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This article is one ofseveral being preparedforth; s section 
of Tappi Joumzd by members of the Process and Product 
Quality Division. 
After making the critical decision to pursue IS0 I000 and 
looking at the magnitude of the effort, confusion and fear 
may overwhelm management. Every company aces the 
possibility of failure, regardless of which IS0 kandard 
applies. This article explores three possibilities fi Ir failure 
and several ideas of how to avoid these failures. 

There are really three forms of failure associ; ked with 
IS0 9000 registration. The two most commonly i lentified 
ones are failure to achieve registration and decer tification 
after registration. However, the more serious one in terms 
of the ultimate survival of the company, is failure t 3 capital- 
ize on the improvement opportunities associated with IS0 
9000 compliance. 

Failure to achieve registration 

IS0 9000 registrars are looking for three key el( ments in 
order to be convinced that a company has achjzved IS0 
9000 compliance. These three elements are: 

1. Compliance of the quality system to the appro] riate IS0 

2. Internal consistency and complete implemei itation of 

3. The effectiveness of the quality system. 

Before an IS0 9000 registrar will come in for i n audit, a 
copy of the company’s quality manual will be reqi iested for 
review. While a quality manual is not required by IS0 9000 
standards, most registrars will want a copy of tl e manual 
or its equivalent. By reviewing the company qualil y manual, 
the registrar can assess whether each clause oft he appro- 
priate standard has been addressed by the com ,any. For 
example, if a company is seeking IS0 9001 regist pation and 
has no service element (fairly typical for the pulp md paper 
industry), the company quality manual must s: tisfy IS0 
9001 Section 4.19 by stating that there is no sc rvice ele- 
ment. This allows the company to show the linka ;e of their 
quality system to the standard without creating unneces- 
sary procedures or documentation. 

After the registrar is satisfied that the con pany has 
complied with the appropriate standard, an initi d visit for 

9000 standard 

the quality system 

registration takes place. During the visit, the auditors probe 
the company quality system to confirm that it is internally 
consistent and has been fully implemented in all affected 
areas. The auditors wiU ask numerous focused questions 
and request samples of relevant documentation. 

Finally, the auditors will look at the company’s execu- 
tion of the quality system to assess its effectiveness. If, for 
example, a quality system dictates that off-quality parent 
rolls have “hold” tags put on them with an adhesive that 
allows the tags to fall off during normal transportation and 
storage, the company will be cited for a nonconformity 
based on the lack of effectiveness of the off-quality hold 
system. Specifically, the auditors will note a violation of 
IS0 9001 clause No. 4.13, Control of Nonconforming Prod- 
uct. 

The five most common reasons for failure to achieve 
registration are: 

1. 

2. 

3. 

4. 

5. 

Document control 

Design control 

Purchasing 

Inspection and testing 

Quality system 

Given the wet, hot, high-dust, and chemical-laden envi- 
ronment of a typical paper mill, document control can be 
very difficult. It is not sufficient to state that a document 
has been destroyed by chemicals or dropped in a repulper. 
Controlled documents must be destroyed as stated in com- 
pany procedures. Design control is critical for companies 
where there is a sigdicant R&D or process design ele- 
ment that is associated with customer contracts. Purchas- 
ing can be a nightmare with the myriad of fiber sources, 
process chemicals, additives, and packaginglconverting 
materials. Inspection and testing becomes tricky given the 
environmental conditions out on the paper machine and in 
the converting area. Even in tesVcontro1 room environ- 
ments, the influx of 100°F, 100% humidity air can invalidate 
many test results. Finally, quality system is the catch-all 
that auditors use when there are numerous minor 
nonconformities found. This accumulation of minor 
nonconformities means an inadequate implementation of 
the quality system. 
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Those five areas have been tripping points for the thou- 
sands of companies that have attempted IS0 9000 registra- 
tion. Another area of critical importance is process control. 

Process control has always been and will continue to be 
an important area in pulping and paper machine environ- 
ments. The extent to which it’s implemented can be an asset 
when a company approaches IS0 9000 registration. How- 
ever, the combination of chemical, mechanical, and thermal 
effects and “magic,, associated with making paper leads to 
entirely too much creativity in the paper mill. This creativ- 
ity can jeopardize quality system compliance. ‘ 

Decertification after registration 

There are three primary ways a company or plant can fail 
after initial registration and lose its certificate: 

1. Change processes without changing documentation 

2. Shift employees from job function to job function with- 
out adequate training 

3. Fall subject to atrophy or entropy. 

The competitive marketplace has caused many paper 
companies to very quickly change their product structure, 
resulting in process changes. Without careful attention to 
documentation a company may fall out of compliance by 
failing to keep its written procedures up-to-date with cur- 
rent practices. 

As paper mill personnel shift &.om position to position, 
adequate training (using what is already created for IS0 
9000) is a must. However, the traditional paper mill training 
program includes a brief glance at written materials and a 
lot of time “shadowing” the person leaving the position. 
This level of training will not be sufficient to maintain 
registration, because management of “procedures varia- 
tion’, will likely fail. 

As exciting and potentially productive as self-managed 
work teams (SMWT) are, there is even a higher potential 
for inadequate training. SMWT personnel learn additional 
skills and shift more “fluidly” across job functions than 
their counterparts in traditional work systems. Training 
and retraining become more important issues but can be 
managed with very carefully structured skills-training pro- 
grams. 

Procedures that are not used will fall subject to atrophy. 
Personnel need to periodically practice procedures in order 
to remain properly qualified and knowledgeable. Entropy 
is present not only in laws of the universe but also in people 
systems. The somewhat mystical nature of pulp and paper 
making, combined with individual creativity, can lead to 
digression from the approved procedures and work in- 
structions. A healthy environment based on adequate com- 
munication, coupled with comprehensive training programs, 
can help avoid this breakdown of the quality system. 

Missed improvement opportunities 

Among the key strategic choices a company must make at 
the beginning of the IS0 9000 compliance process is to 
decide how to approach documentation. There are really 
only two choices: document “what is” and go for the certifi- 
cate or assess the system, make appropriate improvements, 
and document the resulting systems. 

While IS0 9000 registration can mean a competitive 
advantage or survival in the marketplace, many companies 
are disappointed after they receive the certificate because 
they often have difficulty maintaining compliance. One com- 
mon reason for failure to keep the certificate is lack of 
personnel involvement associated with the documentation 
process. Lack of involvement is usually followed by low 
levels of motivation to follow the procedures. Further, it is 
very difficult to manage compliance to the procedures when 
those procedures are not effective. People will normally 
m o w  processes that generate significant waste. 

The process of continual improvement is vital for those 
who wish to be more successful and remain viable for the 
future. Companies that assess their current procedures 
and make improvements based on a prioritized list of op- 
portunities can expect to quickly make unprecedented im- 
provements. A comprehensive analysis of tasks based on 
time, number of employees involved, cost, and task type can 
give a company a true picture of its internal procedures. 
Next comes a prioritized approach to improvement. It is 
not necessary, nor is it practical, to improve everything 
simultaneously. Customers and internally based criteria 
can help management pick the right opportunities. This 
improvement effort can free up resources to complete the 
remaining IS0 9000 documentation, provide savings to 
offset the cost of registration, and reduce customer order 
lead times. 

Failure to achieve initial registration, and decertification 
after registration, are clearly disappointing and costly mis- 
takes for a company seeking an IS0 9000 certificate. How- 
ever, the failure to spot key improvement opportunities can 
be more costly in the long run. It is only those companies 
that can increase their effectiveness who will survive. Those 
companies will also find IS0 9000 registration an easier and 
relatively pain-free journey. 
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