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A practical roadmap for building an ISMS and preparing for ISO 27001 certification
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This quick start guide is for informational purposes only and does not constitute legal advice.
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Executive Summary
ISO 27001 is an international standard for building and maintaining an information security
management system (ISMS). It is recognized globally and is often requested by customers and
partners when you operate across borders. ISO 27001 certification shows that your security program is
managed systematically through risk assessment, documented controls, and continual improvement.

This quick start guide explains how to scope an ISMS, perform the risk work that drives control
selection, prepare key documents such as the Statement of Applicability, and get ready for certification
audits. The focus is on building a program that works in day-to-day operations, not a binder that sits on
a shelf.

Background and when ISO 27001 makes sense
ISO 27001 is common for SaaS and technology companies selling into international markets, regulated
industries, and large enterprises. Some organizations choose ISO 27001 because it is a management
system standard, which means it emphasizes governance and continuous improvement. Others
choose it because it can support multiple privacy and security requirements through a single structured
program.

• Typical triggers: Expansion into Europe or other international markets, customer requests for an
internationally recognized certification, or a need to standardize security practices across multiple
teams.

• Good fit: You can define scope clearly, assign ISMS ownership, and commit to recurring reviews
such as internal audits and management reviews.

• Key outcome: Certification by an accredited certification body after passing an external audit.

ISO 27001 in plain language
ISO 27001 has two major components. The management system requirements define how you govern
security through policies, risk assessment, planning, and review. Annex A provides a reference set of
controls that you select based on risk and applicability.

The ISMS requirements

The standard expects you to understand your context, define scope, assign leadership responsibility,
assess risk, choose controls, and then measure and improve over time. ISO 27001 is less about having
every possible control and more about proving that your program is intentional, documented, and
monitored.

Annex A controls

Annex A is a catalog of control themes such as access control, cryptography, secure development,
supplier relationships, and incident management. You select controls based on risk and your
environment. The Statement of Applicability documents which controls you selected and why.

Certification audits
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Certification is typically assessed through a Stage 1 audit and a Stage 2 audit. Stage 1 focuses on
ISMS design and readiness. Stage 2 tests implementation and effectiveness. After certification,
surveillance audits check continued conformity.

Quick start roadmap
ISO 27001 projects move faster when you treat the ISMS as a lightweight operating system for
security. Keep scope focused, build a simple risk method, and connect controls to existing workflows
such as ticketing and change control.

Phase Outcomes What to produce

Phase 1: Scope and ISMS setup (Weeks 1 to 4)Clear boundaries and governance ISMS scope statement, roles and responsibilities, document control approach, asset inventory

Phase 2: Risk assessment and control selection (Weeks 3 to 6)Risk-driven control plan Risk methodology, risk register, risk treatment plan, Statement of Applicability draft

Phase 3: Control implementation (Weeks 6 to 16)Controls operate and produce evidence Policies and procedures, technical safeguards, secure SDLC practices, vendor management workflow

Phase 4: Internal audit and management review (Weeks 14 to 20)ISMS validated internally Internal audit report, corrective actions, management review minutes, updated risk register

Phase 5: Certification audit (Weeks 20+)External audit completion Stage 1 and Stage 2 audit support, evidence package, corrective actions closure

Phase 1: Scope and governance

1 Define the ISMS scope. Start with the product and supporting systems that matter most to
customers and include supporting processes that affect security.

2 Assign ISMS leadership and define responsibilities. ISO 27001 expects accountability for risk
decisions and program oversight.

3 Establish document control. Keep policies, procedures, and records in a controlled location with
clear versioning and approvals.

4 Create an inventory of information assets and supporting systems so risk work is grounded in
reality.

Phase 2: Risk assessment and treatment

Your risk method should be simple enough to repeat. Define how you score likelihood and impact, how
you decide what is acceptable, and how you record decisions. The risk register becomes the backbone
for your audit story.

• Risk register: A list of risks, owners, and current safeguards.

• Risk treatment plan: Decisions to mitigate, transfer, avoid, or accept risks, with target dates.

• Statement of Applicability: The Annex A control list with explanations for inclusion or exclusion.

