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Introduction

In the fast-paced and highly competitive consumer goods industry, ensuring consistent
product quality is paramount to maintaining customer trust, brand reputation, and market
share. Buyers and suppliers are also facing increasing pressure to meet stringent
regulatory standards, and respond to evolving consumer expectations for safety,
sustainability, and reliability. A robust quality system, covering every stage of production,
forms the cornerstone of product integrity, safeguarding against risks related to quality,
safety, and regulatory compliance.

In this white paper, we will highlight what makes a good quality system and examine what
the key building blocks are for a good quality system that can be applied to different
consumer goods sectors.
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Why Quality ® Increased Returns and Handling Costs

Defective goods often result in higher return rates, which

SySte mS Matte r? increase operational costs in the returns process and reduce

profitability.

Lower Customer Loyalty

Poor goods quality can significantl
. gtb .q yfr . dgff e y St {‘jﬁf} Low-quality products lead to negative customer experiences,
TPEEIE LS INSESEH U JrgrEnies) eroding long-term customer relationships that are hard to

concerning brand reputation, customer build up.

satisfaction, liability and profitability.
Damage to Brand Reputation
Poor quality can be harmful to a brand's image, especially in

competitive markets where consumers have abundant
choices.

Regulatory and Legal Risks
'} In product categories such as toys and childrenswear, where

strict safety and compliance standards apply, poor product
quality can result in regulatory violations, costly recalls, and

potential legal liabilities.

A basic yet well-structured quality system helps reduce these risks, improve
consistency, and achieve quality assurance — for both sellers and consumers.
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Ten Components of a Good Quality System

To begin with, we are breaking down what ten foundational components are with a robust quality
system. A strong one does not have to be complex but at its core, it should deliver:

(1) Clear Objective and Polices (6) Measurement and Analysis
 Define quality objectives aligned with organization's goals. » Use key performance indicators (KPIs) to measure quality performance.
e Establish policies that guide quality practices. » Analyze data to identify trends, issues, and opportunities for improvement.

(2) Documented Procedures

» Maintain clear, concise documentation of processes and procedures.
e Ensure that documentation is accessible and regularly updated.

(7) Risk Management

e |dentify potential risks that could affect quality.
e Develop strategies to mitigate these risks proactively.

(8) Compliance and Standards

e Ensure adherence to relevant industry standards and regulations
(e.g., EN71/ ASTM F963 for toys)
» Regularly audit and assess compliance with quality standards.

(3) Employee Involvement (e.g. TQM)

e Engage employees at all levels in quality initiatives.
¢ Provide training and resources to empower staff to contribute
to quality improvement.

(4) Customer Focus

e Prioritize understanding and meeting customer needs and expectations.
¢ Implement feedback mechanisms to gather insights from customers.

(9) Communications

¢ Facilitate open communication regarding quality issues and improvements.
e Share successes and learnings across the organization.

(5) Continuous Improvement (10) Management Commitment
 Foster a culture of continuous improvement (e.g., using methodologies like Six Sigma).  |eadership should demonstrate a commitment to quality through resources, support, and involvement.
» Regularly review and analyze processes for potential enhancements.  Establish a quality team or designate quality champions within the organization.
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Six Building Blocks of a

Practical Quality System

After exploring the key elements that contribute to a strong
quality system, let's now examine six essential factors to
consider when building a new one. This approach is
especially valuable for businesses with limited resources
but a strong commitment to effective quality management.
By focusing on these foundational items, companies can
establish a reliable system that supports consistency,
compliance, and long-term success.
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@ Document & Procedure - Product Requirements

To ensure quality control is accessible and effective at the factory level,
especially for operators who may struggle with complex instructions, it's
important to use simple, visual specifications or checklists. Visual aids, such
as photo-based guides, can significantly improve clarity and reduce errors.
For example, a footwear brand successfully lowered customer return rates
by introducing photo-based checklists for outsole and stitching inspections.

These tools help standardize processes and make expectations clear.
Additionally, maintaining thorough inspection records, reports, and
documentation of corrective actions is essential for traceability and
continuous improvement.

