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Abstract 
In today’s market it is possible to get a competitive advantage with right quality- and safety 

work to satisfy the customers in the automotive- and manufacturing industry. Today 

companies are also highly exposed with today’s media and social media which make the 

quality assurance even more important to avoid bad publicity. This report consists of an 

investigation about how the automotive- and manufacturing industry work with their 

suppliers’ to mutually achieve the required quality targets. 

 

Toyota Motor Corporation has single handily been a trademark for high quality for a long 

time in the automotive industry. Their successful organization is based on different principles 

which have created The Toyota Way. Thus the authors’ of this report has chosen to select 

some of these principles, which are thought to be appropriate for the reports purpose. The 

principles are investigated and described so that they can be compared to the case study at 

Volvo Cars Torslanda. The purpose is to find potential improvement possibilities and 

recommendations for both Volvo Cars and for the manufacturing industry. 

 

The findings and analysis has shown that a more cross-functional way of working in teams 

between different departments should be used in a greater extension. Thus to achieve greater 

knowledge in the decision making process concerning the organization and to improve the 

quality assurance work concerning the suppliers’. Another recommendation is to greater 

encourage job rotations among the quality engineers concerning the different quality reviews. 

The authors’ are sure that greater job rotation can encourage better motivation at work and 

support to become an even more learning organization in addition to achieve the greater 

quality assurance. 

 

With these findings and recommendations the authors’ believe and suggests that further 

research can be done with a deeper approach towards the specific recommendations to find 

further improvement possibilities concerning the automotive- and manufacturing industry. 
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II 

Sammanfattning 
Med dagens fokus på att tillfredsställa kunden för att skapa sig ett försprång till 

konkurrenterna blir det allt viktigt med kvalitet och säkerhet inom bilindustrin och 

tillverkande företag. Idag så utsätts också företag i högre utsträckning av exponering inom 

media och sociala medier, vilket gör det ännu viktigare med att säkerställa kvalitén. Denna 

rapport innehåller en undersökning av hur företag inom bilindustrin och inom 

tillverkningsindustrin kan arbeta med kvalitet rörande deras leverantörer för att uppnå målet 

satt för kvalitet.  

Eftersom Toyota Motor Corporation sedan länge har varit världsledande inom kvalitet så har 

författarna valt ut några av deras ledande principer som är passande för rapportens syfte. Detta 

för att undersöka ett lyckat kvalitetsarbete och för att jämföra detta med Sveriges största 

biltillverkare Volvo Cars Torslanda arbetssätt för att hitta skillnader och förbättringspotential 

som även kan implementeras inom andra typer av industrier. Resultaten blev att författarna 

hittade flera olika områden där det finns rum för förbättring i stor och liten utsträckning.  

Författarna antyder att ett mer tvärfunktionellt arbete mellan olika avdelningar inom ett 

företag borde utvecklas mer och användas mer för en bredare förståelse i de besluten som tas 

inom den operativa, taktiska samt den strategiska verksamheten. Arbetsrotation inom olika 

typer av revideringar rörande segmentet kvalitet anser författarna också kan ha en stor positiv 

påverkan. Utöver förbättrad kvalitet kan även arbetsrotation leda till högre arbetsmotivation 

och förespråka att företag kan bli en mer lärande organisation.  

Med dessa resultat och rekommendationer anser författarna att det inom vidare forskning 

finns rum för djupare analyser och specifika lösningar samt generellt inom tillverkande 

företag rörande kvalitetsarbetet. 
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1 Introduction 
 

In this section the background and purpose will be explained. The research question will also 

be introduced together with the thesis works delimitations.  

1.1 Background 

 

When the market has been more and more globalised and complex the products on the market 

today follow in the same direction. Moreover, we produce in greater volumes than before, due 

to the awareness of technique according to Kumar and Schmitz (2011). Today companies and 

organisations are more exposed to the social media and news flows, which can make it hard 

for companies. Lack of quality can lead to negative exposure of an organisations brand and 

cause economic consequences (Kumar and Schmitz, 2011). Therefore quality and safety have 

become a main element in the manufacturing industry and the where companies expect to 

focus more on the end customer (Bergman and Klefsjö, 2012). 

 

In the automotive industry it is well known that Toyota is one of the market leaders in the 

field of quality. Systems like TPS (Toyota production system) and lean management are well 

known methods. Many companies and organisations in Europe and North America have tried 

to implement these methods, but failed Seddon (2011) mentions.  The most common cause to 

the failures is that companies in Europe and North America think that the lean manufacturing 

system is just a tool of improvement. But there are tools in the lean manufacturing system 

like, JIT (just-in-time), jidoka and kanban etc. but these tools are implemented in an approach 

of a way of thinking. And that is one of the reasons why companies fail with the lean 

implementation. The foundation stone of the Toyota Motor Corporation is an approach of 

principles and rules with continuous improvements and customer focus. The visual tools are 

only a result of long-time improvements connected to the approach and way of thinking 

(Modig and Åhlstöm, 2011). 

  

Volvo Cars Corporation today is in a phase of expanding their market shares worldwide. They 

have a couple of new launches with new car models, for example this year with the S90 and 

V90 models and the last year model of XC90. According to a Volvo Cars employee the 

quality work is one of the keystones of success in the automotive industry. With this 

information and the specific situation an interesting opportunity was given where a possibility 

to observe and give recommendations to the whole automotive industry to handle quality 

improvements was given. 

 

1.2 Purpose 

 

The purpose with this report is to investigate how companies and organisations can work with 

quality issues related to their suppliers and how companies can handle a supplier that does not 

follow the requirements. 

 

To do this, a literature study on the Toyota Way, which originates from the automotive 

manufacturer Toyota Motor Corporation, has been done. The Toyota Way consists of fourteen 

principles, however, this report will only include four principles, which are compared with a 

case study at Volvo Cars Torslanda. The chosen principles were selected because they were 

the most relevant and fitting according to the findings at Volvo Cars. This was done with the 
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purpose to find improvements in the field of quality, specifically concerning problems that are 

related to the suppliers.  

 

In addition to the chosen principles of The Toyota Way the report also includes several other 

theories which has a connection to the area, this was done to get the report more valid and to 

supplement the four chosen principles. Finally, with this information a research question has 

been chosen to fulfil the purpose of this study. 

 

 How can companies prevent quality issues related to their suppliers? 

1.3 Delimitations 

 

To make this report executable and more understandable delimitations have been done. This 

report is focusing on the automotive companies and specifically Volvo Cars Torslanda’s work 

with their suppliers’ that does not fulfil the agreed requirements. This report only includes the 

Volvo Cars SQM (supplier quality management) department and the informal work with 

incoming material problems and how to solve them.  

 

This report does not include a deeper analysis from the departments of marketing, logistics or 

any other departments because it would not be possible to fit into a reasonable framework for 

the topic and the course which comprises of 15 credits. 

 

2 Method 
 

This section will describe what methodology that has been used, the thesis works data 

collection methods and the reports reliability and validity. 

2.1 Qualitative and quantitative method 

 

There are two types of research methods, and according to (Lundahl and Skärvad, 1992) these 

are the qualitative and quantitative method, and there is difference between these two 

methods. The Quantitative method is built up from information and data, where the result is 

numeric. Qualitative method is more based on non-numeric conclusions with more 

information and data in text. For example values, ideas and attitudes. The qualitative data can 

also be ranked and quantified like the quantitative data. (Lundahl and Skärvad, 1992)  

 

The study has been made without any statistical and numerous data but made of more data 

which can be connected to experience and values. The purpose of this study made it difficult 

to involve statistical and numerous data naturally. It was also hard to find and get hold of 

appropriate data at Volvo Cars Torslanda. It was also difficult to find appropriate data from 

the compared theories that the study uses to compare the theory and the findings. Due to this 

the study has been done in a qualitative way. 

 

2.2 Data collection 

 

To be able to answer the research question a collection of sources and information has been 

made (Lundahl and Skärvad, 1992). There is two specific source, primary source and 
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secondary source to use. Primary source is data that has been collected through interviews and 

observations. Secondary source is information, which has been used from other authors, for 

example journal articles, history books, encyclopaedias and book reviews. (Indiana 

University, 2014)  

 

This report include primary source with interviews and observations at Volvo Cars Torslanda, 

to do the case study feasible. Secondary source is also used to build up the theoretical 

framework and to do the analysis. Both this sources have been important to make a complete 

the report. 

 

2.3 Observations and interviews 

 

There are several types of interviews to make, but this report is built up with both semi-

structured and unstructured interviews. These types have been chosen because the small prior 

knowledge of the processes at Volvo Cars and also the company’s way of working. Before the 

semi-structured interviews a collection of comprehensive questions was done to the 

interviewed person. The unstructured interviews were conducted through spontaneous 

questionings, to achieve flexibility and comfortability during specific moments in the 

interview. These types of interviews can be more flexible and comfortable for the interviewer 

and the Volvo employee, which is something (Bryman, 2010) states in his chapter of 

qualitative interviews. There has also been done spontaneous and semi-structured  interviews  

in connection to the observations to get a better understanding of the problem and observed 

process. 

 

The observation was made to map the different types of processes and problems and to fully 

understand the way of working. Through the observations it was later possible to do a process 

mapping picture that will show the different processes, this process mapping will be presented 

in the chapter about the findings. The observers were under a period of three months 

participators in the different processes, which can be connected to (Bryman, 2010) chapter of 

participate observations. He mentioned that this type observation is when a person are 

observing a group of people and are a participator. Participate in meetings, discussions and 

are listening to the group to understand their values. 

 

2.4 Reliability 

 

Reliability refers to absence of random measurement errors (Lundahl and Skärvad, 1992). 

According to Druckman, et al., (2011) is god reliability a research that characterized of almost 

the same result independent of who does the research and how many times the research are 

made, and how many times the research are made. 

 

In this report a collection of understandable data through observations and interviews have 

been done. The collected data have also been confirmed by Volvo Cars employees to increase 

the reliability. The theoretical part is also confirmed with data from recent articles and 

principles. 

 



 

- 4 - 

 

2.5 Validity 

 

According to Lundahl and Skärvad (1992) they define validity as absence of systematically 

measurement errors. It can be described as how valid the specific measurement is. There are 

two main elements of validity, internal validity and external validity. With internal validity 

means that the research question is measure the right things or what is aim to be measured. 

There is important to have a research question that not measure more than expected likewise 

less than expected and wrong things. Surveys get more valid according to how much the 

researcher investigates the question (Druckman, et al., 2011). 

 

External validity is how valid the answers are in an investigation. External validity is 

therefore sometimes problematically. According to Lundahl and Skärvad (1992) they 

established an example of a survey about planed purchasing of 1000 people. When the 

investigation was made the survey’s results was not valid, because the purchase was invalid 

according to the survey. Answers are sensitive to people’s way of recall and knowledge.  

 

This report has a high level of validity. There has been made several interviews with 

authorised employees at Volvo Cars that have helped to specify the research question, 

together with connected data information. These elements have given the report a more solid 

and a better view of the problem.  
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3 Theoretical frame of reference 
 

In this chapter the studied collection of scientific- and literature articles are presented with the 

aim of analyzing the theory relevant to this study. 

3.1 Toyota Way 

Toyota Motor Corporation is one of the world leaders in the automotive industry. The 

company is well-known and are often connected to popular methods such as Just in time 

(JIT), Toyota Production System (TPS) and the lean manufacturing system. The 

manufacturing systems are built upon continuous improvement of quality, furthermore to in-

built quality in the manufacturing according to (Toyota Motor Corporation, 2016). Toyota has 

fourteen principles that they proceed from in their company, ranging from the company's 

philosophy to the daily operations which is shown in Figure 1 below (Liker, 2004).    

This section will focus on Toyota’s principles. To do this report more approachable and fluent 

some principles has been selected and some has been left out to match the research question, 

fit in to the delimitations and also to match the observations made during the case study. 

There has been a selection of one principle in every section, philosophy, process, people and 

partners and problem solving. These principles from the Toyota Way are also complemented 

with other theories from different authors’ in different areas’ which has a connection to the 

principles to give the report more validity. 

 

 
 

Figure 1 The Toyota Way model (Liker in Gao and Low, 2014, p. 665) 

3.2 Section 1 – Philosophy 

 

This chapter will explain the first section in the Toyota Way which is Philosophy (see figure 

1). In this section there is only one principle which will be described together with the 

supplementary theories. 

  



 

- 6 - 

 

3.2.1 Principle 1 

 

Principle 1 suggests basing your management decisions on a long-term philosophy, even at 

the expense of short-term financial goals (Liker, 2004). 

 
The most important elements to reach success are to have patience, where you focus on the 

long-term rather than the short-term result. That you invest in new people, products and 

factories and also that you have an uncompromising approach to quality.  

 
(Robert B. McCurry, former Executive VP, Toyota Motors Sales in Liker, 2004, p.98) 

One of the most important details in Toyota’s evolution is their view of always having self-

reliance and sense of responsibility which can determine your faith. Toyota Motor Company 

started off with little resources, everybody within the company had to contribute to the 

processes so they could construct and create a car. Toyota was the first Japanese car 

manufacturer that developed cars without technical cooperation agreements with the advanced 

manufacturers in Europe and USA. Toyota did not want to be dependent of external help 

(Liker, 2004).  

