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ISO certification.  
Do those words cause a 
knot in your stomach? Do 
you have a client who has 
insisted that you get certified 
to keep their business? Are 
you missing out on high-
paying work because you 
aren’t certified? Are you 
worried that the time and 
costs of getting certified are 
too great?

You’re not alone. More than 
one million companies have 
faced these same questions 
and have determined that 
the benefits of certification 
more than justify the costs. 
After careful examination, 
you’ll probably come to the 
same conclusion.

Introduction



The benefits of ISO certification

Improving company and product quality. 
Quality is the name of the game. Once you’re 
certified, you’ll have standardized processes 
in place that ensure that you’re producing the 
highest quality products possible.

Satisfy customer requirements. Customer 
demands for certification are probably 
what made you consider the idea in the first 
place. Getting certified will help you satisfy 
those demands and maintain your customer 
relationships.

Earn more work at higher pay. How many 
jobs do you miss out on because the customer 
requires a certified partner? Certification will 
allow you to bid on those jobs with confidence.

Improve employee satisfaction. Certification 
isn’t just for your customers; it’s also for your 
team. Certification means you have a well-
defined process in place. Each person has a 
specific role and the expectations of that role 
are very clear. Your employees will understand 
their responsibilities and can focus on doing 
the best job possible.

Streamline demands on management team. 
Finally, you and your management staff can 
breathe a little easier because you’ll know 
that every part or product is being produced 
exactly according to your high-quality 
standards. Customer issues, production errors, 
and other frustrating complications will decline 
dramatically.

ISO certification isn’t about having a piece of paper that says you meet specific 
criteria. It’s about transforming your business so you can provide better-quality 
products and service to your customers, increase customer satisfaction, and 
continuously improve your organization. Some of the biggest benefits to getting 
certified include:

IMPROVING  
company and  

product quality

SATISFY  
customer requirements

EARN MORE  
work at higher pay

STREAMLINE 
demands on 

management team

IMPROVE  
employee satisfaction



Training

Document 
Creation

Pre-Assessment 
Audit

Certification

Ongoing 
Certification 
Requirements

1

2

3

4

5

STEP

STEP

STEP

STEP

STEPThe Process



Certification challenges

TIME
How quickly do you need the certification? 
Granted, sooner is almost always better. 
However, you may need to strike a balance 
between cost and time. Can you afford to 
stretch the process out? Or do you have a 
customer that wants you to be certified as 
soon as possible? Are you at risk of losing the 
business if you don’t get certified quickly?

Put a deadline on the certification process. If 
you have a timeframe in mind, you’ll be able to 
make a more informed decision when it comes 
time to choose certification vendors. Some can 
get you certified quickly. Others...not so much. 
Knowing your deadline will help you make sure 
you pick the right vendors for you.

COST
Cost is the other major variable. You can find 
consultants and trainers at nearly every budget 
level who can help you get certified. You’ll have 
to determine for yourself what your budget 

is. Often, budget and time go hand-in-hand. 
You can find consultants that will be extremely 
hands-on and push the certification process 
along at a fast clip. Those usually cost more 
than consultants who are less hands-on and 
work at a slower pace.

You could also designate an in-house employee 
to manage the process. As we’ll discuss later, 
though, that may not end well and could 
actually be the most expensive option.

Hybrid solutions, like those offered by 
Shoptech Software, mix software with personal 
interaction to keep the costs down while also 
getting you certified quickly. Knowing your 
budget will allow you to choose the best 
possible approach.

COMMITMENT
You may be all-in on certification. That doesn’t 
mean your team is. And you’ll need them to be 
if you want the process to run smoothly.

As you begin the process, you may want to 
have a meeting with your entire team where 
you explain how certification will work. Talk 
about the benefits of certification, how it will 
improve the business, how it will improve their 
job security, and how it will make everyone’s 
job easier in the long run.

Also, set their expectations. There will be 
audits and inspections. There will likely be 
new documentation requirements. Resistance 
comes from uncertainty. If you set your team’s 
expectations appropriately, they’ll be more 
cooperative and engaged with the process.

