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Chapter 1 Introduction 
From the 1980s, some firms especially the Japanese were producing more quality and reliable products and at a lower cost compared to the American firms where most were suffering from economic decline in the late 80s. As a result, some senior executives of some seven companies in Boston, USA organized a Center for Quality Management (CQM) with a goal to ease joint learning of Total Quality Management
, TQM, so as to hasten its implementation. A decade later, there was a dramatic change as American companies were perceived to be leading worldwide. More companies joined the CQM and it now has chapters in the US and in Europe. Today, it is hard to point a leading country, because there are leading companies scattered in many countries. However, as the economy changes, companies face a tougher competition than before. They seek new and better ways of managing. In 1993, a study carried out showed that organizations which installed TQM did not make much success while successful companies were those that advocated for total quality without limiting themselves to the techniques identified with TQM, but rather seek to integrate with other techniques. The most successful managers were those that designed their own management systems based on TQM techniques as well as integrating other techniques such as the management systems. (Lee, Shiba & Wood 1999) This is because profit will not be achieved if companies focus only on quality and neglect other aspects such as internal and external environment, resource management and social responsibility etc. This is also because stakeholders are shifting their measure of quality of a product or service to a more qualitative assessment by paying attention to how organizations treat their environment and workers (Salomone, 2007) in addition to the quality standard. This increases the competitive nature of companies and therefore, companies acquire several management systems, maybe beginning with Quality management system (following ISO 9001) and then include environment (ISO 14001 and/or EMAS), Occupational Health and safety (OHSAS 18001) social accountability (SA 8000) (ISO 2000) (ISO 2004) (BSI 1999). All the above is done in a bid to improve profit and move towards a more sustainable development.
The EU Sustainable Development Strategy was made in June 2006 to identify and develop actions to “enable the EU to achieve a continuous long-term improvement of quality of life through the creation of sustainable communities able to manage and use resources efficiently, able to tap the ecological and social innovation potential of the economy and in the end able to ensure prosperity, environmental protection and social cohesion” (European Commission 2007). The strategy sets overall objectives and concrete actions for seven environmental key priority challenges, one of which is sustainable production and consumption, for the period from 2006 to 2010. This strategy is thus addressed to companies as the producers and to the society as a whole as they are the consumers.
Three ways of change towards a more sustainable strategy can be identified as the first, second and third order of change. There are (Post and Altman 1991):

1. The first order of change involves developing new ways to reinforce current objectives, values, norms, structures 
2. A second order involves purposefully modifying current objectives, norms, values, structures etc.
3. The third order requires that an organization adopt a completely new culture. 
TQM is only one approach to change towards a more sustainable strategy which can be placed under the second order (Post and Altman 1991). The first two orders are more practical and can be easily adopted than the third because people are sometimes resistant to a complete change.  However, TQM by itself will not lead to sustainable change. Currently, TQM is appraised by incorporating it to and commonly evaluating it by ISO-based Quality management system (QMS), ISO 9001 followed by ISO 14001 certifications. Other certification of measurements may include but not limited to SA 8000 and OHSAS 18001
. This implies that the use of several management systems is inevitable for the success of an organization or company. 
In addition to the above, from the 1960s, more industries, especially in the developing world began to take into account the costs of the effect of its operations on the environment. Efficient use of energy and resources were seen as obvious targets for improvement. And since these could lead to reduction in the cost, there won’t be conflicts between its attainment and the industry’s aim. Governments across Europe and the European Commission have increasingly been implementing stringent environmental legislation to ensure that industries and organizations consider cradle to grave management of their products (Welford, 1996 p2-3). Therefore the environmental impact should be considered always from the design to the disposal stages of the products. Companies can do so by implementing ISO 14001 (ISO 2004).
Increasingly, it is not only important to consider quality and environment but also health and safety or other management systems such as Social accountability or energy, in all the processes in of an organization. This is because, the purpose of most organizations is to ensure that the product and service quality continue to meet the standards required of the organization and demanded by the customers. Some organizations such as the Ditech Network, Inc. meet this demand by ensuring that their products and services are carried out in an environmentally responsible and protective manner. They do so by implementing integrated management systems. (Ditech, 2007) Moreover, in recent years there has been a tremendous increase of interest in Occupational Health and Safety management systems, and since the publication of OHSAS 18001 in 1999, this has inspired further integration. Therefore increasing numbers of organizations now have an Integrated Management System, IMS encompassing Quality, Environmental and Occupational Health and Safety management systems. (Whitelaw 2004)
In the 80s TQM was seen as a means to improve business practices but nowadays, its incorporation with ISO standards makes it comparable to higher levels of IMS. However, TQM is more philosophical based encompassing all components of business including organizational culture and learning, therefore it could be more difficult to reach meanwhile IMS only considers management responsibilities, business processes, and deployment of resources, skills, knowledge and technology (Whitelaw 1997 p 155).   
1.1 Introduction to Integrated Management System (IMS)
According to the Chartered Quality Institute, UK, integration means a combination; that is putting all the internal management practices into one system in such a way that the components of the system are not separated but linked to form one integral part of the company’s management system. In simple words, an integrated management system (IMS) is a management system which combines all components of a business into one coherent system so as to enable the achievement of its purpose and mission (Chartered Quality Institute, 2007). It describes the several management systems grouped together to form a single system such as, a combination of Quality management system such as ISO 9001, environmental management systems such as ISO 14001 or EMAS, and/or Health and safety management systems ISO 18001. Other management systems could also be integrated but these three standards have been revised and made more compatible to integrate. Therefore to limit myself in this report, for integration, I will mostly consider ISO 9001, ISO 14001 and OHAS 18001 as the main focus with some reference to SA 8000. The main aim of integration is to restructure and simplify processes and avoid duplication (AFAQ-EAQA, nd) since the implementation of several standards simultaneously can be cumbersome. More will be discussed on integrated management systems in chapter 3.
Usually, environmental managers have spent much of their time repairing the damages and trying to maintain compliance with regulations that are increasing both in number and complexity. Proactive management of environmental issues has been a luxury beyond reach (Baldi, 1999). This has resulted in many organizations having two or more separate management systems run by different groups of individuals. As the implementation of the standards develops, companies are faced with the decision of whether to integrate their management systems. If integration is their goal, the level of integration they wish to achieve is their next challenge. (Baldi 1999) This is the main aim of this research as will be explained in the problem formulation below.
1.2 Problem Formulation
The role of companies in sustainability
 is increasing over the years as shown in the introduction. Companies are struggling to reduce production cost, make more profit, and still meet with all the environmental, quality or health and safety demands or create a better image to overcome competition. Several standards have been developed to help companies in their effort to improve on the sustainability of their systems and products. However, implementing several standards simultaneously and independently can be costly and human resource demanding. Integrating the standards has been shown to be a means of overcoming these difficulties. On the other hand, integration of the standards requires some changes in the organization such as; integrating the actual management systems, focus on products, stakeholder collaboration and the creation of a learning environment, which might lead to some factors that might hinder integration of management systems which include the absence of knowledge amongst employees and the management, absence of demands; both internal and external, risks involved in replacing existing bureaucracy, reluctance from certifying bodies (Jørgensen, 2007). However these challenges are decreasing as time goes by and more and more organizations and companies are integrating their management systems despite the fact that they still face some difficulties. Companies are integrating their management systems at different levels as they have different reasons for implementing the different standards, different needs for integration, use different models for integration and are faced with different challenges. In this thesis report, will be examined how management systems can best interact by analyzing the levels of integration and how companies can benefit most from the integration by answering the research question:
How can a company implement IMS that best fits its needs? 
By this question, the sub questions will be answered;
1. Which approaches best describe the different levels of integration?
2. What are the different needs and ambitions in the company?
3. To what extent are the levels of integration used in practice and why?

