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Main issues and answers

2.1 Given the above overview of issues and research tools adopted, we will now summarise
’ some of the main results reported in the open literature, regarding ISO 9001
certification.
42 1SO 9001 certification market evolution
The implementation of a quality management system, and its subsequent certification,
is a voluntary process, supported by the organisation’s own motivations, goals and
policies.
The diffusion of ISO 9001 certifications started mostly in Europe. Then, European
companies pressured their suppliers around the world to become also ISO 9001
certified, and such suppliers sought certification as a protection mechanism against the
perceived threat of having ISO 9001 certification to become an international trade
barrier. Next, domestic diffusion started to grow in those countries as well, namely due
to competitive reasons (if our competitor is ISO 9001 certified, we should be also), and
pressure exerted by downstream customers through global supply chains. Companies
exporting goods or services into a region may also simultaneously import management
practices from that region back to their home country (Corbett et al, 2003).
According to the last ISO survey (ISO, 2007), quality management systems
certification is still rising, so that by the end of December 2006 there were at least
897.866 ISO 9001 valid certificates issued in at least 170 different countries (see
Tables IT and III).
By looking at the top ten countries regarding ISO 9001 certificates, one can see that
China has become the leader (143.823), followed by Italy (98.028), and Japan (53.771).
Continent 1SO 9001:2000 %
Europe 379.937 489
Far East 247.091 31.8
North America 59.663 7.7
Africa/West Asia 48.327 6.2
Table II. Central and South America 22.498 29
ISO 9001 certificates Australia/New Zealand 19.092 2.5
across continents (2005)  Total 776.608 100.0
Country 2001 2002 2003 2004 2005 Country growth
China 7413 40.997 96.715 132.926 143.823 136.410
Italy 1.974 14.733 64.120 84.485 98.028 96.054
Japan 3.650 16.813 38.751 48.989 53.771 50.121
Spain 808 8.872 31.836 40972 47.445 46.637
UK 8.501 9.301 45.465 50.884 45.612 37.111
USA 1.104 4.587 30.294 37.285 44.270 43.166
Table III. Germany 2.338 10.811 23.598 26.654 39.816 37478
ISO 9001 certificates India 544 2.247 8.367 12.558 24.660 24.116
growth for the top ten France 2194 6.529 15.073 21.769 24.441 22.247
countries (2005) Australia 3.442 7.024 19.975 17.365 16.922 13.480










on, have already reached market saturation levels, and thus their number of certified
companies tends to reach a certain constant value.

During the last five years, one can see also that the number of ISO 9001 certified
companies has significantly increased. The same happened with the number of
countries that do have ISO 9001 certified organisations.

It would be important for ISO 9000 researchers, certification bodies and companies,
across the world, to pay a close attention to the ISO 9001 certification market evolution,
and forecast its future.

ISO 9001 certification motivations and benefils, barriers and drawbacks

1SO 9001 certification motivations. 1ISO 9001 certification motivations can be classified
according to one out of two main categories: internal and external motivations. Internal
motivations are related with the goal of achieving organisational improvement, while
external motivations are mainly related with promotional and marketing issues,
customer pressures, improvement of market share, etc. (Buttle, 1997; Jones et al., 1997,
Mo and Chan, 1997; Brown et al., 1998; Bryde and Slocock, 1998; Lee and Palmer, 1999;
Lipovatz et al., 1999; Escanciano et al., 2001a; Gustafsson et al., 2001; Torre et al., 2001;
Gotzamani and Tsiotras, 2002; Poksinska et al., 2002; Corbett et al., 2003; Douglas et al.,
2003; Llopis and Tari, 2003; Magd and Curry, 2003a).

ISO 9001 certification is frequently used mostly as a marketing tool (Poksinska et al.,
2002). Jones et al. (1997) defined two organisation types, according to their main purpose
for achieving certification: the “non-development companies”, which are those whose
primary reason for seeking quality certification is driven by the mentality of “achieving a
certificate”; and the “developmental companies”, which are the firms that adopt quality
certification because of their belief in the internal benefits that can derive from it.

