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Symptoms: 

 
Procedure waste indicators include:  

 Not used, do not match practice no longer relevant; 
This includes companies that abandoned the IATF 16949:2016 requirements at 
transition to fall back to ISO 9001 only – their QMS still had legacy auto requirements 
that were no longer needed but cost time to keep up. 

 require us to do things ($) and we don’t know why; 

 not used for training; 

 are confusing; 

 multiple Procedures and Work Instructions have last revision over 10 years back. 
 
The above cost time and money plus encourages mistakes.  
 
The intent of every Standard is that you look at your system of Procedures, Work Instructions, 
forms and practices each year to implement improvements. The ISO 9001 Standard is more 
vague than the higher Standards. It is largely up to the company to come up with what works for 
them. Observed best practices that fit the needs are intended to be woven into the system. 
 
How did we get here? 
 
Mature systems no longer fit what we do and how we do it:  
 

 The authors are no longer with the company, continuity and reasons why were lost 

 Multiple revisions to the Standard over the past decade; we did enough to keep our 
certification but in haste, did not update or clean up the Procedures and Work 
Instructions  

 Some QA Managers take ISO off on their own tangent to add to their job security and 
baffle the masses. Hint: when your process flowchart has more than 24 items with 
arrows in every direction – it is unusable.  

 
Consultants - 
 
Four times in the past two years I followed a consultant that put processes in place that were 
overkill with a high cost to maintain. The consultant put in a QMS that would fit a heart valve 
manufacturer when the company was just a small make-to-print shop. The worst was the ERP 
supplier who tried to expand into ISO 9001. The result was an implementation attempt that 
would fit a larger company making proprietary critical products. The system required PPAPs, 
PFMEAs and more that did not fit a small ISO 9001 CNC job shop. The company was left 
confused, frustrated, had an unusable system and were five figures shorter on cash. For less 
money, we wrote a fully conforming, custom, simpler system that fit their needs, did not require 
a person to be hired to run it, we did the Internal Audits, ran the Management Review Meeting 
and assisted throughout the Registrar’s audits. If you use a Consultant, pick one that has sat on 
both sides of the audit table multiple times. (but not at the same time: please, no conflicts of 
interest!) 
 



If you have the experience to pick the best of multiple options to satisfy a Standard’s 
requirement and time available in house then you do not need a consultant. The right consultant 
will teach, coach, provide options and insights to best practices that fit your company. 
 
The Certificate checks the box - 
 
Some put in a minimal system to only do enough to meet the certification requirements of their 
customer(s). These folks have left money on the table. The QMS, certified or not, is there to 
drop the risk of bad parts going to the customer. At risk is not just the loss of a customer but 
heaps of liability if the not-to-spec part injures somebody or something. Yes, a compliant quality 
system can open doors to new business but an effective one can help offset costs of increased 
documentation as well as lowering risk.  
 
Good process documentation can help eliminate or reduce wastes associated with:  

 Liability 
 Rework 
 Returns 
 Injuries 
 Complaints 
 Delays 
 Expedited freight or the related line shutdown chargebacks  
 Worker Comp claims 

 
What to do? 
 
The choice is that of the company’s leader: do you simply want to wave the ISO/AS/IATF flag or 
do you want a living method to improve the QMS and often times protect or grow the bottom 
line?  Direction is required or decrepitation is possible.  
 
Asking my Process Owners to own and thereby review their Procedures and Work Instructions 
every two years seemed to work well. We fixed Travelers after the order was run and correction 
was noted (initialed & dated: always). If your system has a great many issues and staff is 
already stretched: the right consulting company can rewrite the Procedures for/with you. When 
satisfied, the consultant and associated cost then depart. 
 
 
The above ideas are the author’s opinion and not necessarily those of Manufacturer Solutions, LLC or the 
publisher.  


