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Abstract 
 
In an increasingly consumer controlled market, it is imperative for any organization’s success that it is able to deliver 
the best quality at a market defined price and manage to earn a profit. To adapt to these changes, Tata Motors 
Limited has launched an initiative called World Class Quality, rating its manufacturing facilities as per standards set 
as part of this initiative and continuously working towards achieving the next level. As approximately 80% of parts in 
a vehicle are outsourced, it is obvious that quality of these parts needs to be world class in order to build a world class 
vehicle. WCSQ, a logical extension of WCQ, aims to improve quality of the final product by building quality into the 
process. In order to achieve “Preferred Quality Supplier” certificate from Tata Motors Limited, a supplier must 
achieve System as well as Business Result compliance to WCSQ standards. This paper discusses the need for WCSQ, 
explains its principles and describes the implementation process with the help of case study which was implemented 
in Supplier Company of Tata Motors Limited. In order to compete effectively in world market, a company must have a 
network of competent suppliers. A supplier development program is designed to create & maintain such a network & 
to improve various supplier capabilities that are necessary for buying organization to meet its increasing competitive 
challenges. 
 
Keywords: WCQ, Pro-X, WCSQ, System Compliance, Business Result Compliance, World Class Quality Management, 
World Class Manufacturing. 
 
 
1. Introduction 
 

1 The Tata Motors Limited is India’s largest automobile 
manufacturer with a global footprint. The company 
was started as Tata Engineering and Locomotive 
Company (TELCO) in 1945 by J.R.D. Tata. WCSQ was 
developed by Supplier Quality Management Systems 
(SQMS) core team to establish standard practices 
across all suppliers and get consistent results from 
them. WCSQ is designed to derive performance from 
suppliers. Implementing WCSQ system will definitely 
improve business results for the supplier. This will lead 
to a supplier’s rating increasing in Tata Motors Limited 
and this will lead to more business from Tata Motors 
Limited going to the supplier. This is beneficial to the 
supplier as profits will increase and Tata Motors 
Limited as they will get a good supplier in their 
supplier base and will make for a healthy long-term 
partnership. 

For this study, supplier development was defined as 
any set of activities undertaken by a buying firm to 
identify measure and improve supplier performance 
and facilitate the continuous improvement of the 
overall value of goods and services supplied to the 
buying company’s business unit. These activities 
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include, but are not limited to, goal setting, plant visits, 
supplier audits, supplier training, performance 
measurement, supplier certification, supplier 
recognition and efforts to instill a philosophy of 
continuous improvement in the supplier. 
 
2. World Class Supplier Quality (WCSQ) 
 

WCSQ was developed by Supplier Quality Management 
Systems (SQMS) core team to establish standard 
practices across all suppliers and get consistent results 
from them. It is derived from standards set by the 
Automotive Industry Action Group (AIAG) and 
modified to align it with Tata Motors Limited’s 
requirements. WCSQ is designed to be beneficial for the 
supplier and Tata Motors Limited in the long run. It is 
based on the following basic ideas: 
 

 Achieve & exceed the global benchmark levels to 
manufacture & deliver highest quality products to 
the customer.  

 Quality to be built into the process.  
 Built in Quality to be made DNA of the 

organization. 
 Involve peoples to strive for quality excellence 

Prompt actions for all abnormalities. 



Ameya V. Kharkar et al                    A Case Study on Implementation & Execution of World Class Supplier Quality                                                                                                                                                                        

 

1693| International Journal of Current Engineering and Technology, Vol.6, No.5 (Oct 2016) 

 

The underlying theme of WCSQ is “Passion for 
excellence through quality excellence”. WCSQ was 
created to help Tata Motors Limited achieve its World 
Class Quality (WCQ) goals. WCQ has 5 levels and each 
level has certain requirements. 
 

