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‘1 Objectives and content of the 2nd mission.to Central America

s

Duration

13 October-22 October 2005
.s NCPC Costa Rica: 13/14 October 2005
o NCPC El Salvador: 17/18 October 2005
s NCPC Guatemala: 19/20 October 2005
+ NCPC Nicaragua: 21/22 October 2005

Resource expert
Mr. Peter Schdnenberger SAQ-Qualicon AG, chhberg/SwﬁzerIand

Backstopping/Responsibility
Mr. Jurg Walder FHBB/IfU, Muttenz/Swntzerland

Objectives

e Tofind out if the elaborated QM-System is- |mplemented effectively
Monitoring of previous implementation efforts
To evaluate if the requirements of the ISO 9001:2000 are fulfilled (dewat!ons)
To show further necessities to meet requnrements of 1ISO 9001:2000
To define the next steps and final requ:rements to get the certification of ISO -
9001:2000
+ Realization of the examinations for EOQ Quallty Systems Manager

Speclf‘ ¢ content of the individual workshops at NCPC

About 65% to 75% of the planned ISO 9'001 project descriptions and appended documents
drafted by the NCPC were available before and during the mission and reviewed by the expert..
In order to increase the efficiency-the evaluation of the current status of the QM-system was
carried out as audit with the relevant checklists (chapter 2) at each NCPC. During the
workshops deviations from the project target were recorded and listed together with each
NCPC. In addition open questions regarding below mentioned specific content discussed.

« Quality Management in general
- General requirements
- Documentation requirements

¢ Management responsibility
- Management commitment
- Customer focus
- Quality Policy
"= Planning
- Responsibility, authonty and communication
- Management review :
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¢ Resource management
- Provision of resources
- Human resources
- Infrastructure
- Work environrpent

¢ Service realization -
- Planning of product realization
- Customer-related processes
- Design and development
- Purchasing
- Product and service provision
- Control of monitoring and measuring devices

o Measurement, analysis and improvement
- General .
- Monitoring and measurement
. . - Control of nonconforming product
, - Analysis of data
- Improvement

o Realization of an examination with QM- responssble of NCPC to become a “Quality
Systems Manager EOQ" .

General result: ‘ '
Dunng each workshop at the NCPC an internal audit was conducted by the expert. All detailed

findings are summarized in the present final report which shows further steps that have to be

undertaken to establish a well functioning QM-system and to reach the certifi cation acc. to ISO .

9001:2000 respectively.

With the support mission and the defined follow-up listed in this report the NCPC will be enabied

to finalize all required documents by the end of 2005. It is intended to certify the NCPC in spring
- of the year 2006 acc. to 1ISO 9001:2000. ‘
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2 Internal QM audit at NCPC

The followmg checklists were used at each NCPC to evaluate the fulfillment of the ISO
9'001:2000 requirements.

2.1 Remarks on how to use the audit question list / topic IiSt-

The column “Requirement / subject’ refers to questions based on the requirements of ISO -
. 9001:2000. The same numbering of chapters has been used as in the original ISO
9001:2000 standard. Within the text provided there are some chapter numbers put in
brackets which means that there are other chapters in the standard which address the
same issue.

The “Doc.” column is only used in cases of necessary further notes of receivers. The defined
chapters within the table refer to the chapters in the original standard 1SO 9001:2000.

The column “Documents reviewed” gives a summary of possibie (not necessary) and required’
documents that were reviewed. :

The columns “Guatemala, El Salvador, Nicaragua or Costa Rica” has been used for the
corresponding “audit notes”. (short description of the performance, audit result for each NCPC).

The column on the right hand side of each country column contains the evaluation mark. These
~ marks correspond with the question of the standard chapter in the column '
“Requirement/subject”. If there is just one mark around one chapter that means the evaluation

for the whole chapter is the same.

Evaluation marks have to be understood as follows: 1 = conformance, 2 = observation (minor,
nonconformity for which the relevant corrective action will be verified in the next audit), 3 =
major noncenformity (re-audit or submission of new documentatlon by a defined date
necessary).
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3  Progress of QM-documentation

3.1 Interpretation of the “procesé progress template”

The following template was used during the 2" mission to evaluate the process progress.

Each process was evaluated based on the rating listed below. The evaluation has got a
subjective character but can be used as a general surveyor’s rod and to compare the different
" centers. The progress graph of each center is linked with the individual process architecture

also provided as graph.

Audit regarding completeness of the QMS documentation

o Costa Rica o Guatemala o El Saivador o Nicaragua

process 0% 25% - 50% 75% 100%

1100
1200
1300
1400
1500
1600
1700
2100
2200
2300
2400
2500
. 2600
- 2700
2800
2900
3100
3200
3300
3400
3500
3600
3700
3800
3900

0%... No documents at all
< 25%... half of process description finished, few appended documents
50%... pracess description finished, few appended documents
75%... process description finished, half of appended documents finished
g 100%... process description finished, all appended documents finished
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' 3.2 Results regarding process progress at each CPC

plishment

Evaluation of process progress en El Salvador |

process

Process architecture NCPC El Salvador

1000 GESTION

2100

2200

Adquisicion
yventas - .

