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Quest for excellence always sets in the mind bus ride, a chaos often prevails due to a 
a standard of quality which can never be system failure instead of a systematic 
compromised. It is a continuous process or qualitative functioning.
thought to improve and a never ending one. 

In a large country like India with its various 
As Robert Browning exclaims :-

climatic zones, distribution of food, oil, gas 
“Ah, and even water in cities are unevenly 
But a man's reach performed - disproportionate to the 
Should exceed his grasp or requirements of population. Qualitative 
What's a heaven for?” assessment of requirements and a well-knit 

organization to function efficiently 
If India aspires to take up the cudgel of throughout the length and breadth of the 
world leadership, she has to excel in every country are yet to come up. We need quality 
walk of life with quality far above that performance in every walk of life.
achieved by other nations. Otherwise our 

We are hesitant to make a scientific cries shall remain confined to our own 
introspection of our existing system and bylanes only.
prefer to carry on with traditions without 

We discuss about our qualities in industrial even assessing whether these meet today's 
products, in educational fields and and tomorrow's requirements.
healthcare organizations. The largest 

We are reluctant to utilize even available investment and employment are in 
knowledge, expertise and testing systems in agriculture and construction activities 
services with a fear of increase in cost. wherein we accept whatever is supplied. We 
Quality is not expensive if it improves hardly ever talk about quality of packaged 
quality of life and convenience. We should food products or services in restaurants and 
not confuse between quality and luxury.hotels. Hotels we identify with the glamour 

of furbishment of decor and not by the We launch “Quality Quest” from the 
quality of food, the way they prepare and Quality Forum of Mumbai to make a 
serve. humble beginning to discuss, debate and 

deliberate on this platform and decisions Similarly there are hundreds of codes of 
that we propose to take on various practices for application of different 
functioning of the system in the country for construction technologies. But the thrust is 
improvement in its quality.on aesthetics and look of the buildings only 

rather than in selection of durable materials The size, contents and depth of 
and implementation of sound technologies. involvements will enlarge with time with 
As a result, most of the buildings deteriorate increase of resources, participation of those 
prematurely and leakages set in. who think in terms of quality and would like 

to see all round improvements in the Quality is yet to be accepted in the mindset 
country.of common people, be it in traffic, transport 

management or in the improvement of Suggestions and participation are 
transportation systems from air traffic to a welcome.
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1. INTRODUCTION

2. CORRECTION & CORRECTIVE ACTION

4. SELECTING THE PROBLEM FOR CORRECTIVE ACTION
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3. WHAT IS CORRECTIVE ACTION

Corrective action may be represented graphically in the following manner :
Quality is the watchword for all activities today and a quality 

management system is necessary for sustenance of quality. The 
effectiveness of the quality system, however, can be directly correlated 
to the effectiveness of its built-in system of corrective actions. This 
important tool provides the mechanism for correcting the quality 
problems of process, product and services of an organization so that 
the quality system continues to be effective. The organization could be 
a manufacturing company, an organization providing any type of 
service or a testing or a calibration laboratory.

This paper examines the fundamentals of the different stages of a 
corrective action and discusses ways of correctly implementing the 
same for the benefit of all concerned.

By definition, Correction is “Action to eliminate a detected 
nonconformity”. Corrective action, on the other hand, is “Action to 
eliminate the cause of a detected nonconformity or other undesirable 
situation” and nonconformity is “Non-fulfillment of a specified 

Corrective action is taken to eliminate the cause of a detected 
requirement”. In order to apply a corrective action, therefore, the 

nonconformity. There can be more than one detected nonconformity. 
cause of the nonconformity should first be determined.

