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12 STEPS OF TRANSITION

#1 Gain Knowledge & Commitment

#2 Create a Change Matrix

#3 Create a Plan

#4 Provide or Obtain Training

Review & Update your

#5 Quality Manual

#6 Implement Changes

Conduct Internal Quality Audits &
Management Reviews

Request & Conduct a 48
Readiness Assessment

Create Action Plans to
Address Nonconformities

#9

Get Upgraded to Release 4.0 of the

Requirements Handbook #0

Get Upgraded to Release 4.0 of the #11
Measurements Handbook

CELEBRATE YOUR TRANSITION! #12


Presenter�
Presentation Notes�
All organizations will not plan and implement TL 9000 Release 4.0 Upgrade following the 12 Step Program.



Transition / Implementation should be modified to fit the individual organization.



Step 10 and Step 11 can be combined.  Discussions with QMI, TUV, and UL indicate that the vast majority of their clients plan on upgrading to Release 4.0/4.0 and not 4.0/3.5.�


Step 1: Gain Knowledge & Commitment

As the TL 9000 Transition “Champion”,
you may choose to:

= Review the Handbooks in detalil; or
= Participate in e-learning course(s); or
= Attend instructor-led training course (s); or

= All of the above!
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Presenter�
Presentation Notes�
As TL 9000 Champion, you should have the authority to allocate resources.



The TL 9000 Champion may be the management representative and therefore must comply with 5.5.2 a

“ensuring that the processes needed … are established, implemented and maintained” and

5.5.2 b

“reporting to top management on the performance of the quality management system and any need for improvement”, along with 5.5.2 c

“ ensure the promotion of awareness of customer requirements throughout the organization.”



QuEST Sanctioned e-learning courses are available addressing Rel. 4.0 Requirements and Delta Requirements.  Rel. 4.0 Measurements e-learning courses addressing Common, Hardware, Software and Service Measurements are available and the pilot for the Outage Measurement was just completed.  A Rel. 4.0 Delta Measurements e-learning course is now available.  

QuEST Sanctioned instructor-led courses for Implementation and Auditing are also available.  

For information on QuEST Sanctioned training, please visit:  www.tl9000.org/tl_training.htm

�


Step 2: Create a Change Matrix

Assess the anticipated scope of the work required
to plan and implement the transition to Release
4.0 of the Requirements and Measurements
Handbook.
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Presenter�
Presentation Notes�
This could be considered a Gap Assessment.  

By completing the Change Matrix, increased understanding of the intent of the Release 4.0 changes should be gained.�


Step 2: Create a Change Matrix continued
If your Specialty is Hardware (H) only:

TL 9000 Release 4.0

Change

Transition Delta

5.2.C.2 Customer Communication Methods — The
organization shall establish and maintain methods for
communicating with selected customers to share
expectations, to solicit and consider customer input for
quality planning activities, and to ensure product quality
improvement. The outcome of customer
communication should generate actions for resolving
identified issues and provide opportunities for improving
customer satisfaction. [4]

Changed title. Deleted
‘Procedure(s)’ and added ‘Methods.’
Requirement was reworded to
incorporate intent of former bulleted
items into body of text. Deleted
procedure requirement.

A documented procedure is
no longer required;
however, verifiable
objective evidence of
effective implementation is
required.

7.2.3.HS.2 Design and Development Process
Quality Measurements Data Reporting — On request
by the customer, communications shall include reporting
and evaluation of a jointly agreed set of design and
development process measurements.

New Requirement

Will need to review: Set
Up and Operation of a
Design Process
Measurement System
(Appendix H)

located at
www.t19000.0rg/tl_guidance
.htm. Jointly agreed design
process measurements are
to be communicated upon
request by the customer.



http://www.tl9000.org/tl_guidance.htm
http://www.tl9000.org/tl_guidance.htm

Step 2: Create a Change Matrix continued
If your Specialty is Service (V) only:

TL 9000 Release 4.0

Change

Transition Delta

5.2.C.2 Customer Communication Methods
— The organization shall establish and maintain
methods for communicating with selected
customers to share expectations, to solicit and
consider customer input for quality planning
activities, and to ensure product quality
improvement. The outcome of customer
communication should generate actions for
resolving identified issues and provide
opportunities for improving customer
satisfaction. [4]

Changed title. Deleted
‘Procedure(s)’ and added
‘Methods.” Requirement was
reworded to incorporate intent of
former bulleted items into body of
text. Deleted procedure
requirement.

