A case study of a simultaneous integration in an SME:

implementation process and cost analysis

ABSTRACT

Purpose — The aim of this paper is to analyze the simultaneous implementation of an integrated

management system (IMS) in a small and medium-sized enterprise (SME) and its impact on costs.

Design — Based on a case study, the paper presents and analyzes the implementation of the ISO
9001 and ISO 14001 management system (MSs) standards. The organization analyzed is an SME of
the heating and air conditioning sector that had no MSs implemented (common in the sector) and
decided to implement an IMS based on both function-specific MS standards and also achieving the

separated certification. The analysis of expected and real costs is also presented.

Findings — The results show that a simultaneous integration is possible and the cost analysis
evidences the improvement of the organization’s efficiency. The certificates for both MS standards
were also achieved. These findings help in confirming theoretical statement posed in the literature
of the integration of MSs: integration strategy, methodology and level. The organization values this
integrated implementation as very positive internally and externally, as this is one of the first

organizations of the sector implementing and integrating the ISO 9001 and ISO 14001.

Originality - Although studies analyzing empirically the integration of MSs have been widely
published in recent years, to the best of the authors’ knowledge, this is one of the first papers
analyzing the implementation of an IMS directly and analyzing its costs. In addition, this paper
provides evidence that those organizations implementing integration later than others, can learn

from the beginners’ experience.

Keywords: management system integration, ISO 9001, ISO 14001, small and medium-sized

enterprise, cost analysis.

Paper type: Research paper



1. INTRODUCTION

In recent years the studies analyzing the implementation and integration of management systems
(MSs) have increased (see e.g., Douglas and Glen, 2000; Karapetrovic et al., 2006; Salomone,
2008; Bernardo, 2014; Domingues et al., 2015; Bernardo et al., 2017). This is mainly because of the
success in the implementation and certification of the quality MS ISO 9001 and the environmental
MS ISO 14001. According to the last available data (ISO, 2016), the growth rate of certifications
for ISO 9001 has decreased 0.2% and for ISO 14001 has maintained an 8% as in the previous year
(IS0, 2016).

As discussed in previous studies, organizations can have multiple function-specific MSs
implemented and it is necessary to define the best strategy to manage all them in the most efficient
way (Beckmerhagen et al., 2003; Bernardo et al., 2009). This strategy is proven to be the integration
of these MSs into a single and more effective and efficient MS, the integrated MS (IMS), that aims
to satisfy all the organization’s stakeholders (Karapetrovic and Willborn, 1998a; Beckmerhagen et

al., 2003).

The existing literature about the process of MSs integration is wide, analyzing mainly the aspects of
the process (Douglas and Glen, 2000; Salomone, 2008; Bernardo et al., 2009; Gianni and
Gotzamani, 2015; Gianni et al., 2017). General consensus has been achieved for all the process
aspects except in one: the integration methodology. There is not a common and widely applied
methodology or model that the organizations can follow in order to ensure a successful process and
several possibilities have been proposed (AENOR, 2005; Karapetrovic, 2005; de Oliveira, 2013),
and no international certifiable standards have been published proposing a guideline. This aspect is
also related to the sequence in which these MSs have been implemented (sequential or
simultaneous) which can condition the integration methodology applied and both aspects can also
condition the integration level (Bernardo et al., 2012a). There is scarce literature relating these three
aspects of the process empirically (the majority of relationships are between two aspects, e.g.,
Labodova, 2004; Bernardo et al., 2012a). Thus, taking in to account these results, the aim of this
paper is to analyze the simultaneous implementation of an integrated management system in a small

and medium-sized enterprise (SME). The costs of this implementation would also be analyzed.

The contribution of this paper is to be one of the first empirical studies demonstrating that
implementing an IMS is possible (different from the implementation of the two MSs at the same

time), also in an SME, and it is profitable for the organization in terms of efficiency gained.



2. LITERATURE REVIEW

This section is divided into three subsections. First, the different aspects of the integration process
are analyzed. Second, the existing studies of IMS in SMEs are reviewed and finally, the cost

analysis in IMS.

