Certification

Norman Greig describes how
HeidelbergCement Trading
achieved global ISO 9001
certification
eidelbergCement Trading (HC
Trading) is the international;
trading arm of the Heidelberg
Cement Group. It was founded in
1996 to look after the Gr
oup’
si
nt
e
r
na
t
i
ona
l
seaborne trading activities of cement and
related products on an exclusive, worldwide
basis from offices in Istanbul, Malta,
Singapore, Shanghai, Fort Lauderdale and
Dubai. The business handles more than
12m tonnes of cement and related products
yearly and aims to meet the needs of its
global customers at 139 worldwide
destinations in 109 countries, via its plants
and an international network of 48 suppliers.
HC Trading's vision is to be the world's
most competitive and efficient cement and
cementitious materials provider operating
globally. The company believes that it owes
its dynamism to its decentralised structure and
a growth orientated, organisation-wide
approach to the mission of bringing value to
its customers and suppliers. Key to this are the
professional and experienced team members of
HC Trading from multicultural backgrounds
who work worldwide.
In 2007, HC Trading chose to submit its
management system to the rigours of third
party assessment.
Between August 2007 and February 2008, the
company gained certification under ISO 9001
for global operations managed from their
regional centres in Istanbul, Singapore and
Malta.

Why ISO900I?
As ISO 9001 is currently used by over
750,000 organisations in 161 countries,
HC Trading felt it was the
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obvious choice for certification of their quality
management system. HC Trading COO, A. Emir
Adiguzel says: 'I like ISO 9001's structure and
approach. It fits very well with our philosophy of
management
by
objectives
and
continual
improvement.
'Improved management systems together with HC
Trading's experienced multinational international
traders will help us maximise coordination and
information exchange across the world to optimise
worldwide flows of cement so that customers can
have best solutions to needs. Creating value for the
customers is the ultimate aim of the process.'
ISO 9001 defines quality management systems
requirements. The management principles identified
in ISO 9001 and ISO 9004 are as follows.
• customer focus
• involvement of people
• process approach
• system approach to management
• continual improvement
• factual approach to decision-making
• mutually beneficial customer and supplier
relationships
On examination, it was discovered that almost all of
the management principles of ISO 9001 and ISO
9004 were already embedded in the organisation's
management disciplines. ISO 9001 is based on the
plan-do-check-act cycle leading to continual
improvement. This suited HC Trading and was applied
to its procedures and processes. Initially there was a
natural resistance to formalising and documenting
some traditional approaches in business activities.
For example, there were debates about how much
detail should be documented in terms of trading and
shipping processes. However, there were increasingly

strong demands from HC Group regarding corporate
governance and accountability. Audits from the HC
Group audit department on control of suppliers and
risk helped to demonstrate the value of well-defined
responsibilities, processes and records.
A good example of plan-do-check-act in action,
was in the development of the global employee
handbook. While there were core HC Group HR
procedures, these did not cover the full spectrum of
circumstances for HC Trading who were operational
in many global locations with many different local
employment regulations and conditions.
The need for such a global handbook was first
realised during strategic and process improvement
seminars using SWOT (strengths, weaknesses,
opportunities, threats) analysis. Management set a
time-bound target for delivery of the handbook and
appointed a leader and team. An action plan was set
up under the new management system with ten tasks
and milestones. These and other targets and actions
plans were published to the management system
public folder in the server so that everybody could
access the requirements and view progress. Progress
was reviewed regularly and according to deadlines
by the owner of the target and also during the
internal audit process. Some corrections and
adjustments to the plan and deadlines were made,
but within ten months, the global handbook was
implemented successfully and its effectiveness
verified by audit and performance assessment.
This formal documented approach to actions
plans did not suit everybody and some felt that it just
added extra work to no added value. As a result the
procedure was changed to allow plan leaders to
choose their planning method and now the majority

Figure 1. Planning and scheduling committees
Title

Scope

Members

Frequency

Monthly reporting
meeting
Monthly operations
meeting
Management committee

Worldwide

Representatives of all departments/offices

Monthly

Worldwide

Monthly

Worldwide

COO and/or senior vice-president, regional general directors,
traders, shippers, trade operations supervisors
EXCOM members, regional managers

