IFAN 2001, Berlin, 2001-09-28

“Value of Management Sytems Certification”
Text of George T Willingmyre Presentation, 

as spoken by Guido Guertler 

The slides to this text can be downloaded, as e-mailed by George on 2001-10-08

Revised presentation “Value of Management Sytems Certification”  as

presented at IFAN by Guido...and links to the various research publications

by the University of Minnesota academic team at

http://www.gtwassociates.com/answers/iso9000.htm
Thanks again Guido for stepping in at the last moment

george
George T. Willingmyre

GTW Associates

1012 Parrs Ridge Drive

Spencerville, MD 20868  USA

301.421.4138  fax 301.421.0977

http://www.gtwassociates.com
Ladies and Gentlemen,

Slide 1

My first thanks go Dr Ghiladi, President of IFAN, to bring the IFAN and the ICSCA a bit closer together and to have the IFAN conference, at this time, in conjunction with the ICSCA meeting which we had scheduled for the days before our today’s confernce. But the ICSCA meeting had to be postponed, due to the known reasons.

Now, as you know, the American friends are not able to travel as much as before and this is why I offered to George Willingmyre to step in and he appreciated this very much.

The headline of this presentation is "Value of Quality Management System Certification". The emphasis here is on value of “certification”. 
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The structure of the presentation is: What is the main question? What has been decided in the ICSCA context? What are the recent events, particular in regard of the Firestone case or Ford/Firestone case? Then some deliberations on the study undertaken by the University of Minnesota and the answers as such.
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George likes pictures. Wwhat is the question, what is the management system standard? Is it a devil, is it a case to seriously think about? Or is it an angel bringing all and every time only good things to us? 
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Sorry for the text as such but it's worthwhile to go through. It was 1989 when ICSCA, in its third meeting, came to the conclusion that those companies – and I will tell you later in my second presentation what companies belong to ICSCA – are concerned about the high costs that must be paid for third-party certification and ultimately by the consumer. 

We decided to undertake a study, at that point of time, and the study should, of course, focus on the tangible and quantifiable return on investment. Important to emphasize the last part of this resolution: By an overwhelming majority, the ICSCA III sets the goal of its members to self-declare – the suppliers' declaration of conformity is meant here – to self-declare the conformity to ISO 9000, by the year 2005. This is a few years ahead and companies are pretty much committed to go this way.
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One year later, when the ICSCA met in 1999 in Florida, we re-emphasized that we want to have such a study made and identified the University of Minnesota because they had proposed a project aiming at the same direction. The title of this study is "Rule-Bound and Autonomous". Don't ask me why that's a good title. But it's a good study. Now, we said that this study proposal has merit and could lead to important new data about ISO 9000 that does presently not exist. 
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As time goes by, we have other events and the question here is whether ISO 9000 certification – I emphasize again “certification” - is beneficial, provides benefits, what's the reality and what is myth? Here it is quoted from the TQM magazine of November 6, 2000 – one year ago; everybody could read there that the generalized business performance benefits claimed for ISO 9000 certification are not justified by the research evidence. And National Accreditation Registrars – this is American language: national accreditation “registrars”; in Europe we would say “certification bodies” – need to reflect themselves on their standards' proof they currently use to support claims for business performance. This is at least a statement which doubts a bit the benefits of certification.
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Now, one could have followed the press in the famous Ford/Firestone tire recall case. George found out, and said it was of importance, to present this here. This is a quote from the Vice President for Quality of Bridgestone/Firestone, of the company itself, and he was called to a hearing in the US House of Representatives and there he said, "One could say that, maybe, QS9000, ((I add: which is even stronger particularly in regard to the tire production industry or the automotive industry)), was a causal factor here." At least, he says, that obeying QS9000 could have been a cause. George has, in his slides, prepared the four-minute audio statement by the original speaker, so Robert J. Wyatt was to be heard but I told George that my PC abilities did not match to get this voice heard. To get the problem not solved here, we decided to delete that, even if he was a bit sad about it. 
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Now the second statement here by LRQA. LRQA stands for Lloyds Registers. This is one of the registrars or certification bodies. Donna Grill is from that organization. She says, "LRQA has undertaken a reassessment of the plant against the requirements of QS-9000…since the approval of the plant in 1997; there is no evidence that the system failed”... ((I emphasise “...there's no evidence that the system failed...))  ...“to comply with these requirements." To say: Yes, it complied. "And the reassessment raised no nonconformities that prevented recertification of the quality management system." This indicates that the audits have been fine, have been performed fine, that the certification was done; and in spite of all that it happened. 
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Dilbert – I don't know who Dilbert is. Maybe you know Dilbert better than me. George provided this joke here. I want to go through it with you. One is offering a product. "Your product looks good but you can't be our supplier unless your company is ISO 9000 certified." "Well," says the other, "so you don't care how bad our internal processes are as long as they're well documented and used consistently?" "That's right," he says. "You want to buy our product?" And then the offerer says, "Well, our documented process says I must now laugh in your face and double our price." 