The above questions will be answered by both theory and research findings including interviews with persons in charge of integrated management system of three Danish companies. The first sub question will be answered based on mostly theoretical information while the last two will be answered based on both theory and empirical data. This report will be designed as described in the next chapter. The rest of the report will be as follows:

Chapter 2: Project methodology and design
Chapter 3: Integrated Management System. This chapter begin with a short introduction to the different management systems, a discussion of the importance of IMS, the levels of integration and finally International and Danish Experiences of IMS. This chapter will set the stage for the empirical framework as it will indicate where focus will be placed. 
Chapter 4: System and Institutional theory. This will be the pure theoretical part of this report, presenting and describing the theories and how they will be used to analyse the empirical data.
Chapter 5: Presentation of case studies; Danish Crown, Erik Taabbel Fiskeeksporte and NNE Pharmaplan. This chapter will include a general presentation such as the history, products, processes, and organisation of the companies. 
Chapter 6: IMS in case companies. This chapter will be a presentation of the IMS experience in the case companies. The data presented here will be related to the theory discussed in chapter 3 as all the aspects of the levels of integration will be discussed.
Chapter 7: Analysis of the levels of integration in relation to the theories discussed in chapter 4 which include system and institutional theory and a more detailed analysis of the levels of integration in order to answer the research questions.
Chapter 8: Conclusion
Chapter 2 Project design (Methodological and Analytical Framework)
 The aim of this chapter is to present the methods that will be used to collect information for this report and how it will be analysed, This will include the scientific theories empirical analytical for data collection and phenomenology and hermeneutics for data analysis. 
The aim of an academic research is to establish a truth, value or fact, and explain why this is or is not true (Lassen 2006). Empirical and analytical evidence is usually needed to support this reasoning. Scientific theories will be used in directing the collection and analysis of data. In this report, empirical evidence will be collected in accordance with the empirical analytical research theory and the analysis or interpretation will be done in accordance to the phenomenology and hermeneutics research theories as will be explained below.
2.1 Data collection and empirical analytical theory
Secondary data is obtained from literature such as books, journals and research papers on the different management systems and IMS. Primary data is obtained from interviews with persons in charge of IMS in three Danish companies which are:  Danish Crown, Erik Taabbel Fiskeeksporte A/S and NNE Pharmaplan.  The data will be collected in accordance with the scientific theory, empirical analytical theory.

2.1.1 Empirical analytical theory 

In empirical analytical theory, the reality can be obtained through scientific methods and in doing so; facts should be separated from values (Lassen, 2006). Therefore in collecting data through interviews, I will separate the reality from what ought to be. The reality is usually the strategies set up to accomplish goals or aims and what is actually being done while the ought-statements are usually the policy or how the company intends to run. The aim of the empirical analysis in this report is to find out if IMS is helping the case companies in fulfilling their needs, how this is being done and how it can be improved.  
This is a qualitative research as it involves case studies and document analysis. A case study is defined by Schrank (2006) as a research design to collect and analyse data, and it must involve the use of more than one data sources and different analytical strategies. Therefore in this report, two data sources and two analytical strategies will be used. According to Scott and Darlington (2002) a qualitative research will include the following methods of data collection:

· Analysis of documentary data

· In-depth interviewing of individuals and or small groups

· Systematic observation of behaviour

However, in this report, the first two methods are used to collect qualitative data. In-depth interviewing is the most commonly used method in qualitative research. It has the advantage of being flexible both in terms of areas explored and the direction of the discussion and is very useful in a case where the phenomenon under investigation cannot be observed directly which is the case with IMS for example. However, in-depth interviewing has a disadvantage in that the information obtained is what is being said and not necessarily what is being done. (Scott and Darlington 2002) Therefore for researching into the levels of integration, qualitative methods such as in-depth interviewing and analysis of documentary data seems appropriate. Both in-depth interviews and document analysis will be used to collect data. In the case of the production companies a single observation will be made by a guided tour in which aspects such as the internal communication and data handling will be observed.
2.1.2 Selection of cases

Three case companies are selected based on the theoretical findings which will be described in chapter 3 and further explained in chapter 4 when the case companies will be presented. It is based on the fact that the level of IMS may depend on the size or functioning of an organisation, that is, either manufacturing (or production) or servicing and maybe to a small extend on the geographical location. Danish Crown is chosen because it is a large cooperative production company with factories located all over Denmark, Erik Taabbel Fiskeekport A/S is a medium size production company located at the extreme north of Denmark and NNE Pharmaplan is a large service (engineering consultancy) company located in the East of Denmark. The size of the company is determined by the number of employees at the time of this study, with large firms having more than 250 employees and small and medium having 50 to 250 employees (Neergaard and Andersen 2002). The table below gives a summary of the case companies to be interviewed. 

	Case Companies
	Danish Crown 
	Erik Taabbel Fiskeeksport
	NNE Pharmaplan

	Size
	Large cooperative with      12.500 employees in Denmark 
	Small and Medium size with about 90 employees
	Large with about 1500 employees

	Sector or Functioning companies
	Production company (meat and meat products)
	Production company (fish and fish products)
	Servicing company (engineering consulting)

	Location 
	Several locations with headquarters in the west of Denmark. (Randers)
	Extreme north of Denmark (Skagen)
	East of Denmark (Hillerod)

	Persons  interviewed
	Environmental manager for the entire cooperative (Charlotte Thy)
	Environmental and quality manager (Peter Friis)
	Quality systems manager (AnneLise Sørensen)

	Management systems included in IMS
	ISO 14001, ISO 18001 
	ISO 9001, ISO 14001 and ISO 18001
	ISO 9001, ISO 14001 and ISO 18001


Table 2.1 Summary of case companies used in this report.  
This is however not a comparative case study because all cases are variants within the same framework. Therefore all the information from all three cases will be used in a complimentary way to answer the research question. In each case focus will be on the management systems carried out which will be based on the company’s needs, the approach or model used, the organisation of the systems and the legislations so as to understand their institutional setting. These will be further discussed in the theoretical chapters 3 and 4. 

This study is a multiple case research since three cases are studied (Yin 2004). It is limiting because it is hard to conclude based on one, two or even three cases, however, the analysis of three cases will lead to a more general empirical argument than one case (Yin 2004). Furthermore, other experience of studies carried out on IMS will be analysed together with the system and the institutional theories and this will help in generalising the case studies.

2.2 Data Analysis, phenomenology and hermeneutics

Data collected will be analysed in this report with the use of system and the institutional theories which will be presented in chapter 3. The system theory will be used to analyse IMS as it is a system in which different management systems have been joined together to form one. Thus it is important to analyse how the management systems interact within the IMS, how they influence one another and how this will lead to different levels of IMS. Institutional theory will be used to analyse the societal forces that link the needs of a company to its structure or organisation of IMS and eventually determine the level of IMS. Looking, at the approaches to data analysis, Miles and Hubermas (1994) distinguished between three divert yet overlapping approaches to analyse qualitative data:

· Interpretative approach in which the data collected such as interview or observations is transcribed into written text and interpretation depends on the researcher’s theoretical orientation. In the case of this thesis where the phenomenological orientation is used, the researcher tries to discover the practical understanding of meaning and action.

· Social anthropological approach in which data is collected through several means, case study and field for example and transcribed into text. It is analysed in the same manner like the interpretative but multiple sources of data are used such as diary, interviews, artifacts.