Executive committee for
operations

Worldwide

COO, regional general directors, general shipping director

Executive committee

Worldwide

COO, senior vice-president, regional general directors, general
shipping director, financial director, regional manager Americas
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Monthly or upon request of
general manager or any
member
Every two weeks or as
required
Three per year or at the
request of any member

Initially there was a
natural resistance to
formalising and docu menting some tradition al
approaches in business
activities'
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of targets and action plans are reviewed during
monthly reporting meetings carried out by video
conferencing. More complex plans can still be
controlled via the formal action plan process.
Given the size of the HC Trading operation, it was
felt that a number of committees were necessary to
plan tactics, scheduling, optimise logistics and take
necessary corrective actions or amendments. The
current committees are summarised in figure 1.
ISO 9001 emphasises the need for commitment
and leadership from top management. One of the
improvements suggested as part of the move to ISO
9001, was to install a 'hotline' on the website for
anyone with a problem or unresolved issue. Any
messages on the hotline are answered by senior personnel and immediately passed to the chief operating officer for personal attention.
The management system

The quality management system was established to
manage continual quality improvement and to
comply with the requirements of ISO 9001. Initially,
the management system was paper-based but then
it moved to an electronic format. There was a major
problem initially as Shanghai, Singapore and Malta
did not have access to the management systems
folders on the main server in Istanbul. This was
recognised and a target and action plans were
prepared which resulted in all parts of the
organisation having direct real-time access to
management system procedures and live data, such as
targets, action, plans and complaints. Before this
became fully effective some hardware and
communications were upgraded as previously some
links were unacceptably slow. The entire
management system is now electronic, which
brought to light the issue of training personnel in
the use of the system and verifying that they were
competent in its use.
The first stage in implementing the management
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system was to analyse and define the processes.
Operational processes such as shipping and trade
operations were understood at an individual level
but they were not always consistent across different
regions and personnel. In addition, the interrelations
of the processes were not fully optimised. Some elements also needed to be improved, such as control of
offers, contracts, payment authorisations, records,
internal communications and action planning.
Once defined, processes were analysed and their
interactions further defined. Processes were mapped
(see figure T) and the management system laid out
in a diagram (see figure 3). But the diagram alone
was not sufficient and a lot of time was spent in
group and individual training sessions before all personnel fully understood the structure and content.
Operational procedures went through many amendments and refinements as the processes were
improved and the relevant teams reviewed and took
full ownership. A key improvement was a reorganisation of department-based responsibilities into
process-based functions with trading, shipping and
operations all under the control of a regional trading
manager. This was a fundamental shift and took
some time and effort to evolve effectively.
Improvements included the review and control of
documents. This proved to be a key issue in achieving buy-in to the system by personnel. In order to
feel ownership it is essential that relevant personnel
are involved in the development and implementation
of the processes and procedures.
This was a challenge as the different parts of the
operational process are very much inter-dependent.
For example, the trading manager makes an offer
and sets up a contract. Then the shipping manager
arranges freight and sets up a contract. Next trading
operations must define the documents which need
to be transmitted (as defined in the contracts) in
order to have the bank pay against letter of credit or
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other terms. There are often additional local
requireents depending on the source and
destination ports and customers. Finance must
also know what is necessary to implement
payments and receive moneys from trades. Trading
operations personnel define the procedures and
requirements to be followed for documentation and
trading and shipping personnel must also know
what is required when making contracts.
As always, it was essential that procedures were
developed by the people who have the expertise and
who will be following them. The Istanbul office
began to develop processes first as it is the largest and
includes several directors. When the system first
rolled out to the regions, different conditions and
methods had to be taken into account and
adjustments made.
Customer focus
Management needs to be highly focused on
customer satisfaction and ensure that the
organisation is kept aware of market and customer
needs and work towards satisfying those
requirements and expectations. The process
established and followed according to ISO 9001 is
summarised below.
Input

