



AN OPPORTUNITY FOR IMPROVEMENT 

– ALIGNMENT OF RECORD RETENTION REQUIREMENTS FOR TIER 1 CUSTOMERS

By Chris Wackrow

An area of variation that has entered into the automotive supply chain is in the area of record retention. Record Retention include the activities involved in collating, tracking, storing and retrieving records of particular company activities. In this article, the records concerned are those generated for the product that a company manufactures. In essence, record retention provides evidence of what was done, when it was done, and by whom.  

Many suppliers would agree that the volume of documentation produced is monumental and has been on the rise for some time. This is largely due as a result of the need to be able to provide evidence that one does what one’s system says it must do. These system requirements are driven by automotive expectations, though the medium of TS Requirements, Customer Specific Requirements, and federal requirements. Many suppliers would also agree that almost all of the volume of records generated (at least those in their bulk form) will never be referred to again. 

Although one may not know how much it costs them to generate, maintain, manage, and store records, it could be estimated at 1% of sales. 

The volume of records, is driven by six things:
1. Those required by statutes

2. Those required by the automotive manufacturer

3. Those required by the Tier 1 supplier

4. Those required by the component manufacturer
5. Those required by the quality system standard

6. The complexity of the product being made and the volume of parts made

However, as Table 1 (below) shows, there is opportunity for improvement for all Tier 1 assemblers; since, presumably, for any single product line made and purchased, expectations would be similar. At the OEM level there is a good agreement on requirements; but, the generic approach the Tier assembler takes is not as clear as they attempt to apply a set of requirements for everything they procure.

In day-to-day business activities, manufacturers are provided information to follow to comply with customer requirements. In the chain of supply, the OEM makes rules for everybody in the Tier supply community. This community includes fastener suppliers who sell “loose fasteners” directly to:

· The OEM for OEM car assembly 

· Tier 1’s who make and sell subassemblies directly to the OEM for OEM car assembly

Therefore, a given part number sold to either an OEM or Tier 1 may have to satisfy substantially different requirements. Variation exists first, between Tier companies as to type of records required; and second, as to the duration the document should be retained. For example, some Tiers don’t state tooling record requirements, as do the OEM’s.  Likewise, many Tiers vary on retention requirements with some Tiers requiring purchase contracts, drawings and specifications, revalidation documents, and records of quality concerns to be retained for as long as 10 or 15 years. Some specify, separately, engineering records and traceability records, as well.   

Because Tier companies are subject to the same expectations for the product they make for the OEM, there is a tremendous opportunity to align requirements and harmonize the expectations Tiers have for the fastener supplier commodity.   

TABLE 1) OEM and Tier Records Availability Requirements

	
	Retention years after the production period has ended
	Retention years after a given document was created
	Retention years after a given document has expired

	
	Tooling records, PPAP’s, P.O.’s and P.O. Amendments
	Production records and test records
	Internal audit records and records of management reviews

	Core OEM

(Example: GM, Ford, DCX, Delphi)
	1
	1
	3

	Tier Group 1

(Example: Visteon)
	10
	As long as 10
	Same as OEM, although management review frequencies are not included.

	Tier Group 2
	15
	As long as 10
	Same as OEM, although management review frequencies are not included.

	Tier Group 3

(Example: Bosch)
	15+
	Combination of highly specific document types with a blend of frequencies that “borrow” from those indicated in Groups 1 and 2 above.

	Tier Group 4

(Example: Dana)
	Beyond those requirements shown in TS for records, neither years nor document types are specified.


Document Types

· Tooling: In the fastener production process, a multitude of refurbishable and disposable tools are involved. Even refurbished tools are ultimately consumed. The tooling is the property of the manufacturer and not the consumer, as it is in some industries (e.g. plastic injection moldings). The volume of tools and its consumable nature means that they don’t benefit from recordkeeping, except in tool development and continuous improvement projects. Records of dimensions obtained from the tool are considered more relevant.  

· Purchase orders and P.O. amendments: Presumably, these are intended to show evidence that the manufacturer was in possession of current specified information relevant to a given part, and that they were in possession of contract reference information. 

· Production inspection records and tests: In the TS environment, one expects that the data generated during production is used for the manufacturer’s self-improvement and internal compliance to self-imposed and customer imposed requirements. These records may be accumulated progressively as the product lot is being realized, at the completion of the process, or both.

In the automotive fastener world, there are three general statutes (TREAD Act, FQA, & FMVSS) that apply. The TREAD Act is designed to address the needs of a car manufacturer and its supplier in the event that the carmaker or supplier is affected by a potential or actual recall. The FQA stipulates requirements that apply to fastener makers, regardless of the industry the fasteners are made for. The FQA stipulates those conditions for which exemptions apply. The FMVSS document is applicable to passenger restraint systems and fasteners that are part of those systems.

Discussion

One presumes that the need for retaining records is as follows:

· To confirm that everything that was supposed to be done was done 

· To prove due diligence in the production of the parts

· To permit problem solving

In the automotive supply chain, the instructions to follow are produced while meeting the requirements of the TS directed documents. These instructions are provided in the form of the PFMEA and control plan before full-scale production at time of PPAP. Consequently, the PPAP becomes the most important document of all, since it is generated on the occasion of specified events. 
Technically, the properties that a component can deliver are evidenced in the short and long term. If early failures are to occur, then they can be expected primarily in the short-term. 

