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Building a Practical Quality Management System (QMS)

Whether you're managing a small testing facility or a large research lab, a well-structured
Quality Management System (QMS) is more than just a compliance tool—it's a framework
for consistently delivering quality results.

Think of it like building a house: you need solid foundations, a clear plan, and everyone
working in sync. That’s exactly what a good QMS provides. In this session, we’ll explore a
simple, effective model to help you build and maintain your QMS.

What Is a QMS?

A QMS isn’t just a set of documents gathering dust—it’s a living system that helps you
achieve quality objectives. It involves:

¢ Understanding your organisational context

e ldentifying risks and opportunities

e Putting the right processes in place

¢ Emphasising risk-based thinking—anticipating problems before they happen

Most quality standards follow the Plan-Do-Check-Act (PDCA) cycle.

The Three Ps Model: Purpose, People, and Process

A useful way to think about your QMS is through the Three Ps model:
1. Purpose —Why we do what we do
2. People -Who’s doing the work (and for whom)
3. Process-How the work gets done

These elements are like the three legs of a stool—if one is missing, the whole system

becomes unstable. This model helps keep your QMS focused, balanced, and practical—
avoiding unnecessary complexity or box-ticking.
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Purpose: The ‘Why’ Behind Your Work

Your Purpose is your organisation’s reason for being. It gives direction and helps define
your quality objectives.

In a laboratory, your purpose might include:
¢ Producing accurate test results
e Ensuring sample integrity
e Supporting safe, reliable research outcomes

But purpose goes beyond general statements—it includes understanding:
¢ Your organisation’s context
e Stakeholder needs and expectations
e Accreditation and regulatory obligations

Example: A medical testing lab’s purpose might be to ensure accurate, timely, and
compliant diagnostics that support patient safety and regulatory standards.

People: The Heart of the System

People are central to any QMS. Even the best-designed system will fail without engaged,
competent staff.

This pillar is about:
¢ Clearroles and responsibilities
e Appropriate training
¢ Ashared understanding of why quality matters

In a microbiology lab, for example:
e The technician must know how their work affects result accuracy
¢ The manager must support and review results
¢ Everyone must understand how their role contributes to quality

It’s not just about technical training—staff need to understand the bigger picture and feel
ownership of the process.
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Process: Turning Purpose Into Action
Processes are the step-by-step methods that help your people achieve your purpose.

Good processes are:
e Clear
e Consistent
e Controlled
e Assimple as possible, but no simpler

Example - In a testing lab, your sample testing process might include:
¢ Sample reception
e Testing
e Result verification
e Reporting

Each step should be:
¢ Documented clearly
¢ Easyto follow
e Designed to ensure consistent quality

Think of processes like recipes: clear enough to follow, detailed enough to produce the
same result every time.

Putting the Three Ps Into Practice

Implementing a QMS doesn't need to be overwhelming. Start small:
1. Pick one critical process
2. Clarify its purpose
3. ldentify the people involved
4. Document the process clearly

Example - If you're introducing a new testing method:
e Start by defining the purpose (e.g., improve accuracy)
e Train analysts
e Develop clear, usable procedures
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e Test, refine, and expand

Measuring Effectiveness

You can'timprove what you don't measure. Choose meaningful metrics that reflect your
QMS performance.

In labs, these might include:
e Accuracy rates
e Turnaround times
e Sample rejection rates
¢ Customer satisfaction

But don’t measure for the sake of it. Every metric should provide actionable insights.

Example:
e Tracking retests may reveal process flaws
¢ Monitoring complaints can uncover service gaps

Regular reviews help spot trends early and prompt timely improvements.

Overcoming Common Challenges

Implementing a QMS can come with obstacles:
¢ Resistance to change
¢ Documentation overload
¢ Limited resources

To address these:
¢ Simplify documentation where possible
e Prioritise critical areas
¢ Involve staff early and explain the why behind the system
¢ Focus on continuous improvement over perfection

View challenges as opportunities to improve—not as roadblocks.
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Keeping Your QMS Alive

A good QMS is dynamic, not static. It should evolve with your organisation.

To keep it effective:
e Setregularreview cycles
¢ Use data and feedback to inform updates
¢ Adjustto changes in context, staff, or processes

Think of QMS upkeep like maintaining equipment—ongoing attention keeps things running
smoothly.

Final Takeaways

A QMS supports consistent, quality outcomes—not just compliance

The Three Ps—Purpose, People, and Process—form a simple, effective foundation
Implementation is more effective when it’s practical and phased

Measurement and feedback drive continuous improvement
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A QMS must evolve with your organisation to remain relevant and effective

By focusing on what really matters and engaging your people, your QMS becomes a
valuable tool for quality, not just a requirement to meet.
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