Introduction
Peter Rogers started Mango over a decade ago, and I joined him a year or so
later. For several years it was just the two us, working from a few PCs in a
converted garage in the suburbs. We had a handful of customers (most of
whom are still with us), a really brilliant programmer (also still with us) and a
strong belief in our product (absolutely still with us).
Over the last 10 years our customer base has grown significantly, not just in
sheer numbers, but also in size, location and in the types industries they
represent. We've brought in partners from all over the world so that we can get
Mango out to more people. We've taken on many new staff, too, to help us with
customer support, programming, marketing and implementation. To be a part
of the growth and development of Mango has been an incredibly rewarding and
positive experience.
While this kind of growth is wonderful, it does bring many potentially negative
issues with it. How do we make sure that all of our customers around the world
receive the type and level of support that they need? How do we ensure that
all of our partners have the marketing know-how and information that they
require? How can we best manage the risks that we face? How do we continue
to improve what we have? How do we keep on top of it all? Growing pains can
negatively impact customers, and nobody wants that.
Peter and I have always been Quality Management System (QMS) people. We
strongly believe that there is nothing better than a QMS for managing
organisations. A QMS is the framework that helps you deal with strategy, risk,
processes, leadership and a whole slew of other necessary and valuable things.
Since Mango's beginning we have used QMS tools every day, but somehow
we'd never quite formalised what we were doing. We also wanted to
understand the issues that organisations face when they start on the journey
towards ISO 9001 certification. And because Mango is a tool that helps
organisations manage their QMS, we thought it was high time that we got
Mango ISO 9001 certified.
So we did. And because we want you and your organisation to enjoy the
benefits of a QMS, we documented our process and told the story in a series of
biogs, which we have put together here in this eBook.
This eBook is split into 3 sections.
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Part 4: Process Approach
The fourth QMS principle is process approach.
The Process Approach is a hugely important principle of a quality management
system. The ISO 9000 standard goes into great detail about what the process
approach is, what the benefits are, and possible actions that you can take to run
your organisation using this tool.
This approach is the bedrock of the ISO system, and with very good reason - at
its core, it's all about recognizing that business activities are best understood
and managed as interrelated processes. And not only is it an important
approach to use when you implement your system, but it's also vital to use it
when maintaining your system.
Despite being around for many years, the process approach is still quite a
revelation to many management teams. In my experience most businesses use
a combination of three different management styles to transform inputs into
outputs for their customers. First, there's the "This Fire Needs Extinguishing
Right Now" method for those who like to wing it on bursts of adrenalin and
diminishing customer satisfaction. For those who are a little more proactive,
there's the second approach, what I call "My Scatter Gun Is Locked and Loaded".
This is where processes in the business are kinda sorta dealt with, but only in a
haphazard, half-arsed way (often as a result of putting out those pesky fires).
Then for the empire builders there is the third approach, the Silo Method, where
everyone proudly wears t-shirts that say "My Department Is Just Fine and That's
All That Matters".
Needless to say, these approaches may be common, but they leave a lot to be
desired in terms of effectiveness. I'm not overstating it when I say that the
process approach is by a country mile THE best way to organise and manage
what you do.
The process approach will give you transparency. It will bring significant gains
in efficiency. It will provide you with consistent results. Your team will enjoy
clarity and a feeling of ownership. Your customers will love the effect it has on
their experience. And naturally, all of that will make the shareholders and
owners of the business very happy indeed.