Corrective action is taken to prevent recurrence. Correction relates to 
containment whereas corrective action relates to the root cause of the Most of the time, correcting the detected nonconformity becomes 
problem or the nonconformity.priority and this action results only in correction. For example if a 

report issued by a laboratory has mistake, which is pointed out by the 
customer, the laboratory promptly corrects the report. The laboratory 

While efforts should be made to correct every nonconformity or continues to perform this correction even if 10 customers approach 
problem detected in the quality & management system, corrective with mistakes in 20 reports. Again, when a lathe machine in the 
action is always taken selectively. Following are the sequence of production floor stops because the fuse blew, immediate steps are 
selecting the problem for corrective action :taken to replace the fuse. If it blows again, perhaps replacement this 

time would be with fuse wire of thicker gauge. This again is a case i) Document the detected nonconformity or the problem
where correction was taken.

ii) Determine the significance of the problem based on :
Corrective action generally has two activities. First is the remedial risk of not taking corrective action
action, which should be taken to correct the problem. The second problem is significant in terms of impact on resources, 
activity is the action to control and prevent recurrence of the problem. schedule, or safety;
In majority of cases, an organization confuses Correction as the trend indicators suggest the need for corrective action;
Corrective Action and does not take the vital second action, i.e. control 

problem is of recurring nature;
and prevention of recurrence of the problem. Unfortunately, this 

problem is not clearly understood to be insignificant or 
confusion is not limited to organizations. Even many auditors and 

benign;
assessors accept correction as the corrective action.

problem is an unexplained anomaly.

iii) If the problem is significant, then decide on taking corrective 
action

After selecting the problem or the nonconformity for corrective 
action, first step is to find the root cause of the problem. This is If proper record of detected nonconformities or problems is not 
followed by proposing the action for correcting the cause of the maintained, it would be extremely difficult to conclude the significance 
problem. The action is then examined for feasibility of its of the problems. Unfortunately, in most organizations, people are 
implementation from resource and economics point of view. If reluctant to record the problems or the nonconformities. This is mainly 
considered suitable, implement the action. Thereafter, monitor the due to peoples' perception that problems and nonconformities arise out 
effectiveness of the action, i.e. check whether the original problem is of personal mistakes and recording the same would put them at a 
recurring. If no problem recurs, then only the corrective action is disadvantage in the eyes of the management. In order to avail of this 
considered to have been taken. If the problem recurs, re-examine the important input for corrective action, the onus is on the management to 
root cause analysis and propose & implement a different or modified induce & motivate people of the organization to diligently record all 
corrective action. problems and nonconformities detected by them.

!!

CORRECTIVE ACTION  -  ITS CORRECT

UNDERSTANDING AND IMPLEMENTATION

by P H Bhave & B Bhattacharya

CORRECTIVE ACTION  -  ITS CORRECT

UNDERSTANDING AND IMPLEMENTATION

Nonconformity (NC) detectedNonconformity (NC) detected  

Understand & aUnderstand & analyze nonconformitynalyze nonconformity  

Root cause determinationRoot cause determination  

Corrective action proposalCorrective action proposal  

Examine & accept the corrective actionExamine & accept the corrective action  

Implement the corrective actionImplement the corrective action  

If similar NC If similar NC 
is detected is detected 

againagain  

Verify its effectivenessVerify its effectiveness  
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5. ROOT-CAUSE ANALYSIS

6. AUDITING & THE CORRECTIVE ACTION

Example-1

Case-1

Example-2

Example-3

7. CONCLUSION

Case-2

The corrective action was to attach a strainer to the lubricating pump, 
After selecting the problem or the nonconformity for corrective after which the machine did not stop due to fuse blowing since there 

action, the next step is to investigate and find the root cause of the was no overloading.
problem. This can be achieved by a team of persons related to the 
problem by 

During thorough audit of a quality system, quite a few i) examining the quality records
nonconformities are generally observed. Some of these are minor while ii) carrying out investigation through interaction with concerned 
some of these could be major nonconformities. While every nonconforming persons including the head of the concerned sectional laboratory
situation should be corrected to the extent possible, no major nonconformity iii) adopting 5 to 6 level questioning technique using “WHY” or use 
can be closed through correction. Appropriate corrective action must be a fish bone diagram for more detailed cause and effect analysis.
taken for these. Following examples illustrate this.