• evaluation of sales and the marketplace customer
feedback (eg customer satisfaction surveys,
questionnaires, meetings)

• feedback from staff dealing with customers
current and future legal and regulatory
requirements lessons learned during transactions
• customer data is evaluated to assess if the
product and service has met their expectations
and to identify improvement opportunities
• assistant general manager ensures that managers
prepare timely reports on these analyses
• customer satisfaction, opportunities, complaints
and market conditions are also reviewed at
regular meetings directed by the general manager
Review and improvement

These results are considered in the monthly trade
meetings, quality meetings and at management

review in relation to objectives, targets, action plans
and improvements.
Targets are set for customer satisfaction and
actions planned on how to achieve them. For
example, two customer satisfaction surveys take
place in April and November each year with 80 per
cent satisfaction seen as 100 per cent achievement
and above 90 percent as 200 per cent achievement.
Customer satisfaction is then linked to everyone's
personal goal agreements.
Objectives and targets

In order to foster a performance and results culture,
HC Trading sets clear targets and documents the
performance of people and processes, adopting
objective-based management.
The general manager and the executive committee
establish measurable objectives which address the
QMS as a whole, its processes and its product
(services to customers). These objectives are
established on the basis of processes, operational
areas and individuals. Targets are set to address the
objectives, aligned throughout the organisation and
set according to SMART (specific, measurable,
actionable, relevant, time-bound) guidelines. For
example, a target was set to reorganise the document
archive and outsource management of the archive
within a year's time.
The measures and strategies required to achieve
the quality objectives and targets are defined and
implemented via action plans. The quality objectives
are evaluated at regular intervals and achievement of
targets is monitored via monthly reporting
meetings,
quality
meetings,
audit
and
management review. Performance in achieving
targets from personal goal agreements are evaluated
six-monthly by the finance director. These
evaluations are related to personnel remuneration
and prospects.
Continual improvement

There are some vital steps in continual improvement:
• failure mode and effects analysis. What can go
wrong? What mistakes can occur in our processes?
How can they be controlled or prevented?
• measure or monitor performance against targets,
KPI and benchmarks
• make independent audits of all system elements
• analyse the results from all of these inputs and
plan actions to improve
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•

'It was essential that
procedures were developed
by the people who have
the expertise and will be
following them'

Such analyses have already resulted in over 100
improvements to processes. For example, HC
Trading adopted a policy of openness with the
desire to learn for mistakes or shortcomings.
One result was the 'lessons learned' register
which was set up on the server. All staff are
encouraged to enter anything they have learned
which could be of use to other personnel — 24
'lessons' were posted in the first year of its
operation.
The future
HC Trading is proud of its achievement. The
implementation of the quality management system
has resulted in many improvements in processes:
• increased focus on customers' and partners'
needs, eg customer questionnaires and perform
ance targets
• more structured planning to meet targets - action
planning and management of improvement
programme
• reduction in risks, eg definition of responsibilities
and limits on trading
• better communications, eg improved meeting
agendas and internal communications surveys
• improved training procedures, eg external and
internal training planned, implemented and
documented and effectiveness of training
feedback monitored

• secure record keeping, e.g. new physical and
electronic archives created
• better monitoring of performance, eg
measurement of key indicators such as freight
rates and increased audits on performance rather
than documentation
A. Emir Adiguzel has the final word. 'We aim to be
the world's most competitive and efficient cement
provider. The continual cycle of analysing,
planning, executing, monitoring and improving
our processes and performance has been a great
help towards that goal.
'At the end of the day, both our customers and
suppliers will benefit from the improved service
quality. A global cement trading operation requires
fast action and an efficient decision-making and
operating structure.' qw

Norman Greig is managing director and founder of CCS Associates.
He has worked since 1987 as a quality, environmental, statistical process
control and business improvement consultant, specialising in
international cement and construction materials manufacturing, trading
and shipping.
He is a CQI Fellow and a CQP. He can be contacted at
ngreig@ccsassociates.com
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