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Executive Summary

ISO 9001 is a highly regarded around the world as an important part of the Quality Management System Standard.  ISO sets the guideline necessary for any size company, to ensure quality of product and customer service.  In order to be ISO 9001 you must be certified and pass an audit to maintain your certification. 

Our company is currently holding a certificate stating we comply with the ISO 9001 standards.  This certificate means nothing if we are not complying with the standards that are part of the system.  We are not staffed enough to be able to handle all the work that ISO brings.  We need to change to make it successful.  In my report, I will state the benefits of ISO 9001 and why it is important for us to want to change and the benefits for abandoning the system. 

I look forward to your feedback and any suggestions you may have to make sure we can implement the changes.
















What is ISO 9001?
What does it mean when someone tells you they are an ISO 9001 certified company?  ISO 9001 certified means a business or organization who have meet the requirements as set forth by the Quality Management System.  The purpose of ISO 9001 is to meet the customer’s needs and expectations.  ISO focuses on customer satisfaction by ensuring your customer are receiving the same top quality product each time and exceptional customer service.  To achieve this there are procedures put into place from top management down through the company.  These are to be followed by all employees and if followed correctly will lead to a high-quality product each time.

Why ISO 9001 is Not Working for Us
At this current time, we are holding a certificate stating we are an ISO 9001 certified company.  We may hold this certificate but we are far away from implementing the system properly. Companies who hold the ISO certification must see it as an opportunity to improve their internal processes and systems, not just to hang a certificate on their wall (Lopis & Tari, 2003; Marde, 2015 p.2).  At this present time, it is just that, paper hanging from our wall. ISO is having a negative effect on our business. ISO 9001 is driven from top management and then through all layers of the company.  The process starts with administration. As Ollila (2012) stated “Usually the root cause of failure can be found in the top and middle management who lack the skills needed for interpreting and implementing results obtained through QMS” (p.2).  The flowchart below shows how ISO flows through the company and to the customer.  We are not making it passed the management portion.












Working of the Quality Management System






Our biggest problem is we do not have enough employees to have any one person focused strictly on ISO procedures and making sure they are implemented properly.  What we are doing is adding this system onto the two employees in the office, who already have more than can be accomplished in a 45-hour week.  ISO 9001 really requires one to two people to know the system and standards inside and out and to be able to focus 100% on making sure the program is followed.  When we began this journey with ISO, we cherry picked the standards we wanted to follow and to this point those really have not been followed either.  We are essentially wasting our resources whether it is money or time.  Our other big problem that we need to solve is the audit portion.  If we had been following ISO all along, the audit team could come in and pull any sales order, invoice and purchase order. If they did this, we would be completely compliant. At this moment, if the audit team was to walk through the door, we would fail. Thankfully we know in advance when we are being audited and this is where all our issues fall.  The two employees in the office now must divert their attention to making sure we pass our audit.  Serving our clients is not the priority, it making sure we pass the audit.  We are busy going through all sales order, invoice, purchase order etc. to make sure they all are compliant.  If we followed ISO from the beginning this never would happen.  Now we have aggravated customers because we are not answering their phone calls or e-mails in the timely fashion they are used too. There is also a delay in shipping their materials since the manufacturing and shipping department are getting ready for the audit.  

We always say ISO is working for us, but this is because we cheat the system in many ways.  We say our customer satisfaction is 100%. The only reason it is 100% is because we chose the customer we will send the customer satisfaction survey too.  It should be a lottery.  We send it to people who will give us the highest rating and why wouldn’t we? I am certainly not going to send it to a customer I know who will say we did not do a good job.

In the manufacturing department, our products suffer because they are making sure all signs and paperwork are in order and the same goes for the shipping department.  This all takes us from our jobs and makes us focus on ISO when this is the exact opposite of what ISO stands for.  If we were using ISO properly, when an audit came about nothing from our daily routine would change. In fact, they could give us a surprise audit and we would pass if using the system properly. We are paying for this service in more ways than one and unfortunately it is not making our business stronger but weakening it.  However, this does not need to be the case there are ways to solve this and make ISO 9001 beneficial for us.

Change to be Made Internally
If the company chooses to keep ISO 9001, we need to hire one, if not, two employees.  These employees must have a strong background in ISO, along with manufacturing experience.  Two employees would be ideal, then one could work with the office and management and the other in the plant.  We can hire them strictly as contract position or we can bring them on board fully.  I would recommend bringing at least one employee on full-time, because once we have started using ISO 9001 effectively it will be well worth having another person who now knows the product and the business. Adding can only help us at this point.  

We, as top management, in this company, also need to get on board and make sure we are following all the procedures. As a team, we need a fresh start with ISO.  There is something researchers call “fresh start effect” this describes when we decide to seize a new opportunity and leave our old bad habits behind and become a new team (LeBowitz 2016 para.8).  If we hire help we can do this, but we have old habits we need to break.  We have been doing the same job for 5+ years now and we are used to the same routine. We have trouble breaking our habits because when we get busy we go back to our old ways.  We need to have someone help relieve some pressure so we can slow down. We need to make sure we are doing the procedures correctly, while knowing our customers are still being take care of and their products are shipping. 

If we chose to only take on one new employee rather than two, we could for a short period hire a consultant. The consultant would help everyone, including veteran employees learn the new standards and new work habits.
 
