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2 Introduction 

We have made it our challenge to include suppliers as early as possible into quality planning. 

Weber – Motor, a young independent company within the Weber – Group has kept to the 
company vision of  „Qualität setzt sich durch“ (German for: “Quality Prevails”).  

This means that for us “Zero Defect Quality” is a mandatory target that can only be reached 
and ensured through the joint efforts of Weber-Motor-AG and its suppliers: 

This document, “Quality Planning for Suppliers” is in addition to the document entitled 
“Weber Automotive Quality Guidelines for Suppliers” („Weber Automotive 
Qualitätsrichtlinien für Zulieferer“ ) 

Failure avoidance instead of failure repair and continual improvement of the complete 
process chain, Customer questionnaires, offers, orders, product creation, production start, 
production supply and field service are non- negotiable requirements, which we need and 
want to fulfil with the help of our suppliers. 

This guide shows pre-requirements, methods and suggestions for  
application that are required for our common goals. Through regular  
assessment of the project progress, critical points can be identified early and resolved 
through co-operation. 

This document, “Quality Planning for Suppliers” is a part of the Weber Automotive- purchasing 
requirements. It is applicable in addition to the terms of the contract and the enclosed technical documentation. 
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3 Quality Management Systems 

The compatibility of the organisational and technical capabilities of a supplier with the 
requirements of Weber Automotive is the basis for a working business relationship. 

Specifically, Weber Automotive suppliers are required to: 

3.1 Quality promotion as a supplier assumption 

To fulfil the high demands of the automotive industry, Weber Automotive relies on and trusts 
the capabilities and responsibility of its workforce. A similar mindset is demanded of the 
suppliers. This is a major assumption for the quality standard that the supplier has to 
demonstrate. 

Areas Promoting Quality Actions/prerequisites Methods, Documents 

Company culture 
 

� Target-orientated leadership 
under involvement of all  
knowledge bases  

� Supporting the culture of  
trans-area and -department  
information exchange. 

� Qualification of workforce 
and supporting the 
awareness of quality 

� Generate and implement a 
area-dependant target 

� Delegate responsibility and 
competence 

� Training on tools, methods 
and standards 

� Support resolving quality 
problems 

� Appropriate workforce 
involvement 

Quality Management Systems 

 

� ISO 9000ff 
� QS 9000, VDA 6.1, 

ISOTS 16949 
ISO 14001 

� Continual development of 
an efficient organisation 

� Implement technical and 
organisational prerequisites 
to acquire and analyse 
quality information 

� Certification by 3rd party  
� Training and application 
� Q- Management handbook 
� CAQ-System (Software for 

Quality management) 

Quality Assurance 

 

� Avoid mistakes 

Resolve errors 
systematically  
Avoid repeat mistakes 

� Small Q-circles 
� Problem solving techniques 
� Cause-effect analysis 
� Feedback into development 

and change process 
 

Audits 
 
 

� Regular internal Audits � System 
� Process 
� Product 

Continual Improvement 
Process 

 

� Introduce and maintain all  
products, procedures and 
systems 

� Training 
� Programs, targets and 

reviews 
 

Supplier Development 

 

� Working together as 
partners 

� Joint projects 

� Information Exchange 
� Training seminars, provide 

methods 
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3.2 Quality planning and co-operation 

In order to ensure that only fully developed products are made using capable processes, 
careful quality planning procedures should be used during product and process 
development. As per QS9000, APQP is the suggested procedure. 

Quality Planning Steps  Actions/Prerequistes Methods, Documents 

Definition phase � Fix requirements � Spec sheet 
� Time and cost constraints 
� Prepare for inquiry 

Inquiry phase � Selection of potential 
suppliers 

� Fulfil minimal requirements for 
suppliers  

� System Audit if necessary 
� Capability analysis 

Tendering phase � Inquiry: 
� Ascertain Weber-Motor-

expectations  
� Check specification, time 

plan and price 

� Analyse Spec sheet 
� Check production feasibility 
 

Finding concepts � Generate binding offers � Requirements list / Dates / 
Price 

Contract selection � Analyse offers 
� Contract for most suitable 

supplier 

� Checklists 
� Binding order documents, 

specification, dates, Price 

Concept implementation � Integration into the Weber-
Motor-Team 

� Assess quality risks 

� Quality Planning/APQP 
� Control Plan 
� Process audit 
� Product-FMEA 

Development � Check and evaluate design 
drafts and prototypes 

� Check production 
feasibility 

� Design Review 
� Test planning 

Production preparation � Assess production risks 
� Optimise production 

process and tools 

� Prozess-FMEA 
� Trial run 
� Test planning 
� Verification plan 

Pre-production � Check and assess process 
repeatability 

� Minimise likelihood of 
mistakes 

� Assess capabilities and 
document measuring, 
processes and tools 

� Action plans 

Production start � Release production start � Batch verification and SPC 
� Release process 
� Initial Sample Report 

Release delivery phase � Release by Weber-Motor 
� Assess supplier 

� PSW-Approval 
� Q-capabilities, Flexibility, 

reliability, cooperation 

Supplier Activity 

Weber Automotive Activity 

Documentation required for Weber Automotive 
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3.3 Supplier quality control for production, requirements 

Quality Assurance measurements for production are based on the information gathered 
during the development phase or through experience with similar processes and are used to 
assure and improve the quality standard. 

