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5 QUESTIONS TO
PREPARE YOUR QMS 
PROJECT FOR QUICK 
CAPITAL APPROVAL:
To guide your organization toward a truly holistic and inte-
grated quality management system, this paper covers how 
to prepare your QMS project for quick capital approval. 
The operational synergies enabled by an integrated quality 
management system are well known from a quality man-
agement professional’s point of view, but communicating 
these benefits to the enterprise at large remains as chal-
lenging as ever. Knowing which pitfalls to avoid and which 
benefits to highlight will help you break through organiza-
tional gridlock and finally gain executive approval for an 
integrated quality management system.

Making a sound business case for integrated quality man-
agement depends on being able to bring all stakeholders 
on board and provide the right data to executives to justify 
the cost of software implementation and maintenance. 
However, if you anticipate the most common obstacles, 
you can essentially preempt the gridlock between approval 
channels within your organization.

At the very least, you need to ask yourself these five ques-
tions to benchmark your readiness to seek capital approval 
for your QMS project:

 1. Have you fully evaluated the quality manage-  
     ment capabilities of your current systems? 

2. Have you defined your project’s requirements    
    well enough? 

 3. Have you justified the cost and itemized the    
    benefits of integrated quality management? 

4. Have you secured executive-level and IT 
    sponsorship? 

5. Have you tied your project’s goals to current    
 f iscal year corporate initiatives?

The answers to these top five questions are certainly com-
plex and warrant close scrutiny as you prepare to make 
your case to corporate leadership.

Evaluating the Capabilities of 
Your Current Systems
Depending on your company’s position along the value 
chain, some of your quality management capabilities may 
be more mature than others. For instance, if your orga-
nization is design-intensive, you most likely have a very 
robust product life cycle management (PLM) software in 
place. From a different perspective, if your company focus-
es exclusively on manufacturing operations, your quality 
management systems tie very closely to enterprise resourc-
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es planning (ERP) solutions and manufacturing operations 
management (MOM) software.

Everyone agrees that quality is important, but too many 
companies still view quality as just another department and 
not a responsibility throughout the enterprise. A company’s 
corporate culture surrounding quality is often the missing 
piece of a complete QMS evaluation and gap analysis. In 
an ideal scenario, your quality management system needs 
to foster a culture of collaboration and communication 
to lift total quality throughout the enterprise by integrating 

PLM, ERP, MOM, and QMS data.

Defining Your Project’s  
Requirements
This aspect relates very closely to the gap analysis between 
your current quality management capabilities and the 
capabilities you want to have in place in the near future. 
You should never forget that an enterprise software im-
plementation is an incredibly complex (but certainly not 
insurmountable) undertaking. Before presenting decision 
makers with your request, you must ensure that you accu-
rately assess which quality management capabilities align 
with your organization’s corporate goals. For example, an 
original equipment manufacturer in the automotive indus-
try may benefit substantially from integrating quality man-
agement data into the design process as early as possible 
to improve corrective and preventative actions.

Justifying the Cost and  
Itemizing the Benefits
Total cost of quality is one of the most visible metrics to 
corporate leadership. As a quality management profes-
sional, you need to divide your analysis between the cost 
of good quality and the cost of poor quality and be able 
to itemize the benefits to all stakeholders. One strategy is 
to stress the importance of timely investments in the cost of 
good quality versus focusing exclusively on reductions to 
the cost of poor quality.

Between the two components of the cost of quality metric, 
there is not a one-to-one relationship. Essentially, a single 
dollar spent on improving appraisal and prevention costs 
does not equal a dollar saved toward the cost of poor 
quality. In fact, investments in good quality can have ripple 
effects that create operational efficiencies that may lead 
to reductions in internal failure costs and external failure 
costs, as well.

Securing Executive-level and 
IT Sponsorship
To cut through the sales hype, you need IT’s blessing to 
make your quality management system implementation a 
reality. You should never forget that, like quality manage-
ment departments, IT has been forced to do more with less 
resources. At a glance, adding another solution to an en-
terprise software stack is not preferable to stakeholders in 
IT. But if you remind IT that integrated quality management 
systems can actually lessen their administrative burden, 
you can win buy-in faster. In essence, IT can join the fight 
to champion your QMS project to C-level executives.