2.1. Integration process

The MSs integration process has been widely analyzed in the literature. It is accepted that the main
aspects of the integration process are (Bernardo et al., 2012a; Almeida et al., 2014; Domingues et
al., 2015): strategy, methodology, level, internal and external audits and benefits and difficulties.

All they are described below.

The integration strategy refers to the sequence that the organization has followed to implement the
multiple MSs. The most cited and applied strategies were defined in Karapetrovic and Willborn
(1998a), who proposed three possibilities considering the implementation of two MSs which is to
establish: (a) first the quality MS (QMS) and then the environmental MS (EMS), (b) first the EMS
and then the QMS, and (c) both MSs simultaneously. Empirical studies show that the most followed
is the first strategy (see e.g., Douglas and Glen, 2000; Santos et al., 2011) and the second is applied,
normally, for sector demands (e.g., Bernardo et al., 2016). The third possibility, i.e., implementing
both MSs at the same time, is the least applied but it was found to be the one leading to a higher
integration level (Bernardo et al., 2012a). Lavodova (2004) also proposed two different strategies
considering quality, environment and health and safety MSs: (a) ‘step-by-step’, in which the MSs
are implemented sequentially and then integrated (found the most common), and (b) simultaneous

implementation, in which the MSs are implemented integratedly (scarcely analyzed).

Regarding the integration methodology, several proposals have been published and thus, no
consensus has been met in this aspect of the process. It refers to the model or tools used to integrate.
There are two different sources of methodologies: normalization bodies and the academia.
Guidelines have been proposed by normalization bodies, such as AENOR (2005) and BSI (2012).
Although an international and certifiable MS standard (MSS) does not exist, it does at the national
level and ISO published a manual in which some tips to integrate are presented (ISO, 2008). To
summarize them, the majority of guidelines proposes to start integrating the common elements and
then continue with those more function-specific. Regarding the academia proposals, several can
also be found. For example, Karapetrovic (2005) proposed three different models: (a) ‘initial’, in
which the IMS model is one of the MSs models; (b) ‘combined’, in which the IMS model is a

combination of all MSs models, and (c¢) ‘complacent’, in which the IMS model is created in order to



accept the different models of all MSs integrated. Karapetrovic et al. (2006) proposed four main
tools: (a) process map, as the IMS model could be the same as the ISO 9001 model; (b) PDCA
model, as the IMS model could be the same of the ISO 14001 model; (c) common elements, which
refers to first integrate the common elements of all the MSs and then the function-specific elements,
and (d) an own model, which refers to the creation of an own model that best fits within each
organization. de Oliveira (2013) proposed the integration in three main stages: (a) ‘planning’, in
which elements such as external consulting, study of interrelations among standards and integration
team and plan are considered; (b) ‘development’, in which elements such as human resources,
documentation and communication and customers are considered, and (c) ‘control and
improvement’, in which elements such as customers’ perception of IMS key elements, audits and
improvement of IMS are considered. Rebelo et al. (2014) proposed a model to improve the
competitiveness and added value of the organizations in which several MSs could be integrated.
Finally, the support of information technologies in the process has also been positively highlighted

(Pho and Tambo, 2014).

The integration level refers to the degree of integration achieved in the process, i.e., the level of
integration of the IMS. Although several degrees have been defined (see e.g., Karapetrovic et al.,
2006; Salomone, 2008; Bernardo et al., 2009), the most used are three (Karapetrovic, 2002): (a) not
integrated, meaning that MSs are managed as separate systems; (b) partially integrated, meaning
that some elements of the MSs are managed as a single system and the rest of elements are managed
separately, and (c) fully integrated, meaning that all the elements of the MSs are managed as a
single MS. Empirical studies evidence that the great majority of organizations tend to fully integrate

their MSs (Bernardo et al., 2009; Abad et al., 2014).