 
Fig 2.1: WCQ Levels 

 
3. Why to Implement WCSQ 
 
Today there are hundreds of automobile 
manufacturers & the customer has a lot of options to 
choose from. Earlier, a manufacturer would make a 
vehicle, add up his costs, add some profit margin & 
then sell it at that price to the customer. Today, with 
the amount of competition in the market, a customer 
decides how much he/she is willing to spend & then 
goes for a product which offers the best features at that 
price. So market price is fixed, and a company has to 
manufacture a product and manage to earn a profit 
within that price. 

In Fig.3.1 below, the costs can be classified as basic 
manufacturing cost & cost of poor quality. If this cost is 
high, it would eat into the profit margin as the market 
price will remain the same. To maximize profits, a 
company must reduce cost. However, it is very difficult 
to reduce basic costs. What can be done, however, is 
reduce the cost of poor quality. This can be done with 
some improvements in processes and will prove to be 
beneficial in the long run. 

 

 
 

Fig 3.1: Paradigm shift in pricing 
 
4. Review of Literature 
  
Daniel R. Krause et al. develop a process model for 
supplier Development. Using this process model as a 
framework, the authors then compare two approaches 
buying firms use in supplier development: 1.Reactive 

efforts to increase the performance of laggard 
suppliers, & 2. Strategic efforts to increase the 
capabilities of the supply base to enhance the buying 
firm’s long-term competitive advantage. Chan k. Hahn, 
Charles A. Watts & Kee young Kim et al. proposed that 
a company must have a network of competent 
suppliers, a supplier development program is designed 
to create & maintain such a networks & to improve 
various supplier capabilities. A conceptual model that 
describes the organization decision process associated 
with a supplier development program. Muddassir 
Ahmed et al. develop a Supplier Development (SD) 
literature framework and identify the following Main 
areas of focus: Supplier Development Activities, 
Practices and Success Factors; Direct or Indirect 
Supplier Development; Supplier Development as a 
Reactive or Strategic Process. Amer Rajput et al.  
provided studies on supplier development. However, 
there was a lack a comprehensible study that 
encompasses supplier development practices, 
elements, benefits, outcomes, barriers, and issues 
across industries; therefore, this study was conducted. 
Barbara B. Flynn et al. determine the list of competitive 
priorities and examine whether they function as 
tradeoffs, as Hayes and Wheelwright suggested, or 
whether there are synergies between them. Ram 
Mudambi et al. suggested that no matter what type of 
relationship a buyer has with a particular supplier, the 
buyer faces the decision of whether to either stay with 
the supplier or to switch to another supplier. Lisa M. 
Ellram & Owen R.V. Edis et al. provide a detailed case 
study of successful buyer-supplier partnership 
development & maintained at the Eastman Kodak 
company. 
 

5. Objectives of WCSQ 
 

1. Achieve and exceed the global benchmark levels to 
manufacture and deliver highest quality products to 
the customer. 
2. Quality to be built into the process. 
3. Built in Quality to be made DNA of the organization. 
4. Involve all people to strive for quality excellence. 
5. Prompt actions for all abnormalities. 
6. Search for alternative more capable suppliers. 
7. Improving the performance of services and products 
or enhancing the supplier’s capabilities. 
8. Describe the process your business unit uses to 
select suppliers and commodities for supply base 
improvement and supplier development. 
9. Provide a detailed description of the strategies, 
practices, tools, and activities used by your business 
unit for supplier development. 
10. Selection of competent suppliers in terms of 
technological, quality, delivery & cost capabilities. 
11. Systematic organizational efforts to create & 
maintain a network of competent suppliers. 
12. It involves the creation of new sources of supply 
when there are no adequate suppliers to meet the 
firm’s requirements. 
13. It also involves activities designed to upgrade 
existing suppliers’ capabilities to meet the changing 
competitive requirements. 
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6. Issues & Barriers in Supplier Development 
 
Supplier development is mutually beneficial for buyer 

and supplier. The success of buying firm is associated 

to the capabilities and performance of its suppliers. 

