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Facing a challenge … 
A management system is a tool for directing and controlling your 

organization in a systematic way. It ensures that everyone is aware of the 

strategic direction of your organization and that all activities are aimed at 

achieving the associated objectives and performance targets. Both 

opportunities and risks are identified, evaluated, and properly addressed. 

Through proactive measures and new insights, you will be able to continue 

improving your organization. 

 

Necessity 
An efficient and effective management system significantly increases 

the likelihood of achieving your business objectives and provides you many 

benefits. A management system is therefore no longer an option for many 

entrepreneurs but an absolute necessity for the continuity and growth of 

their organization in a highly competitive market. 

 

Legal Requirement 
For aviation service organizations (such as aircraft operators, continuing 

airworthiness management organizations, training organizations and 

medical examination centers), a management system is a legal 

requirement. The EASA-regulation1 requires that two functions be 

integrated into the management system: 

 

• SAFETY MANAGEMENT – procedures to identify, assess and 

reduce safety risks to acceptable levels. 

• COMPLIANCE MONITORING – procedures to ensure that you 

continuously meet relevant regulations. 

 

Limitations 
For the design and implementation of such a management system, 

many small and medium enterprises (SMEs) face a huge challenge due to 

several limitations. 

 

• Lack of time. 

• Lack of financial resources. 

• Lack of staff. 

• Lack of knowledge, insight, and experience. 

• Inability to make the proper selection from available knowledge 

and information. 

• Inability to adapt the management system to the nature, size, and 

complexity of the organization. 

 

In this document, I will give you some essential matters to think about 

before you start the design and implementation of a management system. 

Make sure that you first know exactly what you want to achieve and then 

go to work. 

 

  

 
1 European Aviation Safety Agency 
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Critical Numbers 

81% Strategic blunders account for 81% of the greatest losses 

in shareholder value compared to operational events, 

incidents, or compliance failures. 

Source: U.S. public companies around the world with at least US$1 billion in enterprise value on 

January 1, 2002 (1,053 companies met these criteria). Dann, Le Merle and Pencavel, “The Lesson 

in Lost Value” Strategy & Business, November 2012. 

 

74% 74% of transforming (‘change’) projects fail, leaving only 

26% actually driving value. 

Source: https://www.pniconsulting.com 

 

10% A Gallup Poll survey on employee engagement found 

that only 10% of Western European workers are actively 

engaged in their current positions. 

Source: Gallup Inc., Report:  State of the Global Workplace, 2017 

 

19% The same survey indicated that 71% of the workforce is 

not engaged and 19% of the workforce is actively 

disengaged (and destroying value). 

Source: Gallup Inc., Report:  State of the Global Workplace, 2017 

 

46% About 46% of the managers in the Netherlands suffer 

from information overload – to much information to 

digest. 

Source: https://www.cbs.nl/nl-nl/nieuws/2019/15/bijna-3-op-de-10-werknemers-ervaren-

informatieovervloed 

 

14% About 14% of the workforce understand the 

organization’s strategy. Less than 10% of all 

organizations successfully execute the strategy. 

Source: https://www.forbes.com/sites/larrymyler/2012/10/16/strategy-101-its-all-about-

alignment/ 

 

10% 
Only about 10% managers are effective and takes 

purposeful action. The remainder were busy, just not 

very effective:  

40 percent were energetic, but unfocused.  

30 percent had low energy, little focus and tended to 

procrastinate.  

10% were focused, but not very energetic. 

Source: https://bobwoodcock.wordpress.com/2012/04/10/the-true-cost-of-poor-engagement-and-

organizational-misalignment/ 
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No wonder there is a productivity issue with most organizations. What 

all of this suggests (and there’s plenty of other supporting evidence), is that 

we waste most of the human resources we hire.  

 

The leadership we are counting on to align and engage the talent they’re 

provided with are either unfocused, uninspired, or distant (they’d rather 

think than do). So, there is some work to be done. 
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1. True value lies in its simplicity 
Much research on management systems has been done. There is an 

abundance of scientific publications and literature. In addition, each branch 

of industry has its own guidelines and requirements. Also, on the Internet, 

much is published about management systems.  

A simple Google search for the term “management system” easily 

provides more than 4,2 billion results. With a little bad luck, you will not see 

the wood for the trees. 

 

Plain and simple  
The general trend is that we make it so much more complicated than 

necessary. The more complicated – the more interesting, it seems. 

However, most people need the opposite. Only a plain and simple system 

has chance of long-term success.  

