A MAJOR STEP

DEPSECDEF AUTHORIZES
USING INTERNATIONAL
QUALITY STANDARDS

ISO 9000 Adopted for
New Programs Contracts

epuly Seccretary of Defense
(DEPSECDEF) John M.Deutch,
ir Ris letter of February 14, 1994,
on “Use of Commercial Cuality
System Standards in the Department
of Defense (DoD),” established the
use of the [SO 9000 international
quality standards. “Program offices
are authorized o use ANSLASCI (90
andd the 150 9000 sertes standards In
contracts for new programs.” [150) is
not an acromym; the Greek prefix {so
means equal or identical.|

Deutch continued: “They may also
allow these standards for follow-on
efforts  for existing  programs
instead of MIL-Q-9858A, Qualiry
Program Requirements and MIL-1-
45208A, Inspection System Reguine-
ments. Application of [S0 9000, ANSL
ASQC Q20 series standards on cur-
rent contracis may be consldered on a
casg-by-case basis.” He further stated,
* Third party certification or regisira
tion of a supplier's quality program
shall not be required nor is it a substi-
fute for Government quality surveil-
lance, at the present time.”

Mr, McGovern is a Professor of En-
gingering Management in the Manu-
facturing Management Drepartment,
Defense Systems Monagement College

Progrom Manoger

John P. McGovern

The ISO 2000 is
being recognized
elobally at a time
when the world is
attuned to the

competitive value of

product quality and

SeFVICES.

Joining the DEFSECDEF in advo-
cating use of 150 9000 for Dol acqui-
sitien are Lt Gen James A. Fain, [,
LISAF, Commander, Aeronautical Sys-
tems Center, and WADM WO, Bowwes,
LISN, Commander, Naval Air Svs-
tems Command. The Mational Aero-
nautical and Space Administration
(MASA) also has siated they plan to
adopt the intemational quality stan-
dards.

The Foundation

Three and a hall vears ago, 1 at-
tended the European Organization
for Quality (EOQ) 36th Annual Con-
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ference In Dublin, Ireland. The major
theme was training and certification
of quality engineers, quality auditors
and quality lead-auditors, It was this
group of specialists who were to pre-
pare Europe for 1992 and the Euro-
pean Community (EC). The EOQ pri-
arities were as follows:

— Harmonizing the 19 different
qually standards of the EC countries
into the single IS0 9000 series of
quality standands.

Educating and training quality
specialists (quality engineers and au-
ditors were first priarity).

— Cerifying* industry and busi-
ness quality systems to IS0 9000,

Moving quickly since the EOQ
Conference, more than 55 countries
have adopted the international qual-
ity standards and more than 45,000
certificates of reglsiration have been
issued to companies throughout the
world. Figure 1 illustrates the global

distribution of registrations.

The IS0 9000 series of standards
are designed to be contractual obliga
tions bebareen customers and suppli-
ers. The supplicrs are oblipated to
conduct intermal or first-party audits.
Second-party audits are conducted
by custamers, or their representatives,
with the supplier. The third-party au-
dit 15 ome conducted by an organiza-
tion that has been accredited by a
worldwide recognized body to audit
for compliance 1o SO 9000 Interna-
tional quality standards. If the sup-
plier complies, with or without addi-
tiomal corrective actlons, regisiration
is granted. In this country, the Ameri-
can Soclety for Quality Control
(ASQLC) is the Repistration Accredita

*  More appropriately, this should say
“Registering.” When either term is used
it should be prefaced by “Cuality Sys
tem.” For compliance with 150 9000,
this process involves pedodic audis
of a supplier's quality system by a
third party — a registrar,

Program Monoger

Moving quicklv
since the EOQ
Conference, more
than 55 countries
have adopted the
international qualily
standards and more
than 45,000
cerlificates of
registration have
been issued to

companies

throughout the

world.

tion Board (RAB) that granis accredi-
tation to conduct third-party cermifl-
cations. The United States has ap-
proximately 27 accredited bodies.

The Intermational Standards were
published in 1987 and the LU.5. ver-
sion, which 15 technically equivalent,
i5 ANSIASQC @0, The standards
development Is interesting, as MIL-
(-9858A was quite influential in their
development. This military specifica-
tion has been used since 1959 1o
define the quality system that Dol
contractors should formulate. The
MIL-C3-9858A was used as a model
for the British Quality Standard BSI
575 In tumn, BSl 5750 was a guide
for IS0 9000 international quality
standards,

The 1SO 9000 refers 1o a series of
five international qualiry standards
published by the International Orga-
nization for Standardization. Although
IS0 2000-1 and 9004 offer pukdance,
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G001, 2002 and 9003 are quality sys-
tem models. The sedies ane:

1. 150 2000-1. Cuality management
and quality-assurance standard —
guidelines for selection and usc.

2. 150 9001. Mode] for quality as-
surance in design. development, pro-
duction, installation and servicing,

A, 150 9002. Model for quality as-
surance in production, Installation
and servicing.

4, 150 2003, Model for quallty as
surance In final Inspection and test.

5. 150 9004-1. Quality management
and qualiy system-clements guide-
lines.

