LRQA Management Systems Podcast, featuring Sandy Sutherland
Welcome to the www.BusinessAssurance.com Management Systems podcast series.  I’m Neville Hobson. This episode is an interview with Sandy Sutherland, LRQA’s Corporate Technical Manager and one of the world’s leading quality management systems experts, with over 35 years of experience. Sandy talked to us about a range of standards, the value of independent, third-party certification as well as how to get the most value out of certification for your organisation.
NEVILLE HOBSON:
To start off with, Sandy went back in time to talk about the how quality management systems got started
SANDY SUTHERLAND: I suppose it started in the military and in the space related industries in the first part, where you needed this extremely high degree of confidence and a systems approach was developed. I certainly know I wrote my first quality manual in 1973, 1974. I wrote my second in 1976 when I realised how bad the first one was. But it grew very, very slowly initially and it got to the stage that certainly in the United Kingdom, many companies were being audited so often by their purchasers, it was becoming like a, you know, we can fit you in two years on Wednesday, you know, because of the numbers of audits and that was where the idea of Third Party Certification began to develop. But it was part of an initiative also that certainly in the UK of raising standards and that was what we were looking in to. When did it become so widespread? When people began to realise that there was, there was savings for them in doing it. I recently talked to the Ministry of Defence. Their supplier surveillance has been able to be decreased because of their reliance on third party, there may be a shifting of the cost, but the thing is that that cost is then shared, where as everybody was having to, it was multiple costs, so there’s savings there. So it’s become widespread because of the benefits it’s delivered. Many organisations initially have made a mistake of confusing the requirements of a management system with their need for bureaucracy, the need for more paper. It’s not about paper, it’s not about bureaucracy, it’s about control. And provided you get the idea across that you have got to work at it, what matters, what are you trying to achieve, how are you going to control and you have got the system in place to do that, when you see it working like that, you see the benefits that business get from it. 

NEVILLE HOBSON:
Here Sandy talks about the importance of an environmental management system for an organisation
SANDY SUTHERLAND: 
If environment is your major concern, obviously ISO14001 is the most commonly known standard and that’s the one that you would tend to start with. If you are talking about this in the supply chain you have to look at your environmental aspects, how you impact, how your business impacts on the environment. Both upstream and downstream from your business, so you then need to look at who is supplying me and what environmental aspects does the supply chain as a whole have. So when you look at your suppliers, you think well, if you are in the food industry you will see it in the supermarkets today, cold water prawns produced in an environmentally responsible way, so you may be actually going down with specific requirements. You may be looking to your suppliers to take on some of the aspects of ISO 14001 which you have taken on. You may wish to ask your suppliers to look at their carbon footprints; you might want your suppliers to provide with data that you can use to be able to determine your carbon footprint, so you can make that public. So there’s lots of different ways. There’s not just people who are supplying to you, it’s what happens to your goods, and what effect do you have upstream. So you have to take that into account as well. 

NEVILLE HOBSON:
Sandy talked to us about the link between Product conformity certification and minimising your risk 
SANDY SUTHERLAND: Product conformity is all about risk. Depending on how your product is used, what it’s used for, you have to work a way of estimating the risk associated with that particular product. If it’s coming into you as a component to go into your assembly, how critical is that component in terms of its disruption to your production? How critical is it in terms of the safe use of that product when it goes in to the market? Those kind of decisions will then determine what level of assurance do I need. Can I just buy it in a commodity market? Do I need to ask the supplier to have an ISO9001 system?  Do I then need to make use of that 9001 system by saying I want copies of your procedures for certain things? 
So its risk based, what are the risks to my organisation and to my customers? That’s at the heart of product conformity. You may be using components which require regulatory approval such as EU directives may be applicable, so there’s a whole range of things you need to take into account but ultimately your assurance has to be risk based, you can do that within your 9001 system, but you can also build from the foundation of your 9001 system and your customers 9001 system to get even greater levels of assurance. And most important in terms of product conformity, you have to feedback to your supplier’s data on your performance. If you don’t do that, they don’t have the ammunition in which to identify what they can do better. When external bodies come in to audit them, they don’t have the performance data to enable them to know where to look. So feeding back on performance is absolutely critical, and doing it in as transparent way as possible so that other people who are auditing on your behalf such as third party certification bodies, not by name but they will see the results of what you have fed back and that will help them focus without you realising it on some of the problem issues that you expect to be dealt with within the supply chain.
NEVILLE HOBSON:
Health and Safety may seem quite easy to understand. Here Sandy talks about the importance of addressing all of your stakeholders in developing your Health and Safety management system
SANDY SUTHERLAND:
If Health & Safety is your major concern, your major stakeholder in this respect is your employees and possibly your neighbours, the visitors to the site. At the heart of any Health & Safety system is proper hazard identification and then a good risk management in relation to those hazards. In supply chain terms, however, it’s not just your own immediate  site that you are concerned with, you have got people coming on to your site who are delivering, driving around your site, you have got people coming in doing maintenance on your site, you will have customers visiting your site. All of them need to be taken into account in your Health & Safety management system. 