Complex management systems always disappear after a while because 

of unworkability and lack of support.  

An improper management system may even endanger the continuity of 

the organization as the wrong priorities are set, for example, or certain 

critical risks remain undetected or ignored. 

 

 

“If you can’t explain it simply, 
you don’t understand it very well.” 

 

Albert Einstein 

 

 

 

Characteristics 
A simple, but effective management system has the following 

characteristics. 

 

SYSTEMATIC PROACTIVE EXPLICIT 

 

According to a  

fixed plan and 

consistently 

implemented 

throughout the 

organization. 

 

 

Focus is on the 

design of processes 

and procedures, 

identifying risks 

and associated 

mitigating measures. 

 

Documented,  

visible,  

transparent, and 

defensible. 

It covers every element, function, activity, and person 

 

 

 



Page 8 of 21 

 

2. Extraordinary results and 
advantages 

A management system should be motivating. It should make managing 

your organization better and nicer. The management system should deliver 

the expected results and benefits. Everyone in your organization should 

find it meaningful and fun to make a positive contribution. Everything starts 

with the right mindset. 

 

Results 
With an effective and efficient management system, you realize the 

following results. 

 

• You spend more time on and pay more attention to your 

customers and other stakeholders – it improves the relationship. 

• You realize more sales and a better profit margin. 

• You need significantly less time for controlling your organization. 

• You have an excellent overview of all key business processes. 

• You have useful management information for making the right 

decisions. 

• Known risks are reduced to an acceptable level. 

• Your organization complies with relevant, complex laws and 

regulations. 

 

Outcome 
The effectiveness of the management system – as a tool for senior 

management – should be evaluated in terms of its contribution to the 

following eight aspects.  

 

• Inspiring and challenging vision. 

• High employee engagement 

• Strong financial performance 

• Unique brand distinction 

• Great customer experience 

• Excellent safety, quality & compliance performance 

• Supporting network of business partners 

• New & loyal customers (ambassadors) 
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3. Support from the top is essential 
The responsibility for the design, implementation, maintenance, and 

continuous improvement of the management system lies with senior 

management. The regulations make the senior manager ultimately 

responsible. 

 

The senior manager shall ensure that the management 

system effectively and efficiently contributes to achieving the 

objectives of the organization. He/she should ensure that 

enough work force and resources are available, that the right 

priorities are set, and that attention is paid to the right 

things. He should also ensure that clear, consistent 

communication makes the management system known by 

the entire staff, and that it has a right and positive tone. The 

senior manager should ensure that the measures taken to 

reduce, and control identified risks are sufficient.  

 

An effective management system is possible only if the 

senior manager and the entire management team actively 

support and endorse it. 

 

 

Support of the entire management team is also necessary for creating 

the right internal context and thus a just culture. Their involvement, 

initiatives, leadership, and charisma are essential for the success of the 

management system. 

 

The senior manager should take the initiative and indicate the 

importance of a successful management system. If support from the top is 

lacking, there is no chance that a management system will contribute to the 

success of the organization. 

 

 

 

 

  

 

“Passion 
creates 
energy. 
Strike out 

with joy and 
exhilaration 

and others 
are sure to 
join you.” 
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4. Select a strong Program Manager 
Although the senior manager ultimately remains responsible for the 

management system, he/she may delegate the work to a Program 

Manager. 

 

Finding a strong and motivated Program Manager determines success 

of the design and implementation process. The Program Manager should 

have enough knowledge, understanding and experience in the field of 

management systems, risk management, safety management and 

compliance monitoring. For the Program Manager, it should be crystal-clear 

what the purpose is and what results should be achieved.  

 

It is important that the Program Manager has enough status within the 

management team and that he/she is capable to form a picture of the 

organization with its opportunities and threats at a strategic level. The 

Program Manager should be sufficiently assertive, have a clear vision and 

opinion on the detailing of the management system. In addition, he/she 

should be able to critically evaluate fellow managers and suggest 

improvements when necessary.  

 

Often, a manager of the existing management team is appointed to 

initiate the program. This is possible of course, but in practice, as the 

management system expands and becomes more complex, it becomes 

necessary to use specialized knowledge and experience. 
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5. Establish a Working Group 
To ensure adequate support of the management system, it is advisable 

to form a working group at management level. The Program Manager can 

then actually design the management system with this working group and 

implement it within the organization. 