Customer Satisfaction is Key
We have many customers who are our distributors and other who are private labels and are locked into agreements with us.  It would take a lot for the private label customer to leave us. There are, however, clauses that protect them as well. If our company does not follow through with quality of product and service, they may be allowed to void the contract.  One of the clauses states if quality of our product declines and continues to stay at the subpar level, they can opt out of the contract.  The other clause deals with our lead time of our customer receiving the product.  As it stands now, we give a 5-day lead time plus the shipping time, on orders that are under 500 feet. Anything above the 500 feet will need to quoted by the plant for a shipping date.  If we are consistently delivering product late they have the option again to opt out of their contract.  We do have another competitor, who does not now private label, but if we lose our customers, I am sure they will be happy to take the business.  

 To keep our customer happy should be an easy task.  Some believe either your customer is satisfied with the product and service, or they are not satisfied (Dongmo & Onojaefe, 2013).  Daily, we are keeping our customer satisfied, but they always remember the few times they were unhappy. They rarely remember all the times they were happy.  ISO should be making our customer satisfied consistently and it does the opposite some of the time.  One of the benefits of ISO is we are audited, which plays a key role in isolating system weakness and identify areas that require improvement (Dalmau & Gimenez, 2016, para.3). We realize where we are falling short, but we never have come up with a solid plan to address the problem.  We tend to sweep it under the rug and not worry about it again until another audit rolls around.  These all can be addressed with bringing employees who are familiar with ISO and possible a consultant to make sure we are complying. Our customers are the bread and butter of our business and we need to make sure they are happy with our customer service and our product.  When we cannot pay 100% attention to our clients because we are too busy focusing on ISO, then ISO is causing the opposite effect of its purpose to have it in the first place.

The Benefits of Change
There are many benefits for us having our certification.  One of the greatest benefits, is a potential reduction in manufacturing cost.  Manufacturing companies defines quality as conformance to specification.  Improving quality of product will result in lower cost because we are preventing defects or other issues with our product, which in turn prevents us from remaking the product (Rusjan & Castka, 2010, p.8).  When ISO is in beginning stages, procedures are written for each job.  There will be procedures on how to write a purchase order, a sales order, accounts payable, accounts receivable, manufacturing of product and so on.  The thought process behind this is that another employee whether a new hire or another person in the company, can come in read the procedure and do your job. It is meant to make it so the customer would not know whether it was the person they familiar with and used too or someone new. This standard would be helpful, if we decided to hire because training would be a lot less intense.  It may in fact, allow them to learn faster than normal because we are all following the same procedure. So, the way I do my job would not differ from the way another would do my job in my absence.  Another benefit of ISO is, some companies will only do business with companies that hold an ISO 9001 certification.  We have rarely run into this issue as of now, but in the future, this could be a potential.  The main reason some companies will only do business with other companies that are certified is, they know there are standards set in place to make sure they get a quality product.  One more benefit is we can break into the international market and can compete.  When we get our system into place we will be running more effectively and start expanding our business into other countries.  Our product in the United States is a custom product.  The reason we have private labels is because no one has been able to figure out our formula for the product.  We are sitting on top of the market with little competition.  Internationally, this product is used very consistently and there is more competition. We have been told by international companies they would import our product, but unfortunately for us we cannot meet there needs now.  If we can break into these foreign markets, we can be quite profitable and become a brand known nationally and internationally.  




The Way It Used to Be
We have another option as well.  The option is to abandon ISO 9001 altogether.  This may not be the ideal situation but it is an option.  We have spent a lot of time, money and resources in the last few years and have gained little or nothing from ISO.  We could just, at this point, cut our losses and go back to our old practice.  The down side of this we are no longer an ISO certified company. We were not using it correctly to begin with so not much would change from that perspective.  It was more a marketing point than an actual useful tool.  Our old methods, we had a lot of work to do, but we all had our own methods of accomplishing the task at hand.  When writing up sales orders, we can still have another person double check our work to make sure the sales order, matches the purchase order our customer has sent.  This was a procedure of ISO, but we can continue with this.  Our plant and shipping department, thankfully, make few errors.  We are rarely remaking product and if we are it is because the silicone was not curing, and that would be an issue we have no control over.  It would be useful for someone to walk into my position or another employees position and just look at the procedure and can just do the job without an issue. In our business, regardless whether ISO is in place or not, the jobs is very complexed and there is still going to be learning curve.  The customer will notice the difference if I was to leave and someone new was to take my position.  One of ISO standards is to make it so that another employee can walk in do your job just by looking at procedures.  We have had our own procedures in place and there has not been one person yet who can do the job flawlessly from day one.  There will always be the learning curve, just with ISO it may not take as long.  

Final Thoughts
There are a lot of pros to keeping ISO, since we have already invested time and money into this system.  We have already committed to wanting to be certified, and now we need to make the changes to follow the program as it was intended.    The other option is we abandon the system and we take the loss and we continue using our old procedures which does work for us.  I found through the research that implementing this standard and following the system correctly can only benefit us.  We need to make the decision to want to make the change and follow through.  Making the change I suggested, I believe we will be successful and keeping ISO 9001 can only make us a better company now and in the future. 
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