Another important aspect of the integration process is the integration level of audits both internal
and external (Karapetrovic and Willborn, 1998b; Kraus and Grosskopft, 2008). This aspect has been
analyzed (Karapetrovic et al., 2006) considering the auditors’ team, if it is the same for all norms or
different depending on the MS; the audit time, if the audits are performed simultaneously or at
different moments of time; the audit plan and report, if they are the same for all MSs or different for
each of them; and the opportunities to improve, if they are for the IMS or for each MS. The studies
show that in the great majority of organizations, the integration level of internal audits is higher
than the externals (Bernardo et al., 2010, 2011; Simon et al., 2011, 2014), as the latter are not

controlled or do not depend on the organization’s will as the former do.

The last aspect mainly analyzed for the integration of MSs process are the benefits and difficulties.

Conceptual and empirical studies allow summarizing as the main benefit the improvement of



organization’s efficiency (Zeng et al., 2011; Bernardo et al., 2015); while the main difficulties are

related to the lack of resources (Zeng et al., 2007; Gianni and Gotzamani, 2015).

Once the process of implementation has finished, other aspects have been analyzed, such as the
experience managing the IMS (Bernardo et al., 2013) and the comparison among countries (Simon
and Douglas, 2013; Bernardo et al., 2017). Also, it has been also related to other practices such as
customer satisfaction (Simon and Pentji Yaya, 2012), innovation performance (Hernandez-Vivanco
et al.,, 2016) and organizations’ performance (de Oliveira, 2013; Gonzalez Pedraza and Lamban
Castillo, 2014; Ferron Vilchez and Darnall, 2016). The organization’s size has also been discussed
as a conditioning factor for the integration because the small and medium-sized enterprises are more
flexible than large, although the latter have more resources available (Karapetrovic, 2003; de

Oliveira, 2013).

2.2. IMS and SMES

Small and medium-sized companies are very important in most economies. For example, in Spain,
and as well in the European Union, SMEs account for more than 99% of all businesses, and employ

around 67% of the private sector work force (DIRCE, 2016).

SMEs have several barriers to adopt MSs such as cost, lack of expertise or non-inclusion in firm’s
strategy (Chan, 2011). Also, Revell and Blackburn (2007) realized that the initial investments of

implementing a MS could be outweigh than estimated economic benefits.

Moreover, SMEs could contribute around 70% of the global environmental pollution (Burke and
Gaughran, 2007). However, research related to the environmental management is more oriented to
large corporations than SMEs (e.g., Moore and Spence, 2006; Brammer and Pavelin, 2006;
Masurel, 2007; Brammer et al., 2012). In addition, large firms are more engage with environmental
issues than SMEs (Brammer et al., 2012). For that reason, alternative models for environmental
management have major advantages for SMEs than EMAS and ISO 14001 certifications (Wenk,
2006; Heras and Arana, 2010).

As a result of the complexity of implementing IMSs related to personal skills and administrative
process, SMEs prefer to implement individual MSs, while large companies regularly integrated
them (Duijm et al., 2008). However, the integration in SMEs occurs naturally and under the
supervision of a single person, which could have problems to identify priorities (Duijm et al., 2008;
Santos et al., 2011). Douglas and Glen (2000) observed that SMEs adopted first QMS and then
EMS, but is the same strategy that follows all size companies, because QMS have a direct impact

on market success like corporate image, as well as, customer and employee satisfaction (Llach et



al., 2013). Additionally, Llach et al. (2013) observed that environmental practices are significantly

impacted by quality practices, and the first ones, have a direct influence on profitability.

2.3. IMS and cost analysis

Some studies have analyzed the relationship between some MS certifications with the financial

performance, although the results are divers.

One the one hand, some authors found a positive relationship. For example, QMS increase the
quality of the company and improve operational efficiencies; consequently, it is translated into a
decrease of costs based on waste and production cost reduction, thus increasing the financial
performance (e.g., Garvin, 1984; Deming, 1986; Corbett et al., 2005; Corredor and Goni, 2011;
Zhang and Xia, 2013). But the positive relationship could be because the QMSs increase sales, and
that means increasing the profits through cost reductions and income rises (e.g. Corbett et al., 2005;
Kafetzopoulos and Gotzamani, 2014). The implementation of EMSs could increase sales, based on
the environmental awareness of the customers, and cost reduction due to the productivity and

efficiency improvements (Nishitani, 2011).

