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Who This Guide Is For 

This guide is for manufacturers who care about quality outcomes and want a practical, defensible 

approach to statistical process control (SPC). We’ve written it for quality leaders, operations leaders, 

continuous improvement teams, plant managers, and IT stakeholders who support manufacturing 

systems. 

Some manufacturers may not be ready to implement a new SPC platform. Timing, bandwidth, data 

readiness, and competing priorities all play a role in readiness. However, quality risk does not pause 

while you prepare. This guide is designed to help you clarify where risk exists, what “good” looks 

like, and what your next best step should be. 

Executive Summary 

Quality assurance has changed rapidly in the last five years. Most manufacturers now operate in a 

connected environment that includes ERP, MES, QMS, plant-floor systems, sensors, and 

dashboards. Data is more available than ever. 

At the same time, many organizations confuse visibility with control. They can see measurements, 

trends, and reports, but they still experience scrap, customer complaints, firefighting, and 

inconsistent responses to variation. 

In spite of today’s mass quantity of available data, SPC still matters because SPC is not a reporting 

method. It is decision discipline. When implemented correctly, it helps teams distinguish noise from 

signals, stabilize processes, prevent overcorrection, and improve capability in a measurable way. 

By the end of this guide, you will be able to: 

§ Identify common breakdowns in modern quality assurance approaches 

§ Understand why “seeing data” is not the same as statistical process control 

§ Recognize the difference between embedded SPC functionality and purpose-built SPC 

§ Self-assess your readiness, even if you are not ready for software yet 

§ Choose next steps that build confidence without creating disruption 

What Has Changed in Quality Assurance in the Last 5 Years 

1) More Connected Systems. More Data. More Complexity. 

Manufacturing organizations have expanded the number of systems involved in quality and 

production execution. ERP quality modules, MES platforms, QMS tools, sensors, test equipment, 

and operator entry all generate data throughout the process. 
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This creates opportunity, but it also introduces inconsistency. If the organization collects 

measurements in multiple places with different definitions, sampling methods, and rules, the results 

may be less certainty. 

2) Faster Visibility, but Not Always Better Control 

Today, dashboards refresh quickly. People more easily generate reports and automate alerts. 

However, speed is only helpful if it also helps people interpret correctly and act consistently. Data 

should inform action, and action requires clear guidelines. That’s why we call SPC decision 

discipline.  

Without clear decision frameworks, teams will see more charts and receive more alerts but still 

struggle with: 

§ False alarms 

§ Missed signals 

§ Inconsistent responses 

§ Reactive corrections that increase variation 

3) SPC Functionality Is Often Diluted Inside Broader Platforms 

ERP and MES platforms may include “SPC” features, but many implementations focus only on 

visualizing data rather than enforcing statistical rules (information without action). A chart that looks 

like a control chart is not enough. If enforcing rules around the data displayed is optional, the 

output can create false confidence. 

4) Operator and Engineer Overload Is Real 

Quality teams and production teams have more metrics to monitor and less time to interpret them. 

When tools generate too many alerts or unclear signals, the result is usually one of two outcomes: 

§ Teams ignore alerts and become numb to them 

§ Teams overreact, adjust too often, and create instability 

5) Audit and Customer Expectations Have Increased 

Traceability and defensibility matter more than they used to. Many customers and auditors expect 

rapid access to reliable records, consistent methodology, and clear documentation of actions taken 

when variation occurs. 
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The Most Common “Not Ready Yet” Reality 

If you have said any of the statements below, you are not alone. 

“We already have SPC in our ERP or MES.” 

Many systems can display charts or store measurements. The real question is whether the approach 

enforces statistical rules and supports consistent action. 

“We use spreadsheets. It works well enough.” 

Spreadsheets can work for limited use cases, especially when one person owns the methodology, 

and the process is stable. Spreadsheets break down when scale, speed, shift coverage, or audit 

requirements increase. 

“We do not have time to implement something new.” 

That may be true right now. In that case, the best next step is often not a platform decision. It is 

clarity: selecting a small number of critical processes, tightening measurement discipline, and 

defining response actions. Build the decision discipline now, implement it via a platform later. 

“We need to standardize first.” 

Yes, standardization is often a prerequisite. It becomes easier when you can clearly define what 

needs to be standardized, who owns each step, and what triggers action. Do the prework and 

standardization will come more easily. 

“We are not sure what to measure.” 

This is a common and important signal. Unclear measurement strategy often indicates hidden risk. 

A readiness review can help narrow the focus to those handful of factors that drive most quality 

outcomes. 

Not ready for software does not mean ignoring risk. It means clarifying where the risk is and what a 

practical next step looks like. 