 

Of course, such a working group is not required, but in practice, it has 

been found that this has its advantage. Participation in a working group 

creates involvement with the other managers at an early stage and 

contributes to the success of the program. It is important that the working 

group consists of enough managers, so that the management system is 

properly implemented and covers the entire organization. 

 

By involving other managers, the management gets the necessary 

attention and support, and it contributes to building and communicating 

the right culture (with associated values and norms) across the 

organization. Additionally, you can use the insights and experiences of 

these managers on the risks that threaten the achievement of the 

objectives of your organization. The contribution of these managers is 

important when conducting an organization-wide risk analysis. 

 

Especially in a small to medium sized organization, it is important that 

the senior manager, the Program Manager, and other managers are 

aligned as soon as possible and actively support the design and 

implementation. It is also important that all managers communicate about 

the management system in a correct and positive way and continue to 

focus on the expected results and benefits. 

 

 

 

 

 

 

 

 

 

 

  

 
 

“A 
successful 

team beats 
with one 
heart.” 
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6. Build a Management System using 
incremental steps 

One of the barriers to designing and implementing a management 

system is the perception that this is complex, and that it requires an 

enormous effort and associated costs. In addition, many believe that all 

components of a management system should be implemented at the same 

time before the system is able to work and that it only then brings added 

value to the organization. Experience shows that this is not the case. 

 

In practice, it appears that a stepwise implementation leads to desired 

results more easily and quicker. Make sure that the first small positive 

results are reached as soon as possible. That way, you show that the 

management system has added value and contributes to the success of 

your organization. This increases the enthusiasm and confidence in the 

management team. 

 

Many managers find it strange to start out small and slowly expand with 

small steps. They feel uncomfortable with the idea that large improvements 

only become visible in the long term. They prefer a large-scale 

implementation by others in the short term instead of small, doing it 

themselves and in the long term. This first approach is doomed to fail. 

 

By building the management system with small, clear steps, you create 

added value from the beginning, and you avoid a huge investment in 

people, time, and resources. Especially for small and medium-sized 

enterprises (SMEs), this is essential for the continuity of the program. Divide 

your energy over a longer period and make sure that each succeeding step 

has tangible added value.  

 

Each step, managers build up experience and increase their knowledge 

and understanding. The subsequent steps will therefore always be easier 

under the guidance of the Program Manager. 

 

Maturity levels 
Many organizations use a scale of 1 to 4 for the level of maturity of their 

management system (Maturity Level). Individual required elements may be 

rated according to the following scale: 

 

(1) PRESENT – element implemented 

(2) SUITABLE – element adapted to the size, context, and 

complexity of the organization. 

(3) OPERATING – element produces an outcome 

(4) EFFECTIVE & EFFICIENT – element contributes to the realization 

of objectives and is continually improved 
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7. Focus on a small number of risks 
If your organization is just starting with the implementation of a 

management system, it is logical that you first focus on a limited number of 

critical risks that can be controlled. From this starting point, you can 

expand. 

 

Organization level 
This means that your initial attention goes out to, for example, the Top 

10 risks that can endanger achieving the objectives of your organization. 

This approach makes it manageable and gives the management team the 

opportunity to gain experience with the risk management process. 

Procedures for, for example, identifying and assessing risks, selecting 

mitigating measures, monitoring, and registering properly will probably 

need to be updated and improved regularly as a result of new insights. 

 

By initially restricting to a limited number of critical risks, you keep it 

organized and manageable. Nevertheless, exactly because you are working 

on the Top 10 critical risks, tremendous added value is created. 

 

Department level 
Another way to focus is to choose only one department and address the 

10 most critical risks. You can then apply the experience gained with risk 

management and the procedures established for that purpose more 

successfully and quickly to the other departments. 

 

Of course, you can also start with only one manageable and critical risk. 

 

Whatever you choose, it is important that the management team 

focuses its attention on a limited number of controllable critical risks. Go 

work on those. Design and implement risk management procedures and 

related registrations. Gain experience, evaluate and improve. Take care of 

positive experiences and results first, and then extend to other risks. 
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8. Leverage existing resources 
Another threshold for the design and implementation of a management 

system is the belief that substantial financial resources are required. Some 

senior managers think they need to invest substantially in new technologies 

or automation. 

 

Such conviction irrevocably raises a significant threshold for the small 

and medium enterprises (SMEs), especially when these would like to start, 

but are too limited in people and resources to make this possible. Practice 

shows that this belief too is wrong. 

 

Many organizations implement a management system by using existing 

resources. They discover that with a little help, the management team is 

perfectly able to implement a management system by using available 

resources better. Therefore, necessary investments are kept to a minimum. 