Tying Your Project’s Goals to 
Current Fiscal Year Corporate 
Initiatives 
The overarching theme among the top five questions to 
benchmark your QMS project’s readiness revolves around 
gaining buy-in from stakeholders outside of your compa-
ny’s quality department. To speed the capital approval 
process, you should remember to stay focused on the 
“low-hanging fruits” that may have a faster payback peri-
od and an attractive, high return-on-investment figure.
Long-term investments in the cost of good quality are diffi-
cult to justify without showing executives that integrated quality 
management can benefit the enterprise today – not just five 
to 10 years from now. Whether it’s to reduce scrap, rework, 
or customer returns, if you clearly show how integrated quality 
management improves these critical metrics, you may be able 
to win executive buy-in faster than you may believe.
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By answering these five questions, you can increase the likeli-
hood that top-level decision makers will approve your project. 
To take the discussion further, the next segment of this paper 
will cover five key steps to integrating your QMS project with 
corporate initiatives.

5 KEY STEPS TO
INTEGRATING YOUR 
QMS PROJECT WITH
CORPORATE INITIATIVES:
The opening segment paper covered five questions to 
benchmark your QMS project’s readiness for capital 
approval. The last of these five questions – and arguably, 
one of the most important – revolved around aligning your 
QMS project with the goals of your organization. To help 
get your project approved, here are 5 key steps to integrat-
ing your QMS project with corporate initiatives.

1. REDUCE TOTAL COST OF   
 GOODS SOLD (COGS)
 It should come as no surprise – especially given  
 the state of today’s highly competitive global 
 manufacturing industry – that most companies 
 have launched lean process improvement
 initiatives to mitigate production costs at every turn. 
 As a Quality Management professional, one of 
 your tasks is to identify quality improvement
 initiatives to contribute to your organization’s lean 
 process success.  You can directly impact your 
 company (and it’s bottom-line) by pinpointing 
 where a holistic, integrated quality management 
 system (QMS) can help reduce your company’s 
 total COGS.  For example, what would be the 
 effect to your company if it reduced Direct Material 
 Costs by only 1%?  What would be the effect if it 
 reduced Direct Labor by only 1%?  For many com
 panies, these changes equate to significant savings 
 (often more than the initial costs of implementing a 
 comprehensive QMS system).

2. REDUCE SCRAP AND REWORK 
 COSTS
 Reducing Scrap and Rework Costs directly impacts 
 your company’s COGS.  Utilizing a holistic (i.e. 
 real time and accurate) quality management 
 system (QMS) allows your organization to lower 
 its internal failure costs across the board.  An
 integrated QMS will provide the insight into 
 reducing Scrap and Rework costs; such systems 
 (also) invariably improve the success rate of
 Corrective and Preventative Actions (CAPA) and 
 Failure Modes and Effects Analysis (FMEA). If you 
 can escalate and resolve quality issues as soon 
 as possible in a product’s life cycle, you can
 continue to reduce your internal failure costs.

3. REDUCE CUSTOMER RETURNS  
 AND LOWER WARRANTY COSTS 

 You should not neglect to include the other side 
 of the Cost of Quality metric (may or may not be 
 categorized as part of your company’s COGS).  
 External failure costs such as Returns and
 Warranties can be a substantial burden to
 efficiency as well as a negative impact on your  
 company’s bottom line.  Quality issues surfacing 
 after a product hits the open market are (obviously) 
 more expensive to mitigate than quality issues 
 identified during the production process.  An 
 integrated quality management system (QMS) 
 allows your organization to link data on external 
 failures at every step in the value chain and ties 
 these metrics to internal failure costs such as Scrap 
 and Rework, giving your organization a more
 accurate portrayal of the total Cost of Quality.

4. REDUCE DIRECT LABOR COSTS 

 Reducing Direct Labor Costs (again, part of 
 COGS) remains one of the most fundamental 
 initiatives of any manufacturing enterprise. When 
 aligning your QMS projects with corporate goals, 
 you must be able to demonstrate a positive impact 
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 (i.e. reduction) to the Cost of Direct Labor. This 
 metric closely relates to the Cost of Quality as 
 less scrap, rework, and customer returns demand 
 less resources (e.g. man hours) to be used toward 
 mitigation. From a different perspective, moving 
 away from manual quality processes (e.g. excel 
 spreadsheets) to an automated system fosters 
 increased accountability and promotes employee 
 efficiency (e.g. less time spent on inspections and 
 audits).

5. IMPROVE TOTAL QUALITY 

 Improving Total Quality goes beyond merely 
 reducing the Cost of Quality overall. Best-in-Class 
 manufacturers cultivate a Culture of Quality that 
 extends well beyond the confines of your
 department, according to research by the
 Aberdeen Group. Surely, as a Quality Man-  
 agement professional, you understand the poten-
 tial of integrated, holistic QMS, but are you
 successfully communicating these benefits to 
 your colleagues? Integrated quality management 
 systems can actually facilitate this communication 
 in an automated system if properly aligned with 
 corporate initiatives. Additionally, by incorporat-
 ing an enterprise wide solution, you can eliminate 
 many of your existing disparate systems (reduc-
 ing cumbersome data retrieval systems as well as 
 annual maintenance fees) and give your executive 
 leadership the cherished “single version of the 
 truth”.
       
