INTERVIEW WITH THE EADS CHIEF QUALITY OFFICER, BILL BLACK

“An effective

Quality

function 1s a
Value addmg

asset”

Bill Black was appointed EADS Chief Quality Officer as of 1 July 2004. He explains why
it is so important for EADS to improve quality and customer confidence and outlines
corporate level initiatives which will help to bring about such improvements.

M Quality has recently been
made an EADS headquarters
function. Why do you think
that Quality is becoming more
of an issue today?

It is quite clear that the demand
for ever improving levels of qual-
ity, in all industry sectors, is real.
And although this demand is be-
ing driven directly by our cus-
tomers, we should never forget
that they are being driven in this
direction by their own customers.
What is behind this drive is per-
fectly natural. It is human nature
to consider whatever we may al-

ready have as the absolute mini-
mum that we want for tomorrow.
This has never been more true
than today and it starts with you
and I, together with our fellow
consumers around the world.
Just think for a moment how
we as individual consumers shape
what EADS customers demand
of our company. We want more
choice of TV channels with ever
improving content and reception
quality. We want faster broadband
internet connections available in-
stantly and anywhere. We want
to be able to fly anywhere safely,

in extreme comfort and for lower

and lower air fares. On top of all
of that, we want to be safe in our
homes, in our cities and when we
travel, so we want highly effec-
tive unintrusive defence systems,
but of course we also want lower
taxes and so these defence systems
have to be low cost.

So you and I, and billions of
other consumers like us, are col-
lectively driving EADS customer
requirements higher and higher.
And, of course we always have
to remember that our customers
have a choice. We're not the only
supplier out there, so we have to
ensure that we keep ahead of the
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“It is human
nature to consider
whatever we may
already have as the
absolute minimum
that we want for
tomorrow.”

competition in terms of the qual-
ity of products and services that
we offer.

Is there a need to raise the pro-
file of Quality at EADS?

Quality of the products and serv-
ices that we deliver has long been
recognised as a key success factor
in all of our EADS businesses. In-
deed much of our unprecedented
success in the marketplace today
is due to the excellence of our
products and services.

On the other hand, there are
good reasons for wanting to raise
the profile of the Quality func-
tion within EADS. In setting
tough standards of performance
for acceptable levels of on-time
on-quality delivery and customer
satisfaction, in measuring and in
continually improving our per-
formance against these standards
we find some of the most impor-
tant tasks of any Quality function
In any company.

Through this setting of clear
quality targets and the driving of
continual improvement actions
we can further improve customer
confidence and so do our part in
securing future orders for EADS.
An effective Quality function is a
value adding asset in any company

but it will require a lot of hard
work and some changes in mind-
set and level of engagement from
the Quality function throughout
EADS in order to earn this repu-
tation, and then the appropriate
recognition of the function and
its people will follow.

So how do we in EADS go
about improving customer
confidence?

The fundamental approach is
quite simple to express and quite
difficult to achieve. It works only
through completing a classic cy-
cle of four steps: listen, under-
stand, act and communicate. First
we have to really listen to what
our customers are saying about
our performance. Then we have
to clearly understand out of this
feedback what are the customers
main concerns and to use these
as priorities for our improvement
actions. We then need to act to
solve these issues through prac-
tical, results-focused improve-
ment projects. Finally, through
simple and clear communications
we have to convince our custom-
ers that we've responded to their
concerns and that our actions are
bringing about real, measurable
improvements.
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“Through the
setting of clear
quality targets
and the driving
of continual
improvement
actions we can
improve customer
confidence and

so do our part in

securing future
orders for EADS.”




And how do the Customer Re-

views work?

These are face-to-face interviews
between key people from our cus-
tomers' organisations and Busi-
ness Unit representatives who are
knowledgeable about the products
and services delivered. One of the
main aims of these interviews is to
establish a deeper understanding
of what lies behind the custom-
er's perceptions of our perform-
ance. In fact, it is often possible
to begin to change the customer's
perceptions during the course of
the interview itself. After an in-
terview lasting roughly one and
a half to two hours, data will be
collected, processed and the key
findings and actions required will
be summarised in a report for the
BU concerned. The Business Unit
involved will then review the data
and identify those areas where it
is prepared to launch improve-
ment actions. Once the various

action plans have been launched
it is important to go back to the
customer and communicate what
has been done to improve on-time
on-quality delivery (OTOQD).
This is when we can really start
to change perceptions for the bet-
ter and build up customer confi-
dence.

So is this one of the things
you’ll be aiming to establish
across all Business Units?

Yes, of course. This is our top
priority since it sets the direction
and priorities for the subsequent
improvement actions. As it hap-
pens, most Business Units already
have some form of system for
measuring customer satisfaction
in place. What we are now doing
is establishing one single approach
to customer confidence measure-
ment. We need to have a consist-
ent view across all BU’s of how
the customers perceive EADS.

You said before that the Qual-
ity function is also about set-
ting internal standards for
on-time on-quality delivery.
Is it possible to create a set of
standards that work for all?

The last thing we want to do is
burden our Business Units with
cumbersome measures. The busi-
ness environment is pressured
enough as it is. But it is a fact that
what gets measured gets manage-
ment attention. Without facts and
data we are flying blind, reacting
to random events in a totally re-
active way. We need to be clear
what is important to be measured,
and for each Business Unit we
will together identify a minimum
set of key measures to track the
on-time on-quality delivery trend
to be confident that it is improv-
ing. Customer confidence levels
are equally important measures
which show whether the custom-
er's perceptions agree with our
own internal data. For each BU
we need to identify three to five
key measurements that will show
clearly whether our OTOQD per-
formance is improving to meet the
BU specific standards. These meas-
urements can generally be drawn
from the BUs existing data and
they will therefore vary in style
and content between BU’s. For an
aircraft manufacturing BU, for ex-
ample, we might want to choose:
percentage of OTOQ aircraft de-
liveries, percentage of spare parts
delivered OTOQ and percentage
of aerostructures delivered inter-
nally OTOQ. There is no value
in making direct comparisons
between OTOQ performances
from one BU to the next. What is
valuable is to compare the trend
in each BU to stimulate cross BU
learning and best practice transfer
to get all moving in the right di-
rection at a good pace.
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“In the medium
term EADS will
become widely
recognised, publicly
and internationally,
as a truly excellent
company that
consistently
improves upon

delivering on-time
and on-quality

products and

services.”

At what point will you begin
to feel that establishing corpo-
rate Quality has been a worth-
while initiative?

When I can see a robust improv-
ing trend in measured OTOQD
and measured customer confi-
dence levels across all BU’s. That
will tell me clearly whether we
are heading in the right direction
and, more importantly, whether
our customers agree that we are
improving.

In the medium term EADS
will become widely recognised,
publicly and internationally, as
a truly excellent company that
consistently improves upon de-
livering on-time and on-quality
products and services that our
customers are delighted to buy
and to use.
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