If getting certified were easy, everyone would do it. While it’s definitely a 
worthwhile effort, there are a few challenges that you’ll need to plan for. Before 
you begin the certification process, it’s a good idea to sit down with your 
management team and review some of these obstacles. Think about which may 
be most challenging for you and how best you can balance your resources. 
Planning for these challenges will undoubtedly make the process smoother for 
everyone involved. Identify team 

members who you 
think may be most 
resistant to change 
and develop a plan to 
help them succeed.

Quick Tip



At Shoptech, we help companies just like 
yours improve their quality standards 
everyday. We help them prepare for 
certification and we help them meet the 
ongoing requirements. We know that it’s a 
challenging process, but that it’s also one 
that pays off handsomely.

We want to help you continuously 
improve your quality, get certified, 
and better serve your customers. This 
whitepaper is meant to serve as your 
playbook as you navigate the road to 
certification. We’ll outline the exact steps 
in the process, what to expect from each 
step, and how to accomplish each step as 
quickly and smoothly as possible.

At the end, we’ll compare a few different 
options for certification consultation, 
including our own Quality Module - a 
complete set of quality management 
system documents - and training 
program. It’s our hope that this guide will 
leave you more informed as you decide 
which option is best for your business.

What to expect 
from this paper



The first step in every path to 
certification is a multi-day onsite 
consultation and training session. 
Why? Because you probably don’t know 
what you don’t know when it comes to 
certification requirements. An onsite 
session with a certified lead auditor can 
help you identify needs and get started 
on the right foot. Every session usually 
includes the following components.

On-Site 
Training
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Step 1: On-Site Training

ABOUT THE TRAINING
The first certification training usually lasts 
over multiple days and is conducted at your 
business. A consultant will work with you and 
your employees to see how close you are in 
relation to the ISO requirements and how much 
work you need to do. 

While the session may be called training, it also 
involves a great deal of fact-finding on the part 
of your trainer. He’ll ask a lot of questions and 
spend some time observing your team. You’ll 
want to prepare your employees for this ahead 
of the training.

REVIEW OF THE STANDARD
Before you can start the process, you need 
to know the destination. In this case, the 
destination is the specific standard and 
requirements you’ll need to meet in your 
certification audit. Your trainer should review 
these with you thoroughly so everyone is on 
the same page.

GAP ANALYSIS
Once the applicable standard has been 
reviewed with you and your management team, 
the next step is to determine just how much 
work needs to be done. This is usually done in 
two parts:

First, your trainers will review the processes 
you have in place. You may have processes 
that are at or near the requirements of the 

standard. In that case, you’re off to a good 
start. At Shoptech, we help our clients get 
ahead of the game in this regard with our E2 
Rapid Documentation System. However, if you 
don’t have a documentation system in place, 
your gap analysis will highlight those areas and 
recommend a path for improvement.

After you and your trainers review your 
processes, they’ll likely observe your team in 
action. Why? To make sure they’re actually 
following the processes you have in place. 
Having strong documented processes and 
procedures doesn’t mean anything if they 
aren’t actually being implemented. Seeing 
what’s going on in the shop will help your 
trainers develop a plan of action.

HANDS-ON TRAINING
After doing their due diligence and identifying 
gaps in your processes, your trainers will work 
with you, your managers, and your employees 
on getting your processes up to ISO standards. 
Training should cover the following areas:

• A review of each ISO clause.

• The implementation methods required by 
each clause.

• The evidence required to demonstrate 
that your processes meet the standard.

• Examples of types of documentation that 
can be used to demonstrate that you 
meet the standard.

The end goal of the training is to prepare you 
for an ISO certification audit. At the conclusion 
of the training, you should have a clear 
understanding of what you and your team need 
to do to meet each ISO clause.
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Documentation is at the heart of the 
certification process. Documentation 
is important for a few reasons. First, 
it’s required. There is a very specific 
list of documents that all ISO certified 
companies must have.

More importantly, though, documentation 
defines how your organization will meet 
the requirements of the ISO standard. 
Without context, ISO clauses and criteria 
can be very generic. To really improve 
your quality management system, you 
have to take those clauses and apply 
them to your business in a meaningful 
way. Documentation helps you do that.



Step 2: Create Documentation

QUALITY MANUAL
The quality manual describes how the ISO 
clauses specifically apply to your business. 
Think of it as a company-specific version of 
the ISO standards. There’s no definitive format 
that you must use for this manual. It could be a 
lengthy handbook or it could be a very simple 
document. The more important thing is that 
it accurately states how your company will 
implement the standard.

