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Business Management System
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Where Quality meets
Science, Technology & Sustainability



WHY 1SO 90012

Why does ISO 9001 exist?

The problem it solves What it gives you

Consistent, repeatable processes
Every business has processes. Without a system to

manage them, quality becomes inconsistent, problems Fewer'errors and less rework

repeat themselves, and customers can't rely on what they

get. Confidence for clients and stakeholders
ISO 9001 gives you a structured framework for managing A framework that grows with your business

quality consistently, for the benefit of your team and your

customers. The foundation for adding other standards later
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THE BMS CONCEPT

BMS, not just QMS

We call it a
Business Management System (BMS)

— not a Quality Mana%ement System., o .
That's not just a label change. It's a different way of thinking about what your system is for.

QMS BMS 1ISO 9001

Quality Management System Business Management System The standard underneath

The framework that makes the BMS

A compliance tool. Ticks boxes. A business tool. Runs your

credible, consistent and recognised
Satisfies the auditor. Mostly lives in operations. Connects your

by clients and stakeholders
a folder. processes. Grows with you.

worldwide.
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STRUCTURE — HOW IT'S ORGANISED

How ISO 9001 is organised

The standard has ten clauses. Clauses 4-10 are where the requirements live.

1-3 4

Introduction

Context
& Scope
Context, terms Whoyou are,
& definitions what affects you
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5

Leadership

Commitment,

policy, roles

6

Planning

Risks, objectives,
change

7

Support

Resources,
people,

documents

8

Operation

Delivery:
the doing

9

Performance
Evaluation

Audit, review,

measurement

10

Improvement

Fix problems,
keep improving



PDCA

Plan-Do-Check-Act: the heartbeat of your BMS

How it maps to ISO 9001

PLAN DO

PLAN
Set objectives. N .
- Implement. Understand your context, set direction, plan for risks,
Identify risks & : opportunities and objectives
- Deliver.
opportunities.
Execute. DO

Decide how.

Put the resources in place and deliver your services

CHECK

ACT CHECK

. Monitor performance, conduct audits, review the system
Improve. Monitor.

Correct. Measure.
Standardise. Audit.

ACT

Fix what's not working, improve what is
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QUALITY PRINCIPLES

The seven quality management principles

ISO 9001 is built on these. They're not just words — they describe how good organisations actually behave.

Customer focus

Understand and exceed customer expectations

Leadership

Leaders set direction and engage people

Engagement of people

Competent, empowered people drive quality

Process approach

Manage activities as connected processes

1SO 9001 for Beginners v2.0.pptx

Improvement

Continual improvement is a permanent objective

Evidence-based decisions

Analyse data before acting

Relationship management

Manage key relationships for sustained success



CLAUSE 4 — CONTEXT

Understanding your business context

What affects your ability to deliver quality — and what your system needs to cover.

4.1 Business context

What are the external and internal business issues that affect the
performance of your BMS? External context: market conditions,
regulation, technology, climate change, competitive pressures.
Internal context: culture, values, structure and capabilities.

Scope of your BMS

What does your system cover? What's in, what's out — and why.

This defines the boundaries of your certification.

Interested parties
Who has a stake in your organisation? Clients, staff, regulators,

investors, supply chain, community — and what they expect from

you.

The BMS itself

Establish, implement, maintain and continually improve a BMS —

including the processes needed and how they interact.




CLAUSE 5 — LEADERSHIP & COMMITMENT

Leadership & commitment

ISO 9001 requires top management to be actively involved — not just to sign the policy.

Leadership commitment 5.1

Top management takes personal responsibility for the
effectiveness of the BMS. Quality starts at the top — it can't be
fully delegated.

Quality Policy e

A documented commitment to quality, signed by top
management, communicated to everyone and reviewed

regularly.
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Customer focus 5.1

Top management ensures the organisation understands and

consistently meets customer requirements.

Roles & responsibilities e

Clear ownership of the BMS and its processes. Someone
accountable for every element — including the coordinator

role.



