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Study on the effect of the management system establish through
process approach on operation performance

— Focused on ISO / IEC 17021 certification body —

Kyeong—Seok Cho" - Chang—ho Lee”
*Department of Industrial Engineering, INHA University

Abstract

For the sustainable development, companies are making a lot of efforts such as activities of sales
increase and cost reduction. Among these, efforts to use limited resources efficiently and effectively is
still being made steadily. And many methods for management innovation are being introduced and used.
However there were partial or temporary effects only. So there are not enough to achieve operations
performance to cover the entire system. Therefore, in order to maximize performance or to improve
sustainability across the companies, it is necessary to rebuild the existing system with process
perspective not with existing functional perspective. This study was performed to achieve the objective
that is operation performance improvement of certification body. So literature review was researched
and analyed about the process innovation and the process approach. And basic model which is
compatible with ISO/IEC 17021 requirement for the certification body was established in this study.
Based on this model, one of the -certification body was selected and operation system for this
organization was established, documented and implemented through the process approach method. In the
result, operations performance of certification body on the side of efficiency and effectiveness is
analyzed and the effect of reconstruction of system on operations performance was figured out
Key words : Process Approach, Process Innovation, ISO/IEC 17021
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<Table 1> Similar researches

Subject Contents

Study on the
effectiveness of
process approach for
business performances
. focused on ISO
9001:2000 certified
companies. [5]

Study of the effect on
business performance
through innovation
activities such as
process

management. [6]

Case study of Process
Innovation. [7]

Case study on the
establishment of an
integrated system for
quality, environment
and health & safety by
utilizing a process
approach. [8]

Analysis of business
performance that can be
expected while operating a
quality management system
based on the process approach

— Investigate the importance of
the process and process
management

— Study of the effect on
business performance
through process approach

Apply the PI for SMEs in China
and examines the effect

An approach for successfully
leading an integrated
management system which
encompasses the quality,
environment and health &
safety management system.
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<Table 2> Contents of ISO/IEC 17021[9]

1 Scope
2 Normative references
3 Terms and definitions
4 Principles
5 General requirements

6 Structural requirements
7 Resource requirements
8 Information requirements
9 Process requirements

10 Management system requirements for
certification bodies

Annex A Required knowledge and skills

Annex B Possible evaluation methods

Annex C Example of a process flow for
determining and maintaining competence

Annex D Desired personal behaviours

Annex E Third—party audit and certification
process

Annex F Considerations for the audit programme,
scope or plan

-

Client submits

certification

application for initial

I 7

Exchange of
information
between client and
certification body

Review of
applicalion for
certification

(if applicable)

Identification of areas of
concern and request for
additional information

v

Development of
audit programme

v

Proposal for
cerlification and
confirmation of
audit programme

// Tlient and certification ™ N

body engage in formal
arrangements
for certification

/

Initial certification decision/
Recertification decision

Expiry of certification |

Three (3) year certification cycle >»

Ongeoingsurveillance activities I

—

Initial certification

Surveillance audits
First surveillance audit to take place within
12 months of stage 2 audit, then at least
annually

Recertification
Recertification activities to be completed before
expiry of certification

l

Select and appoint
compelent slage 1
audit team

v

Plan for stage 1
audit

-

Perform stage 1
audit

Resolve stage 1
audit areas of
concern (if
applicable)

v

Confirm/appoint
competent stage 2
audit team

vy

Plan for stage 2
audil(s)

v

Perform stage 2
audit(s)

Resolve stage 2
audit areas of
concern (if
applicable)

Initial certification
audil conclusions

'v

. .

Exchange of information between client and certification body
(e.g. change of scope); determine if changes to audit programme required

Recerlification
audit planning

Confirm audit programme and communicate to client

Confirm/appoint competent audit team

Initial certification decisior*

Granting of initial
certification and

issuance of certification

documents

2

¥ v
Plan for
Plan for
surveillance audit fec'ert\ﬂcahon
audil
Perform
Perform
surveillance audit recertification
audit(s)

Resolve
surveillance audit
areas of concern

(if applicable)

Resolve recertification
audit areas of concern
(if applicable )

i

Recertification
audit conclusions

v

Surveillance audit
conclusions

Independent Recertification decision
review o
certification v

(if required)

‘Granting of
recerlification and
issuance of certification
documents

v

/ Confirm or adjust audit programme and appropriate audil followup and surveillance activilies including frequency and \

duration. Special audils musl also be laken inlo consideralion . J

[Figure 1] Typical process flow for third—party audit and certification process [9]
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[Figure 2] Process flow for determining and

maintaining competence [9]
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<Table 3>Standard document for operation of
certification body

. Process
Division Document
core| support|
Manual | Operation Manual O (0]

Initial certification audit

Certific| Surveillance audit
—ation @)
audit | Recertification audit

Special audits

Appeal and Complaints (0]

Customer

Procedures
Document and record management

Resource management

Corrective & Preventive action

|0 |O|O|O

Impartiality and confidentiality

Monitoring and measurement

Business management (0]

core process O

Guideline

support process (0]
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[Figure 3] Organization chart before process
approach
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<Table 4> Documents before process approach

Division Document

Manual Quality_manual

Quality document control

Impartiality and confidentiality

Preventive action of non—conformity and
corrective

Record control Procedure
Internal Audit

Training and Competence

Customer Services and Complaints processing|

Procedures | Impartiality Committee Operation

Verification

Organization and Work

Goal management and business plan

Management responsibility

Delegation of decision

Document for working regulation

Business trip expenses
Auditor handbook

Certification contract & audit fee

Initial certification audit

Confirmation audit

Surveillance and recertification

Certification suspension and withdrawal

Mutual cooperation between certification body

Certification scope operating

Guideline Change of certification Scope

Issuing the certification and using
certification logo

Control of auditor

Audit team & planning

Audit reports

Multi—sites certification auditing

Impartiality risk analysis and management
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[Figure 4] Organization chart after Process
approach

©
(o
01)4

P RAIReN DA CI) I el H=

SYTEARY D G5 D, ART
QA A, olelA] B BH g AALRA

(MU, B4 9 7153, A, AE
2] 9l o], 3Ed 9 Hl“”’%] T 4
=7, A9ve) Bhol T2AAE ATEEI

@ AL WNIZNAS 7|F07 ZTEAA T
ZA o= JEsta, 719E dFEEe st Ad
S 3 oA FZEYIIEE itk

®
2

TR A 2] w243t AA

ANTEE AF-ZR2AAE 7N 2 <Table 5>
v 2w, Ak W ARS ASst
a1, ol goletes wAAAE NIt

3 ZoAE AAN, waEd gl A A
g s Feke] 2ok sklth

<Table 5> Documents after process approach

Division Document

Manual Operational Manual

Certification audit

Appeal and complaints

Customer Services

Document and record control

Procedures | Resource management

Corrective & preventive action

Impartiality and confidentiality

Monitoring and measurement

Business management

Core process

Guideline
Support process
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<Table 6> Comparison of achievement

Division Before | After
of PI | of PI
Number of the date of % 10
certification process (day)
Manual 1 1
(d)peratm Procedures 16 9
locument
Guideline 14 2
Customer complaints (per 100 26 14
companies) ' '
Customer satisfaction index (score) 78 86
Certification delay (days/company) 8.5 2.3
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