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Introduction
This document is written to help you understand your organization’s role and responsibilities in the registration/certification process and to understand the general expectations that NQA holds when it undertakes this process with a client organization.
The TL 9000 standard was developed via a cooperative effort among worldwide members of the telecommunications industry.  It emphasizes a process oriented quality management system (QMS), which promotes consistency and efficiency, reduction of redundancy and improved customer satisfaction with improved quality and reliability. The certification process ensures the conformance of your QMS against the standard, as well as any organizational and customer specific requirements that have been identified.
Additional guidance that should be utilized includes:   

· TL 9000 Quality Management System Requirements Handbook

· TL 9000 Quality Management System Measurements Handbook

Copies can be obtained from the QuEST Forum at http://tl9000.org/handbooks/overview.html.
Further guidance may also be obtained in the following:

· ISO 9001 Quality Management Systems - Requirements

· ISO 9004  Quality Management Systems – Guidance for Performance Improvements

· ISO 9000 Quality Management Systems – Fundamentals and Vocabulary
Copies can be obtained from the American Society for Quality (ASQ) website www.asq.org/store.
Structure

The TL 9000 standard is defined in two separate handbooks: Requirements and Measurements.  Each component is required for registration.  TL 9000 is based fully on ISO 9001 and includes those requirements verbatim, along with TL-specific “adders”.  Furthermore, TL 9000 registration options are deliniated by Hardware (H), Software (S) and Service (V) offerings.  An organization must select one or more of these options and address the associated Requirements for each option.  Common (C) Requirements must be addressed by all organizations.  Finally, Product Category(s) must be selected for registration.  An organization’s Product Category will determine the Measurements to be applied.
Scope and Exclusions
The scope of the registration is important for setting boundaries for the registration activities and defining the processes included.  TL Scopes should also consider the H, S, V Requirements options along with Product Categories.  NQA can help guide appropriate verbiage for the scope to ensure clarity both during the audits and for the future registration.  
Within the ISO 9001 portion of TL 9000 (identified as inside the box), only requirements within section 7 of the standard can be considered for exclusion, and then your organization may exclude a requirement of the standard only if the requirement cannot be applied to your process.  TL 9000 Adders (no matter what section) may also be exlcuded if the requirement cannot be applied to the process.  Any exclusion must be documented in the quality manual along with the justification for exclusions.  NQA can provide guidance on accpetable exclusions.
Actions prior to Certification

The organization should conduct the following actions prior to any certification audit:

· Registration with the QuEST Forum RMS database http://tl9000.org/registration/using_rms.html
· Includes organizational information, selection of registrar, registration option(s), and product categories

· Submission of 3 consecutive months’ worth of TL Measurement data

· Receipt of Data Submission Receipts (DSR’s) for above submissions
The TL 9000 web site has several help pages on these requirements; however the NQA staff can also provide guidance throughout this set-up.

TL 9000 Measurements

The TL 9000 Measurements process is the most unique and often most troublesome portion of a TL 9000 registration.  Efforts should be made to understand the specific Counting Rules identified in each Measurement and to ensure the organization complies with all section 3 requirements in the Measurements handbook (esp. 3.5.2).  Furthermore, the following documentations should be retained for review:

· Source Data submitted for each monthly TL 9000 Measurement
· Data Submission Receipts (DSR’s) for all submissions (these are also archived on-line by QuEST)

· Record of any data correction and re-submissions

· Doumented justification of any counting rule exclusions, as allowed (e.g. acceptance of early deliveries)

· Documented justification of any data aggregation (ref. TL Measurement 3.4.1)
· Identification of customer base for data submissions (ref. TL Measurements 3.4.2)

Audit Process

The NQA audit program includes a two stage registration audit process followed by surveillance audits, and ultimately a recertification audit.
NQA audits include on-site assessments of documents, data, records, activity and personnel.  Process audit trails are followed by interviews of personnel responsible for the tasks and reviewing associated activity and records of occurrence.  The audit trail will follow interactions between processes as well as the details of the process itself.  Following are the stages of the audit process.  
*For Transfer of Certificate of Registration, see last page.

Pre-assessment (Optional)
The pre-assessment audit is an optional activity, outside of the registration process, that NQA highly encourages any organization to undertake to evaluate the readiness to undergo the two stage registration process. NQA offers this as a value-added option that would optimally occur in conjunction with the required Stage 1 activity.  This activity can be tailored to meet your specific objectives. Unlike the Stage 1 and Stage 2 activities, you have full discretion as to which areas the pre-assessment should focus on and for the length of the pre-assessment. This activity allows your organization to become familiar with the audit process and helps prepare your employees for the registration assessment.
The auditor conducting the pre-assessment will normally return to the organization for the assessment.  Similar to a ‘true’ audit, the end result of the pre-assessment will be a documented report identifying findings observed during the audit and a closing meeting to discuss the issues. The pre-assessment activity allows you to correct any issues prior to beginning the registration process.