On the other hand, some researchers have found no relationship between financial performance and
MSs. QMS adoption is not associated into financial performance benefits (e.g., Terziovski et al.,
1997; Martinez-Costa et al., 2008). Other authors observed that EMS could increase production cost
to applied environmental investments to reduce pollution, energy consumption or use renewable
energy. The result is to increase prices or it could affect negatively to the financial performance

(Klasser and Whybark, 1999; Albertini, 2013).

Other authors observed a positive relationship between the company which integrated several MS
and the financial performance, related to the opportunity to reduce time and other costs associated
to the IMSs implantation like bureaucracy costs (Castka and Corbett, 2015; Ferron Vilchez and
Darnall, 2016; Marti-Ballester and Simon, 2017).

Considering the abovementioned, the majority of existing literature analyzed the simultaneous
implementation of multiple MSs that were integrated afterwards but only Labodova (2004)
proposed the simultaneous integration or the implementation of the IMS. Thus, this paper pretends
to fill this gap presenting an empirical case of an organization that has implemented an IMS to
further analyze the related costs of the process and provide new evidences of the impact of IMS on

performance.



3. RESEARCH METODOLOGHY

In order to achieve the research objective a case study of a single organization was done. The
organization analyzed is a family business with 10 employees. Its activities are related to the
construction sector, specifically of heating and air conditioning. It is located in Mollet del Valles, in

Barcelona (north of Spain).

It has more than 800 clients that can be classified into 5 main types: public administration,
construction companies, engineering, neighborhood associations and other institutions such as
hospitality or religious organizations. The organization had no MSs implemented before and
decided to implement an IMS based on both function-specific management system standards and
also achieving the certificate for each one. The motivation to implement the IMS is both internal
and external. The former is based on the organizational culture, as it implements the continuous
improvement and also has environmental concern; the involvement of the top management is very
high. The latter is because the organization wants to be able to adapt to a dynamic environment and

also because of the competitive advantage that this practice can provide.

For the case, the manager and the consultant provided information about the decision-making and
the implementation and certification processes. This organization was selected because in this
sector in this geographic area, organizations are not certified of these MSSs and thus, it was an
extreme or deviant case (Creswell, 2013), becoming the first organization in certifying and

integrating.

To apply the case study methodology, direct observation of the implementation process and
documentation analysis was done and then, in order to reinforce the case, two brief interviews were
also realized to gather top management’s and external consultant’s opinion (Yin, 2009). Because of
the relationship of one author with the organization, a detailed implementation process can be
presented. Regarding the questions of the interview, they were focused on gathering the importance
of the implementation of the IMS, the impact of this implementation within the organization, the
level of satisfaction the interviewees had regarding the result achieved and their forecasted proposal

for future maintenance of the IMS.

The implementation started in July 2014 and finished in April 2015. All the documentation and
observation were analyzed by the authors simultaneously during the implementation and
certification processes. This case is mainly based on content analysis and the interviews reinforce
the statements found. The research protocol followed is presented in figure 1 (following Yin, 2009;

Heras-Saizarbitoria and Boiral, 2015).



Although analyzing a single case could be a limitation (see also Shah, 2011; Dobele et al., 2014;
Shapiro and Naughton, 2015; Richter and Arndt, 2016; Gianni et al., 2017), knowing in depth the

implementation and certification of the MSs could only be done in one organization.

Research objective  —

(based on a previous literature review) |
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Complying of information
(direct observation, documentation analysis,

interviews)

Drafting of descriptive report

Obtaining of descriptive and explanatory elements

Figure 1 — Research protocol

Source: adapted from Heras-Saizarbitoria and Boiral (2015)

4. RESULTS

In this section, the implementation of the IMS is presented first, then its cost analysis and finally,

the interviews with the manager and the consultant.

