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AS9100D Matrix

AS9100D/ ISO 9001:2015
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Scope:
The manufacture and assembly of precision machined products for a diverse base of customers to 
including the aerospace, defense, and medical industries.
Location:
2 Debush Ave, Unit A8, Middleton, MA 01949.
Non-Applicability:
• Design and development of products and services.
• Post-delivery activities except for returns, complaints, etc.
Interested Parties:
• The following entities have been identified as interested parties; customers, employees, suppliers.
Document Structure:
• The QMS structure will comprise this Quality Manual that shows the interaction of processes, a 

description of the processes and links to other documents. In addition, this manual will be 
supplemented by additional procedures and work instructions, either called out, linked to or available 
to personnel. Knowledge of the availability of additional procedures will be covered through employee 
awareness training. Knowledge of critical procedures or work instructions will be documented in the 
training records.

Configuration Management:
• Component configuration will be controlled through the document control process, review of 

customer requirements and traceability through production. 
Management Representative:
• The role of management representative is assigned to the Quality Manager. The Management 

Representative acts as the single point of contact for the QMS, however, responsibility for the QMS is 
shared between all managers, and, where documented through responsibilities, procedures and work 
instructions, etc., to all employees in the company.

Processes Requiring Validation:
• There are no processes requiring validation in use within the organization.
Outsourced Processes and Purchases:
• Outsourced processes comprise – certain machining, finishing, heat treating, chemical processing. All 

outsourced processes are managed using the purchasing process. The supplier is responsible for 
validating processes. Certs, Reports, training records etc. are required where applicable.

Risk Management:
• Risk management is managed through the entire business process. Risk assessment is part of Sales, 

Purchasing, and Production. See each process for details – Clicking on         highlights risk aspects. In 
addition, Management Review will be used to highlight risk in any of the agenda items, in particular 

‘Changes that Affect the QMS.’ A strategic risk management spreadsheet is maintained to show 
system level risks. The matrix will be reviewed during management review.

Performance Evaluation:
• KPIs (Objectives) will be set and reviewed as part of management review. Data is analyzed through all 

stages of the operation. Product conformity, customer feedback and supplier performance will be 
analyzed through the Nonconformance process, reviewed at Management Review. 

Continuous Improvement:
• Opportunities for improvement/ Risk mitigation will be identified at management review, as outputs 

of corrective action and as part of strategic business planning.
Counterfeit Material:
• All materials and components will be purchased from US approved mills, distributors and component 

distributors. Certificates of origin as well as material certificates will be maintained. Certificates from 
outsourced processes will be maintained. 

Cybersecurity:
• Good cyber security and information security practices will be maintained through
FOD:
• FOD is practiced throughout the facility. Areas requiring FOD are identified, all employees training in 

the requirements of FOD.
Document Control/ Control of Customer Drawings/and Specifications:
• All quality management documents are reviewed and approved by the Quality Manager for suitability 

and adequacy. Documents of external origin will be controlled by the relevant manager.  Where 
documents are available electronically, they will be stored and controlled on the network. All 
employees will have access to all relevant documents at point of use. Placing the documents on the 
protected server is considered sufficient review and approval. Quality Records will be maintained.

• Customer documentation will be maintained on the server by Customer Name, Part Number and 
Revision. Customer specifications (such as quality requirements) will be obtained from the customer 
site on an as-needed basis or will be revision controlled if maintained on the server. 

• Documents of external origin will be controlled on the network with access control. Documents will be 
periodically reviewed for revision status

CNC and CMM Inspection Programs:
• Programs will be uniquely identified in the program library by customer name, part number and 

drawing revision.

