
Transcript for LRQA Business Assurance Podcast, featuring Robert DuPuy

NARRATOR:
Welcome to the LRQA Business Assurance Podcast Series. This episode features an interview with Robert DuPuy, the Head of Sales and Training for Lloyd’s Register Quality Assurance, Inc. (LRQA). In this interview, Robert shared his thoughts on some of the issues North American clients are facing in the current economic downturn. To start off, Robert addresses the fundamental importance of having a certified management system in place.
ROBERT DUPUY:
What are management systems? Well management systems are any organizational process that exists when you get more than one person together. If you look at “management system” in any business dictionary, what it would tell you is that a management system is characterized by points of control, clear lines of responsibility, communication, etc.  These are all things that exist in any sort of a human organization, and in business, we just happen to call them management systems.  Management Systems can be good or bad, and you may know you have one or not, but it doesn’t mean it’s not there. So, the idea is that we want robust and mature management systems that will actually help the growth and success of a business. 
And notice I haven’t started talking about the economy or anything like that.  The focus is to build robust and mature management systems that will function either in good times or in bad. But what happens in the bad times, economic downturn, or competitive challenges?  These situations really act as a magnifying glass on the weaknesses inherent in your management system, and the tendency is for management to look at those situations under the magnifying glass as something demanding a unique response when, in fact, it really is an indication of a major weakness in the management system. 
NARRATOR:
Robert went on to talk about the characteristics of an effective management system.
ROBERT DUPUY:
Now, what are the characteristics of a good management system?  I think a better understanding of an optimal management system on our part is essential, and that understanding is necessary for articulating back to our clients as part of a strategy for defining critical business issues. This gives us the foundation to discuss things like themed assessments and how to reduce your risk, lower costs, improve service, and align investments.  If you think of an engine, these previously mentioned topics would be the modules that you plug into an effective management system. It used to be that a supply chain only existed within a company, now the supply chain exists everywhere in ways that you can’t immediately identify. Usually after you get out past two or three suppliers you lose track of things; while a robust management system can take all these things into account. 
So, what are the characteristics of the management system?  The common model is built in four layers, and the first layer is the asset layer.  The asset layer can be anything that you would consider to be an asset. It could be your computers, it could be your people, it could be your ships, factories, and whatever is considered an asset. The second layer is Tools.  The tools are what you use to manage those assets, but this can be tricky to define.  For example, if you are in the services industry, what would be your Tools and Assets? 
Tools might be the organization’s structure that supports its assets. So, within LRQA, Tools might be the client services organization that manages our assessors (assets). You move one layer up to the Process layer.  Processes are how you implement those tools to manage your assets. The Process layer is where LRQA really plays within this model as a provider to our clients.  We are certifying their management systems and helping them improve or fix their processes within their management system. And then finally is the Reporting layer.  The reporting layer tells you what you are getting out of this management system. So as assessors, and business development and sales people, we want to be able to look at this four-layer model and understand that all these layers need to work together and that a problem doesn’t exist within isolation in any one of these four layers.  
NARRATOR:
Here he talked about how our work helps provide clients with a competitive advantage.

ROBERT DUPUY:
So, now you would think, “Great, we have got it all figured out!”  No, that just gets us the ticket to the party.  This is where LRQA can start to differentiate itself from competitors.  This is where we explain how we go beyond simple management systems. LRQA goes beyond interpretation of the standard. So with this ticket to the party, we:

· understand what the model is
· understand the assessment process
· can identify weaknesses in the management system, and
· go beyond that. 
We move beyond this by referring back to those four layers as we identify a problem, we want to be able to take that technical problem and articulate it in a way that resonates at the business level and at the boardroom level within our clients’ companies. 
We need to help the Quality Managers and the Environmental Mangers to be able to understand how the problems they are experiencing within their area impact the organization at a higher level.  We need to tie these issues into our clients‘ business initiatives, their goals, and how those problems can tie back into the four key areas:  reducing risk, managing costs, aligning investment, and improving customer service.  I would say 100% of every single issue that a client could conceivably come up with would fit within one of these four buckets. And the model I just described makes it very easy to understand how any problem, including supply chain problems, would impact the organization and how these problems tie to business initiatives and goals. 