Assessment (Required)
New requirements for certification bodies have changed the registration process. Registration is now conducted in two distinct visits- Stage One and Stage Two- each of which has defined requirements that are outlined below.

Registration Audit - Stage 1 
The stage 1 audit, conducted at your facility, is primarily performed for planning and determining the readiness of an organization to undergo a stage 2 registration audit. It also facilitates communicating any NQA needs and expectations to the organization.  Activities performed at a stage 1 audit include:
· Conducting a documentation review - This review determines if the organization's QMS documentation adequately covers all the requirements of the ISO standard
· Evaluation of the facility(s) site specific conditions
· Reviewing the organization’s QMS status and its understanding of the requirements of the standard, in particular the identification of key performance indicators, processes, objectives and operation of the management system
· An overview of applicable regulations
· Interviewing your organization’s personnel to assess their general readiness to undertake a stage 2 audit

· Confirming the applicability of the scope of the organization's QMS
· Confirming that the organiztion has been entered into the QuEST RMS database
· Obtaining evidence that internal audits and management reviews are being planned and performed and will be completed prior to Stage 2
· Providing focus for the planning of the stage 2 audit

At the closing meeting, the auditor will provide a report identifying any nonconformities and opportunities for improvements. A review of this will enable you and your auditor to ensure that there is sufficient time to resolve all areas of concern prior to performing the stage 2 audit. 
If during the stage 1 audit any nonconformities are identified, the auditor will request a corrective action response (see Corrective Action Response).

Registration Audit - Stage 2

The objective of the Stage 2 on-site audit is to assess your organizations’ adherence to your own policies, objectives, and procedures and to ascertain conformance to the requirements of the TL 9000 standard. To accomplish this, the audit will address the implementation of all the elements of the standard.
NQA utilizes a process audit approach, interviewing process owners, employees and top management throughout the organization.  Review of documentation and records to support the implementation is an expected part of the assessment process. If non-conformances or opportunities for improvement are identified they will be documented in a report which will be presented to the organization during the closing meeting.  The report will include the auditor’s recommendation regarding registration.

Successful Registration Audits will include evidence of the following:

· Submission and DSR Receipt of three consecutive months’ TL Measurement data for each Product Category selected

· Full System Internal Audit to TL 9000 Requirements

· Management Review to include TL 9000 QMS Requirements

· Applicable training and competence to TL 9000 Requirements and Measurements

· Implementation of all applicable TL 9000 Common (C) Adders 

· Implementation of all applicable TL 9000 Registration Option (H, S, V) Adders 

Audit Findings
Any deviation from procedures or requirements of the standard will be identified as an audit finding, which will be documented in the audit report. The auditor will draw your attention to non-conformities as they arise so there will be no “surprises” at the closing meeting. Findings are categorized into three categories defined by QuEST Forum as follows:

Nonconformity –

• non-fulfillment of a requirement (ISO 9000:2000, item 3.6.2)

• Breakdown in the quality system which requires a written corrective action and has to be satisfactorily

implemented and verified in order for the nonconformity to be closed.

Nonconformity, Major –

• The absence of, or the failure to implement and maintain, all aspects of one or more requirements for

certification/registration.

• A number of minor nonconformities against one or more requirements, which when combined, can

represent a breakdown of the organization’s systems; or

• A minor nonconformity that was previously issued and not addressed effectively.
Note: A major non-conformity at the Registration Audit – Stage 2 would defer recommendation for registration until that major has been closed.

Nonconformity, Minor –

• an observed lapse in the organization’s quality system potentially impacting the quality of the product

delivered to the customer
Opportunities for Improvement –

• Documented statements that may identify areas for potential improvement in the organization’s system,

but shall not include specific recommendations nor require action by the organization.
Note:  Observations may indicate trends which may result in a future non-conformity.

Corrective Action Response

NQA requires corrective action responses from all TL 9000 Audits.  Corrective action responses are requried for all nonconformances identified.  Responses must include the Corrective Action Plan for implementation and may be required to include objective evidence to support the closure of the finding. In certain circumstances such as a major non conformity an on site activity to verify closure may be required.