 

The first principle of basing management decisions on a long-term philosophy at the expense 

of short-term financial goals is highly emphasized by comparing Toyota’s American 

department and Ford’s mission (Liker, 2004). 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

(Liker, 2004, p.109) 

 

Furthermore, Liker (2004) mentions in the mission which consists of three parts (Internal-, 

external stakeholders and general) Toyota is neither mentioning shareholders nor quality of 

their products. Toyota’s goal is not to make quality products that sales good and earn money 

to the owners. However, products with high quality are ‘a condition’ for them to achieve their 

mission. 

 

The conclusion of the message is that you have to increase the growth in society to promote 

your internal and external stakeholders (Liker, 2004). This can also work as a metaphor for 

supplier development, to increase and promote external (suppliers) efficiency you have to 

focus on their social growth.  

Toyota Motor Manufacturing’s mission: 

 

1. As an American company we shall contribute with economic growth to the society and 

USA (external stakeholders). 

2. As an independent company we should contribute with stability and well-being towards the 

members in the team (internal stakeholders). 

3. As a company in the Toyota group we shall contribute so that Toyota grows in general 

through delivering a higher value for our customers (general).   

 

Ford Motor Company's mission: 

 

1. Ford is world-leading in the automobile business with its related products and services. We 

are also in the leading-edge within modern fields such as space industry, communication 

and finance services.  

2. Our mission is to continuously improve our products and services to meet our customers' 

needs and to succeed as business cooperation, giving our shareholders and cooperation 

owners a reasonable profit. 
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3.2.2 Shaping the purchasing strategies 

 

There are two types of classification that can be done with purchasing strategies. One 

approach is where buyers can obtain goods for the minimum price, this is based on the 

assumption that there is competition between the suppliers. This can be classified as the 

competitive approach. The other classification is where a cooperative approach is conducted. 

In this approach it is assumed that the supplier and the buyer form a strategic relationship to 

achieve a long-term goal (Chandra and Kumar, 2000).  This latter approach is the one with the 

greater modern focus on supplier relationship management where the benefit should flourish 

from the long-term mindset (Chandra and Kumar, 2000). 

 

With a long-term relationship also comes the need for evaluation, authorization and training 

programs. An approach towards your suppliers with the mindset of long-term may result in a 

sunk cost which requires mentioned programs thus the modern approach may necessarily not 

guarantee a benefit (Forker and Stannack, 2000). 

 

Kraljic's model has served the basis for how to classify and categorize products to adopt the 

right strategic implications for each category towards your purchasing portfolio (Gelderman 

and van Weele, 2002).  In each of every square in the Kraljic's matrix the items has been 

characterized and given a designation which correspond to the items characterization. By 

doing this it is possible to find the right relationship levels with your suppliers to be able to 

handle and approach them differently (Jonsson and Mattsson, 2011).  

 

If the adopted purchasing strategy towards a supplier is competitive the categorization of 

products is usually based within the non-crital- or leverage items square where you have high 

competition among suppliers and where the buyer can obtain minimum prices. If a company 

have items that are categorized as strategic- or bottleneck items where substitutions are 

difficult to find the purchasing strategy has to be more cooperative to enhance a strategic 

relationship (Park et al., 2010). 

 

 

 
 

Figure 2 Kraljic's matrix (Kraljic’s matrix, 1998 in Park et al., 2010, p.500) 
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3.2.3 Supplier selection 

 

As shown in Figure 2 (Kraljic's Matrix) products and components can be classified into 

different categorizations depending on the components supply risk and profit impact 

(Gelderman and van Weele, 2002). The characterization of the different segments can help to 

determine the appropriate requirements for different approaches towards the supplier and how 

the suppliers are selected (Harrison, van Hoek and Skipworth, 2014). 

 

However there are according to Park et al., (2010, p.497), two following issues of the supplier 

selection approach: 

 

 The identification of which criteria should be considered in the assessment of suppliers 

(Dickson, 1966; Weber et al., 1991 cited in Park et al., 2010, p.497).  

 The application of techniques for the evaluation of suppliers in the decision-making process so 

that they can be properly selected (Schniederjans and Garvin, 1997 cited in Park et al., 2010, 

p.497).  

To be able to maintain an efficient purchasing and manufacturing a good supplier selection 

process is important. Understanding the supplier-selection process and criteria's are important 

features to approach the right suppliers during the selection of new ones. The features are also 

important to be able to maintain the suppliers in a good relationship after selection (Boo and 

Kim, 2010). It is necessary to keep the purchasing strategies in mind during the supplier 

selection if the goal is to work cooperatively to achieve strategic and long-term relationships 

with the suppliers (Chandra and Kumar, 2000). 

  

According to Boo and Kim (2010) the most important criteria during the initial selection of 

supplier is the suppliers’ ability to meet the buyer's quality specification. However the most 

desirable variable to maintain the relationship with suppliers is the suppliers’ ability to meet 

specific delivery schedules (Boo and Kim, 2010). 

 

Long-term partnership with suppliers selected upon the right criterions and features can give 

companies advantages such as reduced negotiations, reduced monitoring of suppliers, 

increased productivity and quality assurance of the supply chain (Harrison, van Hoek and 

Skipworth, 2014). 

 

3.2.4 Supplier quality management 

 

It has been shown in later years that it is crucial for companies and organizations to handle 

suppliers in an effective way. To do so it can give companies and organizations a good 

competitiveness on the market. Through managing suppliers in a good way it is possible, in 

the long run, to lower the quality costs. The quality costs are directly connected with a 

company’s profit which makes this important for every company. According to Yeung and 

Chin (2004) the quality defects consist of up to10-20 per cent of the selling price. 

 

The supplier quality management aim is too continuous improve suppliers for a better quality 

outcome. Poor quality for manufacturing companies can cause several problems and issues for 

the company but also the whole supply chain (Kumar and Schmitz, 2010). According to 

Kumar and Schmitz (2010) it can be devastating for companies to have poor quality 

guidelines. It can also cost them a big portion of money. Kumar and Schmitz (2010), 
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categorize the quality costs in communication costs, inventory losses, sales losses and 

logistics cost etc. Quality costs have by many companies and researchers always been hard to 

calculate and especially how companies are affected by goodwill and badwill (Kumar and 

Schmitz, 2010). 

 

3.3 Section 2 – Process 

 

This chapter will explain the second chosen principle which originates from the second 

section in the Toyota Way - Process (see figure 1). In this section there are seven principles, 

however, the chosen principle in this section is Principle 5 and this will be described together 

with the supplementary theories. 

3.3.1 Principle 5 

 

Principle 5 suggests building a culture of stopping to fix problems, to get quality right the first 

time (Liker, 2004). 

 
Taiichi Ohno used to say that you should never wait longer than tomorrow to rectify 

problems that is discovered if you stop the production line. Since we are producing one car 

every minute we know that we will have the same problem tomorrow.  

 

(Fujio Cho, VD Toyota Motor Corporation in Liker, 2004, p.162) 

 

The biggest cultural difference between running a factory in Japan or in USA is by far the 

problem of having the first-line managers and workers to stop the production line. The 

American workers think that if they do that they will be blamed for doing a bad job. But if the 

assembly line never stops it means that there is no problem, but all assembly lines have 

problems. Therefore the problems are hidden and not brought to the surface. It is necessary to 

stop the production line if you want to improve the process (Liker, 2004). 

  

Jidoka or autonomation is important to solve a problem and to prevent it from reoccurring. 

Jidoka is about building in quality into the process. This mean you have to implement and 

define jidoka in relation to your workers and their responsibilities so that the assembly line 

automatically or manually stops if a problem occurs so that the problem does not continue 

down streams. Toyota wants to keep it simple, they only use a few complex tools, according 

to Liker, (2004, p. 170) mentions the four main tools which are: 

 
1. Go out and see what's’ the problem. 

2. Analyze the situation. 

3. Use one piece flow and andon to bring the problems to surface. 

4. Ask “Why?” five times. 

 

Quality here and now (to prevent problems going downstream) is much more 

effective and less costly than inspecting and repairing quality problems subsequently 

(Liker, 2004). 
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3.3.2 Failure mode and effect analysis (FMEA) 

 

Originally the technique of failure modes and effects analysis was used by the US military to 

secure missions successfulness by evaluating system and equipment failures but also the 

safety of personnel (Teoh and Case, 2005). To identify what potentially could go wrong, this 

quality planning tool is used as an analytical method to secure that the product does not fail 

either in manufacturing or while at the end customer (Aldridge, Taylor and Dale, 1991). 

FMEA became an operating standard in the Ford Motor Company and they began promoting 

the application (Luo and Lee, 2015). 

  

Today FMEA is one of the most popular choices for analyzing complex systems, the analysis 

of FMEA is applicable in many fields, for example in the automotive industry 

(Vandenbrande, 1998). The complexity of today's market requires organizations and 

companies to constantly strive for a competitive edge (Luo and Lee, 2015).  

In the manufacturing or automotive industry companies can strive for a competitive edge by 

improving product quality and productivity by using the FMEA (Teoh and Case, 2005). By 

using FMEA it is possible to identify potential failures but also to provide a framework for 

appropriate maintenance or engineering actions regarding the failures consequences to the 

concerned systems, items or processes (Braaksma et al., 2012). 

 
 A FMEA is being performed in general as a qualitative analysis of the connection between components failures 

and corresponding consequences of failure on a system level and how you can take actions to prevent and 

minimize these originations to happen.  

 

(Bergman and Klefsjö, 2012, p. 163) 

 

Failures can occur initially in an element or as a part of the larger system according to Luo 

and Lee (2015). As for the “Butterfly effect” a small failure at a low level may cause a larger 

failure on the higher level which makes FMEA essential since you rather find the failures at 

the former than the latter (Luo and Lee, 2015). 

 

When a FMEA is conducted as an analysis, the main reason for this is to review all the 

thinkable failures on systems components and to quantify certain risks to be able to get help 

grading them. There are different methods by doing this, one method is to make a “Risk 

Priority Number” (RPN) according to Bergman and Klefsjö (2012, p. 163). 

 

This method contains of three grades, severity (of the event), probability (of the event 

occurring) and detection (probability that the event would not be detected before the user was 

aware of it) (Luo and Lee, 2015). The factors are scored from 1 (best) to 10 (worst) where the 

RPN is the product of these three factors which is expressed as: RPN = S x O x D. The 

evaluation of the RPN is traditionally used as material for decision making regarding how to 

improve an operation (Xiao et al., 2011). 

 

3.3.3 Process failure mode and effect analysis (PFMEA) 

 

The development of process failure mode and effect analysis (PFMEA) is to be able to find 

the failure mode that may be caused by the process, for example by the assembly operator or 

by machine variation. The PFMEA is as for the FMEA used to identify effects and to audit 

the cause of potential failure mode (Aldridge, Taylor and Dale, 1991). A PFMEA can serve as 

a framework to work with improvements before and after manufacturing starts but also to 
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serve as material for the process strategy  according to Bergman and Klefsjö (2012, p. 163). 

By identifying failures caused by the processes through undertaking a PFMEA companies can 

continually improve products, processes and reliability (Johnson and Khan, 2003) 

 

Despite all the intentions by using PFMEA the authors Johnson and Khan (2003) who has 

been involved in undertaking PFMEAs during many years at automotive suppliers has drawn 

the conclusion that many suppliers cannot provide evidence for the real benefits of using this 

technique. According to Johnson and Khan (2003) many suppliers within the automotive 

industry view the PFMEA as more paperwork and does only conduct the PFMEA as a wish 

from their manufacturer to keep them satisfied according to their continuous improvement 

efforts. It is also concluded according to Johnson and Khan (2003) that the technique is not 

fully understood by many suppliers. 

 

One problem for the suppliers may lay in the fact that the documents and technique is a 

requirement and is a restraint for many awards according to the car manufacturer (Johnson 

and Khan, 2003). However it is necessary that the technique and document is used as a 'living 

document' and not just placed in the bookshelf but rather used continuously for progressive 

iteration (Aldridge, Taylor and Dale, 1991). 

 

3.4 Section 3 – People and partner 

 

This chapter will explain the third chosen principle which originates from the third section in 

the Toyota Way - People and partner (see figure 1). In this section there are three principles, 

however, the chosen principle in this section is Principle 11 and this will be described 

together with the supplementary theories. 

 

3.4.1 Principle 11 

 

Principle 11 suggests respecting your extended network of partners and suppliers by 

challenging them and helping them improve (Liker, 2004). 

