Alba Gear Inc. Case Study

Alba Gear Inc. manufacture a range of ring gears for aerospace and automotive applications. They are not responsible for product design, but they work closely with their customers to design new products. They do have design responsibility for their aerospace customers tooling that is used in the Alba Gear Inc assembly process.
They are based on two sites, 30 miles apart. 
· At site 1, they manufacture product for their automotive customers. There are 50 shop floor personnel, and 45 technical and administration staff.

· At site 2, they manufacture products for aerospace applications and tools, and employees 30 shop floor personnel. Site 2 relies on central administration functions at site 1, including sales, application engineering, purchasing, laboratory testing, and administration of the quality management system.

The processes at site 2 are:
Material receipt and storage

Ring forming

Sizing 

Normalizing

Gear cutting 

Induction hardening
Carburising (outsourced to a local supplier “Harden it”)
Final inspection

Dispatch

Examples of the gears manufactured are shown below:
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Alba Gear Inc. have also recently established a test laboratory in a separate building two miles away from Site 2. The ‘state of the art’ test facility is used to verify development products and for undertaking first article inspection and test as specified by the customer. Equipment includes tensile testing, hardness testing, chemical analysis, and impact testing. 
Alba Gear Inc. have achieved ISO/TS 16949 certification for their automotive products at Site 1 with your certification body, and AS9100 approval with another accredited certification body for Site 2.
Alba Gear Inc. now wish to transfer their AS9100 registration to your registrar.

Alba Gear Inc. have provided you the above information, and inform you they had agreed with their current certification body that they had no special processes, or key process/product characteristics. Alba Gear Inc. have also requested to leave the test laboratory out of the scope of registration.
Exercise 1:

What would be an appropriate scope of certification?

What would be permissible exclusions?

Exercise 2:

Review the information provided by the client in preparation to undertake the surveillance audit in Month 10
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Management Review procedure
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Resource Management procedure
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What questions would you want to ask top management in the transfer audit?

[image: image2.emf]INTER RELATIONSHIP OF PROCESS 

Process Sequences and Interaction 

MANAGEMENT 

PROCESS  (MP)

CUSTOMER Orl 

PROCESS (COP)  

SUPPORT PORCESS       

(SP) 

C

U

S

T

O

M

E

R

S

R

E

Q

U

I

R

E

M

E

N

T

6. Purchasing / 

Outsourcing (SP 

03) 

Manufacturing process

(COP5)

Production Planning 

& Control (COP 02) 

ON TIME 

DELIVERY OF 

CONFIRMING 

PRODUCT TO 

CUSTOMER  

Manufacturing Design & 

Devt. 

(COP 04)

Outbound 

logistics      

COP 06

Billing Process 

Material & Store Process 

(SP 05)

Customer Compliant 

Handling

(MP 03) 

Customer Feedback / 

Market Feedback

First article 

inspection

Calibration 

Process (SP 04)

Maintenance 

Process (SP 01)

Management 

Review 

(MP 02) 

HRM Process (MP 

05)  

Resource 

Planning Process 

(MP 01)

IQA  Process (MP 

04)  

Continual Improvement 

(MP 06)

Marketing Process 

(COP 01)  

Remote sales office

(COP01)

WAREHOUSE 

(STOCK)

[image: image3.emf]Automotive customer: Federal Mogul

0

1

2

3

4

5

6

7

8

9

10

1 2 3 4 5 6 7 8 9 10 11 12

Month

Number

Delivery

Quality

Automotive customer: Dana
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Aerospace customer: Allied
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Aerospace Customer: Westfield 
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	Alba Gear Inc
	Quality Management System


	Policy & Objectives


Our Mission    
To become known throughout the world as;

· A leading supplier of ring gears and tooling for automotive and aerospace customers by providing a world class service in Quality, Cost and Delivery.
Our Quality Policy

It is the policy of Alba Gears Inc to supply its customers with products and services that totally satisfy their requirements.

