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PROCESS BASED APPROACH FOR THE QUALITY MANAGEMENT SYSTEMS  

To start, we should keep in mind the definition of quality management system that tells us that it is a management system to guide and to control an organization with regard to quality.  

After that, we should consider that the new standards ISO 9000:2000 promote the adoption of an approach   based on processes when a quality management system (QMS) is developed, implemented, measured and improved. The process based approach is reflected in the structure of the standard ISO 9001:2000 “Quality Management Systems: Requisites”, according to the outline that is shown in the graphic regarding QMS.  

The above-mentioned is achieved through the presentation of the following elements: responsibilities of the Direction; resources management; product realization; measurement, analysis and improvement; applied to the closed handling of processes, macro or micro, in the organization. The necessary means for the generating processes of value include materials, teams, knowledge, data, finances and many other, determining an own process category.  

The measurement, analysis and improvement of products, processes and results are also integral components of a management system with vision of future. With this model of processes have been structured the standards ISO 9001:2000 and ISO 9004:2000.  

The structure represents the most advanced approach in the management concept oriented to processes and it has the following characteristics: the client is at the beginning and at the end of the process; the process delivers the results to the client; the objective of the organization management is the client satisfaction and the realization process is supported, guided and controlled by other processes.  

According to this approach, a wanted result is reached more efficiently when the activities and the related resources are managed as a process. Also, a process is defined as “a group of mutually related activities that interact, which transform entrance elements in results”; besides having in consideration that the entrance elements for a process are generally results of other processes (they can be tangible or intangible) and that the processes of an organization are planned and executed under controlled conditions to contribute with value.  

The standard ISO 9001:2000 emphasize the importance for an organization of identifying, implement, manage and improve the effectiveness of the processes that are necessary continually for the quality management system, and to manage the interactions of those processes with the purpose of reaching the objectives of the organization. The effectiveness and efficiency of the process can be evaluated through the internal or external revision processes and to be valued in a scale of maturity.

An important aspect of the process based approach is the concept “Plan-do-check-act (PDCA)” that was developed initially in the decade of 1920 by Walter Shewhart and then for W. Edwards Deming, for what is also known as the “Deming Cycle”.  

This concept is present in all the areas of our professional and personal life and it is used continually, either in a formal or informal way, in everything. Each activity, it does not matter the simple or complex that it is, is framed in this endless cycle.  

Inside the context of a quality management system, the PDCA is a dynamic cycle that can be developed inside each process of the organization. It is intimately tied with the planning, implementation, control and continuous improvement, in the realization of the product as in other processes of the quality management system.

The maintenance and the continuous improvement of the capacity of the process can be achieved applying the concept PDCA in all the levels of the organization. This is applied equally to the strategic processes of high level, such as the planning of the quality management systems or the revision for the Direction, as well as to the operational activities executed as part of the processes of product realization.  

The standard ISO 9001:2000 explains that the cycle of PDCA is applied to the processes in the following way: To plan: to establish the objectives and necessary processes to get agreed results with the clients requirements and the policies of the organization; To do: to implement the processes of the quality management system; To check: to carry out the follow up and the measurement of the processes and the products regarding the policies, the objectives and the requirements for the product, and to inform on the results; To act: to take actions to improve the performance of the processes continually.  One second and important principle of quality management that it is very linked with the approach based on processes is the approach of systems for management, which establish that “to identify, to understand and to manage the processes interrelated as a system, contributes to the effectiveness and efficiency of an organization in the achievement of its objectives."  


The effectiveness of the process is the capacity to reach the desired results (approach of the ISO 9001:2000 standard). The efficiency of the process is the comparison among the result obtained versus the resources used (approach of the ISO 9004:2000 standard).  

In this context, the quality management system understands a number of interrelated processes, not only those related to the realization of the product or service, but also to the management processes, follow up and measurement.  

The requirements of the ISO 9001:2000 standard establish that “an approach based on processes, when it is used inside a quality management system, emphasizes the importance of the understanding and the execution of the requirements; the necessity to consider the processes in terms that contribute with value; the obtaining of results of the performance and effectiveness of the process; and the continuous improvement of the processes,  based in objective measurements.”  

THE EIGHT PRINCIPLES OF QUALITY MANAGEMENT  

The “8 principles of quality management” have been considered by ISO like the base to develop the series ISO9000 in their version 2000. We present each one of them, with the purpose  to keep in mind the foundations of a quality management system, in accordance with the ISO9000 standard.  