@ Process Control - Inspections

Thorough inspection plan should be established during Pre-production
meeting. Type of process controls (e.g., initial inline, inline, and FRI), time
and action plan as well as different precautionary measures should be
clearly identified in the meeting. For instance, the QA/QC team of a
kitchenware importer conducted an analysis of previous production defect
rates, identifying frequent issues with handle quality. Before proceeding
with repeat orders, they implemented a targeted quality improvement plan
— including adjustments to the production and assembly sequence and
increasing the number of in-line inspections. As a result, the number of
reworks significantly decreased compared to the previous year,
demonstrating the effectiveness of proactive quality management.
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Inspector reviews saucepan handles to verify quality compliance.
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@ Communications

It is essential to ensure all stakeholders (including agents, vendors and suppliers) are
aligned with the product quality standards. They should be able to get the latest quality
assurance or control documents for their production or quality controls via web-based
platforms, boosting collaboration and efficiency in communication.

@ Issue Management

While defects are inevitable in any production process, systematically tracking them along
with their root causes helps build a valuable database for continuous improvement and
error prevention. By analyzing the frequency and patterns of defects, QA/QC and
production teams can identify trends — whether increasing or decreasing — and take
informed action. When necessary, discussions with relevant stakeholders should be
initiated to explore improvement opportunities. New measures can then be tested, allowing
the business to learn through trial and error and refine its quality management practices
over time.

@ Documentation

Documentation plays a vital role in quality management by providing clear records of
inspections, procedures, and corrective actions. It ensures traceability, supports continuous
improvement, and helps teams identify recurring issues. Well-maintained documentation
also facilitates accountability and compliance with industry standards and regulations.
Referring to ISO 9000 is a good ground for beginning.
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® Keep it Flexible - Not Overbuilding

‘One-size-fits-all' is not applicable in quality system. The business
should build one that is apt to the real needs:

 Right sized for the product type, volume, and risk level.
e Adaptable to different markets and buyer needs.

e Scalable as business grows.

e Focused on real impact, not just checking boxes.

Whether you're a startup launching your first product or a global brand
managing hundreds of SKUs, a flexible quality system scales with your
needs. For example:

e Startups can focus on basic inspection checklists and supplier
onboarding to avoid costly recalls.

e Midsize brands may integrate simple defect tracking dashboards
to guide improvement.

e Large brands often use full SOPs and factory audits to manage
risk across markets.
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Three Common
Mistakes to Avoid

Before rolling up one’s sleeves and starting to build a quality
system, it's crucial to understand common pitfalls. Avoiding
these mistakes can save time and resources, and pave the
way for consistent, reliable quality management.

Getting Overcomplicated at Early Stage — Building a large
system before understanding key risks wastes resources.

Not Involving Suppliers — A quality system only works if the

< people making the products understand and support it.
ﬁ?ﬁ?ﬂ? Lack of Feedback Loop — Without proper issue management, Start small, review monthly,
[6 problems are likely to recur, leading to repeated errors and and grow based on real

inefficiencies. product performance.
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Conclusion

A well-planned quality system not only help mitigate
risks such as product recalls or compliance failures
but also drive operational efficiency and foster
innovation. As global markets become more
interconnected and digital transformation reshapes
manufacturing, the need for adaptive and data-
driven quality systems has never been more critical.
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About Eurofins Assurance

Eurofins Assurance companies support customers globally to identify and mitigate risks
along their supply chain — with operations, processes, systems, people or capabilities.

We understand the challenges of building and maintaining a practical quality system — especially when
managing multiple products, countries, or suppliers in the complex consumer products industry.

QOur tailored services include:

Inspection planning and execution
Supplier evaluation

Defect tracking and issue resolution
Quality documentation and SOP design
Factory support and training

Quiality is not just a process — it's a promise to your customer. Whether you need help identifying weak spots
or scaling your existing controls, our team is ready to support you.

For more information about our comprehensive services, please visit
www.eurofins.com/assurance
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