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Abstract

The focus of this paper is to develop a framework for implementation of inte-
grate management systems (ISO 9001, ISO 14001, OHSAS 180001 and SA
8000). At present, these management systems are used individually in several
industrial organizations. Dealing with these separate management systems
and ensuring their alignment with business goal are the two big issues. In-
creased compatibility between these standards has paved the road for integra-
tion. With the co-ordination of holistic approach like TQM, it can easily
embed the existing quality, health & safety, social responsibility and environ-
mental processes in the culture of continuing improvement. Several re-
searches have been conducted to understand the different aspects of integra-
tion. But, no suitable aspect of integration has been developed yet. The main
finding of this paper concludes that, integration on the basis of philosophical
compatibility between TQM and other standards can create a generic ap-
proach for implementation. Furthermore, this aspect of integration will also
give administrative benefits related to implementation and maintenance of the
systems.
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1. Introduction

This research gives an overview of development of a model for integrated man-

agement system (IMS). This management system will include the whole product
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chain and all the stakeholders. A current trend research is continuously looking
for better aspect of integration of different management system such as ISO
9001, ISO 14001, and OHSAS 18001 [1]. During the last decade, ISO standards
revision has paved the road towards more compatible management standards
with cross reference of system elements [2]. However, integration based on
compatible criteria could be an ordinary step towards IMS. Projecting the vari-
ous disciplines in a single management system on the basis of their
cross-functional linkage is a prerequisite for better integration [3]. In order to
realize the internal co-ordination and right trade off among the various man-
agement systems [4], it is essential to create a culture of learning, stakeholder
participation and continuous improvement of process performance [4] [5].

To ensure satisfaction of customer’s various demands, the organization has to
practice some parallel compliance standards in which they operate. Several stu-
dies have identified some common compliance standards that are practicing in
Readymade garment (RMG) that is an important sector in Bangladesh [6]. They
are ISO 9001 (quality), ISO 14001 (environment), OHSAS (health & safety) and
SA 8001 (social compliance). Dealing with separate management systems at a
time covering quality, environment, safety & health, and social accountability is
really a difficult task. Again the alignment of the objectives of these management
systems with organizational goal is always hampered [7]. In this situation, inte-
gration of different management system is a burning issue. The present paper
has taken right step to address the issue. This paper has correctly identified that,
the compatibility of cross references of difficult management systems cannot
ensure the effective way of integration alone. A wider platform is essential for
internal coordination of philosophical compatibility among the various man-
agement systems [8]. The main objective of this paper is to develop a framework
for implementation of integrated management systems to meet up the demands
of all stakeholders in an organization.

This article is organized into six sections for the completion of its objectives
and the organization is literature review in Section 2, methodology of integration
in Section 3, reasons for integration in Section 4, comparing the scope of inte-
grations of different management standards in Section 5 and proposing a

framework for integrated management system implementation in Section 6.

2. Literature Review

ISO 9001, ISO 14001 and OHSAS 18001 have requirements for continuous im-
provement, but the adoption of the standards is not a guarantee that improve-
ments will be made. A holistic approach like TQM can easily merge the existing
quality, health & safety, environmental and social responsibility processes into a
single cross-functional management system. Wilkinson and Dale (2011) have
correctly pointed out that an IMS should have a common concept with no signi-
ficance differences in the scope of individual management system [9]. Further,

they emphasize the need for strong culture, which supports the main elements of
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TQM like involvement, teamwork, training, commitment and leadership. Gra-
nerud and Rocha (2011) conducted their research in South Wales in UK sug-
gesting a team based approach to solve a problem in IMS and include ideas and
actions from all employees [10]. Jargensen et al (2005) have mentioned that
TQM has already emphasized the embedding in organizational culture and ac-
tive participation of employee etc. [11].

Typically, the organization that has already a quality management system and
later it integrates other management systems, it creates a problem of neglecting
the other system compared to quality [12].

The level of integration that an organization decides to pursue in the design of
its management system(s) will depend on both the complexity of its current
management system(s) and on the motives of the organization that pursue inte-
gration [13].