Toyota Motor Company developed the practice of asking “why” five 
times and answering it each time to uncover the root cause of a 

In a calibration laboratory, one of the internal standards was not problem. Following are few examples of this technique:
calibrated and a major nonconformity report was raised by the auditor. 
The laboratory proposed either of the following actions:

The daily Quality Control (QC) result was found outside the tolerance i) Managed to get the standard calibrated before the closing meeting
limits. The result was, however, within tolerance and thus satisfactory ii) Assured the auditor in writing that the standard in question would 
when fresh vial of QC serum was used. Similar situation occurred after be calibrated within a week
7 days and was solved like before. The problem again recurred after 
7 days. The Technician brought this to the notice of the Laboratory 

During another audit, a nonconformity was raised because one Director who adopted the “Why” questioning technique as shown below:
purchase executive had not been trained to use the ERP software. The Q.1 Why was the QC result an outlier?
organization proposed to immediately train the executive as the Because the prepared QC serum was not of the correct strength
corrective action.

Q.2 Why did the QC serum not have the correct strength?
Perhaps the QC serum in the vial did not remain stable after 

The laboratory was not conducting internal quality checks as per the being opened
requirement of 1 in 25 samples, and the auditor had raised a major 

Q.3 Why did the QC serum not remain stable?
nonconformity. The laboratory proposed to start performing quality 

Because the QC serum vial was not maintained at the prescribed 
checks as per this ratio with immediate effect.

temperature during storage
All the above actions proposed to close the nonconformities amount to 

Q.4 Why was the vial of QC serum not maintained at the 
correction. However, a corrective action needs to be taken for closing 

prescribed temperature during storage?
these nonconformities in addition to taking measures for correcting the 

Because it was stored with other chemicals and reagents in the 
situation. First, in all these cases, no root cause analysis is either proposed 

Refrigerator, whose door was frequently opened every day for 
or performed. Second, no monitoring of the corrective action is proposed 

removal & storage of other items
or carried out to ensure that these nonconformities are not recurring.

Q.5 Why was the QC serum vial stored with other chemicals and 
Unfortunately, many auditors, particularly the laboratory assessors accept 

reagents?
correction as corrective action. In fact, there are numerous examples 

Because the laboratory does not have a second cold chamber
where the assessor has raised major nonconformities in the morning and 

The corrective action was to purchase a small Refrigerator and store has accepted their closures by the evening or on the next day !
the opened vial of QC sera in the same, with instruction that no other 
item should be kept in this Refrigerator, which was opened only once a 
day to take out the required amount of serum from the vial. It is normal practice for certifying or accrediting bodies (third 
Subsequently, the result of QC serum was monitored and found to be party organizations) to provide a formal written report fully detailing 
satisfactory till the content of the vial lasted, which was 15 days. audit findings to the Auditee before leaving the audited organization. 

Before responding to this report, the Auditee has to investigate the 
non-conformances, gather data and analyze as appropriate in order to The lathe machine on the production shop was frequently stopping due 
determine the root cause of the problems. It is only then that the Auditee to blowing of the fuse. Every time fuse was replaced and again the 
can indicate what corrective action will be undertaken and by when.machine stopped after some time. Root cause analysis for the problem 

was performed as under : It is, thus, not always possible to determine the corrective action at the 
time of audit. Since the management needs time to undertake the Q.1 Why did the lathe machine stop?
necessary investigations, the Auditor or the Audit team should not Because the fuse blew due to an overload.
force the organization to decide during the closing meeting what Q.2 Why was there an overload?
corrective actions are to be taken. The Auditor or the Audit team may, Because the bearing lubrication of the machine was inadequate.
however, insist on a time frame within which the corrective action 

Q.3 Why was the lubrication inadequate?
proposals would be submitted to them.

Because the lubrication pump fitted to the machine was not 
After proposing the corrective action, the audited organization will need functioning properly.
to implement the same and undertake their own verification activity to 

Q.4 Why wasn't the lubricating pump working properly?
check whether the root cause has been satisfactorily addressed and the 

Because the pump axle was worn out.
symptoms first reported as the nonconformity(s) are no longer evident. 