Evaluacion
preliminar

2300
Capacitaci
on/seminari

2400
Consultarias

1100 1200 1300 1400 1500

Planeacion Recursos | Mercadeo Finanzas Mejora

estratégica humanes : continua
2000 SERVICIOS

2600
Proyectos
de inversidn

2500
Evaluacién
en planta

2700
Nuevos
servicios

3000’ SOPORTE.

3100
Administraci

3200
Compras y
suministros

3300
Documer)to
s

.0

3400
Mantenimient
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acomplishment

2200
Capacitacion

2300
Consultoria

2400 .
Evaluacién
Preliminar -

2600 . .
‘Daesarrolio de-

2500

Evalyacién en )

Gestion del

- eonecimlento
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acomplishment

process

Process architecture NCPC Costa Rica’

2200
Evaluacién
preliminar

2300 ‘
Capacitacién

Desarroilo de
proyectos

2500
Evaluacién en

Compras y
suministros

T

2700 ‘
Gestion del
Conocimiento
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Evaluation of process progress en Nicaragua

* acomplishment

- : ‘ - process

) N

’ e 10 LT ] P st o oot T g SRR LA ] I N A0t0INGBE Vactos ,
: Qﬁﬁ.s.eﬁ[%l%gs,ﬁ% . 000’5, r\r ob P‘M NG 4000y &t Ved

‘Diagnbsticos

Téenicos de Py
- Implementacién

3300 - de'pr?fmos(

- . ] Monitores y -
E Seguimlento

4300
2300 LN ; Tranterencia de Ecodisefio
‘-Diseminaclén Tacnologia

73

3500
Promocién de
inversiones

;a;}ﬁy 4400 B
7l Nuevos Sefviciog,

21 Recursos
)] Humanos
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4 Exammatlon of Quality Managers

- All quality responsnble of the different NCPC were invited to.do an exammatlon in order to get
the certificate as Quality Manager EOQ. All participants of the QM-training held in Guatemala in
May 2005 applied for the examination. The European diploma is internationally recognised and
a proof for the knowledge of the subject For that reason before the mission the expert together
with FHBB organised an English version of the test questionnaires the participants had to fill in.
- In addition an oral examination was conducted by the expert.during the workshops at each

NCPC to verify the know-how. ' . '
The examination will be passed by reaching 60% of the maximum points. Fortunately, every
participant reached the necessary sum of points; a result that shows sufficient know-how for the
new role as quality manager at an NCPC. Following candidates were successful:

- __Ms. Ana Victoria Rodriguez (Guatemala)

- Mr. Carlos Perera Heinrich (Costa Rica)

- Ms. Carla Isabel Romero Garcia (UNIDO Guatemala)
- Mr. Nelson Mauricio Vaquero Andrade (El Salvador)

- Mr. César Vallejo Bolanos (Guatemala)

- Ms. Tania Urbina (Nicaragua)

- Ms, Akira Hldalgo Segura {Costa Rica)

The part:capants wm get the ofﬁccal certificates soon from FHBB that were covered by SAQ. The
title is valid for five years and expires in 2010. In Switzerland this international certification can
only be obtained by SAQ. An example for the certificate is listed in Annex 2 of this report.

5 Review and conclusmn

Although the time for the 2™ QM-mission was very limited, it was possible to go trough all
process-descriptions of the Quality Management System with the responsibles. However, to
discuss ali process descriptions and appended documents was not possible. It was agreed with’
the involved QM-managers that from the first QM-training in May 2005 and the internal audit of
October 2005 a selected, regional coordinator should be responsible for the elaborated QMS
documentation. This task included collection and distribution of the QMS documentation from
and to each NCPC, which has not been satisfactory performed. Therefore FHBB took over and
acted as a platform for the NCPC. Nevertheless, not all of the process descriptions’ were
elaborated by the NCPC and available before the expert’s mission as foreseen.

Some of the quality managers expected a clearer statement about the correctness of the
process descriptions contents from the expert Mr. P. Schonenberger. It is obvious that the
structure and complexity of the QMS is a core task of the NCPC and the external auditor is not
in the position to define the structure in detail from outside. To build a client-oriented QMS
needs internal know-how and creativity. A structure dictated from outside would never be a
tailor-made system and therefore would not be accepted by the employee. Probably this
perception has also been an experience of the people involved'in this project. The main task of
the expert during this mission was to check the conformity acc. to ISO 9001.