           At a fundamental level, your QMS project must 
          align seamlessly with corporate initiatives to gain 
 capital approval faster. In the next segment of this 
 paper, quality compliance issues and how integrat-
 ed quality management software can solve these 
 problems will add to the discussion.

HOW TO SOLVE YOUR 
QUALITY COMPLIANCE 
ISSUES WITH QMS 
SOFTWARE:
One of the most exciting benefits of an integrated quality 
management system (QMS) remains the ability to stream-
line compliance processes alongside quality processes. 
In an ideal scenario, you should be able to handle all 
quality management issues and compliance audits within 
the same system to simplify workflows. Quality compliance 
issues certainly vary from manufacturer to manufacturer, 
but you can pinpoint how to solve your quality compliance 
issues with QMS software.

General Manufacturing 
Today’s global manufacturing industry demands that com-
panies negotiate compliance mandates all over the world. 
Certainly, an integrated quality management system gives 
your company much more flexibility when making the most 
out of your compliance initiatives. In essence, integrated 
quality management systems allow your organization to 
streamline compliance and audit processes in a single 
system.

Even ISO 9000, the most fundamental compliance frame-
work, entails various certification and approval processes 
if your company coordinates operations among globally 
dispersed manufacturing sites. As such, an integrated 
QMS must be agile enough to accommodate the varianc-
es in certification procedures abroad. By adopting an agile 
solution, you may be able to identify savings in document 
management that add to the strength of your business case 
to C-level executives.

Aerospace & Defense
From a slightly different perspective on quality compliance 
requirements, consider the challenges that aerospace and 
defense companies face. Too many manufacturers in aero-
space and defense still deal with inefficient, paper-based 
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systems that cannot handle the rapidly expanding scope and 
breadth of compliance documentation required by stan-
dards such as AS 9100.

An integrated quality management system helps aerospace 
and defense companies by giving quality professionals 
a single document repository to reference. Your quality 
management project must show stakeholders that integrated 
quality management systems can actually lower the cost of 
non-compliance by eliminating missing or redundant docu-
ments. For example, in paper-based systems, gaps can ap-
pear in supplier quality documentation that can potentially 

lead to a failed audit, raising compliance costs substantially. 

Automotive
Like manufacturers in the aerospace and defense industry, 
automotive manufacturers face a similar set of challenges 
related to quality compliance. Document management is 
one of the most common reasons why companies fail com-
pliance audits, so at the very least, your integrated quality 
management system must be able to allow for easy search 
and retrieval of critical compliance documentation.
In paper-based systems, reviews and follow-ups can be inef-
fective as the amount of time needed to compile all com-
pliance documentation creates a performance bottleneck. 
Whether it’s ISO 9000 or TS 16949, an integrated quality 
management system allows you to accommodate multiple 
standards and audits in a holistic system. You should always 
remember that inadequate document control processes are 
one of the most common reasons why manufacturers fail 
compliance audits.

FDA-Regulated Manufacturers
You could argue that FDA-regulated manufacturers have the 
toughest compliance challenges to overcome. For instance, 
medical device manufacturers must be able to meet stan-
dards such as FDA GxP, 21 CFR Part II, ISO 14971 and ISO 
13485. In an integrated quality management system, it sim-
ply makes more sense to use the cherished “single version 
of the truth” to meet compliance standards domestically and 
abroad.

From a similar perspective, rapidly changing FDA standards 
make your task more difficult as you need to adjust your 
quality management system quickly – and at a reasonable 
cost to executive leadership. For instance, like manufac-
turers in aerospace and defense, automotive manufactur-
ers must be able to accommodate an expansive amount 
of documentation during an audit. An integrated quality 
management system helps solve this problem by removing 
paper-driven processes and reducing workflow bottlenecks 
during compliance audits.

The overall theme among compliance challenges is that 
integrated quality management systems allow your company 
to tackle two of the biggest pain points of meeting compli-
ance mandates: document management and audits. In the 
final segment of this paper, you will learn how to choose 
the software vendor that best suits your needs to tie together 
all aspects of how to prepare your QMS project for quick 
capital approval.

