ISO 9001 for Growing Companies:
What Leadership Needs to Know

A practical reference for finance and operations leaders at
growing tech, Saas, and hardware companies
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What ISO 9001 Is and Why It Matters
Now

ISO 9001 is the international standard for Quality Management Systems — QMS. Published in 2015 as
ISO 9001:2015, it is the world's most widely adopted management system standard with over one
million certified organisations globally. It establishes the requirements for ensuring your
organisation consistently delivers products and services that meet customer requirements — and
continuously improves its ability to do so.

For growing tech and digital companies, ISO 9001 is becoming commercially relevant faster than
most leadership teams anticipate. Enterprise procurement qualification, public sector tender criteriq,
investor due diligence, and supply chain requirements are all driving demand — and the companies
that certify early are winning contracts and building operational discipline simultaneously.

The CFO Case Multi-Standard Efficiency

The quality management disciplines ISO 9001 ISO 9001 uses the same high-level structure as
requires — documented processes, customer SO 27001, ISO 14001, and ISO 45001 — which
satisfaction measurement, nonconformance means companies pursuing multiple
tracking, root cause analysis, and systematic certifications share management reviews,
improvement — reduce the cost of poor internal audit procedures, document control
quality that growing companies absorb systems, and sign-off workflows across all
invisibly: rework, customer churn, delivery standards. Each additional certification after
failures, and scaling bottlenecks caused by the first is materially faster and cheaper.
undocumented processes. The certification

pays for itself faster than most finance

leaders expect.
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Who ISO 9001 Applies To

ISO 9001 applies to any organisation that wants to demonstrate its ability to consistently provide
products and services that meet customer and applicable statutory and regulatory
requirements. There is no size threshold — companies from five to fifty thousand employees hold
certification.

The commercial trigger for most growing companies is one of three:

. s

Enterprise Public Sector Tender Investor

Custc_:mer A government contract Expectation

Requirement requires it as a Due diligence has

A procurement team has qualification criterion or surfaced the absence of a

put ISO 9001 in a vendor evaluation factor. documented quality

qualification form and a management system as

deal is at risk. a gap in operational
maturity.

[J For Norwegian companies, the EEA market alignment means ISO 9001 certification is
recognised across all European procurement processes — a single certification covers
Norway and EU market access requirements simultaneously.
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What ISO 9001 Requires From You as Leadership

ISO 9001:2015 significantly strengthened the role of top management compared to earlier versions of the standard. Leadership can no longer
delegate quality management to a quality manager and consider it done. The standard explicitly requires top management to
demonstrate leadership and commitment — not just awareness.

These are the key approvals ISO 9001 requires from executive leadership:

What You're Signing or When What the Auditor Checks
Owning
Quality Policy Before certification, reviewed Signed version, approval date, version history, top management

QMS Scope Document
Quality Objectives

Customer Satisfaction Results
Significant Nonconformance
Decisions

Management Review

Risk and Opportunity Register

Supplier Approval Decisions

annually

Start of implementation

Annually — set, tracked,
reviewed

Reviewed at management
review

When major quality failures
occur

Annually minimum

Maintained and reviewed

Before engaging significant
suppliers

sign-off

Which products, services, and locations are included, rationale for
exclusions

Measurable objectives, named owners, progress evidence,
leadership sign-off

Evidence of systematic collection, analysis, and action

Investigation, root cause, corrective action, named approver

Minutes, decisions, resource commitments, top management
sign-off

Documented risks to quality, treatment decisions, named owners

Due diligence, approval, periodic review evidence

The management review is the most important governance event in the ISO 9001 calendar. Auditors examine management reviews in
detail — not just whether they occurred but whether they covered all required inputs substantively and whether the outputs were acted
upon. A management review that consists of a brief meeting with no documented outcomes is a finding.

The review must cover customer satisfaction trends, quality objective performance, audit results, nonconformance patterns, supplier
performance, and resource adequacy — with documented decisions and action owners for each.

The customer focus requirement is the most distinctive feature of ISO 9001 versus other standards in this series. Leadership must
demonstrate ongoing attention to customer requirements and satisfaction — not just at contract signature but as a continuous operational
discipline. Customer satisfaction measurement must be systematic, results must be reviewed at management level, and deteriorating
trends must trigger action. This is a governance requirement with a named executive owner.



What ISO 9001 Looks Like in Practice for

Tech Companies
Saas and Software Companies

Software Development Lifecycle
Controls

ISO 9001 requires documented processes for how
you design and develop your product. For software
companies this means requirements management,
design review checkpoints, testing and verification
procedures, release controls, and change
management. The documentation does not need to
be burdensome — it needs to be sufficient that a
new team member could follow the process and
that an auditor can see it operating consistently.

Delivery and Onboarding Consistency

The standard requires consistent delivery processes
— not ad hoc approaches that vary by account
manager or delivery team. For SaaS companies this
means documented onboarding processes, service
delivery standards, and defined customer handover
points.