4.1. Implementation process

The implementation of both standards, ISO 9001 and ISO 14001 was decided to be integrated
although the certification was done individually. To implement these two MSSs a consultant was
hired. The consultant studied and analyzed the internal processes by performing interviews with top

management and employees, which resulted in a selection of IMS indicators according to the



different areas, included the organizational chart (e.g., Technical, Logistics, Human Resources,

Environment), for example:

a) Regarding labor costs (technical), an indicator that measures an average deviation in terms
of days working in each installation, in order to control to which extent expected labor costs
are well predicted.

b) Regarding Human Resources, an annual average ratio of absenteeism.

In terms of environment, an indicator which measures the average fuel consumption per workday
including all company vehicles needed for works, visits and other needs.
In the initial meeting with her, she proposed to implement the IMS rather than the two MSSs

separately and the organization accepted the proposal.

The implementation process started on July 2014 and ended in April 2015. The process was divided

into 8 phases that are shown, together with the time required in each one, in figure 2:
- First stage: beginning of implementation

In the first stage, a working team was created. It was made up with two people: the purchasing and

logistics manager, and the human resources manager.

During July, the external consultant had meetings with the top management and created the process
map. As a result of this, the requirement 7.3 of design and development of the ISO 9001 was
excluded because the technical manager adapts the design to each customer. In addition, the
documentation was created and consisted on the quality and environment manual, the quality and

environment policy, procedures, working instructions and records.

Another decision made in this stage was that all the implementation was going to be managed

electronically because of productivity and sustainability.
- Second stage: first meeting for management review

In the meeting both the indicators and the additional aims of the IMS were set. The external

consultant took also part on this meeting.
- Third stage: implementation

In this stage the signaling and evaluation of indicators was done. A calibrating evaluation was also
required. For confidential reasons of both the organization and the consultant, more information on

this stage cannot be provided.



1. Beginning of implementation
July 2014-September 2014

2. First meeting for management review
September 2014

3. Implementation
September 2014-January 2015

4. Internal training
February 2015

5. Internal audit
February 2015

6. Non-conformities correction and second
meeting for management review
February 2015-April 2015

7. External audit
April 2015

8. Certificates and improvements
April 2015

Figure 2 — Implementation process

- Fourth stage: internal training

Two internal meetings were done. One was to present and give the welcome manual to all the
members of the organization, and the other was to train the employees in the health and safety

emergency plan.
- Fifth stage: internal audit

The external consultant performed this stage. The first internal audit in February 2015 lasted two
days and 4 non-conformities were detected, which were corrected before the external audit.
Nevertheless, 5 strengths were also written in the audit report: personnel participation during the
integrated implementation, company indicators, order and cleaning of the warehouse, appropriate

management program with accurate quality quotations and accreditations.

- Sixth stage: non-conformities correction and second meeting for management review



Corrective actions were applied to amend the 4 non-conformities. The comments reported for

improvement were considered in the second meeting for management review.
- Seventh stage: external audit

This audit was done in two stages. The first was the meeting to plan the audit in which a brief
review of part of the documentation was done and improvement actions were reported. Also, the
audit day was determined. In the second stage the external auditor reviewed all the documentation

and visited a maintenance site.

The first external audit was carried out in April 2015, lasted three days and none non-conformities
were detected. Hence, the company successfully passed the audit with only five improvement
opportunities and three findings detected. All these aspects were improved before April 2016 and
did not imply additional expenses. Furthermore, the report included different strengths (e.g.,
personnel commitment, suppliers’ assessment indicator), which meant an achievement according to

the top management.
- Eight stage: certificates and improvements

In this last stage the certificates application was done. The organization was committed to continue

improving the IMS.

The second internal audit in March and April 2016 lasted two days and one non-conformity was
detected, which was also corrected before the following external audit. However, 5 strengths were
also written in the audit report: personnel commitment, company indicators, order and cleanliness in
the warehouse, and continuous improvement with preventive actions and environmental awareness
among personnel. The second external audit undertaken in April 2016 lasted one day and one non-
conformity was detected due to the fact that a new version of an environmental law was not
recorded in the Excel file “7.8-01 Legal Compliance”. The non-conformity was corrected in May
and, therefore, the company passed the external audit without any additional expenses. In addition,
the report included different strengths (e.g., quality of the written content included in the reports of
top management meetings, order and cleanliness in the warehouse). In addition, both MSSs will be
adapted in the last semester of 2017, before performing the renewal certification audit in April

2018.