Page 13 of 95

The process approach will give you
transparency. It will bring significant gains in
efficiency. It will provide you with consistent
results. Your team will enjoy clarity and a
feeling of ownership. Your customers will love
the effect it has on their exoerience.
When you start getting into it, it's likely that you will be staggered by the sheer
number of processes that need managing and perhaps documenting. Taking
inputs and turning them into outputs doesn't happen with the wave of a magic
wand. There's the design process, the measurement process, the internal
auditing process, the delivery process, the training process, the distribution
process, the customer communication process, the monitoring process, the
traceability process, the complaints process, the market research process... and
dozens and dozens more. To add to the fun, the output of one process often
becomes the input of another. The processes contained in even a small
business are numerous and complex.
As great as it is, there's no mistaking that using the process approach is a hefty
undertaking. There will be much discussion and debate, and lot of back-and
forth with differing ideas and viewpoints. You'll go to a lot of meetings. You'll
talk to a lot of staff. You'll listen to a lot of staff. Many hours of your day will
be spent mapping out the many dozens of processes that your organisation is
built on. It's important work that requires commitment and energy.
Good results from using the process approach will surely come, but how to
manage the complexity? In a word - flowcharts. Flowcharts will be your new
best friend on this journey. They are an elegant and useful piece of design.
Whether your business is large or small, flowcharts will enable you to take
control of your processes. They will simply and beautifully illustrate what would
otherwise take many paragraphs of dense text to understand. They will enable
you to get to the core of problems. They will make your organisation lighter on
its feet. I can't say it strongly enough - there really isn't a downside to getting
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Part 5: Improvement
The fifth QMS principle almost goes without saying - continuous
improvement.
I write "almost", because for many businesses, compliance is what they think of
when they think about QMS. It's the activity that gets the resources, the
attention and the time. For many, continuous improvement is what gets fitted
around the edges of compliance. The bit that gets tackled last, energy
permitting.
I can understand how this has happened - auditors, policy makers and Boards
often have a do-or-die focus on compliance. There are many more standards
and regulations now, and much more legislation than even just a few years ago.
I recently travelled through Australia, South Africa and the United Kingdom
meeting both potential and existing customers. Time and again these quality
professionals told me that their companies are spending way too much time on
compliance and not nearly enough time on improvement. It's a world-wide
trend.
Some of you are probably thinking that focusing on compliance is surely a good
thing, right? Aren't we supposed to be ticking boxes? Attending to checklists?
Making compliance a priority? In a word - no. Most of the efforts around
compliance are non-value-adding for the customer. Yes, non-value-adding.
And all of this "busy" non-value-adding work stops the very things that do
create value - namely, improvement initiatives - in their tracks. And that's a
big problem.
Quality management should be all about the customer, always. How do you
satisfy your customers, and continue to satisfy them?
By formatting
spreadsheets? By making sure your certificates are hanging on your wall? By
tidying up your filing cabinet? Of course not. Only continuously improving
what you do to keep your customers - and thus shareholders - happy.
Improvement is what really matters. Improvement is fun. It's stimulating. It's
satisfying for you and your customers. Compliance is none of these things.
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Improvement is what really matters.
Improvement is fun. It's stimulating. It's
satisfying for you and your customers.
Compliance is none of these things.
Quality Managers need to commoditise their compliance efforts and focus
more of their efforts on improvement. Commoditising means to design the
compliance tasks in such a way that anyone can do them. Make it so that
compliance doesn't rely on you because you've got much more important fish
to fry. By spending less time on compliance and more time on improving
processes and systems, you'll see improved productivity and increased profits.
Quality Managers need to look for problems and then try to solve those
problems. You need to get yourself into a prevention mind-set. I love this
quote from quality thought-leader Phil Crosby: "Why spend all this time finding,
fixing, and fighting when you could have prevented the problem in the first
place?"
Recently I ran a webinar with Ian Hendra on an alternative approach to internal
audit. The traditional, confrontational approach (copied from the external
auditing model) is true compliance, with not a lot of good improvement
activities in the mix. Ian's approach uses a DIME sheet to manage compliance
and then to run separate improvement projects to solve the big problems. This
puts improvement back in the centre of things where it belongs, and reduces a
manager's compliance burden by replacing months and months of auditing with
a single, annual, one-off activity. Have a look at the webinar to get a clear
understanding of the value of a DIME, and seriously think about changing the
way you do auditing.
The compliance versus improvement philosophy hit home to me when I worked
for as a Director of Quality for an electronics company owned by a Japanese
multinational. The Japanese CEO would say to me, "Craig you have very
beautiful documents that describe your quality system. We don't care for that.
We want better quality. We want happy customers. We don't want software
bugs. We want a big improvement." This pep talk snapped me out of
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Part 6: Evidence-Based Decision Making
The sixth principle of a quality management system - evidence-based decision
making - is a tricky one to get right.
We all know that decisions shouldn't be made on information plucked from the
air. We all know that gut-based decision making in business is probably a bad
idea. We also know that decisions based on personalities are unlikely to be the
best.
And yet, when I visit or audit companies, evidence-based decision making is the
decision making tool I am least likely to see, and by quite a significant margin.
When you consider the hundreds of decisions that are made every single day
by workers, management and Boards, that's a lot of scope for getting things
wrong, or at the very least, not getting things as right as you could. It's so very
easy for businesses to eventually find themselves in an unproductive cul-de
sac, wondering how on earth they arrived there. Well, unfortunately that's the
cumulative result of many thousands of decisions made with poor information,
gut-instinct or around personalities. You reach a dead-end many miles from
where you were aiming.

