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ABOUT AIAG

Purpose Statement
Founded in 1982, AIAG is a globally recognized organization where OEMs and suppliers unite to address and resolve
issues affecting the worldwide automotive supply chain. AIAG’s goals are to reduce cost and complexity through
collaboration; improve product quality, health, safety, and the environment; and optimize speed to market throughout
the supply chain.

AIAG Organization
AIAG is made up of a board of directors, an executive director, executives on loan from member organizations,
associate directors, a full-time staff, and volunteers serving on project teams. Directors, department managers, and
program managers plan, direct and coordinate the association’s activities under the direction of the executive director.

AIAG Projects
Volunteer committees focus on business processes or supporting technologies and methodologies. They conduct
research and develop, publish, and provide training on standards, conventions, standard business practices, white
papers, and guidelines in the areas of automatic identification, CAD/CAM, EDI/electronic commerce, continuous
quality improvement, health focus, materials and project management, occupational health & safety, returnable
containers and packaging systems, transportation/customs and truck & heavy equipment.

AIAG PUBLICATIONS

An AIAG publication reflects a consensus of those substantially concerned with its scope and provisions. An
AIAG publication is intended as a guide to aid the manufacturer, the consumer and the general public. The
existence of an AIAG publication does not in any respect preclude anyone from manufacturing, marketing,
purchasing, or using products, processes, or procedures not conforming to the publication.

DISCLAIMER

The Publisher does not make any representation or warranty, express or implied in relation to any information
from this publication, and the Publisher does not assume any legal liability for the accuracy, completeness, or
usefulness of any information from this publication.

CAUTIONARY NOTICE
AIAG publications are subject to periodic review and users are cautioned to obtain the latest editions.
MAINTENANCE PROCEDURE

Recognizing that this AIAG publication may not cover all circumstances, AIAG has established a maintenance
procedure. Please refer to the Maintenance Request Form at the back of this document to submit a request.
Published by:
Automotive Industry Action Group
26200 Lahser Road, Suite 200
Southfield, Michigan 48033
Phone: (248) 358-3570 « Fax: (248) 358-3253

APPROVAL STATUS

The AIAG Quality Steering Committee and designated stakeholders approved this document for publication on
August 8, 2012.

AIAG COPYRIGHT AND TRADEMARK NOTICE:

© 2012 Automotive Industry Action Group, except that copyright is not claimed as to any part of an original work prepared by a U.S.
or state government officer or employee as part of the person’s official duties.

Except as noted above, all rights are reserved by AIAG and no part of these materials may be reproduced, reprinted, stored in a
retrieval system, or transmitted, in any form or by any means, electronic, photocopying, recording, or otherwise, without the prior
written permission of Automotive Industry Action Group. Copyright infringement is a violation of federal law subject to criminal and
civil penalties.

AIAG and Automotive Industry Action Group are registered service marks of the Automotive Industry Action Group. Automotive
Industry Action Group makes no claim to any trademark of a third party. Trademarks of third parties included in these materials are
the property of their respective owners.
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FOREWORD

It was reported by leadership of OEMs and suppliers that problem
solving in the automotive industry is not effective. A Project Team was
convened at AIAG to address the problem due to:

e Turnover/new hires/new job responsibilities;

o Lack of effective leadership support;

e [ eadership misunderstanding of problem solving ;

e Understanding the appropriate tools/problem complexity;

e Lack of triggers to apply tools and processes and/or methods to
identify;

e Lack of appropriate metrics to identify problem trends and status.

The concern as identified was not that there is a lack of tools, but rather a
lack of implementation.

So, as a leader, what should you do next?

Do what you do best: lead and reinforce the values and behaviors that
you already know are important to your business:

e Protect the customer first;

e Develop a good understanding of the problem solving process;

e Lead by example;

e  Ask the right questions which will drive right behaviors;

e View problems as opportunities for improvement;

e Ensure that the organization has competency in appropriate
problem solving tools and methods;

e Empower the people;
e Remove roadblocks to success;

e Monitor status to ensure timely resolution of issues.

Leading an organization with the right Effective Problem Solving (EPS)
values can ensure the right behaviors by insisting that your culture
responds to the right measures and metrics of effective problem solving.

