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Those who want to be sure that they will achieve their goals 

must measure whether they are on course, on the one hand, 

i.e. whether the current position matches the planned one. But  

the course itself also has to be constantly analysed. The result of 

this continual analysis process is a closed loop, which leads to 

continuous improvement. 

Analysis Process
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Risk Management Ensures 
Safety Right from the Start
Safe is safe

“No risk – no fun.“ This applies only to a few extreme athletes. This motto has no 

place in business life. A structured management system minimises the risk potential 

and is therefore a key component in the quality philosophy at GEA Westfalia 

Separator. The contract review is also of central importance in this process. Because 

it means safety – right from the start. 

If possible: standard contracts
The familiar solution is standardisation. The purchasing department at GEA Westfalia 

Separator has on hand the relevant contracts that regulate the relationship between 

the sub-contractors. In accordance to an A / B / C analysis, it includes the general 

conditions. This process helps to shape contracts transparently. And clarity prevents 

errors. 

For orders that GEA Westfalia Separator receives from a customer, there are also 

standardised contract specifications. This applies especially to delivery contracts for 

centrifuges, process lines and plants. If the customer would like to see its own 

requests included in the contract, the customer‘s requests are aligned with the 

internal contract standard and a risk analysis performed. 
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From case to case: 
Short risk analysis or detailed risk assessment
Depending on the order volume, a short risk analysis or a detailed risk assessment 

is used. In the case of a short risk analysis, the working employee breaks down the 

main liability risks in a form. One of the questions on the form, for example, is 

whether consequential damages are excluded. In other words, how a possible delay 

in implementation is regulated or whether there is an overall upper liability limit. 

The second issue looks at assured features. This ensures that the plant performs as 

stipulated in the customer‘s requirement specifications. It also prevents follow-up 

costs that could result, for example, from a delayed acceptance test or necessary 

machine modifications. 

Ultimately, the short risk analysis includes an evaluation of the customer‘s financial 

solvency. All of these factors are included in the preliminary costing. With the help 

of this comprehensive analysis, the risk analyst always takes the main risks into 

account. This analysis minimises the potential risk both for the customer as well as 

GEA Westfalia Separator. 

If the order volume exceeds a defined amount, instead, a detailed risk analysis is 

performed in which the relevant risk management department is involved. Right 

during the scheduling phase, this department sets out to exclude the risk-related 

contractual points. In the detailed risk analysis, the critical contract sections are 

explicitly queried and a far-reaching risk assessment performed. 
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Risk factors are gathered worldwide
The basis of this analysis is the structured gathering of all relevant risk factors, 

ranging from the political risks, environmental risks and financing risks. This applies 

not only to the main production facility in Oelde, but also all subsidiaries – the risks 

are also gathered worldwide. This information is then collected centrally in the 

controlling department in Oelde. The controlling department lists the individual 

reports and assesses the respective risk, making it quantifiable in this way. 

The Risk Advisory and Assessment Committee meets on a routine basis. This 

committee is made up of members from different departments in order to be able to 

analyse the risks from entirely different perspectives. For all measures that the 

committee comes up with, the customer is always the focal point. Only working with 

the customer is the optimal solution found. This applies both to project planning and 

the preparation of the contract as well as subsequent implementation. All key factors 

are documented along with the relevant responsibility so that it is clearly understood. 

And that was, is and remains the best foundation for satisfied customers. 

All relevant risk factors are gathered by GEA Westfalia Separator worldwide. 

This information is then collected centrally in the controlling department in Oelde.
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Analysis is the Foundation of the 
Quality System
Quality can be measured
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For GEA Westfalia Separator, the quality concept is corporate culture in action. That 

is why everything is measured, analysed and assessed. This includes the supplier, the 

system, the process, and last but not least, the quality auditor himself and are 

constantly under close scrutiny. This is not to punish, and not for an end in itself. 

Ongoing analysis helps to assess the current situation in order to effectively 

implement remedial measures if the current course no longer leads to the goal, which 

is the continuous improvement of products, processes and work conditions. 

The analysis process begins long before the factory door to GEA Westfalia Separator. 

Through precisely described quality guidelines for external suppliers and the 

additional individual agreements, test data can be accessed, but costs also enforced. 

Shortcomings are identified in the quality report
If a defect arises, this is identified by the relevant employee using a negative log 

sheet in a quality report. An example: air pockets or so-called blowholes are found 

on a support frame made of grey cast iron or ferrous metal casting. These are then 

described and assessed precisely in the quality report. The report also shows which 

internal authorities were called upon and which decisions they made, which remedial 

measures were necessary or whether the part was scrapped. All essential information 

is obviously also sent to the supplier. Because only when you know where you stand 

can you improve.