At a minimum, the quality manual should 
include two key elements:

1. The quality policy. This is like your quality 
plan’s mission statement. It states what 
you hope to achieve with your quality 
process and how it will benefit your 
customers.

2. Quality objectives. These are 
measurable goals that will help you 
determine whether you’re hitting your 
quality targets. For example, it could 
be a percentage of products that are 
considered defective or an amount of 
allowable variance in certain products. 
These should be things that can be easily 
measured and recorded.

These two items are critical because they 
will probably come up during the audit. 
Communicate this information with all of your 
employees and make sure they can relay the 
information, at least in their own words.

QUALITY PROCEDURES
ISO requires quality procedures documents 
that state how your company handles certain 
processes and who is responsible for them. 
There are different areas that procedures 
documentation must address:

• Control of documents

• Control of records

• Internal audit

• Control of nonconforming document

• Corrective action

• Preventive action

Procedures documentation is often referenced 
in the manual for simplicity’s sake.

Avoid making your 
documentation overly 
complex. Its purpose is to help 
you improve quality, so the 
documentation needs to be 
clear and simple.

Since there’s no set 
format, strive to make your 
documentation concise. 
Combine documents when 
possible. Use plain, easy-to-read 
language. You’ll find that your 
documents will be far more 
useful if you keep them simple.

Quick Tip

Here are the specific documents that you’ll need to earn and keep certification:



Step 2: Create Documentation

PROCESS MAPS
These documents describe how every process 
within your organization should be performed. 
Employees should be able to refer to these 
documents for instruction on how to complete 
certain tasks to meet the standard set out in 
the quality manual. Process maps are usually 
broken into two groups:

1. Common manufacturing functions. These 
are functions that you would normally 
find at any manufacturing business. They 
include things like order entry, shipping, 
purchasing, calibration, training, and 
more.

2. Customer-specific functions. These 
include functions that are specific to the 
products for certain clients. For example, 
some milling work may be important for 
some customers but completely irrelevant 
for others. This could also include things 
like welding, engraving, drilling, and more.

Your process maps will also include flowcharts 
to illustrate how certain functions relate to 
others. This could be important if your process 
includes multiple steps that must be followed in 
a sequential order.

RECORDS AND FORMS
All of the preceding documents explain 
how things should be done. They provide 
instruction. You’ll also need forms that can 
serve as evidence that work has been done. 
This is where forms come into the picture.

Forms can be used for your employees 
to document that they have performed 

functions as described in your procedures 
documentation. You’ll need these forms when 
it comes time to renew your certification. 
Auditors don’t just want to see that you have 
quality documentation; they also want to see 
that you’re implementing it.



After you’ve had your initial training and 
created all of your documents, you should 
be ready for your certification audit. 
Before you move forward with that step, 
though, it’s important that you have a 
pre-assessment.

Pre-Assessment
Audit
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Step 3: Pre-assessment Audit

The most commonly asked question at a 
pre-assessment audit is, “Did we pass?” or 
sometimes, “Will we pass the real thing?”

You usually don’t get a pass or fail rating with 
a pre-assessment audit. Rather, you get a list 
of items that you need to work on to meet the 
ISO standard. If you have few items to work on 
or you only have minor issues, then you may 
be rated as being in good shape to meet the 
standard.

However, you shouldn’t feel that you have 
“failed” if you get a finding that has multiple 
areas for improvement. The items uncovered 
during the assessment are things that will not 
only help you get certified, but will also help 
you improve your quality and service for your 
customers. View those findings as constructive 
feedback and then work to get them resolved 
before your certification audit.

A pre-assessment audit satisfies the requirements of your company’s first-year 
internal audit. It will also give you a good idea of whether you’re prepared for 
your certification audit or whether you still have work to do. Your pre-assessment 
should be run by an Exemplar Certified Quality Management System Auditor, 
which is what Shoptech provides when we do pre-assessments for our clients. 



Certification 
Audit
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This is what you’ve been preparing for. 
It’s time to put all your hard work to the 
test and earn that valuable certification 
designation. Many people get nervous 
or anxious about the idea of an audit. 
However, it doesn’t have to be a stressful 
experience, especially if you’ve put in  
the preparation.

