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Dedication

To the small business leaders who build with discipline, lead with

purpose, and choose to get better every day.

Quality is never an accident; it is always the result of high intention, sincere effort,Quality is never an accident; it is always the result of high intention, sincere effort,

intelligent direction and skillful execution; it represents the wise choice of manyintelligent direction and skillful execution; it represents the wise choice of many

alternatives.alternatives.

— — William A. FosterWilliam A. Foster
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ISO 9001 for Pro�ts

Executive Summary
ISO 9001 for Pro�ts: Transforming Quality Management into Business Success

In today's competitive business landscape, small and medium-sized enterprises (SMEs) are constantly seeking ways to

enhance their pro�tability while creating and maintaining high standards of quality. ISO 9001 for Pro�ts is designed to

help business owners, CEOs, and quality management system leaders leverage the ISO 9001 framework to achieve

signi�cant �nancial bene�ts. This book goes beyond mere certi�cation, demonstrating how ISO 9001 can be a

powerful tool for increasing revenue, reducing costs, and ultimately boosting pro�ts.

Drawing from years of expertise in quality management systems, this book offers practical insights and actionable

strategies. It underscores the importance of viewing ISO 9001 not just as a compliance requirement, but as a strategic

investment that delivers substantial returns. Readers will discover how to align their quality objectives with business

goals, manage risks and opportunities, streamline operations, and foster a culture of continuous improvement. By

doing so, they can ensure their organizations are not only compliant but also more ef�cient, agile, and pro�table.

Over the course of this book, we break that system into three parts:

We show you how to align your vision and mission with operational excellence. We cover how to manage risk, improve

delivery, reduce waste, maintain equipment, train your people, and build a culture that solves problems before they

become costly mistakes.

And most importantly, we show you how all of that connects to the bottom line.

This is a practical guide for leaders who want more than theory. It’s for those who want to build companies that scale

with discipline, compete with con�dence, and generate pro�t—year after year.

Everything your business depends on.

 Revenue

 Costs

 Pro�ts
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Who Needs to Read This Book?
For the CEO or Business Owner and Top Managers

You built your business on guts, instinct, and hard work. But growth? Growth demands more. It demands structure.

Discipline. A system that gives you visibility and control.

That’s where most small and midsized businesses hit the wall. What used to work starts breaking down. Fires keep

popping up. Your days are spent managing symptoms instead of �xing the root causes.

I’ve spent decades helping companies break that cycle. And what I’ve seen, again and again, is that the ones who thrive

are the ones who stop running their business on feel and start running it on facts. They take the time to design the

business they want—not just survive the one they’ve got.

ISO 9001 gives you that foundation. When used correctly, it connects your strategy to your systems. It turns quality

into a growth engine. It takes pressure off your shoulders and puts it into your processes—where it belongs.

This book is written for you—the owner, the CEO, the leader who’s ready to scale smart. You won’t �nd �uff here. Just

a direct, actionable path to better results.

Let’s get to work.

—John Graham
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ISO 9001 Financial Impact

Figure 1. ISO 9001’s in�uence on �nancial impact and strategic outcomes.

Life gets better when you get better.

— Jim Rohn, Business Philosopher
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One client’s  said after receiving certi�cation, president “This is just a good way to run a business.”

I always ask clients during the sales stages: “Is this an expense or an investment?” Most are a bit stumped and reply

that they never looked at it as an investment. I encourage the executive to demand a Return on Investment (ROI). You

are expending a lot of time, money, and energy on getting and keeping certi�ed—shouldn’t you desire a serious

bene�t? Many point to the external customer bene�t right off. In fact, it was probably for customer reasons you were

motivated to achieve certi�cation. Many new clients say this big customer is now demanding we get certi�ed. Or we

have to get certi�ed to get on ‘this potential new customer’s’ Tier1 Supplier List. Fair enough, do it!

But what about the potential internal bene�ts. Most people don’t think too much about this. They make sure the

internal system follows ISO 9001, but they don’t SERIOUSLY look at the various component and how each can help

the company grow and avoid signi�cant costs. 

About 5 years ago, I helped a client get certi�ed. This company makes electrical components which

go into the electrical substations we pass and ignore every day on the road. After certi�cation by a major registrar,

they retained our organization to perform their annual internal audits. They buy some of their subcomponents from

India and the big stuff is manufactured here in the Houston area. 

A quick true story: 

What if you could grow 20% per year and reduce expense by 12%? 

Cost reductions go straight to the bottom line, because you have already paid all the other expenses of being in

business. What if you could just save 3% or 5% or 7%? That’s free money going straight to enhancement of pro�ts! 