CLAUSE 6 — PLANNING

Planning: risks, opportunities, objectives & change

Identify what could prevent

you delivering quality. Assess

likelihood and impact. Put

proportionate controls in

place.

Example: a key supplier failing; a
regulatory change affecting your

service.

1SO 9001 for Beginners v2.0.pptx

6.1

Opportunities

Identify what could help you
improve or grow.
Opportunities are distinct from
risks. Take advantage of these
to drive improvement and

growth.

Example: a new technology that
could improve consistency; a gap

in the market you're well placed to

fill,

6.2

Quality

Objectives

Set measurable targets for
quality performance. Connect
them to your Quality Policy
and business goals. Review

them regularly.

Example: 'Respond to client
queries within 24 hours —
measured monthly.'

6.3

Planning
Changes

When the business changes —
new services, people or
processes — plan how the
BMS needs to adapt. Don't let

the system fall out of date.

Example: adding a new service

line or changing your IT system.




CLAUSE 7 — SUPPORT

Support: the resources behind quality

Clause 7 covers everything you need to deliver your services consistently.

Resources Competence

People, infrastructure, environment. Do Are the people doing the work qualified
you have what you need to deliver quality and trained for it? How do you know?
consistently? Evidence matters.

Communication Documented information
Who needs to know what, when, and The documents and records that prove
how? Internal and external your system works. Controlled, accessible,
communications both count. up to date.
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Awareness

Does everyone understand the Quality
Policy, the objectives and their own

contribution to quality?



CLAUSE 8 — OPERATION

Operation: delivering your services

Clause 8.1 sets the general requirement to plan, implement, control and review the processes needed to deliver your services. Sub-clauses 8.2—8.7
are where the detail lives.

82  Customerrequirements 83  Design & development 84  External providers

Understand what clients need. Review If you design services or products, plan ]
. - . . Suppliers and contractors: select carefully,
and confirm before committing. the process, control the inputs and review

set expectations, monitor performance.

Document changes. the outputs.

85  Service delivery 86  Release 87  Nonconformity

Controlled conditions for delivering ] ) When something goes wrong: record it,
. . Confirm outputs meet requirements o ) )

services. Identify what can go wrong and contain it, fix it, investigate it and make
before release. Who checks, and how?

prevent it. sure it can’t happen again.




CLAUSE 9 — PERFORMANCE

Performance evaluation: how do you know it's

working?

Monitoring &
measurement

Track KPIs, measure customer
satisfaction, monitor process

performance. Use data to understand

what's happening — not just gut feel.
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Internal audits

A regular, structured check of your
own system. Are your processes
working as intended? An internal
audit is a health check, not an

inspection.

9.3

Management review

Top management reviews the whole
system at least once a year. Input:
audit findings, KPls, customer
feedback, risks. Output: decisions and

actions.



CLAUSE 10 — IMPROVEMENT

Improvement: the point of it all

ISO 9001 doesn't require perfection. It requires a system that gets better over time.

10.1
— Continual improvement — Nonconformity & corrective action

When something doesn't meet a requirement, the standard
This isn't about fixing problems. It's about making things better requires you to act at three levels.

even when they're working.

First, deal with the immediate problem — fix or contain it.

Sources of improvement ideas: . . .
Second, investigate why it happened and address the root

e Audit findings and observations

. : cause so it doesn't recur. Third, check that the action worked.
e Customer feedback (positive and negative)

e KPI trends — what the data tells you

« Team suggestions and lessons learned All nonconformities and corrective actions must be

« Management review outputs documented. Log improvements in your Live Trackers and track

them to completion.
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DOCUMENTS & RECORDS

Documented information — what you need to keep

ISO 9001 is less prescriptive than most people expect. Only one policy (Quality) is required; no specific procedures are mandated. Each

organisation decides how to control what needs to be controlled.