A documented procedure is no longer
required; however, verifiable objective
evidence of effective implementation is
required.

8.2.4.HV.2 Inspection and Test Records —
Inspection or test records shall include

a) product identification,

b) quantity of product,

c) documented procedure(s) followed,

d) person performing the test or inspection,
e) calibrated equipment used (see 7.6),

f) date performed, and

g) number, type, and severity of defects
found.

Reordered. Added bullet e)
‘calibrated equipment used (see
7.6).” Added reference to 7.6,
Control of Monitoring and
Measuring Devices.

It is now required to record the
identification of any calibrated
equipment being used.




Step 2: Create a Change Matrix continued
If your Specialty is combined Hardware, Software and Service (HSV):

TL 9000 Release 4.0

Change

Transition Delta

5.2.C.2 Customer Communication Methods — The
organization shall establish and maintain methods for
communicating with selected customers to share expectations,
to solicit and consider customer input for quality planning
activities, and to ensure product quality improvement. The
outcome of customer communication should generate actions
for resolving identified issues and provide opportunities for
improving customer satisfaction. [4]

Changed title. Deleted
‘Procedure(s)’ and
added ‘Methods.’
Requirement was
reworded to incorporate
intent of former bulleted
items into body of text.
Deleted procedure
requirement.

A documented procedure is
no longer required; however,
verifiable objective evidence
of effective implementation is
required.

7.2.3.HS.2 Design and Development Process Quality
Measurements Data Reporting — On request by the customer,
communications shall include reporting and evaluation of a
jointly agreed set of design and development process
measurements.

New Requirement

Will need to review: Set Up and
Operation of a Design Process
Measurement System

(Appendix H)

located at
www.t19000.org/tl_guidance.htm.
Jointly agreed design process
measurements are to be communicated
upon request by the customer.

8.2.4.HV.2 Inspection and Test Records — Inspection or test
records shall include

a) product identification,

b) quantity of product,

c) documented procedure(s) followed,

d) person performing the test or inspection,

e) calibrated equipment used (see 7.6),

f) date performed, and

g) number, type, and severity of defects found. (5]

Reordered. Added
bullet e) ‘calibrated
equipment used (see
7.6).” Added reference
to 7.6, Control of
Monitoring and
Measuring Devices.

It is now required to record
the identification of any
calibrated equipment being
used.

“TL 9000 Measurements” 3.5.2e

Changed requirement
from quarterly
submissions to monthly
submissions.

This requirement must be
implemented for the 01/2008
submittal.



http://www.tl9000.org/tl_guidance.htm

Step 3: Create a Plan

Clause 5.4.2 b requires

top management ensure
TL9000 that the integrity of the
RGe® guality system is maintained
when changes are planned
and implemented.

Successful TL 9000 Release 4.0/4.0
transition relies on a strong commitment
from leaders throughout the organization.
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Presenter�
Presentation Notes�
Just as with initial implementation, successful upgrade to TL 9000 Release 4.0/4.0 requires strong commitment and action from management.�


Step 3: Create a Plan continued

= Allocate Resources
Initiate a method to monitor costs versus budget

= Assign tasks, responsibilities, and due dates
-Add columns to the Change Matrix or use any

Project Management tool/software for monitoring
and tracking

= |Involve Process Owners / Customers / Suppliers

= S sAl GLOBAL



Step 3: Create a Plan continued

Consider:

= “Lessons Learned” from initial TL 9000 Registration
Implementation

= Quality Management System performance since Iinitial
TL 9000 Registration

= Focus upon the corporate strategy along with the
Issues of top management and customers

This is an opportunity to make significant,
meaningful changes to work processes
and to how the organization operates!
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Presenter�
Presentation Notes�
Now is your chance to move beyond mere compliance!



