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Who is Quality Plus 
Engineering?

Q+E Background:
Critical Infrastructure Protection: Forensics, 

Assurance, Analytics® - US Department 
of Homeland Security Safety Act Certified

Q+E technologies are DHS ‘Qualified Anti-
Terrorist Technologies”

QualityPlusEngineering.com
Greg Hutchins’s Background:

Licensed professional engineer (WA/OR)
Author of 12 books, including ISO 9000

(8 languages), Standard Manual of 
Quality Auditing, Supply 
Management Strategies

Developer of Certified Enterprise Risk 
Manager® Certificate

Developer of Value Added Auditing®
800.COMPETE or 503.233.1012
GregH@QualityPlusEngineering.com

Partial Client List:
 Federal Aviation Administration 

(FAA)
 Bonneville Power Administration 

(BPA)
 Midwest Reliability Organization
 Department of Homeland Security
 Department of Energy
 Pacific Corp.
 Port of Seattle
 Coca Cola
 MI SWACO
 Freightliner (Daimler Chrysler)
 First Data Corporation
 Microsoft
 Boeing



Q+E DHS Certification



Agenda

 It’s a VUCA world
 Role of quality in the 

VUCA world
 Integration of risk and 

quality management
 What does risk 

management look 
like?





Today’s New York Times’s 
Headlines
(March 15, 2011)

• “Worker’s Strain To Retake Control After Blast 
and Fire at Japan Plant”

• “Radiation Level Falls But Fuel Rods Stay 
Dangerously Hot”

• “Japan Confronts Multiple Crises as Death Toll 
Rises”

• “Stocks Slump as Investors Flee Risk”
• “Two Protesters Dead as Bahrain Declares 

State of Emergency”



Questions

What’s the common these to the headlines?
Why is there so much uncertainty?
What’s the solution?
We need to understand VUCA.



Who Invented VUCA?



Volatility

Nature and 
dynamics of 
change, and the 
nature and 
speed of 
change forces 
and change 
catalysts.



Uncertainty

Lack of 
predictability, the 
prospects of 
predictability, the 
prospects for 
surprise, and the 
sense of 
awareness and 
understanding of 
issues



Complexity

Multiplicity of forces, 
the confounding of 
issues and  the
chaos and 
confusion that 
surround an 
organization or 
unknown situation



Ambiguity

Fog of reality, the 
potential for 
misreads, and 
the mixed 
meaning of 
conditions; no 
action; cause 
and effect 
confusion; lack 
of clarity



Let’s Look At Quality VUCA?

 MBNQA is now Baldrige Performance 
Excellence Program
 Program funding is now being questioned

 Global registrars are now risk shops
 DNV, BSI, Lloyd’s, etc.

 Quality assurance is moving to business 
assurance

 What other  



Quality Registrars



MBNQA



Risk Based Standards

 ISO 28000.  Supply chain security.
 ISO 27000.  IT security.
 ISO 22000.  Food Safety
 FAA. Safety Management System.
 AS 9100  Aerospace. 
 Etc.



It’s a VUCA World





We are moving from a linear world of known 
problem solving and clear decision making
to a dynamic world of sense making, risk 
based decision making in VUCA land.



Volatility – New School 
Solutions

 Is inwardly focused, 
accepts status quo

 Blind to cause and 
effect relationships

 Thinks about tomorrows 
risks before they happen

 Continually assessing 
risks, looking for the 
Black Swan Event

Old School New School



Uncertainty - New School 
Solutions

 Cling to safe, existing 
processes even when 
they are inadequate

 Rely on past solution 
to solve today’s 
issues 

 Develops new, capable, 
and transforming 
processes

 Recognizes 
opportunities to 
experimentally change 
processes and seeks to 
adapt

Old School New School



Complexity – New School 
Solutions

 Looks at the issue, but 
ignores the environment, 
context, and potential 
causes

 Struggles to understand 
the entire issue prior to 
moving forward

 Considers the context 
of the issue & the 
environmental 
relationship 

 Define what’s in/out of 
scope and clearly 
outlines the issue at 
hand 

Old School New School



Ambiguity - New School 
Solutions

• Uncomfortable with 
ambiguity, seeks out 
structure & direction 

• Unable to identify the 

• Use ambiguity to 
innovate and find a 
competitive 
advantage

• Has a sense for 

Old School New School



Harvard Business Review –
Adaptive Leadership

“Military leaders need new tools and 
techniques to face a fast-
changing and unpredictable type 
of enemy—so the armed services 
train their officers in ways that build 
a culture of readiness and 
commitment. Business leaders 
need just such a culture to 
survive and succeed, given that 
they, too, face unprecedented 
uncertainty—and new types of 
competitors.”

