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Foreword  

Today more than ever before, quality control is an essential requirement for automakers and end users. Vital for forging a brand’s reputation, it represents a daily challenge. Recent vehicle recalls have reminded us of the importance of maintaining the utmost vigilance to prevent defects that weigh heavily on our business and our bottom line.

These issues can also have a severe impact on the brand image and the hard-earned trust between an automaker, their end users and, of course, their suppliers. They affect every link in the chain. And never more so than today, when our customers are, quite rightly, increasingly demanding, all over the world. The tools and methods we use to guarantee top quality for our products should therefore adhere to the same standards on all continents, all countries, etc.

Valeo is a leading automotive supplier, working with the world’s foremost automakers. It launched its total quality drive several years ago, largely based on QRQC (Quick Response Quality Control). This approach to our work processes, guided by the pragmatism of theSan Gen Shugi principles (the three reals: real place, real parts, real data) should be seen as a mindset, a guiding path for all Group employees to adopt the right reflexes. It is a vital part of our growth strategy.

Quality is essential to foster trust, and we need it not only to satisfy and loyalize our customers, but also to conquer new markets. Because of its standard approach, QRQC also allows us to maintain a consistent level of quality on all our markets, whatever the different practices and cultures. This method is supporting our growth in emerging countries, especially China and India, which form one of the Group’s strategic growth priorities. So QRQC has made an important contribution to the record level of new orders taken in 2010 and 2011, providing a concrete illustration of our ability to meet our customers’ expectations in terms of innovation, delivery and costs as well as product quality and reliability.

Perfect QRQC, by Hakim Aoudia and Quintin Testa, who kindly invited me to write this preface and to whom I am grateful for their work, demonstrates the drive to share the best knowledge and practices in our Group. The authors are leading Quality specialists: Hakim Aoudia is Quality Director in the Comfort and Driving Assistance Systems Business Group and Quintin Testa is Group Quality Director. Their book is no tedious technical tome, but a clear, informative presentation of the method applied at Valeo since 2002, in keeping with the spirit of the 5 Axes.

Since the beginning of the’90s, Valeo has deployed the 5 Axes methodology on all its sites: Involvement of Personnel, Valeo Production System, Constant Innovation, Supplier Integration and Total Quality. This system has made a considerable contribution to the enhancement of our operational excellence. In order to ensure the continuous improvement of its performance in this field, Valeo then deployed QRQC, adapting it to its organization. The aim of this initiative was to deal with problems more quickly, more rationally, and, therefore, more efficiently, based on four core principles: detection, communication, analysis and verification. QRQC is applied on all our sites worldwide, and in all strategic areas: production, quality, projects, purchasing, warranty, logistics, safety, etc.

Our performance may be good, but it also reminds us that we are not perfect. QRQC remains relevant. It has demonstrated its effectiveness ever since it was deployed at Valeo. We now have to develop this approach by embedding it more deeply in our projects, so that our processes and products are even better designed. And we should remember that Quality is not just a technical issue but a management one, and that it concerns us all, from the top management to the shopfloor, as Hakim Aoudia and Quintin Testa show, with all the authority of their expertise.

Jacques Aschenbroich

  CEO of VALEO Group


Introduction  

Many voices are proclaiming the end of “models” or “systems” that have proven excellent in the past, but have now become ineffective. It seems that we will not be able to improve working methods any longer as these have reached a plateau. This is inevitably expressed as relocation to low-cost countries or in reductions to wage bills. Even if this was the case, other realities do exist in parallel: quality problems linked to production in “low cost” countries, significant warranty or recall costs in Western countries (in particular related to safety issues), mistrust on the part of customers and therefore major commercial and financial impacts. The cost thereof can be estimated in terms of billions.

These other realities may shake or even endanger some organizations, in particular the most fragile ones that are not able to anticipate or deal with their quality or safety problems, irrespective of the field of activity or whatever the countries involved. Recent recall campaigns in the automotive sector highlight the fact that quality problems can prove to be disastrous in terms of cost and image.

For its part, in the early 1990s the Valeo Group launched a process of Total Quality Management, based on “5 pillars”: Involvement of the Taskforce, Production System, Supplier Integration, Constant Innovation, Total Quality. It was the occasion to strengthen our operational excellence in the production plants on a daily basis. However, any system requires continuous and daily improvement, otherwise it will fall off. The QRQC (Quick Response Quality Control) has been developed to that purpose. Therefore it is an essential part of any Total Quality approach for which it is the “engine” for continuous improvement.