Procurement process analyses cash flow 
Last but not least, the costs incurred in this process are identified. To this end, the 

times of the individual processing steps are tracked in the SAP system. This enables 

the company to determine precisely at which work step the defect appeared. The 

exact amount that the damage caused is calculated for the unmachined part itself 

and the costs incurred. The result of this calculation is a cash flow that the 

procurement process describes. Additionally, the analysis shows whether the supplier 

has a basic quality deficiency. If this is the case, GEA Westfalia Separator can 

immediately ask further targeted questions.
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Quality costs make production transparent
A similar system controls the production process. This system is used to accurately 

determine, via the quality report, the costs for the finishing work or the material for 

a defective part, internal and external quality costs differentiated from one another. 

The quality management department identifies and assesses both factors – the 

component itself and the service rendered – ranging from the cost centre to machine 

group. In doing so, the entire production chain is transparent and quantifiable from 

a quality perspective.

Quality reports facilitate continuous improvement process
The quality reports from all relevant departments are collected centrally in the 

quality management department. Both external information from the customer base 

as well as internal data are taken into account. Corrections derived from audits or 

preventative measures complete the data pool. This procedure is used to break down 

a potential quality deficiency into different levels so that it can be attributed 

accurately. For example, the detailed reports make the work area, the machine and 

the cause of a complaint visible. Mistakes, operating errors, programming errors or 

construction errors are thereby clearly isolated from one another. 

In sum, a huge improvement potential emerges from all of the internal and external 

data. This is analysed in interdisciplinary quality circles and often leads to product 

improvements.

Each department performs an annual audit
At GEA Westfalia Separator, every company department performs an annual audit. 

These are primarily system audits; process audits are scheduled only in special 

departments. Product audits are performed seldom; they are broadly covered by the 

quality circles. 

The first step of an audit is advance notice or the so-called audit plan. After the audit, 

an audit report summarises the result in conformance to the standards, and thereby, 

comparable. If deviations from the target are found, these are mentioned in a 

separate deviation report that is enclosed with the audit report. The deviation report 

contains a correction sequence that describes the measures to be taken to correct the 

deficiency. Furthermore, there is a time line that specifies the time frame for 

improvement. 
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Permanent optimisation
With this quality system, the quality costs can be 

attributed accurately by breaking them down to the 

departments that incurred them, such as production, 

design, suppliers and service. 

Those who can best improve the actual situation 

analysed are those that know it best. Each individual 

employee is consequently a very important member 

in the quality optimisation chain. For this reason, 

the results from the statistical assessments are also 

displayed to the employees classified according to 

topic. This allows the employee to see close up the 

savings and improvements achieved with their help. 

Quality management thus becomes motivation.  

The result is a continuous improvement process 

based on key figures and target values that all 

employees are responsible for – and this is exactly 

how GEA Westfalia Separator defines quality 

management. 

For GEA Westfalia Separator, 

each individual employee is a very 

important member in the quality 

optimisation chain.
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The Continuous Improvement 
Process is Part of the Company‘s 
Work Philosophy
Internal dynamics

Always improving, that is the goal. Because optimised internal operating processes 

reduce costs. And they increase quality from the customer‘s perspective. Better 

delivery reliability, faster order processing and fewer mistakes are only several 

aspects to be mentioned in this context. The continuous improvement process at 

GEA Westfalia Separator has long taken on a life of its own and for each employee 

has become a central component of his or her work philosophy. With such a process 

supported internally, there are no limits. The potential is always there if everyone 

together wants to make things better. 

GEA Westfalia Separator uses different tools to identify areas that can be improved. 

On the one hand, external consultants are hired to prepare potential analyses. They 

look very carefully at factors like productivity, delivery reliability, set-up time 

optimisation or warehouse management.

But this external know-how is being used less and less because improvement 

proposals are coming from inside the company itself. Also, detailed quality reports 

are resulting in a higher transparency in the quality costs. These can now be 

attributed to the cost-incurring departments such as production, design, suppliers 

and service. The bright floodlights light up exactly those areas where quality 

standards are developed.

Measure, analyse, assess –  

for GEA Westfalia Separator 

this is the best approach to  

continuously improve products,  

processes and working conditions.
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The third tool is a global information system. In this case, both data from the 

customer satisfaction analyses as well as the complaint reports are assessed. If, for 

example, a customer has difficulties with a machine, this information is reported 

worldwide and collected centrally. A group of specialists subsequently analyse the 

error. This analysis process can be used to figure out whether the error is construction-

related or whether the machine is being operated incorrectly. If there is a construction-

related error, the machine is immediately overhauled. If it is an operating error,  

GEA Westfalia Separator responds, for example, by improving its operating manual. 