It's so very easy for businesses to eventually find
themselves in an unproductive cul-de-sac,
wondering how on earth they arrived there.

Creating a culture of evidence-based decision making isn't easy, and ISO
recognises this:

9000
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Deming

Part 8: Clauses 0.1,

0.2, 0.3, ,, 2

and 3

I know what you're thinking - who on earth takes any notice of clauses 0.1 to
0.3 and 1 to 3 in ISO 9001:2015? Surely they're just unnecessary padding, like
the foreword to a book or the editorial in a magazine? Shouldn't I just fast
forward to where the real action begins, at clause 4?
Sure, you could do that - and certainly in my experience most people do - but
overlooking clauses 0.1 to 0.3 and 1 to 3 is not like merely skipping the opening
credits to a movie. It's more like missing the first third of the movie. The first
third of the movie is where all the necessary, important stuff is. It's where the
fundamentals of the story are laid out, where all the characters are introduced,
and where all the groundwork is laid. Movies are structured like this so that
you will understand what is going on when the actions heats up. ISO is just the
same.
Read all of the clauses prior to 4. Then re-read them. Think about them till you
really get it (a good way to know if you've really got it is to try and explain the
gist to someone else in your own words. Better buy that person a coffee and a
muffin before doing this, though).

Understanding these clauses is going to give
you a rock-solid basis from which to manage
the whole certification process.
Believe me, it will not be time wasted. I'll wait here while you do that.
Done? You really gave it a lot of time and considerable thought? Excellent!
Now here are a few more things that may or may not have occurred to you while
reading those clauses.

Clause 0.1 General

This clause contains an overview of the strategic decision to implement a QMS,
the benefits of a QMS and the fact that the standard can be used by both
internal and external parties.
In addition, here are some issues you need to consider when planning your
QMS:
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Part 11: Clause 5.2 Policy
When building a house, what's the most important thing to get right? The
walls? The windows? The roof? Of course, all of these aspects are very
important to the finished product. A house with shoddy walls, windows and
roof isn't going to be comfortable to live in for very long. However, you can
spend a lot of time and money sourcing the world's best-designed, highest-spec
walls, windows and roofs, and still have them perform poorly because you
haven't got your foundation right. It's the foundation that's of vital importance,
because everything else is built upon it. Skimp on your foundation and your
walls won't be plumb, your windows won't be weathertight and your roof will
leak. Get your foundation wrong and you have created a cascade of future
problems for yourself. On the other hand, get your foundation right, and
you've given everything else the very best chance of succeeding.
The same goes for your QMS.
One of the first and most important documents you will create in a QMS is a
Quality Policy. A Quality Policy is a document that is established, implemented
and maintained by the top management of an organisation. The policy must
align with the overall purpose and context of the organisation and be formally
communicated to all staff.
The Quality Policy is the foundation of your whole system. It's what your whole
system will be built on. The policy should clearly communicate the intentions
and the strategic direction of the company. Its role is to create one clear vision
so that everyone understands the objectives and strategic direction of the
organisation. And it had better do this, because it's from the Quality Policy that
everything else contained in the entire system will flow.

