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Executive Summary

For Global Tier 1 suppliers, the 8D is no longer just a corrective action form. It is a visible
signal of engineering discipline and operational maturity.

OEMs now judge suppliers on more than defect rates. They look at the quality, clarity and credibility
of every problem-solving response: how clearly root causes are identified, how convincingly escape
points are explained, and how well corrective actions prevent recurrence. All of it feeds supplier
scorecards, escalation paths and long-term commercial standing.

Quality managers work under two pressures at once. Plant and corporate leadership expect fast
corrective action closure to protect scorecards, launches and production. OEM customers expect
timely, technically rigorous 8Ds that demonstrate control. Under that pressure, teams often submit
8Ds that meet format and timing requirements but have never been reviewed against OEM rejection
logic. When those responses are rejected, especially on repeat issues, things escalate fast. CARs
reopen, timelines reset, and quality leaders end up defending both the corrective action and the
internal process that let a weak response reach the customer.

HOW A MINOR DEFECT BECOMES A COMMERCIAL RISK

01 02 03 04 05
Minor defect = 8D lacks rigor => OEM rejects it = CAR reopens =

The situation: acceptable parts, unacceptable documentation.

One Global Tier 1 supplier saw frequent 8D rejections across multiple OEM quality portals.
Submissions were on time and usually included every required attachment. The problems were
qualitative and structural, not procedural:

e Root cause chains stopped at surface-level explanations instead of mechanism-based causes
e Systemic root cause sections were missing or filled with generic language
e "“Why Shipped” logic failed to identify the escape point in the control plan

e Corrective actions addressed symptoms and often defaulted to retraining

KEY TAKEAWAY
Each rejection hurt the supplier’s metrics and eroded OEM trust, not because parts were poor,

but because the documentation failed to show control. The OEM had become the first rigorous
reviewer.
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Common OEM rejection triggers,

SECTION 02 - REJECTION TRIGGERS

and what good looks like.

Three structural failure patterns get 8Ds rejected. Each one has a strong alternative that shows
the OEM real control of the process.

TRIGGER 01
Superficial root cause

REJECTED

"Operator failed to follow
work instruction.”

Why it fails: it assigns blame
without explaining the
physical mechanism that let
the failure happen.

STRONG RESPONSE

"Fastener torque varied
because the assembly
fixture allowed angular
misalignment under certain
tolerance conditions. The
work instruction did not
specify a secondary
verification step.”

TRIGGER 02

Missing systemic root
cause

REJECTED

"Quality system not
robust."”

Why it fails: generic
language gives no basis for
preventing the same failure
elsewhere.

STRONG RESPONSE

"The PFMEA update process
was triggered only by
internal scrap events, not
customer-reported defects.
Similar failure modes across
programs were not reviewed
for elevated risk.”

QUICK CHECK BEFORE YOU SUBMIT

TRIGGER 03

Weak escape point
logic

REJECTED

"Defect not detected
during final inspection.”

Why it fails: it restates the
outcome without explaining
why detection controls
failed.

STRONG RESPONSE

“Final inspection relied on
visual detection, which
cannot catch subsurface
dimensional variation after
thermal expansion. No in-
process SPC control existed
at the operation where
variation was introduced.”

01 02 03

Does "Why Shipped"” name the
that protects other programs control that failed, and why it
from the same failure? failed?

Does the root cause explain the |s there a systemic root cause

physical mechanism, not just
who missed a step?
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The intervention: an internal review gate.

To break the rejection cycle, the supplier made a pre-submission review mandatory.
Before any 8D went out, engineers uploaded the draft to MAD-Ai for evaluation.

MAD-Ai's Manufacturing Quality Super-Intelligence System (MQSIS) deployed its Al workforce to
grade problem-solving integrity against OEM-style expectations, with evidence behind every
finding for engineers to validate:

® |ogical completeness of root cause chains
® Presence and substance of systemic root causes
e Traceability between containment, root cause, corrective action and verification

e Common OEM rejection triggers, such as generic causes or training-only fixes

In one representative case, the review flagged a missing systemic root cause, a "Why Shipped” section
that didn't explain the detection breakdown, and corrective actions limited to retraining. The report failed
internally, before the OEM ever saw it, while the timeline was still in the team’s control.

The outcome: over the following months, better acceptance and less
escalation.

” > ”~ ™ ” ™ L Y

01 02 03 04

First-pass Less volatility Better feedback More confidence
acceptance Scorecard swings OEM feedback Clearer expectations
First-pass 8D tied to administrative shifted from “missing and fewer late-stage
acceptance rates rejections declined. information” to rewrites.

increased "acceptable

significantly. response.”

KEY TAKEAWAY

The Al workforce did not replace engineering judgment. It executed a consistent, unbiased

review that held the line on discipline exactly when time pressure most often compromises
rigor.
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OEMs reject 8Ds that fail to show control.

THE PATTERN

"OEMs rarely reject 8Ds because suppliers lack effort. They
reject them because the response fails to demonstrate
control.”