There are some obstructing factors in the process of 

supplier development, they are: 

 
1. Unproductive feedback and weak communication. 
2. Self-satisfaction of the supplier is not obtained. 
3. Misleading objectives to improve the supplier and 
wrong impression about the power of procurement, 
resulting in a slowdown to buyer-supplier 
performance improvement. 
4. Supplier-specific barriers are deficiency of technical 
skill; absence of commitment; and dearth of human 
resource. 
5. Lack of commitment occurs when buyers are unable 
to describe clear promising rewards for the suppliers. 
6. Insufficiencies of resources for engineering, 
equipment, information systems, employee skills and 
training proliferate are supplier-specific hurdle during 
supplier development activities. 
 
7. Supplier Development Process Model 
 
 

 
 

Fig 7.1: Supplier Development Process Model  
 

 
 

Fig 7.2: Progression towards supplier development 
strategies and improved supplier performance  

8. Working Principles/ Working Methodology 
 
The Implementation & Execution of World Class 
Supplier Quality (WCSQ) is made up of 10 working 
principles. These principles bring into practice the 
ideas that WCSQ is based upon. The following are the 
10 principles of WCSQ: 
 
8.1. Quick Response: The idea of this principle is to solve 
problems faster & earlier upstream through visual 
management. The purposes it serves are immediate 
addressing of quality failures (internal and external), 
applying discipline in responding to issues through a 
systematic approach. Quick Response can be clearly 
explained with the help of following flow chart: 
 

 
 

Fig 8.1: Quick Response Flow diagram 
 

Once a problem has been identified and a champion 
assigned, work must begin on solving it. The first step 
is definition. A problem needs to be defined clearly in 
terms of the gap between expected and actual 
parameters. Then the problem needs to be contained. 
For this, the champion must identify the point of cause 
of the problem. Then, immediate steps must be taken 
to protect the customer. These include identifying 
areas and quantity of potentially defective parts and 
informing the customer about the same, and 
implement a temporary corrective action. After this, 
the root cause of the problem needs to be identified 
and corrective action for the same implemented. The 
lessons learned in this process should be documented 
and communicated horizontally and vertically so that 
they can be implemented wherever applicable.  
 
8.2. Control of Non-Conforming product: Non-
conforming products can cause great confusion in a 
workplace and they need to be identified and 
segregated. The guidelines in this principle ensure that 
non-conforming products are prevented from 
unintended use, contained, segregated and disposed. 
The Process is carried out in following manner of flow 
chart: 
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8.3. Quality Gates: The system of building quality in 
station through prevention, detection, and containment 
of abnormalities is called Quality Gates. A quality gate 
is an example of in-process control and verification. 
 

 
 

Fig 8.3: An Example of Daily Quality Alert chart in 
Polyplastics Industries 

 
 Improve first time quality (FTQ) and process 

capability. 
 Alert team member of changes in the process 

& know who and when to call for help. 
 Obtain the proper support to solve problems 

as occur. 
 Prevent escape of defects & Engage team 

members in Problem Solving to meet 
improvement goals & ensure feedback from 
downstream customers. 

 Ultimately lowers the number of defect parts, 
improving the plant’s first time quality, direct 
run and lowers costs while providing a better 
product to the customer. 

 Establish standard communication pathways 
between operation, departments, and 
customers & increased customer satisfaction. 

 
8.4. Standardized Operations: Standardized operation 
consists of three focus areas: Workplace Organization, 
Standard Operating Procedure & Gage Control. Its 
purpose is to establish a repeatable predictable 
baseline for continuous improvement involving the 
operator in both initial & ongoing improvements to 
achieve of safety, quality & productivity. Standardized 
Operations can be expressed with help of following 
figure: 

 
 
Workplace Organization is the process to standardize 
our work areas and help drive the elimination of waste. 

It provides the baseline for continuous improvement 
since it makes waste visible and easy to identify. It is 
the method used to create a safe and well organized 
workplace. It will be maintained and continually 
improved through the last step of the process. 
 The document of work functions performed in a 
repeatable sequence, which are agreed to, developed, 
followed, and maintained by the functional 
organization is called Standard Operating Procedure. 
Utilize a systematic approach to implement and 
maintain workplace organization. Develop and 
implement standardized work instructions using multi-
disciplinary teams. 
 Manufacturing gage control is required to establish 
a common set of definitions & set minimum 
requirements and guidelines of a system for managing 
calibration, surveillance of gages, and other 
measurement devices used within TML Supplier 
manufacturing sites to evaluate conformance to 
specifications of parts and products. 
 