It's all well documented. Now, our saying is, auditing quality management systems is fine; certifying them is a different issue, a very different issue. And to document every step in a work process is very fine, BUT it has a danger in itself, too. Because it tends to prevent people from co-thinking (!) and optimizing their thinking and optimizing their processes. This is a danger in itself. And we cannot administer economy or leadership functions, and ISO 9000 is a kind of “administration”.
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Coming to the "Rule-Bound and Autonomous" study. The yellow ones (letters) are the ones I want to highlight. During the last several years, the study says, there has been a mammoth – that's a bigger animal than an elephant – a mammoth campaign for organizations to seek and obtain certification. I congratulate ISO for the ISO 9000 survey. That's really a good document and it contains most valuable information. The aim of the study is to develop an explanation for the conditions under which ISO 9000, the world's most popular quality assurance and management system is likely to have a positive effect on organizational performance. And they say in the study also, despite ISO 9000's immense popularity – the best-sold standard, the widest applied standard all over the world – despite its popularity, existing research as far as at the time available has not found a definitive impact on performance. 
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Another statement out of the study: In a comprehensive survey of manufacturing firms in the U.S. it was concluded that ISO 9000 certification may be an excellent means by which one can enhance the quality process but by itself certification doesn't necessarily correlate with improved quality. In other words, to practice ISO 9000, may be a good contribution to enhance product quality but a guarantee can never be obtained from any kind of audit or certification. The guarantee whether a product is good or not is decided by the market as a ruthless determinator. So they say: we propose to conduct case studies to address the research questions. 
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The authors of this study are from the University of Minnesota, Alfred Marcus, and Eitan Naveh  from Israel. It's interesting to see that this study has found a broad support by the National Science Foundation of the U.S. This support is also a co-funding of the study. The case study's contributors are put on the right-hand side.
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Now, we come to some conclusions here. They say in this study: ISO 9000 is only one quality tool among others. Where it fits in the overall quality system and the role it plays in a company's quality journey is not entirely clear. But the introduction of ISO 9000 can come at any step in this journey to quality, the beginning, the middle, or the end. Regardless of the purpose it serves, and where it comes in the process, for a company to succeed in the quality journey, the company must go beyond the bare minimums that ISO 9000 provides. 
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Another statement is that ISO 9000 is an important foundation for a competence in quality, but for a company to develop such a competence it must go beyond the ISO 9000 requirement, for example by developing and exploiting other quality related capabilities. These other quality related capabilities are, of course, company, product, time, persons, and other specifics. The company then must fit these different capabilities together according to some architecture or plan of integration. Behind this statement is that quality is one function of leadership, among many other functions, and those enterprise functions or leadership functions of companies, in real life, cannot be separated. They are interrelated. 
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This leads to the question whether such interrelated management system functions could ever be standardized. George took here, out of an article which will be published in the ISO Magazine, the statement on generic or integrated management system standards which we provided there from the ICSCA. We say:  the challenges created by global competition make it imperative for enterprises to continually rationalize and improve all resources and processes. “All resources and processes” – not only quality. The existing ISO management systems are tools to document organizational processes, but they cannot ensure a well functioning management system. This remains a leadership function, the leadership responsibility. The Firestone case is a significant example and it may become a juncture in the perception of the value of the management systems and the related certificates.
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Now, the conclusion, again with the pictures: Devil? To think about? Or Angel? The conclusions from ICSCA out of all this knowledge, and including the study, of course, are, that ISO 9000 is a tool. Yes, it is one of many tools. It is only a tool, it's a good tool. Fine. Companies on a quality journey must go beyond these minimum requirements. And certification in itself is not adding value. This is a strong statement and it has its reasons. Certificates, as such, are leveling. Just imagine that all the companies in the world have all the same level of quality. Where is the difference? Competition is something different. And competition forces companies to differentiate from their competitors. And if they all have just the same to offer, there's something wrong with competition. So, we say, certificates are leveling but companies – sorry, there is a “p” missing - want to differ in competition. 

Now, the conclusion of that is:

each company, on its quality journey, has made experiences, lots of experiences. Even my company has made lots of experience and is still practicing certification  but on the way to get off. So, it's a “company individual” decision how to continue, whether to continue and what to do. A final decision is made by the marketplace itself. 

Now, coming back to the ISO 9000 survey again, I appreciate very much to read in the survey, which is really most valuable, that it includes also data on reasons why organizations discontinued. And one reason they discontinue to practice ISO 9000 certification, one reason is that the “return on investment is insufficient”. The other reason is “no business advantage”; and No. 3 of the reasons is the sum of the rest. 

Now I do not, for the ICSCA, damn the ISO 9000 standard as such. That's quite nice, that's a tool; and there are others. This is “one tool” and each company has to take its choice which tool to use. What we say from the ICSCA, in regard to conformity assessment: conformity assessment has always three options, the suppliers' declaration, customer audit, and third-party certification. And the conclusion is that for management systems according to ISO 9000 “certification” in itself is not adding value.

Thank you very much for listening, and I look forward to the discussion.