Phase 3: Implement and operationalize controls
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ISO 27001 audits look for evidence that controls are in use. Connect control requirements to workflows
that already exist, such as ticketing, code review, and access provisioning. When a control relies on a
review, make the review scheduled and recorded.

• Identity and access: Role-based access, multi-factor authentication, periodic access reviews, and
quick offboarding.

• Secure development: Code review, dependency management, vulnerability tracking, and
controlled releases.

• Operations security: Logging, monitoring, patching, backups, and change management evidence.

• Supplier management: Vendor inventory, risk review process, and contract requirements for key
vendors.

• Incident management: Incident response plan, exercises, and documented lessons learned.

Phase 4: Internal audit and management review

Internal audits test whether the ISMS is working and identify gaps before certification audits.
Management review proves leadership oversight. Keep meeting notes, decisions, and follow-up
actions. These records are often reviewed during Stage 1 and Stage 2.

Phase 5: Certification audit

Choose an accredited certification body and align on scope and timing. Stage 1 usually checks
documentation and readiness. Stage 2 focuses on implementation. Keep corrective action tracking
tight so findings do not drag out the project.

ISO 27001 in cloud environments
ISO 27001 works well in cloud environments because controls can be automated and logged. The
same features can also create complexity because services change quickly. Treat cloud configuration
as code, track changes, and keep clear ownership of key security settings.

• Infrastructure as code: Use version control and approvals for infrastructure changes so evidence
is built in.

• Central logging: Centralize logs for identity, cloud activity, and application events, then define
review routines.

• Shared responsibility: Document what your cloud provider covers and what you must implement
in your own environment.

• Regional considerations: Data residency and cross-border transfer requirements can influence
scope and control selection.

Common pitfalls and how to avoid them
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• Scope creep: Expanding scope mid-project adds systems, assets, and controls. Define boundaries
early and add scope only with a clear business reason.

• Risk method too complex: If risk scoring is hard to repeat, the register will not be maintained.
Keep it simple and consistent.

• Statement of Applicability treated as a form: The SoA is central to ISO 27001. Tie each control
decision to risk and reality.

• Missing records: ISO audits focus on evidence of governance such as approvals, audits, and
reviews. Plan how records will be created and stored.

• Controls not embedded in workflows: If controls depend on people remembering to do things,
they will fail over time. Use automation and scheduled reviews.

ISO 27001 works best when it becomes a rhythm. Risk review, internal audit, and management review
are recurring habits, not one-time events.

How Jacobian Engineering helps
Jacobian Engineering helps organizations prepare for ISO 27001 certification by combining ISMS
design with technical implementation. This approach is useful when your team needs support turning
requirements into working cloud and operational controls.

• ISO 27001 gap assessment: Review against ISO 27001:2022 and a prioritized remediation plan.

• ISMS development: Scope definition, risk methodology, risk register setup, and Statement of
Applicability creation.

• Control implementation: Identity, logging, monitoring, vulnerability management, and secure
development practices.

• Audit readiness: Internal audit preparation, management review support, and certification body
coordination.

ISO 27001 quick start FAQ

Is ISO 27001 the same as SOC 2?

They overlap, but they are different. SOC 2 is an assurance report based on criteria and tested controls
over a period. ISO 27001 is a management system certification that emphasizes governance, risk, and
continual improvement. Many companies use both depending on customer needs.

Do we need an internal audit before certification?

Yes, internal audits are part of the ISMS requirements. They help you find gaps early and show that
you can evaluate your own program objectively.

What should we do first?
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Define scope and assign ISMS ownership. From there, set a simple risk method and build a risk
register that connects to control decisions.

Can ISO 27001 help with privacy requirements like GDPR?

ISO 27001 focuses on information security. It can support privacy programs by strengthening security
measures and governance. Privacy still requires separate work on topics such as lawful basis, data
subject rights, and data processing agreements.

Conclusion
ISO 27001 certification is reachable when you keep scope focused, build a repeatable risk process,
and embed controls into normal operations. The strongest programs use the ISMS to drive continual
improvement and to make security easier to manage as the business grows.