You don’t follow your passion; you take it with you.

— Mike Rowe, Author "The Way I Heard It" and Dirty Jobs 

The internal bene�ts are revenue growth and cost avoidance.

The external bene�ts are customer retention and customer satisfaction. 

Where does this bene�t my business?
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The executives directly attribute their growth to the monthly management review which

is guiding strategic direction.

When we met one year later, they reported 20% growth in revenue. A year later, almost another 20% growth. They

have now added an evening 2nd shift to build product to meet customer demands. Fast forward to today, �ve years

later, they can hardly keep up with the growth. In addition to their current warehouse, they had to rent an additional

larger warehouse about a mile down the road. This year when I returned, they leased additional space next door and

doubled the size of the new warehouse.

The owners met to have a serious discussion about the ISO 9001 required Management Review. As a result of the

meeting the executives began holding a monthly 2 – 3-hour Management Review. Yes, a complete Management

Review every month(most clients only do it once per year). All the managers have to report on performance metrics

including the evaluation of suppliers, internal production KPI’s, risk assessment, resource needs, etc. 

They review their objectives (goals) in detail . They look at every requirement in ISO 9001 Management

Review in detail. They use it for Strategic Planning. ISO 9001 mentions several times ‘and in alignment with strategic

direction.’ They were very serious about making the entire Quality Management System line up with strategic

direction. 

every month
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PaPa I | Enhancing RevenueI | Enhancing Revenuert rt 
Where Growth Starts—with the System Where Growth Starts—with the System 

Most business owners think about revenue as a function of sales. More effort. More calls. More

customers. But the truth is, revenue doesn’t come from hustle alone. It comes from alignment—

between strategy, quality, execution, and customer experience. 
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Chapter 1: Strategic DirectionChapter 1: Strategic Direction

Where are We GoingWhere are We Going
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Understanding the strategic direction of your business is essential for long-term success. In today's fast-paced and

competitive market, having a clear and well-de�ned strategy sets the foundation for all other business activities.

Unlike planning or execution, strategy encompasses a holistic approach to de�ning your company's direction and

making informed decisions that guide your organization toward its goals.

De�ning Strategy

Strategy is the overarching plan that sets the direction for your business. It is a comprehensive blueprint that outlines

how you will achieve your long-term vision and mission. While planning and execution are critical components, they

serve as steps within the broader context of strategy. Planning involves the detailed steps and actions necessary to

achieve the strategic goals, while execution is the implementation of those plans. Strategy, however, is about making

choices that position your company for success, identifying the unique value you offer, and determining how you will

compete in the market.

De�ning Objectives/Goals

The next step is to set speci�c objectives/goals and detailed actions that will help you achieve them. Measurable

objectives allow you to track progress and evaluate success. By de�ning how you will measure your objectives, you can

ensure that you have the necessary data to assess performance.

Time-bound objectives have a clear deadline, creating a sense of urgency and focus. Setting a timeline for achieving

your objectives helps keep your team on track and ensures that progress is made within a speci�c period. For instance,

setting a goal to "reduce production defects by 15% within six months" provides a clear timeframe for achieving the

objective.

Setting Performance Measurements

Performance measurements are essential for tracking progress and ensuring that your strategic direction is being

followed. By de�ning key performance indicators (KPIs), you can monitor how well your business is achieving its

objectives.

For example, if one of your objectives is to increase revenue, relevant KPIs might include monthly sales �gures,

customer acquisition rates, and average order value. By regularly monitoring these KPIs, you can assess whether your

strategies are effective and make adjustments as needed.
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Performance measurements also play a crucial role in motivating your team. When employees see tangible progress

toward goals, they are more likely to stay engaged and committed. Regularly reviewing and communicating

performance results helps maintain focus and drive continuous improvement.

The �nal word on Strategy

Strategic direction is the foundation of a successful business. By de�ning a clear strategy and setting objectives, you

create a roadmap for achieving long-term success. Performance measurements provide the tools to track progress

and ensure that your business stays on course. By integrating these elements into your strategic planning process, you

can build a resilient and dynamic organization that thrives in a competitive market.

In summary, understanding and creating strategic direction involves more than just planning and execution; it requires

a holistic approach to positioning your company for future success. By clearly de�ning measurable goals, you lay the

groundwork for achieving your business aspirations and driving sustained growth.