Scope, Policies

R
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Quality Policy

Quality Policy 

Intellicut Inc. is committed to 

providing products and services while 

meeting or exceeding the 

requirements of our customers and 

interested parties. We comply with 

statutory and regulatory requirements 

and will continually improve our 

quality management system and 

business processes while setting 

objectives and measuring 

performance.
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Revision Approval 
Date

Approved By Approved By Change Description

1 10/10/2022 Armenak Chavushyan Scott Winder Initial release of Process Map based QM

QMS Approvals
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Placeholder for Certs
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Organizational Chart

President/CFO/Owner

Quality Manager

Quality Engineer

VP of Sales/GM Director of Engineering

Programmer/MachinistProgrammer/Machinist Programmer/Machinist Programmer/Machinist Operator
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Customer 
Complaint

Issue Valid?
N

Y

Customer Returns 
Product

Identify Returned 
Product with Red 

Nonconformance TAG.
Place in Review Area

Resolves Issue 
with Customer

Product
needs to be
returned?

Y

N

Verify product 
against router

Nonconformance 
Required?

Y

N

Initiate 
Nonconformance

Process.

Provide 
customer with 
return details

Quality reviews 
returned 
product

Initiate 
Nonconformance 

Process

Resolves Issue 
with Customer

Start of Process

End of Process

End of Process

End of Process

Customer Communications
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Y

Notify customers

Isolate Non 
Conforming 

material/ disposition 
as above

Customer 
Complaints, 

Internal 
Nonconformances, 

and Vendor 
Nonconformances 

Logged into 
nonconformance 

system

N

Y

Y

Determine 
Disposition

Does Non
Conformance

Affect delivered
Product

Does Non
Conformance

Affect material
In stock

Corrective Action 
process

End of Process

N

N

Y

N

Internal 
nonconformance 

Vendor 
nonconformance 

Customer Issue
From Customer 

Communications 
Process

Does Product 
Need to be
returned?

Corrective 
Action Needed?

Close Non 
Conformance –

update log

Scrap

Rework

Return to 
Vendor

Use as is
Customer

Acceptance
Needed?

Obtain 
Customer 
Approval

Y

N

Notify customer of 
return procedure

Customer 
communication

For reworked 
nonconformances, the 
inspection process will 
be used to determine 
conformity to the 
original requirements

Identification of nonconforming product: All nonconforming product will be identified immediately by attaching a red 
nonconformance tag identified with the nonconformance number from the log as a minimum. Other data fields on the 
label should be completed with available information. Other means of identification can include, where appropriate; 
direct marking of the item, identification of the container, location in a nonconformance area, or other positive 
identification. Nonconforming material must never be left unidentified to prevent escapes.
Responsibilities:  The Responsibilities Matrix will define who has the Authority to approve dispositions. 
Approval will be documented in the NC Databases.

For aerospace product, Quality will ensure 
that the items are permanently marked or 
rendered unusable and follow the Scrap 

Destruction process. 

Authority defined in 
responsibilities Approved?

Y

N

Meets contract
Requirements?

Y N

Resolve issue 
with customer

Start of Process

End of Process

Nonconformance
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Shred

ID parts

Bend

Dye

Drill

Cut

Destroy parts by 
the applicable 

method

Record actions in 
non-conformance log.

Dispose of 
scrapped parts

Assure a full review has taken place and  
all documentation has  been completed.

Review
non-conformance

Start of Process End of Process

Scrap Destruction
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Product
Needs to be
Returned?

Y

Customer
SCAR

Required?

N
Start of Process

Log issue in the
Corrective 
Action Log

Review issue

Determine any 
short-term 
action to 

immediately  
solve the issue

Assign issue for 
Root Cause 

Analysis
(use the 5Y 

where required)

Determine CAPA 
needed to 

prevent 
re-occurrence of 

issue

Determine 
Effectiveness of 

Corrective 
Action 

Corrective 
Action

Effective?
End of Process

Y

N

Review 
customer SCAR

(Supplier 
Corrective 

Action Request)

Determine 
appropriate 
response to 
Supplier –

complete SCAR

Any member of the organization can initiate a corrective action by
contacting the Production Manager. The Production Manager will be
responsible for updating details onto the Corrective Action Log.

For vendor issues, a determination will 
be made to request details or vendor 
initiated corrective actions.

Authority defined in 
responsibilities

Corrective Action

Responsibilities.xlsx
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Y

End of Process
N

New/Used 
Equipment 

Brought into 
Facility

Identify with 
Customer 

Details

Enter Equipment into
Vendor Calibration log

Identify 
Equipment

Customer
Supplied?