In more detail, Magd and Curry (2003a) concluded that the most important reasons
for certification, among Egyptian companies, were the following: “improve the

”, « ”, «

efficiency of the quality system”; “pressures from competitors/foreign partners”; “to
maintain/increase market share”; “to meet government demands” and “to comply with
customers’ requirements”. Some companies also stated that without ISO 9001
certification they could not achieve a significant number of contracts (Douglas et al,
2003). Corbett et al. (2003), based on an international survey, concluded that the main
motivations for ISO 9001 certification are as follows: “quality improvements”;
“Improvements in corporate image”; “marketing advantage”; and “customer pressure”.
Concerning US companies, one of the most important underlying reasons for becoming
certified is the existence of commercial relationships with European markets (Bhuiyan
and Alam, 2004).

1SO 9001 certification benefits. ISO 9001 certification benefits can be also classified
into external and internal categories. The first ones are related to improvements in
terms of marketing and promotional aspects, while internal benefits are related with
organisational improvements (Buttle, 1997; Mo and Chan, 1997; Brown et al., 1998;
Leung ef al,, 1999; Lipovatz et al., 1999; Ragothaman and Korte, 1999; Staines, 2000;
Casadesus et al., 2001, 2004; Escanciano et al., 2001a, 2002; Gustafsson et al., 2001;
Stevenson and Barnes, 2001; Torre et al, 2001; Gotzamani and Tsiotras, 2002; Halis
and Oztas, 2002; Liebesman, 2002; Poksinska et al., 2002; Coleman and Douglas, 2003;
Corbett et al., 2003; Douglas et al., 2003; Magd and Curry, 2003a; Bhuiyan and Alam,
2004; van der Wiele et al., 2005).
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Table V.

Most commonly stated
ISO 9001 certification
benefits reported in the
literature

Casadesus et al. (2001) proposed a classification for ISO 9001 benefits based on the
perceived benefits obtained, suggesting four organisation types: “companies with high
internal benefits (HIB)”; “companies with moderate internal benefits (MIB)”;
“companies with high external benefits (HEB)” and “companies with moderate
external benefits (MEB)” (see Table V).

Although “product quality improvements” are often quoted as an important ISO
9001 benefit, such an improvement may not be a direct result of a quality management
system implementation (Withers and Ebrahimpour, 2001).

Relationships between 1SO 9001 motivations and benefits. There is a consensual
opinion that ISO 9001 benefits are related with company certification motivations, i.e.
when companies become certified based on internal motivations the derived benefits are
fulfilled on a more global dimension. On the other hand, when companies implement ISO
9001 based mostly on external motivations, improvements obtained are then mainly of
an external nature (Jones et al,, 1997; Brown et al,, 1998; Gotzamani and Tsiotras, 2002;
Poksinska et al., 2002; Corbett et al, 2003; Llopis and Tari, 2003; Williams, 2004).

Companies that sought quality certification for “developmental reasons” have
experienced more internal benefits from certification (Jones et al., 1997). Brown et al.
(1998) argued that companies driven by internal reasons to seek certification have a
more positive perception about improvements achieved. The manager that sees
certification as an opportunity to improve internal processes and systems, rather than
simply wanting to get a certificate on the wall, will get broader positive results from
ISO 9001 certification. Gotzamani and Tsiotras (2002) stated that companies seeking
ISO 9001 certification mainly based on external motivations will also achieve mostly
external benefits, while those that seek certification based on true quality improvement
will get benefits mainly in terms of internal operations improvement (Poksinska ef al,
2002; Williams, 2004).

Llopis and Tari (2003) suggest that companies more concerned about internal
reasons are those that:

* obtain higher profits deriving from the implementation of a quality system;
» reach a greater practical implementation of quality management principles; and
» are most likely to progress towards total quality management.

External benefits Internal benefits

Access to new markets Productivity improvements

Corporate image improvement Product defect rate decreases

Market share improvement Quality awareness improvements

ISO 9000 certification as a marketing tool Definition of the personnel responsibilities and
obligations

Customer relationship improvements Delivery times improvements

Customer satisfaction Internal organisation improvements

Customer communication improvements Nonconformities decreases

Customers’ complaints decreases
Internal communication improvements
Product quality improvement
Competitive advantage improvement
Personnel motivation




1SO 9001 benefits time evolution. There is evidence in the literature that ISO 9001
perceived benefits do decrease over time (Jones et al, 1997; Terziovski et al., 2003;
Casadesus et al., 2004; Casadests and Karapetrovic, 2005a, b).