8.5. Standardized Operator Training: Standardized 
Operator Training shall be used to define the minimum 
training content for each operation, identify who in the 
organization will conduct training and establish 
required documentation and tracking methods. 
Trainers shall monitor new operator’s activities and 
retrain if necessary to assure Standardized Work 
Instructions are being followed. Trainers shall instruct 
operators using the standard operation training 
record. The trainer shall notify downstream operations 
of potential defects. The purpose is to ensure all 
Trainers are trained to and apply the same method of 
training when teaching others, to ensure all operators 
including temporary or supplemental employees work 
safely follow standardized work and meet all quality 
and productivity requirements and to ensure jobs are 
properly staffed and identify where additional training 
or follow up is required to reduce the risk of failures 
escaping the process. The benefits of conducting 
standardized operator training are that it ensures all 
operators have adequate and similar training; all 
unqualified operators receive training prior to 
handling equipment; reduces sort, rework and 
containment activities and communicates operator 
status to all stakeholders. 

 
8.6. Error-Proofing Verification: Assures error 

proofing/detection devices are working as intended to 

prevent non-conforming product from being made or 

transferred. Error Proofing Devices (cannot make) are 

devices which prevent the manufacture or assembly of 

nonconforming product. Error Detection Devices 

(cannot pass) are those which prevent the transfer of 

nonconforming product (e.g. 100% in-line inspection 

equipment). Error proofing verification can be done 

according to flow chart: 
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8.7. Layered Process Audits: Layered process audits 
means different layers of management will conduct 
audits at varying frequencies. This provides a system to 
verify compliance to the documented process, instill 
discipline, improve communication and improve 
overall quality. They are an industry standard and 
must be owned by manufacturing leadership. 
They are an industry standard & must be owned by 
manufacturing leadership. To get the most out of this 
exercise, a supplier should involve all levels of 
leadership in supporting the operator through 
coaching / teaching interaction on the shop floor, 
ensure a high level of process control by identifying & 
controlling high risk / significant process elements, 
maintain proper application of standards as defined & 
achieved through operational readiness process, 
identify opportunities for improvement & provide a 
process for effective follow up and verify a robust audit 
process at lower levels. 
 

 
 

Fig 8.7(a): Layered Process Audits Fig 8.7(b): Layered                  
Process Audit Schedule Example 

 
8.8. Risk Reduction Process: Risk reduction can be done 
via two approaches, proactive and reactive. When one 
is proactive, one identifies potential quality failures 
through failure mode effect analysis (FMEA) and 
reverse-FMEA and takes action to reduce chances of it 
occurring before it occurs. As a reaction, a reactive may 
introduce error-proofing devices against quality 
failures that have occurred in the past and are well 
known. The purpose of this principle is to reduce the 
risk of an initial quality failure, error-proof past quality 
failures and ensure that failure modes have proper 
controls (prevention/detection) and work properly. 

 
8.9. Contamination Control: The goal is to improve part 
cleanliness over time via measurement, control and 
process /handling improvements. Also, to utilize a 
standardized systematic and a structured approach to 
monitor and control contamination sources such as 

sediment, extra parts in assemblies, paint and painted 
parts contamination. Contamination in WCSQ context 
is defined as sediment (i.e. dirt, foreign materials), 
extra parts (i.e. extra fasteners), and dirt in paint and 
retained material in castings. It is important to study 
the contamination applicable to a particular plant and 
work towards controlling it. Awareness should be 
created among the employees as we humans are the 
highest source of contamination as we go from place to 
place. The four main areas of focus to control 
contamination are people, process, facilities and 
material. It should be a continuous process and 
reviewed in layered process audits. 
 