Non-conformities with the standard have been discussed during the internal audits and the
project members were advised to add missing parts or to correct non-conformities immediately
and not only after receiving the final audit-report. For the detailed list of the audit results see
chapter 2.2, From the expert's point of view it is possible to get the iSO 8001 certification for
each centre by April 2006 if the project plan is followed (see chapter 6). Generally, each centre
made a big effort and the QMS documentation is on a good level. The expert Mr. Peter
Schénenberger offered the NCPC to review the final QMS documentation regarding conformity
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to 1ISO 9001. For that reason the responsible are requested to finalize the descnptlons and to
send the last version to the backstopping manager, Mr Jiirg Walder at FHBB with a respective
note. '

" It has been agreed with the QM-responsible that the release of the whole documentation of the
Management-System (gomg “||ve") has to be on 1 January 2006 at the latest (every NCPC

agreed).

Unfortunately, the directors of all centres were not or shortly present during the workshops
although they were informed and invited several months in advance. Of course we do not see
- this as representative for the priority of the Quality Management System within the Centres as
the directors backed FHBB's initiative to implement a QM-system according to 1ISO 9001:2000.
However, it has to be emphasised at this point, that the successful 1SO-9001-certification is very
much dependent on' the involvement and commitment of the centres’ management. No .-
.involvement may lead to failure of the certification audit.

The expert recommends choosing Swiss TS (TUV) for the certification in spring 2006. Swiss TS
(TOV) is internationally present and well known by the expert. This certification body conducts
audits on a very professional level to fair conditions and has a representative in Mexico that
could continue with the mandatory surveillance audits. The presence of the coach Mr. P.
Schénenberger, SAQ-Qualicon during the certification audit is not compelling but might have a
decisive influence to pass the external cerification-audit. Sometimes the auditors tend to ask
about issues which are not required by the standard I1SO 9001. To discuss and deal within those
rparticular situations an ISO-expert could help the NCPC to get a: better position.
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6 “To do_-—' list” until Certification (April 2006)

This “to do- list” corresponds with the project plan and the defined

DIOCESS OWNEL'S
Todo.. . Responsibility Deadline
Definition of individual model, | . Each project leader 15™ June 2005
strategy, objectives. together with the top
Planning of necessary time | managemzr}t w1th1tn the
resources to fulfil the objectives correspon llng center
of the project .
Draft of process description Each process owners 15" July 2005
: —(name-is-defined-in-the -
process architecture,
figure 3}
In a first step the
following processes will
‘be drafted by P. .
‘Schénenberger: ,
1100 Strategic planning
1300 Marketing {
1500 Continuous
Improvement
3300 Documentation ,
Collecting of the drafis of process | Carlos Perera (CNP+L) 25" July 2005
description - : . Costa Rica ' :
Distributing of the drafts of | "Carlos Perera (CNP+L) , 30" July 2005
process description (to each | CostaRica '
centre and P. Schonenberger) ,
Finishing the process description | Each process owner 15" August |
individual (related to the centre), 2005
Creating of a draft of . the 15" September
management review ' Each project leader 2005.
Creating of an internal training | together with the top 15" September o
plan for the employees management within the 2005
Creating of an internal training corresponding centre 15" September
plan for the employees 2005 ‘
Preparation of the Examination | Participants of the training | 30" September
regarding EQQ- certification ' 2005
{Quality Systems Manager) _
Creating of the appended| Each process owner 20™ September
documents (each centre on its 2005
own)
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To do ‘Responsibility Deadline
Finishing and completing the Each process owner 30™ November
Quality-Management 2005
Documentation (by considering

the suggestions and

nonconformities of the external

audit, 2" mission from SAQ-

Qualicon AG, October 05) ‘

Creating of an internal training - Project-leader / each 31" December
plan for each employee — = process owner 2005 -
realization of this training until

end of January

Going “live” with the * Each project leader 1* January
Management-System. Release of | together with the top . 2006

the whole documentation of the management within the .
Management-System by the corresponding center

director of the NCPC. . ,
Creating of the management 28™ February
review, All defined and available 2006

key indicator figures have to be

included '

External certification-audit " Every employee . 25™ April 06
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Annex 1 Adjusted project plan

2005/2006
516|718 j9]|10]11412)1]12]3]4

Step 0 Management-Workshop
- Training of QM-Coordinators q
Step 1 Management-Workshop

~ Model, strategy, objective '
— Project organization, time scedule ’

Phase 2 Concept

=" process features

— describing of business processes (draft)
— collecting and sharing of ﬁ
the process descriptions - ’

— finishing of the process description

Phase 3 Reallzation

describing Appended documents , “ _ o P

planning of internal training (employees) | 1 . ;

I

examination by SAQ-Qualicon
(Peter Schénenberger) )
internat training of the employees : [

Phaée 4 Consolidation

~ managementreview (finished)

~ internal audit : . @

external pre-audit (not compelling)

external certification-audit I

Monitoring (by P. Schénenberger, SAQ-Qualicon} {|] | : |
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Annex 2 EOQ Certificate (example)
European Organization
for Quality -
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