Jones et al. (1997) stated that there was no evidence to state that certified companies
progressively experience more beneficial outcomes from ISO 9001 certification. In fact,
results have indicated that, on the opposite side, companies appear to experience
declining benefits over time. As organisations move along the quality journey and their
quality systems mature, the manager’s ISO 9001 certification perceived benefits do
indeed diminish (Terziovski et al., 2003). Juran (1999, cited in Terziovski et al., 2003)
stated that:

it appears that companies that are at the beginning stages of their quality journeys find that
the ISO 9000 series of standards provides them with a guide for implementing a basic quality
system. But for companies with good quality systems, the standard often just adds costs,
delays and burdensome documentation, rather than providing any competitive advantage.

Therefore, according to Juran, it could well be the case that ISO 9001 certification
relevance decreases for companies that reach mature quality systems and aim for best
practices in continuous improvement.

Casadesus et al. (2004) verified that surveyed companies experienced an 11 per cent
decrease (1998-2002) concerning ISO 9001 perceived benefits. On a subsequent study,
Casadestis and Karapetrovic (2005a, b) concluded that, on average, ISO 9001:2000
certified companies perceived fewer benefits than their ISO 9001/2/3:1994 registered
counterparts. The same authors suggest that this situation can be due to the fact that
ISO 9001:2000 benefits will only be reached in a longer term perspective.

ISO 9001 barriers and drawbacks. The obstacle most frequently cited on the
literature, regarding ISO 9001 certification, is the lack of top management involvement
during the implementation process, which is known to be crucial for its success (Brown
et al., 1998; Stevenson and Barnes, 2001; Torre ef al., 2001; Douglas et al., 2003).

Other barriers identified by companies are the following ones: high implementation
and maintenance costs, despite of its decrease over time (Leung et al., 1999; Stevenson
and Barnes, 2001; Casadests et al 2004); lack of auditors’ knowledge concerning
specific industries; excessive auditors support over paperwork; different standard
interpretations among auditors; ethical issues related with certification bodies (Brown
et al.,, 1998). Brown et al. (1998) also concluded that SME face restrictions concerning
financial, human and material resources.

The major disappointment pointed out by ISO 9001 certified companies is that
organisations requiring their suppliers to become ISO 9001 certified in order to do
business are still using suppliers without ISO 9001 certification (Brown et al, 1998;
Douglas et al., 2003). It is important to mention that “customer pressure” is one of the
main motivations mentioned by companies to achieve ISO 9001 certification. For many
organisations, ISO 9001 certification is a “necessary evil”, forced upon by purchasers,
particularly large organisations, which sometimes are not themselves ISO 9001
certified.

Given the set of issues explored in the ISO 9001 open literature, some interesting
questions that seem to be yet somewhat unexplored but worthwhile studying are the
following:
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« How do certification motivations influence and relate with ISO 9001 audit
non-conformities?

+ What are the typical profiles for companies driven by external motivations, as
opposed to internal ones for achieving ISO 9001 certifications?

Impacts on organisational performance

A number of studies have been carried out that try to relate the impact of quality
management practices over organisational performance. The majority of them
conclude that there is a positive relationship between the implementation of quality
management practices and organisational performance improvement (Mann and
Kehoe, 1994; Maani et al., 1994; Wisner and Eakins, 1994; Adam et al, 1997; Curkovic
and Pagell, 1999; Terziovski and Samson, 1999; Gupta, 2000; Romano, 2000; Withers
and Ebrahimpour, 2000, 2001; Lee et al, 2001; Singels et al., 2001; Boulter and Bendell,
2002; Dick et al., 2002; Ozgur et al., 2002; Tari and Molina, 2002; Tari and Sabater, 2004;
Quazi and Jacobs, 2004).

Results obtained by Gupta (2000) show that ISO 9001 certified companies do differ
positively from non-certified ones on “technological management”, “quality
management control”, “causes of poor quality” and “quality control techniques
used”. Romano (2000) reports statistically significant improvements after ISO 9001
certification, concerning “quality performance in production and on the reliability of
the production system” and “external quality performances”. He also observed that
“non-quality costs” diminished significantly after ISO 9001 certification. Ozgur et al
(2002) point out that the level of usage for the majority of quality tools is higher in ISO
9001 certified firms. Concerning the services sector, Dick ef al (2002) concluded that
ISO 9001 certification makes a strong difference in the ways quality is perceived and
measured.

Although the majority of the studies carried out state that there is a positive
relationship between ISO 9001 certification and performance, as was just mentioned,
there is also a group of authors that did not find enough evidence to support such a
relationship (Terziovski et al, 1997; Quazi et al, 2002; Conca et al., 2004). Results
obtained by Terziovski ef al. (1997) showed that the presence or absence of ISO 9001
certification is a poor predictor of organisational performance and quality. Quazi et al.
(2002) concluded that there was no statistically significant relationship between ISO
9001 certification status, quality management practices and quality results.