It is recommended that all non-conformities are addressed within your internal corrective action system. Typically, opportunities for improvement would be addressed as preventive actions by your organization. 

Certificate Issuance

Following a successful review of the audit team’s report and associated corrective action submittal, NQA will authorize issuance of a certificate that is valid for a period of three years.  The organization can expect to receive its certificate within 1-2 weeks of review and acceptance of corrective actions.

TL 9000 Registered Company database
Once a certificate has been issued to an organization, their profile on the TL 9000 database will be updated with certificate information and be viewable by the organization’s customers and interested parties.  (This information will only be related to the certificate information; NOT the TL 9000 Measurement data.)
On-Going Actions

All TL 9000 registered organizations must continue to submit the required TL 9000 Measurement data to the QuEST Forum RMS database on a monthly basis.  This database has automated checks to ensure data is submitted.  Organizations not submitting data will automatically be suspended by QuEST Forum.
Surveillance Audits

NQA will conduct Surveillance Audits on an annual or semi-annual basis.  The purpose of the Surveillance Audit is to ensure that the QMS continues to conform to both the organizations’ and the TL 9000 requirements.  Certain processes within the QMS will be reviewed at each surveillance including:

· A review of action taken on nonconformities identified during the previous audit

· A review of any changes made by the organization which may have impact on the registration

· Internal audits and management review

· Customer and interested parties complaints 

· Effectiveness of the management system in achieving defined objectives

· The progress of planned continual improvement activities

· Continuing operational control 
· Continuing submission and utilization of TL 9000 Measurement data
· Use of accreditation and certification body logos provided to the organization upon registration
Re-assessment Audits

The accreditation body requires that a recertification audit be carried out every three years.  The purpose of the recertification audit is to confirm the continued conformity and effectiveness of the management system as a whole, and its continued relevance and applicability for the scope of certification.   Additional time may be added to your normal surveillance audit to accomplish this activity. 
Recertification audits review the performance of the QMS over the registration period, and include a review of previous surveillance audit records. The recertification audit includes the following:

· A review of the continued effectiveness of the management system in its entirety

· The continued applicability to the scope of registration

· The continued relevancy of the organization’s policy and objectives
· The continued effective interaction between the processes of the management system
· The continued submission and utilization of TL 9000 Measurements
· A review of internal audits, management reviews, document changes during this certification period
Short Notice Audits

It may be necessary for NQA to conduct audits at short notice to investigate complaints, as a result of changes, major nonconformities or suspension. In such cases NQA will describe and make known in advance the conditions under which these short notice visits are to be conducted, and will exercise additional care in the assignment of the audit team because of the lack of opportunity for the client to object to audit team members. 
Transfer of Certification

If a certified organization wishes to transfer their certificate from another certification body to NQA, they will be required to submit a copy of the organization’s existing certificate issued by a certification body accredited by a signatory to the IAF MLA.  Additionally, the organization will be required to send in the following documents/information:

· Previous audit reports including outstanding non-conformances & associated corrective actions dating back to either the Initial Registration Assessment or the last re-assessment

· Outstanding complaints regarding the existing certification & action taken

· Reasons for seeking transfer

Any findings from this review will be documented and handled in a similar manner to the Registration Assessment.  Following the successful completion of the review, the organization will be awarded an NQA TL 9000 certificate with an expiry date corresponding to the previous certificate.  Audits will generally be conducted in the pre-existing schedule moving forward.

Multi-Site Registration – Who Qualifies?

A multi-site organization is defined as an organization having an identified central function (either a central office or headquarters) at which certain activities are planned, controlled or managed and a network of local offices or branches (sites) at which such activities are fully or partially carried out. 

A multi-site organization need not be a unique legal entity, but all sites shall have a legal or contractual link with the central office of the organization and be subject to a common management system, which is established and subject to continuous surveillance and internal audits by the central office. The organization’s management system must be under a centrally controlled and administered plan and be subject to central management review. All sites must be audited in accordance with the organization’s internal audit program prior to seeking certification and the organization should demonstrate its ability to collect and analyze data from all sites and initiate organizational change if required.

Audit Structure
Normally initial audits for certification and subsequent surveillance and recertification audits should take place at every site of the organization that is to be covered by the certification. However, for a multi-site organization a certification body can issue a sampling plan for the sites at the initial audit and subsequent surveillance and recertification audits. 

We are required to visit the Headquarter site every year, but will visit other sites on a rotating basis, auditing different sites in different years, to ensure that the entire organization conforms to the requirements of the appropriate standard.
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