 

The automotive industry is demanding and complex, car manufacturers often have hundreds 

of suppliers in different tiers. In return, the suppliers usually have multiple car brands which 

they deliver and cooperate with. Suppliers in the automotive industry constantly report that 

Toyota is their best customer, but also the most demanding one. Demanding in this case is not 

intended to be something annoying but rather the fact that Toyota obtains a high standard and 

want their suppliers to achieve the same (Liker, 2004). 
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Principle eleven is about finding reliable partners and together develop towards mutual and 

long-term advantages. An example that Liker (2004), is highlighting;  

 
If you are attending on a conference about supply chain management you probably will 

learn a lot about streamlining the supply chain through advanced information techniques. If 

you can get information within nanoseconds you should also be able to setup a delivery 

within your supply chain in the same amount of time?  

 

However, it is not very likely that you during the conference get tutored about how 

enormously difficult it is to coordinate the daily operatives in detail so that your supply 

chain can manage to deliver value to the customer. On top of that it is not either very likely 

that you hear anything about the collaboration and integration between companies, how you 

work together towards mutual goals.  

 

And yet this is above all the very things that has made Toyota's cooperation with their 

suppliers a global benchmark. 

 

(Liker, 2004, p.244) 

 

It took Toyota decades to build up and achieve a strong lean-company and network of like-

minded suppliers in Japan. After that they could easily implement and achieve the same top 

standard network of suppliers and factories in the USA. The main thing is that you have to do 

the hard internally development workload before you can achieve a good lean relationship 

with your suppliers. In many cases big companies wants to achieve these benefits without 

knowing about the basics and that you have to start with your focal company first (Liker, 

2004). 

 

In The Toyota Way by Liker, 2004 it is described how a big American automotive 

manufacturer wanted to invest in a big and super technological supplier center where they 

intended to develop and educate suppliers. The company interviewed twenty-five suppliers to 

get input but the common and general answer from the suppliers was;  

 
They should not waste money on a big and expensive center so they can educate us, they 

should instead look in the mirror so they can manage their own house and become a 

competent and reliable partner. They should fix their badly managed process function about 

product development and implement lean production internally. We could even offer to 

help them. 

 
(Liker, 2004, p.242) 

 

In Automotive News (2003) authors Robert Sherefkin and Julia Cantwell Armstrong writes 

about how “Suppliers prefer Japanese” rather than the big three (Ford Motors, General 

Motors and Chrysler) in the USA. Sherefkin and Cantwell Armstrong write;  

 

‘How much does the nature of an automaker's relationship with its suppliers hurt or help the 

automaker's performance?’ 

 

According to a study made by Henke (2003, cited in Sherefkin and Cantwell Armstrong, 

2003) investigating 17 measures ranging from trust to perceived opportunity to make 

acceptable profits it is clear how Japanese automakers are outperforming the others. 

According to the survey’s author the most important measured issue for the suppliers is trust. 

 

It has been known for many years but today it is even more important that you recognize that 

there are strong competitive advantages in developing great partnership with suppliers. What 
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is more important is to identify those factors that enables companies to move from a plain 

relationship characterized by strong buyer power and bargaining position to a more 

partnership like relation based on trust and co-operation (Langfield-Smith and Greenwood, 

1998). 

 

Toyota has gradually changed their style to become more supporting rather than punishing 

towards their suppliers, especially in the USA. During the years, Toyota has experienced that 

it does not pay off by punishing suppliers. Instead they started a so called "plant 

development" and the Toyota Supplier Support Center (TSSC). The intention with TSSC is 

according to Liker (2004), to cure sick suppliers, it is supposed to train and develop people 

through different projects.  

 

Toyota has their own quality engineer experts and TPS-experts which are working with 

suppliers when problems are discovered. The most serious problem is when a supplier forces 

Toyota to stop their assembly line due to a quality- or a production issue.  Liker (2004) 

explains how a man named Don Jackson (Liker, 2004, pp.257-258) who worked at a supplier 

to one of the big automotive companies in the USA once caused them to shut down their 

assembly line for one entire day without afterwards getting any feedback or visit. What 

disturbed him the most was how little practical assistance and follow-up feedback he got due 

to this which can be connected to the great importance of trust, communication and follow-up 

between buyer-suppliers (Ellram, 1995b cited in Langfield-Smith and Greenwood 1998, p. 

349). 

 

Don Jackson later joined Toyota and 1998 he formed a supplier improvement committee 

which goal was to deal with supplier related issues. According to Liker (2004) the most 

interesting part is that Toyota does not only help the sick suppliers with technical issues but 

also with human resources questions and issues. Don Jackson experienced many times how 

the supplier related issues often not only arise from process quality or process shape. A lot of 

problems were connected with humans and bad management with for example, bad salaries, a 

lot of overtime and non-existent educational- or development plans. This forced Jackson to 

also bring HR expertise while auditing the underperforming suppliers where a deep analysis 

of the supplier’s organization was conducted but also the personnel turnover and the salary 

scale. This analysis of the supplier was therefore analyzed cross-functional where the HR 

expertise from Toyota audited the supplier HR department and where the TPS expertise 

audited the supplier’s quality- and manufacturing department. 

 

Liker, (2004) continues with another good example of how Toyota's TPS experts are attacking 

a problem when it occurs. A supplier caused the assembly line at Toyota to stop. Straight 

away supplier experts from Toyota showed up and audited the factory for two weeks. The 

supplier had to follow many demanding tasks from Toyota as a result. 

 

The problem that caused the line at Toyota to stop was not very complex, it was fairly easy to 

repair. However, according to Liker, Toyota knew that the factory had had delivery problems 

before and Toyota treated this as a yet another symptom of a deeper problem. Therefore 

Toyota tried to salvage this by analyzing the whole business from all perspectives. For 

example how their quality planning looked like, how the personnel was chosen and trained, 

the team structures, problem solving processes, the standardized way of working and the 

communication with suppliers.  By doing this Toyota managed to 'cure' this supplier to 

become one of the best car seat suppliers in the USA (Liker, 2004). 
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3.4.2 Relationship management 

 

These types of relationships are often characterized by high level of trust and assistance from 

buyers to suppliers in the regard of helping suppliers to improve. It is also important and usual 

that long-term supplier contracts are written to encourage both parties in the long run. Formal 

supplier evaluations of performance are also necessary to upright the partnership. Also it is 

important that suppliers are involved in the buyer’s product and process developments 

(Langfield-Smith and Greenwood, 1998). 

 

In Langfield-Smith and Greenwood (1998) it is explained  how four different time phases has 

paved the road for the evolution of buyer-supplier relationships models in the automotive 

industry regarding the western countries according to Lamming (1993). 

 

The first model was mostly used in the mid-1970s where the usual relationship between 

supplier and buyer were strictly controlled by the buyer with a supervisory hand. It was also 

usual that the buyers set the specific contracts and put pressure on the suppliers with price-

reduction focus by changing or threatening to change suppliers. In this kind of relationship 

both suppliers and buyers saw themselves as soloist and single operators only coming together 

to trade with the goal to gain as much as they could from each transaction (Lamming, 1993 

sited in Langfield-Smith  and Greenwood, 1998, pp.332-333). With this type actions and 

behavior usually the contribution of quality, design and delivery was falling behind (Turnbull 

et al., 1992 cited in Langfield-Smith and Greenwood, 1998, p.333).     

 

The second model or phase emerged during almost the same time, this phase is called the 

stress model which originates from an automotive market with a downturn but also by the 

global competition. It is also well connected to the first model were a lot of pressure was put 

on the suppliers by price-reduction and threats. This phase is just emphasizes this kind of 

behavior were even more squeezing from the buyers towards the supplier was done due to 

their search of lower prices (Langfield-Smith and Greenwood, 1998). These two models are 

both consistent with Porter (1980 cited in Langfield-Smith and Greenwood, 1998, p. 333) 

where he identified mechanisms for more bargaining power to the buyer and more threats 

towards the suppliers. 

 

In the mid-1980s the scale turned from threatening the suppliers towards a more recognition 

of the importance by establishing collaborative relationships with suppliers instead. Now 

quality and delivery performance became the more dominant criteria for the buyer-supplier 

relationship. To encourage suppliers of better delivery performance (often in JIT relations) the 

suppliers were offered long-term contracts. This phase were collaboration arise also brought a 

better information flow between the actors (Langfield-Smith and Greenwood, 1998). 

 

The fourth and most important phase emerged in the 1990s and is called supplier partnership 

and networks. This is where Japanese companies with their close relationship with suppliers 

were recognized by the western automotive manufacturers (Dyer and Ouchi, 1993; Ring and 

Van de Ven, 1992; Sako, 1992 cited in Langfield-Smith and Greenwood, 1998, p.333). This 

was not only recognized by the buyers but also by the suppliers which realized that the 

Japanese model included full information exchange between the actors. This model was very 

different from what they were used to regarding supplier-buyer relationship in the automotive 

industry. The long-term contracts that awarded suppliers also often came with the buyers 

providing direct assistance to manage the suppliers’ improvement regarding quality, reliability 
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and frequency of delivery but also the suppliers' processes and systems (Langfield-Smith and 

Greenwood, 1998).  

In the 1970s where buyers and suppliers saw themselves as single operators just focusing on 

gaining as much as possible with the transactions, now the essence of networks was focusing 

on breaking down structural barriers between the individual actors to increase the 

competiveness among the network. Now mutual assistance, regular sharing of technical 

information and foremost trust became important (Dyer, 1996 cited in Langfield-Smith and 

Greenwood, 1998, p.333). 

Nowadays when the manufacturing industry is highly exposed of competitiveness it is 

important for companies to focus on the things they do best and to have a clear strategy. It is 

also important to focus and build up a solid organization of central processes regarding to 

customers’ requirements (Bennet and Vaidya, 2005 cited in Soosay et al., 2016). This 

development has forced companies to build up a tight relationship with their suppliers. This 

relationship model can also help both the buyer and suppliers profit maximization (Soosay et 

al., 2016). 

Factors influencing the development of co-operative supplier relationship are many, but the 

most interesting one for the research question is ‘effective communication and information 

sharing’ which is highly important to achieve co-operative buyer-supplier relationship. To 

achieve a high level of trust among the involved parties an effective mutual communication 

and information sharing mechanism is of great importance to engender these features since 

‘poor communication have been cited as a major barrier to the development of trust between 

buyers and suppliers’' (Ellram, 1995b; Landeros et al., 1995; Lascelles and Dale, 1989 cited 

in Langfield-Smith and Greenwood, 1998, p.349). 

 

3.4.3 Sourcing strategies 

 

Sourcing strategies is an important element in today’s businesses and can be the difference 

between profit and loss. This is important because companies in general spend 55% of their 

revenue in new components and raw material, for their production (Burke, Carrillo and 

Vakharia, 2007). Companies want to minimize the cost and waste to produce their products 

with maximum profit and with this information the sourcing strategies can have a major role 

in a company’s decision making process. The decision of which choice of strategy that should 

be conducted will impact the whole supply chain structure depending on which type of 

components or products the company produce (Rijpkema, Rossi and van der Vorst, 2014). 

 

According to Jonsson and Mattsson (2011) there are two main sourcing strategies, single and 

multiple sourcing. There are also a couple of complementary strategies which originates from 

these two sourcing strategies, for example dual, hybrid and single group sourcing.  

 

In Jonsson and Mattsson (2011) it is described that single sourcing is a strategy where a 

company use one supplier for a specific type of component. The main argument to use this 

strategy is that the company invests in small quantities for the specific item, but also because 

the administrative cost would have been too costly with two or several suppliers. Many 

companies that use single sourcing have a strong connection and partnership with the single 

supplier, this is especially common in the manufacturing industries. There is also an argument 
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to use single sourcing if there is a lack of suppliers on the market that can produce the right 

item with the right quality. One negative aspect of using single sourcing is that a company can 

be too dependent of the supplier which can cause problems if one of them goes bankruptcy or 

run in to other major problems (Jonsson and Mattson, 2011).  

 

Multiple sourcing is the most common strategy and it is a strategy where a company uses 

several suppliers for one specific item. Often this strategy is used when the company produce 

in high quantity and with short product life cycles. An argument to use this is that the 

company can push the item price down due the several suppliers’ competition and the ability 

to have a flexible change of supplier. One negative aspect is the difficulties to establish long-

term partnership with the supplier which is one of the most common arguments (Jonsson and 

Mattsson 2011). 

 

3.4.4 Cross functional teams 

 

Cross-functional teams are in most cases configured of different types of specialty areas or 

titles. It can be a group of people from experts and managers to workers and facilitators. It can 

also be persons from different departments in a company for example, R&D, logistics and 

purchasing to solve a common problem quicker and more flexible but also to provide special 

information from different perspectives (Ghobadi and D'Ambra, 2012). Cross-functional 

teams can be used in different types of decision-making processes, for example in the supplier 

selection process. Through using cross-functional teams in different decision making 

processes it can add important information  and it can become a different or non-expected 

decision because of the cross-functional configuration. Further, this can lead to more optimal 

solutions being decided instead of suboptimal (Meschnig and Kaufmann, 2015). 

 

Many organizations are built up of a hierarchic system, which can provide problems with 

communication between employees and managers. A hierarchic organization tends to build up 

silos between the departments in the organization. The problem is that the information sharing 

between the organization members, often becomes one directional (Mohamed, Stankosky and 

Mohamed, 2004). 