Sampaio et al (2012) expressed the concern that, in order to create positive
interactions between the fields of management, a positive vision is required.
Adopting a pro-active approach to problem solving provides an opportunity of
better integration than just integration of systems and process aspects [14].

Issues such as the organization’s structure, size, market competition and reg-
ulatory in demand have a decisive influence; when an organization decides
whether to integrate or not, as well as for the level of integration [7] [8] [15]
[16]. Further research needs to be performed to examine the issue more closely.
In this connection, this research work wants to establish a practical example of
integration of various management systems like quality, health & safety, envi-
ronmental and social responsibility that are climbing higher up the responsibili-
ty of RMG sector to satisfy all of its stakeholders (customers, employees, supplier
and society). We have derived our research objectives as: 1) to find out the
compatibilities among different management systems 2) to develop an imple-

mentation framework of integrated management under the philosophy of TQM.

3. Methodology of Integration

There are several methods of integration of different management systems. We
have divided our method of integration into two steps:

Step one (partial integration): Integration based on the compatibilities among
the different management standards. This will develop a common standard for
quality, health & safety, environment, and social responsibility and a universal
audit system.

Step two (total integration): This model has gone beyond common procedure and

involves an integration based on continuous improvement philosophy of TQM.

4. Reason for Integration

Nowadays buyers are very much concern about the product quality as well as
safety and protection of right of workers [17] [18] [19]. Regarding this issue,

several management systems have been practiced throughout the world which is
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summarized in Table 1 with the areas of applications.

RMG sectors of Bangladesh are seriously practicing compliance standards ac-
cording to the buyers various demand. Although each management system is
unique in terms of their management policy and objectives, the audit of these
individual management systems conducted on the basis of their functional needs
[20]. But duplications of effort usually happen in some common cross functional
areas while practicing different management systems [21]. Therefore, there is a
probability of misalignment of audit objectives from the organizational goal.
Even the parallel running management system is very conservative shearing
their resource and audit expertise [22].

Therefore, to overcome the above major limitations the necessity of integrated

management system is obvious.

5. Comparing the Scope of Integrations of Different
Management Standards

An integrated management system is easier to operate and manage. But a com-
mon framework is necessary for integrating two or more management standards
[4] [23]. To develop a common framework is really complex issue. In our study,
firstly common requirements of various management systems are identified. Se-
condly, common requirements are brought into single management system. We
have referred this integration as partial integration. ISO 9001, ISO 14001,
OHSAS 18001 and SA 8000 are compatible with each other. They can be easily
integrated on the basis their common requirements. For an example, there are
seventeen common elements in the management standard that are mentioned
previously in this paragraph. A symmetric representation of integration of dif-
ferent management system on the basis of their common criteria is clearly pre-
sented in Figure 1.

In real practice no organizational activities is unique in nature, rather it is in-
terlinked with other activities [24]. Therefore joining the individual manage-
ment system will not solve the actual purpose of integration [25]. It can only ful-
fil one demand of integration that is higher degree of constancy among the dif-
ferent management standard.

Integration on the basis of cross functional linkage among the various discip-
lines could be a better framework for integration. We have referred this integra-

tion as total integration.

Table 1. Several management systems used throughout the world.

Field Compliance standards used

ISO9001, 1ISO1471, 1SO28001, HOKLAS, TS 16949, ISO

lit t
Quality managemen 100002, BABT

Environmental management ISO 14001, COC/FCS, IECQ,WEEE, ROHS
Social accountability management SA 8000, ICTI, AA1000, WRAP, CSR, ETI
Organizational health & safety OHSAS 18001, RSA audit, F & IU (SM)
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Management Systems ‘ Quality Environmental Management