A global idea pool also drives the quality process. 
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Working together to make things better: 
Workshops work out improvement proposals 
All improvement ideas are collected centrally in the ideas management department. 

The employees from this department are specially trained to discuss new approaches 

using defined methodologies. If an improvement potential is identified, these 

employees conduct a workshop that comprises employees who are involved in the 

process to be improved. These are therefore interdisciplinary teams that work 

together in different hierarchical levels as well as across different departments. 

Under the moderation of the employee from the ideas management department, the 

team analyses the actual condition in the first step. Building on that, the workshop 

works out the necessary improvement approaches, which are summarised in detail 

in a “workshop storyboard.“ The formulation of an implementation variant follows 

in which the already measurable factors are defined, thus enabling a monitoring and 

objective assessment in a quality closed loop. 

Committed to quality worldwide 
Thanks to this workshop system, GEA Westfalia Separator works in all important 

company divisions and departments. This includes production, administration, 

service as well as within the worldwide subsidiaries. Everyone pulls together to 

ensure quality. 

GEA Westfalia Separator defines 

quality management in action as  

a continuous improvement process 

based on key figures and target 

values that all employees are 

responsible for.
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Further applicable documents in  
accordance with DIN EN ISO 9001:2008
 

Quality Management Systems

Designation Produced, revised Document name Archive

Organisation manual TQM / QMO OM TQM

Organisational chart HR INTRANET HR / Contr

Quality management manual TQM / QMO QMM 2009 TQM

Environmental management manual TQM / EMO EMM 2009 TQM

Audit systems TQM WSN 76-0095-00 Product Data 
Management

Employer / Works  
Council agreement

Board, MD, i2m,
Works counsil

INTRANET Product Data 
Management

Works standard volumes  
(procedural standards)

TQM / QMO WSN 72 
WSN 76

Product Data 
Management

Management Responsibility

Designation Produced, revised Document name Archive

Management review TQM MR file TQM

Organisation manual TQM / QMO OM TQM

Organisational chart HR INTRANET HR / Contr

Quality management manual  TQM / QMO QMM 2009 TQM

Environmental 
management manual

TQM / EMO EMM 2009 TQM

Technology management manual R&D TMM R&D

Project management manual R&D PMM R&D

Risk management manual Risk management RMM Risk management

Audit systems TQM WSN 76-0095-00 Product Data 
Management
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Resource Management

Designation Produced, revised Document name Archive

Quality management manual TQM / QMO QMM 2009 TQM

Investment planning Board, MD, MGR PL Ko In Controlling

Cost center planning Board, MD, MGR PL Ko In Controlling

Determination  
of training requirement	

MGR, HR Various HR files Personnel  
development 

Function description TQM OM TQM

Product Realization

Designation Produced, revised Document name Archive

Quality management manual TQM / QMO QMM 2009 TQM

Environment 
management manual

TQM / EMO EMM 2009 TQM

Technology management manual R&D Tech MM R&D

Project management manual R&D Project MM R&D

Procurement manual Strategic procurement PM Strategic procurement

Risk management manual Risk management Risk MM Risk management

Works standard volumes  
(proc. standards)

TQM / QMO WSN 72 
WSN 76

Product Data 
Management

Works standard volumes  
(parts standards)

R&D WSN 01 to 
WSN 28

Product Data 
Management

Works standard volumes  
(material standards)

R&D 
Central materials 
engineering

WSN 60 to 
WSN 62

Product Data 
Management

Works standard volumes  
(Design- and drawing guidelines)

R&D WSN 71 Product Data 
Management
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Product Realization

Designation Produced, revised Document name Archive

Works standard volumes 
(manuf. procedures)

Production WSN 66, WSN 73 
WSN 74, WSN 85

Product Data 
Management

Works standard volumes 
(manuf. aids)

Production WSN 41, WSN 42 
WSN 81 to 84 
WSN 86 to 89

Works standard volumes 
(process materials and auxiliaries)

Production WSN 63, WSN 65

Works standard volumes 
(repair procedures)