The Quality Policy is the foundation of your
whole system. It's what your whole system will
be built on.
Here's an example of what I mean - this graphic displays a document structure.
The Quality Policy is at the top of the documentation hierarchy because it's the
foundation document from which everything else is created. Objectives will be
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Part 13: Clause 6.1 Actions to Address Risks and
Opportunities
Over the years there have been many changes and additions to ISO 9001. In
my opinion some have been, at best, neutral (see: all of ISO 9001 : 2008), while
others have been potentially extremely useful game-changers (see: ISO
9001:2015 clause 4, the Context of the Organisation).
Clause 6.1 is one of those changes that falls into the potentially-very-useful
game-changing category. Prior to this change, ISO 9001 didn't even address
the issue of risk. Not once. Not even to perpetuate the view that risk is nothing
more than a dangerous grab-bag of big, scary negatives.
ISO 9ooi's new approach to risk is well-fleshed out, usefully structured, and
much more reflective of what risk actually means for your organisation. ISO
9001 recognises not only that risk exists and that it poses challenges for
organisations, but also that it presents organisations with many potential
opportunities. Like community worker Bangambiki Habyarimana said in his
book The Great Pearl of Wisdom, "Opportunity and risk come in pairs".
Here at Mango we've had to change our mind-set around risk, too. Our
business mentor John Barr convinced us not to see risk as a negative chore to
be waded through several times a year. Rather, he encouraged us view risk as
something positive: he told us to "Celebrate risks. Celebrate weaknesses". Risk
is not just where you'll find the things that could bring you down. Risk is also
the place where you'll find a myriad of opportunities that can lift you up.

Risk is also the place where you'll find a myriad
of opportunities that can lift you up.
Let me give you an example. Let's say that in your business that you don't have
particular product that some of your customers have stated a need for. Without
this product you risk losing those existing customers. Even worse, without this
product you risk being unable to attract new customers. Without this new
product the risk to the health of your business is definitely there. But - and it's
a big but - your customers' new need also presents an opportunity. If you
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per month is realistic.
challenging.

But at the same time, the objective needs to be

Timely - Objectives need to have a timeframe. You can't just say "we will
achieve 50 qualified leads", you need to define the time period that you will
achieve this by. Is it over a quarter? Annually? Monthly? This needs to be
clearly defined.
You may be asking yourself, "how do I come up with a relevant objective?'" A
good place to start is looking into audit non-conformances and customer
complaints. This will help you identify areas for improvement.
Now you may be wondering, "how many objectives should our organisation
have?" The answer to this depends on the size of your organisation. It's
important that you don't put multiple objectives in place for each department
otherwise it makes it hard to focus. Some companies like to have one objective
per department. Others like to have 2-3 per department (one short-term goal,
one mid-term goal and one long-term goal). If this is the style you choose to go
with then it's important that you celebrate the victory of achieving short-term
goals as this will increase motivation in employees when they realise that
achieving objectives is possible.

It's important that you don't put multiple
objectives in place for each department
otherwise it makes it hard to focus.
s

Here at Mango we have
departments - Sales, Marketing, Support,
Development and Accounts. As each department strives to achieve different
goals, we decided to create one objective per department. So in total we have
objectives. Each objective must be relevant and at the same time enhance
customer satisfaction and the quality of the product/service that your company
offers.

