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3A paradox
Never have there been so many organisations in the world 
registered to management standards
Never has there been such a rich variety of services and schemesNever has there been such a rich variety of services and schemes 
against which organisations can be registered covering so many 
different fields (quality, environment, health and safety, information 
security, business continuity etc etc)y, y )
Never have there been so many sector specific schemes with such 
deep penetration in their markets (automotive, aerospace, medical 
devices food etcdevices, food, etc
Never has there been more hard evidence of the benefits of 
registration/certification
…and yet never has there been such suspicion and doubt about 
the quality, reliability and value of the certification/registration 
process
Why is this?



4Some facts about the numbers of 
registered organisationsregistered organisations

All figures from ISO survey of certifications published October 2008



5The benefits of certification

For the consumer …quality of product, security 
of their personal information etc
For the wider community …safer workplaces, y p
less pollution etc
For the certified organisation …better systems, g y ,
fewer failures, healthier and safer employees. 
Lower costs of compliance…better bottom line 
results!?results!?



6Return on assets of certified and non certified 
companies in industrial machine sector (sic35)companies in industrial machine sector (sic35)

‘ W th‘…We can answer the original question of, 
“Does it pay to seek ISO 
9000 certification?” with a 
resounding “YES”’resounding “YES”’

Corbett, CJ., Montes, MJ., 
Kirsch, DA., Alvarez-Gil., 
MJ. (2002) Does ISO 
9000 Certification Pay? 
Special Report ISOSpecial Report, ISO 
Management Systems 
July – August. 2002.
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What happens to $100k invested in portfolio of ISO 9001 
i t d i d t th k t ?registered companies compared to the market average?

‘Our results show that long 
term investorsterm investors 
are handsomely 
rewarded for 
investing in ISO 
9000 certified 

i ’companies.’

Rajan, M., Tamimi, N. 
(2003) Payoff to ISO 
9000 registration. Journal 
of Investing. New York . 
V l 12 I 1Vol. 12, Iss.1
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So what can conclude?

Certification is more popular than ever
There is objective evidence that organisations get 
benefit from certification in obvious and not so 
obvious waysobvious ways
But there remains strong suspicion from customers 
of registered organisations, from regulators and 
f th id it b t h li bl it ifrom the wider community about how reliable it is
Why? 
I suggest we have to face the fact that many 
organisations have been registered wrongly as a 
result of poor practice by auditors and by p p y y
certification bodies
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Some abuses of systems certification

Certification bodies offering to write their client’s  
lit l th it d tif i t itquality manual then assess it and certify against it

Certification bodies which promise “guaranteed 
certification/registration in 30 days or your moneycertification/registration in 30 days or your money 
back!”
Certification bodies which cut the audit days down 
b l t bl t d d d d t thbelow acceptable standards and do not cover the 
whole system
Certification bodies which do not train their auditorsCertification bodies which do not train their auditors 
adequately and fail to verify competence
There are lots more…
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What can we do to improve matters?

My view is that certification is at a cross roads. We either 
i th t d d i k tifi ti b iraise the standard or risk certification becoming 

devalued
We have to raise the standard of performance ofWe have to raise the standard of performance of 
auditors, certification bodies and accreditation bodies 
We have to put clear blue water between real, IAF-

b dit d dd d l tifi ti d th tmember accredited, added value certification and that 
offered by the charlatans of the industry…the problem is 
the distinction is not always as clear it should be today!
What can we do now to improve confidence in 
certification? 



11The key principles for inspiring confidence 
in certification (from ISO 17021)in certification (from ISO 17021)

Impartiality
Competence
ResponsibilityResponsibility
Openness
C fid ti litConfidentiality
Responsiveness to complaints
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Impartiality: what BSI does

Separation of sales and marketing activity from 
t ti it i l t “ l l ll dassessment activity; simply put “salespeople sell and 

assessors assess”
Separation of certification decision from assessmentSeparation of certification decision from assessment 
activity
Collection of data for statistical analysis (168,000 
R t f ilit ti d t ti f bi “ ft di ” feReports facilitating detection of bias, “soft-grading” of 

non conformities etc)
Impartiality reviews by external experts not employedImpartiality reviews by external experts not employed 
by BSI to ensure adequacy of controls
…and several other things that I cannot make public!g p
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Competence: What BSI does

This has been an enormous challenge for all 
certification bodies, accreditors, training 
organisations and indeed for IRCA too
W ll i th t th ld d l (b d lWe all recognise that the old model (based purely 
on attending accredited courses and serving a set 
amount of time) is no longer appropriate) g pp p
We all recognise the vital importance of auditor 
competence but how to measure it? In what terms? 
I h di i ?In how many dimensions?
The BSI approach is based on what we call the 
three legged stoolthree legged stool
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The three legged stool
A three legged stool is stable and safe provided all 
three legs can be relied upon!

Core auditing skills, 
from ISO19011-based  
approach.
NB: these are NOTProduct / scheme 

knowledge eg 9001, 
14001, 2700. This may 
be learned through BSI 

NB: these are NOT 
product dependent 
but there are levels of 
seniority: 
A (assessor)

Sector / process 
knowledge (eg g

or other examined 
courses. When we 
confirm knowledge we 
grant a P (product ) 

A (assessor) 
LA (lead assessor)
etc

g ( g
chemicals, aerospace, 
legal, finance etc 
defined by T  
(technical) code g (p )

code to the assessor
( )
(similar to EAC codes)

Only when there is a match on all three codes for all three legs can 
the auditor be appointed to do the job!

In special cases a special fourth leg is needed for requirements of language, 
security clearance etc, defined by S code
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The scale of the problem

BSI employs 600 auditors and has a further 1000 
external (sub contract) auditors worldwide spread 
over 50 countries and speaking over 40 different 
languageslanguages
Typically an auditor will have 2 or 3 P codes and 12 
T codes and for each (new) one a competency test ( ) p y
is required
Our approach is to test assessors on-line to check 
th i t i i d t t h i ltheir competence in a given product or technical 
area then check their auditing skills and ability to 
apply knowledge in a witness auditpp y g



16The responsiveness principle and the 
BSI client satisfaction surveyBSI client satisfaction survey

BSI survey almost 100% of clients after every 
assessment to get their feedback
The survey is done by email in 17 different 
l d k j t f tilanguages and we ask just a few questions
We get circa 40% response from our clients 
Any dissatisfaction is immediately followed up by 
management and brought to a resolution
We can score satisfaction levels by country, sector, 
product, team, individual assessor and so on
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18The survey 
questions

We ask clients about 
planning assessorplanning, assessor 
professionalism, closing 
meeting, quality of report 
and so on

We also provide the 
opportunity for clients to 
give us extra free textgive us extra free text 
comments about any 
aspect of our service

…and we act upon their 
responses!
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Summary
In terms of the principles of impartiality, competence 
and responsiveness BSI has developed processes 
that e belie e ill help to raise the standardthat we believe will help to raise the standard 
The BSI view is that this is part of giving clients (and 
in turn their clients) confidence that certificationin turn their clients) confidence that certification 
delivers
The client survey tells us that 98% of clients 

ld id d ld d BSIworldwide approve and would recommend BSI
We think the serious part of the certification industry 
worldwide need to work together to further raise theworldwide need to work together to further raise the 
standard without being bogged in pettifogging detail 
and we all need to remember certification was 
invented to give clients, their clients and the widerinvented  to give clients, their clients and the wider 
community confidence in what goes on


