Making Money with ISO: the Seven Controls
Roger Keranen, Principal Consultant, with LeanISO   © 2002
What is a better reason to adopt an international quality management methodology?  The purpose of adopting ISO is top management's desire to cascade quality management behaviors down the organization to a habit strength level. The goal is to manage employee behavior well without direct daily supervision.  The effect is to stop costly problems. The following seven controls are offered to show how the organization can strategically achieve planned profit:
1.  Procedures
This is the weakest of all the controls if you consider them as a stand-alone tool.  Start with them as the initial step making money.  ISO Standards require you to have a preventive action procedure.  The method for planning to prevent problems is the documentation of quality assurance procedures based on the cumulative knowledge of what goes wrong in organizations, namely, the ISO Standard itself!  Consider why each of the requirements in the Standard is there.  They are the corrective action plans to prevent what went wrong in the past!  Make money by being consistent.  The key purpose of this control is to KNOW EXPECTATIONS.
2.  Training
Plan to prevent problems by training employees on their responsibilities and authorities to exercise quality management in their day-to-day activities. Teach them to receive well (or reject and document), to do well, and to release well.  Teach them how to react to the unexpected.  Make money by preventing the costs of crisis. The key purpose of this control is to PLAN TO PREVENT PROBLEMS.
3. Have auditing
ISO requires internal auditing of the Quality Management System (QMS).  Your training class on QMS procedures ends with statements like:
· An auditor will test your ability to follow the procedures that touch your job. 
· Should a problem arise, the get well plan is another documented training class. 
· All audit findings must be verified later that the retraining corrective action was effective. 
Unspoken, here, is the fact that auditing will identify individuals who are not following procedures on a daily basis. Who wants be discovered three, four, or five times?  Have the Business Management System take over in those cases of repeated poor behavior.  Make money by confirming employees are doing well.  The key purpose of this control is employees have to PASS THE BEHAVIOR TEST.
4.  Permit rejection
ISO requires in-process monitoring.  Can you agree that any enterprise can be described as a series of receiving, doing, and releasing work until a customer is happy and pays?  While monitoring the releases from prior activities, there is a chance employees may find suspect or nonconforming or unexpected incoming work.  Your training guides them on how to behave to the unexpected and reject it back as unacceptable!  Require your employees to use their experience and judgment to not accept or pass along problems.  Make them responsible to follow their monitoring procedure and the reaction plan should the unexpected occur.  Permit rejection.  It is the only way to stop crisis management later.  Make money by stopping bad product early in the process before more value is added.  The key purpose of this control is the AUTHORIZATION delegated to employees to manage their work, to prevent crisis and unwanted costs, early in the process.
5. Document Incidents
ISO requires documentation of nonconforming incidents.  Have an enterprise-wide method to document incidents of the unexpected.  Authorize receiving employees to document or advise supervision to document these incidents.  Determine during Internal Audit that employees can and have documented the things that go wrong without being fired or disgraced.  Gather data, maybe for the first time, to permit analysis and corrective action.
Something magical begins to happen when employees are authorized to document unexpected incidents. Upon finding poorly released work, they have a chance to bring it to the prior activity informally without public documentation. The poor releaser has a chance to take it back, repair the problem, and hurry it back into the work stream.  An effective mini personal contract is established due to the delegated AUTHORITY to reject and document.  Yes, the procedure is not being followed to the letter.  I contend this mini contract is ideal as it allows for an occasional human oops and cements the concept that employees own and practice quality assurance without direct supervision.  Of course, repeat offenders are usually disclosed.  Make money with first time good work.  The key purpose of this control is the IDENTIFICATION OF KNOWN PROBLEMS.
6. Have analysis
In control #5 you established the enterprise-wide incident reporting method or methods.  Now is the time to provide effective resources to analyze the collected data for corrective and preventive action.  Most of the time, re-training is the expected corrective action.  The rest of the time, more effort is required.  Organizations use regression analysis to track back in the process to discover the root cause of the current problem.  In manufacturing organizations, problems reside in one or more of the following domains: man, machine, material, method, or environment.  The root cause, or causes, are in these domains.
ISO requires quality objectives to be established at relevant functions and levels within the organization. Measurements and data come from monitoring.  Seek ISO continual improvement.  Resources provided to analyze data for root cause and preventive action should achieve the required continual improvement. Would you believe there are companies that do not analyze and repair known problems?  Make money by not repeating problems.  The key purpose of this control is ROOT CAUSE PREVENTION OF KNOWN PROBLEMS.
7. Have communication
The twist here is effective communication.  Some folks have said that ineffective communication is the root cause of all problems.  ISO sees communication as a control for planning to prevent problems.  Control begins with the training on the procedures that touch your job and the authorization to reject and document unexpected incidents.  Internal audits test for employees doing well and communicates they are quality assurance managers OR they need retraining support to get on track.  Design and Development organizations have planned design reviews that are communicated to the customer as well as affected parties inside the organization to prevent customer rejection at the end of the process.  During the contracting process, organizations are expected to add to customer requirements to better provide a product or service that is fit for use.
Don't forget the communication to sales reps and customer contact employees that they are NOT authorized to promise or accept new or changed business without passing the request through the contracting process.  Scope creep and friendly extra work has to stop in favor of investigation for possible billing opportunities.  Stop to analyze every communicated customer complaint against the original contract because a complaint may be a billable change request.  Make money by billing where you can.  The key purpose of this control is to communicate EFFECTIVELY, TO AFFECTED PARTIES.
These seven controls are universally applicable as planning to prevent problems so every enterprise can make their target profit margin. Use them or take your chances.
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