
Improving performance, 
reducing risk

Q1.  How do I convince senior 
management that to achieve 
certification they have to be 
involved?
The approach you take to engage 
leaders is dependent on how 
knowledgeable and confident you 
are about communicating the direct 
(Section 5) and indirect (parts of 
Sections 4, 5, 6, 7, 9 & 10) Leadership 
requirements. 

If you have already attempted to 
gain Leadership engagement and 
you are still facing resistance, then 
a Leadership Briefing from LRQA 
would provide an overview of the 
new and changed requirements for 
Leaders. 

Information delivered to Leaders 
from an impartial professional 
source tends to be received more 
positively. A Leadership Gap Analysis 
could also be a useful exercise. 
Leaders have to be ‘open’ to this 
and prepared to accept what gaps 
are reported within the assessment, 
which could equate to potential Non 
Conformities. 

Q2.  How much involvement will be 
required from senior management 
during the audits?
This will be dependent on the top 
management structure, complexity 
of strategic direction, context and 
perhaps the methods deployed by 
top management. 

At the very least management 
teams will need to be available 
to be interviewed and audited by 
the Assessor for 30 - 45 minutes. 
Senior management representation 
should remain accessible throughout 
the transition assessment in case 
further explanation, qualification or 
additional information is required. 
Management is accountable for the 
successful execution of the PDCA 
approach of the Management 
System and should be available to 
represent their organisation and to 
ensure fully informed decisions are 
reached by the Assessor.
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Q3.  Will we need to demonstrate an 
ISO31000 based risk management 
process?
BS ISO 31000 is the international 
standard for risk management and 
is an excellent and internationally 
accepted methodology. ISO 9001 
does not require a specific risk 
management model, framework 
or standard to be used. Your 
organisation will need to decide how 
to address the new requirements 
and what types of documented 
information to create to control 
processes or approaches used to 
demonstrate the evidence and 
effectiveness of risk-based thinking. 

Q4.  Would the implementation of  
ISO 31000 standard (risk 
management) cover the scope of the 
risk- based thinking requirements of 
ISO 9001:2015?
Yes, in a more comprehensive 
way than the ISO 9001 standard 
specifically requires. Although 
for less complex and smaller 
organisations this could be 
considered an overly complex 
process to deploy. To deploy 
ISO 31000 effectively across the 
functional levels of an organisation 
will be dependent on higher levels of 
competence, vertical management 
structures across the system and a set 
of processes within the management 
system scope. 

Q5.  What changes need to be made to 
the quality manual? Do we still  
need one?
You don’t have to use a quality 
manual in the traditional sense. 
You can define and visualise your 
management system in any form of 
your choice. If you have a quality 
manual and want to keep it, then 
clearly it will need updating to 
reflect the key changes to the 
standards. Note: that the ‘Scope of 
the Management System’, it’s ‘Quality 
Policy and Objectives’ still have to be 
clearly and appropriately documented 
for clarity of communication across 
the organisation.

Q6.  Does context apply to different 
levels within an organisation, e.g. 
for different work streams?
Although the specific requirements 
for ‘Context of the Organization’ 
apply specifically at organisation 
level (internally and externally), 
in general it is implicit to apply 
the same principles and thought 
processes behind ‘Context’ at both 
the management system and process 
levels, and the functional structures 
across the organisation.

Q7.  How challenging and consistent do 
Auditors now need to be?
Auditors now have to challenge 
senior management and process 
owners about the effectiveness of 
approaches used, decisions made and 
their actions to ensure effective;
 – Use of contexting and stakeholder 

determination outputs
 – Determination and responses to 

levels of risks, opportunities and 
known failures

 – Scoping of the system, 
determination / execution and 
control of processes to verify 
effectiveness of processes 

 – Auditors may be challenged to 
verify effective risk management 
and be able to determine 
emerging / missed risks and 
opportunities within the systems 
being assessed. 

This means that auditors need to 
be competent to frame decisions 
and reports about the potential 
likely future levels of conformance 
and effectiveness of systems and 
processes.  

Q8.  Do organisations have to address 
all risks derived from internal and 
external issues identified from 
contexting?
No, your Leaders and Process 
Managers determine what risks 
and opportunities need to be 
addressed at their respective levels 
of management responsibility and 
authority. However, if significant 
risks to internal strategy, system, 
and process performances are 
determined, you should address 
them or be prepared to justify 
internally and to auditors why 
you have chosen not to take any 
action. Also for such significant 
risks that would damage internal 
or external stakeholders you should 
consider your capability to detect 
the risk should it occur and your 
preparedness to respond quickly to 
limit damage to stakeholders. 



Q9.  How is strategy related to Context?
Both will identify and determine 
internal and external issues 
which could potentially affect an 
organisations performance and drive 
related changes to the structures, 
management systems and processes 
needed to establish and deploy. 
Context will inform and direct 
strategy or shorter term business 
plans. Both will be used to direct and 
inform the expectations, challenges, 
negative risks and and / or positive 
opportunities to be addressed.

Q10. What types / levels of 
documentation are required 
for management systems to be 
successfully certified?
ISO 9001: 2015 has 36 specified 
requirements for organisations 
to demonstrate through their 
management systems and processes. 
The standard does not specify the 
type, nature or detail of documents. 
It is for managers with allocated 
responsibility to make specific 
decisions on the best way for them 
to demonstrate effective planning 
control and performances of 
processes, the system as a whole 
and the achievement of stakeholder 
(internal and external) satisfaction 
levels. 

The standards do require documents 
determined as being necessary by 
the organisation to be maintained 
or retained with effective control 
methods.

Q11. In terms of demonstrative evidence, 
what would be an acceptable 
method for 4.0 Context of the 
Organisation?
The approach, process or 
methodology by which Contexting 
is done needs to be describable 
but not necessarily documented. 
Furthermore, the actual outputs 
(internal / external issues and 
stakeholder analyses) are not subject 
to specific requirements for precise 
documentation. 

However, if you accept the answer 
to question 10, then appropriate 
documentation should be created 
and managed to demonstrate 
that approaches used and outputs 
produced are effectively used to 
determine scope of the management 
system and its processes. 

The risks and opportunities to be 
addressed through the management 
system should also be documented. It 
would be difficult for organisations 
to internally PDCA manage and / 
or demonstrate to Auditors that 
all of these requirements are 
effective without some levels of 
documentation available. 

Proven and simple models to 
determine Context are SWOT, 
PESTLE, PORTERS 5 FORCES etc 
which would produce documented 
outputs. Whatever method or 
approach your management  use 
to do Context, then use the same 
approach when re-contexting to 
obtain all the benefits of comparing 
outputs produced from like-with-
like analysis, decision-making and 
documentation methods.
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Management briefings – 
ISO 9001:2015 and ISO 14001: 2015

Delivered in-house to your directors and to management teams, LRQA’s 
facilitated Management Briefing is  a guaranteed way to ensure comprehensive 
appreciation and understanding of what the new requirements are and how 
they specifically relate to their roles. The briefing also provides a range of 
optional cost effective ways to ensure those requirements are met in a manner 
that is appropriate for the needs of the organisation and its key stakeholders.

Management briefings will prepare you and your organisation to meet key 
challenges around the new 2015 standards regardless of the current status of 
your management systems.

Transition training and 
assessment support

LRQA recognises that every 
organisation and its management 
system are unique. The impact of the 
new standards will depend upon the 
complexity of your organisation and 
the maturity of your management 
system. By understanding what 
matters to you and your stakeholders, 
our transition training and assessment 
services will support orgnaistions to 
transition smoothly to the new ISO 
standards and improve your business 
at the same time.