· Collaborative social research approach in which researcher works with subjects in order to make a change. The analysis of this kind of data is done in participation with the subjects such as stakeholders so as to understand a situation or solve a problem.
In this thesis, the case studies will be analysed using the interpretative approach and the content of the interviews and documents will be analysed both deductively and inductively. Inductive in the case of the data collected from the interviews in the case studies and both inductive and deductive in the case of the theoretical and document analysis. Content analysis is “any technique for making inferences by systematically and objectively identifying special characteristics of messages” (Holsti 1968, p.608). Therefore the content analysis of the interviews is carried out in this report using an interpretative approach. The interpretation and analysis are done according to the scientific theories phenomenology and hermeneutics as described below;

Phenomenology is defined here as a study of meaningful actions and intentionality of human consciousness (Lassen 2006). As managers are engaged in an ongoing process of understanding the management systems and their interaction, scientist are trying to understand the reasoning behind the work of the managers and in interpreting this social research, the same methods of interpretation should be used as the managers and I therefore will assume the position of a neutral observer.

Hermeneutics is a philosophical term and usually in tune with phenomenology. It is not a method but a condition for understanding. Understanding here means to meet the interpreter’s before-knowledge and the object of interpretation. (Lassen 2006) Hermeneutics will be used here in the historical development and presentation of case studies in chapter 5. 

	
	Empirical-analytical theory 
	Phenomenology
	Hermeneutics 

	Ontology (the reality)
	Reality exists independent of our knowledge of it.
	Human experience, life worlds and existence (being in the world)
	The circle of hermeneutics

	Epistemology (what can be done about the reality)
	Direct access to reality
	Analysis of intentional structures
	Understanding, interpretation and reading

	Methods
	Causalities system-mechanism. Use of scientific methods
	Analysis of variation in construction of meaning
	Achieve insight in meaning

	Techniques
	Testing and empirical observations
	Familiarize oneself with the subject. Direct interpretation of reality as it appears to the involved humans (qualitative design e.g. field observations)
	Openness and abilities to address questions and challenges prejudices (qualitative design e.g. research interviews)

	Table 2.2 three theories of analysis; empirical analytical for data collection and phenomenology, hermeneutics for interpretation. (Lassen, 2006)


In this report, the empirical data will be collected by use of social science methods as shown on the table above for example interviews and analysis of documentary data and for techniques used, a few empirical observations will be done. For data analysis, the case companies will be analysed by first familiarising the reader with the subject thus there will be a presentation of the case studies in chapter 5 and then, an examination of the variation in construction of meaning (of interviews and documentary data) as indicated on the table in chapter 6. Thus in chapters 5 and 6, the methods and techniques for phenomenology will be used. In chapter 7, the methods and techniques for hermeneutics will be used as a more detailed analysis will be made to achieve a more insight in meaning. Both analytical methods are used because this is a qualitative report and as already stated, a qualitative report requires at least two methods of data collection and two methods of data analysis. Thus with interviews and documentary data analysis as methods of data collection and phenomenology and hermeneutics as analytical methods, it will boost the quality of this report. 
The link between the scientific theories explained above and the rest of the report is described in the figure below:


[image: image3]
Figure 2.1 the relationship between the theories of science and the rest of the report (Larsen, 2006)
The figure above illustrates how the theories of science links the theories of profession and the problem formulation already described in the empirical analytical above. The theories of science describes how data is collected in order to answer the problem and also help in redirecting the study within the professional theories (system and institutional theories) and all theories are used in the analysis and conclusion of the study. The professional theories are directly as they are related to the empirical findings while the scientific theories are used indirectly as they help in the construction of the analytical framework.
Report Structure 
This report is structured as seen on the diagram below:


[image: image4]
Figure 2.2: Report structure

The figure above describes the structure of this report. This first chapter includes the introduction and the problem formulation. The next two chapters; chapter 3 and 4 will be on the theoretical framework on which this report will be based. Chapter 3 will consist of the semi theoretical part of this thesis as it will discuss the concept of integrated management systems including the different management systems, levels of IMS and experiences of IMS. The pure theoretical part will consist of the institutional and system theory discussed in chapter 4 will include. A presentation of the empirical findings of the three case companies listed in the figure above is made in chapter 5. An analysis is made of the practice of integrated management system based on documentation and interviews and in chapters 6 and 7 based on the two scientific theories, phenomenology and hermeneutics. Finally conclusion will be made with direct reference the research question “Which approaches best describe the different levels of integration”?

 . 

Chapter 3 Integrated Management System

In the first  part of this chapter, the management systems will be described to give an understanding of the different standards used for environmental, quality and health and safety systems in companies The aim of this chapter is to provide a clear understanding of integrated management system, IMS and  this will include the different models or approaches to the implementation of IMS and the different levels of integration which a company can achieve. The incentives, benefits and constraints related to the levels of integration. Finally, some experiences of IMS will be examined. This chapter will answer the first sub question; ‘which approaches best describe the different levels of integration?’
 3.1 Management Systems

Management systems are activities performed with the aim to minimise the use of excessive, redundant resources to address the overlapping requirements of performance balancing, network management, reducing outages, system maintenance costs, diagnosis and repair, and migration to new hardware and software system versions (LLC 2003). Several management systems therefore exist in an organisation for its proper functioning.
The below will give a brief description of the latest versions of quality management systems (ISO 9001:2000), environmental management systems (ISO 14001:2004) and occupational health and safety systems (OHSAS 18001: 1999) and compatible aspects. This discussion will not go into detail with history and evolution of the management systems but rather focus on the fundamental characteristics of the management system that makes them compatible. More on the standards can be found on appendices A, B and C.
3.1.1 Quality management systems ISO 9001:2000
ISO 9001 was first published in 1987 with a purpose to ensure individual and commercial customers that an order will be produced and delivered to explicit and agreed specifications normally referred to as quality assurance (Larsen and Häversjö 1999). ISO 9001 seems to have registered the highest number of certificates with about 777.608 certificates worldwide and of which there are about 1219 certificates in Denmark in December 2005 (ISO 2005). More on this standard is found on appendix A. 
The most revised edition is that of 2000 which is based on eight management principles:

· customer-focused organization, 

· leadership, 

· involvement of people, 

· process approach, 

· system approach to management, 

· continual improvement, 

· factual approach to decision making and 

· Mutually beneficial supplier relationship. 

The main section of the standard consists of requirements regarding quality management systems, management responsibility, resource management, product realization, and measurement analysis and improvement (Boulter and Bendel 2002) (Tsim et al 2002). For each of these requirements it includes the establishment, documentation, implementation and maintenance, and continuous improvement of effectiveness.

This standard encourages the use of the process approach during the development, implementation and improvement stages of the quality management system. The process approach is the “application of a system of processes within an organization, together with the identification and interaction of these processes and their management” (ISO 2000). It has an advantage of continuous control and improvement. The standard is also based on the plan-do-check-act described above. The model of this process-based quality management system is represented in the figure below: 

[image: image5.emf]
Figure 3.1: Model of process based quality management (ISO, 2000)

This model shows that customers play an important role in defining requirements as inputs and are also the main beneficiary of the output. This model covers all the requirements of this standard but not the detailed processes so that it can be used for any processes in any organization. ISO 9001 focuses on the effectiveness of the quality management system in meeting customer requirements. Although this standard does not include requirements specific to other management systems, it enables organizations to align or integrate its quality management system with the requirements of other management systems such as environmental management system. (ISO 2000) The main advantage in this process approach is the clarity which it achieves through the systematic description of all departments, processes and their interrelation in the organization (Alexandrou 2005).
3.1.2 Environmental management systems ISO 14001(2004)

In 1996, the international organization for standardization approved ISO 14001 which presents a set of requirement pertaining to the company’s external environment (Larsen and Häversjö 1999). This standard has been updated and revised and presently, the current one is ISO 14001:2004 which is a specification standard and descriptive document. As of December 2005, there were about 111.162 ISO 14001 certificates worldwide out of which 837 were registered in Denmark (ISO 2005). More on this standard can be found on appendix B.
The ISO 14001 provides a structured management system for any organization that will like to improve its environmental performance by controlling the impact of their activities, services and products on their environment and organizations that will like to be consistent with environmental laws and policies. This standard is based on the Plan-Do-Check-Act (PDCA) which can be applied to all processes of a company thus the link and compatibility of the ISO 9001 and 14001. These management systems are all based on the Plan Do Check Act, PDCA model proposed by Deming and explained below (ISO 2004):
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 Figure 3.2: Plan-Do-Check-Act methodology on which the ISO 14001 is based. (ISO, 2004)
The PDCA can be described as follows (ISO 14001 2004):

Plan - The design and establishment of objectives and procedures required to produce results in conformity with the organization’s environmental policy.