 The goal

 The resources needed

 Who will be in charge of it

 The target date of completion

 How success will be measured

ISO 9001 requires you to de�ne:
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Chapter 2: Objectives/Goals to Enhance RevenueChapter 2: Objectives/Goals to Enhance Revenue

What Gets Measured Gets DoneWhat Gets Measured Gets Done
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To enhance revenue, quality objectives must be seamlessly integrated into the business strategy. This ensures that

quality improvements directly contribute to �nancial performance.

Enhancing revenue is a primary goal for any business, and integrating quality objectives into your strategic plan is a

powerful way to achieve this. Quality objectives are not just about maintaining standards but about driving

improvements that directly contribute to �nancial performance. By aligning quality with business strategy, you can

ensure that every effort to improve quality also supports revenue growth.

Integrating Quality Into Business Strategy

When quality is prioritized, it leads to enhanced customer satisfaction, reduced costs due to fewer defects, and

improved market reputation, all of which drive revenue.

A company that consistently delivers high-quality products will enjoy higher customer loyalty and repeat business.

Customers who trust your brand are more likely to recommend your products to others. Superior quality can also

justify premium pricing.

Identifying Revenue-Boosting Quality Objectives

To enhance revenue, it's crucial to identify speci�c quality objectives that have a direct impact on �nancial

performance. These objectives should focus on areas that improve customer satisfaction, reduce waste, and enhance

operational ef�ciency. For example, an objective might be to achieve a 99% on-time delivery rate, which would

improve customer satisfaction and reduce the costs associated with late deliveries. This means we have to focus on

getting it right the �rst time and getting it done ef�ciently.

Aligning Quality Goals with Revenue Targets

Once quality objectives are identi�ed, they need to be aligned with your overall revenue targets. This alignment

ensures that efforts to improve quality directly contribute to achieving �nancial goals. For example, if your revenue

target is to increase sales by 20% in the next year, your quality objectives should support this target by enhancing

product quality and customer satisfaction.

Enhancing Revenue through Quality Objectives

A companion objective should be to reducing product defects by a certain percentage. Fewer defects mean lower

warranty claims and returns, leading to cost savings.
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To determine the success of your quality initiatives, use Key Performance Indicators (KPIs). These should be speci�c,

measurable, and directly linked to your quality objectives and revenue targets. For example, if one of your objectives is

to reduce product defects, a relevant KPI might be the defect rate per thousand units produced.

Measuring Success

To achieve your quality objectives, use the tools of quality such as Statistical Process control, Six Sigma, process

mapping and analysis, etc. These methodologies provide structured approaches to continuous improvement and can

signi�cantly enhance quality performance.

Ensure that these initiatives are well-integrated into your business processes and that all employees  and

engaged. A culture of quality, supported by objects with key performance indicators, should permeate every level of

the organization.

are trained

Regularly monitor these KPIs and use the data to make informed decisions. By focusing on quality as a driver of

�nancial performance, you can achieve substantial revenue enhancements while building a strong reputation for

excellence.

Implementing Quality Initiatives
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Chapter 3: Risk and Opportunities

We Can't Afford Not To
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Effective risk management is crucial for protecting revenue and enhancing business opportunities. ISO 9001 requires

a structured approach to identifying and managing risks as well as recognizing and capitalizing on opportunities.

Effective risk and opportunities management is part of strategic direction.

Identifying Internal and External Risks

The �rst step in risk management is to identify potential risks that could impact your business. Internal risks are those

within your organization, such as process inef�ciencies, equipment failures, or employee turnover, succession planning

(or lack of succession planning), etc. External risks originate outside the organization and include factors like market

�uctuations, competition, supply chain disruptions, or regulatory changes. ISO 9001 requires an organization to

identify internal and external issues – and to review them (for updates). Then these are to be considered when

analyzing risks.

Conduct a thorough analysis to identify these risks. Use tools like SWOT analysis (Strengths, Weaknesses,

Opportunities, Threats) to systematically assess internal and external factors. This analysis provides a comprehensive

understanding of potential risks and their implications for your business.

ISO 9001 also requires the organization to identify interested parties and their requirements. Anyone you have to

write checks to will certainly be interested (employees, suppliers, government authorities, industry organizations,

etc.). These interested parties are to also be considered when identifying risks.

Risk Assessment and Prioritization

Once risks are identi�ed, assess their likelihood and potential impact. Failure Modes and Effects Analysis seems to be

the most popular tool in use. This assessment helps prioritize risks based on their severity and the resources required

to address them. For instance, a risk with a high probability and signi�cant impact on revenue should be prioritized

over a less likely and less impactful risk.

Some organizations like to use a risk matrix to visualize and prioritize risks. This tool helps categorize risks into

different levels of urgency and importance, guiding your focus and resource allocation.