If you have got a small company coming in to do some maintenance work, the chances of them having an OHSAS18001 certificate are pretty remote, so your management system then has to accommodate them within that. On the other hand, if you have got a major company coming in doing something regularly with you, your expectation may well be  that you would want them to be using some kind of structured approach to their Health & Safety so that the two systems can interlock and OHSAS18001 is certainly an excellent one  to use in that  regard. 

There are also national guidance documents, there are national standards, many of them are now based on the OHSAS standard, all of them tend to play on the IMO standard which is International Maritime Organisation standard. I can’t emphasis strongly enough a systematic approach to Health & Safety, it can give great benefits but it also needs a lot of commitment and a culture that actually takes advantage of having the system in place.
NEVILLE HOBSON:
Food safety scares have dominated headlines recently. Here Sandy tells us how ISO 22000 is helping reduce food safety incidents and restore public confidence.
SANDY SUTHERLAND:
When you buy food the one thing you do expect is that it doesn’t make you ill, that it doesn’t kill you. So food safety, the inherent safety of the product is quite critical and there is a standard ISO 22000 which takes an approach of hazard analysis and management, which is fundamental to most food concerns particularly where the risks from either contamination or deterioration are critical. Fresh foods in particular and this has become the norm throughout the food industry but more and more people are taking this kind of approach and ISO22000 results, very much a growing standard. ISO22000 is very much becoming a widely used standard and obviously there are also very similar requirements  that are being generated by supermarket chains and groups of retailers, so on food safety the  starting point for me would always be ISO22000, get that  in, get the basics right. If you’ve got the basic of that right, it shouldn’t matter which group of supermarket companies comes to you, even if they have got their own scheme, you will be able to take what you are doing for ISO22000 and use that to meet the demands from there.
NEVILLE HOBSON:
He gave us a short introduction to ISO 28000, the new supply chain security standard
SANDY SUTHERLAND: 
You’ve got ISO 28000 which is looking at security in the supply chain and it’s not just about getting the goods there uncontaminated and complete.  It’s also about smoothing the pathway through the regulations, smoothing the pathway through the customs requirements and such like. And I think if I was going to look at something in purely supply chain terms that many global businesses could do in addition to the  9001, I think ISO28000 would be one that I would look at. Certainly, if you are part of the process of moving goods from one country to another, it doesn’t matter which area you are in, whether you are a port, whether you’re a shipper, whether you are a transporter of some kind, you know, I think for those particular businesses, I think ISO28001 will become as essential for many of them as ISO9001 has become.
NEVILLE HOBSON:
Management systems are most effective when they work together to manage your business. Sandy talked about the benefits of an integrated system.
SANDY SUTHERLAND:  
There will be brands where, yes, you might be able to use and a lot of companies do this, they use a bundle of different standards to help them manage their supply chain. So they are looking to take bits from one standard along with like say 14001 and apply elements of that applied out to the suppliers so that they can protect their environmental reputation, at the same time they will be taking bits out of the Occupational Health & Safety standard, OHSAS 18001. But what they’ll be looking to do there is not only to look at suppliers, but also to people who are coming on to their premises, so you’ve got contractors coming in working alongside your own people, so you begin to see that because again, there’s a reputational factor, you want  to be seen as a safe and responsible employer. You want to be seen as environmentally responsible. Now in some cases, the standards that are available are not quite right, so what you want to do if you want to find a partner who you can work with to actually begin to look at how you could fit these things together so that you get something that was more specific to your needs, tailored to your needs and any good certification body should be able to sit down and help you to do that. Now, if you then enter into partnership with your suppliers, then you get a win-win way of working that benefits your suppliers, yourselves and the end user of whatever service it is you are delivering.
So we see a lot of things are in place, but is that enough. Well what’s the next challenge? If you look at ISO9001 in some respects, is it still adequate for purpose and we have to look at that. We have to look to see if that standard gives us the tools that we need to actually deal with some of the problems we now face in the supply chain. For instance, we talked earlier about outsourcing and off-shoring. Is the planning part of your ISO9001 management system strong enough to deal with that?  if you are going to get the major benefits out of your management system, some of the work that you are doing has to be risk based, you have to allocate your resources where they can offer the most benefit, and that really needs a risk based approach. 