All products & services will be manufactured & delivered in accordance with our Quality Management System, which is designed to meet the requirements in AS9100 and ISO/TS16949.
We will also focus on:

· Developing suppliers to consistently deliver products on-time to the defined specifications 

· Implementing new/modified products to meet customer requirements within the agreed timescales 

· Training and motivating employees to help Alba Gears Inc continually improve

· Providing a safe working environment
Performance of the quality management system will be measured by key performance indicators.
The policy will be communicated to all employees.

The Alba Gear Inc management team will review implementation of the policy through regular operational management reviews and by an annual strategic planning review.

M. P Grainger
 
J. B. Wang

E. T. Polter

	Process
	Annual Targets
	 Performance to month 10

	Business Planning and review
	Increase profit by 20%
	Profit of 12% against a target of 10%

	 New product development and introduction
	Part approval delivered in accordance with customer timing
	All part approvals delivered  on time

	Customer Services


	All enquiries responded to within 5 working days
	Actual achieved YTD 8 days

	Supplier Management


	95% on time delivery from suppliers

Average supplier ppm 500
	YTD 97% on-time

Supplier ppm 1298

	Manufacturing and despatch

Automotive 
	98% on-time delivery

Scrap< 5%
	Actual 97%

Scrap actual 6.7%

	Manufacturing and despatch

Aerospace 
	98% on-time delivery

OEE 95%

Scrap< 5%
	Actual 91%

Scrap actual 7.6%

	Monitor and measuring performance


	All processes to have a process capability of Cpk >1.67
	

	Continuous improvement


	Instigate 5 six sigma project
	1 implemented to date

	Managing finance


	Less than 1% credit notes
	Target: Less than 1% credit notes, actual 2.3%

	Managing physical assets/IT


	Target downtime<3%
	Target: Downtime< 3%

Actual 6.8%

	Managing Human Resources


	Absenteeism<3%
	Absenteeism <3.4%

Actual 5.8%

	 Management systems


	Maintain ISO/TS 16949 and AS9100 approval 

Cost of poor quality: Target 3%
	Maintained approvals

Cost of poor quality: Actual 4.5%

	Internal and external communications
	Annual employee survey annually
	Annual employee survey annually


Alba Gear Inc Quality Objectives
Approved by

M.P Grainger
Management Review Meeting

Meeting Date: End Quarter 3

Attendees:

MP Grainger (MPG)

CEO




JB Wang


Production Manager




ET Polter


Purchasing Manager



Joe Riley (JR)

Quality Manager

Apologies:

Rex Harrison


Sales Manager



William Hurst


HR Manager

Minutes:

1. Actions from previous meeting (End Quarter 2) – All actions reviewed and closed.

2. Review of the Quality Policy.

JR stated the Policy had been reviewed and was still suitable
3. Review of internal audits.

JR presented a summary of the internal audits undertaken and the non-conformances identified.  

16 non-conformances had been raised and to date only 4 closed.

JR stated he received poor responses from managers.

The internal audit team was now down to 3 following the recent reorganisation.

JR stated there was a concern with independence of auditors as all were now from the quality department.

MPG stated there were no funds for training available and training would need to wait until the next financial year.

Customer Complaints

JR stated 15 complaints had been received since the last meeting.

Seven related to the aerospace customer, Allied who have put Alba Gear Inc on new business hold.

JR stated that the majority of the quality issues related to inconsistent carburising, resulting in “soft spots”. He stated they were in the process of approving another supplier for carburising. The initial trials had been undertaken and customer approval for the change was awaited.
Returned Product Analysis

JR stated, because of resource issues, returned product had not been analysed for over one month, and this was causing a major storage problem.

Action 

JR – to bring in temporary labour to sort short term problem, recruitment request to be submitted to recruit additional inspector by the end of Q4.

Training Plan

The HR Manager could not attend, but submitted a prepared report.  The training plan was significantly behind schedule due to the budget cutbacks.  

He stated in reality only 6 hours per employee will be achieved against the objective of 16 hours.

Action 
Revised year objective to 6 hours as current with current workload 16 is unrealistic.

Financial Performance

The MD provided a summary report to attendees.  He raised concerns on the shortfall in income, and the escalation on the cost of quality, particularly related to internal scrap.