Occupational Health & Safety || Social Accountability |

l l | l

Common requirement 1SO 9001 clause | ISO 14001 clause |ISO 18001 clause ISA 8000 clause
Manual . 444 4.4.4 9.
Document control 4.2. 4.4, 4 12
Common administrative Control of records 424 454 454 4
requirements Responsibility and authority  |5.5. 4.4.1 4.4.1 0.3
Management review 53 46 46 19.2
Training, competency and 6.2.2 442 442 9.5
awareness
Infrastructure 63 441 4.
Work environment 64 441 3.1
Design and development 7.3 446 4.4.
Purchasing and out sourcing [7.4 4.4.6 4.4. 9.9
il i 76 451 5. 4.1
Intenal audit 8.2.2 455 4.5.5
Corrective action 852 453 .53 A1
Preventive action 453 453 53 10
Operational control 446 4.4.6
pecial process validation 753 4.4.6 446 9.9
Incoming inspection Clause  |8.5.4 446 4.4.6
v

Intemal performance measure <—| Stakeholder needs

Uni | Audit Syst i
Compliance system (monitoring) Standards mvers(?ntelrjnzlal) ystem Technical procedure

i

Legislation <—| Business procedure

» Harmonized organizational structures containing similar elements (such as risk management, audit
systems and so on)

Better reporting to declsion-making management

Better input into analysls of needs

Minimization of conflict

Encouragement of optimal use of resources

Reduced duplication

Consistent input into management review processes

Improvement in quality

Improvement in social accountability management

Improvement into environmental management

Improvement into occupational health and safety (and indirectly, OSH related industrial relations
issues)

Evidence of improvement

*  More efficient organizational systems through continuous improvement

Outcomes

R

Figure 1. Framework for an integrated management system.

Most of the time integration does not ensure the degree of consistency among
the different functional audit [26]. As a result the integration of different man-
agement standard does not act properly in an organization due to lack of single
comprehensive universal audit system [17] [21].

In our research framework, we have projected multidisciplinary functions in a
single management system and tried to integrate them under the holistic phi-
losophy of TQM. But our cross functional integration will definitely make an
audit system truly universal because it can assess the performance of various
functions of an organization.

TQM looks after the continuous improvement of overall system of an organi-
zation [27] [28]. Therefore, all the separate management system that is running
simultaneously can be viewed as a subset of TQM. On the others word, Holistic
approach of TQM has given an opportunity to integrate all operational process
in the area of quality, occupational health and safety, environmental and social
accountability. Relationship between TQM and others management systems is
described in Table 2.

An understanding from the above aspects has cleaned that, the current study
has successfully investigate the common factors that are equally important for
meeting the requirements of different management systems as well as the phi-
losophy of TQM practices. Moreover, this six common factors will potentially

serve as a base line and become a sources of general guideline in integrating the
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Table 2. Some common Philosophy shared by TQM and other compliance standards.

TQM Philosophy

Continual Improvement

Employee Participations

Delegation of Authority and
Responsibility

Employee Training

Leadership

Employee Empowerment

Common Compliance Practices

To achieve organizational excellence, a continuous improvement is required not only in quality but also in
others aspects (occupational health and safety, environmental and social accountability) of the organization
[29]. When everybody in an organization will hunt for better working procedures an improvement habit will
be established in the company. Sometimes new improvement will open some new areas of further
improvement. A continuous improvement culture will continue throughout the organization. This culture will
also help the company to establish TQM philosophy in the organization.

Employee participations have a great influence on TQM practices. A friendly working environment will ensure
more employee participations in work [30]. This will increase the team spirit as well as moral of the employee.
A friendly working environment depends upon some good practices. They are regular payment, job security,
formal recruitment, no wages penalties and discriminations. This is also the requirements of social
accountability.

TQM initiatives require a top management support to achieve the organizational goal. If the top management
to assign authority and responsibility among the employee, everybody will be wait for other people to do their
jobs [31]. As a result the organization will fails to achieve its goal.

Although the goal of the different management systems are different in nature. But it is essential to assign
authority and responsibility among the employee to achieve these goals.

Training is very much essential to identify and implement several improvement initiatives undertaken by
various disciplines [32]. Training will increase the capability and knowledge of the employee how to perform
job more efficiently. This will bring greater degree of commitment, motivation, (Therefore, employee
development) among the employee as well as higher level of productivity. An important exception of TQM
can be fulfilled by training.