Where Quality Systems Typically Break Down 

The gaps that follow are rarely the result of poor intent or lack of effort. They are structural, and 

they tend to appear as organizations grow, automate, add systems, or attempt to scale quality 

across shifts and sites. 
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1) Data Collection Inconsistency 

§ Measurements are not collected the same way across shifts or operators 

§ Sampling plans are unclear or not followed 

§ Data is missing, delayed, or unreliable 

§ Manual entry creates errors, and no one has time to validate 

2) Charts That Visualize Without Enforcing SPC Rules 

§ Charts are treated like “trending” information rather than statistical control 

§ Rule violations are not detected consistently 

§ Control limits are set incorrectly or not updated when processes change 

§ Teams confuse specification limits with control limits 

3) False Alarms, Missed Signals, and Alert Fatigue 

§ Too many alerts lead to teams ignoring alerts 

§ Alerts are not connected with a clear response plan 

§ Teams overcorrect, adjust too often, and increase variation 

§ The system does not distinguish noise from true special cause behavior, resulting in teams 

missing signals that matter 

4) Capability Metrics Used Inconsistently 

§ Inconsistent assumptions used when calculating Cp/Cpk  

§ Teams use capability as a score, not an improvement input 

§ No clearly defined loop from capability insight to corrective action  

5) Reporting and Traceability Gaps 

§ Reports are difficult to generate quickly for customers or audits 

§ Data is stored in multiple places and not linked to part, machine, batch, or time 

§ When teams act, they don’t document those actions consistently and/or fail to connect 

actions to the event that triggered them 
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6) Operator Guidance Is Unclear 

§ Operators are not confident about what to do when a signal appears 

§ Work instructions are vague, inconsistent, or inaccessible 

§ Engineers and supervisors interpret the same chart differently 

SPC Is Decision Discipline, Not Reporting 

People often misunderstand SPC as simple charting. In practice, it is far more sophisticated. SPC is 

a disciplined method for interpreting variation so teams can act consistently and deliver consistently 

high-quality results. 

Most misunderstandings of SPC stem from treating it as a reporting tool rather than a decision 

framework, which leads to common mistakes when interpreting stability, capability, and variation. 

The most frequent misperceptions include specifically confusing stability with capability and 

common cause with special cause. Understanding the distinctions between each is essential for 

teams to determine the right action to take. 

Learn more about SPC by downloading our free ebook, The Book of Statistical Process Control.  

Stability vs Capability 

§ Stability answers, “Is the process predictable over time?” 

§ Capability answers, “When stable, can the process meet requirements?” 

A process can meet specifications today and still be unstable. It can also be stable while not 

capable. Both conditions matter, and they lead to different actions. 

Common Cause Vs Special Cause 

When teams confuse normal variation (common cause) with special cause signals, they tend to: 

§ Make unnecessary adjustments 

§ Increase variation 

§ Spend time on the wrong problems 

Correctly classifying signals is not merely an academic exercise. It defines the difference between 

improvement and noise. 

https://zontec-spc.com/lp/download-the-ebook/?utm_source=pdf&utm_medium=whitepaper&utm_campaign=whyspc
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What “Real-Time” Should Mean 

When we talk about “real-time SPC data”, that does not mean “more alerts.” It means: 

§ Detecting signals correctly 

§ Notifying the right people  

§ Prescribing clear response actions  

§ Implementing those actions 

§ Documenting the result 

§ Learning and improving as an organization 

Embedded SPC vs Purpose-Built SPC 

Many quality platforms include SPC-like features, leading teams to assume that they are using 

statistical process control to manage their quality programs. Unfortunately, “SPC” embedded in an 

ERP/MES platform is not the same as true, intentionally implemented SPC. The differences that 

matter usually show up in reliability, rule enforcement, actionability, and defensibility. 

Embedded Tools Typically Optimize for Breadth 

ERP and MES platforms are designed to cover many functions. The quality component in these 

platforms often prioritizes: 

§ Data storage 

§ Visualization 

§ General reporting 

§ Integration with production records 

Those are valuable, but they do not guarantee statistical rigor. 

Purpose-Built SPC Optimizes for Correctness and Action 

Purpose-built SPC is designed to: 

§ Enforce SPC methodology consistently 

§ Detect signals according to rules, not just visual trends 

§ Reduce misinterpretation across teams and shifts 

§ Connect signals to response and documentation 

§ Provide defensible reporting for customers and audits 
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The Risk of “SPC-Like” Charts Without Guardrails 

A chart that looks right can still be wrong. When rule enforcement is optional or inconsistent, teams 

may believe they are in control while risk is increasing quietly. 

Building a Foundation for Reliable SPC 

Readiness Markers for SPC 

Before you make a platform decision, focus on readiness markers. These are practical signals that 

you have built or are building a foundation for reliable SPC and will be prepared to implement a 

system. Review the following list and do what’s required to make each statement true. 

