


THE CONCEPT

This guide is designed to help you understand how to approach this 'Risk-

Based Thinking' term in the ISO standards, and reveal a couple of high-level 

tips and tricks for implementing RBT into your management systems. 

The new versions of the ISO management systems talk about having 

an outcomes-based approach, and the first step to understanding RBT is to 

look at your processes, and clearly define what is it your desired output. 

Ask yourself these two questions: 

- Do you have controls in place to achieve your intended outcomes? 

- Are you achieving those intended outcomes?
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To begin this process, you need to be thinking about the things you do that 

could potentially make your customers feel angry or violated. 

Have you done anything in the past that has made a customer feel unhappy?  

What are the things you are doing in your current processes that create friction 

with your customers? 

Start to list these areas below 

Things that I do that upset my customers are... 

 Eg. The service didn't arrive on time. 

Things that I do that make my customers angry are... 

Eg. We often forget to return calls in a timely manner

Things that I do that make my customer feel violated are...

Eg. A sudden price rise of a product/service 

* Additional Resource

Don Peppers: Customer Relationship Management and Marketing Expert, Keynote Speaker  -

https://www.youtube.com/watch?v=IE-yyY8uOOg

UNDERSTANDING
YOUR CUSTOMERS 



PREVENTATIVE
ACTIONS

After you have established areas of friction with your customers you can begin

to discuss the prevention. 

With your identified list of areas, write down the things you can do that can

prevent or minimise the number of times those things can happen.   
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 Upset Customers   Prevention 

The service didn't arrive at the time it 
was supposed to.  

Set a reminder at an adequate time
before service should commence.



PREVENTATIVE
CONTROLS

During the process of creating your list of preventative actions, keep in mind

the promises you make to your customers. 

This includes all of your features and benefits that are advertised, as well as

the implied promises you make to your customers.  
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Who      What     When   Where    How

Controls

Prevention

What are your Controls? 

Your controls become the who, what, when, where and how of the identified

preventative action for that specific problem or risk. The why is because you

don't want to upset, frustrate or violate your customer.



MAPPING OUT
THE   PROCESS
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Upset customers → prevention (controls / w,w,w,w,h) 

Angry customers → prevention (controls / w,w,w,w,h) 

Frustrating customers → prevention (controls / w,w,w,w,h) 

Promises → what are they? (controls / w,w,w,w,h) 

Implied promises → what are they? (controls / w,w,w,w,h) 

After you've identified a list for the areas of risk, prevention, and the controls,

begin to look at your promises and implied promises in the same process.

This simple and effective way to approach risk-based thinking will give you a clear 

picture of the methods you use on a day to day basis.

Upset customers Prevention  W       W      W      W       H

Controls
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INCORPORATING
A RISK WORKSHOP

The most practical way to incorporate risk-based thinking into your 

organisation is through holding a risk workshop.  

A successful risk workshop will involve your executive team or key people in the 

business answering the above questions, and starting to identify, discuss

and solve the issues that arise.  

Recording the meeting minutes of your risk workshop is one way to document 

that you have conducted a successful risk workshop. 

With your meeting minutes documented, you then have an opportunity to

categorise your risk workshop as a Management Review Meeting (MRM). 

MRM's are a requirement to conforming to the ISO management systems. Your

MRM will prove to external stakeholders that you have a cycle of continual

improvement in place.   

Risk Workshop Meeting Minutes



WHAT DOES BEST
PRACTICE LOOK FOR?

At Best Practice, we are looking to see that your business is growth focused

and that your ISO management systems support your growth.  

In regards to RBT, a Best Practice Assessor is looking for the evidence of holding

a frequent management review and the outcomes of that meeting. 

During the process of your risk workshop, creating and documenting a Risk

Register will become an output of that process. 

A Risk Register identifies the issues that you've listed and starts to track the

agreed controls (w, w, w, w, h) of what you're going to do in your business to

prevent those things from happening and start to rank the impact to the likely

hood of each risk discovered.  

This is the outcomes-focused approach that the new ISO management systems

follow. 
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Management Review   Q2   Q3   Q4 

        2 Day Workshop 1 Day 1 Day 1 Day

BRINGING IT ALL
TOGETHER

Now that you have established how to incorporate Risk-Based Thinking into your 

management review, the next step to identify an effective frequency for your 

organisation.  

Throughout our experience, we have seen that a frequently of conducting 

management review quarterly promotes a behavior and a culture of risk 

identification. 

Here is an example of what a quarterly cycle looks like. 

12 Months

Each 90-day plan involves updating your documented evidence such as your

management review meeting minutes and your risk register. 



HOW TO
COMMUNICATE

Although Risk-Based Thinking is relatively a new term within the ISO management 

system standards, it is something that almost every efficient business operating 

successfully does.  

If you find the terminology for Risk-Based Thinking difficult to get your head 

around, understand that it is essentially a form of SWOT analysis, and will help 

you get the correct mind frame for how you can approach it. 

Conducting a SWOT analysis at each phase of your quarterly meetings is a 

great way to communicate to your executive team the concept of RBT.

Management Review 

                  2 Day Workshop 
SWOT Analysis 
Risk Register

Q2 
1 Day 

SWOT Analysis 
Risk Register 

Q3 
1 Day 

SWOT Analysis 
Risk Register 

Q4 
1 Day 

SWOT Analysis 
Risk Register 

12 Months
90 days   90 days   90 days



BRINGING IT ALL
TOGETHER

If you incorporate this process of Risk-Based Thinking into your Management 

System, you will be conducting a Risk Workshop with your executive team or 

key business people. 

It will be conducted at an effective frequency for your organisation that allows 

you to set and achieve short-term goals.  

You will be recording evidence from this Risk Workshop, so include Meeting 

Minutes and updated documents including a Risk Register. Doing so will allow 

you to categorise your risk workshop as your Management Review Meeting. 



BRINGING IT ALL
TOGETHER

That is how to approach Risk-Based Thinking in your organisation. You can use 

this method if you are just starting out in an ISO management system, or if you're 

transitioning from any of the older standards to the latest editions. 

We offer Free Gap Analysis Checklists for ISO 9001:2015, ISO 14001:2015, ISO 

45001:2018, ISO 27001:2013, AS/NZS 4801:2001 and IMS that you can download 

and assess the areas in your business that don't conform with the 

corresponding standard. 



If you are committed to improving, growing and scaling your organisation 
and you partner with Best Practice we guarantee that by engaging with us 

you will have a successful organisational self-improvement system.

“

“

@bestpracticecertification /Best-Practice-Certification @BestPracticeTV @BestPracticeTV

Australia 1300 402 602

info@bestpracticecertification.com.au

www.bestpracticecertification.com.au

If you’re having difficulty implementing your 
ISO Management System we offer tailored 

support focused on your business through our
world-class taught workshops. For more 

information on our workshops click here.
www.bestpracticecertification.com.au/book-online

The certification process requires you to take a look at your business in 
ways you may not have before. If you’re serious about success, looking 

objectively at your business can prove invaluable. 
To begin a conversation about certification, contact us now.

www.bestpracticecertification.com.au/contact