Exploiting Opportunities for Business Growth

Identifying Internal and External Risks

While managing risks is crucial, it's equally important to identify and exploit opportunities. Opportunities are potential

positive outcomes that can arise from taking on new risks such as expanding into a new South American market.

Diversifying suppliers to mitigate supply chain risks can also open up new sourcing opportunities and better pricing.
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Proactively seek out opportunities that align with your strategic goals. This might involve launching innovative

products or leveraging new technologies. By staying agile and responsive to market changes, you can turn potential

challenges into growth drivers.

Implementing Risk Mitigation Strategies

Develop and implement strategies to mitigate identi�ed risks. These strategies should aim to reduce the likelihood of

risks occurring or minimize their impact if they do occur.

Monitoring and Reviewing Risks

Continuous monitoring is essential for effective risk management. Regularly review risk assessments and mitigation

strategies to ensure they remain relevant and effective. Your organization is required to ‘review the risk and

opportunities’ in each Management Review.

By adopting a proactive approach to risk and opportunities management, you can protect your revenue, enhance

operational resilience, and drive business growth. This strategic focus not only safeguards your business but also

positions it to capitalize on emerging opportunities.
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Chapter 4: Controlling Our OperationsChapter 4: Controlling Our Operations

Where's My Order?Where's My Order?



Page 23

ISO 9001 for Pro�ts

Controlling Operations for Better Outcomes

Effective operational control involves de�ning and optimizing processes. ISO 9001 requires operations to be

controlled.

Ensuring On-Time Delivery

Production ef�ciency is essential for meeting customer demands and maintaining competitive advantage. Use lean

manufacturing principles to eliminate waste and improve production �ow. Focus on reducing non-value-added

activities and optimizing resource utilization.

Monitoring Delivery Performance

Regularly monitor delivery performance using Key Performance Indicators (KPIs). Track metrics such as on-time

delivery rates, order ful�llment cycle times, and customer satisfaction scores. Use this data to identify trends and

areas for improvement.

Timely delivery is crucial for customer satisfaction and retention. Customers expect their orders to be delivered on

time. To ensure on-time delivery, establish clear standards and processes for managing orders.

Use technology solutions such as Enterprise Resource Planning (ERP) systems to streamline order handling and

improve tracking. These systems can automate many aspects of order processing, reducing errors and speeding up the

work�ow.

Effective supply chain management is also essential for on-time delivery. Develop strong relationships with your

suppliers to ensure timely delivery of materials and components. Implement contingency plans to address potential

disruptions in the supply chain. For example, having multiple suppliers for critical components can help mitigate the

risk of delays.

Enhancing Supply Chain Management

Effective supply chain management is critical for ensuring the timely delivery of materials and components. Develop

strong relationships with your suppliers and work closely with them to ensure they meet your delivery requirements.

Use performance metrics to evaluate the performance of key suppliers and identify areas for improvement.

Improving Production Ef�ciency
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Proactive communication with customers is essential for maintaining satisfaction. Keep customers informed about

their orders and address any issues promptly. Use feedback mechanisms to gather customer insights and make

improvements based on their input.

Enhancing Customer Satisfaction
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Conclusion of Part I: Revenue
Revenue Doesn’t Rise by Chance. It Rises by Design.

By strategically aligning quality management objectives with business goals, focusing on revenue-enhancing quality

initiatives, managing risks and opportunities effectively, and controlling operations to ensure on-time delivery,

businesses can signi�cantly boost their revenue. This integrated approach not only enhances �nancial performance

but also builds a strong foundation for sustained growth and customer satisfaction.
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Part II | Cost Reduction/Cost AvoidancePart II | Cost Reduction/Cost Avoidance
Where the Waste Lives—and How to Eliminate ItWhere the Waste Lives—and How to Eliminate It

Revenue is what you chase.  And when it comes to running a pro�table,

resilient company, managing cost is not just about slashing budgets—it’s about eliminating waste,

tightening processes, and building operational discipline into every corner of your business.

Cost is what you control.

The truth is, most companies are leaking money in ways they don’t even see:

 Unclear roles

 Broken handoffs

 Redundant approvals

 Unnecessary inventory

 Repeat problems no one’s �xed

You don’t need more effort. You need better systems.

That starts with —the foundation for understanding what’s really going on inside your

operation. Before you can improve anything, you have to see it.

process mapping
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Chapter 5: Management of Change (or not) 

I Love Change - You Go FirstI Love Change - You Go First
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Navigating Organizational Changes

Effective change management is critical for maintaining quality and minimizing disruptions when implementing

organizational changes. The ISO 9001 framework provides guidelines for managing change, ensuring that changes are

planned, communicated, and executed in a controlled manner.