For New Gages/Equipment

Review 
Calibration Due 

Date With 
Vendor or Log

Locate 
Equipment for 

Calibration

Review Vendor 
or Internal log 
for Calibration 

Details

Internal or
External

Calibration?

Ensure Person 
doing calibrating 

is competent/ 
trained

Do internal 
calibration in 
appropriate 
Environment

Use Calibration 
Methods where 

applicable

Calibration
Required?

Record Calibration 
Results in

Calibration Log

What did the 
out-of cal. tool 
affect? Do an 
impact study.

Was tool out of
calibration?

Was Product
conformity
affected?

Follow the 
Nonconformance 

Process 

Send Equipment 
for calibration/ 
Schedule visit 
from Vendor

Review received 
calibrated 

equipment certs for 
traceability and 

calibration status

For Existing Gages/ Equipment

External

Internal

N

N

Y

Y

N

Y

This process is applicable to the calibration of all gages, instruments and other measuring devices used to inspect, 
test or otherwise quantify product characteristics.  It also applies to software that has an effect on measurement 
accuracy.  When specified, it may also apply to measuring equipment used in production.

All internal and external calibrations will be traceable to national standards. Certs , equipment, and records will 
record traceability using serial numbers.

Start of Process

All approved external calibration 
companies will be listed on the 
Approved Vendor List

When an instrument is located and found to be in use beyond its calibration due date, damaged or in 
anyway unsuitable for the measurements for which it is intended, it will be immediately removed from 
use and placed in the Calibration Containment Area and evaluated. The calibration list/database and 
calibration record will be checked for accuracy and, if appropriate, the internal CA process will be used to 
ensure the effectiveness of the instrument recall mechanism and a impact study initiated.

Equipment will be identified by an assigned calibration label 
that will be attached to the equipment, or, where necessary, on 
the equipment case.  This label will show the date of and due 
date, ID, and company or employee who performed the 
calibration.  

Any instruments not necessarily due for calibration, that are suspected or 
known to require calibration, will be immediately removed from use and 
placed in the containment area by the person detecting the problem and 
reported to the Quality dept.

Start of Process

Calibration

Responsibilities.xlsx
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Review 
Maintenance 

Schedule for due 
equipment 

Locate 
Equipment

to be serviced

Review 
Checklists for 
Maintenance 
requirements

Internal or
External

Maintenance?

Ensure Person 
doing 

maintenance
is competent/ 

trained

Complete 
Maintenance 

Records

Carry out 
maintenance

Send Equipment  
for Maintenance 
or Schedule for 

on-site

Update  
Maintenance Log

For Existing  Equipment

External

Internal

End of Process
N

New/Used 
Equipment 

Brought into 
Facility

Identify with 
Customer 

Details

Enter 
Equipment into 

Maintenance 
Log

Identify 
Equipment

Customer
Supplied?

For New Equipment

Maintenance
Required?

Y

N

Y

Start of Process

Start of Process

Planned Maintenance
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All Purchase Orders will include, where required;
• Appropriate description of Product or service,
• Requirement s that external providers apply appropriate controls to their direct and sub-tier external providers , to ensure that requirements are met.
• Requirements for approval of product,
• Requirements for qualification of personnel or Quality Management System, 
• Requirements such as C of C or C of A, NADCAP
• Print numbers and revision. 
• Terms and Conditions/ Flow Down

Vendor
Approved?

Determine Purchasing 
requirements and forward 

to purchasing dept.
Purchasing

Enter Order and create 
Purchase Order 

Submit PO to 
Vendor

Vendor

Receive into E2.

Receiving/ Receiving Inspection

N

Y

Vendor Approval 
Process

Identify and Move parts 
into inventory or 

production

Inspection
Required?

N

Y
Customer 
Supplied
Product?

N

Y

Nonconformance 
process

Product
Damaged?

N

Y

Identify Material/ Parts 
with Job number and 

Customer Name, 
customer suppled

Inspect

Update job card, 
QIP or necessary 

documents.

Identify and Move 
parts into inventory 

or production
Passed?

