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ISO 14001 Consultant Evaluation Scorecard
Seven questions that separate a real implementation partner from a template vendor - with what good and

bad answers sound like.

CONSULTANT / FIRM EVALUATED EVALUATED BY DATE

Why This Scorecard Exists

A bad ISO 14001 consultant costs you more than the fee. They leave you with documents you can't use, a

system that doesn't match how your operation actually runs, and audit findings waiting to happen. The failure

modes are remarkably consistent: generic templates with no relationship to your facility, over-documented

systems full of promises your operation can't keep, and "implementations" that amount to renamed quality

documents. Ask each question below, listen for the pattern, and score the answer 1 (bad answer) to 5 (good

answer). Use the same scorecard for every consultant you interview.

The Seven Questions

ASK THIS A GOOD ANSWER SOUNDS LIKE
A BAD ANSWER SOUNDS

LIKE

SCORE

(1-5)

1. "Can you show me a

sample EMS manual

you've built for a company

my size and type?"

A clean, practical example - something

your team could pick up and use. Short

sections that describe who you are, how

you manage environmental matters, and

the supporting elements.

A 200-page binder, a generic

template, or no example at all.

What they show you is what

you'll get.

___

2. "Do you build the

manual around the

standard's clause numbers

or our own structure?"

Your own structure, mapped back to the

standard. When the standard updates

(ISO 14001:2026 is here), the manual

doesn't fall apart.

A manual organized 4.1, 4.2,

4.3... It looks thorough but

breaks with every revision and

reads like the standard, not like

your business.

___

3. "How do you decide

what to document and

what to leave out?"

A clear philosophy of avoiding over-

prescription: if you document a promise

you can't keep consistently, you've

created an audit finding.

"We document everything" -

every over-prescribed procedure

is a landmine an auditor will

eventually step on.

___

©2026 Kaizen ISO Consulting | kaizenisoconsulting.com Page 1 of 3



4. "Do you pre-populate

documents or hand us

blank templates?"

Pre-populated with assumed data based

on experience, then refined with your

input. Faster, and it produces a better

result.

Blank templates with instructions

- you're paying the consultant to

teach you formatting instead of

implementing the standard.

___

5. "What happens when

your deliverables don't

match how we actually

operate?"

They rebuild the deliverable. The system

has to map to what your people actually

do on Monday morning.

They tell you to change your

operation to match the

document.

___

6. "We have an existing

QMS / inherited system

we're unhappy with. How

would you handle it?"

Decouple you from it and build

something simpler that your team can

actually execute on the floor.

Layer new documentation on top

of the clunky system - more

paper, same problem.

___

7. "How do you handle

standard revisions like ISO

14001:2026?"

Manuals and registers built to survive

updates without a rebuild, plus a clear

view of the current transition

requirements and timeline.

Vague awareness of the revision,

or a proposal to rebuild your

system from scratch for every

update.

___

Total (out of 35) ___

Reading the Score

TOTAL WHAT IT TELLS YOU

28-35 A real implementation partner. Their answers show a philosophy of practical, usable systems

- verify with a reference from a comparable client and move forward.

20-27 Mixed signals. Probe the low-scoring answers before signing - especially questions 3 and 5,

which predict whether you'll be holding audit findings a year from now.

Below 20 Template vendor pattern. You'll pay for a deliverable, then pay again to make it usable.

Red Flags Checklist

Beyond the interview answers, watch for these patterns - each one has left a real company rebuilding its system:

RED FLAG OBSERVED?

The sample deliverables could apply to any facility on earth - no specificity to operations like yours.

An auditor can spot a generic assessment in about 10 seconds.
☐ Yes

☐ No

The proposal is mostly document production, with little or no time on your floor. If nobody walks

the facility, the deliverables won't match the operation.
☐ Yes

☐ No
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They describe "implementation" as delivering a folder of documents. Implementation means your

people can execute the procedures - your EHS manager can run the nonconformance process

without inventing it on the spot.

☐ Yes

☐ No

They propose adding environmental language to your existing quality documents and calling it an

EMS. Adding "14001" to a quality policy is five letters, not a management system.
☐ Yes

☐ No

They can't explain how their deliverables will hold up under your certification body's auditor - who

asks how, not whether, documents exist.
☐ Yes

☐ No

T H E  M O N DAY M O R N I N G  T E S T

The test of a real implementation is whether your people can use the system on Monday morning. If they can't,

it's not implemented - it's a pile of paper. 

Planning your ISO certification?

Whether you're responding to a customer requirement, a corporate mandate, or a contract opportunity

that won't wait - Kaizen simplifies, streamlines, and expedites the path to certification. 200+

certifications, zero failed audits. Get a free consultation and a straight answer on what your system

needs.

Book Your Free Consultation

kaizenisoconsulting.com

About Kaizen ISO Consulting. Kaizen has guided organizations through ISO 9001, ISO 14001, and ISO 45001 certification

since 2017 - building systems teams actually use, pre-populated and refined with your input, structured to survive standard

revisions. Put us through this scorecard. 

200+ certification projects Zero failed audits 100% first-try pass rate 3-6 month typical timeline

Consulting since 2017

This resource is provided by Kaizen ISO Consulting for general informational purposes only. It summarizes and paraphrases the intent of ISO

requirements in the author's own words; it does not reproduce the text of any ISO standard and is not a substitute for the standard itself. Obtain the

official standard from ISO (iso.org) or your national standards body. ISO® is a registered trademark of the International Organization for

Standardization (ISO); Kaizen ISO Consulting is independent of, and not affiliated with or endorsed by, ISO. This document is not certification, legal, or

regulatory advice - requirements as applied to your organization depend on your scope, operations, and certification body. © 2026 Kaizen ISO

Consulting. You may share this document in unmodified form; commercial redistribution is not permitted. 
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