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Discussion Overview

• Professional certifications attained by employees can 
help improve the bottom line for organizations that  
effectively take advantage of those achievements.  

• Certification examples include the Certified Quality 
Technician (CQT) and Certified Quality Auditor (CQA) 
from the American Society for Quality (ASQ).

• Encouraging employees to become certified helps 
improve product and service quality, improves customer 
satisfaction and retention, and aids in the recruitment 
and retention of employees. 

• Each of these contributes to the organization's bottom 
line by helping to boost sales and lower costs.
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Product & Service Quality

• Certifications typically are followed by increased rigor in 
quality management programs, particularly in areas of 
defect management and process metrics.

• Learning curve tends to follow a predictable path:
– Initial efforts often focus on the supply chain with supplier-

oriented improvement efforts often account for early gains.
– Internal process controls and defect reduction typically follow 

improvements in supply, with initial gains resulting in improved
process productivity and waste/scrap reduction.

– Macro-level process changes typically follow, with impacts on 
plant/shop floor space and machine organization, preventive 
maintenance, and materials inventory levels.

– Once internal process maturity has become more routine, efforts 
extend into the customer space, and product and process 
design become direct improvement targets.
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Customer Satisfaction

• The stronger the customer’s process for conducting 
supplier audits of you, the more visible your program will 
be to the customer.

• Some of the obvious immediate factors include:
lower defect rates, shortened lead times, and better 
after-service.

• Delayed factors include: better product design and more 
product features as well as increased flexibility in your 
manufacturing processes for customized products.

• Customers also see your emphasis on certification and 
standard compliance as a competitive advantage. 
Increased trust drives increased transactions.
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Employee Retention

• Employees want to feel they add value through what 
they do, and that they are a contributor to the company.

• As employees certify, they become part of a 
profession that defines its own value and approach to 
work.

• Job satisfaction increases for individuals who now play 
a greater role in defining their own actions.

• Applicants will want to work in an organization where 
development through certification is common.

• Certified professionals achieve results that justify 
greater rewards than their uncertified counterparts in 
the company.  Recognize this early in planning!
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Profession vs. Employer

• As employees become certified, a natural friction arises 
between the company and its certified employees.

• Certified employees start to feel a responsibility to the 
profession instead of just their employer.

• That responsibility will cause them to insist on doing 
things that an employer might shy away from or believe 
can be sidestepped.

• Employers must be committed to allowing these 
professionals to act professionally, even if it requires 
some unexpected or unplanned changes.

• You don’t just want your people to be certified, you want 
them to act certified.
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Credentialism

• Being vs. Acting is the centerpiece of certification 
success in the organization.

• A downside of certification is credentialism: 
The exchange-value of certain knowledge and skill 
milestones periodically overtakes the use-value of 

the actual knowledge and skills gained. 
• If getting people certified is simply a checkmark in a 

human resource plan, or if it’s something to be gained 
only to be able to mention it in a brochure, it will fail.

• Certification is about changing the thinking process and 
working actions of employees’ ways of thinking and 
acting that benefit both company and employees.
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Accreditation of 
Certification 
Programs
Standards in the 
certification arena are 
fairly new, but are 
gaining ground and 
effectiveness.

Look for programs 
that are well defined 
and operated so they 
can be trusted to truly 
professionalize 
employees.
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Certification Portfolio

Individual
• Quality (American Society for Quality)

– Certified Quality Technician (CQT)
– Certified Quality Auditor (CQA)
– Certified Quality Engineer (CQE)
– others…

• Project (Project Management Institute)
– Project Management Professional (PMP)

• Industry
– Your customers’ sectors
– Your manufacturing segment

Organizational
• Baldrige – Management
• ISO 9000 – Quality
• ISO 14000 – Environmental
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Conclusion
• Certification acknowledges an individual’s proficiency and 

comprehension in a specified body of knowledge.

• Employing certified individuals promotes more predictable results in 
obtaining organizational goals. 

• Certification can also be used as a tool to differentiate those people 
who are knowledgeable from those who claim they are 
knowledgeable by just using the buzzwords. 

• Supporting certification programs proves to your employees that you 
are serious about their professional development, and contributes to 
retention and satisfaction while reducing long-term training costs. 

• Certification can be a win-win for both employees and employers. 
Individuals enjoy both personal and professional benefits that come 
from being certified, and companies obtain the business rewards 
from the outcomes that certified employees achieve.
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Continue the dialogue …

• Please feel free to contact me with any questions you 
might have as you pursue opportunities for taking 
advantage of certification in your organization:

Richard E. Biehl, Ph.D., CSSBB, CSQE

RBIEHL@DOQS.COM