N

Y

Nonconformance 
process

All customer flow down/ risk requirements documented in 
customer PO will be flowed down to the vendor, this may 
include any risks assessed during Operational Planning, and 
Prevention of counterfeit Parts

R

End of Process

End of Process

- Inspection can be the review of 
any material certifications such as 
C of A, C of C, welding certificates, 
prints, test reports, etc. Traveler 
updated with inspection results

QC will be notified for 
Material/product 

needing 
Inspection/review.

Receiving personnel will check 
material/product against PO 

for quantity and required 
documentation

Customer Supplied Property: This can include material, gages, IP. Material will 
follow the process below. Gages will be identified with the customer's name. 
The gage will be calibrated as part of the calibration process.
Flow down Requirements:
Where requirements for controlling documented information created by and/or 
retained by external providers  differ from our internal Records List , such 
requirements will be flowed down on purchase orders. 

Quality 
Hold

Purchasing

Responsibilities.xlsx
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Vendor Approval: 
All vendors will be classified as critical or non-critical. Approval and re-approval 
criteria will be determined and documented in the approved vendor list. 
Supporting documentation will be maintained. 

Request for new 
Vendor

The Director of 
Engineering carries 

out Vendor approval 
using risk-based 

techniques

Add vendor to 
approved vendor list

Vendors Approved using applicable approval 
and/or verification activities including but not 
limited to
• Sample product  and FAI (inspection)
• External approvals/certifications 

(customer, regulator, 3rd party etc.)
• Customer Mandated
• Sole Source
• Grandfathered
• Self Audit
• Audit

File/scan/enter any 
information or 

documents used for 
Vendor Approval.

Vendor Approval

Supplier Review/ Disapproval

Vendor analysis will be reviewed during 
Management Review to include 

nonconformance.  Critical suppliers will have a 
scorecard generated annually.

Review Vendor 
nonconformances

Update Vendor Status 
as applicable or remove 

from Vendor list.

Any actions needing to take place resulting 
from external providers that fail to meet 

requirements will follow the 
nonconformance process. 

Vendors who are no longer approved will be 
considered “inactive”

Vendor Approval

End of ProcessStart of Process

Start of Process End of Process

Responsibilities.xlsx
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Production package 
Prepared.

Production

Preservation  of outputs during production; cleanliness, FOD, handling and 
storage will be controlled as necessary. Specific requirements will be called out 
on the traveler or related instructions.

All personnel involved in production and handling of product will be trained in 
FOD. Areas subject to FOD will be clearly identified. This includes ensuring 
previous jobs are purged from the work area . 

Product Identification

Production planning 
distributes production 

package based on delivery 
dates, machine availability

Operators set up and 
follows job in 

accordance with the 
job card.

Inspections carried 
out as per quality 

plan. QIP and 
traveler updated 

Follow 
nonconformance 

process

Passed
Inspection?

Y

N

Shipment Preparation 
– check router for 
completeness, any 
special packaging. 

Production/ Quality 
Documentation 

reviewed, approved 
write protected

Update traveler, 
identify product and 

place on the 
nonconformance shelf

Production package will include any risk identified 
and documented during planning.
Package can also include, (where necessary):
• Traveler
• Inspection
• Print
• Additional instruction sheets

As applicable, programmer/ machinists will be responsible for obtaining and 
verifying;
- Materials
- Tooling
- Fixturing
- Purchased/Customer supplied Material
- Software software/ programs
- Gages

Nonconformance

Product and materials will be identified and accounted for at all times to 
show status, Inspection status (pass/fail, requires inspect, etc), qty’s and 
configuration using The traveler, Identification tags, designated areas or 
by direct marking.  This includes property belonging to customers and/or 
external providers.

When  traceability is a requirement, the methods and documented 
information necessary will be identified during planning and flowed down 
as necessary enabling traceability.

Preservation

All nonconforming product and materials will be 
identified with a Red Tag. Where disposition is 
re-work, product will follow the same process 
outlined below. For aerospace product, repair 
will not be an option. This includes any property 
belonging to customers and/or external 
providers.