4.2. Cost analysis

Once the implementation and certification finished, the organization analyzed the costs of the IMS.
They are presented in relative numbers as the organization wanted to keep this information

anonymous. Table 1 presents the costs of implementation.



The company analyzed the costs by following the distinction stated by Rocafort Nicolau and Ferrer
Grau (2010): external (expenses which come from outside the organization or are communicated by

financial accounting) and internal (cost accounting).

Top management considered that analyzing the costs of a process such as the implementation of
both standards (ISO 9001 and ISO 14001) is key because the company needs to control profitability
in each decision-making process. Otherwise, the organization would not survive in the long run. As
a family business, owners from the company under study are based on a long-term view and care
about family succession. Therefore, expenses and resources management is done in a conservative

way. Overall, investments are financed with internal resources (equity).

Table 1 — Cost analysis of the implementation

QMS EMS 2015 2016 2017
Expected external costs
External audit X X 0 19.19 19.19
Consultant services X X 0 8.20 8.20
Waste annual fee X 0 3.54 3.54
Other costs X X 2.36 2.95 2.95
Expected internal costs
Working hours QE responsible 1 X X 30.95 15.74 15.74
Working hours QE responsible 2 X X 15.79 10.67 10.67
Working hours general manager X X 28.10 17.63 17.63
Working hours technical manager X X 15.52 12.83 12.83
Working hours logistics manager X X 4.29 5.31 5.31
Other costs X X 3 3.94 3.94
Total 100 100 100

Source: the company

The activities that generate cost beyond expected were basically external: calibration and
engineering services. Engineering services and calibration were unexpected and, hence, the real

costs were significantly higher.

Regarding the deviation, working hours were lower than expected in monetary terms except for
internal waste management. Although QE responsible 1 activities associated with recording
different documentation, planning and corrections suggested during audits were significant; they

were lower than expected in monetary terms.

Table 2 provides the real costs incurred and allows the comparison among costs. Observing the real
costs (proportion of costs in euros), no waste annual fee is included because this expense is incurred
every five years with the renewal of the contract with an external waste manager. Other costs are
related to preventive actions such as the purchase of sepiolite with the goal of absorbing spilled

liquids in case of any accident.



Table 2. Real costs analysis comparison and forecast

QMS EMS 2015 2016 2017

Real external costs

External audit X X 0 24.07 -
Consultant services X X 0 10.28 -
Waste annual fee X 0 0 -
Other costs X X 0.48 1.97 -
Real internal costs

Working hours QE responsible 1 X X 38.31 29.62 -
Working hours QE responsible 2 X X 15.87 10.91 -
Working hours general manager X X 2543 13.11 -
Working hours technical manager X X 15.60 8.04 -
Working hours logistics manager X X 431 2 -
Other costs X X 0 0 -
Total 100 100 -

Source: the company

Real internal costs are only represented by human labor costs which include salaries plus social
security charges. The major proportion of working hours is allocated to QE responsible 1 (twice of
what was expected in 2016). This person takes charge of the major issues related to both
management systems, such as the organization and the recording of top management meetings in a
written document. However, QE responsible 2 is the expert person in some indicators with the
participation of the technical manager. The logistics manager assists the QE responsible 1 in some
issues (e.g., control of personal protection equipment and tools provided to technicians that install,
repair and maintain heating and air conditioning systems and units). From table 2, it could be stated
that the major reduction of costs is internally driven, thus, the organization become more efficient

with the internalization of the IMS.

Since both certifications were achieved, the company has reached, due to brand image linked with
the previous successful goal, three new important clients from the industry (among others) that
value the possession of ISO 9001 and ISO 14001 international and voluntary standards. However,
top management points out that there is not enough evidence to confirm or deny if there is a
correlation between the increase in net profit and the implementation of the IMS. Nonetheless, the
total annual net profits in 2015 and 2016 are higher than implementation and maintenance’s costs,

respectively. No more cost analysis can be undertaken due to confidentiality reasons.