JR stated that various improvement initiatives were being undertaken, and this should result in an improved performance in Q4.

Quality System

JR stated they were in the process of transferring their AS 9100 registration to the same registrar used for ISO/TS 16949
Any other business:
There being no other business the meeting was closed at 11.05am.
	Alba Gear Inc
	Quality Management System


	Section:

Management
	Procedure Title:

Management Review
	

	
	
	Issue No.

1
	 
	


1.0 Scope
This Procedure defines the process of reviewing the Company’s Quality Management System for the effectiveness of meeting the Objectives laid down in the Company’s Quality Policy

2.0 Method


	Step #
	       Task
	       Decision
	       Document
	       KPI
	       Link
	Description
	Responsibility

	2.1
	· 
	
	
	
	
	The Management Team will ensure that the KPI’s for which they are responsible (Executive/Departmental) are kept up to date.
	Executive / Departmental Management

	2.2
	· 
	
	
	
	
	The Management Team will review the performance of the Key Performance Indicators on a three monthly basis.
	Executive / Departmental Management

	2.3
	· 
	
	
	
	
	Actions to improve the performance of the KPI must be recorded detailing who is responsible and where possible, target date(s) for closure.
	Executive / Departmental Management

	2.4
	· 
	
	
	
	
	The Directors & Executive Management Team will meet every 12 months to review:

· Previous 12 month review minutes and outstanding actions

· The Quality Policy Statement

· Results of Accreditation body audits

· Summary of 3rd party / Customer audits

· Summary of Internal System Audits

· Summary of Supplier Audits & changes to approved supplier list

· Effectiveness of New procedures

· Concerns & Corrective Actions

· Customer Satisfaction

· Effectiveness of KPI’s
	Directors, 

Executive Management

	2.5
	· 
	
	
	
	
	Future Company Objectives will be discussed to achieve higher quality standards and for identifying customers need and expectations.
	Directors, 

Executive Management

	2.6
	· 
	
	
	
	
	The Executive Manager – Quality Systems shall prepare an Agenda for the meeting to itemize the topics for discussion and minutes shall be taken.
	Executive Manager


3.0 Records

	Doc Ref #
	Description
	Active Holder
	Active Location
	Inactive Location
	Retention Period

	N/A
	Annual Review Minutes
	Executive Manager - Quality Systems
	Intranet
	Backup File
	5 Years


Procedure Issue 1

Procedure owner: HR manager

Alba Gears Inc Resource Management Procedure

Executive Management in Alba Gears ensures that resource requirements are identified and adequate resources are provided, including the assignment of trained and qualified personnel, for management, performance of work, and verification activities including internal quality audits.  These resource requirements are addressed during the development of the Business Strategic Review (BSR) and Annual Operating Plan (AOP).

Alba Gear Inc has established and maintained this procedure and process  for identifying training needs and providing training to all personnel performing activities affecting quality. Personnel performing specific assigned tasks are qualified on the basis of appropriate education, training and/or experience, as required. Appropriate training records are maintained. For temporary employees all induction and on the job training records are held by the outsourced agency, and are available for viewing by Alba Gear Inc on request. Alba Gear Inc undertakes an annual audit of the outsource organisation to ensure effectiveness. 

The effectiveness of training is tracked via feedback forms that are handed out after each training session.  It is the responsibility of the trainer to review these forms and make necessary changes to the training.

On the job training is provided through an induction package, which is in place for all new personnel. It is the responsibility of the applicable Manager to make sure the new employee receives the proper induction paperwork and guidance. The induction package includes reference to any customer specific requirements and awareness of SPC where necessary.

Alba Gear Inc undertakes an annual employee satisfaction survey. Results are analysed to drive continual improvement efforts.

Employee motivation, empowerment and satisfaction are discussed at weekly staff meetings. Employees can also publicize any suggestions through our solution-box. The appraisal process is used to deploy goals and objectives and to measure employee understanding.

All personnel and training records are help for the duration of employment plus one year

Alba Gear Inc												Quality Manual


														Annex A


Quality Management System										Rev. 02, 07.07.2009
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Customer Complaint Summary Report
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