By strengthening internal validation of logic, traceability and systemic thinking before submission,
suppliers can prevent avoidable rejections, cut repeat corrective-action cycles, stabilize scorecards
and protect credibility long before an issue reaches the OEM portal.

—> The result is more than better documentation. It is a stronger signal of engineering
maturity to every OEM customer.

How MAD-Ai does it.

General Al chats and tells you what you want to hear. MAD-Ai's Manufacturing Quality Super-
Intelligence System (MQSIS) is a purpose-built, agentic Al platform whose specialized Al workforce
does the work and backs it up. It grades 8D, PFMEA and PPAP submissions to the requirement,
shows its evidence, and flags conflicts across documents like the drawing, PFMEA and control plan,
standardizing evaluation across teams and cutting manual review effort. It is built for Tier 1and Tier 2
suppliers working under IATF 16949 and works alongside the systems you already run. Your
engineers make the call.

1Tox $3-7 100+

faster on core quality tasks, return for every $1 spent quality workflows, from 8D to
on average PPAP

Speed from MAD-AI testing trials against a traditional quality engineer. Return estimated from conservative time savings.
Results vary.
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Who this is for, and why it matters.

This paper is for quality professionals at Global Tier 1and Tier 2 suppliers who own 8D corrective
action responses to OEM customers.

Quality Managers Supplier Quality Engineers

Responsible for 8D submission quality and OEM Managing corrective action workflows under time
scorecard performance. pressure.

Corporate Quality Leaders
Standardizing 8D performance across plants and
OEM relationships.

Plant Quality Leaders
Accountable for first-pass acceptance and
escalation prevention.

If your team submits 8Ds to Ford, GM, Stellantis or other OEMs, and rejection rates, scorecard volatility or
late-stage rewrites are a concern, this paper is for you.

Why documentation quality is a commercial risk.

In today's OEM-supplier environment, the 8D is a credibility signal. Every rejection, reopened CAR
and escalation is visible in OEM quality portals and supplier scorecards. Over time, a pattern of weak
documentation erodes trust regardless of actual product performance.

THE COST THE SIGNAL

The hidden cost of 8D rejection What strong documentation signals

¢ Reopened CARs reset timelines and ¢ Engineering discipline and structured

consume engineering hours

¢ Administrative rejection metrics count
against supplier scorecards

e Repeat rejections trigger escalation and
more OEM oversight

* Quality leaders defend internal processes,
not just the fix

problem solving

¢ Control over processes, not just reaction to
defects

e Systemic thinking that prevents recurrence
across programs

e A supplier worth trusting with new business
and launches

—> The gap between these two outcomes is rarely effort. It is the rigor of internal review

before submission.
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About the author and founder.

Rick Heilshorn

FOUNDER & CEO - MBA - MSENG - LSS MASTER BLACK BELT

Rick earned his Lean Six Sigma Master Black Belt at Honda, where he
led quality initiatives across North America. After decades of
manufacturing turnarounds and quality leadership, he built the
methodology and domain expertise that became the foundation for
MAD-AI.

—> His mission: bridge the gap between human expertise and the Al revolution. Not to
replace skilled quality professionals, but to give them superpowers.

This white paper reflects MAD-Ai's applied experience helping Tier 1 suppliers eliminate avoidable 8D
rejections and protect OEM relationships.

CREDENTIALS
MBA and Master of Science, Lean Six Sigma Master Black Led quality initiatives across
Engineering Belt, earned at Honda North America
Specialist in manufacturing Tier 1automotive supplier AIAG Quality Summit
turnarounds leadership speaker

ABOUT MAD-AI

MAD-AI, LLC, based in Madison, Mississippi, delivers a purpose-built, agentic Al platform for
manufacturing quality. Its Manufacturing Quality Super-Intelligence System (MQSIS) deploys a
specialized Al workforce that executes structured workflows across 8D, PFMEA, PPAP,
corrective action and supplier quality, helping teams work faster, reduce variation, retain
institutional knowledge and scale without proportionally adding headcount. MAD-Ai supports
automotive, aerospace, defense and advanced manufacturing organizations.
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SEE WHAT MAD-AlI CAN DO FOR YOUR QUALITY TEAM

Stop letting the OEM be your first reviewer.

MAD-Ai's Al workforce executes a real pre-submission 8D review,
catching what your team misses under time pressure. Your
engineers keep the final call.

81 / DISCOVER 02 / DEMONSTRATE 3 / VALIDATE

Talk to an Expert See MAD-Ai in Action Start a Pilot

Discuss your quality See how MAD-Ai supports Evaluate MAD-AI using
challenges, engineering real manufacturing quality your own quality
workload, and workflows, including 8D, workflows and measure
opportunities to improve PFMEA, and PPAP. the impact on engineering
efficiency. time.

LET'S TALK ABOUT YOUR QUALITY OPERATION
sales@mad-ai.com - (601) 301-2997
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