Q.5 Why was the pump axle worn out? This will ensure a meaningful implementation of corrective action!
Because sludge got in along with the lubrication

n  nn  n
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Quality  Forum  recently  interviewed QF : Tell us about the current Business share and the Quality of 
Mr J Gopal, Executive Director MTNL Service (QOS) performance.
Mumbai. Following is the gist of the interview. JG : In landline, our share was 81% in last quarter of 2007. Share in 

GSM Mobile has increased from 11% in 2004 to 20% in 2007. All services 
QF : Mr Gopal, Please accept hearty combined, MTNLs share is highest at 26.6% in last quarter of 2007.
compliments from Quality Forum for taking over As for QOS, we have done superbly in parameters such as 
as Executive Director just when Mumbai accumulated downtime, call set up access rate, service access delay 
Telephones have crossed an important milestone call drop rate, and customer response as seen from the data published 
of having completed 125 years from by TRAI. We need to improve our performance in areas such as new 
inception. Connections and facilities in stipulated time frame.
JG : Yes, it was on 20th January 1882, the 

first telephone exchange was commissioned by Mumbai Telephone QF : Sir, the communication space is crowded with fierce 
Company (then, a private enterprise) in Fort area. competition. How do you plan to cope?

JG : On the technology front, MTNL will continue to augment 
QF : Sir, the telephone company was taken over by the Government in infrastructure with state of the art equipments. Our employees are our 
1943. Since then, the telephone department has given a yeoman service key assets. To train employees, we have opened an ultra modern training 
in spreading telephone network in cities and in towns in India. During centre at Powai. So, this facility is also available to private industry. 
the Rajiv Gandhi/Sam Pitroda era, the connectivity took a quantum Some people feel that inter operator portability of a mobile number would 
leap through the ubiquitous ISD/STD kiosks. Mr Gopal, please tell us be a threat to us. But I am confident that once in place, the subscriber 
about the formation of MTNL. would migrate to us due to our all India reach and cost competitiveness.
JG : Formation of MTNL was sort of a pilot experiment by the 
government of India. And as you can see the experiment has been quite QF : Any initiative on Quality front?
successful. MTNL has been dividend paying company and paid 40% GJ : We have already taken steps to get some of our divisions certified 
dividend to the Government of India last year. to ISO 9001. We are continuously organizing training program to 

sensitize our staff on customer needs. I look forward to Quality Forum 
QF : Mr Gopal, tell us about some important achievements doing some training jobs.
of MTNL.
JG : On 6th November 2001, MTNL got listed on the New York QF :  Thank you Sir. We are with you.
Stock Exchange. In 2002-2003, TRAI adjudged MTNL as the best 
service provider. In 2003-04, MTNL was the number one internet 
service provider. It also received Reader's Digest Platinum award as 
the most trusted brand for two consecutive years.

Mr J Gopal is a graduate of IIT Chennai and is in Indian Telegraph 
Service since 1980. He headed various positions before taking over as 
Executive Director of MTNL Mumbai in 2007.

J Gopal

1. To promote, encourage, facilitate, disseminate and inculcate a sense hazards, healthcare, food safety, software, hardware, education, financial 
of Quality and its benefit in all walks and segments of society with a view to and banking, domestic and international trade, standardization, quality 
improve quality of life of all human beings. management system, media communication, transportation and transport 

services, civic services, legal service, statutory services.2. To foster and promote interaction amongst professionals engaged or 
interested in Quality and Quality Management in industry, services, 5. To publish newsletters, articles, monographs, booklets, pamphlets, 
agriculture, research, education or any other related field, with a view to journals and similar publications to disseminate knowledge and application 
advance knowledge, research and education in this field and its application in of quality in all fields of activity.
improvement of quality of life. 6. To institute scholarships, medals, awards and similar motivation in 
3. To encourage and help attain internationally accepted standards of the filed of education and in service sector by way of encouragement for 
quality, technical capability and efficiency with the application of state-of- exhibiting excellence for deserving persons.
the art techniques subject to the existing laws and approval of existing legal 7. To conduct, co-operate, seek assistance in desk and 
institutions in this field and knowledge in the field of science, engineering, field research on all aspects of quality with a view to build 
management, commerce especially in the small and medium enterprises in a pool of knowledge of application, practice and benefits of 
agriculture, services, industry and not-for-profit organizations. quality and promote research for advancement of knowledge in this 
4. To organize quality related programmes on any and all subjects field.
those affect our daily life, viz. environment, ecology, safety and health 

AIMS & OBJECTIVES
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