Wherever it is technically and economically sensible, self regulating processes and automatic 
testing should be employed. 

Responsibility for quality should always be adjusted to comply with technical progress and 
customer expectations. 

Quality control area Aktionen/Voraussetzungen Methoden, Dokumente 

Purchasing � Ensure delivery quality � Assess quality delivered 
� Assess reliability 

Production � Understand machine 
capabilities  

� Process data sheets 
� Self regulating processes 

Testing � Continual process over 
watch 

� Fast identification and 
rectification of variation 

� Quality date gathering and 
Analysis 

� Ensure machine avail 
ability 

� Ensure correct packaging 
� Correct identification of all 

parts and groups 

� SPC/ Control charts 
� Worker-self assessment 
� Analysis through IT systems 
� Pareto-Analysis 
� Predictive maintenance 
� Packaging plan  
� Serial Numbers, Data tags 
 

Complaint procedure � Cause-effect analysis 
� Correction and predictive 

measurements 
� Avoid repeat mistakes 

� Problem solving techniques 
� 8D-Report 
 

Storage and logistics � Correct and failure-free 
handling, storage and 
transport 

� Computer-supported fixed 
processes 

Supplier Activity 

Weber Automotive Activity 

Documentation required for Weber Automotive 
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4 Implementation of basic requirements 

4.1 Quality Management System and Quality capabilities 

The supplier has implemented a QM system successfully and is using it to demonstrate 
Quality capability. 

The system fulfils the minimum requirements set out in: 

DIN EN ISO 9001:2000 

The supplier should demonstrate certification through an accredited 3rd party (3rd Party 
Audit). 

Additional allowances of the automobile industry have to be known for the supplier and 
concerning to the delivered products to Weber Automotive, they have to be fulfilled. 

The additional criteria are defined in: 

� VDA 6 part 1 

� QS9000 series of standards 

Or summarized in: 

� ISO/TS 16949 

A 3rd party certification to the above standards/scripts is recommended by Weber Automotive. 
The environment protection standard DIN EN ISO 14001 has to be considered. 

5 Further allowances 

5.1 Production feasibility analysis 

Drawings of the product which are compiled by Weber Automotive development should be 
analyzed by the suppliers in the context of the offer. This analysis contains the economical 
and process capability and production feasibility (Procedure, basic materials, tolerances -
This test offers the supplier the opportunity to bring in his experiences and his proposals to 
the mutual advantage. 

For the inquiry for this production feasibility analysis, the corresponding form has to be filled 
out feedback has to occur not later than the submission of the quote. 

5.2 Issue of Control Plan 

Der Contol Plan stellt ein Planungsmittel zur präventiven Prozeßabsicherung dar. Die The 
Control Plan represents a planning tool for preventive process protection. The generation is 
done through a systematic analysis of production, installation and inspection processes by 
the team. This team should consist of personal from planning, production and quality 
assurance as well as from other concerned departments. The bases of the analysis are 
process flow charts, product and process FMEAs relevant to the quality characteristics, 
experiences of similar processes as well as the use of improvement methods. 

The control plan should contain at least the following information: 

Control plan number with date of issue / alteration, the department responsible for this issue 
or alteration, part number of the component with current change index, operation number or 
process number (referring to operation sheet), process name and short description, machine 



 
 Quality Planning for 

Suppliers 
 

Erstellt H. Wassmer Revisionsstand A 

Geprüft/Freigegeben M. Pleikies Ausgabedatum 28.08.2008 
Seite 8 von 12 

 

 

or operating resources (with identification number), documentation of machine / operating 
resource maintenance, assurance of machine or operating resources, inspection 
characteristics of product and process with classification of the characteristics (referring to 
inspection requirements), reference documentation of the inspection characteristics, 
inspection equipment (with identification number), frequency and  complexity of sampling and 
the responsible level / resp. person, inspection method and form of documentation, 
procedure at occurrence of defective parts (rules), documentation of process / machine 
setting parameter. 

The contents and information required in a control plan are contained in the procedures for 
the issue of a process monitoring plan in the QS9000 document „Advanced Product Quality 
Planning and Control Plan (APQP)“. 