Principle 1: Focus in the Client. Organizations depend on their clients and, for it, they need to identify and to understand their present and future necessities, in order to be able to satisfy the requirements of the clients and, in fact, try to exceed them.  

Principle 2: Leadership. The direction is not a management activity; leadership is necessary to provide purpose unit and direction, and to create an atmosphere in which people of the organization are totally involved,  reaching the organizational objectives.  

Principle 3: People Involvement. The cooperation and the involvement of people allow the total and effective use of their abilities, in benefit of the organization.  

Principle 4: Focus in the processes. In order to reach results in an efficient way, the resources and activities should be managed as processes.  

Principle 5: Systemic focus to management. To identify, understand and manage a system of processes interrelated to reach the objectives, contributes to the effectiveness and efficiency of the organization.  

Principle 6: Continuous improvement. The continuous improvement should be a permanent objective of the organization.  

Principle 7: Decision taking based on facts. The effective decisions are taken in the logical and intuitive analysis of data and facts.  

Principle 8: Relationship of mutual benefit with the suppliers. A relationship of this type between the organization and its suppliers, will elevate the capacity of both organizations to generate value.  

The application of the principles of quality management not only offers immediate advantages, but rather  contributes with determination to the handling of the costs and the risks in the organization. Thinking simultaneously of uses, costs and risks is for the own organization, their clients and other interested parts, of great importance.  

This thinking about the global handling of the organization rebounds positively in: the clients loyalty; future businesses; results of the business like earnings and participation in the market; flexible and opportune reactions to changes in the market; costs and cycle times through the efficient and effective use of the resources; determination of processes that are guided in the best way toward the reach of the desired results: competitive advantages through an optimized organizational capacity; personnel understanding and  motivation toward the objectives of the organization and their participation in the continuous improvement; to achieve  the trust of the parts interested in the efficiency and effectiveness of the organization, of the cycle of life of the product and of their prestige; capacity to add value as much for the organization as for their suppliers, through the optimization of the costs and resources, as well as the flexibility and speed when facing the changes in the markets.  

A quality management system should be based on the eight previously mentioned principles. Certainly that their implementation can end up being complicated, depending on the environment and the reality of the organization, but its application will take to the organization and its personnel at a level in which they will be in capacity of leading its environments and not simply survive in them.  

With the series ISO 9000, for the first time a management system is normalized in the organizations, since the standards that contain requirements for the quality management systems of the organizations are specified, but the form in which these organizations will be in capacity of completing them is not presented. In few words, the norm presents the what to do and not the how to do; since each organization is free of deciding on the construction of its quality management system, because it is different to others, lives its own culture, so its quality management system will be unique and it will be adapted to this culture.  

It is also very important to point out that in the case of the ISO 9000 standards, the certification is not an end, but a consequence of the implementation of a quality management system, that looks for the satisfaction of the internal and external clients, as well as the effectiveness and the efficiency of the processes.

THE SERIES ISO 9000 VERSION 2000  

The series ISO 9000 in their version 2000 are composed of 3 standards that are applied from December 15, 2003 and that are presented next:

ISO 9000:2000  

Foundations and vocabulary  

Related to:  

1. the quality  

2. the management  

3. the organization  

4. the processes and the products  

5. the characteristics  

6. the conformity  

7. the documentation  

8. the exam  

9. the audit  

10. the measurement processes  

ISO 9001:2000  

Requisites of the quality management system  

Divided in 5 chapters:

1. general requirements  

2. responsibilities of the high direction  

3. management of the resources  

4. realization of the product  

5. measurement, analysis and improvement  

ISO 9004:2000  

Criteria for the continuous improvement  

It refers to criteria oriented to exceed the requirements of the ISO 9001 standard, in the sense of the continuous improvement. It is not certificated. Together with the ISO 9001 standard, form the consistent couple, that is to say, the ISO 9004 standard expand the reach of the ISO 9001 standard.  

ISO 9001:2000  STANDARD STRUCTURE

As it can be appreciated in the introduction of the standard, it is stood out the importance that its purpose is not forcing the uniformity of quality systems, recognizing that the organization quality management systems are structured in many varied forms and that there is no obligation on the part of the organization to change the structure of its quality management system or the relevant documentation to join with the structure of the standard. It is also mentioned that the standard can be used for internal or external purposes, including the certification or the internal audit.  

As it was previously mentioned, the standard promotes the use of the approach of the processes in the quality management. The model of processes is a conceptual representation of the requirements of a quality management system, presented in the standard.  