You were managing change long before ISO came along. ISO 9001 just requires it in an organized manner to ensure

everyone is on the same page—including the timing of the changes.

Although, I have also witnessed some forms that are several pages. Your call.

Changes could include:

Communicating Changes

Communicating changes effectively is essential to gain buy-in from stakeholders and minimize resistance. Clear

communication ensures that everyone understands the purpose, bene�ts, and impact of the changes. Use various

communication channels, such as meetings, emails, and training sessions, to keep stakeholders informed and engaged.

Evaluating the effectiveness of a change is crucial to ensure the desired bene�ts are received.

As simple 1-page form can do the job. The key is having the right managers participate.

 Creating a new Position for VP of Cyber Security

 Adding new tanks to production

 Changing the way we make our product

 Expanding our warehouse

 Changing a key supplier to ship from India directly to our Mexico supplier �rst.
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Figure 2. Management of Change Form

‘Managing’ change keeps it all organized and saves confusion and costly missteps.Conclusion: 

The below �gure is an example Management of Change Form, used to evaluate and document organizational changes.
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Chapter 6: Preventive Maintenance (preventing surpriseChapter 6: Preventive Maintenance (preventing surprise
bills) bills) 

Will It Work When We Turn It On Tomorrow?Will It Work When We Turn It On Tomorrow?
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Preventive maintenance is key to ensuring equipment reliability and minimizing costly disruptions. It involves regular

inspections, servicing, and repairs to prevent equipment failures.

Avoiding Major Breakdowns and Downtime

Preventive maintenance is a proactive approach to maintaining equipment and infrastructure, aimed at avoiding

downtime. By regularly inspecting, servicing, and repairing equipment, you can enhance reliability, reduce

maintenance costs, and improve overall ef�ciency.

Avoiding Major Breakdowns and Downtime

Preventive maintenance is a proactive approach to maintaining equipment and infrastructure, aimed at avoiding

downtime. By regularly inspecting, servicing, and repairing equipment, you can enhance reliability, reduce

maintenance costs, and improve overall ef�ciency.

Developing a Preventive Maintenance Plan

Developing a preventive maintenance plan involves identifying critical equipment and scheduling regular maintenance

activities.
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Figure 3. Preventive Maintenance planning matrix for equipment reliability.

Use historical data and manufacturer recommendations to determine maintenance intervals.  See the

below Preventive Maintenance planning matrix example for equipment reliability.
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Once per year, the production team and the maintenance team should get together and critique the PM program.

 Create a list of equipment to be PM’ed with the required preventive maintenance. Do the preventive

maintenance regularly. Keep records.

Conclusion:

Monitoring Equipment Performance

For critical equipment (the expensive ones), you may want to monitor (and graph) ‘up time.’ This can help you adjust

the preventive maintenance schedule, if necessary.

Make sure the technicians are trained and use the proper procedures and tools. Keep records to help you adjust future

schedules if needed.

Implementing Maintenance Activities
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Chapter 7: Job Descriptions 
The CEO’s Dilemma: Getting and Keeping Good PeopleThe CEO’s Dilemma: Getting and Keeping Good People
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One client said, “You don’t understand—around here we wear lots of hats.” To which I said, “ISO is

just asking you to name each hat and tell me who is wearing it.”

A quick true story: 

Roles

What are the job positions. Don’t think about your current people yet. Decide which jobs have to be done and then

name the jobs. Make a list. Then put humans in the roles (with a quali�ed back up).  Let's review an an Organizational

matrix showing primary and backup assignments for key roles below:

Figure 4. Organizational matrix with primary and backup assignments
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Responsibilities

For each job description, make a bullet list of responsibilities. This is what the job position must take care of each day.

Authorities

This what ‘I have permission to do.” Some positions can accept orders on behalf of the company. Some positions can

place purchases with vendors. Some can approve the quality of product, etc.    See a complete job description layout

that de�nes responsibilities, authorities, and competency requirements example form below:

Figure 5. Job description layout
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Training programs should ensure that each person in each position is competent (based on training, education and/or

experience), and we have records to prove it.

 The right people must be wearing the right hats. Each hat needs to have clearly de�ned responsibilities

and authorities. Then we need records (written proof) of each person meeting the competency requirements for each

position—this organization of tasks will create consistency and prevent people from ‘dropping the ball.’ This will help

you avoid costly mistakes

Conclusion:

Developing Training Programs
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Chapter 8: Controlling Processes
Our Very Own Treasure Map
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Understanding Business Processes

Effective process mapping is essential for identifying inef�ciencies and areas for improvement. It helps visualize

work�ows and ensures all processes are well-documented and optimized. It also makes sure we are all doing it “the

one right way.”