 

Most small and medium-sized organizations can get by 

with the use of existing software programs for text 

processing and spreadsheets, such as Microsoft Word and 

Excel. 

 

 

 

 

 

 

  

 

 
“The ability 
to block out 

the 
unnecessary 

puts the 
goal within 

reach.” 
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9. Knowledge is everything 
More and more organizations conclude that the production and 

application of knowledge significantly contributes to success. Knowledge 

should be available and applicable quickly. How successful your 

organization is regarding this appears from the answers to the following 

questions: 

 

• What knowledge do we have? 

• Who has this knowledge? 

• How can I get an answer to a question quickly? 

• How can we transfer existing knowledge better and faster to (new) 

colleagues? 

• How can we make knowledge more accessible? 

• What knowledge will be necessary in the coming years? 

• How do we develop this knowledge? 

• Who can do this within the company? 

• Should we collaborate with other organizations? 

 

These are all questions that have to do with the way the organization 

handles knowledge. The importance of knowledge for the survival of 

organizations is obvious. Yet it appears that especially small and medium-

sized enterprises (SMEs) do not always have their acts together when it 

comes to knowledge. 

 

Developing and making the right knowledge available is one of the 

activities of the management system.  

 

“When you know better, 
you do better.” 

 
Maya Angelou 
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10. Build on existing management 
activities 

Every existing organization already has processes and procedures of 

course and gives shape to the management system to some extent. 

Therefore, it is usually not necessary to start all over again. 

 

“Build on what you already have.” 
 

 

Conduct a GAP analysis, comparing the requirements imposed on the 

management system to what you already have. This way, the gaps in your 

management system become visible, so you know what needs to be done. 

The GAP analysis forms the foundation of your design and implementation 

plan. Perhaps you discover that the necessary adjustments are not that 

much work. 

 

While building on what you already have is a good idea, you should 

realize that this may not (fully) meet the requirements imposed. 

 

Your organization can realize tangible benefits immediately and in a 

simple way by using existing processes and procedures, and adapting, 

improving, and aligning these with the requirements. 
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11. Provide ongoing updates and training 
The knowledge and insights on management systems are constantly 

changing. Processes, procedures, and information will be changing, 

improving, or expanding constantly. Therefore, it is imperative that the 

Program Manager acquaints himself/herself with the latest developments, 

regulatory requirements, and the industry’s best practices. 

 

These updates enable the Program Manager to adapt the own 

management system to improved or new guidelines. Progressive 

perception management will regularly update the management system. 

 

Continuously adjusting the management system based on the latest 

developments and insights is becoming increasingly important due to the 

growing interest of stakeholders and the supervisory authority. 

 

To keep abreast of the latest insights and requirements too, both the 

senior manager and the other managers should regularly be trained. 

 

 

 
 

 

Obviously, if changes in the management system influence the working 

method of staff, they should be informed of this and trained if necessary. 

 

The ultimate goal is that both management and all staff are informed, 

skilled, experienced, qualified, and authorized to carry out their duties and 

responsibilities. 
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12. Continue to implement and improve 
A first milestone is the design and implementation of an appropriate 

structure (framework) of the management system that suits the nature, 

complexity, and size of the organization. This structure should comply with 

relevant laws and regulations. This enables you to lay a solid foundation on 

which you can build further.  

 

Every step adds something 
Each next step, management should wonder what the added value is 

for the organization and the achievement of its objectives. If there is no 

added value, this does not justify further attention, time, or action. Only 

with proper focus and proactive thinking about added value, you slowly 

build an effective and efficient management system. That in itself is a fun 

activity because it allows you to experience the intended benefits more and 

more. 

 

Again, having a management system is not an end. It is a management 

tool to achieve the objectives of the organization in an effective and efficient 

manner and subsequently to satisfy all stakeholders. Avoid unnecessary 

complexity through extensions and modifications that add little or nothing. 

Also, avoid going on and on about details. 

 

Necessary maintenance 
Due to constant changes in the internal or external context of the 

organization, it is necessary to check regularly whether existing 

components of the management system are still adequate. This is 

especially true for identified risks and associated risk reducing measures. 

Because of continuing changes, these only have a limited preservability. All 

existing components of your management system require regular 

maintenance. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 
“It is a 

journey,  
not a 

destination.” 
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13. Limitations  
No matter how well designed and functioning, a management system 

only provides reasonable assurance regarding the achievement of the 

objectives of your organization. 