Do - This is the implementation of the processes or procedures.

Check - This is the measuring and monitoring of processes to ensure that they meet environmental policy, objectives and targets, legal and other requirements, and reporting results.

Act - This includes the actions taken to improve performance of the environmental management system continuously.   
As ISO 14001 concerns the company’s external environment, one would expect another ISO standard that covers the internal working environment. However, this does not exist yet, but Occupational Health and Safety, OHSAS 18001 is a step in the direction of an internal working environmental standard.

Eco Management Auditing Scheme (EMAS)
The European commission in 1993 prepared a decree on the environmental management and audit for use in production companies called EMAS. This later became voluntary after protest from companies. (Jørgensen, 2001) EMAS registered organizations are thus only found within Europe. A total of 5435 sites are EMAS registered out of which 261 are registered in Denmark (EMAS 2007). EMAS is not further considered in the empirical research of IMS in this report.
3.1.3 Occupational Health and safety systems OHSAS 18001:1999
Occupational Health and Safety management systems are more recent with the 1999 international standard OHSAS 18001. The OHSAS 18001 is based on a British Standard, BS 8800 and was created by an association of certifying bodies, consultancies and national standard bodies (OHSAS 2007) and proposed to provide international guidance against which organizations can assess and certify their own safety programs. This standard was developed to cater for customer’s demand for an occupational health and safety management system. This standard has been developed to be compatible with ISO 9001:1994 and ISO 14001:1996, so as to ease integration of the three management systems if the organizations chose to do so (OHSAS, 1999)(Jorgensen, Remmen and Mellado 2006). Thus it is also based on the plan-do-check-act on figure 3.2. More than 200 Danish companies are certified according to the OHSAS 18001 (Jørgensen 2006). 
Unlike ISO 14001, OHSAS 18001 is non-specific and does not give a detailed design for a management system.  More on this standard is found on the appendix C. It is however applicable to any organization who wishes to (Pun and Hui, 2002);

· minimize risk to employees and other interested parties, 

· implement, maintain and continuously improve on OHS management system

· assure itself of its conformance with OHS policy

· demonstrate such performance to others

· seek certification or registration of its OHS management system by an external organization
· Self determination and declaration of conformance with the standard’s specification.
Other management systems that can be included in an IMS include but are not limited to Social accountability (SA 8000), Corporate Social Responsibility (CSR 2600) which are only guidelines, ISO 22000 or the Danish Standard, DS 3027 on food safety management, DS 2403 on Energy management, etc. Social accountability (SA 8000) is more recent compared to Occupational health and safety with the first edition in 1997 and the most recent and third edition in 2007. Meanwhile OHSAS 18001 focuses on the internal working environment, SA 8000 focuses more on suppliers and stakeholders giving more focus on the product chain. The standards compliment each other, therefore a closer co-operation and maybe new organisational structures are needed between these authorities, when industrial firms began more and more to introduce management systems based on integrated approach (Honkasola 2000). 
Organizations seek certification according to several management systems such as ISO 9001 and ISO 14001 to enable them practice their business anywhere else in the world with confidence or assurance of their quality and environmental responsibility. That is, their services and products will be more likely welcomed by the international market when they are certified. Other reasons include: gaining or retaining market shares through a green corporate image, to attract more ethical investment, to reduce insurance risks and to reduce cost. (Whitelaw, 1997 p. 6) This led to organizations faced with several management systems with similarities and dissimilarities. Integrating the management systems into a single management system is the obvious solution to these as will be discussed in this chapter. As already defined in the introduction, Integrated Management System is a single structure used by organizations to manage their processes or activities that transform inputs of resources into a product or service which meet the organization's objectives and equitably satisfy the stakeholders quality, health, safety, environmental, security, ethical or any other identified requirement (Dalling 2007). A simplified description of the IMS is given in the figure below:









Figure 3.3 summary of IMS; driving forces and benefits.
The above figure represents my understanding of the integrated management system; with demands from the interested parties such as the customers causing the organizations to build its mission and vision which will be further expanciated into specific policies geared towards integration and the results will be of benefit to both the interested parties and the organization. 
The need for organizations to integrate their management systems has been stressed by several authors.  Jackson (1997) argued that the only way to remain competitive and still meet with the increasing system requirement is to create a single IMS. Sheba and Wood (1999) stated that IMS is a must so that managers can harmonize relations amongst spatial elements and integrate strength of individual goals in shaping the future. vonAhsen and Funk (2001) showed in a study that IMS as compared to isolated environmental management systems, can improve environmental protection amongst other benefits, because ecological criteria can be considered from the early stages when the customer oriented products and processes are designed. This is because, when quality and environment are managed together, customers’ needs are incorporated into the environmental systems design. Jørgensen and Remmen (2005) also stated that the development and the revision of the different ISO standards created a need for a more integrated system. Zeng, Shi & Lou (2006) concluded that due to the similarities and compatibility among the standards, an integration of these management systems would improve the performance of an organization.  However, it should be noted that integration is not an obligation but an opportunity to exploit the benefits associated with its implementation which is the main aim of this report, to find out how organizations will implement IMS that will meet their needs. 
If occupational health and safety is integrated into environmental management systems, it can help companies to avoid duplicated measures and find solutions to handle both environmental and safety risks in an optimal way. This is because of the following amongst many reasons (Honkasola 2000): 

· People can consider occupational safety risks more easily than environmental risks as a natural part of their work. This can lead to the situation where occupational risks are underestimated.
· The development of the performance level can in many cases be more easily shown in environmental protection than in occupational health and safety.
· Environmental management systems do not demand employee participation. In occupational matters it is important that workers can influence the process.
· Finally, health and safety is not usually considered in some environmental work such as Life Cycle Assessment. Therefore, the legislation and administration of occupational health and safety and environmental protection have their own history.
An Integrated Management System will typically have the following characteristics (Dalling 2007):
1.  Its scope will cover the totality of the organizations’ processes and systems and embrace health, safety, environment, security, human Resource, finance, marketing, public relations etc as relevant to the organizations’ values, operations and objectives.
2. It is formally defined in a uniform style that only varies where necessary to meet its purpose for example, description of broad principles as opposed to a defined sequence of steps to be followed in a process.
3. While ensuring the effectiveness of the IMS, replication of documentation is minimized.
4. The structure of an IMS does not follow that of a specific management standard or item of legislation but is designed to control and guide the organizations’ processes in the most effective and efficient way.
5. Each component of the management system takes account of all of the other components as appropriate.
6. It transparently addresses all relevant stakeholder key requirements defined via relevant standards, legislation or other defined requirements.
The benefits of IMS can thus be deduced from the characteristics above. Integrating environmental management system, health and safety management systems and quality management system into a single system may lead to significant efficiencies and savings in an organisations’ business management system. More emphasis is made on the benefits in relation to different levels of integration later in this chapter. However, it is worth mentioning that even though integration will benefit all companies no matter their needs, the models used will be different, with the service providing companies requiring a more holistic approach compared to the production or manufacturing companies. This is one aspect that will be researched in this report. The implementation of IMS is a multiphase process and requires a                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                              management system that suits the particular business model and sometimes requires testing. Practically, IMS involves the processes for managing a company’s environmental, health and safety and quality management systems, however, the processes are based on the company’s policies, accompanied by strong commitment from top management, reinforced by internal audits, corrective and preventive measures, training and monitoring. All the above is done in a context of continuous improvement according to the PDCA. (Eathtech, 2004)
3.2 The Levels of integrated management systems
This is the main concept in this report because the aim of this study is to understand how organizations can implement IMS that helps them satisfy their needs and the different levels of integration will have different aims, objectives and benefits. Different levels of integration have been distinguished for example; Hines (2002) distinguished two levels of integration known as alignment and integration. 