Some Quality practitioners saw it simply as yet another new fashion, the work of yet another guru. That is not so. In fact, QRQC has been partly inspired by the “Lean Management” principles, as well as by practices taken from the “Toyota Production System” that were formalised by Ohno Taiichi in 1978.

Since that time, however, Quality functions have had to face new challenges: defects on vehicles can now be made public anywhere in the world within a few minutes through the Internet; organizations are global businesses and they heavily invest in low-cost countries, in particular in China, which has become a major industrial player; nowadays, customers are getting more demanding because they are better informed; suppliers are in greater numbers in the production process, which may involve risks if one of them should fail in its obligations.

Under these circumstances, a unique system of excellence, based on five pillars was designed and adapted to the current context where the question, especially with respect to global organizations, is to know how to maintain a rigorous and systematic application of these principles of a Quality approach every day and worldwide, internally and externally (suppliers and subcontractors)? QRQC provides an appropriate response to this. Within Valeo, the method has been regularly improved since 2002, and is, of course, still being improved today.

Instead of listing a series of theoretical principles one after the other, I have endeavoured to present a practical and logical approach, intended to provide concrete answers to the following questions:

1.How can a problem be solved quickly and effectively?

2.How can this problem be shared and any recurrence prevented?

3.How is it possible to improve the design of a product and a process for new projects further to past mistakes?

4.How can we have managers who are able to train and promote an attitude of continuous improvement?

Much has already been written about the “lean” movement. However, if we consider that it represents a major contribution, this is because QRQC has provided cohesion and has made it easy to implement, particularly within Western organizations.

The work that we carried out within Valeo has allowed us to improve some tools and methods in a structured manner, whilst re-affirming three basic principles:

1.Quality is not a matter of techniques or of tools, but a matter of management,

2.Quality is everyone’s business, from the Managing Director down to operators,

3.Quality of design ensures the quality of both product and process.

Indeed, the concrete and daily implementation of QRQC over several years continues to strengthen our deep conviction that it is one of the most powerful engines for success in organizations that are anxious to achieve short-term results and effectiveness, whilst playing a part in the achievement of long-term strategic objectives. QRQC is not a quality tool or a system. It is a mixture of both attitude and management, based on tools which often have already been in existence and well-understood. What it does provide, in fact, is the “engine oil” that is required for the entire organization to use these, in order to react to and then eradicate any problem, either simple or complex. Everywhere, by everyone, every day.

Many managers have undergone training in problem solving. This involves the much vaunted “Problem Solving Groups” or “Task Forces”. The principle is a simple one in itself: there exists a problem, teams get together for a day and “brainstorm” by trying to apply many different tools in order to find out causes and solutions. The way these famous groups develop in most cases is well-known: at the beginning the participants are highly motivated and rigorous in their approach. A few days later the number of participants decreases, as does the number of meetings. Finally, the problem is more or less abandoned or ends up being partially dealt with, with conclusions which would often be worthy of some government commissions: a great report, but with little impact later on…

The power of QRQC lies in its ability to remind managers of a simple truth, namely any quality approach must above all enable an organization to achieve its strategic objectives through customer and personnel satisfaction. You can win any Quality award you ever wish, but there is no point in it if the end results are dissatisfied customers, a loss of competitiveness and markets or even the closing-down of your organization!

Over the past few years more and more attention has been paid to the formalization of processes and of procedures as the result of various certification schemes, whilst at the same time the very essence of the Quality function had been forgotten:

•To ensure customer satisfaction and loyalty in order to win new contracts

•To drive continuous improvement throughout the entire organization

•To aim for 0 defect in order to reduce the costs incurred by poor quality

•To aim for robust designs and expertise which is acknowledged by the market

•To have a workforce that is happy to work within the organization

We hope that this publication will help you to understand Valeo experience, so that it can be adapted to your own business context. There are many tools and theoretical principles associated with Quality, but above all as a Quality practitioner I have endeavoured to go beyond theories and tried to explain, openly and in practical terms, how to best apply QRQC. I am nonetheless aware of the fact that, first and foremost, it is the quality of personnel that makes the difference; thanks to a motivated, curious, rigorous workforce that is eager to make improvements every day, eager to learn and to get trained, that any organization will be able to meet the challenges it faces.
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