 

Ghobadi and D’Ambra (2012) mentioned that achieving an effective collaborating group of 

peoples it is necessary with willingness to share information. It is also important to have the 

same goal for a project and act as a group, this is also emphasized by Hirunyawipada, Paswan 

and Blankson (2015).  
 

Meschnig and Kaufmann (2015) mentioned in their article that there are a significant 

correlation between collaboration and the team’s experiences in order to find the right 

supplier when working with cross-functional teams. They write about the importance of the 

right types of participants in groups with right knowledge and social competence. All these 

criteria’s are critical in the supplier selection processes. 

  

http://www.emeraldinsight.com.lib.costello.pub.hb.se/author/Hirunyawipada%2C+Tanawat
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3.5 Section 4 – Problem solving 

 

This chapter will explain the fourth chosen principle which originates from the last section in 

the Toyota Way - Problem solving (see figure 1). In this section there are three principles, 

however, the chosen principle in this section is Principle 14 and this will be described 

together with the supplementary theories. 

3.5.1 Principle 14 

 

Principle 14 suggests becoming a learning organization through relentless reflection (hansei) 

and continuous improvement (kaizen) (Liker, 2004). 

The market of today makes it necessary to be a learning organization or otherwise 

organizations will face difficulties due to strong competition, insecurity and changing demand 

within the market. Innovation, flexibility and adaptability are features that are important 

nowadays to reach success and competitive advantage (Senge, 1997). 

According to the Toyota Production Systems (TPS) it is one thing if an individual co-worker 

finds an innovative way of working, but if the organization wants to be a learning one, it is 

necessary that the new way of working is spreading across the organization and is 

standardized and implemented by everyone until a better way of working is found (Liker, 

2004). 

Innovations, standardized and implemented new ways of working is just one side of the coin. 

The most important side is probably how Toyota implements their down-to-earth process 

about continues learning and improving. By doing this the company is learning new things 

along the way and stresses the importance of learning from their mistakes by lessons learned, 

finding the root cause, taking effective actions, giving co-workers the authority to set this 

actions in place and to transfer their knowledge to the right persons (Liker, 2004). 

To learn means that you have the ability to build new knowledge and experiences on your old 

ones and to gradually move forward with small steps. To be learning is not only about 

gathering new information, but also to conduct an approach of self-reflection, self-criticism 

and eager to improve (Senge, 1997). According to Liker (2004), western people often see 

criticism and recognition of mistakes as something negative and as a sign of weakness, it is 

also easier to point at someone else when something goes wrong. In Toyota the strongest sign 

of strength is admitting mistakes, taking responsibility and to propose actions for it not to 

happen again. 

Taking responsibility and admitting mistakes are not just strength in a sense of being able to 

take actions for prevention. It is also essential for development and to be able to learn by 

mistakes and through lessons of them. How is it possible to learn if no mistakes are made? 

How is it possible to find root causes if no responsibility is taken? In Toyota's kaizen which is 

a strategy of continuous improvement there is a method called The 5 whys. This method is 

essential and key to Toyotas success and product development system. It is more important to 

find the root cause than the source of the problem because the root cause is hidden behind the 

source according to Taiichi Ohno in Liker (2004).  
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Table 1 is showing an example of the 5 Whys method in a good way. How the puddle of oil 

could be cleaned up, but would only be a temporary solution since the root cause requires a 

deeper way of finding the problem and to solve it. The point is to ask the question Why? until 

the root cause is discovered and to take actions against it on the deepest level to prevent it 

from reoccurring.  

 
Table 1 Peter R. Scholtes, The Leaders Handbook (McGraw-Hill, 1998 cited in Liker, 2004, p. 301) 

 
 

As mentioned before Toyota does not use a lot of technical and complex tools for different 

processes or problems. Instead Toyota tries to keep it as simple as they can with just some 

complex statistical tools. When Toyota is facing a problem they treat it with 20% tools and 

80% mental activity (Liker, 2004). 

 

Toyota uses a practical problem solving method which includes seven steps, see figure 3 on 

the next page. One of the seven steps is the mentioned 5 whys method as can be seen in table 

1. Before using the 5 whys it is important to grasp the situation, this part of the method is 

about getting an understanding of the problem and to clarify it. Here is where the tricky part 

is, the toughest part of doing this seven step method while facing problems is that it is easy to 

rapidly move forward before methodically and organized clarify the problem and the 

situation. This is a part of the learning organization where it is important that the working 

process is done with an open mind and with patience. The seventh step includes coming up 

with a new standardized way of working which goes hand in hand with continuously 

improvements and emphasizes the learning organization (Liker, 2004). 
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Figure 3 Toyotas practical problem solving method in seven steps (Liker, 2004, p.303) 

 

The learning organization does not only come from continuous improvements but also 

through relentless reflection. While doing continuous improvements it is also important to 

self-reflect, take responsibility and learn from it. These three features can be linked to the 

Japanese word Hansei which means "reflection" and can be compared to a "time-out". This 

Japanese cultural phenomenon is important in the Toyota Way but is also one of the toughest 

educational tasks to learn and introduce among others. Japanese and western culture differs 

where self-reflect, responsibility and learning from mistakes are often tougher to learn 

westerners. In Liker (2004) a quote from Mike Masaki, CEO for Toyota Technical Center 

1995-2000 emphasizes this; 

 
 '.... Recently I audited a prototype of the car body to the next generations Avalon. I pointed 

out that the components where very bad, and the Americans reacted with unease. In Japan 

the reaction would rather be: "I should have done this better, I have done a mistake." But in 

the USA the design engineers would like to think: "I have done a good job, so now I would 

like my reward." That is a significant cultural difference. In Japan we do not point out the 

positive thing, instead concentrate on the bad things.' 

 

(Liker, 2004, pp.305-306) 
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Another emphasizing quote about the learning organization and about the Japanese cultural 

word Hansei is also brought up in Liker (2004) by a man named Bruce Brownlee, director of 

Toyota Technical Center;  

 
'Hansei is actually something deeper than reflection. It is about honesty regarding your own 

weaknesses. If someone just represents their strong sides it is showing off. But if someone 

genuinely admits their weaknesses it is a sign of great strength. But that is not all. How can 

someone change to overcome their weaknesses? That is the core value of kaizen. If 

someone does not understand hansei, kaizen is just continuously improvements. Hansei is 

pushing the improvements forward - moves the whole process forward.’ 

 

(Liker, 2004, p.306)  

 

According to Liker (2004), hoshin kanri is another Japanese word which stands for policy 

deployment is Toyotas process of spreading objectives from the top of the company down to 

the work group level. Hoshin kanri is aspiring to within the learning organization create 

mutual goals for the employees to follow and strive for. Setting up transparent and specific 

goals is essential and a must, it is of great importance that the goals are designed to be easily 

measurable and concrete for example reducing the parts per million defects by 75%, reducing 

inventory by 50% and so on. 

 

Becoming a learning organization is a major undertaking, it took Toyota far more than 10 

years to create a close resemblance in USA that was built over decades in Japan. The 

transformation is an ongoing process no matter the company’s name (Liker, 2004). 

 

3.5.2 Learning organization 

 

Senge (1997) states in his work The Fifth Discipline that the basic obstacle to success of 

businesses is their reluctance or inability to learn. He emphasizes the collaboration between 

adaptive learning and generative learning. For a business to survive in an era of constant 

change and intensified competition this collaboration is necessary, the adaptive learning is for 

the way of survival learning but this has to be joined by generative learning which enhances 

the businesses capacity to create (Senge, 1997).  

 

Learning from experience is not always enough to ensure survival according to Senge (1997) 

where it is mentioned that the average lifetime of large enterprises is less than 40 years. This 

could have been avoided if Senge’s (1997) statement were emphasized where the 

collaboration between learning from individual experience (adaptive learning) were 

collaborated with the ability to recognize and adjust to impending threats within the group and 

business (generative learning). 

 

To become a learning organization Senge (1997) stresses the importance of this collaboration 

to overcome the inability to learn, otherwise the business might face consequences where 

individuals according to Senge (1997, p.47) ‘concentrate on their own ‘niche’ activity with no 

overall vision of what that activity is designed to achieve. The result can only be apathy and 

disillusionment for the individual and reduced productivity for the organization’. 

 

In the article about The Fifth Discipline, Senge (1997) is mentioning a demonstration of this 

reduced productivity and also the consequences where individuals do not have the overall 

vision of the business. Managers from Detroit stripped down a Japanese car where they found 
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that a bolt of one standardized type were used three times where they on their own engine 

where using three different types of bolts. This was connected to the fact that the department 

of design used three different teams where they all were responsible for 'their component'. 

This made the assembly of the car a lot slower and more costly to manufacture.  

 

This demonstration emphasizes how the consequences of myopia within the business have 

great impact of the organizations ability to learn and improve. Even though the engineers used 

three different bolts where the Japanese only used one the engineering teams were satisfied 

with their inputs because its bolt and assembly 'worked fine'. This inability disables the 

learning organization and creates egocentric working practices where individual actions are 

taken without the ability to extend beyond the individual position (Senge, 1997). 

 

As a learning organization it is important to assimilate what the famous philosopher George 

Santayana once said ‘Those who cannot remember the past are condemned to repeat it’ 

(Senge, 1997, p.50). This phenomenon is realized where companies repeat their previous 

strategies that failed them before. According to Senge (1997) the trick is to understand the 

past, not discard it. 

 

3.5.3 Eight discipline problem solving (8D) 

 

The 8D process is a standardized method that first aims to manufacturing companies and has 

especially been used of automotive companies (Behrens, Wilde and Hoffmann, 2007). The 

method is used like a bidirectional or an integrated process between a focal firm and a 

supplier. Companies and organizations use the method to find errors in the production and to 

find the root cause to the error. Moreover, Behrens, Wilde and Hoffmann mention that this 

method prevents failure to reoccur and raises the quality level in the long run. 

 

According to Behrens, Wilde and Hoffmann (2007) the method arises from the U.S military 

system from another method which was called “Corrective Action and Disposition System for 

Nonconforming Material” and was used in 1974. This method was used as ‘a cost efficient 

plan of action to handle and dispose of non-conforming material’ (Behrens, Wilde and 

Hoffmann 2007 p.94).  

 

Furthermore, Behrens, Wilde and Hoffmann (2007), mentions that today the 8D method is 

widely used in manufacturing companies and especially in the automotive industry. The 

process starts with an identification of an error or a problem. The supplier gets contacted 

about the complaint and the first step D1 is to build up a core team for handle the problem see 

Figure 4 on the next page. Usually the team is a cross functional team with employees from 

different functions of the company.  

 

In D2 the company does a brief problem description about the failure or the error. And in D3 

an action plan to control the process and set up an interim solution for the error. In D4 the 

company does a root-cause analysis of the problem to thoroughly investigate the source of 

error. D5 and D6 are connected to each other, D5 consist of an action plan for the longer time 

horizon and in D6 the action is made in practice to build up a more solid process. When 

companies has built up the new action plan and got a solid process the D7 change the actions 

in the process with new standards and guidelines from the D5 and D6. The last step D8 is to 

do a complementing report and close the case (Behrens, Wilde and Hoffmann, 2007). 
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Figure 4 Complaint management system cycle using the 8D-method (Behrens, Wilde and Hoffmann, 2007, p.93) 
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4 Findings 
 

In this section a process mapping of the current situation from the case study Volvo Cars 

Torslanda is presented. According to the delimitations, this report and section only includes 

incoming material issues and the procedure to solve this in a short time horizon and long time 

horizon. There are other departments at Volvo Cars Torslanda like purchasing, logistics and 

R&D which is not include in this report. Even if the writers does not include these department 

and processes in detail the writers still mention a small section of purchasing improvement 

both in the Volvo section and in the analyze.  

 

Incoming material quality is a function at Volvo cars that operates the daily quality process 

with the suppliers. IMQ primary goal is to keep the production flowing during the work with 

improvement of quality. Quality issues with separate components are something that is 

common in the daily operations and in some cases hard to avoid. IMQ are stationed in each 

plant of Volvo cars worldwide, and work closely connected to SQM (supplier quality 

management). Who have the responsibility to manage supplier in the long run to prevent and 

reoccur quality issues. This section also includes processes how Volvo manages to solve 

quality issues in practical. This research has been made by interviews with Volvo Cars 

Torslanda employees and observations made by the writers. 

 

4.1 Process mapping 

 

Figure 5 is a process mapping of how Volvo Cars Torslanda departments Supplier Quality 

Management (SQM) and Incoming Material Quality (IMQ) work with quality issues from 

when a problem has been visualized to when it has been completed through problem solving. 

This section will be presented and explained according to Figure 5s flow with the starting 

point at where the supplier delivers material to the Volvo Cars plant. The process mapping is 

mainly showing the internal processes when a problem has been detected. The internal 

processes are ranging from the IMQ to when the site SQM has successfully, together with the 

supplier improved the concerned quality issue. 