Remember, you’re the one who chose to 
get certified. You’re the one who hired 
the certification company. You’re the 
customer in the situation. They’re not 
looking to trip you up or somehow find 
fault where there is none. They simply 
want to make sure that you meet with  
the standard.



Step 4: Certification Audit

THE AUDITOR AND YOUR TEAM
The audit can last anywhere from two to five 
days, depending on how big your company is. 
The auditor will review your documents and 
talk to many of your employees. He or she will 
also observe your employees as they perform 
their designated tasks.

Your team will have gotten a taste of what the 
audit’s like during the pre-assessment audit, 
so they should have some level of expectation. 
Still, it’s worthwhile to spend some time 
preparing. Let them know that they don’t need 
to change who they are. They simply need to 
follow the documented standards that have 
been set forth for their role.

They also may need to answer some questions 
from the auditor. Here are a few of the most 
common questions an auditor may ask:

• What’s your quality policy?

• What are your quality objectives?

• What do you do in the event of a 
nonconforming or defective procedure?

• Which process maps relate to your job 
and how do you follow them?

• How do you record or document  
your work?

Again, the answers to all of these questions 
should be in the documentation that you’ve 
created. It’s okay if your employees answer 
these questions with the word-for-word 
answers from the documentation. Or they can 
put the answers into their own words. Either 
way is fine, as long as they can show the 
auditor that they understand the concepts.

Do:
• Be personable with the auditor.
• Prepare your staff.
• Clean and organize your office.
• Be honest.
• Keep your documents organized.

Don’t:
• Be defensive or argumentative.
• Feel compelled to show them 

confidential or irrelevant information.
• Bluff, lie, or otherwise bend the truth.

Certification Audit 
Do’s and Don’ts



Step 4: Certification Audit

Opportunities for improvements. Think of 
these as suggestions. They’re tips from the 
auditor on how you could improve your quality 
process. They don’t impact your certification 
and you don’t even necessarily have to 
implement them. Rather, they’re tips and notes 
that you can choose to do what you like with.

Minor findings. These are non-systematic 
failures of your quality process. These are 
things that you do need to resolve. However, 
they don’t necessarily warrant a follow-up 
audit. The auditor will make you aware of the 
minor findings and will likely assume that  
you will implement solutions after the audit  
is complete.

You should expect to receive some minor 
findings. Nearly everyone does. Again, don’t 
stress out over them. They’re not going to 
prevent you from getting certified. Simply work 
hard to resolve them and make sure they don’t 
come up in future audits.

Major findings. These are systematic failures 
in your process. This usually includes things 
like missing required documentation or having 
employees who aren’t following the written 
processes. These are the types of findings that 
can prevent you from getting certified.

If the auditor has major findings, that doesn’t 
mean that you fail. It simply means that you 
have to correct the finding before the auditor 
will recommend you for certification. You’ll 
need to work to resolve the issue and then 
schedule a follow-up audit at a later date. 
Again, it’s not ideal, but it’s also not the end of 
the world.

Assuming you don’t have any major findings 
or that you resolve your major findings, your 
auditor will recommend you for certification. 
With certification in hand, you may think 
the journey’s over. Not so fast. This isn’t just 
about getting your certification. It’s also about 
keeping it.

THE AUDITOR’S FINDINGS
While it’s easy to think of the audit as a pass/fail exercise, it’s not quite that 
simple. The auditor will come back with a handful of findings that can be broken 
down into three categories:



After 
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Once you’re certified, you are subject to 
renewal audits every three years. Those 
audits are just like the initial audit. An 
auditor stays onsite for multiple days 
and looks for major and minor findings. 
Just like in the first one, minor findings 
should be resolved, but aren’t reason for 
concern. Major findings could lead to the 
revocation of your certification if they’re 
not resolved.

The key to passing those renewal audits is 
to continue to work your quality system. 
Stick to the documented processes. 
Document everything. Take corrective 
and preventative action when needed. 
The auditors don’t just want to see that 
you have a process in place; they also 
want to see that you’re implementing it.



Step 5: After Certification

Employee auditor. In this scenario, you would 
designate one or several employees as your 
auditors. They would be charged with learning 
the ISO standard and then acting as the 
auditor in an internal audit. To do this, though, 
the employee would need to go through a 
costly multi-day training to become a qualified 
internal auditor.