Alignment: this is when the similarities of the standards are used to structure the system. The purpose is to reduce administrative and audit cost. There are still separate procedures for each system but all are placed together.

Integration: This is a complete integration in all significant procedures and instruction. There is embeddedness in the organization and close interaction with stakeholders. Therefore there is focus on customers and continuous improvement.

The above two levels does not address all the relevant issues involved in integrated management systems such as cross-referencing. Therefore, the following three levels of integration can be distinguished based on the synergy between the customer-based quality, product- oriented environmental management and corporate social responsibility (Jørgensen, Remmen and Mellado 2006): 
· Correspondence level which focuses on the system aspect due to increased compatibility amongst the standards. This is identical to the alignment level above meanwhile the next two levels are identical to integration level above.

· Generic level which focuses on the processes or the structure due to coherence or coordination of different processes.

· Integration. This is a more strategic and inherent level of integration with focus on embeddedness in the organization and stakeholder relationship. This is more product chain oriented.
3.2.1 Correspondence level of integration

As the different management systems have been revised, it has been made easier to combine the different elements. This is by improving their compatibility in the following ways:

· ISO 9001:2000 is based on a process model which focuses on continuous improvement as shown in the previous section. This is also the main foundation for the environmental and health and safety management systems

· ISO 14001:2004 was developed so as to improve coherence with ISO 9001:2000 as well as a clarification of the connection to EMAS II.

· ISO 19011:2002 was developed which is a common standard for quality and/or environmental management system’s auditing.

· OHSAS; 1999 was developed to be compatible with both ISO 9001 and 14001
In addition to the above, the ISO guide 72 was developed to improve the crossing points between the standard developing committees and the markets using the standards. Therefore, the first steps towards integration are compatibility, cross references and internal coordination of elements of the management system. Cross references between different management systems are important because it leads to less documentation and records, less bureaucracy and paper work,  efficiency in cost, time and resources and simplification of both internal and external audits. This is illustrated in the table below.

	ISO guide 72
	 ISO 9001:2000
	ISO 14001:2004
	OHSAS 18001:2000

	2.1 Identification of needs, requirements and analysis of critical issues
	5.2 Customer focus

7.2.1 Determination of requirements related to product
	4.3.1 Environmental aspects

4.3.2 Legal and other requirements
	4.3.1 Planning for hazard identification, risk assessment and control

4.3.2 Legal and other requirements

	3.2 Management of human resource
	6.2.1 General

6.2.2 Competence awareness and training
	4.4.2 Competence, training and awareness
	4.4.2 Training, awareness and competence

	5.2 Preventive action
	8.5.3 Preventive action
	4.5.3 Nonconformity, corrective action and preventive action
	4.5.2 Accidents incidents, nonconformity and corrective action


Table 3.1 Cross references between ISO Guide 72, 9001, 14001 and OHSAS 18001. (Jørgensen, Remmen and Mellado 2006).
The needs or requirements of ISO 9001 could be to meet demands from customers, and for ISO 14001 and OHSAS 18001 to identify health and safety aspects and meet with legal demands for example as shown on the table above. This will be researched in the case companies.
3.2.2 Generic level of integration
There is focus on the generic processes or the coordination processes of the management cycle. ISO 9001 and 14001 are generic because they can be applied to any sector and in any organization. The generic aspects of management include: policy, planning, implementation, corrective action and management review meanwhile the generic processes are: a commitment in the top management, definition of policy, planning of objectives and targets, procedures, audits, documentation and records control, control of non-compliance, corrective and preventive actions, and management review. A focus on processes will lead to more innovative organizations focusing on improvement of their performance. The advantages of this level of integration are threefold: 

- There is focus on interrelations-synergies and trade-offs between the management systems.

- Objectives and targets are established, coordinated and balanced 

- Organization and responsibilities are defined together.

It also has a potential of raising environment, health and safety or corporate responsibility to higher levels on the organization’s agenda if combined with ISO 9001 and organized in a coordinated manner. 

In order to improve synergies and reduce trade-offs, a more integrated approach to policy making is proposed, based on better regulation and on the guiding principles for sustainable development adopted by the European Council of June 2005 (European Commission, 2007). This refers to the third level of integration.
3.2.3 Integration  
This is a more ambitious level than the previous two and consists of internal embeddedness of IMS and external interaction with stakeholders. It involves a culture of learning, continuous improvement and stakeholder involvement. If properly done, it will lead to continuous improvement of performance, competitive advantage and increased sustainable development. However, the preconditions for this level of integration are:

· A shared understanding of internal and external challenges. This involves organizational culture, learning and active participation of employees. TQM emphasizes these. These will lead to a more ambitious level of integration than common system elements and generic processes.

· A learning organization and a culture of responsibility. It is important to have a learning process so as to ensure better design and redesign of systems and thus ensure continuous adaptation to new challenges

· Interaction with stakeholders. This can be carried out through cooperation, dialogue and transparency. It is important to do this in order to improve on the quality, environment, health and safety and social responsibility in the whole product life cycle. 
If an organization chooses to integrate their management system, they may aim for one of the above level of integration. The level they require will depend on the complexity of the present management system and the reason for pursuing integration (BVQI 2004). Thus in the empirical research, for each case study, the existing management systems before integration and the reasons for integration will be analysed to determine the level of integration. I will now look at the different ways, models and approaches to implementing IMS in order to answer the first sub question of this report; which approach best describe the different levels of integration, after which I will look at the reasons for integration or the benefits.

3.3 Models and Approaches to IMS
Management models are standardised tools that can be used to implement and evaluate a management system. vonAhsen and Funck (2001) identifies three main types of models: 

- The European Foundation for Quality Management EFQM model,

- Integration model based on ISO 9001 and 

- Integration model based on ISO 14001. 
Approach here will be defined as the first step taken towards the integration of management systems which the organisations already have or are planning to have. Karapetrovic and Willoborn (1998) suggested three different approaches to IMS implementation. These are:

· Establishing a quality management system first followed by an environmental management system. This approach is identical to the vonAhsen and Funck’s model based on ISO 9001

· Establishing environmental management system first followed by quality management system which is identical to the model based on ISO 14001.

· Establish EMS and QMS at the same time. 

The first approach seems to be the most used and the third the least used (Zeng et al 2006) but the effect could be the same on the level of integration if designed in such a way that missing elements are considered. Brobek and Sovoric (2006) proposed a scientific management approach to integration of management systems and Zeng et al (2007) proposed a multilevel synergetic approach. These will be further discussed below.
The definition of model and approach above shows that both terms refer to methods and ways to implement and manage IMS.  In some literature the term model is used and approach is used in others but in this report, both terms will be used interchangeably and they will be assumed to have the same meaning.  The different types of models or approaches will be described below:
3.3.1 The European Foundation for Quality Management (EFQM) Model:
Regardless of sector, size, structure or maturity, to be successful, organizations need to establish an appropriate management framework. The EFQM Excellence Model was introduced at the beginning of 1992 as the framework for assessing organizations for the European Quality Award. 
An organisation can maximise the benefits of adopting the EFQM model by ensuring that it is comfortable with its concepts which are as follows. These concepts are however not exhaustive and may change as the organisation develop and improve (EFQM 2003):