There seems to be, however, a strong relationship between the companies’
certification motivations and the corresponding results obtained. When firms simply
react to external pressures for getting certified, they may face ISO 9001 registration as
a prime objective of itself, adopt a minimalist approach to achieve it, and thus achieve
limited internal performance improvements.

Impacts on companies’ financial performance
According to Garvin (1984, cited in Sousa and Voss, 2002), the effect of quality over
business performance, now looked strictly from a financial perspective, can be based
upon two main routes: manufacturing and market (see Figure 5).

In the manufacturing route, improving internal process quality results in better
operational performance, which leads to business financial performance. In the market
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Despite all the studies carried out in this area, conclusions reached so far have yet a
contradictory nature. Some authors conclude that there is a positive relationship
between ISO 9001 certification and companies’ financial improvement (Maani et al.,
1994; Wisner and Eakins, 1994; LRQA, 1996; Chapman et al.,, 1997; Janas and Luczak,
2002; Lee et al, 2001; Beirao and Sarsfield Cabral, 2002; Nicolau and Sellers, 2002;
Wayhan et al.,, 2002; Chow-Chua et al, 2003; Dimara et al., 2004; Naser et al., 2004),
while others do not find evidence to support such a relationship (Adam et al., 1997,
Kannan et al.,, 1999; Haversjo, 2000; Lima et al., 2000; Heras et al., 2001, 2002a, b; Aarts
and Vos, 2001; Corbett et al, 2002, 2003; Tsekouras et al., 2002; Martinez-Costa and
Martinez-Lorente, 2003).

Heras et al. (2001, 2002a, b), regarding better financial performance presented by
ISO 9001 certified companies, argued that:

» one must consider the multitude of variables that influence or can influence a
company’s business financial performance;

+ itis important that the characteristics of the samples used are analysed in greater
detail, because it is possible that higher profitability of the certified companies
may have to do with the fact that certified firms belong to activity sectors that
enjoy greater profitability levels; and

* higher profitability rates verified among ISO 9001 companies may be related
with the most profitable companies, being those that have a greater propensity to
become ISO 9001 certified.

Overall, no consistent evidence could therefore be found in the literature concerning the
real ISO 9001 impact over companies’ business financial performance.

Therefore, there seems to be room for conducting additional work in order to
analyse:

* what is the real ISO 9001 certification impact over business financial
performance, if any;

« if “quality organisations” are indeed more profitable and competitive than the
others; and

+ if companies that become certified base on internal motivations have different
results, also from a financial perspective, as compared to the ones that become
certified based mostly on external motivations.

As Heras et al. (2001, 2002a, b) have already stated, one must consider that there is a
multitude of variables that could influence a company’s business financial
performance, and thus it is very important to define a group of variables which
must reflect the impact of quality management system implementation over company
financial performance. It is also important, in order to properly analyse this issue, to
reduce the influence of company activity sectors, sizes or other masking factors,
because these may also mislead some of the conclusions that one may reach regarding
the real impact of ISO 9001 certification over financial results.

1SO 9001 and TQM — are they complementary or independent from each other?
Although there is a large number of scientific publications related to TQM, the number
of companies that have implemented total quality models after ISO 9001 registration is



not all that large. Escanciano et al. (2001b) concluded that companies that have already
implemented or have planed to implement TQM were those that achieved ISO 9001
certification based mostly on internal reasons or that have been ISO 9001 certified for a
long period of time already. Al-khalifa and Aspinwall (2000) concluded that the use and
knowledge of TQM-related activities were very limited among surveyed companies,
and mainly consisted in focusing on customer needs, expanding market share and cost
reduction initiatives.

Concerning relationships between ISO 9001 implementation and the subsequent
evolution to the adoption of excellence models (e.g. Malcolm Baldrige, EFQM), there are
three different perspectives:

(1) The most common perspective argues that ISO 9001 certification should be the
first step and support a posterior total quality philosophy implementation (Idris
et al., 1996; Al-khalifa and Aspinwall, 2000; Escanciano et al., 2001b; Gotzamani
and Tsiotras, 2001; Magd and Curry, 2003b). Idris et al (1996) stated that
surveyed companies faced ISO 9001 certification like a first step towards TQM
implementation. According to Magd and Curry (2003b), ISO 9001 can be
implemented first to create stability and consistency in the organisation’s work,
so that TQM implementation later on enhances employee motivation and
operational efficiency, to achieve overall organisational success and
performance. Companies that have experienced high benefits from the
certification process are those that use more frequently quality practices and
that are more favourable to advance towards TQM (Escanciano et al., 2001b).