Evaluate organizational maturity.



Does your organization demonstrate true alignment with management’s goals, with customer’s goals?

Are you working in partnership with your suppliers/vendors?�


Transition Timeline

Transition to Release 4.0 of the Requirements Handbook should occur prior to July 1, 2007.

Transition to Release 4.0 of the Measurements Handbook should occur prior to July 1, 2007.

Create a - Initiate Release. 4.0
dently & Internal Quality Audits & Celebrate the

Team Members

ertty Update the General Upgrade to
; | | Quality Associate Riquest aGAP Release 4.0
Provide or Obtain ~ Manual Training ssessment Measurements

Trainin
A g

Create a Implement Create Action Plans
Transition Ch to address
anges 58
Plan J Nonconformities & Upgrade to
Implement Actions Release 4.0

o Requirements
Most organizations plan on

e upgrading to 4.0/4.0! P salGLOBAL


Presenter�
Presentation Notes�
All Registrar audits, whether surveillance or initial Registration, must use Release 4.0 of the Requirements Handbook after 07/01/07.



Transition to Release 4.0 of the Measurements Handbook must occur within 6 months after publication.  However, organizations will be allowed 1 year to comply with the new requirement for monthly data submissions. 



In consultation with QMI, TUV, and UL, it appears that most TL 9000 Registered organizations have decided to conduct just 1 upgrade to Rel. 4.0/4.0.



Registrars have been communicating with their TL 9000 Registered clients about TL 9000 upgrade through emails and also during audit planning activities.  �


Key Transition Timeline Dates

All Registrar audits, whether surveillance or initial Registration, must use
Release 4.0 of the Requirements Handbook after July 1, 2007.

Release 4.0 of the Measurement Handbook was effective December 31, 2006
and must be used to submit data dated July 2007 forward. Release 4.0 of the
Measurement Handbook may be used for data dated January 2007 through
June 2007, although organizations are encouraged to use the release for the
data submission following the availability of the new handbook. For the change
from quarterly data submittal to monthly data submittal, this change does
not have to implemented until the submittal of data for January 2008.

The minimum number of data submittals needed to move to a new release of the
Measurement Handbook is one. With the move to monthly data submittals in
R4.0, this data submittal could be for a single month of data.

For additional information on data submittals please see Section 4.1.1 of
Release 4.0 of the Measurement Handbook and TL 9000 Informational Alert
#06-004A.

e P salGLOBAL
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Step 4: Provide or Obtain Training

Transition Team

Process Owners

Management Team

Internal Quality Auditors

Measurements Team including IT / MIS
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Presenter�
Presentation Notes�
For membership of the Transition Team, include personnel from the initial TL 9000 Registration effort and personnel who were not around for the initial certification.  This should allow you to incorporate “Lessons Learned” along with some new, fresh, innovative ideas.



Process Owners should be involved to assure compliance with current methods and to focus upon improvements.



Management will need to understand the changes to the management-specific adders, Measurements counting rules and some Alerts, such as the Late Data Submission Rules Alert, #06-003A.



Internal Quality Auditors will need to understand the changes to the adders, Measurements, Alerts and also website changes.



If automated systems are used for data collection, reporting, and analysis, IT personnel may require training.�


Step 5. Review & Update your Quality Manual

= Although there are now 90 adders, there may be
some that are not applicable to your organization. A
simple “NA” may address the adder.

= Consider renumbering your documents and/or re-
formatting your documents to make them more “user-
friendly”.

= Require process owners review their processes,
documents, and templates for compliance and
Improvement.

v
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Presenter�
Presentation Notes�
If TC 176, the authors of ISO 9001:2000 and QuEST Forum, the authors of TL 9000, can improve their documentation, why shouldn’t your organization attempt to do likewise?



Remember, that:

~30% adders had no change

~30% minor changes (if meet today, still meet)

~40% major change or new

However, there was only a net gain of 9 additional adders.