 
 
8.10. Supply Chain Management: The purpose of this 
principle is to provide a standard process for managing 
all of the supplier tiers in the supply chain and ensure 
all tiers of the supply chain have systems and processes 
to evaluate, select, communicate expectations and 
requirements, measure performance, and develop their 
suppliers. Suppliers are expected to deploy similar 
systems in their suppliers and monitor their 
performance. They should then use this to make 
sourcing decisions. 
 

 

 
Fig 8.10: Supply Chain Management 

 
9. WCSQ Assessment Methodology 
 
WCSQ assessment has two parts namely System 
Compliance and Business Result Compliance. 
 
 A supplier must achieve above 85% in both to 

receive WCSQ Certification. 
 An audit sheet is designed to assess System 

Compliance with each principle having some 
requirements. 

 For business results, 6 month rolling parameters 
will be used and if performance is poor for three 
months continuously, certification will be revoked. 
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 The audits will be conducted by SQMS core team. 
 Apart from system and business result compliance, 

WCSQ also requires legal and Sullivan Principle 
compliance. 

 

 
 

Fig 9.1: An Example of WCSQ System Compliance sheet 
 

 
 

Fig 9.2: Overall WCSQ compliance 
 
10. Implementation Process 
 
My assignment work was to implement WCSQ at 
certain suppliers’ plants from Tata Motors Limited. 
Starting from training the suppliers, creating a plan for, 
regularly assessing and helping the supplier in 
Implementation of the 10 principles of WCSQ and 
providing Certification to the suppliers who had 
achieved World Class level-I. Before beginning 
implementation, suppliers were identified where 
WCSQ was to be implemented. Before we could start 
implementation however, I needed to be thorough with 
the complete WCSQ initiative. For this I studied the 
WCSQ modules and interacted with my Guide Neeraj 
Gupta sir & Mentor B.C. Gundarkar sir, an SQMS core 
team member. Implementation of WCSQ is carried out 
in four sections or parts. 
 

 
 
10.1. Training: Before suppliers could start work on 
WCSQ, they needed to have some knowledge about it. 
So the supplier has provided the two day WCSQ 
training session. For this, Mr. Neeraj Gupta, Assistant 
General Manager (AGM) SQMS, Tata Motors Limited 
has a vast experience in WCSQ has conducted training 

session for the suppliers. So the WCSQ training module 
presentation is used to deliver the training. In this 
session, some background about WCSQ, the need for 
WCSQ, the basic ideas of WCSQ, the 10 principles and 
the assessment methodology has been explained in 
detail. 
 

 
 

Fig 10.1: Training Session conducted by Mr. Neeraj 
Gupta (AGM) SQMS, Tata Motors Limited at MIDC 

Chinchawad. 
 
In the training session, the instructor or conductor 
focuses on the main area of WCSQ & Introduce them 
briefly. They also introduced the 10 principles of WCSQ 
along with the applications such as 7types of tools, 5S 
& types of wastes. 
 
10.2. Audit (Internal audit & Pre-audit): As From the 
above Training session which was given to the supplier 
& how the Implementation of WCSQ can be done & 
what are the preparation steps & plans required to 
achieved WCSQ has been explained & identified in this 
training session part. After completion of this training 
session, some suppliers come forward & take an 
initiative action for their internal Audit in their 
company. 
 
(a) Internal Audit- For internal audit a supplier name 
ASAL (Automotive Stampings & Assemblies Limited) 
can forward & make internal Audit in the following 
Manner. 
 
 The members belonging from ASAL Company had 

work, as required according to audit sheet & 
format. 

 They maintained a justified documentation record 
of the process & carried out in a number of cycles 
(Plan-Do-Check-Act).This cycle is performed in a 
number of times till it did not satisfied the 85% & 
above compliances. 

 After realizing that they had satisfied 85% & above 
compliances, so they move forward for Pre-audit. 

 

 
 

Fig 10.2(a): An employee from ASAL Company making 
internal audit according to audit sheets & formats 
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(b) Pre-Audit 

 
 Pre-Audit is done by the core team members of 

Cross Functional Team (CFT) such as Supplier 

Quality Management system (SQMS), Supplier 

Quality Improvement Group (SQIG), Central 

Quality (CQ). 