Creating Process Maps

Determine what are the keep processes for your business, such as:

 Quote and Order Entry

 Purchasing

 Engineering

 Order Ful�llment

 Manufacturing

 Shipment
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Figure 6. Sample process �ow showing quote to shipment process.

Identifying Key Areas for Improvement

Ensure all steps, inputs, and outputs are clearly de�ned. Understanding and visualizing business processes through

process mapping is a crucial step towards optimizing operations and reducing costs. Have lots of the members of the

department being mapped, review and correct the process map. You may even �nd some people disagreeing with each

other. This has to be resolved or it is costing us money (Variation is the enemy of quality).

Now visually map out every process. There are lots of tools available, I like Visio© (now part of Microsoft©). It is easy

to use.  See an example process �ow showing quote to shipment process below:
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Once the maps are created, the next step is to analyze them for inef�ciencies. Look for steps that add little or no value,

redundancies, and bottlenecks that slow down operations. For example, a process map might reveal that multiple

approvals are required for a simple task, causing delays and increasing costs. By identifying these issues, businesses

can develop strategies to streamline work�ows and eliminate unnecessary steps.   See a process �ow chart example

showing quote to shipment process below:

Effective process mapping helps identify inef�ciencies, bottlenecks, and areas for improvement, enabling businesses

to streamline work�ows and enhance overall performance.

Figure 7. Visual analysis of key operational processes 

Implementing Process Improvements
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Monitoring and Reviewing Processes

Assign a KPI (Key Performance Indicator) to every process. You must measure your progress – otherwise who knows.

Monitoring and reviewing process performance is essential to ensure that improvements are sustained over time.

Regularly update process maps to re�ect changes and continue to look for opportunities to enhance ef�ciency and

achieve long-term cost reductions.

Go through every step of every �owchart and ask “what is failure right here?” Then make sure you have backstops in

place to prevent the ‘failure’ from occurring. I did this with one client for the Quote and Order Entry process. One of

the steps was ‘did we receive the order or not after sending the quote?’ The quick answer is ‘failure = we did not get

the order (after quoting).’ The group re�ned it to ‘failure = not knowing why we did not get the order.’

Bonus: Failure Modes and Effects Analysis

 One client—a distributor—mapped out 4 key processes:A quick true story:

The �owcharts looked so good, the president sent someone to have them printed and framed. They hung them proudly

in the conference room.

A short time later, a large potential new customer came to visit and make sure they wanted to do business with this

distributor. During the introduction and pouring of coffee, they asked “what is all this” as they turned around and

pointed to the �owcharts. The president said, ‘this is how we run this business and how we are going to process your

orders.” The meeting quickly morphed into the decision makers of this large company examining the �owcharts and

side conversations saying, “we need to do this.”

 Quote and Order Entry

 Purchasing

 Warehousing

 Order Ful�llment and Shipping

Then their VP said, "We want to do business with you!”



Page 43

ISO 9001 for Pro�ts

Chapter 9: Product PreservationChapter 9: Product Preservation

Don't Want No Old and Slow InventoryDon't Want No Old and Slow Inventory
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Proper product preservation is essential for maintaining quality and minimizing costs associated with damaged or

obsolete inventory.

Ensuring Quality and Minimizing Inventory Costs

Make sure know exactly how much inventory you have. Use cycle counts or complete inventory counting. What is on

the shelf must match what is in the computer. Otherwise, we will make purchasing and/or manufacturing

misjudgments. Regularly review inventory levels and adjust ordering practices to match demand.

Implementing Preservation Measures

Use appropriate storage conditions and handling procedures to protect products from damage and deterioration.

Reducing Obsolete Inventory

Implement strategies to minimize obsolete and slow-moving inventory. Use sales and promotions to clear out excess

stock. If it is not moving �nd a way to get rid of it. Inventory is costing money!

Evaluating Effectiveness

Develop a KPI for inventory accuracy. When you perform inventory counting, ensure the inventory is still in usable

condition with good labels. Good labeling is essential for proper identi�cation and traceability.

 Implement inventory management systems to track stock levels and forecast demand. If inventory gets

out of control, it will add cost fast.

Conclusion:

 Protect from water damage

 Clear labeling

 Identify shelf life: especially for rubber products such as ‘O’ rings.