4.3. Participants’ opinion

It was also important to gather the opinion of the main characters of the process: the manager and
the external consultant. These opinions reinforce the results achieved regarding the implementation

process and cost analysis performed, as a complementary source of information.

For the manager, the IMS is considered as an investment that “allowed improving some

organizational aspects, highlighting the documentation and easing the internal management”. The

positive value is also for the “commitment and implication of all the members of the organization”.

Quality has been easily applied because of the way of working that the organization had but the

environment management was new. Thus, “the implementation and certification of the ISO 14001

has been important for the organization”. Specifically, top management considered the following

achievements as the most important in relation with the integrated implementation:

(1) Quality:

- Coding of documents (e.g., IMP 7.7-01), enhancing content and design (attractive, simpler and
useful).

- New indicators to assess the quality of the service (e.g., registration of compliments and claims
from customers).

(2) Environment:

- Adequate control of waste.

- Ecological policy.

- Efficient recycling process.

- People inside the organization become more environmentally-aware and energy-saving.

(3) Quality and environment:

- Company’s public image and reputation.

- Continuous improvement regarding control and decision-making processes.

- Explaining the internal processes in a written formal document with new know-how from the
consultant, which can facilitate the new employees’ understanding of the organization.

- Preventive actions.

- Synergies with stakeholders (e.g., facilitating improvements with an external service in terms of

safety measures).

The external consultant’s opinion can be defined into 6 main strengths:

- “The commitment and implication with the IMS of all employees”
- “The effort done”

- “Employees’ training”



- “Warehouse management”

- “Budget planning according to the working operations”

“Internal program control, accreditations and legal compliance”

Thus, the consultant was “very satisfied with all the work done and the behavior of the employees”.

She forecasted that the working team has knowledge enough to internalize the IMS.

5. CONCLUSIONS

The aim of this paper was to analyze the simultaneous implementation of an integrated management
system in a small and medium-sized enterprise, together with the analysis of the costs incurred. The
single case study presented allows posing the following conclusions, although they should be taken

with caution because a single case was realized.

First, the results show that a simultaneous integration is possible (as proposed by Labodova, 2004),
and more effective and efficient than implementing the management system standards sequentially.
The organization decided to implement directly the IMS mainly for internal motivations and also
because the experience of the external consultant helped them to learn from previous practices,
implementing both MSs, ISO 9001 and ISO 14001, at the same time and as a single system (see
e.g., Douglas and Glen, 2000; Llach et al., 2013).

In terms of the integration of MSs process, the sequence of implementing these two MSs could be
considered as more than simultaneous, because it was integrated or implementing the IMS directly.
This is one of the main contributions of this study because previous proposals, such as Karapetrovic
and Wilborn (1998a), proposed the implementation of MSs individually, even the simultaneous
proposal was considering the implementation of both MSs at the same time, but not integratedly
(see e.g., Douglas and Glen, 2000; Karapetrovic et al., 2006; Salomone, 2008; Bernardo et al.,
2009; Abad et al., 2014). In this paper, although it is only a case, it is proved that an IMS could be
implemented and thus, adding a new option of implementation sequence. Labodova (2004) also
proposed this type of implementation as an option and with the case presented in this paper, an

evidence of this implementation has been provided.

For the rest of the aspects analyzed in the integration process, the methodology used is based on
common elements analysis (e.g., Karapetrovic et al., 2006; Bernardo et al., 2016, 2017). Regarding
this aspect, it could be stated that the organization applied a ‘combined’ model in terms of
Karapetrovic (2005)’s proposal, and according to the stages defined, the organization followed the
methodology proposed in de Oliveira (2013), 1e., ‘planning-development-control and

improvement’. In terms of the level of the IMS, it is the highest as all the elements are managed as a



single MS. The integrated implementation allowed the organization to achieve high levels of

integration as concluded in Bernardo et al. (2012a).