R

5S PROCESS

Depending on customer requirements 
and Traveler, print or specifications may 
be used  at this review for planning as 
well as any identified planning  flow 
downs .
Quality planning will also be underway 
during this review.

FAI

For jobs requiring first article 
approval by the customer, or first 
piece inspection, the Quality 
Inspection Plan will be used to 
record/document  inspection 
data. This process shall be 
repeated when changes occur 
that invalidate the original results 
(e.g., engineering changes, 
manufacturing process changes, 
tooling changes).

Outsourced
processes?

Y

N

Components, 
traveler passed to 

shipping

Shipping reviews 
requirements, 

checks PO, ships 
to vendor

Outsourced 
product received 
passed to QC for 

inspection

Completed product 
shipped or put into 

inventory

Review with 
Production Control.

When sampling is deemed necessary as a means of product acceptance, 
sampling plans will be justified using recognized statistical principles that are 
appropriate for use or as stated by the customer.

Intellicut does not perform any process(s) where 
resulting output cannot be verified by 
subsequent monitoring or measurement.  In the 
case for outsourcing, Intellicut will verify certs, 
test reports and monitor supplier performance to 
control these process(s).

Consideration will be given for the skill and any 
specific requirements needed when assigning to 
programmer/ machinists

Post delivery activities are limited to Customer returns.  When problems 
are detected after delivery, actions, including investigation and reporting 
will follow the .  Customer Communication process. 

Production

Start of Process

End of Process

Responsibilities.xlsx
../Procedures/5S System.doc
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Receive RFQ from 
customer

Detailed review 
by ?

Quote Generated by 
order entry in E2

Quoting

Review
Ok?

Receive Purchase 
Order from customer

Y

N

Order Entry reviews 
PO against quote or 

historical orders
Enter into System.

Forward Job 
Packet to 

Production

Sales – Order Processing

Application Engineer 
or President carries 

out preliminary 
review

Preliminary Review:
- Is Scope within Capability
- Capability of subcontractors
- Delivery achievable
- Are drawings sufficient to quote against
- Revisions
- Configuration
- Product Safety
- Price and quantity
- Other risks

Proceed with
Quote?

Y

N

Quote sent to 
customer

Quote 
maintained on 

systemR

New Part? Y

N

RFQ reviewed for risk : 
- Delivery
- Technical
- Quantity
All risks identified

PO reviewed for;
- Price
- Delivery
- Quantity
- Revisions
- Material requirements
- Certifications
- Special instructions

Resolve with 
customer

Production

Verbal orders 
need to be 
confirmed in 
writing or email

Customer PO stamped 
with review stamp as 
evidence of review, 

Scanned and saved on 
system

New Part?

Y

N
Issue documentation to 

programming and quality 
for program and 

inspection plan creation

Create a new part # 
folder on the server, 

scan print

Start of Process

End of Process

Start of Process

In stock?

N

Y

End of Process

Notify customer 
that RFQ received 

but were unable to 
quote

End of Process

Where requested by the 
customer, quote can 
comprise of an email with all 
pertinent information

Quoting and Sales
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Information Flow:

Material Flow:NC
SCRAP

Training

Start Training 
Item

Start New 
Position

Start New Hire

Start Existing 
Position

Define Training 
Item

Define Type of 
Training

Define Frequency 
of Training

Record Results
Assess Training 
Effectiveness

Establish 
Competency 

Requirements

Create Job 
Description

Establish Training 
File

Assign to Defined 
Position

Correlate Position 
to Suite of 
Training

Contrast Training 
Performed versus 

Competency 
Requirements

Y

N

Is There
Misalignment?

Modify Job 
Description

Is Training
after Modification

Excessive?

N

Y

Retire / Obsolete 
Training Item

End of Process

Define Users
Implement 

Training
Is Training
Adequate?

Y

N

Continuously 
Monitor 

Competency

Has Competency
Deteriorated?

Y

N

Is Training
Still

Pertinent?

Y

N

Methods to determine effectiveness include:
• Employee Performance
• Test Employee knowledge
• Audit Employee
• Monitor (On-Job-Training)
• Review of non-conformances

Frequencies include 
“One Time”, 
“Recurring” and 
“Recurring – Rev 
Change”.