 Correct temperature

 Proper handling and movement

 Protective packaging (for storage and shipping)
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Chapter 10: Charts and Graphs (Analysis and Evaluation)Chapter 10: Charts and Graphs (Analysis and Evaluation)

What Data Is Worth TrackingWhat Data Is Worth Tracking
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Utilizing Data to Drive Continuous Improvement

Look at your whole business front to back. Decide what needs to be tracked. Remember ‘what gets measured gets

done.’ 

Making Informed Decisions through Analysis

You are keeping track of this data for a reason. Chart it and graph it so you can clearly see what it is trying to tell you.

Then use it to drive decisions.

 Determine what KPI’s will really track the business. Chart and graph the data. Use the data to drive

business decisions.

Conclusions:

Go back and review your process �owcharts where you have already assigned KPI’s. 

Now make a list of what you what to track.
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Chapter 11: Internal AuditChapter 11: Internal Audit

Nobody Is LookingNobody Is Looking
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Many internal audits are a worthless exercise to check a box for ISO 9001. Most clients ask, ‘what is the minimum we

can get away with?’ To which I answer at least once per year. They then reply that they want the shortest audit

permissible once per year. This is about as useful as a �at tire.

Purpose

We are telling the world we are ISO certi�ed – that we are functioning at a higher level. Internal auditing �nds where

we have gaps so we can close the gaps and truly function at a higher level.

How often do we audit

Internal audits are much more useful if they are broken up into various segments of the ISO standard several times per

year. I recommend ¼ of the ISO standard internally audited every quarter—this amounts to 4 internal audits spread

out over the year. This helps keep ISO top of mind for everyone.

How deep do we dive

Each audit should have a checklist covering all the ISO requirements for the areas being audited. Make sure you get

several pieces of evidence for each requirement. Take a snapshot of the evidence if possible and paste it into the

evidence column of the checklist. This will help the auditor write the report and show executives the evidence of

things being done right!

 The purpose of internal audits is to �nd gaps so that we can use corrective actions to close the gaps. If you

promote internal audits as a tool to �nd and close gaps, it will go much smoother. As an executive, welcome the

�ndings and support the positive nature of making improvements.

Conclusion:
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Chapter 12: Management ReviewsChapter 12: Management Reviews

A Calibration of Our Executive Brains
A Calibration of Our Executive Brains
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Mangers meet all the time. So why does ISO require yet another meeting?

Purpose

ISO 9001 requires management to meet regularly to cover the list of de�ned items. Once per year is the accepted

norm, but some do more. I recommend every 6 months for full coverage of the list de�ned in the standard.

ISO requires top management to evaluate the performance of the entire Quality Management System to ensure it is

‘suitable, adequate and effective’ or in other words – is it working for us AND in strategic alignment. Strategic

alignment is asking if the QMS is helping us reach our strategic objective(s). Normally, some adjustments are needed.

This is where the action items are needed.

This meeting gets all the managers together—and makes sure we are ALL on the same page with:

And of course there are other areas to cover.

 Progress from the last meeting

 Updating our Objectives (Goals)

 Reviewing Customer Satisfaction

 Checking on the Status of Nonconformances & Corrective Actions

 Updating Risk Assessment

 Making a NEW list of Action Items
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Figure 8. Sample management review action item tracker 

This list needs to be emailed to each of the managers at least once/quarter. Otherwise, you will get to the next

management review and hard-working managers we have forgotten about the required action item (out of sight, out

of mind). Keep the list in front of the managers.

 What is you put Management Review on Steroids, what would happen?Conclusion:

The most important part of the management review is the list of action items for the various managers based on

decisions made in the meeting.  See an example of a management review action item tracker with responsible parties

and due dates below:

Action Items
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Conclusion of Part II: Costs

By effectively managing costs through , businesses can signi�cantly reduce expenses and

improve operational ef�ciency. By utilizing the ISO 9001 frameworks, organizations can streamline their operations,

minimize waste, and avoid costly disruptions. This strategic approach to  directly contributes to their

.

process optimization

reducing costs

bottom line
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Part III | Pro�tsPart III | Pro�ts
This Isn’t About Margins. It’s About Momentum.This Isn’t About Margins. It’s About Momentum.

When most business owners think about pro�t, they think about what’s left over. What’s left after payroll,

materials, rent, overhead. What’s left after the chaos. After the scramble to deliver, �x, catch up, and push

through.

But that’s not how high-performing businesses think about pro�t.