 

- 24 - 

 

 
 
Figure 5 Process mapping of the current situation 
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Figure 6 Description of symbols in the process mapping figure  

 

4.2 Incoming Material Quality (IMQ) 

 

When a quality problem visualizes in practice the investigation starts, regardless how 

extensive the problem seems to be. The person who founds the issue alarm and the team 

leader sends it forward to IMQ. Quality issues of components can be discovered in different 

functions or stations in the factory, for example in the production line, in different storages 

and in the audit control. The main objective for the IMQ personnel is to protect and maintain 

a smoothly running production in the Volvo plants’. They are also a link between the plants’ 

and the supplier quality management personnel who are more involved directly with the 

suppliers. 

 

The damages can be varying but also be reoccurring which can be problematic for Volvo 

Cars. The first question IMQ takes into account is who has the responsibility for the quality 

issue. Is it a material problem or is it an assembly related problem in the production line? If 

the problem is an assembly problem it becomes an internal process for Volvo Cars to improve 

their internal quality. If the problem is an external related issue for example material problem 

or if IMQ cannot exclude a material problem there is a new investigation that will start to find 

the root cause of the problem which includes the concerned supplier. The IMQ personnel then 

involves the specific supplier by sending them a Torslanda Technical (TT) report which will 

be explained in section 4.2.4. This is the first step in the eight discipline problem solving 

method (8D) that Volvo Cars are working with to minimize and reduce quality issues related 

to the suppliers’. The first thing that is done from IMQ personnel is to send the supplier a fault 

description (D0), this is done in a standardized document, however the information and 

description is not standardized which makes the fault description (D0) to sometimes vary 

depending on who is writing. This can sometime cause suppliers to not fully understand the 
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concerned problem and amount to extra work and time for both parties to begin the problem 

solving according to a respondent. 

 

4.2.1 Audit control 

 

The audit control is a careful quality check of completed cars. The cars are randomly picked 

out from the factory complete into the quality check. The audit control has restriction to 

choose a certain quantity of car models per day.  

 

The cars are controlled through a detailed and a standardized list with control areas which is 

executed by a single employee who should act as a critical consumer. The audit control is an 

objective control with the purpose to confirm and evaluate quality issues and also to highlight 

problems that can be important to take care of to improve the quality. When the audit 

personnel have controlled the car according to the standardized list the vehicle is tested on the 

road for about 50 km. The car is also taken into a test ground where all functions are being 

checked.  

 

If the personnel in the audit control find a problem it is graded in Volvo Consumer Product 

Audit (VCPA) all problems are also confirmed and summarized in the vehicle reports for 

statistics. After the audit control the cars are being transferred to the Audit Showroom. 

 

4.2.2 Volvo consumer product audit (VCPA) 

 

To improve quality there is important to rate different kind of issues in a special scale. The 

VCPA is a robust scale of a rating system from serious issues to smaller issues. There is also a 

procedure how to handle each of the issues that occur. The VCPA rating is build up from a 

customer point of view. In other words, the rating works as an objective scale with different 

severity levels.  

 

The VCPA scale is not shown in the process mapping figure 5, this is because the VCPA is 

not a process that is specifically placed at a certain place. The VCPA rating system is a rather 

mobile and active process that is used as soon as a problem is detected regardless of where in 

the factory the problem has occurred.  

 

Safety and Legal concerns (S 300) 

 

There are different severities with the VCPA rating scale. The most serious rating is S300, 

which are serious issues that can be a major safety risk due to the customer. With a S300 

rating the car is not usable. Moreover, it is common that S300 issues not fulfil the legal 

requirements, which is always set to an S 300 rating. 

 

With a S300 rating, immediate actions are taken to repair the car. There is also a start of an 

investigation of IMQ, to prevent reoccurrence of the issue. Volvo cars also stop shipment of 

the cars to investigate if damaged cars already shipped from the factory. However, make sure 

that the issues not already in use on the market. 

All S300 issues are taken with highest priority to solve and prevent. If the investigation shows 

that the supplier is responsible, there is a following procedure with a TT-report, and later on 

an 8D analysis. 
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Major A-concerns (A 100) 

 

A100 issues are major problem that have a strong impact of the car. All customers or the most 

of the customers will have a strong reaction of the damage. This means that all A100 

problems are repaired immediate and that the shipments of the cars are also temporary 

canceled. The cancellation of the cars is due to the issues nature which is categorized as a 

major problem towards the consumers’ security. When an A-concern occurs in the audit 

Volvo take corrective actions to prevent reoccurrence. 

 

Significant B-concerns (B 50 and B 30) 
 

B50 are issues, which have an impact of the specific car and must be repaired. There is a 

serious deviation if the issues occur frequently. In individual cases a B50 issues are rated as a 

significant problem, there the average customers will complaint. There is also important to 

take actions to correct these kinds of issues, and a B50 car should not reach the customer. As 

all Safety, A and B concerns Volvo take corrective actions to prevent reoccurrence. 

 

B30 issues are moderate issues, which in the most cases are necessary to repair. In the 

objective scale, some of the customer will notice the issue. Volvo cars perceive B30 issues 

like a problem, which can be a serious problem in the future. Moreover, frequently B30 issues 

are a serious deviation. Therefore B30 cars should not reach the customer. 

 

Critical customer C-concerns (C 10) 

 

C10 issues are less serious issues. Volvo cars expect that only expert customers will 

complaint. Therefore, in the most cases there is no need to repair individual issues. Only in 

frequently C10 problems Volvo takes actions to repair and take the issue further. C10 

problems can be praxis for future car models, which changes can be made to improve quality 

later on. 

4.2.3 Audit showroom 

 

The cars that are damaged, regardless if they come from audit control, the production line or 

from another process in the factory are showed in audit showroom. The purpose with audit 

showroom is that IMQ and involved personnel from other departments can observe the 

damages and get their own view of the issue. Also there are some sequence suppliers that 

attends the audit showroom. 

 

Later the supplier gets contacted and usually they come to the factory and try to solve the 

specific problem. The most of Volvo Cars suppliers have an authorized employee close to the 

factory in Torslanda if a quality issue occur to easily and flexible solve things out and 

investigate the root cause.   

 

The damages are replaced if possible to quickly get ready for factory complete and distributed 

to the customers. All damages cannot be replaced in a quick way depending on i.e. the type of 

component or supplier. If a sequence supplier makes the component is sometimes hard to 

commute the component quickly, because the system anticipate that a component are 100 % 

complete. And the problem is that the components are distributed in a special order and in a 

limited time deadline, connected to a specific car model.  
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Sometimes component from non-completed cars are used to complete damaged cars in order 

quickly distribute to the customer. Non-critical components can directly been replaced on the 

production line or in special workshops connected to the line. If a problem occurs in the audit 

control there are special analyze workshops that can repair or commute components quickly. 

A quality issues always be commuted and repaired regardless of failure grade. When a failure 

has been discovered and analyzed of the IMQ personnel a TT-report is always sent to the 

supplier. 

 

4.2.4 Torslanda Technical (TT-report) 

 

When a failure has been discovered and analyzed by the IMQ personnel and the problem is 

considered to be related to a supplier a TT-report is sent. The Fault description is the first step 

in the Eight Disciplines Problem Solving procedure (8D), which is called D0 and is conducted 

by the IMQ personnel. 

 

This is the first step in the root cause analysis and problem solving method that Volvo Cars 

are working with according to the 8D. The TT-report includes a fault description that is a 

short explanation of the problem and which component is concerned. This is done in a 

standardized document, however, the description done by the IMQ personnel towards the 

concerned supplier is not standardized and can sometimes vary depending on the responsible 

IMQ employee. According to a respondent this can sometimes cause extra work and time 

though suppliers sometimes not fully understand the descripted problem. 

 

The TT-report includes a penalty fee for the supplier which is 300 Euro for batch suppliers 

and 600 Euros for sequence suppliers. The penalty fee is to cover the expenses for IMQ and 

SQM personnel and processes but the fee is mainly to promote improvements of quality at the 

suppliers. 

 

4.2.5 Eight discipline problem solving (8D) 

 

The Eight Disciplines Problems Solving is a standardize method to solve problems. The 

purpose is to identify, correct and eliminate new and recurring problems. Volvo Cars is using 

the method for supplier’s articles and processes, which are not following the requirements. 

The supplier makes the 8D reports when a problem has occurred in collaboration with Volvo 

Cars different departments of responsible.  

 

The IMQ department is responsible together with the supplier to finish the third step (D3). 

There are sometimes other personnel from different departments, R & D, Logistics and 

MP&L etc. helping out in the processes different steps depending on how serious the problem 

is for example in the VCPA and which component is concerned.  

 

The Supplier quality management (SQM) department can help IMQ earlier in the process 

depending on how extensive the problem is but otherwise the SQM takes the command 

together with the supplier after the D3 step. The SQM department then has the responsibility 

until the case is closed in D8. The reason why Volvo runs the 8D method is to improve 

quality and to learn from problems.  
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 D0: Plan: Plan for solving the problem and determine the prerequisites. 

 D1: Use a Team: Establish a team of right people with product and process knowledge. 

 D2: Define and describe the Problem: Specify the problem by identifying in quantifiable 

terms to who, what, where, when, why, how, and how many (5W2H) for the problem. 

 D3: Develop Interim Containment Plan; Implement and verify Interim Actions: Define and 

implement containment actions to isolate the problem from any customer. This is usually the 

last step for the IMQ (incoming material Quality) personnel, and in the next step D4 SQM 

takes over. 

 D4: Determine Identify, and Verify Root Causes and Escape Points: Identify all applicable 

causes that could explain why the problem has occurred. Also identify why the problem has not 

been noticed at the time it occurred. All causes shall be verified or proved, not determined by 

fuzzy brainstorming. One can use five whys or Ishikawa diagrams to map causes against the 

effect or problem identified.  

 D5: Choose and Verify Permanent Corrections (PCs) for Problem/Non Conformity: Through 

pre-production programs quantitatively confirm that the selected correction will resolve the 

problem for the customer. (Verify the correction will actually solve the problem) 

 D6: Implement and Validate Corrective Actions: Define and Implement the best corrective 

actions. 

 D7: Take Preventive Measures: Modify the management systems, operation systems, 

practices, and procedures to prevent recurrence of this and all similar problems. 

 D8: Congratulate Your Team: Recognize the collective efforts of the team. The team needs 

to be formally thanked by the organization. 

(Volvo Cars, 2016a) 

 

After the 8D procedure Volvo always want that the supplier build up a new form of standard 

for the problem, to prevent reoccurrence. When Volvo has closed a case and when the 

supplier has created a new standard to prevent the problem to reoccur all the cases are 

gathered in Volvo’s internal database. This database has the purpose of being available to 

everybody as a “knowledge bank” with summarized lessons learned. 

 

4.2.6 Pickroom 

 

After the audit control and audit showing there is a meeting in a so called Pickroom. Here is 

where the concerned staff thoroughly walks through the problems which have occurred in the 

factory. The responsible and concerned staff from different departments explains and raises 

their commentary points to all presents including manufacturing management.  

 

The points brought up in pickroom are usually repeatedly problems which have occurred 

during manufacturing or from incoming material brought by suppliers, for example two B 30 

in a row or if an S 300 occurred it is directly brought into the pickroom.  

 

During this meeting solutions and action plans are presented but also decision making if a 

problem/supplier should be escalated to kick-off meeting and potentially later pre-meeting. 

 

4.2.7 Kick off meeting 

 

During the kick-off meeting a concerned or potential problem is discussed and presented 

where all the data and information about the problem is gathered. It is also important to start 
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up a risk assessment for the actual problem and follow a standardized meeting agenda. For 

example, is the problem concerning any legal requirements, have we delivered any cars with 

the actual problem and where was the problem discovered. The kick-off meeting should be 

held during the same day of where the problem was brought to surface. The agenda might not 

be completed during one session, and then a new one must be scheduled to complete the 

whole agenda. When the kick-off meeting's agenda is completed the current problem can 

either, if completed be closed or be escalated to pre-meeting if necessary to complete the 

issue. 

 

4.2.8 Pre meeting 

 

When the kick-off meeting's agenda is completed a pre-meeting is held. During the pre-

meeting all concerned staff is gathered, for example (IMQ and others) but also the concerned 

supplier. The pre-meeting's agenda is following the DMAIC (Define, Measure, Analyze, 

Improve and Control) method which is thoroughly worked through with the supplier where 

potential steps and actions to rectify the problem are discussed.   

 

The pre-meeting is also following the 8D (Eight Disciplines Problem Solving) where the IMQ 

department of Volvo already has completed the D0 (Problem awareness) and sent a Torslanda 

technical report to the concerned supplier. The D0 and the Torslanda technical report charge 

the suppliers for a cost of 300 euro or 600 euro depending if the supplier is a batch- or 

sequence supplier.  

 

This D0 step is also the start of the 8D process where the 'ERA' (Emergency Response 

Action) also might be filled in. The remaining seven steps in the 8D process is the supplier 

forced to complete within a certain amount of time together with IMQ until D4 where SQM is 

taking over to complete the remaining steps with the supplier. 