Standards like ISO14001 with its analysis of environmental aspects and standards like OHSAS 18001 where you have risk analysis at the heart of the standard.  ISO 28001 is exactly the same. That same emphasis is missing in ISO9001. Is that something that we need to address and think about to actually strengthen the management systems because ultimately there has been a move over the years to being less concerned about the paperwork systems, more concerned about control, less concerned just about making sure things are done consistently, moving to be more outcome focused, and then looking, is this system producing the desired outcomes not just as, are the  processes operating consistently, it’s got to produce the desired, not just the desired output but the desired outcome. 

So there are changes that need to happen in that respect. There are lots of developments that take place in the world of quality, most of which are quite well established, it doesn’t matter whether you are talking about 6 Sigma or whether you are talking about Lean or whatever. Some of those concepts need to be taken and then looked at in the way that you use your management system, to see if there’s things we can learn from those and incorporate them into the systematic planned approach to quality that we normally take. It’s not a case of saying, yes, we will prescribe this, this and this. It’s not about being prescriptive, it’s about actually making people take account of these things and work them in when they are relevant, so that would perhaps open up some of the potential weaknesses and gaps and introduce in QMS. The other thing we have to face up to is nowadays more and more people are taking a business assurance approach, rather than a straight forward ISO9001 approach. They don’t really want a silo mentality to the management systems, they want a single system that contributes to the business and helps them run the business. They don’t want a standalone system. And that for the standard writers, the challenge there is to produce something that assists the integration of, not just QMS, EMS and OHSAS with one another, but its integration into the overall way of running a business and that’s the big challenge, and that’s probably the biggest weakness. If you can get that synergy between the three, and your normal day to day way of running, then you will get even more value out of the operation of your management systems not just through your supply chain but through all aspects of your business.
NEVILLE HOBSON:

He talked about measuring the cost effectiveness of an independently certified management system
SANDY SUTHERLAND:
When you look at the issue of costs and in terms of money and resource, it’s not cheap to run a system, it requires people, and it requires resource. However, the cost of getting it wrong is frequently so great that you really don’t, it’s really not much of a decision to make, you have to have the systematic approach that either  ISO9001 or some of these other  standards give you. What is the potential cost of running an ISO14001 system versus the cost of being prosecuted by the regulator, what’s the cost of your 14001 system versus the cost of your reputation when you’ve poisoned all the fish in the local river? The costs of getting it wrong are enormous. 

One of the things you have to be careful of, a lot of people have tried to take the 9001 standard and use it in ways in which it ways it wasn’t intended. What you get then is you say well we are addressing our safety issues through parts of our 9001 system. It’s possible to do, but you need help to do that. You need to know what you are doing. If you get that wrong, it can go very badly wrong because what you can end up with is a false sense of confidence, so you have got to be careful. These are the standards 14001 and 18001, 22000 having written with a specific set of risks  in mind, if you don’t deal with those risks adequately by expanding your 9001 system to cover it, you may not get the degree of effectiveness that you think you are getting and then you are not in a good position. 

NEVILLE HOBSON:
Sandy also offered his tips on what an organisation should be looking for when selecting a certification body.
SANDY SUTHERLAND: 
When you are choosing your certification body, you want to take into account what you need from them. Do you need the endorsement that comes from somebody with a very high reputation? Do you need that certification body to have the knowledge of working with your kind of customers, big, complex multinationals? Do you need to leverage on their knowledge of how different standards fit together and how to optimise their use. 

You go to somebody with a reputation, with an experience of doing that. You have got to look to see whether or not the certification body is actually interested in what you consider your risks are, what you consider your issues are. Because if they are not, then if they are not interested in what you think your problems are, they are not interested in what the market thinks your problems are, they’re not going to do a good job. If they don’t do a good job, your certificate will not have credibility. So at the end of the day, in the certification business, you get what you pay for. But you should choose carefully because in relation to the total cost and value of the system, the cost of certification is marginal.
NEVILLE HOBSON:
Thank you for listening to the latest episode in the www.Businessassurance.com  Management Systems podcast series. This section, as do all of the other seven sections, features a blog, news on relevant topics, an extensive resources section as well as a global events calendar. Steve Williams is the Management Systems section editor. Steve has over 30 years of experience in management systems and is widely recognised an expert in quality, environmental and health & safety management systems.
We welcome your input and feedback on this podcast or any other relevant topic. To share your views, click “add comment” at the bottom of any page at www.businessassurance.com.