This may seem like a cost-effective solution 
because you don’t have to hire an outside 
consultant. However, for this to work, you 
need to be confident that the employee  
fully understands the quality documents  
and ISO clauses. You may also have to 
shift their normal day-to-day work to other 
employees, which could wipe out any 
potential cost savings.

Third party auditor. With this method, you 
would hire an outside consultant to come in and 
play the role of auditor. The advantage is that 
you’ll get someone who is well-versed in ISO 
standards and may be able to spot major and 
minor findings that an employee wouldn’t see.

When we run these audits, they usually last 
two days. We do a thorough audit and leave 
the shop with major and minor findings, just 
like would happen in a real renewal audit. That 
gives the shop specific action items to make 
sure they keep their certification.

Whichever method you choose, it’s important 
that you do audits on an annual basis. There’s 
nothing worse than trying to prepare for a 
renewal audit at the last minute. That’s almost 
always a recipe for an unfavorable outcome.

Annual internal audits will help you prepare for the renewal audits. You should 
have internal audits at least annually, if not more frequently. These are like the 
pre-assesment audit. They’re dress rehearsals to help you prepare for the real 
thing. There are two different ways to conduct an internal audit:



There’s no doubt that you’ll need 
help through the certification 
process. Having the support of a 
knowledgeable and experienced 
consultation partner can make all 
the difference between success and 
failure.

As we discussed in the beginning 
of this report, you’ll have to choose 
a partner who meets your needs in 
terms of time and cost. Some partners 
can get it done quickly and can 
provide a very hands-on, immersive 
training experience. Those partners 
usually cost more money.

There are also partners who offer 
more of a hands-off approach and 
do most of the training in the form of 
online modules. Those partners may 
cost less, but the process could take 
more time and you may not be fully 
prepared for the audit. Again, there’s 
no right or wrong answer. It depends 
on your schedule and budget.

Choosing 
the right  
certification  
partner



Choosing the Right Certification Partner  

ISO 9001:2015 ROI CALCULATIONS
To implement a complete Quality Management System, the 
estimated costs of using an outside consultant or hiring a full-time 
employee are as follows:

SHOPTECH ISO 
IMPLEMENTATION 
PROGRAM

• Total Cost:  $10,800.00

– E2 Rapid Documentation System that 

produces a complete set of Quality 

Management System Documents 

including a Quality Manual, Procedures, 

Processes and Forms.

– Training by an Exemplar Certified  

QMS Auditor

– Pre-Assessment Auditing by an 

Exemplar Certified QMS Lead Auditor

• Implementation of a Quality 
Management System fully integrated 
with the E2 Shop System.

• Complete implementation within  
12 weeks. 

• Minimum Savings:  $21,000.00 using 
a conservative, low-end estimate.

* The direct-employee calculation is based on a benefits cost of 18%.  The 
employee is also limited in his or her ability to perform other functions while 
implementing a complete Quality Management System within a one-year 
timeframe.

 Hours Number 
Consultant Rate per Week of Weeks Total

Low End
$50.00 12 52 $31,200.00
 
High End
$100.00 12 52 $62,400.00
 
Employee*
$24.00 40 52 $58,905.60



The Shoptech Quality Module:  
Your certification solution

Rapid Documentation System. We use our 
experience and collective knowledge to 
generate all of the documents you need for 
certification. Document creation is one of the 
costliest and time-intensive phases of the 
certification process. We make it more efficient 
by providing you with a system that can quickly 
produce your needed documents.

ISO Training. We have Exemplar Quality 
Management System Auditors who will come 
to you to help you prepare for certification. Our 
auditors train you on the ISO clauses, help you 
identify gaps, and develop an action plan to 
help you meet the standard.

Pre-assessment and internal audits. As you 
approach your certification audit and even 
after you’re certified, our auditors can put you 
through simulated audits to maximize your 
preparation. Our auditors can identify gaps so 
your certification audit will be stress-free.

At Shoptech, we believe that we offer a certification solution that can meet 
your fast schedule and fit comfortably within your budget. We leverage our 
experience and technology to offer an efficient path to certification. Our ISO 
services and quality module include the following:

Contact us for more 
information on how Shoptech 
can help you improve your 
quality and get certified. We’d 
welcome an opportunity to 
help you improve your quality, 
gain a competitive advantage, 
and become ISO certified.
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