 

4.3 Supplier Quality Management (SQM) 

 

SQM mission: ‘Secure that the supply base can produce and deliver parts within specification 

to the required volume’. 
(Volvo Cars, 2016b) 

4.3.1 Resident SQM 

 

Supplier Quality Management resident engineers’ purpose is to manage the 0-km issues, these 

are the issues that has been detected while the car is still in manufacturing and/or completed 

and has not run a meter yet. The purpose of the resident SQM is also to act as a link between 

plant operations i.e. for instance with Incoming Quality Management (IMQ) and with the site 

SQM to strive for zero defects in order to enable the SQM mission: 

 
‘Secure that the supply base can produce and deliver parts within specification to the 

required volume.’ 

(Volvo Cars, 2016b) 
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Resident also manages the field issues and errands older than three months. 

The Resident SQM engineer’s main tasks are for example: 

 
 Identify, coordinate and drive activities related to supplier manufacturing process quality concerns 

during analysis (for example audit), problem solving and corrective action implementation. 

 

 Take lead for activities with escalated incidents in conjunction with site SQM. 

 

 Identify, communicate and resolve serious quality deviations, stop shipments and drive to solution 

 

(Volvo Cars, 2016b) 

 

These main tasks are in conjunction with the responsibilities of the resident SQM engineer 

which are to complete the analysis of the escalated plant- and field quality and issues. Also to 

address and track items towards the concerned Site SQM organization where assistance is 

needed but also to develop and present management reports for supplier process related 

concerns. 

 

4.3.2 Site SQM 

 

The Supplier Quality Management site engineer’s purpose is to be responsible for an allocated 

set of supplier manufacturing locations. The site engineers' activities are focused on product 

performance at external suppliers, supporting both new programs and running production to 

prevent and correct disturbances to Volvo Cars plants. Site engineers are divided in teams 

within their area of responsibility for example interior, exterior and electricity. 

 

Main tasks for the site engineers' within the SQM department is completing activities 

including frequent travel to suppliers' sites. Travels to suppliers depend upon various 

conditions including the supplier’s segmentation, specific type of activities and urgent 

situations. Site SQM engineers role is also closely linked with R&D and purchasing. 

The Site SQM engineer’s main tasks are to lead or support suppliers within the areas of for 

example: 

 

Sourcing for quality: 
 

 Assess potential of supplier to achieve the VQE (Volvo Quality of Excellence) award 

 

 Perform supplier evaluation according to Manufacturing Site Assessment (MSA) 

 

Quality assurance of new programs: 
 

 Drive quality assurance process with suppliers 

 

 Drive quality execution of manufacturing related issues 

 

 Verify the completeness of status Red, Yellow, Green assessment (MSA) 

 

 Analyze capacity, capability and drive improvement 
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Supplier site improvement and running operations: 
 

 Visit sites as required for MSA (Manufacturing Site Assessment) 

 

 Drive continuous improvement and resolution of systemic site concerns 

 

 Develop work plan to reduce QR (Quality Rejects) 

 

 Perform Lean deployment and manage 8D activities at supplier from D4 to D8 closure 

 

 Escalate suppliers according to the Escalation process and manage constraint suppliers 

 

 Review and follow up on supplier work plan to achieve VQE award 

 

(Volvo Cars, 2016c) 

 

Site SQM engineers are annually auditing and reviewing suppliers for the completion of the 

MSA documentation so that the supplier fulfill Volvo Cars set of standards but also to reach 

VQE status completing the different elements.  The MSA documentation is currently done as 

mentioned annually, this document focuses on the supplier with a holistic perspective taking 

into account the suppliers system and organization which makes the document slow compared 

to the FMEA/PFMEA review which is conducted more frequently as a living document. 

 

4.3.3 Manufacturing Site Assessment (MSA) 

 

The Manufacturing Site Assessment (MSA) document is an evaluation document that Volvo 

Cars is using to improve and evaluate the suppliers’ general performance to meet Volvo Cars 

and the end customers’ expectations. Each year the site SQM is doing an annual audit of the 

MSA document where he or she visits the supplier and goes through the document and all 

questions. 

 

The MSA document is a proactive document which aims to help the suppliers to improve their 

general management system and the whole organization. The document is divided in to 

sixteen different elements were the elements has several questions that has to be completed by 

the supplier. Each question is rated into green, yellow and red depending on the completeness 

which works as a self-evaluation for the supplier but is reviewed and confirmed by the site 

SQMs during the annual audit of the supplier. Because the MSA document is reviewing the 

suppliers’ only annually this makes the process “slow” according to one respondent at Volvo 

Cars. The document also works as a sourcing tool for future supplier selections and is an 

element in the VQE award. 

 
1.  Planning for Manufacturing Process Capability 

2.     FMEAs/Control Plans 

3.     Employee Readiness/ Training review 

4.     APQP/ Launch/ PPAP and Run- at- rate Review 

5.     Manage the change 

6.     Sub-supplier Quality Management 

7.     Control of incoming Quality 

8.     Process Variability Monitoring/ reduction 

9.     Measurement System 

10.   Control of Parts/ Part Identification/ Packaging/ Shipping 

11.   Testing/ Engineering Specification 

12.   Maintenance (reactive, preventive, predictive) / Housekeeping 
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13.   Manufacturing Flow/ Process engineering/ 6 Sigma and Lean Manufacturing Metrics 

14.   Problem Solving/ Corrective actions 

15.   Health & Safety 

16.   Risk Management 

(Volvo Cars, 2016d) 

 

4.3.4 Volvo cars quality excellence (VQE) 

 

Volvo Cars Quality Excellence is an award with a number of elementary quality and 

manufacturing principles which purpose is to guarantee the success of a supplier. The supplier 

has to be approved in twelve disciplines, and maintain this status over time. The disciplines 

are built up by eleven performance elements and one customer endorsement element, which 

also is the final step.  

 

The twelve disciplines are: 

 
1. Certificates ISO 14001, ISO/TS 16949 and required commodity specific certificates 

2. Manufacturing Site Assessment and Commodity Specific Assessment, CSA 

3. Lean Deployment Assessment, LDA 

4. MMOG/LE 

5. Site 6 Month PPM vs. Target 

6. Logistics 6 Month Average – number of Administrative Failures vs Target and 6 

Months Delivery 

7. Customer Plant Impact – Number of QR Incidents vs Target, VCPA A100/ S300 & 

Launch Issues 

8. Escalation 

9. Stop Shipment 

10. Filed Action 

11. Trust 

12. Customer Endorsements – Receiving Plants, MP&L, Service and supplier Quality 

Management 

(Volvo Cars,2016e) 

 

This data is collected in a transparent data system between Volvo Cars and the suppliers and 

is evaluated in a specific ranking each month. Each element is individually rated in three 

possible categories A, B and C.  

 

According to Volvo Cars (2016f), category A - suggests that the supplier is completely 

capable, B - suggests that the supplier is capable and C - suggests that the supplier is not 

capable at the moment. The score are set to 0 to 60 points in each element. The total 

maximum score is 300 points. 

 

When a supplier has reached all twelve targets they are being awarded with a VQE award. To 

get the award the supplier must have rating A on each twelve targets see Figure 7 below. The 

supplier have to keep the A rating in all elements for at least three months.  VQE is an 

important way to show the supplier that they are doing right things and also a good partner for 

Volvo Cars Corporation. The VQE award can lead to an advantage later on, with new car 

model programs but according to a respondent this is not a guarantee for further selection of 

the supplier. 
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Figure 7 The Volvo Cars Quality of Excellence award circle (Volvo Cars, 2016e) 

 

4.4 Escalation process 

 

When a serious problem occurs at a supplier to Volvo Cars Torslanda, Volvo can chose to 

escalate the supplier if necessary. With escalation means that the situation is unsustainable 

and there is necessary to get further and investigate the supplier. A supplier can end up in an 

escalation in three different ways. The first is a supplier in constraints, for example that a 

facility at the supplier has been destroyed of several causes. There can be that a supplier 

systematically underperforming regarding to the Volvos requirements. The third can be a 

serious concern, which can be problems connected to trust and damage Volvo Cars reputation.  

 

All this problems that the escalation team gets are important to solve in a fast and flexible 

way, to not disturb the production plant at Volvo Cars. To do that the team is configured 

cross-functional, with a broad knowledge involving different department for example R&D, 

logistics and SQM.  

 

The escalation process have three different paths depending on the suppliers issue. It can be 

either supplier in constraints, supplier systematically underperforming or serious concern 

which is shown in Figure 8 on the next page.  
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Figure 8 The escalated supplier process (Volvo Cars, 2016f) 

 

4.4.1 Supplier in constraints 

 

A supplier can be placed in constraints if a type of serious accident/ issue occurs. Moreover, it 

means that there is a large threat against the Volvo Cars production that has the potential to 

stop the production line. These problems can be categorized in four main disciplines. 

 
1. Delivery problems 

2. Force majeure (problems out of control) 

3. Financial issues 

4. Commercial issues / strikes 

 

The escalation team act separately and have a special group of people for the operations. 

These operations are critical and according to the respondent the team shall solve the specific 

problem irrespectively of cost and recourses, to avoid line stop. The first step is to look at the 

status report. However, find the real problem. This type of problems prepares in consultations 

with the supplier to soon as possible solve the problem. Volvo Cars also want that the supplier 

have made an 8D-report before the work can start, for more information and support. But in 

some cases the supplier, which according to the respondent believes is a problem, does not 

make 8D-report in time. This sometimes led to delays in the process which can have negative 

effect due to the production. Step 2 is to inform the supplier’s stakeholders, and especially 

take contact with right persons at the suppliers. Inform persons who have authority to make 

changes, and take decisions. The situation evaluates of the team and decisions to go further to 

the next step or leave it to the supplier and the site SQM at Volvo Cars. 
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4.4.2 Supplier systematically underperforming 

 

The IPA (Pre-Escalation Progress) process is when a supplier is systematically 

underperforming in one or several areas. For example it can be that the supplier does not 

follow the expectations and/or requirements that are agreed, it can be failure to deliver on 

time or quality issues. Volvo then sets up a pre-escalation progress (IPA) team. The IPA 

process contains of a cross-functional team with purpose to prevent the supplier to end up in 

the escalation process. The supplier has six week to improve and if the supplier does not 

fulfill the goals in time, the supplier will be escalated to step 1. 

 

Step 1 
 

The first thing Volvo cars does is to select a champion. A champion is an independent 

employee at Volvo cars who have the task to support both sides in the process, Volvo Cars 

and the supplier. The escalation team consists of employees from Volvo cars that have 

knowledge about the suppliers’ components form different departments, which make the 

process, cross-functional. Volvo also takes to consider if the supplier is right for Volvo and if 

they got any more business. In the most cases Volvo Cars keep the supplier in business, due to 

the high cost to get free from a supplier. If the supplier is VQE certificated this status been 

repealed. 

 

The time limit for step 1 is 8 weeks. Under this period there is sat an action plan for the case 

and also exit criteria’s. The supplier expecting to reach those goals and criteria’s within the 

time limit. If the supplier reaches the goals and criteria’s they are taken away from the 

escalation process. But the supplier is still under surveillance, in a (monitoring phase). It is a 

distance surveillance, which mean that the escalation team is not takes action among the 

supplier. If the supplier still underperforming after 8 weeks they are sent to the step 2 in the 

escalation process. 

 

Step 2  
 

If the supplier does not reach the criteria’s’ and goals in step 1 they are moved to step 2. In 

step 2, the case is moved up to director level. The most important question is what did go 

wrong in step 1. In the most cases there are only more time is need, in other cases a new 

action plan are made to solve the problem. The step 1 is similar to step 2 but with stronger 

surveillance and it is on a higher level. But the procedure is working the same way like in step 

1. The team is setting up an action plan, with goals and criteria’s, which have to be solved in 

the time limit 14 weeks. 

 

Step 3 

 

In step 3 the supplier always are moved to “on hold”, which means that the suppler is not 

receiving any more business, after the specific car model are phased out. “On hold” is a 

temporary solution and can be changed if the supplier succeeds to improve the quality issue. 

To end up in step 3, a suppler have to fail to reach the criteria’s and goals in step 2.  

 

The case is always moved up to vice president level and has limited time on 14 weeks. This 

step is often the last step because to phase out a supplier is not common. It is fairly the same 

agenda from all steps but this step is getting more and more serious. If the supplier doesn’t 

reach the goal in step 3, there is a deviation of the case, to phase out or have left, with strict 



 

- 37 - 

 

surveillance. Often the supplier and Volvo find a solution for the issue in step 3 or before I 1 

and 2. 

 

Step 4 
 

This step is not common but according to the respondent it can happened a couple of times 

per each ten years. This is a step, which often takes years, and depending on which type of 

supplier it is. Supplier who are producing critical components, are hard to find regarding to 

quality, geographical area and price etc. And they are also hard to phase out, regarding to 

agreements and legal aspects. Other supplier’s whit non-critical components are simpler to 

phase out. 

