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Introduction

With the new edition of several ISO standards, 14001 and 9001, the High Levels structure 
becomes the basis for a lot of the ISO based management systems. This common approach makes 
it for a lot of companies much easier to develop an integrated management system. 
However, the introduction of the High Level Structure also forces companies to apply a different 
approach and to have a much more involved management team and/or directors.

This e-book will give some easy to apply approach to create you High Level Structure documents 
which can be used as a solid basis for the integrated management. Although documenting the 
different aspects of the HLS is not obligatory we believe that it can’t hurt plus it makes things easier 
to find.

We start with the context of the organisation then we will touch upon the stakeholders which at the 
end leads to a nice risks based thinking approach based on the stakeholders and the 
context of the company.
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The context of the company should describe the position of the organisation within her 
environment. It clearly describes what makes the company what it is today and how it can becomes 
better. A good tool to map this environment of the organisation is the SWOT analysis. 

The SWOT analysis is a business tool that is widely used by different businesses. The internal as 
well as external factors have to be identified and understood properly to conduct a thorough 
research. For a long period of time, the SWOT analysis has proven to be an excellent tool for 
businesses to minimize their weaknesses, focus on their strengths and take advantage of beneficial 
opportunities.

Context of the organisation (SWOT)

In order to use the SWOT analysis properly it is always good to understand some of the pitfalls 
that come with it. A large number of managers and academics criticize the tool because it is a “low 
grade” form of analysis. To have a good exercise you should consider the following flaws:

• Excessive lists of strengths, weaknesses, opportunities and threats;
• No prioritization of factors;
• Factors are described too broadly;
• Factors are often opinions not facts;
• There is no recognised method to distinguish between strengths and weaknesses, opportunities and threats.

LIMITATION
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During identifying the strengths and weaknesses, you should look at every factor that is related to 
the internal environment of the organization. Look for reasons why the company is doing better than 
their competitors due to internal strengths, or where the company lacks these strengths and 
improvements can be made. Some resources to take into consideration are:

• Land, equipment, knowledge, brand equity, intellectual property, etc.
• Core competencies
• Capabilities
• Functional areas such as management, operations, marketing, finances, human resources and R&D
• Organisational culture
• Value chain activities

THE INSIDE

When identifying the opportunities and threats, you should look at the uncontrollable factors outside 
of the organization. These factors can be very broad, such as worldwide factors or local points when 
it comes to local laws and regulations. Some points to think about are:

• Market changes such as globalisation.
• Competitors
• Changes in laws and regulations
• Big macroeconomic changes such as population of country, demographical changes
• Political hot topics

THE OUTSIDE

Most people use the approach of starting from the inside out. This technique begins by looking at 
the inside of the company, and understanding their strengths and weaknesses. When those are 
identified they can then discover the external factors such as opportunities and threats.

APPROACH
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The following bullets will help you to structure the analysis to get the most value out of the exercise:

• Identify factors relative to the competitors. This makes it possible to specify whether the factor is a strength or a 
weakness.

• List between three to five items for each category. By doing this, it prevents the creation of lists that are either 
endless, or too short.

• Items must be clearly defined and as specific as possible. For example, a firm’s strength is: brand image 
(vague); strong brand image (more precise); brand image valued at $10 billion, which makes it the most valued 
brand in the market (very good).

• Rely on facts not opinions. Find some external information or involve someone who could provide an unbiased 
opinion.

• Factors should be action orientated. For example, the “slow introduction of new products” is an action orientated 
weakness.

GOOD PRACTICES

In order to be able to make use of the analysis it is important to prioritize the different factors. This 
helps to come up with an actionable plan on how to make the company stronger and prepared for 
the upcoming changes.

Automation solutions such as Qooling can help by structuring the outcome of the SWOT analysis. 
Not only can it help by structuring the outcome but more importantly the actions which comes out 
of the analysis can be easily structured and distributed within the organization.

http://qooling.com/
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With the new ISO9001:2015 the stakeholder analysis has got a much more prominent position in the 
Quality management system. Of course, every company knows their most important stakeholders. 
However, not every stakeholder is always well understood or taken into consideration when major 
decisions are taken. A good stakeholder analysis gives the company an up-to-date list of all 
stakeholders and how to manage them.