When all is said and done, for EPS to be effective in an organization, the
top leaders and managers at all levels must get involved and “lead by
example.” This Guide provides the foundation. It’s up to you to act.
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INTRODUCTION

Quality pioneers Edwards Deming, Joseph Juran and Phillip Crosby
among others, began their careers as quality practitioners, e.g.
statisticians. As their experience grew, each shifted their attention from
the tools for quality to focus on top leadership and creating an
organizational culture where quality can be nurtured and achieved. It is
no different today. Edwards Deming pointed out that the commitment of
top management to quality and productivity is not enough. He said “they
must know what it is that they are committed to—that is, what they must
do. These obligations cannot be delegated. Support is not enough: action
is required.” Deming also said, “Quality is made in the boardroom.
When I want to know what an organization stands for, I look first to the
actions of senior managers.”

In this Guide, we will provide leaders with helpful guidance for how they
can stay involved over time to drive effective problem solving into their
culture.

Culture:

Individual Problems:

PLAN

Maintain Constancy

A”gn Vl.S'
10nh :
problem solving
of Purpose promote

CHECK ACT

Understand the problem &

severity

Ensures resources are allocated

to solve

Empower team & its individuals

Learn Process Essentials

Lead by Example

Approve

Ensure timely resolution plans/outcomes

Ensure team follows process/"best
practice"

Provide guidance for "next steps" Add resources

Remove any "roadblocks"

Ensure ongoing suitability &

Provide "know who" effectiveness Prioritize

Training Certification
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Executive Leaders and Problem Solving

Figure 1 shows the critical elements of an organizational culture
necessary for Effective Problem Solving (EPS) as well as the actions
leaders should take for engagement with individual problems that may
arise over time. The individual problem actions are grouped by the steps
in the PDCA cycle, also known as the Deming or the Shewhart cycle,
named after Quality pioneers who widely promoted its use.
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KEY:

R=Is Responsible for
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I=Is Informed
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Problem Solving RASIC

Figure 2 describes the roles of key stakeholders for problem solving
across the organization. The elements to be discussed in this document
are listed in the first column. The AIAG Project Team selected these as
key content to be included which addresses cultural and competency
issues needed for effective problem solving. One of the key benefits of
using a RASIC chart is to highlight who is to be informed. In a large
organization, communication is difficult and must be worked on in order

to be effective.
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1 PROBLEM SOLVING - ROLE OF TOP EXECUTIVES

1.1 Obtain Problem Solving Process Overview

Executive leaders should have a good understanding of the high-level
problem solving process. The AIAG Effective Problem Solving Process
is depicted in Figure 3. This process is taken from the AIAG Effective
Problem Solving Practitioner Guide (CQI-20).

Inputs

VOC — Voice of the Customer
VOP - Voice of the Process
VOE — Voice of Experience

Initiation of Complex Problem Solving

Problem Solving Statement

Problem Solving Statement
FMEA

Escape FM
Occurrence FM
Systemic FM

True Root Causes for:
Escape

Occurrence

Systemic

Verified Escape CA
Verified Occurrence CA
Verified Systemic CA
Key Findings

Figure 3.

Disruption to

Requirement

Problem
Identification

v

Containment
Process

!

Failure Mode
(FM) Analysis

'

Root Cause
(RC) Analysis

'

Corrective
Action (CA)

'

Preventive
Action (PA)

(1e14doaddy sy) Jowoisn) AJiION

Outputs

Problem Solving Statement

Containment Plan
Containment of Symptom

Escape FM
Occurrence FM
Systemic FM

True Root Causes for:
Escape

Occurrence

Systemic

Verified Escape CA
Verified Occurrence CA
Verified Systemic CA
Key Findings

Lessons Learned

PA Deployed
Update Process Documents

Effective Problem Solving Process (see CQI-20)

A leader’s knowledge and understanding should enable them to:

Copyright Automotive Industry Action Group
Provided by IHS Markit under license with AIAG
No reproduction or networking permitted without license from IHS

Full document details: AIAG CQI-212012

Licensee=/, User=,
Not for Resale,

Determine what cultural changes are needed;

Documents

Document Shérin_g Hub


http://www.avadocuments.com/doc/aiag-cqi-21-2012
http://www.avadocuments.com/doc/aiag-cqi-21-2012