To them, .pro�t isn’t a leftover—it’s a product of the system
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Chapter 13: Quality Isn't FreeChapter 13: Quality Isn't Free
There Must Be 'P' at the Bottom of the P&L StatementThere Must Be 'P' at the Bottom of the P&L Statement
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Leveraging ISO 9001 for Growth and Sustainable Pro�t

Sadly, many organizations implement ISO 9001 as an expense rather than an investment.

This is an investment. Executing improvement projects involves developing detailed improvement plans with clear

objectives, timelines, and responsibilities. Use project management tools to track progress and ensure successful

implementation.

Linking Quality Management to Financial Performance

Quality management plays a crucial role in ensuring �nancial solvency by driving operational ef�ciency, customer

satisfaction, and revenue growth. As small organizations become larger, they have to install more structure. ISO

provides a lot of useful structure.

Linking quality management to �nancial performance is crucial for ensuring long-term business success. High-quality

standards drive operational ef�ciency, enhance customer satisfaction, and ultimately improve pro�tability.

ISO 9001 provides a structured approach to integrating quality objectives with �nancial goals, creating a solid

foundation for pro�ts.

Ensuring Long-Term Business Viability

Ensure quality objectives support overall �nancial goals, such as pro�tability, cash �ow, and return on investment. Use

KPI’s and tools like balanced scorecards to track and report on quality and �nancial performance.

Quality management impacts �nancial performance in several ways. It reduces costs associated with defects, rework,

and returns.

Quality management enhances customer satisfaction, leading to increased sales and repeat business.

Building a business case for quality involves developing a compelling argument that demonstrates the value of

investing in quality management. Use �nancial metrics, to prove the Return on Investment (ROI).
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Chapter 14: Let’s Keep Improving (Pro�ts)Chapter 14: Let’s Keep Improving (Pro�ts)

ISO Requires Continual Improvement of the QMSISO Requires Continual Improvement of the QMS
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Use methodologies such as Kaizen, Lean, and Six Sigma to drive continuous improvement. Train and support people

with these tools. Celebrate each success.

Use data analysis, customer feedback, and employee suggestions to identify areas for improvement. Implement the

actions with clear objectives, timelines, and responsibilities.

I normally start audits by asking management for a list of improvements in the last year. At �rst the answers come

slow, then the �ood gate opens. You were improving long before ISO came along.

Embracing a Culture of Improvement

Each of those changes might seem small, but over time, they add up. Minutes saved become hours. Errors avoided

become returns not issued. And when your entire organization gets into that rhythm, pro�t improves without you

having to sell harder or spend more.
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Conclusion of Part III: Pro�ts
Pro�t Is the Outcome of Discipline.

You stop depending on a few “rockstars” to pull the company forward.

Pro�t isn’t magic. It’s not luck. And it’s certainly not the result of last-minute heroics at the end of the quarter. Pro�t is

built. On purpose. With intent. And the businesses that consistently generate it—the ones that grow year over year,

that weather downturns, that command respect in their industries—aren’t chasing gimmicks. They’re following a

system.

You start seeing pro�t not as a goal, but as the  of a business that knows where it’s going, how it operates,

and how it learns.

natural result

Here’s the truth: ISO 9001 isn’t just about compliance. It’s not paperwork or checklists. It’s a roadmap for how to

operate a smarter business—one where quality, performance, and pro�tability are linked.

When you align quality with your �nancial goals, when you make continuous improvement a habit—not a project—you

unlock a level of performance that your competitors can’t touch.

You stop solving the same problems over and over.

This comprehensive guide will enable you to transform your quality management system into a dynamic engine for

pro�tability. By  into your business strategy, you can achieve superior �nancial

performance while delivering exceptional value to your customers.

integrating ISO 9001 principles

It really works!
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Thank you for reading. I wrote this book to make ISO 9001 work for your

business, not just your registrar. Keep building. Keep improving. Pro�t will

follow.

— John F. Graham
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NEXT STEPSNEXT STEPS
Where Do You Go From Here? Where Do You Go From Here? 

If you’re ready to get more from your ISO 9001 system—not just the certi�cate—let’s take

the next step together.

 Visit  for more information on how we can help your business.HoustonISO9000.com

 Connect with John F. Graham on LinkedIn: 

https://www.linkedin.com/in/johnfgraham/

 Schedule a 30-minute consultation: HoustonISO9000.com/contact-us

 Follow us on LinkedIn:

 https://www.linkedin.com/company/houston-iso-9000-consulting

https://www.houstoniso9000.com/
https://www.linkedin.com/in/johnfgraham/
https://houstoniso9000.com/contact-us/
https://www.linkedin.com/company/houston-iso-9000-consulting



