people.

Can be called upon at
anytime to see who has
accessed the system and
performed actions on any
document within it.

Notification are sent out to
individuals who must read
the document prior to it
becoming effective — this can
place a hold upon the
document as needed — an
electronic quiz can be
designed to test end user
comprehension.

ensur uses electronic
signatures with a date and
time stamp of when
document was approved.
Notifications can be sent to
approvers when document is
submitted.

Automatically update
employee training record
when it is complete.
Mandatory training can be
assigned to employees based
upon their job titles.

TAC Benefit

Reduces the risk of
redundancies and confusion.
Saves time. No risk of links
being destroyed.

No longer will Cindy have to
track manually who needs to
be notified. Hours can be
saved resulting in dollars
returned back to TAC. Each
hour equals $13.32 (CAN)
back to TAC.

Keeps TAC ISO 9001:2000,
AS9100 compliant while
setting up a chance for a
successful NADCAP audit.
Creates a culture of
accountability.

TAC can say with confidence
that all of its employees have
read and understood
new/revised content. This
reduced the hidden costs
that came from lack of
reading instructions or not
comprehending the content.
Creates a culture of
accountability.

Made TAC 1SO 9001:2000,
AS9100 compliant and builds
success for NADCAP audit.
Saved TAC $13.32 (CAN) for
every hour not wasted by an
employee trying to track
down a signature.

TAC can conduct a
comprehensive training gap
analysis to make sure
employees are not missing
training.
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Document Control Need

Document Access

Change Control Process

Physical Prints

Quality Tracker

Each spreadsheet must be
individualized to which
documents can accessed by
the user. Cindy must build
this function for each
distribution.

Follows the same pattern for
document revision/creation.

No established audit trail.

ensur

Based upon defined role and
rights ensur will only allow
access to documents
specified by the document
controller with one time set-
up.

Automate the change control
process building, establishing

a streamlined formal process.

Complete audit trail of when,
how, who, and why a
document was printed.
Rights can be assigned as to
who can and cannot print
documents. Watermarks
documents with pertinent
business information and

TAC Benefit

TAC saved on average
$133.20 (CAN) per document
by eliminating the individual
spreadsheet build by Cindy.

Keeps current system
applicable with little change.
Establishes an audit trail.
Made TAC compliant with
ISO and AS9100. Only
current paper copies were
printed reducing the risk of
incorrect paper copy being
worked from. Reducing
waste, costs, and mistakes.
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Conclusion

The purchase of ensur helped TAC meet its current compliance standards and cover the I1SO 9001:2000
gaps in the manual system. Usability, low learning curve, and demonstrable return on investment of
ensur were important features to TAC. Previously TAC spent roughly $84,216 (CAN) per year managing
its quality documents using Quality Trackers. Within two months ensur cut that figure down to $10,500
(CAN) and even further after six months. TAC now spends $4,500 (CAN) annually to manage their entire
quality document portfolio. TAC was able to modify current working processes that were weak and
keep the successful ones. The nonintrusive nature of ensur made the deployment into multiple
departments easy. A new culture of accountability in TAC has taken hold leading to lower costs and
freeing employees to concentrate on the business.
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