People and Processes 

§ Clear ownership and defined process for reviewing signals and acting upon them 

§ Documented response plan to implement when signals appear 

§ Regular review cadence, not only when you’re seeing problems 

§ Clear process for updating control limits when processes change 

Data Collection and Integrity 

§ Consistent measurement methods 

§ Sampling plans that teams understand and follow 

§ Missing or suspicious data is flagged, not ignored 

§ Measurements that are linked to part, machine, batch, and time 

Charting and Alerting 

§ SPC rules are applied consistently 

§ Signals trigger action, not debate 

§ Control limits are handled correctly and reviewed as needed 

§ Teams understand the difference between specification limits and control limits 

Capability and Improvement 

§ Capability is monitored for critical characteristics 

§ Capability results are used to guide improvement work 

§ Corrective actions are documented and tied to outcomes 
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Audit and Customer Reporting 

§ Reports can be generated without heavy manual effort 

§ Traceability is reliable and defensible 

§ Actions taken are captured, not only the measurements 

Begin Implementing SPC With These Steps 

Once you have established the above standards, reduce risk and build clarity by implementing 

these SPC steps. 

Step 1: Confirm critical characteristics and data sources 

Start by identifying the handful of characteristics that matter most for quality outcomes and 

customer impact. Then confirm: 

§ How to collect the data  

§ Where to store it 

§ Whether it is consistent across shifts 

§ Whether the measurement system is stable 

Step 2: Identify 1–3 high-impact processes to monitor 

Choose a small number of processes that: 

§ Drive the most scrap or rework 

§ Create the most customer risk 

§ Are known to drift over time 

§ Are already being measured 

Step 3: Align on what triggers action, and what action looks like 

Define: 

§ Which rules trigger attention 

§ Who gets notified 

§ What the first action is 

§ When to escalate 

§ How to document the action  

(This step alone reduces confusion and improves response consistency.) 
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Step 4: Run a short readiness check to uncover blind spots 

A quick assessment often reveals gaps teams miss or fail to uncover in conversation. It can expose: 

§ Missing data integrity controls 

§ Unclear operator guidance 

§ Weak traceability 

§ Inconsistent review practices 

Step 5: Decide what you actually need next 

Capture data for a period of time and then assess where your teams and processes are. Some 

teams need better discipline first. Some need better tooling. Many need both, sequenced correctly. 

A practical way to decide: 

§ If your challenge is inconsistent measurement and unclear response, focus on standardizing 

measurement and clearly defining actions for specific signals first. 

§ If your challenge is incorrect interpretation, inconsistent rule enforcement, alert fatigue, or 

audit defensibility, consider implementing purpose-built SPC sooner. 

How Zontec Supports the Journey  

We founded Zontec to help manufacturers move from visibility to control by protecting the integrity 

of statistical interpretation and making action easier. 

Organizations come to Zontec when they want: 

§ Reliable SPC methodology, consistently applied 

§ Clearer signals, fewer false alarms, and less overcorrection 

§ Stronger traceability and defensible reporting 

§ A system that supports operators, engineers, and leadership with the same source of truth 

§ A purpose-built approach that can coexist alongside ERP and MES environments 

§ Reduce waste and increased profitability 

Even if you are not ready to evaluate software today, the best next step is still clarity. Zontec can 

support readiness work, help identify gaps, and provide guidance on what a staged approach looks 

like. 
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What To Do Next 

Option 1: Take the 2-minute SPC Readiness Self-Assessment 

If you are early in the journey, this short readiness check can help you confirm what is working, 

uncover blind spots, and identify quick wins. 

Option 2: Review success stories for businesses like yours 

If you would like examples from your industry, email us and request a relevant success story. We can 

share one that matches your manufacturing environment and quality challenges. 

Option 3: Request a guided walkthrough of purpose-built SPC 
alongside your current systems 

If you already have data flowing and want to evaluate how to improve signal detection, response 

consistency, and reporting defensibility, a guided conversation may be the right next step. 

 

 

 

Trusted since 1983, Zontec is a seasoned provider of statistical process control (SPC) software to 

companies across every industrial sector. We are highly respected for our singular commitment to 

the innovation and aggressive product development of SynergySPC quality software with in-house 

creation, testing, documentation, and technical support.  

SynergySPC software helps manufacturers understand the process stability and capability of their 

operation with real-time data for early detection of special causes, continuous quality improvement, 

and ongoing return on investment.  

Our latest update to Synergy 2000 now has Smart SPC Intelligence, which reviews the charts 
produced by the software and analyzes them, providing a clear understanding of what is happening 
in manufacturing processes and how to improve them.  

Contact: 

Americas: +1 866 955-0088 

Local: +1 513 648-9695 

spcinfo@zontec-spc.com 
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