Nonconformance and Bug Management

A documented process for identifying, recording,
investigating, and resolving quality failures — bugs,
delivery failures, service incidents, customer
complaints. Root cause analysis for significant
nonconformances. Corrective action with named
owners and evidence of closure. Most software
companies have ticketing systems — ISO 9001
requires the governance layer on top of the tooling.

Customer Requirements Management

How do you capture, document, and confirm
customer requirements before committing to
delivery? ISO 9001 requires a documented process —
not necessarily complex, but systematic. For
software companies this covers sales-to-delivery
handover, requirements documentation, scope
change management, and acceptance criteria.

Customer Satisfaction Measurement

Systemattic collection and analysis of customer
feedback — NPS, CSAT, support ticket trends, churn
analysis, renewal rates. Results reviewed at
management level. Deteriorating indicators trigger
documented investigation and corrective action.
Many software companies collect this data
informally — ISO 9001 requires it to be systematic,
reviewed, and acted upon in a documented way.

Supplier and Subcontractor Quality

Development partners, freelancers, cloud
infrastructure providers, third-party software
components — all require documented supplier
evaluation and monitoring. Not every supplier needs
deep due diligence but significant suppliers
affecting product quality need documented
approval and periodic review.



What ISO 9001 Looks Like in Practice
for Tech Companies
Hardware and Electronics Companies

Everything above, plus:

Product Design and
Development
Controls

Formal design review
checkpoints, design
verification (does the
design meet
requirements?), design
validation (does the
product meet customer
needs in use?), and design
change control. For
hardware companies this
covers the entire
development lifecycle from
concept through
production release.

Supplier
Qualification and
Incoming Inspection

Component suppliers and
contract manufacturers
require documented
qualification. Incoming
inspection procedures for
critical components.
Supplier performance
monitoring — delivery,
quality, responsiveness.
Approved supplier list
maintained and reviewed.

Production Quality
Controls

For small-scale hardware
production — inspection
criteria, assembly
procedures, test protocols,
acceptance testing before
shipment.
Nonconformance
management for
production failures —
rework procedures, scrap
decisions, customer
notification for shipped
nonconformances.

Configuration and Change
Control

Product versions, bill of materials,
engineering change procedures, customer
notification for significant changes. This is
where many hardware startups have the
most significant ISO 9001 gap — changes
happen organically without formal control,
creating quality and liability risk.

Customer Complaint
Management

Systematic recording, acknowledgment,
investigation, and resolution of customer
complaints. Root cause analysis for
recurring issues. Corrective action with
evidence of effectiveness. Feedback loop
into design and development for product
improvement.



High-Level Implementation Checklist

Phase 1:
Foundations &
Process Mapping

Define QMS scope
Appoint quality
management
representative
Complete gap
assessment against ISO
9001:2015

Map core business
processes

Identify interested parties
and requirements

Identify risks and
opportunities

Select certification body
and confirm audit dates

Set up document
management system
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Phase 2: Quality
Objectives

Set measurable, time-
bound quality objectives

Establish baseline
performance data

Build objective tracking
system

Leadership sign-off on
objectives and resources

Phase 3: Policy &
Procedure
Documentation

e Draft and approve
Quality Policy

e Document core process
procedures

e Document supplier
evaluation procedure

e Add hardware-specific
controls if applicable

e Obtain formal sign-off for
each document

e Publish to all relevant
staff



Implementation Checklist
(Continued)

Phase 4: Control
Implementation

Implement customer
satisfaction measurement

Activate nonconformance
and corrective action
system

Build and populate
supplier register

Implement document and
record control

Staff QMS awareness
training — record
completions

Hardware: add design
review checkpoints,
incoming inspection,
production quality
controls
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Phase 5: Internal

Audit

e Conduct internal audit

(auditor must be
independent)

e Produce audit report with

findings rated by severity

e Assign corrective actions

with owners and due
dates

e Close corrective actions

and document evidence

Phase 6:
Management
Review &
Certification

Conduct management
review (objectives,
customer satisfaction,
audit findings, supplier
performance, risks)

Document all outputs with
top management sign-off

Compile full evidence file

Stage 1 audit — document
review by certification
body

Remediate any Stage |
findings

Stage 2 audit — process
walkthroughs, staff
interviews, records review

Certificate issued —
annual surveillance audits,
recertification every 3
years



The Five Areas Where Growing Companies
Most Commonly Fail ISO 9001 Audits

1. Quality objectives are not measurable or tracked

Objectives like "improve customer satisfaction” or reduce bugs” without measurable targets,
baselines, and tracking evidence are not ISO 9001 compliant. Every objective needs a number, a
deadline, a named owner, and evidence that performance against it is being monitored. Auditors
will ask for the trend data.