The auditing processes were also analyzed and found that the integrated audits required a few days
to be performed and could be easily done when auditors are trained (e.g., Bernardo et al., 2010,

2011; Simon et al., 2011).

Thus, it could be stated that this organization has implemented a single MS and its process of
implementation could be compared with other processes done in organizations implementing one
MS, for example, the ISO 9001 or the ISO 14001, although achieving greater benefits (Bernardo et
al., 2015). These results evidence that the lessons learned help in improving and enhancing the
implementation of IMS, making it a dynamic and adaptive process worthy to apply within

organizations.

It could also be said that the IMS is more effective and efficient because the organization is one of
the first in the sector in which it operates to implement and certify these MSs, taking advantage of
being the leaders in this case. However, on the other side, implementing these MSs at this moment,
when a great amount of organizations have both MSs certified worldwide, make them to also take
profit of being the laggards and learning from best previous practices (Bernardo et a., 2015), such as
using information technologies to manage the IMS (Pho and Tambo, 2014). Empirically, this
efficiency is measured on the cost analysis that demonstrates the low cost are needed to implement
and maintain the IMS (Castka and Corbett, 2015; Ferron Vilchez and Darnall, 2016; Martinez-
Ballester and Simon, 2017). Also, according to the results, it could be stated that the major
reduction of costs is internally driven, thus, the organization become more efficient with the
internalization of the IMS. This is the second contribution of this research, as it has evidenced the

improvement of the efficiency of the IMS implementation.

Regarding the organization’s size, being a small company owned and in which two generations of
the same family are working allows saying that the size could enhance the integration process (in
contrast with Duijm et al., 2008; Santos et al., 2011 and similar to Karapetrovic, 2003; de Oliveira,
2013). In fact, the employees’ commitment becomes more important than the resources availability,
as the former has been highlighted as an important factor to succeed and the latter has not been
mentioned (e.g., Zeng et al., 2007). Thus, it could be stated as the third contribution of this paper,

that SME as large companies, can integrate their MSs or implement IMS.

Related to this, an internal and an external person of the organization have valued the process. In
both cases the opinion is very positive ensuring the continuous improvement of the IMS (Heras-

Saizarbitoria and Boiral, 2015; Bernardo et al., 2017).



Thus, managers of those organizations not integrating their MSs or those not fully integrating them,
have evidence that this could be done and it is worthy to be done. Simultaneous integration needs
certain behaviors and actions to be taken to be successful. Thus, managers should be involved and
make the rest of the employees involved too, they should motivate their employees and implicate
them in the process, they should guarantee that necessary resources are available and should
provide training in order to ensure an appropriate application and improvement of the IMS
(Karapetrovic et al., 2006; Bernardo et al., 2016). If not, the integration could fail and be considered

as a cost and not as a benefit as it should (Gianni and Gotzamani, 2015).

Also, it evidences that implementing an IMS is an efficient practice. In this process, the only aspect
that could be valued as less positive is the need to certify both MSSs separately. It is not clear if an
international certifiable MSS to integrate would lead to an increase in the number of organizations
integrating their MSs. ISO has, at least, implemented the High Level Structure in all its new and
updated MSSs in order to enhance their integration (Bernardo et al., 2016). The diffusion of this
practice could make improve the country’s global efficiency which could be the main governmental
implication and thus, promoting the integration of MSs providing different sources of funding
(Bernardo et al., 2016). The evolution of this simultaneous integration could open new research

lines for the academia.

Finally, the main limitations of this study are the sample size, as only one organization has been
analyzed (extreme case following Creswell, 2013), and the location, as the organization is Spanish
and this country has been ranked in the top 5 countries in ISO 9001 and ISO 14001 for a long time
(ISO, 2016). Comparing this case to other organizations integrating their MSs could be done in
future research as well as analyzing them in different countries to detect similarities (as in Simon
and Douglas, 2013; Bernardo et al., 2017). An additional future research proposal would be to
analyze the integration process form the resource based view (RBV) perspective as it provides

competitive advantage to the implementing organizations.
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