NARRATOR:
Clients who use their management systems to add value to their businesses are often the organizations that benefit the most from working with LRQA. Here Robert provides an example. 
ROBERT DUPUY:
Well it goes back to management systems, and what LRQA is all about. It’s understanding that the most successful companies strategically use their management systems; that’s the message we are trying to reiterate. They help clients understand that their management systems are critical to their business and how LRQA clients are more profitable than other clients who are certified from other registrars. But the main point I hope isn’t lost is that a robust management system makes your company more profitable. 

There is probably no better example of value than looking at companies who have engaged LRQA for second-party certification or customized assurances.  These are companies that have embraced management systems internally. The management system is so critical to their business that they have sought third-party certification. They want to be sure independently that their management system is producing results. 
So they have engaged LRQA.  In a sense, they didn’t even have to buy anything.  They could have done this completely at zero cost to their organisation, but they chose to go outside and hire LRQA to come in and do that work.  I think that says mountains about LRQA.  Clients are not going the cheapest route.  Because they want something of value to their organization, they engaged LRQA for this value.  These companies are successful because they understand how management systems are critical to your business. 

ALEX BRIGGS:
What are the tangible and intangible benefits of having a management system certified, where can it add value to your organisation? 
ROBERT DUPUY:
As I’m talking with clients I’m always focused on helping them understand the true scope of their problem. And I fundamentally believe that an efficient, robust management system is the answer to every problem an organization faces. So, let’s look at some of the key problems that face typical LRQA clients:

· they are looking at ways of reducing risk in their organization
· they want to control costs
· they are looking at ways of aligning their investments, and that’s a very popular theme in today’s economy, and 
· they are looking at ways to improve customer service.  

So if we look at these four areas, these are all key differentiators that companies can use to help them get through this difficult economy.  In particular, superior customer service, making efficient use of their current resources, and controlling costs are key. If you really in fact want to make sure that your management system is delivering in those areas, third party certification is the answer. 
ALEX BRIGGS: 
We have established the basics, now we get down to the point where they agreed they need certification. It’s going to add value to their business. How do we convince them that it’s LRQA they should use as their certification provider? 

ROBERT DUPUY:
LRQA is the only registrar that delivers above the line value to their management system, that’s my short answer. And the way that we do that is with business assurance. Business assurance is being able to take a problem as it exists within the management system and help articulate that in a way that resonates at the boardroom level.  At the executive level they can use that information in a way that improves or fixes processes within the organization. 

ALEX BRIGGS:
How about clients, or potential clients, looking to use certification as an avenue or a tool to help them win new business and be more robust as an organization. What would your advice be? 
ROBERT DUPUY:
That’s a very good question because it goes to the importance of management systems. You want to be able to use your management system as a competitive differentiator in the marketplace. So, use the things that LRQA has taught you to be able to go out to your supply chain, or if you are within the supply chain, to differentiate yourself. So, when LRQA comes in, we try to help you succeed as a business by looking at ways to help you reduce your costs, align your investment, improve customer service, and reduce costs.  Well those are the same things that your partners, your customers, and the folks in your supply chain are looking at as well. So you want to take the same things that the LRQA assessor is looking at within your organisation and look for those things in your partners’ or customers’ organization. If you can help them identify areas where you can meet their needs, it’s a wonderful differentiator for yourself with your clients and partners. 

ALEX BRIGGS:
A lot of organizations are tightening their budget, large organisations during the downturn -- and they may be asking the question:  What is my management system doing for me beyond the certificate on the wall? 
ROBERT DUPUY:
A very good question because management systems in themselves are simply a reflection of the efficiency of the organization, so that’s just a ticket to the party. Now, let’s go beyond. First of all, when I hear the question, “what’s the added value?” I have to ask “what is the problem? What is the problem that you are trying to solve?” Because to simply say, “Where’s the value?” is vague.  Are you looking at reducing costs, are you looking at aligning investments within your organization, are you looking at improving service? To answer to that question, I can come back and offer you assistance in those areas.  We can do things like gap analysis and themed assessment to help you look at those areas more specifically. 

Now we would not be able to do that unless we knew that you had a robust and efficient management system in place. But understand that the management system is really just the engine.  That’s the powerful Ferrari engine that we are going to put in the car, and once we get in that car, well you’ve got to tell us where you want to go. And so where we go is with themed assessments, gap analysis, and those four areas I mentioned (reducing risk, managing costs, aligning investment, and improving customer service).  These are the ways that we can help you understand how to get value. 
NARRATOR:
Thank you for listening to the latest episode of the LRQA Podcast Series. 
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.
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