Source: Harvard Business Review, 
Four Lessons in Adaptive 
Leadership, November 2011, 



Top Enterprise Risks

Source: CFO Research Services, June 2010; each response had 3 choices.



Discussion: Korn Ferry Risk 
Survey



Discussion: Korn Ferry Survey

Source: Korn Ferry, July 2010



Linkage Between Quality and
Risk Management



Quality Management
• Process of designing and 

executing products and 
services effectively and 
efficiently
– Effectiveness primarily 

involves the ability of the 
products and services to 
meet or exceed customers’ 
expectations

– Efficiency involves the 
ability to provide products 
and services without wasting 
any resources

– Economics involves the 
ability to generate requisite 
revenues



Risk Management

Process of identifying, 
addressing, 
prioritizing, and 
eliminating potential 
sources of failure

Risk management is 
being:

• Proactive
• Preventive
• Predictive
• Preemptive



Chinese Characters for Risk

 Two risk characters:
 Upside risk:  Opportunity 
 Downside risk:  Danger 



What is Enterprise Risk 
Management?
 Committee of Sponsoring Organizations 

(COSO) definition
“A process affected by an entity’s board of 
directors, management, and other personnel, 
applied in strategy setting and across the 
enterprise, designed to identify potential events 
that may affect the entity, and manage risks to be 
within its risk appetite, to provide reasonable 
assurance regarding the achievement of entity 
objectives.”



Types of Operational Risks

 Enterprise risk – Risk related 
to the operation of a business, 
execution strategy, systemic 
issues, material issues, etc.

 Project risk – Risk related to 
the planning and delivery of a 
product or service and not 
being able to meet project 
‘triple constraints’ –
scope/quality, schedule, cost 
including technology others.

 Process risk – Risk relating 
directly to planning and 
delivery of a product or service 
and not being able to meet 1. 
stability, 2. capability, 3. 
improvement; inability to 
achieve consistent outcomes. 

Enterprise 
Level

Enterprise 
Level

Program/Project 
Level

Program/Project 
Level

Product/Transactional 
Level

Product/Transactional 
Level



Why Manage Risk?

Time +

Greater variances 
Cost
Schedule
Scope
Technology
Quality

GAPS:



Objective Gaps => Higher Deltas 
=>    Higher Risk

 More 
variances

 Higher 
variation

Lower
Specification

Limit

Target/
Objective

Upper
Specification

Limit

Nonconformance
/Risks

Nonconformance
/Risks

Lower Risk - On Target
with Less Variation



Risk Map Structure
Validated Date: 1/11/2007

Nancy Grengs

Title: Operations - Project Management Controls

Level/Priority:
    Enterprise 
    Division/Process/Program X
    Transactional

Process/Program/Project Owner:

Risk Description: People - 

Process -

Technology -

Risk Points: 20

5

4 PR
3

2

1

1 2 3 4 5

Legend
P   = People
PR = Process
T    = Technology

Analyst:

Li
ke

lih
oo

d

Consequence

Dave Wright

Project management controls reflecting the 
size and complexity of the projects 
managed by engineering are lacking.

Type of 
Risk

Level  of 
Risk

Objective

Risk Matrix

Risk Number



Qualitative Analysis: Heat Maps

Corporate Risk Map
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Regulatory
Uncertainty

Growth

Organizational
Readiness

Network Services
Launch

Asset Condition

Catastrophic Events

Environmental
Contamination

Hazardous Operating
Environment

M arket Ready 
Project

NOTE: Size of bubbles is proportional 
to control strength.  

Bigger bubbles = stronger controls



Quantitative Analysis

Quantitative Analysis:

Relies on numerical values
Uses objective data to 

determine values
Requires an understanding 

of probability
Removes some uncertainty
Should be based on 

historical or scientific 
data



Certified Enterprise Risk 
Manager®
 Q+E proprietary certificate program
 Purpose:

 Operational risk management 
 Foundation workshops:

 Enterprise Risk Management™
 Process Risk Management™



Key Questions

So, what do you think is the 
future of quality?

What is the role of risk 
management in quality?


