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Nerve of the day 
ISO 9001: ITS ROLE IN ISO 9000:2008 STANDARDS 
by Vilya Versan 

Nearly six years have passed since the implementation of ISO 9000:2000 Standards. ISO/TC 176 has recently started discussing the new 2008 version of these standards. At its last meeting in Panama it was decided to revise ISO 9004 by 2008 and ISO 9001, not earlier than by 2012, the motivation being that unlike ISO 9004 ISO 9001 is more resistant to any changes in business environment and management requirements. 

Remember that ISO 9001 specifies requirements for quality management systems (QMS) and is intended for their certification while ISO 9004 contains guidelines for establishing effective and efficient QMS.

In the course of discussions ISO/TC 176 experts noted, with a reference to specific investigations, that over the elapsed period ISO 9001 had been applied by more than one million companies while ISO 9004 actually did not find a ready market. 
Consideration was given to two major reasons:
1.
The implementation of ISO 9004 requires thorough restructuring of quality efforts, transition to horizontal structures and process control, team work, and other forms of modern management. It is fairly complicated, requires material and financial expenditure, changing of personnel and management mentality. As a result, most companies choose ISO 9001 which makes it possible to obtain a certificate without an insight into the requirements specified therein, i.e. allows pro forma fulfillment of such requirements.

2.
 The very concept of ISO 9004 no longer meets business interests. There are many innovations in management, and under the conditions of globalization and more fierce competition business-driven requirements for ISO 9004 become more exacting. Therefore the decision made by ISO/TC 176 to revise ISO 9004 by 2008 seems quite logical. 

ISO9004:2008 must ensure stable company development, flexibility and adaptability of company management to rapid changes in business environment: legal basis, technological and social advancement, customer, government and community requirements. One of the major factors will be an innovative approach to creation of new products, management improvements and, what is especially important, organization of production processes. 
It is necessary to generalize the developments in modern quality management, formulate the concept of the new version, and using it as a foundation to develop the composition and structure of ISO 9004. That is what ISO/TC 176 experts are actually doing. 
Let me try and analyze the situation with ISO 9001 implementation. Frankly speaking we cannot be satisfied with the effects of its implementation in this country. Companies that use a creative approach to ISO 9000 Standards and do not implement them just for the sake of certificate manage to establish an effective and efficient QMS. Unfortunately, it does not happen with many other companies. Why? The requirements of ISO 9001 are general enough and nonspecific. The extent to which QMS are driven by practical actions using the modern management practices directly depends on the will and strategy of top management. Unfortunately, as have been already pointed, they do not always choose this labor- and time-consuming way. ISO 9001-based certification of quality management systems cannot resolve the problem for the same reasons. 
The outcome of deliberations among ISO/TC 176 experts from various countries testifies that this situation is not only typical of Russia. 

What does “pro forma implementation of a standard” mean? It means that QMS has been implemented and what is more certified but no result has been achieved, i.e. there are no improvements in basic performances: defects are not reduced, new types of products are slowly introduced, exports and sales on the whole are not increased, and finally, the capital intensity of the company does not grow. 

The reasons for such state of affairs with reference to ISO 9000:1994 Standards and the ways to eliminate them have been considered in sufficient detail in articles [1 – 3]. They mentioned that according to foreign and domestic experts 60 to 80% of the companies had not reached the desired effect from implementation of these standards. Some experts apprehended that the same might happen to ISO 9000:2000 Standards as well.

To identify the reasons for such developments the consequences of potential implementation strategies have been reviewed:

1)
the standards are used as a means of improving the company performance followed by QMS certification;

2)
the standards are implemented for QMS certification purposes.

Life shows that when seeking to achieve the first objective the companies do manage to avoid some negative consequences, i.e. to minimize the danger of pro forma implementation of the standards. The guidelines contained in ISO 9004 are used thereto. As a result the system developers and experts keep an eye on both the procedures audited during certification and practices, tools and patterns of control (statistical methods, modeling of situations, quality cost accounting, etc.). They have no intention to do only the things auditable during certification. 
Such strategy when implemented focuses on product and process quality as well as the creative approach to problem solution rather than procedures. This is a guarantee that quality improvements will not be replaced by paperwork. In this case the company has a natural need for:

· objective internal audits, self-assessment, reviews, generation of fact-based valid solutions;

· allocation of required resources which substantially determine the effectiveness and efficiency of QMS;
· the most rational structure of documents. 

It is this strategy that creates the prerequisites for implementation of the principles embedded in TQM and underlying ISO 9000 Standards: management role; customer orientation and market survey, struggle for markets; cost control; quality commitment of employees, their motivation, etc. 
As to the second strategy, if the company management aims to implement the standards solely for the sake of certificates, the company will get no or little benefit. For the most part this strategy would cause quality systems to die down as soon as the certificates were obtained. The activity would liven up in view of forthcoming inspections, only to fulfill pro forma requirements. There were no effective motives for internal audits, situation review, finding areas for improvement, let alone allocation of required resources. 

The main conclusion concerning reasons for low effectiveness of ISO 9000:1994 Standards implementation was that the majority of companies implemented them pro forma to obtain the certificate, i.e. went for ISO 9001. When analyzing the current situation with ISO 9000:2000 Standards implementation subject to ISO/TC 176 assessments, we have to state that the developments are quite similar. 