s

One area where many companies struggle is in effectively communicating
objectives. If you want to achieve your objectives then communication to all
staff is crucial! One great way to do this is to hold a staff meeting.
The following should take place in this meeting:
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Part 15: Clause 7., Resources
In the 2008 version of ISO 9001, the clause relating to resources was a paltry 31
words long. Titled "Provision of Resources", it only required that an
organisation provide resources to maintain and improve its QMS and enhance
customer satisfaction. That's it. Now that's really broad. You could drive a bus
through that. So as a customer and as an internal auditor this clause was
something that I took for granted for years. I took it for granted because
resources are just resources, aren't they? It's really hard for the auditor to prove
that more resources are needed. They need to have a very sound case to prove
that.
In the latest 2015 version of ISO 9001, the resources clause has been given a
make-over and now has some meat behind it.
Let's break the 2015 version down into its constituent parts:
The general clause (7.1.1) covers the same as before. It's about the provision of
resources, but now also points to the need to consider the capabilities and the
constraints on internal resources and the needs of external providers.
The people clause (7.1.2) ensures that the organisation determines and
provides personnel to implement a QMS and to operate and control its
processes.
The infrastructure clause (7.1.3) ensures that the organisation determines and
provides infrastructure for the operation of processes and to achieve
conformity.
The environment for the operation of processes clause (7.1.4) ensures that
the organisation determines, provides and maintains an environment necessary
for the operation of its processes and to achieve conformity.
The clause 7.1.5 Monitoring and measuring resources looks after measuring
devices, calibration and measurement traceability.
So far these clauses are pretty much a rehash of the previous standard. Here
at Mango we use the PPE/ltems modules for managing critical equipment, the
workplace, the infrastructure and other tools. Mango makes this really easy.
The really interesting clause in 7.1 is 7.1.6 Organisational knowledge. This
clause has some headaches. I have seen a couple of external audits from
Certification Body auditors where the auditors have had differing views on
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Part 17: Clauses 7 .5 Documented Information
Since ISO 9001 first became a standard back in 1987, one of its most debated
issues is the number and type of documents that the standard requires.
Where documentation is concerned, most people have erred on the side of "too
much ain't enough". These days it could be argued that the standard is used as
a rationale for documenting everything single little thing. Just in case, you
know? Just like everybody else, right?
Consultants have had a field day in this environment, making millions of dollars
from creating a blizzard of policies, procedures, forms, checklists and
templates. Consultants have an interest in creating more documents because
for them, that's money in the bank. Consultants then get to have a second crack
when they regularly audit the same documents. If non-conformances are found
then they demand that more documents be created to meet another part of the
standard. It's a never-ending pile-up of more and more documentation.
Over the years many critics have slammed ISO 9001, arguing that achieving
certification is simply a documentation exercise. And it's easy to make this
point - some companies do indeed create and maintain literal rooms full of
documents, their justification being that the standard itself demands it. It could
be argued that the standard is its own worst enemy.