�


Step 6: Implement Changes

Release 4.0 of the TL 9000 Requirements Handbook
contains a number of significant changes.

The definition of a “Method” as shown in the Glossary
has been revised:

Method - A means by which an activity is accomplished
which is not necessarily documented but which is
demonstrated to be consistent and effective throughout the
organization. Effective implementation of a method is
demonstrated by the existence of verifiable objective
evidence (e.g., observation or record).
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Presenter�
Presentation Notes�
5.2.C.2 now requires METHODS instead of PROCEDURES:

5.2.C.2 Customer Communication Methods – The organization shall establish and maintain methods for communicating with selected customers to share expectations, to solicit and consider customer input for quality planning activities, and to ensure product quality improvement.  The outcome of customer communication should generate actions for resolving identified issues and provide opportunities for improving customer satisfaction.  [4]



While the Disaster Recovery adder, now known as 7.1.C.2 instead of 7.1.C.3, no longer requires METHODS and instead now requires documented plans.

7.1.C.2 Disaster Recovery – The organization shall establish and maintain documented plans for disaster recovery to ensure the organization’s ability to recreate and service the product throughout its life cycle. [9] �


Step 6: Implement Changes continued

12 significant changes to TL 9000 Requirements Handbook, Rel. 4.0

5.4.2.C.1
6.2.2.C.2
6.3.C.1
7.1.CA4
7.2.2.C.2
7.2.3.HS.2
7.3.1.HS.1
7.3.1.HS.2
7.3.5.HS.1
7.3.5.HS.2
7.6.C.1
8.2.3.C.1

—

Long- and Short-Term Quality Planning

Quality and Process Improvement Concepts

Infrastructure

Tools Management

Contract Review

Design and Development Process Quality Measurements Data Reporting
Migration Planning

Design and Development Process Quality Measurements Planning and Implementation
Stress Testing

Abnormal Conditions

Equipment Identification

Process Measurement ] = New TL 9000
Adder
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Presenter�
Presentation Notes�
6.3.C.1 – New adder.  Organizations are required  to identify those areas that are critical to the infrastructure – both physical/tangible and intangible such as electronic

7.2.2.C.2 – The organizations contract review process must meet the needs of a-j.  Questions to ask:  Are documents or records in place for:

product acceptance criteria (testing, stage payments),  risk assessment & mitigation,  problem resolution or pointers to such processes, information protection (ISO 27001), SOW including subcontractor management plans, documented description of organization expectation of customers role, reference to standards and procedures.

7.2.3.HS.2 – In process measurements for design and development process is required.  These measures are intended to show the performance level of internal development processes.  It is not intended that such measures can be used to benchmark.  Customers and the organization may request that a jointly agreed set of measurements be periodically reported.



7.3.1.HS.2 –These are process measurements for a particular project.  See “Appendix H” for guidance.  Questions to ask:  How are measurements chosen?  What are the measurements used to improve?  Are they being used? Does everyone understand the measurements?



7.3.5.HS.1 – Stress testing must be done and include boundary testing, peak load, High Volume, etc

7.3.5.HS.2 –Testing must include abnormal conditions satisfying a-f.





�


Step 6: Implement Changes continued

Set Up and Operation of a Design Process

Measurement System (Appendix H)
Effective June 30, 2006

Provides guidance on the selection and
Implementation of design process measurements
May apply to projects and processes
Supports 7.2.3.HS.2, 7.3.1.HS.2 and 8.2.3.C.1
Located at

www.t19000.org/tl_guidance.htm
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Presenter�
Presentation Notes�
Measurements examples include coding errors, requirements capture errors, adherence to plans, test tracking, time to market, etc.  What happens to the measurements, who uses them, how are the processes improved with the information.  Are joint improvement efforts evident?�


Step 6: Implement Changes continued

Significant Changes to Release 4.0 of the TL 9000
Measurements Handbook include:

Organizations shall:

3.5.2 e) submit monthly date every calendar month after becoming registered no later than
seven weeks after the end of the month

