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1 About the tool 

The Risk Maturity Matrix Tool has been developed to guide a self-assessment of your business and people’s readiness for the 

Tōtika pre-qualification assessment process.  Risk Management is a fundamental part of the procurement process for both 

suppliers and buyers. This tool assists both parties to minimise and mitigate Health and Safety risk in the performance of their 

work. 

The three key elements in the risk maturity matrix are: 

• Business size 
The matrix separates between businesses that have fewer than 20 employees and those with more 

• Work area 
The level of health and safety risk in the work the business undertakes 

• Maturity of Health and Safety systems and approach 
How well established are the businesses Health and Safety management systems and how mature are the businesses Health 
and Safety culture and behaviours. 

2 Who should use the tool? 

Suppliers  
The tool provides a straightforward guide for you to gain a quick overview as to whether you are ready to enter the Tōtika Pre-

qualification assessment process. You will also be able to identify improvements you need to make and what you may need to 

focus on to enable you to meet the Tōtika threshold standard.  

Buyers 
If you wish to support or work with one or more of your (existing) suppliers, this tool will help you ensure they’re going to meet 

your Health and Safety pre-qualification requirements as exemplified within the Tōtika pathways.  

3 When to use the tool? 

The tool can be used at any time, however, we recommend that suppliers check their current maturity level before entering the 

Tōtika Pre-qualification assessment process to get a ‘maturity snapshot’ of their business.   

As a supplier, the tool helps you to review the following: 

• Whether you are consistently achieving the required Health and Safety standards against a recognised scheme 
• Do you have clear line-of-sight between your strategic health and safety planning and your operational application of Health 

and Safety requirements? 

• Are you focusing on effective Health and Safety operational systems, processes, practices and behaviours, as well as meeting 
your compliance obligations? 

• Do you have active buy-in from both your front-line and management teams? 

4 How suppliers can assess their readiness for the Tōtika 

pre-qualification assessment process 

To help you on your journey to becoming a registered Tōtika supplier, the tool enables you to take a ‘maturity snapshot’ of both 

your business and your people’s performance in the Health and Safety space.  This is achieved by reviewing how you: 

• Drive proactive Health and Safety leadership within your business 
• Encourage, implement and maintain positive risk management approaches to addressing Health and Safety within your 

workplace, and how you conduct your business when working with your customers 
• Effectively engage your people in taking ownership ‘at the front-line’ of good Health and Safety practices 

Highlighted in the table below are characteristics which demonstrate how a business and its people ensure and support the above 

‘good behaviours’, as you go through your Health and Safety development journey together.  This process supports you towards 

becoming a high-functioning and well-managed Health and Safety entity as demonstrated in the table below.  

Whether you, as a supplier are a corporate entity with over 100 employees, or a small business of under 20 employees, you will 

be on a development journey with similar, although scalable, characteristics (which may look quite different in such different 

organisations), as you move through the four development stages, from: 

• Being an under-performing business with no effective systems or processes in place, and no active focus on ensuring good 
Health and Safety practice 

• To actively working towards a good cross-organisation culture of positive Health and Safety practices, behaviours and 
consciousness 

• To performing competently to a consistent standard as a business with all team members actively engaged in good Health & 
Safety practices 

• To being a recognised exemplar in the Health & Safety space, driving thought leadership, with a consistent high-performing 
Health & Safety culture and ownership by all team members.  

We recommend that you check your current maturity level (by reviewing your organisational characteristics in the snap-shots 

below) prior to entering the Tōtika Pre-qualification assessment process.  This gives you a ‘maturity snapshot’ of your business 

and will help you recognise the work required to achieve registered supplier status.   

The closer to the green on the right-hand side that you find yourselves, the better, and the more likely you are to be successful in 

getting through the Tōtika pre-qualification assessment process. 
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Key Behaviours 
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Key Behaviour 1: Driving H&S Leadership Key Behaviour 2: Positive Risk Management Key Behaviour 3: Effective Worker Engagement 
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Health and Safety Risk Management 

Maturity Levels (1-4) 

Level 1: Under-performing Business and Team 

(Characteristics) 

Level 2: People and Business On the Pathway to 

Developing H&S Maturity (Characteristics) 

Level 3: People and Business Performing at the required 

Maturity Level (Characteristics) 

Level 4: Leading-edge High Performing H&S Business and 

Team (Characteristics) 

Supplier Approach to H&S 

Management and Work Area Levels 
(1-4) 

Level 1: High risk supplier approach to H&S management 

and/or work area. 

Level 2: High/medium risk supplier approach to H&S 

management and/or work area. 

Level 3: Medium/low risk supplier approach to H&S 

management and/or work area. 

Level 4: Low risk supplier approach to applying/managing 

H&S effectively and consistently. 