For the purpose of this discussion, a fastener has two objectives, one realized in the short term, and the other in the long term.  Short term can be thought of as that period embracing installation, and up to the point of release to the dealership. Long term is from that point until the useful life of the vehicle is at an end.  

Short Term Objectives
Short term objectives are:

Part A: The part is successfully driven by the tool and interfaces with the fastened components

Part B: Upon tightening, it can achieve its clamp load, accept the load within its angular window, and sustain the achieved load 

Some fasteners have design features that only have to do their job once. The recess dimensions, or across flats, is an example. Records of its size, shape, and dimension are probably not needed after the driven surface has been used. And if there is any issue with dimensions or shape of the head, then it will surface immediately. The records for Part A related features are redundant after successful assembly. Records for Part B are redundant also, but they would also be needed for long term.  Should short term objectives not be attained, examination of the failed parts or parts quickly helps identify the deficiency involved.   
Attainment of joint properties during the short term is validation of the design, the manufacturer’s process control, and the material used to make the part. The failure of the short term objectives will surface at the point of installation by the response of the part to the torque installation system. Therefore, for these properties, record retention time period should be short.  Also supporting a shortened record retention requirement is the fact that car assembly plants do not carry inventory for long periods
Long Term Objectives 
Long term objectives are those properties necessary to permit the joint properties to continue.

Any failures after the short term are due to deficiencies in the part that assembly didn’t identify, or normal effects of the bolt when the bolt is exposed to environmental or in situ effects.  Corrosion is one such environmental effect, as is stress corrosion cracking. These are events that can only be anticipated by the fastener designer and the end user fastener design release engineer. 

In the event that the joint properties are not realized, the joint components have more to tell us than any records kept during its realization. If the part is found to be conforming, then record reviews may have little to offer. Where destructive tests results are concerned, records pertain only to parts that were tested; the properties of untested ones are always implied. If in the record review, a process anomaly is found, it has to be determined if it is connected with the concern involved. Consequently, the most important records will be the records that enable one to go to a particular time and place where the anomaly would have occurred. 
In fastener manufacturing, process settings determine the outcome.  Testing is a formality to confirm that what was expected was actually attained. Of course, testing may be needed to tell how successfully it was attained; and any slight departures that might reasonably be expected can be compensated within the scope of normal adjustment in process control. Again, this information is used by the manufacturer and has no need other than for that. Records offer reassurance by providing evidence that the parts are what the manufacturer said they are. However, the customer gets this evidence when the part performs in the application.  Process records become important since processes confer the change into the part itself. Also, compliance to internal instructions is more important than the individual readings. 

Since readings are the result of properly implemented instructions, records are a by-product. Any readings obtained are evidence to the manufacturer of successful processing. Consequently, the manufacturer should be allowed the freedom to retain any documents they need in support of how they make the parts for their customers. The records retained and expected should take into account what the manufacturer needs to retain, based upon the performance history. These may not necessarily be the same for all manufacturers, but the standard requirements may not afford the customer what they may be looking for in the event that they must request a historical review of a part’s production. 

Table 2)  Proposal

	
	Retention years after the production period has ended
	Retention years after a given document was created
	RETENTION YEARS AFTER THE LOT IS PACKAGED FOR SHIPMENT
	Retention years after a given document has expired

	
	PPAP’s


	Final lot test summary

Corrective action records

Producer specified documents
	Lot shipping Records


	Internal audit records

	Fastener retention periods
	1 year
	5 years
	5 years
	3 years


Additional Thoughts  
· For the types of potential issues a part may have, the records specified to be retained are not entirely the most ideal or important ones. The records that would be most worth retaining would be the ones that relate material usage information, and the records that relate to the time and place of the individual processes that were conducted, as well as the location of the manufactured parts. 

· The ability to trace to a specific point in time and place is fundamental when performing rudimentary root cause analysis. It is difficult to do this when lot control data is missing, and it is improbable to reconstruct the entire scope of events that were operating at the time any nonconforming parts were made, as may be needed for root cause analysis.

· The headmarking is a vital record that is carried with the part into the field, stays with it its entire life, and traces directly to the fastener manufacturer.  It is the first thing that is verified.

Conclusion

Admittedly, this short review can only establish a starting point, and cannot address all the comments that are likely. However, it is hoped that this template is able to serve as a springboard for ideas and inputs. 

The fastener industry has an opportunity to standardize document types and record retention period requirements. There is a need for better clarity on which records are retained and a need for practicality on how long records are required to be retained. While computerization and storage have improved dramatically over the years, the volume of records is substantial.
The volume and diversity of record types pose certain challenges for the document custodian. The fastener industry can produce guidelines that the end user could use to ensure that the records retained will be appropriate to their needs.  If some uniformity can be derived, then the record retention process can be a less costly, cumbersome, and expensive part of a company’s operation.

Page 1 of 4
11/08/07