 

4.4.3 Serious concern 

 

Serious concern is an incident that can damage Volvo Cars reputation. For example, it can be 

a trust issue or incident where a supplier does not follow the set agreements. It can also be an  

environmental accident for example a big fire or social issues where the supplier does not 

reach the requirement of Volvo Cars standards. Another issue can be that the suppliers do not 

take care of the aftermarket. The Volvo Cars escalation team is following an agenda where 

the first step is to understand the problem. Then it is important to explain the problem to the 

supplier and the last step is to give recommendations or orders what to do.  
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5 Analysis 
 

In this section there will be a presentation of the research question where the theoretical frame 

of references will be connected to the case study. The objective is to compare the literature 

study of the chosen Toyota way principles and the other comparative theories with Volvo 

Cars Torslanda way concerning quality issues related to suppliers. The analysis will be 

structured so that the readers easily can see a connection between the theoretical part and the 

case study’s process where the analysis will compare the different sections. In this analysis 

the following questions will answered: 

 
 Give a thoroughly answer to the research question 

 Understand  the collected information from the case study 

 Present the argument forward in a logical way of thinking 

 Clearly connect the theory to relevant references 

 Present argument for the authors conclusions 

5.1 Section 1 – Philosophy 

 

“Principle 1: Base your management decisions on a long-term philosophy, even at the 

expense of short-term financial goals.” 

 

How can the first principle in section one (philosophy) of the Toyota Way and the other 

theories contribute to answer the research question? 

 

The first principles of Toyota’s way of working are the foundation and fundamental way of 

thinking and how to make decisions. Principle one is connected to the philosophical part of 

management and is aiming to pave the road for a successful destiny with faith. As Robert B. 

McCurry, former Executive VP at Toyota Motor Sales said in Liker, 2004, p.98; ‘….to reach 

success the most important elements are to have patience and focus on the long-term rather 

than the short-term result…’.    

 

This principle about basing management decisions on long-term philosophy even at the 

expense of short-term financial goals will be linked together with how companies are shaping 

their purchasing strategies. Because the reports delimitations a full insight into Volvo Cars 

Torslanda purchasing strategies and classifications has not been executable. However, the 

analysis is still important and applicable for the general car manufacturer and thus also 

prevailing for Volvo Cars. 

 

The two main types of classifications of suppliers are either through a competitive approach 

where it is assumed that the buyers can obtain the minimum price through competition among 

the suppliers. The other approach is cooperative and is conducted through a strategic 

relationship between the buyer-supplier to achieve a long-term goal (Chandra and Kumar, 

2000).  

 

Through interpreting the data and connecting the theory conducted the report can present an 

argument that a cooperative approach towards the suppliers is more preferable and this is also 

emphasized by (Chandra and Kumar, 2003). Chandra and Kumar states that the cooperative 

approach is a management style with a greater modern focus where the purpose between the 

parties is to have a flourishing and long-term relationship with a like-minded philosophy. 
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Today Volvo Cars is working with an award towards their supplier who fulfils the 

requirements of VCC. The VQE award’s purpose is to ensure the supplier’s success where 

they have to meet twelve different disciplines and maintain these over a certain amount of 

time. When the supplier has reached this quality excellence they are being awarded, by having 

this award Volvo is showing their appreciation and the supplier knows they are doing the right 

things. According to respondents and through our case study this award gives the supplier an 

advantage later on in a selection with new car models and programs between other suppliers 

but it is not guaranteed. 

 

The theory of reference suggests and emphasizes that this award is supposed to be a 

recognition towards the supplier and to emphasize a long-term relationship. However, 

according to respondents and the case study at Volvo Cars Torslanda this award does not give 

the suppliers who have reached the award a guaranteed new selection. As mentioned, because 

the case study did not bring full insight into the purchasing strategies and the supplier 

selection of Volvo Cars due to the thesis delimitations it is still preferable that the VQE award 

should be some kind of guarantee. This is of course unless something unpredictable happens 

which causes the relationship to not be desirable anymore. 

 

5.2 Section 2 – Process 

 

“Principle 5: Build a culture of stopping to fix problems, to get quality right the first 

time” 

 

How can the fifth principle in section two (process) of the Toyota and the other theories 

contribute to answer the research question? 

 

Principle number five in the Toyota Way is about a company’s processes where the aim is to 

build a culture within the company to stop something to fix the problems so that the quality is 

right the first time. If the assembly line in an automotive manufacturer never stops it means 

that there are no problems in the production. But in reality there are always problems in a 

complex assembly line at an automotive manufacturer. If a company wants to improve the 

processes it is important to stop the production to correct quality issues related to the 

processes though there is no point waiting until tomorrow since the problems will reoccur 

again and again. Quality related issues is much more effective and less costly to fix here and 

now rather than letting it continue downstream to require inspection and repairing which 

emphasizes the fifth principle (Liker, 2004). 

 

One problematic aspect of building a culture of this mentality is to change the management 

style. According to Liker (2004) the biggest cultural difference between running a factory in 

Japan versus running one in a western country is the problem were workers feel unease to 

take responsibility and stop the assembly line due to the fact that they are scared of being 

blamed for doing a bad job (Liker, 2004). The point is that the manufacturers have to build in 

quality into the process but also to support the workers with the right instructions. 

 

One way of building quality into the process and to secure the successfulness of the assembly 

is to constantly work with the technique of failure mode and effect analysis (FMEA). This 

quality tool can help evaluating and identify what could go wrong in the system, processes 

and equipment but to help increase safety of the personnel (Teoh and Case, 2005).  
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Using failure mode and effect analysis is also a method that can be used to secure that the 

product does not fail during manufacturing or while at the end customer (Aldridge, Taylor and 

Dale, 1991). This is an important aspect and Volvo Cars is today using FMEA both 

proactively and reactively. When a car is fully assembled and labeled as factory complete 

some cars are randomly selected to go through an audit control where the cars are carefully 

controlled through a standardized list by an objective controller to ensure that no problems 

reaches the end customer. If a new or reoccurring serious problem is found at the assembly 

line or in the audit control, the management can take a decision which can lead to an 

immediate stop in the assembly line in order to fix the quality problem. 

 

Proactively Volvo Cars are using both the FMEA and process FMEA in the manufacturing 

site assessment (MSA) document to secure that the supply base can produce and deliver parts 

within the specification to the required volume and quality. However while the FMEA work 

and control plans are continuously progressing and developing on specific parts and processes 

the MSA document which is a more general quality tool towards the suppliers are slower and 

just audited annually by the Volvo Cars and the Site SQMs.  

 

Even though the fifth principle in the Toyota Way is highlighting the here and now moment 

quality related issues can be minimized and prevented to begin with if a good foundation is 

set. It is also important to mention that quality related issues not always have to origin from 

bad components or badly managed failure mode and effect analyses plus other quality tools 

but they can also origin from bad management and culture.  

 

This is where it is suggested and analyzed the fact that the MSA document that is used to 

evaluate the suppliers on a general but still detailed level including quality should be 

performed and audited more often. The yearly review is time consuming for both parties 

(Volvo Cars and the supplier) but a suggestion is to separate the elements within the 

document so that the review could be done more frequently rather than annually to "attack" 

specific areas where suppliers might struggle and need stronger support. This can be 

suggested to ensure that fixing and preventing quality problems is done more regularly but 

also to improve and educate the supplier’s continuously. 

 

5.3 Section 3 – People and partner 

 

“Principle 11: Respect your extended network of partners and suppliers by challenging 

them and helping them improve” 

 

How can principle eleven in section three (people and partner) of the Toyota and the other 

theories contribute to answer the research question? 

 

The automotive industry today is demanding and complex, this forces the car manufacturers 

to build up and achieve long-term networks of like-minded partners and suppliers. Principles 

eleven in the Toyota Way is a principle about finding and develop reliable partners so that the 

network can work together towards mutual goals to achieve long-term advantages in the 

market (Liker, 2004). 

 

Due to the markets evolution and increasing competitiveness it is today even more important 

that you as a company recognize that there are strong competitive advantages in developing 

great partnership with your network. These relationships between the buyer and suppliers 
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should be characterized by high level of trust and co-operation (Langfield-Smith and 

Greenwood, 1998).  

 

To be able to improve and challenge the suppliers it is important that the conducted approach 

is done in the right way. When Toyota expanded their network in the USA they gradually 

changed their style towards a more supportive approach after learning from the experience 

that it does not pay off to punish suppliers but to rather be more developing compared to other 

automotive manufacturers in USA (Liker, 2004). 

 

Liker (2004) is presenting an interesting example along with principle eleven where a man 

named Don Jackson in 1998 formed a committee with the goal to deal with supplier related 

issues. He discovered that the suppliers many times not only had problems with their quality 

which was the committees main goal to improve but how many issues including quality was 

arising from the organizations bad management. This discovery and experience forced Don 

Jackson to involve HR expertise when the supplier was about to be analyzed. The deep 

analysis was therefore performed by cross-functional teams to be able to get different 

perspectives (Ghobadi and D'Ambra, 2012). With the cross-functional teams auditing the sick 

suppliers it is possible to, with a broader perspective and greater knowledge help and 

improves the suppliers due to the ability to audit and analyze the whole business from all 

perspectives (Liker, 2004). 

 

The supportive and coaching approach towards suppliers and the extended network of 

partners requires a good relationship. These types of relationships are as mentioned often 

characterized by high level of trust but also by assistance from buyers towards the suppliers. 

One way of acquiring this is to have long-term contracts which encourage both parties to 

work towards mutual goals in the distant future (Langfield-Smith and Greenwood, 1998).  

 

In section two and in principle five where the goal is to build a culture to stop and fix quality 

problems Volvo Cars are working with the MSA document together with the suppliers. This 

document is transparent so that both parties can see changes and so that suppliers can self-

evaluate themselves so that they meet the required standards. The purpose of this document is 

to help improve the suppliers in different specific elements and to challenge them to improve 

in general as an organization. Once every year this document is fully audited and reviewed at 

the supplier, performed by the responsible site SQM.  

 

The supplier quality management engineers’ purpose is to be responsible for an allocated set 

of suppliers’. Their responsibilities are to be supportive towards the suppliers’ in the daily 

operations and to help the suppliers’ if an urgent situation occurs. Since site SQMs are solely 

responsible for a supplier, the broad perspective with different expertise angles that would be 

acquired if a cross-functional team would be responsible for a supplier are therefore not fully 

achieved. This is partially contradictory to the theory of reference where it is stated according 

to Liker (2004) that many problems does not solely originate from for example bad processes 

but also often from bad management and pure HR problems which beneficially should be 

handled by HR expertise and not by a single engineer.    

 

When Volvo Cars has chosen to escalate a supplier due to a serious concern or because of 

systematically underperformance a cross-functional escalation team is set up. The team’s 

objectives are to flexible and fast find a resolution to this problem at the supplier to protect the 

production. This cross-functional team set up in the escalation process should be considered 
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as a team set up in the SQM department during the weekly operations to achieve what the 

theory is suggesting. 

5.4 Section 4 – Problem solving 

 

“Principle 14: Become a learning organization through relentless reflection (hansei) and 

continuous improvement (kaizen).” 

 

How can principle fourteen in section four (problem solving) of the Toyota and the other 

theories contribute to answer the research question? 

 

Strong competition, insecurity and changing demand are features that are symbolizing the 

market today. Being innovative, flexible and adaptable is important to reach success and 

competitive advantage nowadays, these requirements are necessary to be a learning 

organization and keep the organization moving forward (Senge, 1997).  

 

To become a learning organization through relentless reflection and continuous improvement 

is easier said than done. In Liker (2004), it is described that if an individual worker finds a 

new innovative way of working it is important that it does not get stuck as an idea but that it is 

spread throughout the whole organization to get standardized and implemented by everyone 

until a better way of working is found. To find new ways of working and to progress forwards 

it is necessary to make all experiences count and to observe mistakes as opportunities to learn. 

Instead of blaming someone for doing wrong it should be considered as an opportunity to 

learn a lesson, finding the root cause, taking effective actions and to transfer knowledge 

throughout the organization through the problem solving (Liker, 2004).  

 

Western people often see criticism and recognition of taking responsibility for mistakes as 

something negative and as a sign of weakness. In Toyota the strongest sign of strength is 

admitting ones flaws. By doing this it is possible to improve, because how can someone 

improve if no mistakes are made and how can something be better if no one takes 

responsibility for the mistakes so that the root-cause can be figured out. Through working 

with improving methods it is possible to find corresponding level of countermeasures, but if 

this is done solely it will only be continuous improvements. To push these improvements 

forwards it is important with reflection. These two ways have to work together to accomplish 

the learning organization (Liker, 2004). 

 

As George Santayana once said ‘those who cannot remember the past are condemned to 

repeat it’ (Senge, 1997, p. 50). This phenomenon is where companies repeat their previous 

strategies that have failed them before. The trick is to understand the past and to learn from it, 

not discard it as a mistake (Senge, 1997). 

