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1. Purpose
To ensure that products and services that do not conform to requirements are identified, segregated and controlled to prevent unintended use or delivery, and that appropriate disposition decisions are made and recorded. To capture nonconformance data for trend analysis and corrective action input.
2. Scope
Applies to all products, services, materials and process outputs at any stage of production, inspection, storage, delivery or post-delivery where the output does not meet specified requirements. Includes nonconformity in supplied product (raw materials, subcontracted work), in-process product, finished product, and product already delivered to the customer.
3. Definitions
	Nonconformity (NC)
	Non-fulfilment of a requirement.

	Nonconforming output
	Product or service that does not conform to its requirements, identified at any stage from receipt of materials through to post-delivery.

	Disposition
	The documented decision on how to handle a nonconforming product.

	Concession
	Authorisation to use or release a product that does not conform to specified requirements — only with documented approval from the customer or engineering authority.

	Segregation
	Physical separation and clear identification of nonconforming product to prevent inadvertent use.

	NCR
	Nonconformance Report — the formal record (QMS-FRM-NCR-001) capturing the nonconformity, its disposition and closure.


4. Responsibilities
	Any employee
	Stop work and report any product or process they suspect does not conform. Apply hold tag or segregation as appropriate.

	Supervisor
	Confirm the nonconformity, initiate the NCR, ensure segregation is in place. Decide on minor rework dispositions within their authority.

	QA Inspector
	Verify the nonconformity through measurement or inspection. Sign off on disposition outcomes that fall within their authority.

	Quality Manager
	Approves all UAI concessions, customer notifications and decisions involving repair. Maintains NCR register. Drives trend analysis.

	Operations Manager
	Resourcing and scheduling impacts of NCRs. Approves rework programmes affecting delivery.

	Managing Director
	Approves NCR disposition for product already delivered, customer notification of major NCRs, financial implications.


5. Identification and Containment
1. On detection of a suspected nonconformity, the person identifying it must stop further work on the affected item and notify their supervisor or the QA Inspector immediately.
1. The suspect item is tagged with a HOLD tag (yellow) identifying the item, the suspected nonconformity, and the date.
1. The item is moved to the designated quarantine area or, where movement is impractical, segregated and clearly marked in place.
1. Production of related items continues only after the Quality Manager has assessed potential impact — there may be other affected items requiring inspection.
1. Customer-supplied or customer-property items are immediately notified to the customer through the project supervisor.
6. NCR Initiation and Recording
An NCR (QMS-FRM-NCR-001) is raised within one working day of identification. The NCR captures:
1. Unique NCR number, date, raised by, project/job reference.
1. Description of the nonconformity — what was found, against what requirement, with measurements / evidence.
1. Identification — heat number, batch, drawing number, serial number, lot number.
1. Quantity affected.
1. Stage detected (receipt, in-process, final, post-delivery).
1. Containment actions taken.
1. Photographs and supporting evidence.
7. Disposition Options
	Disposition
	Description
	Authority

	Rework
	Action on a nonconforming product to make it conform to requirements.
	Supervisor / QA Inspector

	Repair
	Action to make a nonconforming product acceptable for the intended use, though it may not conform to original requirements.
	Quality Manager + customer (where required)

	Use As Is (UAI) — Concession
	Acceptance of a nonconforming product without rework. Requires customer or engineering authority approval.
	Quality Manager + Customer / Engineer of Record

	Reject / Scrap
	Disposal of the nonconforming product so it cannot be inadvertently used. Tagged, segregated, then physically destroyed or marked.
	QA Inspector / Quality Manager

	Return to Supplier
	Where the nonconformity is the supplier's responsibility — return for credit, replacement or supplier rework.
	Quality Manager + Procurement


8. Disposition Process
1. The Quality Manager reviews the NCR and determines or approves the disposition.
1. For UAI / Concession, a written request is sent to the customer or engineering authority before any release. Authority approval is filed with the NCR.
1. For Rework or Repair, work instructions are documented and the rework is inspected and signed off as if it were original work.
1. For Reject / Scrap, the item is physically destroyed, marked, or otherwise rendered unusable. Witness sign-off.
1. For Return to Supplier, a Supplier NCR is raised through QMS-PRO-004.
1. In all cases, the disposition is recorded on the NCR with date, decision, authority and signature.
9. Re-inspection After Rework or Repair
1. Reworked or repaired items must be re-inspected to the same requirements as original product.
1. Re-inspection is performed by the QA Inspector — never by the person who performed the rework.
1. Re-inspection results are recorded on the original NCR.
1. Items failing re-inspection are subject to fresh disposition — they cannot be reworked and re-inspected indefinitely.
1. Items reworked more than twice are escalated to the Quality Manager for engineering review.
10. Nonconformity Detected Post-Delivery
Where a nonconformity is identified in delivered product:
1. Notify the customer in writing within 24 hours of confirmation. Severity 1 within 4 hours.
1. Quarantine any remaining inventory of the same batch or lot at [Organisation Name].
1. Investigate whether other delivered batches are potentially affected.
1. Coordinate any recall or rework activity with the customer.
1. Assess regulatory notification requirements — product safety, environmental, conformity assessment.
1. Raise a Major CAR (QMS-FRM-CAR-001) — root cause is mandatory.
1. Report to MD within 24 hours.
11. Trend Analysis
1. The Quality Manager analyses NCR data monthly: count by type, by source (supplier, in-process, customer), by product line, by cost impact.
1. Trends are presented at Management Review with corrective action recommendations.
1. Repeat NC themes trigger a Major CAR even where individual NCRs are minor.
1. NCR rate is a Quality Objective KPI (QMS-REG-OBJ-001) — target is declining trend.
12. Records
	NCR forms
	All raised NCRs retained 7 years.

	Customer concession approvals
	Filed with NCR. Retained 7 years.

	Re-inspection records
	Filed with NCR. Retained 7 years.

	NCR register and trend reports
	Retained per Management Review records — 7 years.

	Supplier NCR records
	Cross-referenced to supplier file. Retained 7 years.


13. Related Documents
	Document No.
	Title

	QMS-PRO-004
	Supplier Evaluation and Management

	QMS-PRO-005
	Product and Service Release

	QMS-PRO-009
	Corrective Action Procedure

	QMS-FRM-NCR-001
	Nonconformance Report Form

	QMS-FRM-CAR-001
	Corrective Action Request Form
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	✎  HOW TO COMPLETE THIS DOCUMENT  —  DELETE THIS SECTION BEFORE PUBLISHING

	Use these notes to tailor, complete and finalise this document before publication. Delete this section once done.

	1. Set up the quarantine area and HOLD tags
Designate a physical quarantine area in each workshop. Stock yellow HOLD tags at every work station. Without these the procedure cannot operate.

	2. Communicate the
**'****Stop Work****'**** empowerment** Every employee must understand they have authority — and obligation — to stop work and raise an NCR. Cover in induction and toolbox talks.

	3. Configure the NCR form workflow in the portal
QMS-FRM-NCR-001 should be a portal form that auto-generates the NCR number and feeds the NCR register. Set up before publication.

	4. Train QA Inspectors and Supervisors on disposition authority
Each person needs to know what they can approve and what must escalate. Run a brief workshop.

	5. Set monthly trend analysis routine
Diarise a monthly slot for the Quality Manager to review NCR data and prepare the MR input.

	6. Establish customer notification templates for post-delivery NCRs
Pre-draft letter/email templates so notification is fast when needed. Get legal advice on liability language.

	7. DELETE this guidance section before publishing
Select the entire yellow-bordered block and delete.
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