1. Results: achieving results that satisfy all the company’s stakeholders.

2. Customer focus: creating sustainable customer value

3. leadership and constancy of purpose

4. Management through a set of independent but interrelated systems, processes and facts such as the management systems.

5. People development and involvement by maximising employees’ contribution.

6. Continuous learning, innovation and improvement

7. Developing and maintaining value-adding Partnership 

8. Corporate social responsibility by exceeding the minimum regulatory framework in which the organisation operates to strive to understand and respond to the stakeholders expectations. 
These concepts and their exhaustive nature can be illustrated in the figure below:
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Figure 3.4 the use of EFQM Excellence Model (EFQM, 2003)
The EFQM model above is a practical tool which can be used in the following ways (EFQM, 2003):

· As a tool for self-assessment
· As a way to benchmark with other organizations
· As a guide to identify areas for improvement
· As the basis for a common vocabulary and a way of thinking

· As a structure for the organization’s management system

The EFQM Excellence Model is a non-prescriptive framework based on 9 criteria. Five of which are 'Enablers' and four are 'Results'. The 'Enabler' criteria cover what an organization does. This model addresses all relevant stakeholders, OH&S and EM. Environmental management is included in eight of out of nine criteria. The 'Results' criteria cover what an organization achieves. 'Results' are caused by 'Enablers' and 'Enablers' are improved using feedback from 'Results'. The Model, which recognizes that there are many approaches to achieving sustainable excellence in all aspects of performance, is based on the premise that: Excellent results with respect to Performance, Customers, People and Society are achieved through Leadership driving Policy and Strategy that is delivered through People, Partnerships and Resources, and Processes. (EFQM, 2003)
The EFQM Model is presented in diagram form below. 
[image: image8.emf]
Figure 3.5 showing the EFQM model (EFQM 2003) 

The arrows emphasize the dynamic nature of the Model. This model a wide management model based on organizations results which depend on the leadership and the workers and also based on behaviour such as culture, skills and attitude in the organization. The model focuses on the connection between the initiatives or enablers and the results as shown on the figure above. The model contains a self evaluation model which organizations can use when planning the initiatives as the involved in the usage of the model. (Dansk Standard, 2005)
3.3.2 Integration based on ISO 14001
Environmental management systems according to ISO 14001 concentrate exclusively on environmental aspects. This implies that quality and other required elements have to be added. The model is represented below:
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Figure 3.6 an integration model based on the underlying model of ISO 14001 (Integration of ISO 9001 and ISO 14001) (Ahsen and Funck 2001).

This model requires environment, quality, health and safety and other required systems to be considered in all processes and that they should be documented in all operation, processes and guidelines. An example of a study carried out by Ahsen and Funck (2001) in Germany showed that this model is feasible and effective.
3.3.3 Integration model based on ISO 9001

Contrary to the above model based on ISO 14001, this model requires building IMS based on ISO 9001 and then adding environmental or other relevant elements as shown on the figure below:
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Figure 3.7 Integration of quality and environmental elements based on an integration model of ISO 9001 (Ahsen and Funck 2001).

Both models based on ISO 9001 and 14001 will lead to management that covers both requirements if well designed. However, most often ISO 9001 is often the first to be implemented (Zeng et al 2006, Rasmussen 2007). Both models are complex compared to the simple EFQM model which does not involve many processes but will lead to a high level of integration while the EFQM model will lead to a medium level of integration (Ahsen and Funck, 2001). However, this will depend on the manner in which a company designs its management system. If it takes into consideration the aspects lacking in the EFQM model, such as the fact that the model does not specify that EMS should be according to ISO 14001, it will equally lead to a high level of integration.
An optimised model can be created based upon the existing systems assessment findings and integration of subsystems desired (Holdsworth, 2003) no matter which systems are in place. This implies that the approach to management could be more determining in the level of integration than the model used. 

3.3.4 Scientific management approach 
This approach described by Bobrek and Sovoric (2006) involves choosing adequate techniques from a wide portfolio which can contribute to different goals of management and affirmation synergetic effects on all kinds of organisation. Systems can be improved by processes of iterative researches, measurements and regulatory-corrective activities. Managers will normally use a wide range of tools for these processes but these tools need to be applied competently to produce positive effects. Management should thus be regarded as knowledge and not a skill. Good management methods should integrate organisational functioning. This approach can be implemented in the following phases:

1. Measuring and researching of existing state of all important features: This includes examining the management systems already existing in the company and even if there is no management system in place, there are usually some good practices which the company does not have to give up.

2. analysis and identification of factors that influence negative trends; factors that influence negative trend are the bad practices of the company and before they are discontinued, they should be analysed to see the why it led to negative results and if they could be improved.
3. setting hypothesis and selection of methods which could get better trends

4. hypothesis testing through experimental application of new methods

5. method validation, modifying or confirming hypothesis and new method

Therefore scientific management approach for every concrete system means application of different methods and tools group, which in concrete conditions result in best effects. Noble (2000) studied the experiences of two case companies which used the scientific management approach and both had exceptional results but it also showed that the benefits will be delivered only if the leaders design systems in which it can work. This approach therefore capitalises on a culture of learning as the approach must be modified before application in each organisation. Thus this approach could very well lead to the most ambitious level of integration.
3.3.5 Approach based on multi-level synergetic model 
Zeng et al (2007) proposed this model focusing on the importance of synergies in the implementation of integrated management system.  This model is represented in the figure below:
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Figure 3.8 A synergic model of implementing IMS (Zeng et al 2007)
The highest priority is given to the strategic synergy because it leads to the fulfilment of long term goals and thus more sustainability of the standards. At the second level, there are three elements of strategy; resources, structural and cultural synergy between the different management systems which play important roles. The second level should be supported by the third level, documentation synergy in which a hierarchy should be followed beginning with the organisations’ policy, values and principles related to the different management systems to be integrated. This is done so as to meet the organizations policy requirements; therefore a work instruction of how specific activities are developed should be made.
This model with emphasis on synergy can lead to the integration level if the third precondition, interaction with stakeholders is included, thus will obviously lead to the most ambitious level of integration. 
To conclude this section, there is not necessarily a single correct approach for any organization and each should determine what is appropriate for them (Dalling 2007). Rasmussen’s survey of 2007 showed that most companies in Denmark with an IMS have not based their IMS on a specific model but on a combination of different models. This suggests that the companies have a practical approach to integrating their different management systems and some base their management system on the specific organizations and not on a theoretical model.
However, from this literature review, the use of approaches like the multilevel synergetic model and the scientific approach are more recommendable if organisations aim for the third level of integration. This answers the first sub question of this thesis; ‘which approach or model best describe the different levels of integration?’ 
3.4 Experiences with IMS (levels of integration)

The experiences discussed here will be focused or limited to the levels of integration and the needs of companies. More research is needed into the actual levels of integration in the organizations and the benefits associated to them. So far there is little research into the levels of integration. This is the main point in this thesis to find out the different needs of organization and also find out the benefits associated to them so as to determine at which levels they need to integrate. This is because integration on paper maybe different from the reality and companies has different visions and different characteristics.

A study carried out in the EU showed no clear conclusion about the need for and benefits of integrated Health and safety and Environmental management systems. However, it was seen that large companies apply integrated management systems, as they need these systems to be able to work consistently at different sites and areas, independently of personal qualifications. Small enterprises naturally integrate management as the functions are performed by the same person. Meanwhile medium-sized enterprises are most hesitant about integration, as it means establishing and maintaining significant costs. (Duijm et al, 2004) The authors (Duijm et al 2004) suggested that the integration of management systems in industry should be coordinated by handling the aspects in one single and not in several administrative bodies, as is the case in many countries. This implies that the size of a company automatically dictates it needs thus the level of integration will obviously be affected by its size.