5 TIPS FOR
COMPARING QUALITY 
SOFTWARE VENDORS:
In recent times, the enterprise quality management space 
has seen substantial growth as the benefits of integrated 
quality management become more well known. The issue 
your company faces is deciding which of the many solu-
tions available best suit your company’s needs. The best 
quality management software allows you to align quality 
management concerns with corporate goals – and ideally, 
at a lower cost. To make your task easier, here are 5 tips 
for comparing quality software vendors.

1. USER SUPPORT MATTERS  
 The best quality management software goes 
 beyond mere technical support. To meet the de -
 mands of today’s fast-paced global manufactur-
 ing industry, your integrated quality management 
 software must include a strong user support base. 
 The benefits of broad user support all relate to 
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 making the most out of your company’s investment 
 in integrated quality management. Certainly, if you 
 have managed to unclog delays in getting your 
 QMS project approved, choosing a particular 
 quality management software is the final step.

 To make the best choice, you want to choose 
 a company with a proven, documented experience 
 in the quality management software space. A 
 professional implementation staff can mean the 
 difference between an on-budget project and a 
 costly endeavor. This facet relates very closely to 
 technical support since the minute details of such a 
 large system as an enterprise quality management 
 system require that implementation staff have the 
 expertise necessary to troubleshoot quickly. At the 
 very least, the quality management software you 
 choose should include a wide breadth of online 
 tools to support its user base.

2. DEPTH OF THE SOLUTION
 A sound quality management system allows you 
 to leverage a single repository of quality-related 
 data into a broader enterprise solution. The best 
 enterprise quality management software on the 
 market today include modules for each of your 
 quality processes. For instance, your quality man-
 agement system must be able to accommodate 
 corrective and preventative actions in concert with 
 document control processes, product part approval 
 processes, and supplier quality audits.

 The depth of the solution matters greatly because 
 in an ideal scenario, you want to consolidate 
 disparate quality management processes as much 
 as possible. Six Sigma certainly has its place, but 
 to take total quality to the level of best-in-class
 organizations, the quality management software 
 you choose must include modules for every com-
 ponent of your integrated system.

3. INTEGRATION WITH CURRENT  
 BUSINESS SYSTEMS
 Stakeholders in IT may balk at the idea of adding 
 another software to a sprawling technology infra-
 structure. As such, the quality management soft-
 ware you choose needs to harmonize and operate 
 with the current business systems your company 
 has in place today. The fact of the matter is that 
 not all software can coexist peacefully with enter-
 prise-scale applications.

 When speaking of integration, your quality man-
 agement system should ideally fit with enterprise 
 resource planning (ERP) solutions. ERP is without a 
 doubt the most important enterprise application of 
 all, so if the software you choose does not fit well 
 with your company’s ERP software, your project 
 may become prohibitively expensive.

4. EASY ADOPTION AMONG USE
 This facet ties very closely to the tips listed above. 
 The best pieces of enterprise quality management 
 software on the market today are intuitive plat-
 forms that automate traditionally paper-based 
 quality processes. The software you choose should 
 not entail a lengthy training and education pro-
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 cess. To get the most out of integrated quality 
 management software, day-to-day users must be 
 able to use the platform to its full potential.

 From a different perspective, consider the intrica-
 cies of a supplier audit. Easy-to-use software 
 allows you to include suppliers in the quality 
 management discussion.  The most efficient solu-
 tions on the market today actually allow suppliers 
 to input their own data and generate their own 
 scorecards, which can enable you to refocus qual-
 ity resources elsewhere. For this workflow to be 
 successful, the quality management software you 
 choose must ideally be easy to use for all users – 
 not just tech savvy users.

5. REFERENCE ACCOUNTS
 The final tip is to choose a software vendor that 
 has nurtured many reference accounts. Any soft-
 ware vendor can claim that their product is the 
 best on the market, but reference accounts can 
 give you a candid look into real-world success
 stories. You may find that the software vendor you 
 choose has particular expertise in the industry you 
 serve. The intricacies and fast pace of today’s 
 global manufacturing industry demand that you 
 get your QMS project right the first time by
 choosing the right software vendor.

 Each segment of this paper discusses a different 
 facet of how to get your QMS approved faster. By 
 listing a number of considerations, this series walks 
 you through the key strategies to make your inte-
 grated QMS project a reality.

Just as  
passion without  

a system will  
fail, so will a  

system without 
passion fail.  

 We must have  
a system with 

passion.

“

“

7



EN
TE

R
P

IS
E

Q
U

A
LI

T
Y

 
M

A
N

A
G

E
M

E N
T

SO
FT

W
A

WW
R

E.

info@iqs.com

800.635.5901

24950 Country Club Blvd. #120, N. Olmsted, OH 44070 - USA

iqs.com

@ COPYRIGHT IQS , INC.