Also, it is explained that the requirements of the standard are generic and their intention is that they are applicable to all type of organizations, of any size and independently of the product or service they provide.  

The requisites of the quality management system presented in the ISO 9001:2000 standard have as objective to demonstrate the ability to provide products or services that satisfy the clients necessities and the applicable regulations, consistently as well as to point to elevate the clients satisfaction through the effective application of the system, including the processes for the continuous improvement of it and the assurance of the conformity with the clients requisites.  

The structure of the ISO 9001:2000 is presented, with the purpose to have a better approach to its requirements, although it will be necessary to revise the standard for a detailed information:  

Foreword  

0. Introduction  


0.1. generalities  


0.2. focus in the processes  


0.3. relationship with ISO 9004  


0.4. compatibility with other management systems  

1. Scope  


1.1. generalities  


1.2. application  

2. Normative references  

3. Terms and definitions  

4. Quality Management System  


4.1. general requirements  


4.2. requirements of the documentation  


4.2.1. generalities  


4.2.2. the quality  manual


4.2.3. control of the documents  


4.2.4. control of the registers  

5. Responsibility of the High Direction  


5.1. commitment of the Direction  


5.2. focuses in the client  


5.3. quality policies  


5.4. planning  


5.4.1. Quality objectives  


5.4.2. Quality planning  


5.5. responsibility, authority and communication  


5.5.1. responsibility and authority  


5.5.2. representative of the Direction  


5.5.3. internal communication  


5.6. revision of the quality system by the Direction  


5.6.1. generalities  


5.6.2. information for the revision  


5.6.3. results of the revision  


6. management of the resources  


6.1. provision of the resources  


6.2. human resources  


6.2.1. generalities  


6.2.2. competence, identification and formation  


6.3. infrastructure  


6.4. work environment  


7. realization of the product  


7.1. planning of the realization of the product  


7.2. processes related to the client  


7.2.1. determination of the requirements related to the product  


7.2.2. revision of the requirements related to the product  


7.2.3. communication with the client  


7.3. design and development  


7.3.1. planning of the design and development  


7.3.2. inputs for the design and development  


7.3.3. outputs of the design and development  


7.3.4. revision of the design and development  


7.3.5. verification of the design and development  


7.3.6. validation of the design and development  


7.3.7. control of the changes in the design and development  


7.4. purchases  


7.4.1. purchase process  


7.4.2. information of the purchases  


7.4.3. verification of the bought product  


7.5. production and benefit of the service  


7.5.1. control of the production and benefit of the service  


7.5.2. validation of processes for the production and benefit of the service  


7.5.3. identification and follow up  


7.5.4. the clients property  


7.5.5. preservation of the product  


7.6. control of the devices of follow up and measurement  


8. measurement, analysis and improvement  


8.1. generalities  


8.2. follow up and measurement  


8.2.1. the clients satisfaction  


8.2.2. internal audits  


8.2.3. follow up and measurement of the processes  


8.2.4. follow up and measurement of the product  


8.3. control of the product with no conformity  


8.4. analysis of data  


8.5. improvement  


8.5.1. continuous improvement  


8.5.2. corrective action  


8.5.3. preventive action  

This edition of the ISO 9001 standard incorporates a revised title, in which the term “quality assurance” is no longer excluded. In this way stands out the fact that the requirements of the quality management system established in this edition of the ISO 9001 standard, besides the quality assurance of the product, also seek to increase the clients satisfaction.  

CONCLUSION

All the organizations have a quality management system, either formal or informal, conscious or unconscious; so standardization will help them to establish the necessary minimum requirements to be considered as efficient and effective systems to satisfy the necessities of their clients and generate value for the organization and the processes that are developed in the company.

The ISO 9001:2000 standard can be applied to any organization type and certainly to the training system, to  allow the constant optimization of its processes and the quality assurance of the system, with a continuous improvement approach.  

Therefore, the application of these concepts in the aspects of management of the human potential for the training systems, is of vital importance to strengthen the continuity of the system and for the achievement of strategic quality objectives. The purpose of this report is to motivate the application of this important administrative tool, since the added value that is achieved as result of this implementation is very important for the safety of the international civil aviation.  

( ( ( ( ( ( (
SUMMARY


The report has as objective to share the advantages and benefits that are obtained from the implementation of a Quality Management System, based on the requirements of the ISO 9001:2000 standard of the International Organization for Standardization (ISO) that began to be applied from December 15, 2003; considering that the special nature of this system requires an efficient and effective administration of human resources, independently if the objective is to obtain an international certification or not.
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