Service
Repair area

WSN 98

Measurement, Analysis, Improvement

Designation Produced, revised Document name Archive

Quality management manual TQM / QMO QMM 2009 TQM

Environmental 

management manual

TQM / EMO EMM 2009 TQM

Technology management manual R&D TMM R&D

Project management manual Strategic procurement PM Strategic procurement

Procurement manual R&D PMM R&D

Risk management manual Risk management RMM Risk management

Employer / Works

Council agreement 

Ideas management

Board, MD, i2m,

Works counsil

INTRANET Product Data 

Management

Works standard volumes

(processing standards) 

TQM / QMO WSN 72 

WSN 76

Product Data 

Management
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Quality Management Systems

Designation Produced, revised Document name Archive

M-Division Process Model TQM Process Model TQM

Company 
Strategy and 

Planning

Bookkeeping and
Accounting

Information
Management

Quality Costs
Management

Customer
Order

Process flow  
and  

Controlling

Personnel 
Management

Maintenance
Management

Claims 
Management

Process of Sale

	 Process of Design and Development		

		  Process of Procurement

			   Process of Production Planning

				    Process of Manufacturing		

					     Process of Machine Assembly			 

						      Process of Dispatch

							       Process of Original Manufacturer Service

Continuous
Improvement

Safety
Management

Risk
Management

Environmental 
Management

Quality
Management

Fulfilled
Customer

Order

Performance Processes

Designation Produced, revised Document name Archive

Sales process TQM / QMO TQM / QMO

Optimising planning accuracy WSN 72-1150-10 Product Data 
ManagementContract review, inquiries WSN 72-1150-20

Contract review, orders WSN 72-1150-21

Order process 
for end products

WSN 72-1160-41 
WSN 72-1160-42 
WSN 72-1160-43

Changes to orders  
for end products 

WSN 72-1160-50 
WSN 72-1160-51 
WSN 72-1160-52

Standard scope  
customer documentation

WSN 72-1185-00

Leading Processes

Performance Production Processes 

Support Processes

GEA Westfalia Separator – M-Division Process Model
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Designation Produced, revised Document name Archive

Development and design process R&D R&D

Technology management manual Tech MM Product Data 
ManagementProject management manual Project MM

Works standard volumes  
(design and drawing procedures)

WSN 71-

Works standard volumes 
(part standards)

WSN 01- to WSN 28-

Works standard volumes 
(material standards)

WSN 60- to WSN 62-

Release of drawing, parts list  
and works standards

WSN 72-1610-20

Changes to drawing, parts list  
and works standards

WSN 72-1640-20

Standards check WSN 72-1660-30

Creation of a works standard WSN 72-1210-30

Development and design of
products in separation technology

WSN 72-1230-10

Design and acceptance of  
products in accordance with the 
Pressure Equipment Directive

WSN 72-1230-20

Code number ranges for 
end products 

WSN 72-1350-08

Procurement process Strategic purchasing Strategic purchasing

Procurement manual MM Product Data 
ManagementProcessing of order confirmations 

of buy-in parts
WSN 72-1180-00

Drawing up the order texts WSN 72-1250-10

Ordering with purchasing notice WSN 72-1251-00

Orders through purchasing dept. WSN 72-1252-00

New suppliers,  
selection and approval

WSN 72-1252-10

Processing of first samples WSN 72-1223-00

Ordering, testing and  
manufacturing load-bearing  
bowl parts

WSN 76-0009-00

Heavy-duty bowl parts
finished by supplier

WSN 76-0009-04

Requirements for 
suppliers’ testing systems

WSN 76-0084-00

”External” individual component
testing for heavy-duty 
material-tested bowl parts  

WSN 76-0009-02 

Heavy-duty bowl parts  
”hardness-tested” by the supplier

WSN 76-0009-03 
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Designation Produced, revised Document name Archive

Production planning process Production Production

Order process for end products WSN 72-1160-41 
WSN 72-1160-42 
WSN 72-1160-43

Product Data
Management

Changes to orders for
end products

WSN 72-1160-50 
WSN 72-1160-51 
WSN 72-1160-52

Production process Production Production

Works standard volumes 
(production procedures)

WSN 66, WSN 73 
WSN 74, WSN 85

Product Data
Management

Works standard volumes 
(production aids)

WSN 41, WSN 42 
WSN 81 to 84 
WSN 86 to 89

Works standard volumes 
(consumables and aids)

WSN 63, WSN 65 
WSN 68, WSN 69

Incoming inspection of parts 
provided by the customer 

WSN 76-0080-00

Incoming inspection Oelde plant 
(parts provided by customer)