Documents Records

How you intend to work Evidence that you worked as planned
Quiality Policy Internal audit reports and findings
Scope of the BMS Management review minutes and actions
Quiality objectives Training records and competence evidence
BMS Manual Customer feedback and complaints
Operational procedures Evidence of processes and controls in operation

Templates & checklists Supplier evaluations and approvals
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YOUR BMS

How your BMS works in practice

BMS Manual

The master document.

Describes your system,

policies and processes.
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Quality Policy

Leadership's
commitment. Signed.
Communicated to

everyone.

Procedures &

Live Trackers
Processes

Risk register, action
How specific activities are tracking, KPIs, audit
carried out. programme, document

register.

Records &
Evidence

Proof that the system is

working.



INTEGRATION

ISO 9001 in your broader compliance framework

ISO 9001 uses the same High Level Structure as many other ISO standards — they integrate naturally within a single BMS.

Your quality & business improvement strategy

Sector, regulatory and contractual obligations specific to your organisation

ISO 9001 — and the HLS framework it shares

The High Level Structure means clauses 4—10 are common to ISO 14001, 45001, 27001 and others

Your BMS — quality, ESG, H&S, security and sustainability

One framework, one set of processes, one management review

Once ISO 9001 is working, adding further standards means extending what you already have — not starting again.



AUDIT PREPARATION

What the auditor looks for

External audits are not a test. They're a verification that your system works as you say it does.

Is the system documented — BMS Manual, Quality Policy, procedures — current, controlled and accessible?
Is it implemented? Are there records and evidence that the processes are actually being followed?

Is it effective? Are your KPIs and objectives being met — and what happened when they weren't?

Is it improving? Are corrective actions being closed and lessons being applied?

Does leadership own it — actively and visibly, not just at arm's length?
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YOUR ROLE

Your role as BMS Coordinator

You don't own quality. You own the system that manages it.

Keep the BMS current

Documents reviewed, records
maintained, register up to date. When

the business changes, the BMS follows.

Support management review

Compile the input pack, attend the

review, chase the action list.

Feed the Live Trackers

Risk register, KPls, action tracking, audit
programme. Regular updates — not

annual scrambles.

Be the bridge

Between top management (who own
quality) and the team (who deliver it). Not
the quality police — the quality partner.

Run internal audits

Plan, conduct and report internal audits
to the programme. Log findings. Track

actions to closure.

Live the role

Be the champion and gatekeeper of the
BMS. Set the example, keep the standard,

and advocate for improvement.




JARGON BUSTER

Jargon buster

The words auditors use — in plain English.

Nonconformity

Something that didn't meet a requirement. Could be a process failure, a
document gap, or a service error.

Documented information

Any information you need to control — documents (how to do things) and
records (proof you did them).

Top management

Whoever makes the strategic decisions — MD, CEO, owner, board. Must be
activelyinvolvedin the BMS.

Scope

The boundary of your BMS — what it covers, what it doesn't, and why.

Audit finding

A conclusion from an audit. Could be a nonconformity, an opportunity for
improvement, or a positive observation.
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Corrective action

What you do to fix a nonconformity and prevent it happening again. Not
just the quick fix — the root cause fix.

Interested parties

Anyone with a stake in your business: clients, staff, regulators, investors,
suppliers.

Continual improvement

Making the system better over time. Ongoing, not one-off. The whole point
of PDCA.

Objective evidence

Proof. Records, photographs, emails, reports — anything verifiable. Not
opinion or memory.

PDCA

Plan—Do—Check—Act. The improvement cycle that underpins ISO 9001.



Q. Factorial

Keep in mind

ISO 9001 runs in cycles, not projects. PDCA is ongoing.

Map your key business processes — what do you do

and how? Documents describe intent. Records prove delivery.

Identify what could go wrong and where the quality
risks are

Set measurable quality objectives and start tracking
performance

Build the BMS into how the business already works
— not around it

@ Your BMS is the foundation. Other standards plug in.

c Quality is owned by leadership, not the coordinator.

The aim: consistent quality that gets better every year.
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