As can be seen by the title, 150
001 has the broadest coverage of the
five standards. [t addresses manage-
ment responsibility regarding quality
policy, assignment of management
and authority, and resources for qual-
ftv. It aklso mandates a quality system
that comprises quality palicy, quality
manual and procedures, The 150 9001
calls for contract review, design rne-
view, documentation and control,
subcontractor evaluation, inspection
and test, calibration and internal au-
dits. Along with some elements mot
mentioned here, this document es-
tablishes the necessary activities and
the interactions for an acceptable
quality assurance organization,

What's Ahead?

Although the prime contractual
vehicle Dol has used for more than
15 years, MIL-Q-9858A has many of
the elements of the 150 2000 Interna-
tional Quality Standards — specifi-
cally, IS0 9001 — [t has not been
used effectively. Most often, it s In-
terpreted as a military specification
that requires contractor and govern
ment inspections and periodic scrap
and rework reports, and not a8 docu-
ment lhal IL"L|IJ'i!'L'.‘i a contractor o
implement an effective, quallny-as-
sSUrAnCce sysiem.
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The 150 9000 s being recognized
globally at a time when the world is
attuned to the competitive value of
product quality and services. This fact,
along with the TQM focus by Dol for
the last five wvears, will result in a
truer, mone complete interpretation of
the [50 Quallty Standards. This inter-
pretation, therefore, will foster con-
tractor implementation of all elements
of a quality system with mandarted
internal audits and second-party au-
dit by the customer (the povernment).

The Dol now has an opportunity
to streambine further the quality-as-
surance activities with their contrac-
tors. With Defense Confracting bMan-
agement Command's (DCMC's)
emphasis on cooperation, process
management, and utilization of con-
tractor quality data, IS0 9000 will be
a powerful tool for furtherance of these
concepts. [f DEMC continues 1o tran-
sition to this mode, the following ac-
tions must be mken at all levels:

— Training on 150 Intemational
Quality Standards and associated
documents

— Trmaining in conducting qualicy
assurance (QA) system audits

— Recognizing that a contractor
with a compliant 150 Quality System
pocs a long way toward ensuring prod-
uct quality and service

— Future recognition of a
supplier's third-party registration, if
conducted by an accredited body.

This is not to say that a compiiant
guality systems puarantess a good
product, only that this is a minimum
requirement for ensuring produci
quality. We know the other elemenits
of quality in desipn and mamufactur-
Ing must be practiced to achiewve warld-
class quality

If the steps above are implemented,
DCMC will become primarily a QA
S'r'ﬂlzm Asscssmient J.FETIE'!.' [al an in-
spection  agendy.

Progrom  Manager

Using
commercial and
internalional
standards and
specifications to
procure some
elements of our
weapon svslems
is the direction

of the

future.

In January 1994, a set of guidelines
for implementing 150 9000, “Guid-
ance on the Application of 150900
ASQC Q90 Series Quality Systems
Standards.” was published in MIL-
HDBE-2000, MASA-HDBE-9000.
Without proper education and train-
ing on the concepts and philosophies
of the elements and responsibilities
indicated in 50 9000 quality system,
It is possible that many progam man-
agers and contract administrators will
utilize all the supplements afforded in
this guidance document and we will
revert o Cthe govermment must in-
spect” mentality practiced with MIL-
Q-9858A.

Certainly, some products and
programs may require military speci-
fication supplements; but, there are
many more programs where a compli-
ant QA system will ensure product
quality.

The real challenge is to distinguish
between programs that ¢an be man-
aged by assessment of the 150 9000
quality system and those that require
additional military specifications and
oversight. The Dod must be able
know the difference.
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DoD Goes Commercial and
International

The other Dol challenge is the
major thrust to use Non-Developmen-
tal Irems (NDIS) [or our weapon sys-
tems. In his remarks to the Natlonal
Contract Management Association,
MNovember 18, 1993, Dr. William |
Perry. now Secretary of Defense, men-
ticned the United States cannol al-
ford two industrial bazses — one for
defense and the other for commercial.
He also pointed out that advances in
technology and productivity In the
past 20 years in the commercial sec-
tor are oo Important to ignore.

Dr. Perry has been “beating the
drum® for months, recommending
DD wse of commercial specifications
wherever possible. The 150 9000 in-
termational quality standard used for
Dol acquisition ks a major step in this
direction.

Recently, 1 have seen three BRFPs
for electronic equipment where mili-
tary standards and specifications were
listed along with a statement allowing
for the use of commercial off-the-shelf
components, as long as performance
requirements are met.  The electmon-
ics Industry is one whene commercial
technology and rellability are condu-
cive for many military applications.
Some commerclal plastic encapsu-
lated circuits exhibic reliabllity mea-
sures equal to some military hermeti-
callyv-sealed circuits.

Using commerclal and interna-
tional standards and specifications 1o
procure some elements of our weapon
systems is the direction of the future.
Agaln, this must be done with knowl-
edge and with the user in mind. Duing
away with the 16-papge specification
for a ballpoint pen is long overdue.
But, let us not move so quickly that
we eliminate some military specifica-
tions and standards that have be-
come industry standards. Let us con-
tinue to deal more with quality systems
and cost-effective commercial prod-
ucts whenever performance and reli-
ability is not compromised
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