 

Toyota's seven step practical problem solving tool has a lot of similarities with the eight 

discipline of problem solving method. This problem solving tool is a standardized method 

which originates from the U.S military system and is frequently used in the automotive 

industry to solve problems and to find the root-cause. The aim is to prevent failures to reoccur 

and to raise the quality level in the long run (Behrens, Wilde and Hoffmann, 2007) 

 

The case study at Volvo Cars Torslanda has collected information about Volvo's way of 

attacking problems and to solve them. The 8D method is used and conducted by different 

departments within Volvo's organization.  
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When a problem is detected and the problem is suspected to be caused by a supplier the 

incoming material quality (IMQ) department is setting up a Torslanda Technical (TT) report. 

The TT-report starts with the D0 step which is the fault description and a plan for solving the 

problem. This is directly sent to the supplier and this is where Volvo’s 8D process starts.  

 

However, an interesting observation that has been done is that the fault description which is 

conducted by the IMQ personnel in the D0 step towards the suppliers’ are not descripted in a 

standardized way. Depending on which IMQ employee responsible for the supplier the fault 

descriptions can vary in how extensive and detailed the content is. This can sometimes 

according to a respondent cause some suppliers’ to not fully understand the problem at first 

glance which causes extra work and time for both the suppliers’ and the responsible IMQ 

personnel. This can postpone the problem solving process where every minute is critical.  

 

According to Ellram (1995b cited in Langfield-Smith and Greenwood 1998, p. 349) effective 

communication sharing is key to achieve and develop good buyer-supplier relationships since 

these relationships can help both parties to maximize the profit (Soosay et al., 2016) and to 

work towards mutual goals as learning organizations with effective problem solving to 

improve quality and reliability (Langfield-Smith and Greenwood, 1998). 

 

 IMQ is then following and supporting the supplier to complete the steps until D3. When this 

step is finished the supplier quality management (SQM) department takes over to finalize the 

remaining steps D4-D8 and to close the case. 

 

All cases closed is summarized in to Volvo’s internal database where the purpose is to build 

up a bank with lessons learned and standards of new way of working to prevent same 

problems to reoccur at the suppliers. This process of problem solving at Volvo Cars and how 

they handle sick suppliers are corresponding with the theory of reference where it is important 

to be a learning organization and to work with continuous improvements. 
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6 Discussion 
 

In this section the authors will discuss their own thoughts spanning from the thesis 

introduction to the ethical aspects and sustainable development. The authors will also discuss 

how well they have met the original purpose and discuss the results regarding the findings 

generality and how the authors suggests further research. The discussion will also explain 

what the authors would have done differently if the report would be done today. 

 

From the beginning the authors had a clear vision and scope what to examine and investigate. 

In the initial working process the author realised during the case study that the thesis purpose 

in theory was not viable regarding the thesis requirements and that the execution in practice 

was not going to be a general report with a holistic perspective. This realization was due to 

the authors’ delimitations regarding the timeframe and the thesis work extent (15 credits).  

 

During the case study the authors were introduced to the different processes and to different 

people that were working with the authors’ topic purpose. At this point the authors were 

surprised about the extent of the process behind the initial purpose. Thus, the authors had to 

rethink the previous narrow scope and realised that they had to take a more general approach 

towards the research purpose. It is also important again, to emphasize the reports absence of 

quantitative data concerning the reports generality, validity and applicability that was 

mentioned in the method chapter. However, the authors do not believe that the absence of 

quantitative data is affecting their analyze nor their conclusions hence the purpose of the 

report is not focusing on quantity but rather qualitative experiences and values i.e. the reports 

reliability and validity is still valid. Of course quantitative data along with greater selection 

and variety of studied companies would increase the report's findings and conclusions with 

even greater validity but not necessarily give it greater qualitative recommendations to the 

generality in the end. Moreover, since the interviews has been open and anonymous this has 

given the respondents greater space to be honest and in-depth about their explanations which 

has given the authors information that they would never think of.    

 

Because of this realisation the authors had to change their initial course and the initial 

research question to be able to contribute with a more general report that could bring 

conclusions that would be interesting for the whole automotive industry and maybe other 

companies from different industries.  

 

In the introduction the authors are mentioning situations regarding how lack of quality can 

lead to negative exposure and cause economic consequences (Kumar and Schmitz, 2011).  

They are also mentioning how companies nowadays are focusing and investing in good 

quality manufacturing processes to ensure high quality of components (Bergman and Klefsjö, 

2012).  These two situations have been emphasized during the case study where the authors 

have had the opportunity to observe and learn about the underlying processes that support a 

good quality standard in a real company. 

 

These statements about quality were underpinned by a Volvo employee who mentioned that 

all quality work and corrections after the cars have become factory completed are result of 

insufficient quality assurance from the planning phase to assembled car. This gave the authors 

perspective and a new understanding of quality.  

 

With this perspective and new meaning in mind about quality the authors also saw how this 

was affecting the implication of sustainable development. There is no company that is 
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flawless and perfect regarding quality. According to the Toyota Way, it is emphasized that 

companies which are aiming to improve their organization are working with continuous 

improvements and as a learning organization (Liker, 2004). These features contribute to 

minimized waste and to a more efficient way of working.  With this way of thinking and with 

improved quality assurance in both the focal company and with the extended network of 

partners, less scrap and damaged components can be achieved which contribute to a more 

sustainable development and environment.  

 

As mentioned, the authors’ narrow scope became more of a process mapping where the case 

study introduced many of the underlying processes behind the proactive and reactive quality 

work. During the interviews and observations the authors discovered potential improvement 

possibilities that were both directly- and indirectly connected to the purpose. A directly 

connected improvement possibility that the authors discovered was the fault description in the 

Eight Discipline of Problem Solving method which today is not standardized regarding the 

content. An indirectly connected improvement possibility that the authors observed was how 

different departments sometimes work towards different incentives, and according to a 

respondent sometimes in silos, for example the Supplier Quality Management department and 

the purchasing department. These direct and indirect discoveries would be interesting to 

analyze deeper concerning the authors’ purpose. However, this was not possible due to the 

delimitations regarding the timeframe and the course extension of 15 credits. 

 

With this being said, the authors definitely suggests further research in the investigated topic 

with a deeper, broader and more quantitative analyze of both a specific potential improvement 

possibility but also to involve other departments to get better evidence and validity. The 

authors suggest to further research the mentioned things above but also to deeper analyze the 

conclusions and recommendations that the authors will present in the next chapter. Due to the 

delimitations and because of the authors’ self-criticism in the discussion the recommendations 

will be very general and on a high level which gives further researchers potential to find 

improvements on a deeper level. 
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7 Conclusions 
 

This section will present the conclusions based on the analysis where the purpose is to answer 

the research question.  

 
 How can companies prevent quality issues related to their suppliers? 

The first conclusion emphasizes the importance to work cross-functional between the 

companies departments to achieve greater knowledge while taking decisions, solving 

problems, reviewing suppliers and when ensuring the quality work. Except these aspects it is 

also important to work cross-functional so that the whole company are working towards the 

same goals, using the same language and to achieve greater transparency between 

departments to minimize barriers. When a company has achieved these things it is easier to 

apply and to share this culture with the partners and suppliers to be able to work together 

towards preventing quality issues.   

 

However, to prevent quality issues related to the suppliers, the suggestion is that long-term 

relationships are necessary and preferable to be able to achieve the mentioned positive aspects 

above. The report is also mentioning that companies have to respect the network of partners 

and suppliers with the objective to support and challenge them. By doing this it is possible to 

achieve greater quality work that will benefit both parties while working together towards the 

same goals. 

 

However, when a quality issue is discovered it is important to work systematically from a 

standardized way of working. It is necessary to work standardized not only to ensure an 

effective problem solving process to protect the manufacturing, but also to encourage 

documentation where knowledge is shared as lessons learned. By doing this a company can 

become a learning organization working with continuous improvements to gain competitive 

advantages. 
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8 Recommendations 
 

This section will present the recommendations to Volvo Cars Corporation based on the thesis 

works analysis. The recommendations are divided into three different areas which are;  

 
 Use the MSA more frequently  

 Fresh-eye review and cross-functional teams  

 Standardize the fault description 

 

8.1 Use the Manufacturing Site Assessment more frequently 

 

The MSA review is today done annually as mentioned in the theory chapter, however, the 

authors suggest that this should be done more frequently to become a more “living” document 

as for example the FMEA. The authors’ main suggestion is to encourage Volvo to implement 

this to get an even faster and better problem identification process at the suppliers’ plants. The 

authors’ also believe that this would be positive and beneficial from the suppliers’ perspective 

as well since they will be “challenged” even more frequently which will improve their overall 

quality as an organization.  

 

It is understood by the authors’ that such implementation would be time consuming and 

demanding, that is why the main goal of the implementation is to focus on certain targets 

within the MSA-document that is more critical for both parties to be fully under control. Also, 

if the review would be done more frequently the suppliers’ could also highlight certain areas 

towards Volvo that they feel are not under control so they get faster support. A first step 

towards this suggestion would be to review all suppliers’ every half-year. If that was to be 

successful the suggestions would be to continue with all suppliers’ every half-year but to 

quarterly review suppliers which are historically underperforming and focus on the critical 

areas. During these reviews’ at the suppliers’ the authors’ also suggest that this should be 

performed by a cross-functional team or at least with set of “fresh-eyes”.  The authors’ will 

present their view on cross-functional teams and “fresh-eyes” more detailed in another 

recommendation below. 

 

Overall the authors’ believe that this kind of implementation and approach would benefit both 

Volvo and their extended network of partners and suppliers’ towards an even greater quality. 

Through a more open and transparent approach against each other, it would be possible to 

develop towards mutual goals with an even more focus on proactive quality work rather than 

reactive. This of course is built upon a great foundation of trust and faith which assume both 

parties willing to try in practice.  

 

8.2 Fresh-eye review and cross-functional teams 

 

Fresh-eye review and to work in greater extension with cross-functional teams is introduced 

in the previous recommendation. The authors’ suggests that these two recommendations 

would be beneficial to become an even more supportive organization towards the suppliers’. 

If an even greater focus was emphasized in working cross-functional it is believed by the 

authors’ that this would further improve the internal knowledge and development through an 

even better quality work. It would also be even more challenging and supportive towards the 
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external partners such as suppliers’ in different levels since a broader knowledge base within 

the cross-functional support team from Volvo could develop and improve the suppliers’ in a 

broader way.  In Liker (2004) a man named Don Jackson who is responsible for supporting 

suppliers’ in trouble at Toyota explains how many issues at the suppliers’ are originating from 

pure HR-questions rather than quality related issues. Jackson is mentioning how many issues 

are related to how the suppliers’ organization is handled on higher managing level rather than 

detailed production-based issues. 

   

Today the MSA-review is commonly conducted by a single site SQM. Through working in 

greater extension with cross-functional teams while handling the suppliers’, primarily with the 

review the authors’ believe that it is possible to cover a broader perspective through greater 

knowledge expertise. This recommendation is strongly connected to the suggestions about a 

more frequently performed MSA-review which is mentioned in the 7.2 recommendation.  

 

The authors’ recommendation about “fresh-eyes” is also strongly connected to the previous 

recommendations. In the Supplier Quality Management department at Volvo Cars Torslanda 

the site SQM engineers are responsible for their own set of suppliers’. The “fresh-eye” review 

is referring to conduct the MSA auditing at the suppliers’ together with another site SQM to 

minimize the risk and possibility that the responsible site SQM becomes “too close to home” 

with blinkered field of vision. While the authors’ were doing their case study at Volvo Cars 

Torslanda they became a pair of “fresh-eyes” while mapping and reviewing the conducted 

case study. Through this Volvo got an objective review of their process from two “clean 

sheets” with the ability to look at the process “from outside” which serves the same purpose 

as the suggested “fresh-eye” review while auditing a supplier. 

 

8.3 Standardize the fault description (D0) 

 

In the authors’ analysis a potential improvement possibility is brought up about the first step 

of the eight discipline of problem solving method which is the Fault Description (D0). This is 

conducted by Volvo as one of their problem solving methods when a problem is detected and 

can be related to a supplier. The 8D method consists of eight steps and the first one is where 

the problem is descripted towards the supplier. The Incoming Material Quality department has 

different responsibility areas for example interior, exterior etc. and depending of what type of 

problem is detected the responsible IMQ personnel is writing the fault description towards the 

concerned supplier. This is today conducted in a standardized 8D document, however, the 

content in the D0 step is not standardized to follow any type of framework for what should be 

consistent in the description. The authors’ recommendation is originating from this 

description and their suggestion is to standardize how the content should be descripted. Today 

the description can vary in content depending of which responsible IMQ personnel who has 

responsibility.  

 

According to respondents at Volvo this can sometimes cause problems where the supplier 

does not really fully understand the descripted problem at first sight. This can cause extra 

work and time spent on explaining the problem further which leads to waste. In an 

organization where the assembly line is constantly moving it is of big importance that no 

minutes are wasted and where the problem solving procedure is started as soon as possible. 

The IMQ personnel’s main objective is to protect the manufacturing process, this is why the 

authors’ recommendation is believed to pave the way for improvements. Effective 

communication sharing and transparent relationship towards the supplier is necessary and will 
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lead the way for a further learning organization with continuous improvement possibilities to 

enhance the effectiveness in the problem solving method. 
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