Larger organisation  
Over 20 employees with required 
insurances, risk management plan and 
H&S accreditation in place or working 
towards requirements 

Deemed to have unacceptable performance by an 
independent assessment process. No effective risk 
management plan identified and have not been 
successfully benchmarked against an approved equivalent 
H&S management standard, nor have they been 
successfully assessed against Tōtika’s requirements. 
The supplier will need to be (re)assessed after a suggested 
12-18 months - to give the supplier time to undertake an 
internal H&S behaviour change process (internally) against 
a recognised H&SMS standard eg ISO45001, Q-Safe or 
SafePlus, which have been appropriately applied to the 
organisational situation. 

There may be no clear history of meeting an approved 
cross-recognised H&S management standard, although 
they have some good basic practices in place. 
Monitoring /coaching required to drive the H&S 
development journey – will need to be supported to 
enable the cultural change to meet the Tōtika or a cross-
recognised standard eg ISO45001, Q-Safe or SafePlus 
(which have been appropriately applied to the 
organisational situation), if they wish to move into/through 
the Tōtika registration process. Further review is likely to 
be required, before they are ready to go through an 
assessment process. 

Good demonstrable leadership and management of H&S 
systems, processes and practices which drive positive 
culture and behaviours with full front-line engagement of 
workforce. 
 
Clear strategic focus on good H&S management practices 
and a comprehensive risk management system with clear 
line-of-sight to everyday operations and frontline 
behaviours. 
 
Have a comprehensive risk management approach in 
practice (not simply on paper), with positive ownership 
encouraged, and a demonstrable (strong) organisational 
focus on good behaviours by team members at all levels 
of the organisation. 
 
Can either go through the full Tōtika assessment and 
approval pathway or be recognised as meeting the 
threshold requirement via the Cross-recognition pathway 
eg ISO45001, Q-Safe or SafePlus. 
 
Although not necessarily already an approved supplier 
under a cross-recognised scheme, the organisation is 
clearly able to demonstrate that they meet the 
assessment criteria and fulfil the threshold for the Tōtika 
Standard.   

Can either go through the full Tōtika assessment and 
approval pathway or be recognised as meeting the 
threshold requirement via the Cross-recognition pathway 
eg ISO45001, Q-Safe or SafePlus. with clean 
record/history. Have positive systems and processes in 
place, and consistently applied behaviours and culture 
across the board, driving individual and team ownership 
from leaders and front-line workers in relation to BAU 
(business-as-usual) activities and ‘going the extra mile’ 
improvement of H&S practices, seen as leading the way 
within their industry. 

Authoritarian approach by management which is distant 
from staff. No awareness / expectations set to improve 
performance or change behaviours. Whole team highly 
risk averse producing non-compliant, reactive and failure-
focus behaviours both in management of H&S risks and 
addressing incidents. No worker engagement, with 
disempowered individuals and lack of team cohesion in 
dealing with H&S issues. 

Developing capability, with a strong team focus, and 
operational approach to improving H&S management and 
behaviours, although still a compliance-focus with 
hierarchical rules and prescriptive / transactional structure, 
using disciplinary approaches to drive compliance (without 
real ownership). 

The organisation is able to be confirmed and added 

immediately to register, meeting the above requirement 

and where there is no history of WorkSafe censure or 

adverse activity within the H&S field. The organisation is 

operating in all competency areas at above required 

standard, with a focus on continuous improvement 

(planned, proactive, resilient, strong safety-focus). Highly 

responsible approach to leading H&S and supporting 

workers to drive appropriate behaviours.  

Highly connected management and front-line team who 

understand their roles and take ownership, driving 

consistent approach to H&S – future-focused and positive 

performance approach to H&S leadership at all levels. 

Organisational pride and collective (as well as individual) 

responsibility being taken. 

Small/Medium-sized Company 
Up to 20 employees with required 
insurances, risk management plan and 
H&S accreditation in place or working 
towards requirements Reactive, uncommitted, low value placed on good H&S 

practices, lack of H&S accountability at business 
ownership and worker levels, no engagement in applying 
H&S requirements and no clear risk management plan in 
place. Poor incident history. Blame culture with no 
understanding at any level of the organisation of legal 
requirements as PCBU officers, employers and business 
owners or as workers / employees. 

Developing capability, with a strong team focus and 
operational approach, but still needing a lot of ‘hand-
holding’ to be able to get through the initial stages to 
meet Tōtika assessment requirements.  Have a 
compliance-focus, hierarchical rules, prescriptive / 
transactional and disciplinary approach is still being used 
to drive compliance as opposed to creating a good 
culture. 

Traditional rules-based, no front-line ownership, instead 
H&S is seen as being controlled by management, and a 
compliance condition of employment, rather than an 
everyday applied approach. Need to move from a 
transactional approach to H&S requirements.  
Management is Incident-based, without clarity of purpose 
and proactivity from both frontline team and 
management. 

 