A wide variety of activities in different management systems are directly linked with firm performance. The
role of the leadership is to ensure well matching of existing activities with the objectives of each management
system [33]. This will motive the employees towards the ultimate goal of the organizations. Therefore, a good
leadership can enhance the productive and constructive approach to the management system in pursuit of
TQM implementation.

In order to establish an environment of quality excellence in the organizations, employee participations are
obvious. Employee empowerment is a pre-requisite initiative to increase the participations of employee in
their works [34]. Therefore, employee empowerment is the ultimate measure of firm performance, which
actually determines the success and failure of TQM implementation.

several management stands. On others words, combining all these management
system (quality, occupational health and safety, environmental and social ac-
countability) in order to implement a single integrated management system

(IMS) is considered to meet the compliance requirements in these areas.

6. A Framework for Integrated Management System
Implementation

The philosophy of TQM has been much reflected in the quality, occupational
health and safety, environmental and social accountability, management system.
Therefore, an integrated management system emphasis on the continuous im-
provement of culture, which support the four main elements of TQM imple-
mentation like planning, executions, review and modifications. In other words,
the framework of implementation of integrated management system is a generic

process. An integrated management system will act properly only when the phi-
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losophy of TQM will correctly integrate the objectives of different management

systems [18] [35]. Figure 2 gives the interpretation of how integration of differ-

ent management system can be accomplished by TQM implementations. The

flow of steps is shown by numbers. The inter connection between the steps are

elaborated by line arrow. When the staring committee is formed for TQM im-

plementation, the committee will incorporate the integrated management sys-

tem in their action plan. The staring committee will regularly seek feedback

from the cross functional teams about the obstacle to implement the integrated

management system and make necessary corrective action as shown in the dia-

gram. Activities of to executive, staring committee, and operational team are

shown in different levels of hierarchy in the framework.

TQM Implementation

Tam Tam
awareness Preparation
Planning Execution Review Modification
1Increase organization’s | | 2 Review organization’s |
awareness of TQM status of TQM adaption |
3 Confirm management
commitment to TQM
Top
Executive v
4 Create corporate TOM
vision
v
5 From TQM steering
committee
|
+ A4
- X 21 Modify
6 Formulate TQM Tl 10 Plan foir »| 16 Obtain user\ 5 —3! organizational
objectives and strategy implementation customer feedback structure
Ha
. \ 4 . 22 Refine scopes,
! Communlcgte e i > em| I:7ece):2:]dback > | ohiedivesand
campaign _11 Determine 12 Compose project R methodologies
Tam 9 improvement teams
steering + projects
committee B
(+ External + 18 Assess internal
consultants) 8 Pr.omote TQM. > business =
education and training 13 Provide team performance
training
I A
19 Conduct
9 Identify a.dvocates and | | | competitive |
resistors benchmarking
20 Benchmark
> world-class >
performance
,,,,,,,,,,,,,,,,
14 Active team 15 Obtain teams
> feedback
Departments efforts
project teams
Figure 2. Various stages of TQM implementation.
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7. Conclusion

Globalization has changed the world significantly in the last decade. Now the
organizations are permanently under a progressive pressure associated with the
diversified requirement of stakeholders. The real need of integration of different
management systems is a fact in this context. The requirement of continuous
improvement is discussed in equivalent clauses of different management sys-
tems. For this reason, the developed model of integration has incorporated the
continuous improvement philosophy of TQM as a baseline for integration. Si-
milarities of the several elements of ISO 9001, ISO 14001, OHSAS 18001 and SA
8001 have drawn the special attention to start the activities of integration and
create a framework of partial integration. Finally, the total integration is made by
cross-functional competence among them. Our concept of information has
added values not only for the organization, as well as for the whole range of
stakeholders. This model will also eliminate the conflicts between individual
management systems that are operating simultaneously in the organization. This
integration will add value for the business through the elimination of several
types of wastes. This model is very simple to implement and can be considered
to be adopted by several other organizations in different areas of activity of dif-
ferent dimensions and market positions. The main limitations of this study are
that dimensions of integration have not been tested empirically. Future studies
should focus on the identification of items for each of these dimensions in order

to construct reliable, valid measure for integrated management system.
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