 This core team performs Pre-audits according by 

the specific, standard requirement set by TATA 

motors limited which is followed by TATA motors 

Plan-Do-Check-Act cycle, and the cycle is carried 

until the Opportunities for Improvement(OFI) is 

not completely clear. 

 When the core team members are satisfied by 

supplier i.e. ASAL internal audit work above 85%, 

they proceed forward & move towards for next 

step that is Assessments. 

 

 
 

Fig 10.2(b): Pre-audit is carried out by the core team 

members of SQMS, SQIG & CQ of TATA motors in ASAL 

 

10.3. Assessment: It is done in following way. 

 

 When the OFIs are get cleared by the company, 

final Audit is done which is nothing, but 

assessment. In Assessment the scales, grades or 

marks are given according to system & business 

audit compliance performance of a company. 

 From the Assessment, we came to know that the 

supplier company acquires grades or scales above 

or below 85% according to system & Business or 

Audit compliance results. 

 If the Grades or scales are above 85%, then the 

supplier company is considered to have acquired 

World Class Supplier Quality (WCSQ) & further 

moves for certification. 

 If the grades or scales are below 85%, then the 

remaining Opportunities for improvements (OFI) 

are suggested by the CFT of TATA Motors which 

should be cleared or improved within the required 

duration of time by that supplier company. 

 Thus the Assessment or final Audit is done by the 

CFT such as SQMS, SQIG & CQ of TATA motors in 

ASAL. As we can see Final Assessment Audit 

summary sheet of ASAL, chakan pune in Fig 10.3. 

 
 

Fig 10.3: WCSQ Final Assessment Audit summary 
sheet of ASAL, chakan pune 

 
10.4. Certification: It is carried out as 
 
 Thus after achieving 85% and above overall 

compliance including system & business result 
compliance. Thus Supplier Company is rewarded 
with a Certificate of “Preferred Quality Supplier” 
for Implementation world class supplier quality 
(WCSQ) in their company by TATA motors Ltd. 

 Thus this Certification indicated that the supplier 
has achieved world class level-I, included in TATA 
motors regular suppliers list & also preferred for 
dealing future next commercial business with 
TATA Motors Ltd. 

 From Fig 10.4, we can see that the certificate of 
“Preferred Quality Supplier” for Implementation of 
WCSQ in awarded to the supplier company ASAL 
by TATA Motors Ltd, pune. 

 

 

 
Fig 10.4: Certificate for Implementation of WCSQ in 

ASAL by TATA motors Ltd, pune 
 

11. Benefits of Supplier Development 
 
1. Cost Reduction & Productivity improvement 
2. Buyer performance improvement 
3. On time delivery 
4. Improvement in quality 
5. Just-in-time capability improvement 
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6. Reduction in cycle time 
7. Operations improvement 
8. Reduction in defective products 
9. Collaboration between buyer and supplier 
10. Learning and knowledge transfer 

11. Optimal resource utilization 

12. Supplier performance 

 

Conclusions 

 

In this paper we had basically gone through the details 

of what is World Class Supplier Quality (WCSQ), its 

Objectives, Issues & barriers in suppliers’ development, 

Supplier Development process model & its benefits. 

Along with this all, we had gone through the detail 

study of basic working principles of WCSQ, with the 

help of these principles; Implementation Process is 

carried out at a Supplier company of Tata Motors 

Limited namely ASAL (Automotive Stampings & 

Assemblies) which has Implemented & Executed WCSQ 

in there company or firm achieving world Class quality 

level-I by Tata Motors Limited. After Achieving World 

Class Quality Level-I, A Certificate is provided by Tata 

Motors Limited which indicated that the supplier 

included in TATA motors regular suppliers list & also 

preferred for dealing future next commercial business 

with TATA Motors Ltd. So far I conclude that WCSQ can 

be applied to a wide range of industries, even outside 

the manufacturing sector. I would recommend that 

some of the principles of WCSQ, particularly Quick 

Response and Standardized Operations shall be 

adapted in functions other than manufacturing. 
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