2. Management review is perfunctory

The management review is the governance event that proves leadership is actively engaged in

2 quality management. Reviews that happen but produce no documented decisions, no action
items, and no evidence of substantive discussion of quality performance are findings. The inputs
list is mandatory — auditors check that every item was covered.

3. Nonconformances are not systematically recorded

Companies that handle quality failures informally — fixing bugs without recording them, resolving
3 customer complaints without a formal record, addressing delivery failures without root cause
analysis — have no evidence that their nonconformance process is operating. The absence of
nonconformance records is itself a finding in many audits.

4. Supplier evaluation is undocumented

Approved supplier lists that exist as informal institutional knowledge rather than documented,
reviewed records are a consistent finding. Every significant supplier should have a documented
evaluation, an approval decision, and evidence of periodic review.

5. Customer satisfaction is collected but not reviewed or acted upon

Collecting NPS scores or satisfaction surveys and not reviewing them systematically at
management level, not documenting the review, and not documenting action taken when scores
deteriorate is a finding. Collection alone is not compliance — review, decision, and action are
required.




Manual vs. Automated: What Good

Looks Like

ISO 9001 Requires

Quality objectives with
progress tracking

Management review
with documented
outputs

Nonconformance and
corrective action log

Supplier register with
evaluation records

Customer satisfaction
data reviewed at
management level

Audit evidence on
request

Manual Reality

Objectives set, tracking in
separate spreadsheet, not
reviewed consistently

Meeting happened, notes
incomplete, actions not
tracked

Ticketing system data without
governance layer

List in spreadsheet,
evaluations in email threads

Collected, not systematically
reviewed or documented

Week-long scramble

With Governance
Automation

Live objectives register with
named owners, progress datag,
and management review

trigger

Structured review with full
input coverage, timestamped
sign-off, action log

Structured log with root cause,
corrective action, owner, and
closure evidence

Documented supplier register
with approval records and
review schedule

Structured review cycle with
management sign-off and
action trail

Complete, current, retrievable
in Minutes

Manual Certification Timeline

Companies running quality management

manually typically take 7-12 months to
certify and face recurring audit risk at every
surveillance year.
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Automated Certification Timeline

Companies using governance automation
certify in 8—12 weeks and enter every
subsequent audit with their evidence file
already current.



ISO 9001 has the widest overlap with other management system standards of any certification in this
series — because it established the high-level structure that ISO 27001, ISO 14001, ISO 45001, and ISO

37001 all follow.

P

ISO 9001 + ISO 27001

Quality management and information
security share management reviews,
internal audit procedures, document control,
corrective action processes, and sign-off
workflows. Companies holding both run a
single integrated management review and
a single internal audit programme. The
evidence base is largely shared.

ISO 9001 + VSME and CSRD

Quality management data — customer
satisfaction, nonconformance rates, supplier
performance — feeds directly into social and
governance disclosures in VSME and CSRD
reporting. Companies with a well-run QMS
have much of this data structured and
auditable already.

ISO 9001 + 1SO 14001 + ISO 45001

The three standards are so structurally
aligned that many companies pursue all
three simultaneously as an Integrated
Management System — IMS. The
governance infrastructure is identical in
form. A single management review covers
all three. A single internal audit programme
addresses all three. Fortifai handles all three
from a single sign-off and evidence
workflow.

ISO 9001 + Apenhetsloven

Supplier evaluation and monitoring under
ISO 9001 and supplier due diligence under
Apenhetsloven address overlapping

questions about the reliability and conduct
of your supply chain. A unified supplier
assessment workflow handles both.

() For mid-market companies managing multiple frameworks, Fortifai handles all of them
from a single governance infrastructure — which means each additional framework after
the first costs a fraction of the original, and the evidence base compounds in value as each

new framework adds to it.
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How Fortifai Supports This

Fortifai is governance workflow infrastructure built for growing and mid-market companies. The
platform automates the three workflows ISO 9001 requires:

D/ Sign-Off Routing [:] Disclosure Q Information
2 . .
and Tracking Document Request Handling

For quality policy Management For supplier
approvals, objective For the quality manual, qualification
sign-offs, significant process questionnaires,
nonconformance documentation, customer quality audit
decisions, and customer satisfaction evidence requests, and
management review reports, and certification body
outputs. certification evidence. evidence packages —

pre-configured for ISO
9001 with templates
ready on day one.

The same platform supports ISO 27001, ISO 14001, ISO 45001, ISO 37001, ISO 42001, NIS2, GDPR, VSME,
Apenhetsloven, and other frameworks simultaneously. For growing companies building a multi-
certification programme, the governance workflows overlap significantly and the evidence base is
shared — making each additional certification materially faster and cheaper than the previous
one.

Used by compliance teams at Cognite, Aker BioMarine, and Telenor.

Book a 30-minute walkthrough at fortifai.co
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