5.3 Application of product and process FMEA 

The supplier, taking into account his production, carries out preventive risk analysis (FMEA) 
for all products delivered to Weber Automotive and all the involved processes using his 
products at Weber Automotive and their customers  and updates the FMEA if there appears 
an irregularity in the quality of the product or the process as well as if there are any changes. 
All parameters which concern the product safety are to be included in the analysis. The 
points which are judged to be critical have to be improved immediately by suitable 
corrections and preventive actions, so that specifications, characteristics and product safety 
as well as a fabrication capability can be assured. The important characteristics for the 
process identified from the P-FMEA have to be included in the work documents. These 
characteristics have to be monitored as quality characteristics (SC, or main features) during 
production. 

Details are in VDA Section 4, part 2 as well as in the QS9000 documents. 

5.4 Generation of inspection plan 

The supplier should compile an inspection plan, which lists all the drawing characteristics 
with the appropriate inspection and test equipment for each operation. The inspection 
frequency and the form of documentation of the results should be specified in the inspection 
plan. The inspection plan has to be send Weber Automotive on demand. 

5.5 Audit planning 

5.5.1 Internal system audit 

Internal system audits are carried out to judge different divisions. They occur at regular 
intervals on instruction from the management and have to include subcontractors. 

5.5.2 Internal process audit 

Process audits should be carried out before production start to ensure the applied processes 
and procedures fulfil the technical and quality requirements of the customers. In the context 
of a process audit, among others the following fields have to be assessed:  

Subcontractors, production and Test facilities, production and test documents, proof of 
machines and process capability, continuous improvement process, employee qualification, 
packaging and transport 
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5.5.3 Internal product audit  (delivery audit) 

An internal product audit should be carried out on a fixed number of components ready for 
dispatch. Those should check that customers requirements, specified by drawings, 
standards, packing instructions, cleanness requirements, function, outside as well as further 
customers’ guidelines are adhered to. 

All the audit results should be documented in written form. 

5.6 Measurements System Stability Studies, Machines- and Process- 
Capability 

By using statistical methods, the supplier assures that the engaged.machinery, tools, 
measuring devices, inspection equipment as well as the processes in which they are used, 
are suitable and capable for the manufacture of the products delivered to Weber Automotive.  

The characteristics for which the proof of capability is required are coordinated between 
Weber Automotive and the supplier. 

5.6.1 Measurements System –Stability Studies  

As minimum, the following demands should be fulfilled: 

� Process 1 
Inspection equipment capability index: Cgk ≥≥≥≥ 1,33 
Here, 50 repeat measurements are done in short succession by the same inspector 
condition: The resolutions of the measuring tools have to be less than 10 % of the 
tolerance. 

� Process 2 (with operator influence) 
Repetition precision and comparison precision (R&R): 

≤ 20% for new inspection equipment 
≤ 30% for inspection equipment in use 
In this process, there are normally two inspectors and ten parts with two test series per 
inspector. 

� Process 3 
Repetition precision (R): 
≤ 20% for new inspection equipment 
≤ 30% for inspection equipment in use 
In this process, there are two measurements for every 25 parts. 

5.6.2 Machine capability 

Index of process capability:  Cpk ≥ 1,33 

In this case, samples will be taken and assessed for a short period. 

5.6.3 Process capability 

Index of process capability:  Cpk ≥ 1,33 

A smaller number of parts will be retained and assessed, distributed over a longer period. 
Details of the procedure are listed in VDA Section 4 part 1 as well as in the QS9000 
documents. 

If it is not possible to achieve the minimum demands for a short time, the 100 % tests have to 
be carried out as long as the capability is achieved again due to corrective actions. 
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Definition: 

� Machine: 
Individual module within the production series 

� Process: 
Regular, added value and repeatable process with measurable Input and Output, e.g. 
combination of staff, machines, material, methods, facilities, work environment in a 
group with similar duties. 

5.7 Product and process release 

The type of initial sample process to the requirements in VDA Section 2 or the QS9000 
documents should be specified in advance. 

Not later than the planned date in the time plan or the date stated in the purchase order, 100 
% first samples have to be provided for Weber Automotive in the requested quantity. The 
presented first samples have to correspond to all specifications and characteristics as 
provided in the contract.  

� Measurement 

� Material and Processing 

� Applications/ Interchange 

The documentation required of the PPAP sampling process (to QS9000), contains, amongst 
others: 

� Design and alteration documents (if available), 

� Product and process FMEA, 

� Process flow chart 

� Measurement results  

� Record of material and performance tests,  

� All capability proof (Process-, Machines, Gages),  

� Control Plan,  

� Sample parts confirmation PSW or first-piece inspection report (depends on 
arrangement if VDA or QS9000),  

� Samples of the production parts. 

Only by presentation of all required documents to Weber Automotive a release of first 
samples can be affected. 

At this point we would like to mention that tool costs will not be paid until the release of first 
samples. The reception of production deliveries is not allowed until the release of first 
samples. 
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6 Appendix 
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7 Administration 

7.1 Änderungshistorie 

Index Änderung Datum Erstellt Geprüft / 
Freigegeben 

A Überführung nach Weber Automotive 28.08.2008 H. Wassmer M. Pleikies 

 

 

 