Identifying the most important stakeholders isn’t all that hard. Most companies have stakeholders 
like:

• Customers
• Suppliers
• Employees
• Government
• Neighbors
• Competitors
• etc.

The list can get quite long depending on how specific you get.

Stakeholder Analysis

IDENTIFY STAKEHOLDER
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The analysis becomes slightly harder when companies start to classify or order these stakeholders. 
It is important to give every stakeholder a type of ranking depending on how big the influence on 
the company is. Yes, customers are among the most important stakeholders but for example, what 
about the government? 

Companies that have a big impact on the environment have a different relationship with the 
government compared to a trading company. It is important to find out which stakeholders are most 
important. You can ask a question like “how easy is it for this stakeholder to close the doors of the 
company?”

CLASSIFY THE STAKEHOLDER

ACTION PLAN
When the stakeholders are identified and classified, an action plan needs to be created on how to 
manage the different kind of stakeholders. The plan should include ways how the company will 
inform the stakeholders and regarding which activities every stakeholder is informed of. 

This can be structured in a communication plan, or very easily and straightforward in the analysis 
document. When some concrete actions need to be taken, make sure you always assign one single 
person as the owner of the task. This prevents people from pointing to each other when nothing is 
happening. This action plan can be a pain to manage in several documents. 

Managing the actions can be very chaotic, so Quality and Safety automation such as Qooling is a 
great tool to help out. Having the action plan with you all the time on your mobile phone helps to 
perform the tasks whenever they are required.

http://qooling.com/
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Risk Management

EXPLANATION
Before we start to actually identifying risks we should explain to all employees what the new 
standard entails and how it may impact the way they work. The presentation covers all the changes 
to the norm but should have a focus on risk based thinking. We elaborate on the description of what 
risks are and how they can affect the business negatively and/or positively. At the end of the 
presentation the employees will be given the opportunity to ask questions.

Most of the employees are not into the ISO9001 content so some degree of explanation really helps. 
Especially the opportunity to ask questions is important to get everyone on the same page.

When the Strength and Weaknesses and the stakeholders of the company are known we can create 
a risks overview with this information in mind. The risks can originate from every part of the 
company, from operations to finance and from HR to IT. 

It is important to list them all in order to have a clear overview. The following steps will give guidance 
on how to identify the risks and structure them.
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Every department of the organization incorporates very specific risks. The employees of the different 
departments are the ones that have all the knowledge when it comes to these risks. To leverage this 
knowledge, we perform the risks assessment together with the employees of the different 
departments. 

It is like a brainstorm session where the input of all team members of the specific department will be 
gathered. Doing the exercise with every department will give an enormous amount of data to 
structure the risk assessment, plus it makes everyone aware of the risks.

The outcomes of all the sessions are combined in one big register to give an overview of the risks, 
their impacts and the actions taken by the company. Next, the actions that are needed should be 
distributed to the employees of the different departments. This is done to make every single 
employee responsible for a part of the risk mitigation strategy. 

The QHSE manager now only has to check if the employees are performing the actions instead of 
performing the complete risk assessment. Meanwhile employee engagement is increased, because 
they are held directly responsible for a part of the risk management.

DEPARTMENT BASED RISK MANAGEMENT

AGGREGATION
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Risk management is much more than just listing all the risks. It is an instrument to help 
management get a good picture of the risks involved. Next to this, it is a great tool to perform and 
manage corrective and preventive actions based on these risks. Furthermore, it holds some great 
input for the yearly management and the actions give a good measure on how management 
performs.

Good automation solutions such as Qooling can help you to structure the output of the Risk 
assessment like the corrective and preventive actions. These solutions will give you a clear overview 
of which actions the organization took to reduce the risks.

When all the risks are organized, make sure the focus is on the top 10 most important risks and 
don’t bother working on all the risks for the moment. It is important to assess the risks by next year, 
as by then you can focus on the other risks to the organization. After the risks are registered and 
prioritized it is important to assign owners to certain tasks, preferably people in higher management 
positions. Creating the risk mitigation plan based on these tasks is a critical part of risk 
management. 

Again, automation helps a lot by structuring this mitigation plan and creating an action plan. Our 
users make use of the solution to structure their way of working and have a clear overview of what 
they did to mitigate the risks. 

USE RISK MANAGEMENT AS A GUIDE FOR MANAGEMENT

http://qooling.com/
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