
CONTROL EDGE

F R E E  R E S O U R C E  ·  C O N T R O L  E D G E  LT D

The QMS
Implementation Toolkit
A practical, phase-by-phase roadmap for planning, building
and certifying a Quality Management System aligned to
ISO 9001:2015 — with checklists, templates and honest UK
cost & timeline benchmarks.

Quality · Health & Safety · Environment consultancy

ISO 9001 ISO 14001 ISO 45001 IATF 16949

AS9100



BEFORE YOU START

How to use this toolkit

This toolkit is designed for quality managers, operations
leads and business owners who are planning — or
midway through — an ISO 9001 implementation, whether
standalone or as the foundation of an integrated
management system with ISO 14001, ISO 45001,
IATF 16949 or AS9100.

It's a planning aid, not a substitute for the full text of the
standard or for tailored professional advice. Use it to
sense-check where you are, structure the project, and
walk into a consultancy or certification-body conversation
already speaking the language.

Composite, illustrative guidance. The checklists,
phases and ranges here reflect common UK
implementation practice and publicly available industry
data. They're a realistic starting point — your
certification body and consultant will confirm what
applies specifically to your business.
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01
SECTION 01

Readiness self-assessment

Work through each clause area honestly. Tick what's genuinely in place — not what's planned. Score
yourself at the end.

Clauses 4–6 — Context, Leadership & Planning

We've identified the internal and external issues relevant to our business and documented the scope of our
QMS.

Top management has visibly committed time and resource to the project — this isn't delegated and
forgotten.

We have a written quality policy and a small set of measurable quality objectives.

We maintain a risks & opportunities register that's actually reviewed, not just filed.

Clauses 7–8 — Support & Operation

Roles, responsibilities and authorities are defined and understood by the people who hold them.

Competence and training needs are identified, and records are kept.

Core operational processes (order to delivery, design, purchasing, as relevant) are mapped and controlled.

Equipment requiring calibration or maintenance is identified and on a schedule.

Clauses 9–10 — Performance evaluation & Improvement

We run internal audits against a documented programme, not ad hoc.

Management review happens at planned intervals with the required inputs and outputs.

Non-conformities are logged, root-caused and closed out — not just noted and left.

We can show evidence of continual improvement, however small, over the last 12 months.

Mostly unticked
Early stage — start with a gap

analysis before writing anything

About half
Mid-implementation — focus on

evidence and embedding, not new

documents

Nearly all ticked
Likely audit-ready — book a pre-

assessment or Stage 1
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SECTION 02

Implementation roadmap

Eight phases from first commitment to a certified, self-sustaining system. Durations are typical for a
single-site UK SME implementing ISO 9001 alone — see Section 08 for how standards, sites and
integration change the picture.

0 Leadership commitment & scoping 1–2 weeks

Top management agrees the business case, appoints a project owner, and defines what's in and out of
scope (sites, products, services).

1 Gap analysis 1–3 weeks

Assess current practice against every clause of ISO 9001:2015. Produces a prioritised action plan — this
is what turns "it depends" into a real project plan.

2 Planning & documentation design 3–6 weeks

Write only what the business needs to run consistently: policy, objectives, process maps, the
documented information the standard actually requires (see Section 03).

3 Process implementation & training 4–10 weeks

Roll processes out for real. Train the people who'll use them. Start generating genuine records — an
auditor wants evidence the system operates, not just exists.

4 Internal audit & corrective action 2–4 weeks

Audit your own system before anyone else does. Log findings honestly, root-cause them, and close them
out with evidence — not promises.

5 Management review Half-day

Top management formally reviews performance data, audit results, risks and objectives, and signs off
readiness to proceed to certification.

6 Certification body Stage 1 audit 1 day (typical)

A documentation and readiness review by your chosen UKAS-accredited certification body. Identifies
anything that would stop Stage 2 succeeding.

7 Stage 2 audit & certification 1–3 days

On-site evidence-based audit of the operating system. Any non-conformities are closed out, then the
certificate is issued — typically valid for three years, subject to annual surveillance.
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SECTION 03

Documented information checklist

ISO 9001:2015 is deliberately light on mandatory paperwork — it asks for "documented information",
not a fixed set of procedures. This is the core set most implementations end up needing.

Required by the standard

Scope of the QMS

Quality policy & objectives

Evidence of competence (training records)

Monitoring & measuring equipment records

Internal audit programme & results

Management review inputs & outputs

Non-conformity & corrective action records

Commonly added in practice

Risk & opportunity register

Process maps / turtle diagrams

Supplier evaluation & approved supplier list

Customer feedback & complaints log

Organisation chart & responsibilities matrix

Change control record

Document & record control procedure

Keep it lean. The most common reason implementations stall is over-documenting. Write what people will
actually use to do the job consistently — an auditor would rather see three well-used procedures than fifteen
ignored ones.
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SECTION 04

Roles & responsibilities template

A simple RACI starting point — Responsible, Accountable, Consulted, Informed. Adapt the roles to
your own structure.

ACTIVITY TOP MGMT QUALITY LEAD PROCESS OWNERS ALL STAFF

Quality policy & objectives A R C I

Risk & opportunity register C R R I

Process documentation I A R C

Training & competence records I R C I

Internal audit programme A R C I

Non-conformity & CAPA I A R C

Management review R R C I

Day-to-day process compliance I C A R
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SECTION 05

Internal audit starter checklist

Sample questions to build your first internal audit around. Adapt per process and add sector-specific
requirements (e.g. core tools and VDA 6.3 process audits for automotive, airworthiness for aerospace).