Although there is as of now no ISO standard for IMS, several countries such as Belgium, France, and Denmark have national guidelines for IMS. The Danish standard of IMS is called DS 8001 and is a guidance document prepared in 2005 by the Danish Standards Association.
It states the common elements in an integrated management system as (DS 2005): 

1. management processes such as strategy, policies, internal audit, resources and organization, 

2. business processes such as internal and external communication, management and planning, maintenance and 

3. Supporting processes such as document management, registration, training and description of management system.
The above elements will be further discussed into in the case studies in chapter 5. In Denmark, 90% of organizations with at least two management systems have integrated their management systems (Buhl-Hansen et al 2008). In 2007, a survey of IMS experiences in Danish companies found that 91% of the companies with three or more certified management systems have implemented an IMS and 90%  of companies in the survey have integrated their management systems on the correspondence level and as well as the generic level and have achieved time and cost reductions as a result. (Rasmussen 2007) Another qualitative study involving three production companies carried out in Denmark showed that one had correspondent level while two had generic level of integration (Buhl-Hansen et al 2008). The company with a correspondent level is a SME while the two companies with generic level are large international and companies. 
The main elements that may play a decisive role whether an organization decides to integrate its management system and the level of the integration are the structure, size and economic sector (Jorgensen, Remmen and Mellado, 2006). From the findings of a study carried out by Salomone (2007) although the geographic area and company sector have an influence on the perceived benefits, difficulties in adopting the management systems and their integration, company size exerts the greatest influence. The study also showed that IMS evolved spontaneously and in the same way the level of integration. This means that that the importance of IMS and the levels of IMS cannot be overemphasized because it’s significance is obvious. As more and more companies come to realize this, the more they integrate their management systems. In addition to the above, market competition and regulatory demands also have a determining role its level of integration (Jørgensen, Remmen and Mellado 2006). Therefore the elements that play a role in the determination of the level of integration of a company are its size, economic sector or function, structure, market competition, regulatory demands and geographic location. All these elements will be taken into account and discussed in further details in the next chapter where the case companies for this study will be presented. However, in this report the geographic location will not be analyzed as it will require that two or more companies with the same size and function and structure on different geographical locations be compared. 
Regardless of the level of integration, an integrated audit can be performed within the management systems. However, the time needed for an effective audit can be affected by the level of integration within the company. Auditors will have to understand this integration format in order to create an effective audit plan (e.g., agenda). Several options and types of integrated audits are available, including fully integrated, simultaneous, overlapping, and sequential. The qualifications of the auditors can be the limiting factor when trying to arrange for an integrated audit. The needs of the company and business objectives dictate the level of management systems integration. In general, the more alignment of each supporting system (e.g., quality, environmental, financial, safety, and health) to the business needs, the easier it is to integrate the supporting management systems. (Baldi, 1999) 

3.4.1 Why Integrated Management system?
Companies and organisations will integrate their management systems for several reasons. The main reasons for integrated management system can be explained below: 

· Growing management system requirement
There are increasing pressures for companies to register for one or more of the international standards. In addition to that, some industry-specific guidelines or standards exist for different management systems. Some government bodies also require certain management system for example, in the US, the Occupational Health and Safety Agency (OHSA) requires a management system for process safety. In addition to the above companies need to meet the requirements imposed by their corporate headquarters, parent company or customer. The company may then be faced with the challenge to remain competitive yet meet all the system requirements. The only way to do this will be to have a single integrated management system. New requirements will thus be integrated into an already existing system easily than setting up a new separate system each time. (Jackson, 1995 p 6-9) Buhl et al (2008) confirms this by stating that IMS simplifies the system, gives it more functionality and totality and that it is easier to expand with the addition of one more standard.
· Improved Effectiveness 
An IMS focuses on business needs and gives added values to the business because the company re-evaluates requirements and does what is good for the business. That is, the standards are interpreted more holistically in such a way that the company meets both the system requirements and the company’s need. The overall missions and goals are established through a single management system. There is therefore improved effectiveness since the IMS has to be well-designed and thoroughly implemented. This is because most organizations implementing an EMS already have some kind of management system in place. (Jackson, 1995 p 6-9) IMS makes a system to be more logical from an overall evaluation of economy, functionality and clarity for the user. The company will be at the forefront by promoting its image and credibility. It will hinder sub optimisation, improve utilisation of the safety organisation and lead to more sustainability mentality or way of thinking in the company. (Buhl et al 2008)
· Reduced Cost

Improved effectiveness above will definitely lead to a reduction in cost. It would be of course less expensive to implement an IMS than numerous separate management systems. (Jackson, 1995 p 6-9) Less time is used for maintenance and time and money are saved after establishment (Buhl et al 2008)
· Less redundancy and conflicting elements
According to Baldi (1999) Integration serves the overall business needs of a company by reducing redundancies and conflicting elements that are commonly found when two or more separate systems are used. Environmental staff can benefit from existing core systems (e.g. document control, calibration, definition of responsibilities, and record management). They do not have to design the system. For those jobs having a potentially significant environmental impact, quality procedures and work instructions can be amended to include key environmental process requirements. This allows employees to understand both requirements within one set of procedures. Learning between different areas in the organisation (Buhl et al 2008)
3.4.2 Disadvantages and Barriers to the implementation of IMS 
If one or more management systems carry third party registration, a non-conformance in one system may carry into the other system. In the extreme case of a major non-conformance, both registrations may be at risk unless effective corrective action is taken. The maintenance of additional procedures, training, document changes, and calibrations may overload support staff. Additional support resources may be appropriate. These fresh perspectives may be unwelcome, creating conflict between new groups and system veterans and it can be difficult to maintain full implementation of the quality system requirements alone. Additional elements in procedure and work instruction may encumber employees. (Baldi, 1999) Barriers to the implementation of IMS depend on the companies as Buhl et al also summarized the following barriers to the integration of management systems

· Lack of competence and knowledge in the company

· Hope for a clear focus in depth of a single standard.
· Security with the existing management systems

· The systems are separated organisationally

· The management has one-sided focus on one area

· The workers have to work differently.

3.4.3 Benefits of IMS 

The benefits of IMS can be deduced from the incentives or the reasons for pursuing integration. Four different studies carried out showed that based on integrated documentation and clearer responsibilities (indirectly implying the levels of integration), benefits associated to IMS are : cost reduction, time saving, more transparency more feasibility, better structured processes, acceptance, clearer responsibilities, and reduction of coordination problem (Kroppmann and Schreiber 1996, KPMG 1998, Enzler 2000 and Funck et al 2001.) 

The benefits of IMS no matter the level include (Brobrek and Sokovic 2006)
· Improved operational performance, internal management methods and cross-functional teamwork

· Higher motivation of staff

· Fewer multiple audits

· Enhanced customer confidence

· Reduced cost.

By integrating at the correspondence level, results will include less repeated work and less bureaucracy meanwhile at the generic level, it will not only lead to the synergy between the different areas that are coordinated (Buhl-Hansen et al 2008). The benefits in relation to the levels of integration which can be summarized in the table below:

	Levels of integration
	Correspondence
	Generic
	Integrated

	Requirements
	Focus on structure: compatibility or alignment, cross reference or internal coordination of elements of the standards
	Focus on processes, strong motivation for continuous improvement.
	Shared understanding, learning environment and stakeholder involvement.

	Benefits
	Reduction in time and cost, less paperwork, less bureaucracy.
	More interrelation or synergies and tradeoffs, established targets and objectives are coordinated and balanced, organization and responsibility are defined together.
	Continuous improvement of performance, competitive advantage and more sustainable development 


Table 3.2 the requirements and expected benefits of the different levels.

The incentives, difficulties and benefits in the implementation of IMS will be further discussed in chapter 6 in relation to the case studies as they have a determining force in the level of integration as will be shown on the table in the summary below. 