I firmly believe that the madness around
documentation is the reason why ISO 9001
hasn't become more popular.
According to ISO over a million companies have been certified... but that
number is tiny compared with the potential number that could be certified.
Organisations are reluctant to sign up to creating a paper tsunami, judging that
the gains to be made simply aren't worth it.
Certification bodies have a case to answer here, too. Such bodies demand that
documents be created so that you can pass an audit. Just today a
manufacturing client of Mango was asked by a certification body to rewrite its
manual to meet the clauses of the standard. What value does this bring to the
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Part 18: Clause 8.1 Operational Planning and Control
So far in this eBook I've mostly talked about very high-level processes. They're
what's covered in clauses 4, 5, 6, and 7, and are the "Plan" part of the Plan-Do
Check-Act (POCA) cycle. It's the big picture stuff, the laying of critical
foundations. But of course, in every certification process there comes a point
at which you have to deal with the detail - the "Do" part of the POCA cycle.
Capturing exactly how your company controls the internal processes that it
uses to provide products and/or services to customers is key to running a
successful QMS.
So, back in clause 4-4 you determined what your QMS will look like. Now, for
clause 8.1, you'll be getting specific and adding lots of detail.
The first step is to decide exactly what it is that you want to capture. In other
words, what criteria are you going to use for determining the processes are
under control? There aren't any particular criteria listed in ISO 9001 for you to
adopt, but some criteria that are commonly used are appearance, dimensions,
completeness, performance or customer satisfaction. Depending on the needs
of your particular business there may be more.
Whichever criteria you choose, there are two important things to consider
when making your decision - first, remember to keep the customer firmly at
the forefront of your mind. Everything you record, measure and analyse should
be for the betterment of the customer in the long run, and the criteria you
choose are critical to this. And second, the more information about processes
that you capture, the better and more robust your system will ultimately be.
Make sure that the criteria that you choose allow you to capture enough
information to be useful.
Once you've decided on criteria, the next step is to look at the resources that
are required and spell that out. Who does what? What equipment do they use?
What training is required? And so on.
Finally, look at what kind of documented information you will need to
confidently show that the processes have occurred and that also prove
conformity of the product or service to your requirements. Again, you decide
this, as well as the amount of documentation that's required. Don't go
overboard with this though.
A tsunami of documentation will be
counterproductive.
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Part 23: Clause 8.6 Release of Products and Services
Despite the title of this clause, 8.6 really is about how you inspect and test your
product or service before giving it to your customer.
The standard talks about "planned arrangements ... to verify that the product
and service requirements are met". What this means in everyday English is that
you decide what inspection and testing you will do to ensure the product or
service is good enough for the customer.
During the production of your product or service you need to put some checks
(maybe quality control points) in place to ensure that you meet your plans, and
to assure yourself that what you are giving the customer is what they want.
The easiest way of doing this is to look at your production (or service delivery)
process and determine the key stages that you use. Then look closely at the
points in the process where you do quality checks (or inspection points).
These points are the key parts of the "planned arrangements".
Then you'll need to determine what records you'll keep to prove that the
product or service has passed or failed the quality checks. In addition, work out
which person (or persons) will decide whether the results have passed or failed.
Further, identify any equipment you use to determine if the product or service
has passed or failed, because that equipment may need calibration.
For example, here at Mango we do extensive inspection and testing of the
product before it is delivered to the customer. The inspection and testing starts
right upfront when we review the requirements documents to ensure that they
are correct. Next the developers do code reviews and peer reviews of each
other's work. Then they do developer testing of the software. This is followed
by in-house testing by a support tester who confirms that the product is
acceptable for the customer. Due to the complexity of software, it's just not
feasible to test 100% of the code - instead, the testing programme must be
extensive enough to cover the code, but at the same time it can't take days and
days to test. Recording test results all along the chain is vital to the integrity of
our product and therefore to our business, so senior staff have given our
developers and testers extensive training on how to test and record results. The
whole process is documented in our Quality Manual, and each group uses a
different tool to keep records. The developers record their test records in a
product called Mantis, and the support tester has a test plan and records of that
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Part 30: Getting Certified to ISO
Audit

9001:2015 -

the Stage 1

You have created your QMS and you have your Certification Body all signed up
and ready to go, now is the time to book in your Stage 1 audit.
Stage 1 is where the Certification Body (CB) confirms that you are ready for the
full audit. The CB checks that you have in place all the required processes,
related procedures and that your resources are ready.
Most CBs recommended that this Stage 1 audit is conducted on your site.
However, if the CB already has experience of you and your industry, then this
audit could be done offsite.
During the audit the auditor will review your scope of the management system.
They will obtain information on your organisation's processes and operations,
the equipment being used, the levels of control that you have established as
well as any applicable statutory or regulatory requirements.
Your internal audits and management reviews will be evaluated to ensure they
are being planned and performed.

The CB will determine the overall level of
implementation of the quality management
system and will decide if you are ready to move
forward with the Stage 2 Certification Audit.
They will the review the allocation of resources and details for the next phase
of the audit.
The CB will give you a Stage 1 report to outline the state of your readiness for
Stage 2. They will identify any areas of concern that could be classified as
potential non-conformance during the Stage 2 Audit.
The Stage 1 audit is much shorter in duration than Stage 2. The audit will usually
be carried out in one or two days. If you have more than one location, the audit
would usually be carried out at your head office location.
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