 

The achievement of objectives is affected by limitations and disruptions 

associated with all management processes. Management remains a human 

activity, which always includes misjudgments and errors in decisions. 

 

Several factors ensure that the management system cannot guarantee 

absolute security. 

 

• Risks are related to the future. This is always uncertain – no one 

can predict the future with certainty. 

• Management has a certain influence on the organization and a 

limited influence on the context in which it operates. For that 

reason, events beyond the control of management may occur. 

• Processes do not always go the way they are designed. Think of 

the famous Murphy's Law: "Anything that can go wrong will go 

wrong." 

• Management has the possibility to override the risk management 

process as well as the control measures. 

• Control measures can be by-passed because of mutual agreement 

between people. 

• Due to budgetary constraints, preventive and risk-mitigating 

measures can be limited. 

 

A reasonable degree of certainty is no absolute certainty. Something can 

always happen – an uncontrollable event, emerging issue, an error, or 

misreporting. 

 

Tools 
See the management system as a tool for management. With poor or 

no tools, it is difficult to achieve good results. Good tools are not a 

guarantee of good results, but the chance of this is considerably larger. The 

way in which management uses its tools determines the result. 

 

 

“If I had eight hours to chop down a tree, 
I’d spend six sharpening my axe.” 

 

Abraham Lincoln 
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14. Reasons for a failing management 
system 

Many small and medium-sized enterprises (SMEs) are struggling with 

the design and implementation of a management system. Unfortunately, 

most management systems do not progress past compliance with relevant 

regulations. This is because often, merely legislation is used for reference 

in the design of the management system. This is a missed opportunity, 

because this is only a precondition and not the goal of a management 

system. 

 

Move beyond compliance 
A management system that only meets the regulations and does not 

achieve the advantages mentioned for the organization is worthless, and 

you can best throw it out in the trash as soon as possible. It is a waste of 

your valuable time, money, and energy. 

 

Excuses 
Nevertheless, there are more excuses for a failing management system. 

Below are the most important ones. 

 

• The senior manager does not take accountability for the 

effectiveness of management system and does not visibly support 

it (‘walk the talk’). 

• The senior manager does not make enough people and budget 

available and the time available is too short. 

• There is insufficient knowledge and expertise available within the 

organization. 

• Management provides insufficient direction, guidance, and 

support for necessary changes. They blindly resort to an existing 

model (ISO, COSO ERM, ICAO, IS-BAO, or OHSAS) or an example, 

without really thinking about what the organization needs. 

• The expected and desired results are not adequately 

communicated to all staff and other stakeholders. 

• The management system includes unnecessary policies and 

procedures and does not adequately take the knowledge and 

expertise of the staff into account. 

• The management system is mainly focused internally on improving 

processes and not enough on winning over staff through 

education and training. 

• Staff are not actively involved in the design and implementation of 

the management system. Consequently, it does not penetrate the 

entire organization and ultimately, nothing changes. 

• The focus is on trivialities, such as document management, 

maintaining records and describing the methods in detail. 
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Summary 
Consider and discuss the 14 points of interest within your own team 

before you start the design and implementation of a management system. 

 

1. Ensure a clear and simple management system. It should be 

systematic, proactive, and explicit. 

 

2. Ensure that the management system is motivating and delivers the 

required and expected results and outcome. 

 

3. Ensure senior manager’s commitment, competence, and active 

involvement. 

 

4. Select a motivated Program Manager with enough knowledge, 

understanding and experience in the field of management systems, 

risk management, safety management and compliance monitoring. 

 

5. Set up a Working Group to ensure that the senior manager, the 

Program Manager, and other managers remain aligned. 

 

6. Follow a gradual implementation and make sure that each step adds 

value. 

 

7. Limit yourself initially to a limited number of controllable risks. Gain 

experience, evaluate and improve. Ensure positive experiences and 

results first and only then extend to other risks. 

 

8. Make full use of existing resources. 

 

9. Ensure that enough knowledge is available and that it is accessible to 

all stakeholders. 

 

10. Build on what you already have. Leverage existing processes, 

procedures, and activities. Improve, if necessary. 

 

11. Keep abreast of the latest developments in the field of management 

systems. Inform management and staff on every update of the 

management system. 

 

12. Maintain the management system and continuously adjust and 

improve. 

 

13. A management system is a tool for management. This tool is as good 

as the people using it. 

 

14. By anticipating common reasons for a failing management system, 

you increase the chances of successful implementation. 

 

 