(2) Sun (2000) and Dwyer (2002) state that ISO 9001 cannot be faced as an
independent approach from TQM, but that both methodologies should be
integrated and implemented together. ISO 9001 is not a substitute for TQM, but
both approaches must be completely and systematically implemented and
integrated (Sun, 2000). Dwyer’s (2002) main conclusion is that business
excellence models and the ISO 9001 standard can and should be integrated,
rather than compete with each other. As an integrated management system,
they can help to implement quality systems more effectively, within the scope of
a “bifocal” performance improvement strategy, aiming simultaneously for
short- and long-term improvements and results.

(3) Other authors do not establish any relationship whatsoever between ISO 9001
registration and TQM adoption. The results found by Rahman (2001) have
indicated that there was no significant difference between the impacts of TQM
practices on organisational performance for firms with and without ISO 9001
certification. Martinez-Lorente and Martinez-Costa (2004) and Martinez-Costa
and Martinez-Lorente (2004) concluded that the best strategy may consist of
implementing TQM without ISO 9001.

Conclusions

The literature review carried out has shown that there are several important studies
and previous research efforts carried out concerning the ISO 9000 standards, both for
academicians and quality practitioners. We were able to identify which are some of the
main ISO 9000 issues analysed in the open literature and the methodologies and
techniques employed. Although some of the issues are exhaustively analysed by
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different researchers, leading to consistent results, there are others with contradictory
conclusions, namely regarding the ISO 9001 impacts over companies’ financial
performance and the relationships between the ISO 9001 certification and TQM
adoption.

The ISO 9001 certification represents a worldwide phenomenon, and, if this
standard is correctly implemented and understood, as opposed to being used just as a
marketing and promotional tool, there seem to be significant benefits derived for the
organisations that do so — both internal and external ones.

Furthermore, the literature review carried out allowed us to identify the following
main conclusions:

+ In spite of the international significant growth in the number of ISO 9001
certificates issued, some countries are already reaching a market saturation level
regarding the number of ISO 9001 certified entities.

+ IS0 9001 motivations and benefits can be categorised as being mostly external or
internal ones. The first group is essentially related with marketing and
promotional issues, while the internal category is related to internal
organisational improvements.

* There is an interesting relationship between ISO 9001 motivations and the
corresponding benefits. According to the literature, companies maximise their
benefits if they achieve ISO 9001 certification based on internal motivations.

+ An apparent erosion of ISO 9001 perceived benefits over time, after registration
occurs, does seem to occur and deserves further exploration.

+ Lack of top management involvement is considered to be the main obstacle faced
by companies during ISO 9001 implementation and certification.

* Quality management systems implementation does seem to have positive and
significant impacts over the companies’ performance. However, if the analysis is
focused over its impact only over business financial performance, results of a
contradictory nature are reported.

» The majority of researchers do argue that ISO 9001 should be faced as the first
step to a posterior TQM implementation, but there is no general agreement in
this regard either.

Regardless of all the efforts and research projects already carried out within the scope
of the ISO 9001 standard, significant contradictory results and unanswered questions
still remain. Therefore, using this state-of-the-art as a starting point, we suggest the
following as interesting topics that deserve a deeper future analysis:

+ What is the real ISO 9001 impact over business performance in a long-term
perspective?

+ Are “quality organisations” more profitable and competitive than others?

* Which would be the companies’ and world’s competitive levels if the ISO 9001
phenomenon had not taken place?

+ Is there a relationship between the percentage of certified companies per country
and its competitiveness?



+ Is there a relationship between the percentage of certified companies in a certain
activity sector and its competitiveness?

+ Is there a relationship between ISO 9001 audit non-conformities and a company’s
activity sector and/or certification motivations?

* Do auditors and certification bodies have the same perception as certified
companies, concerning the ISO 9001 impact over organisational performance?

« Was the certification market saturation level reached in those countries where
ISO 9001 certification begun earlier on?

*  Which are the ISO 9001 certification critical success factors?

At present, we are leading a research project in Portugal that tries to address the above
set of topics, in close collaboration with the leading national registration body.
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