3.5.2 k) have the option of re-submitting data using the current tools, requirements of the
current handbook, and current effective product category tables or using the tools,
requirements, and product category tables in effect at the time data was originally
submitted

and

3.5.2 1) provide their suppliers all necessary data to allow the supplier to generate their TL
9000 measurements

e P salGLOBAL
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Step 6: Implement Changes continued

Other significant changes for organizations
currently registered to Rel. 3.5 of the TL 9000
Measurements Handbook include:

= Late Data Submission Alert 06-003A

= FRT threshold times can be modified based upon SLAs for all
PCTs except 7 & 8

= Simplified Software measurements which are no longer based
upon the software architecture + Creation of new Software
measurements

= Changes to the Service measurements

e P salGLOBAL
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Step 6: Implement Changes continued

For most TL 9000 registered organizations, Release 4.0 of
the TL 9000 Measurements Handbook provides an
opportunity to assure better alignment of process
measurements, including design and development process
measurements, with product measurements,
management’s objectives, and customer expectations.

On schedule # On schedule #

% Rewoﬂ

% On time Delivery
to Customer

Shipped

on time

)
@

o

Purch

-
<

1

Design/Dev.
N N Iy

4

Shippin
i S
<>O

A 4 \ 4

»
>

P salGLOBAL



Step 7: Conduct Internal Quality Audits &
Management Reviews

The Internal Audit Schedule and/or internal audit records should
clearly denote which audits were conducted against Release 4.0/4.0

Management
“Utilize TL 9000 VY “Measure

measurements for petformance against
defined, measurable
objectives.”

continual improvement
and management review.”

Continual
Improvement

Corrective &
Preventive

Internal Audit

Action
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Presenter�
Presentation Notes�
Management has many responsibilities with regard to TL 9000 implementation and transition.  As you recall, we started our discussion with management and the TL 9000 Champion.  Other responsibilities of management include:

Demonstrate Management Commitment

Drive Customer Focus Through Organization

Establish Quality Policy, Define Measurements with Objectives and Review Performance

Define Responsibility and Authority

Ensure Effective Internal Communication

Provide Resources to Meet Objectives

Appoint Management Representative's)

Use Management Review to Maintain Focus

Drive Corrective & Preventive Action and Continual Improvement

�


Step 8.
Request/Conduct a Readiness Assessment

= Request a Readiness Assessment from a sister
organization; from your Registrar; or from an outside
Consulting/Training organization.

= Readiness Assessments conducted by your Registrar
could occur during your regularly scheduled
surveillance assessments depending upon your
surveillance assessment timing.

= Most Registrars have been discussing Release 4.0/4.0
of the TL 9000 Handbooks during their TL 9000
surveillance audits.

e P salGLOBAL
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Presenter�
Presentation Notes�
With regard to your Registrar's ability to conduct a Gap Assessment, you must consider their resource availability.



Per the QuEST Forum website:

Registrar auditors must take the TL 9000 Requirements Handbook Release 3.0 to 4.0 Delta e-Training and pass the exam before conducting a TL 9000 registration audit to TL 9000 Requirements Release 4.0. 



Also, Registrar auditors must take the TL 9000 Measurements Handbook Release 3.5 to 4.0 Delta e-Training course and pass the exam before conducting a TL 9000 registration audit to TL 9000 Measurements Release 4.0 



Additionally, the QuEST Forum has updated the requirements for Registrar auditors effective June 30, 2006.  For information on the changes, please see “Qualifications and Experience Requirements for TL 9000 Registrar Auditors (former Appendix G), located at www.tl9000.org/tl_auditor-qualifications.htm�


Step 9: Create Action Plans to Address
Nonconformities

8.2 8.4 8.5

Monitoring Analysis
& Improvement

Measurement of Data

Management
Review

Successful TL 9000 Release 4.0/4.0 transition relies on a strong commitment

f from leaders throughout the organization.
QuEST @SAI GLOBAL


Presenter�
Presentation Notes�
Again, now is your opportunity to assure better alignment of process measurements, including design and development process measurements, with product measurements, management’s objectives, and customer expectations!  Utilize your data collection and data analysis processes to fuel improvement.  And most importantly, management buy-in and commitment is necessary.