WSN 76-0080-01

Incoming inspection of parts 
from external production facilities

WSN 76-0081-00

Incoming inspection  
of buy-in parts

WSN 76-0085-00

Incoming inspection  
of raw material

WSN 76-0086-00

Incoming inspection  
of heavy-duty bowl parts

WSN 76-0009-01

Establishing job schedules for 
parts with incoming inspection

 WSN 76-0086-02

Incoming inspection WSN 76-0087-00

Incoming inspection Oelde plant WSN 76-0087-01

Incoming inspection of  
ASME material

WSN 76-0085-02

In-process inspection 
(guideline / procedure)

WSN 76-0088-00

Organisational procedure quality  
report of incoming inspection

WSN 76-0088-20

Organisational procedure quality  
report of incoming inspection / Oelde

WSN 76-0088-21

Organisational procedure  
quality report of incoming  
inspection / Niederahr

WSN 76-0088-30

In-plant transport damage WSN 76-0088-40
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Designation Produced, revised Document name Archive

Production process Production Production

General packing procedures WSN 76-0200-00 Product Data 
ManagementRubber products (storage) WSN 07-0002-09

Date code WSN 72-1329-70

Re-drying of stick electrodes WSN 73-9100-25

Non-destructive material testing WSN 76-0019-00

Creation and flow of a quality
report and registering of internal 
quality costs at Oelde location

WSN 76-0088-11 

Creation and flow of a quality
report and registering of internal 
quality costs at Niederahr location

WSN 76-0088-12 

Creation and flow of a quality
report and registering of 
internal quality costs at 
Château-Thierry location

WSN 76-0088-13 

Assembly process Production Production

Machine card Machine card (SAP) Product Data 
Management

Sectional drawings Drawing-No. COI

Checking accompanying
documents for centrifuges

WSN 76-0065-00 Product Data 
Management

Standard tests for  
mineral oil separators

WSN 76-0070-00

Control checks on  
mineral oil separators

WSN 76-0071-00

Control checks on industry  
and dairy separators

WSN 76-0071-10

Control checks on decanters WSN 76-0071-20

Vibration test on decanters
(measuring point diagram) 

WSN 76-0102-40

Service process Service Service

General packing procedures WSN 76-0200-00 Product Data 
ManagementPacking procedure I for seaworthy, 

storage-stabile packing
WSN 76-0200-10

Packing procedure II for  
seaworthy packing

WSN 76-0200-20

Packing procedure  
for airfreight packing

WSN 76-0200-30

In-house packing procedure WSN 76-0200-40

Procedural instructions 
for processing China export 
consignments

WSN 76-0200-50
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Designation Produced, revised Document name Archive

Original Manufacturer Service 

process

Service Service

Order processing in technical 

customer support

WSN 72-1170-00 Product Data 

Management

Application procedure for being 

certified “Authorized Workshop”

WSN 76-0025-90

Decision support: safety- 

relevant damage to centrifuges

WSN 76-0025-95

Procedure for reconditioning 

second-hand separators and 

repairs in workshops authorised 

by WSO

WSN 76-0026-00

Execution of repairs on 

contaminated machines 

WSN 76-0190-00

Works standard volumes

(repair procedures)

WSN 98-

Decanter service report WSN 76-0020-50 

Separator service report WSN 76-0020-60 
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Designation Produced, revised Document name Archive

Quality Assurance /
Environment

TQM TQM

Quality audit WSN 76-0095-00 Product Data 

ManagementQuality assurance manual,  
production, issue, distribution, 
revision, review

WSN 72-1221-00

Quality assurance procedure  
at GEA Westfalia Separator

WSN 76-0075-00

Checking measuring instruments WSN 76-0055-00

Calibration of  
measuring instruments

WSN 76-0055-01

Calibration of measuring  
machines and testing equipment

WSN 76-0055-02

Statistical procedures WSN 76-0083-00

Duties of the superiors following 
an occupational accident

WSN 72-1080-30

Procedural instruction for the  
execution of environmental  
audits / environmental testing

WSN 76-1100-00

Procedural instructions for  
the disposal of waste  

WSN 76-1100-01

Procedural instruction for  
storing hazardous materials  

WSN 76-1100-02

Procedural instruction for  
procuring hazardous materials 

WSN 76-1100-03

Procedural instruction for  
instructing employees

WSN 76-1100-04

Procedural instruction on  
emergency / fault report plan

WSN 76-1100-05

Procedural instruction  
on water / effluent  

WSN 76-1100-06

Control of defective products /
corrective and preventive action

WSN 72-1222-50

Control of documents and data  WSN 72-1222-60

Processing of  
claims / insurance claims  

WSN 72-1222-30
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