The surveyed students of courses and workshops organized by VNIIS (National Research Institute for Certification) also verified the above tendency: only some 5% of the respondents mentioned a need for improved performance of the company as the reason for quality system implementation. The rest replied that the system was needed to obtain a certificate. 

Today there is another tendency which becomes evident: falling consumer confidence in ISO 9001. This is witnessed above all by aggressive development of sector-specific standards for quality systems, in particular in automotive sector. For example, VAZ (Volzhsky Automotive Plant) and KAMAZ (Kamsky Automotive Plant) unambiguously require from their suppliers a certificate of conformity with sector-specific ISO/TS 16949 rather than ISO 9001. Their argumentation is that the management system requirements specified in ISO/TS 16949 consider specifics of the sector (group of homogeneous products) and are concrete. For instance, ISO/TS 16949 in contrast to ISO 9001 specifies that:

· personnel responsible for product quality shall have authority to stop the production in order to eliminate the quality problems;

· top management shall identify quality objectives and measurable performances to be included in the business plan and used for quality system deployment;

· in acceptance inspection by attributes the acceptance number shall be equal to zero defects.

The fulfillment of such requirements causes the company to organize quality efforts by domains, proactively apply modern management practices. The possibility of their pro forma verification during certification is reduced. This, in fact, ensures confidence in such QMS.

The sector-specific standards have been also developed in food, airspace, telecommunication, oil-and-gas sectors and public health. Similar standards are being developed for educational institutions and other branches and fields of activity. 

All the above indicates that the intention of ISO/TC 176 to prolong the effect of ISO 9001 until 2012 without adjusting its role and place in the family of ISO 9000 Standards when sectoral standardization of management systems is intensively developing has no future. After all it is quite obvious that it is a sector-specific standard when developed that will function as a document specifying, according to ISO 9000, “requirements for quality management systems wherever the organization needs to demonstrate its ability to provide products that meet the customer and regulatory requirements specified for them…”. In other words, it is a certificate of conformity with a sector-specific standard that the customers (clients) will require from companies.

Another argument concerns a significant certification burden currently borne by many companies. The availability of a certificate of conformity with ISO 9001 does not exempt them of their client’s requirement to have a certificate of conformity with a sector-specific standard. Besides, the companies are often obliged to be certified under several voluntary certification schemes, including those established by foreign organizations, where they are promised mythic (not existing) international certificates for their QMS. And this means some extra sizeable costs. 

Thus to establish effective quality systems, save the companies’ resources it would be reasonable to admit that the transition to sectoral standardization and certification of QMS has an objective nature. This process has to be organized. One has to be target-oriented in developing sector-specific standards and relevant certification schemes, timely retraining of company, certification body and consulting organization personnel. In so doing we have to remember one vital thing: all these efforts may fail if we do not succeed in establishing truly independent and objective certification systems like, for example, ISO/TS 16949-based IATF certification scheme. The principles of its formation and operation, the accreditation procedure for certification and inspection bodies, the requirements for assessors and the auditing practices require the most thorough examination in Russia. Tomorrow is with such certification systems and schemes. 

Moreover we need to have a clear picture in connection with the Federal Law on Technical Regulation which emphasizes the effectiveness of quality systems, confidence of public authorities in such systems. The Law provides that conformity assessment of potentially hazardous products for market access can be based on the scheme which requires a quality system certificate. 
In view of the above and the fact that technical regulations specify safety requirements for groups of homogeneous products the transition to sectoral standardization and certification of QMS opens up ample opportunities of their application for fulfillment and conformity assessment of technical regulation requirements. 
In conclusion I would share my view of Russia’s position in ISO/TC 176 with regard to the structure and contents of ISO 9000:2008 standards:

1)
ISO 9004 shall be updated subject to current achievements in management and its development trends;

2)
ISO 9001 shall be used as a basis for sector-specific QMS standards;

3)
sector-specific QMS standards shall demonstrate the company’s ability to fulfill the customer and regulatory requirements.

As to our internal affairs I think it is high time to start preparations for stepwise transition to sectoral standardization and certification of QMS. 

Organizationally this task could be undertaken by the Federal Agency for Technical Regulation and Metrology, VNIIS being prepared to provide scientific and procedural support. 

It would be interesting to know the opinions of quality management professionals, managers of enterprises, businesses, holding companies, associations, ministries, departments responsible for organizational decisions in this area. It is also intended to discuss the problem in the framework of VNIIS project aimed at formulating proposals for ISO/TC 176 to reflect Russia’s attitude towards ISO 9000:2008 Standards. Some domestic companies will be involved in the project. 

REFERENCES
1.
V.G. Versan, Strengths and weaknesses of the new version of ISO 9000 Standards: implementation strategy / Standarty i kachestvo, 2001, vol. 12.

2.
I.Z. Aronov, V.G. Versan, Management system model: do we need an alternative to ISO 9000 model? What is the strategy in this area? / Standarty i kachestvo, 2003, vol. 2.

3.
V.G. Versan, Top management and effectiveness of quality management systems / Standarty i kachestvo, 2005, vol. 11.

Vilya Georgievich VERSAN, Doctor of Economics, Professor, General Director of VNIIS  