�


Step 10: Upgrade to Release 4.0 of the
Requirements Handbook

TL 9000 Release 4.0
Requirements Registered

TL 9000‘

ality Mar 1
S t m Requ 'tS
H it ok
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Presenter�
Presentation Notes�
With the release of the 01/01/06 revised Audit Days Table, which can be found at:  http://www.tl9000.org/tl_audit-days.htm,

Most Registrars estimate that upgrade to Release 4.0 of the Requirements Handbook will not require additional audit time.



TL 900 Informational Alert #06-004A also mentions that that was no change in the Audit Days Table for organizations moving from Release 3.0 to 4.0.

�


Step 11: Upgrade to Release 4.0 of the
Measurements Handbook

TL 9000 Release 4.0
Measurement Registered



Presenter�
Presentation Notes�
With the release of the 01/01/06 revised Audit Days Table, which can be found at: http://www.tl9000.org/tl_audit-days.htm,

Most Registrars estimate that upgrade to Release 4.0 of the Measurements Handbook will not require additional audit time.



TL 900 Informational Alert #06-004A also mentions that that was no change in the Audit Days Table for organizations moving from Release 3.0 to 4.0.



Also per Informational Alert 06-004A, “it is important to note that the minimum number of data submittals needed to move to a new release of the Measurements Handbook is one.  With the move to monthly data submittals in R4.0, this data submittal could be for a single month of data.”

�


Step 11.5: Upgrade to Release 4.0/4.0 of TL 9000

All audits conducted after
July 1, 2007 must be
performed to R4.0/4.0 of
the TL 9000 Handbooks.

TL9000

ality Management
S, tem Requirements
Handbook

Performance Excellence through
slobal Telecormmunications Quality
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step 12: CELEBRATE YOUR
RANSITION!

= Communicate to internal
personnel through meetings,
flyers, newsletters, etc.

= Promote your TL 9000
4.0/4.0 Registration to your
customers and suppliers.

= Reward the Transition Team
and all personnel involved.

e P salGLOBAL

——


Presenter�
Presentation Notes�
Internally communicate your TL 9000 Upgrade via in-house communications.  Consider including reference to TL 9000 Registration as a part of email signatures.



Externally – again, consider including reference to TL 9000 Registration as a part of email signatures.  Investigate ways to publish your TL 9000 Registration status in your sales literature  and your customer-contact  websites.  Talk to your suppliers about the benefits you’ve experienced as a result of TL 9000 Registration.



QS9000, the automotive industry version of ISO 9001 once included a requirement that organizations “develop their suppliers/vendors” with regard to the requirements of QS9000.



TL 9000 logos are available to TL 9000 registrants on their TL 9000 registration home page after logging in to the Registration Management System.  �


Summary

For assistance in creating and implementing a TL 9000 Release

4.0/4.0 Transition Plan specific to your organization, please
contact any QUEST Forum Approved Training Provider

For information regarding TL 9000 Release 4.0/4.0 , please visit:
www.t19000.org then the handbooks menu item.

Sheronda E. Jeffries, SAI/Excel Partnership, Inc.
(919) 544-9324 Home Office; (919) 641-0608 Cell or sjeffrie@xIp.com

Thank You!
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Presenter�
Presentation Notes�
Please visit:  http://tl9000.org/tl_faq-x.htm  to see “TL 9000 FAQ's for experienced users and TL 9000 registrants”



I would like to thank the following people for their assistance:



Members of the SAI Global Telecommunictions Team, including Dave Sanicola, Karen Rawson, and Ken Koffman.



Also:

Linda Ziemnick of UL

Luciano Posocco of QMI

Frank Sidorowicz of TUV

Brendan Pelan of Verizon

Tom Yohe of Alcatel

Irv Briks of BellSouth�

http://www.tl9000.org/
mailto:sjeffrie@xlp.com
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