Types include “Classroom Training”, 
One on One Training”, and “Read and 
Understand Training”.

This may include, but not 
limited to;
Inputs from 
Process/Policy/Statutory or 
Regulatory, Management 
Review, Nonconformance, and 
employee reviews.  This can 
also pertain to active on the job 
training review/recertification.

Supporting documents such as certificates, attendance sheets, test  results, resumes, 
etc. will be scanned and attached to the record or kept with personnel records.

R

Risk: 
- Product 

nonconformance
- Workplace injury

Responsibilities.xlsx
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Information Flow:

Material Flow:NC
SCRAP

Quality Records

All electronic records will 
be included in the 

company-wide back up 
process.

Quality Records will be 
maintained to protect 

integrity and 
deterioration

A Quality Records list 
will be maintained 

listing quality records 
required to be kept

All Quality Records will be 
identified for traceability 

back to the process, 
service, or product

Quality Records provide evidence that Quality Management System processes are being 
followed. Examples of Quality Records include minutes from meetings, completed forms, 
databases, and other documents proving an occurrence.

The following would be considered Quality Records:
Purchase Orders
Travelers
Inspection records

All employees will be responsible for ensuring records are collected according to procedures, 
are clear and concise, and are stored appropriately.

For retention period set by customer that supersede our retention policy, records will be 
maintained and managed separately with clear indication of the retention requirements

End of Process
Start of 
Process
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Management Review

Management shall review the organization's quality 
management system, at planned intervals, to ensure 
its continuing suitability, adequacy and effectiveness. This 
review shall include assessing opportunities for 
improvement and the need for changes to the quality 
management system, including the quality policy and 
quality objectives. 

Management review 
Meeting Attendees shall 
include at a minimum:
• President & CEO
• Operations Manager
• Quality Manager
• Sales Manager Input Data from 

Management

Key Process 
Data

Document Management 
Review Outputs;

• Action Items
• Goals and objectives
• Corrective Actions
• Continuous 

Improvement

Meeting 
Output Data

Communicate 
objectives, 

performance, 
actions to 

appropriate 
personnel and 

workforce 

MRM AGENDA Monthly Quarterly Semi-
Annually

Annually

Previous Minutes X
Review of Open Acton Items X
Internal Audits X
Quality Policy X
Process/Product Conformity X
Corrective Actions X
KPI’s/ Objectives X
Supplier Analysis X
Resources

Plant & Equipment X
Production Environment X
Training / Human Resources X

Changes that affect the QMS X
Continuous Improvement X
Risk Management

Internal Factors that affect QMS X
External Factors that affect QMS X
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Material Flow:NC
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Internal Auditing

Any Special
Circumstances?

Schedule Audit

Create Audit 
Worksheets 

showing audit 
criteria

Review Previous 
Audit 

nonconformance's

Research 
Requirements, 

discuss with Division 
Directors

Internal or 
External

Resource?

Schedule External 
Auditor

Resource 
Approved?

Use
Vendor Approval 

Process
to approve 

Auditor

Carry Out Audit

Finalize audit, 
carry out close out 

meeting as 
appropriate

Use Corrective 
Action process to 

ensure timely 
closure of findings

Competency of Auditor:
All auditors will be competent in auditing. Competency 
can be gained from experience or training. For 
external auditors this can be gained from reference 
(Resume) or certificates of audit training. For internal 
auditors, auditors will be recruited from staff who 
have previous documented experience or staff will be 
sent out for training. All auditors shall have 
documented competency in the relevant standards 
being audited.

N

Y

Y

N

Internal Audits:
A schedule will be maintained to show when audits 
will be carried out, and what processes will be 
covered. At a minimum, audits will be carried out once 
a year, however, the actual frequency will be 
determined by the schedule, outputs from 
management review, outputs from the corrective 
action process and other factors.

Special Circumstances can comprise:
New equipment
New Hires
Trends (typically negative) from management 
review

Verify Qualification  of 
auditor – see ‘Competency 
of auditor below

Complete Audit 
Report and 

nonconformance's

End of Process

E

I

Start of 
Process
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