Can the process owner explain the process without reading the procedure verbatim?

Do records match what actually happened, with no gaps or backfilled dates?

Are risks specific to this process identified and actively managed?

Is equipment within calibration and maintenance schedule?

Are staff working this process trained, and is that evidenced?

Are previous audit findings from this area closed out with evidence?

Does the process link correctly to the objectives it's meant to support?

Would a customer complaint about this process be picked up and acted on?

Tip. Rotate auditors across processes they don't own — independence is what gives internal audit findings
credibility, both to your certification body and to your own leadership team.
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SECTION 06

Management review agenda template

Clause 9.3 sets specific required inputs and outputs. A typical agenda, in order:

AGENDA ITEM REQUIRED INPUT / OUTPUT

Actions from previous review Status of prior action points

Changes in context External/internal issues, interested-party needs

Performance against objectives Quality objective data, trends

Process performance & conformity KPIs, nonconformity trends

Customer satisfaction & feedback Complaints, survey or feedback data

Audit results Internal & certification-body audit findings

Supplier performance Approved supplier evaluations

Adequacy of resources Staffing, equipment, budget gaps

Risks & opportunities effectiveness Register review, new risks identified

Improvement opportunities Output: decisions, actions, resource & objective changes
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SECTION 07

Certification audit prep checklist

Before Stage 1

QMS documentation complete and available to
the auditor

At least one internal audit cycle completed

At least one management review completed

Certification body, scope and standard(s)
confirmed

Before Stage 2

Stage 1 findings closed out with evidence

Sufficient operating history to show the system
working (typically 6–8 weeks minimum)

Relevant staff briefed on what an audit interview
involves

Records available covering the full audit period,
not just recent weeks

Remember. Your consultant prepares you; only an independent, UKAS-accredited certification body can
certify you — that separation is what makes the certificate credible.
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SECTION 08

Cost & timeline quick reference

Indicative UK ranges for a single-site SME. Every business gets a fixed-scope quote after a scoping
call — these are for planning purposes only.

STANDARD TYPICAL COST TYPICAL TIMELINE

ISO 9001 £2,250–£2,750 cert-body fee + £400–£1,000/day
consultancy

3–6 months

ISO 14001 £4,500–£14,000 first-year total 6–12 months

ISO 45001 Broadly in line with ISO 14001 6–12 months

IATF 16949 Quote-based — no fixed published price 9–18 months

AS9100 Quote-based — site, headcount & design
responsibility drive it

3–6 months (mature QMS) / 6–12 months
(from scratch)

Fastest
lever

A dedicated
project
owner, not a
shared
responsibility,
is the single
biggest
speed factor.

Biggest cost
saver

Integrating
9001, 14001
and 45001 into
one system
shares audits
and
documentation.

Get a real number

A free scoping call turns these ranges into a fixed-scope quote for
your business.
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SECTION 09

The ISO 9001:2026 revision — what to know now

ISO 9001 is being revised. As of this toolkit's publication, the Draft International Standard (DIS) had been
released for ballot, with formal publication expected in the second half of 2026. Expected changes include
sharpened leadership and quality-culture requirements, a clearer risk-and-opportunity framework, and
new climate-change-related provisions.

Until the revision is formally published and transition rules are confirmed by the International Accreditation
Forum, ISO 9001:2015 remains the certifiable standard. Management-system standard revisions
typically allow a transition period of up to three years, though the final period for this revision will be
confirmed closer to publication.

What this means for you. If you're starting now, build to ISO 9001:2015 — a well-built system transitions to
the new revision far faster than starting cold, often in a matter of weeks rather than months. Don't delay
certification while waiting for the new edition.
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SECTION 10

Glossary of key terms

QMS
Quality Management System — the set of interrelated processes an organisation uses to meet customer and
regulatory requirements consistently.

PDCA
Plan-Do-Check-Act — the continual-improvement cycle underpinning ISO management-system standards.

NC / CAPA
Non-Conformity / Corrective and Preventive Action — the process for identifying and fixing failures so they don't
recur.

UKAS
United Kingdom Accreditation Service — the national body that accredits certification bodies, so a "UKAS-accredited"
certificate is independently verified.

Stage 1 / Stage 2 audit
The two-part initial certification audit: Stage 1 checks documentation and readiness; Stage 2 assesses the system
operating in practice.

Surveillance audit
An annual check by the certification body between full recertification cycles (typically every three years).

Integrated Management System (IMS)
A single system covering multiple standards (e.g. 9001, 14001, 45001) sharing common processes like document
control, audit and management review.

Core tools (automotive)
APQP, PPAP, FMEA, MSA and SPC — the methodologies IATF 16949 layers on top of ISO 9001.

VDA 6.3
A German automotive industry process audit methodology, often required by OEMs alongside IATF 16949 to assess
process risk at suppliers, particularly in European supply chains.
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Ready to turn this into a project
plan for your business?

A free, no-obligation scoping call gets you a realistic timeline and a
fixed-scope quote — specific to your sites, sector and starting point.

ISO 9001 ISO 14001 ISO 45001 IATF 16949 AS9100

Six Sigma
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