3.5 Summary

This chapter begins with a brief description of the management system and a more detailed discussion of the integrated management system. This involved the three levels of integration which are correspondence, generic and integration as will be referred to in the rest of the report. The different models and approaches used for integration are also discussed and concluded that that the model or approach used is of no consequence as long as it is well understood and well designed while the scientific approach and multilevel synergetic approaches are more likely to lead to a more ambitious level of integration. The chapter is ended with some experiences of IMS; including incentives, and benefits of IMS. These will be further discussed in the case companies.
Chapter 4 Systems and Institutional Theory

This chapter will discuss the pure theories used in this thesis. The theories are based on Ackoff’s system theory and Scott’s institutional theory. The discussion will include the different types of systems and types of management. The systems theory so as to understand how the different management systems making up the IMS can best interact or can be better managed to produce the desired level of integration. Institutional theory so as to best understand how the different levels of IMS has been institutionalized in the case companies that will be discussed in the next chapter. In the institutional theory, the institutional pillars and carriers will be discussed and related to the different levels of IMS showing their strength and/or weakness. 
4.1 System Theory
The systems theories of Russel Ackoff are based on an analysis of the concept of systems and on system thinking. This theory is chosen because IMS is a system of systems and the main aim of this thesis is to understand how the elements constituting the system best can interact to produce the expected outcomes. Ackoff defines a system as a set of elements that satisfy the following (Ackoff, 1999a):

1. The behavior of each element has an effect on the behavior of the whole. Therefore in an integrated management system consisting of quality, environmental and health and safety management systems, each management system has an effect on the other.
2. The behaviors of the elements and their efforts as a whole are interdependent. This means that the way each element behaves and the way it affects the entity depends on how at least one other element behaves. In an IMS, the structure and the benefit of quality management system will depend on the structure of environmental management system or OHSMS.
3. However subgroups of the elements are formed and each has an effect on the behavior of the whole and none has an independent effect on it. That is to say the elements that make up the system are so interconnected that it is not possible to form independent subgroups of them. In an integrated management system consisting of QMS, EMS and OHSMS, the benefits of all three systems are obtained but it is not possible to separate them because one person might be doing the work pertaining to two or more systems but it is possible to identify the different management systems especially for the purpose of auditing.

From the above definition of a system, integrated management system can therefore be defined as a system with a set of standards, each standard could be considered as one of the elements making up the system. And if these elements or standards are separated then it will loose some of its essential properties (Ackoff 1999a p 16). This may directly imply that if elements are put together to form a system, then they gain some essential properties.  However, an important issue to consider here is the interaction between these elements.

The system theory gives a description of how a system functions and the best ways of interactions within the system to produce best results. There are two key principles in this theory (Lee, Shiba & Wood 1999):

1. One important factor leading to success in a system may not depend on whether each element performs its function but whether the elements interact well. Therefore the success of IMS does not necessarily depend on the success of QMS, EMS or OHSMS but on whether these management systems are well combined in the IMS.

2. Secondly, any single measure of success is misleading, and it is only possible to understand and track the success of a system by following carefully chosen collection of measures. 

Therefore, it is seen from the above points that it is important that the different standards interact well in an IMS and the success of an IMS cannot be determined by a single measure but by several measures. The first principle can refer to the levels of IMS, since different ways of interacting the systems are by focus on systems, structures or on organizational embeddedness and stakeholder relationship as suggested in the levels of IMS. A good example of the collection of measures as suggested by the second principle above is the scientific approach to IMS. This is because there is measurement or testing of hypothesis to ensure that the system is functioning properly. Usually, this testing is done repeatedly using different methods as seen in chapter 3.
4.1.1 Types of Systems and Models
There are four types of system models based on whether or not the systems or the parts of the system are purposeful (Ackoff 1999b, p 22- 43). These models indicate the outcome of interacting several elements in different ways.

1. Deterministic systems which have no purpose and their parts have no purpose as well. For example computers and generators have no purpose of their own but serve the purpose of producer or the user or serve the function of the system in which it is contained. They can be distinguished based on the number of functions they have.

2. Animated systems are systems with a purpose of their own but their parts don’t have a purpose. Examples are all living beings which have a purpose to survive but their parts have no purpose on their own.

3. Ecological systems. These system parts have a purpose but the system as a whole has no purpose but functions to serve the purpose of other systems within it such as the animate system.

4. Social systems. Here both the system and its parts have a purpose for example corporations, universities, societies etc. This is also the case with companies and organizations. Control of this system may be difficult when there is increase in the education of its members, increase in technology and increase in the demands made on them unless there is less autocratic control by those managing or governing. As such members have freedom and opportunity to make choices. However, sometimes, the solution can be identified by the parts but the system or authority may modify it when implementing it to serve their purpose. 

IMS being a system of systems can be compared to a social system where the different standards have a purpose and IMS in itself has a purpose as explained in chapter three. This is because, usually the management systems are implemented for different reasons and if IMS is implemented for different reasons as well, it may be hard to satisfy both all the reasons and some might be compromised. The purpose of a management system could be modified to suit that of IMS or vice versa. It could also be compared to an ecological system in which the different standards each having a purpose of their own but IMS has no purpose of it’s own but serves the purposes of the organization. In this case IMS can be more easily adapted to meet the needs or requirements of the different management systems.
Mismatching of system parts
Every essential part of a system can affect the performance of the whole but will not do so independently of all the other essential parts. Therefore, when the performance of any of the systems part is changed, its effects on the entire system should be noted. (Ackoff, 1999b) This explains why the standards have been revised over the past 5 years so that the different standards considered for IMS should better match each other. Another important aspect that determines the implementation and level of IMS is the type of approach to planning or management an organization has. This is because as stated above, the integrated system will have characteristics which the individual systems don’t. Therefore the interaction between the management systems could be productive as well as contra productive depending on the methods and approach to organizational planning and management (Bobrek and Sokovic 2006). This implies that the type of management in a company will also affect the way in which the management systems will interact. This will be further discussed after the different types or approaches to management are described.  

4.1.2 Types of management 
Ackoff differentiates between four types of management. He distinguished the first three based on their behavior towards time and change. (Ackoff 1999b p 45-60)                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                           

1. Reactive management: The reactive approach to a problem is to identify the cause and try to remove, suppress or solve it. After the problem is solved, the system returns to the state it was before the problem arose.

2. Inactive management: Inactive managers are satisfied the way things are. They don’t want a change therefore will only repair the damage. Therefore they believe that if things are not broken, leave them alone.

3. Proactive or Preactive management: Proactive managers think change is an opportunity to be exploited so they welcome the opportunity. They always think the future could be better than today, even if the present is good. Proactive managers attempt to predict and prepare for the future thus establish visions and objectives. 

4. Interactive management: This consists of bringing the problems under control considering that the results are due to the impacts of the company’s activities. Interactive management must be continuous and can begin with any of the six phases: analysis of the situation, ends planning (visions, objectives and goals), means planning (policies, programs, and projects), resource planning, implementation and control.

Interactive planning is therefore a kind of proactive planning in which you work from the ends to the means. The scientific and the multilevel synergetic approaches to management are examples of Proactive and interactive management. The 4 different management systems can be represented on the following diagram:
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In the above diagram, inactive management is not well represented. The line where we are= the line where we want to be.
Figure 4.1   showing the different approach to management (Ackoff 1999b)

A proactive approach to management provides an opportunity of integration which can be beneficial in the future (Zwetsloot 1994).  Dale (2003) referred to this as Integration in a system concept where integration and alignment increases efficiency and effectiveness as the subsystems loose their dependence. Therefore proactive and interactive management will lead to higher levels of IMS compared to reactive and inactive management. This is because the elements of the different management systems will easily be integrated and the subsystems will be quickly lost to form an IMS in proactive and reactive management. However, proactive management can lead to the first two levels of IMS and interactive management will lead to the third level of IMS as proactive is more ambitious than interactive.
4.2 Institutional Theory

Institutional theory attends to the deeper and more flexible aspects of social structure and IMS has been shown to be a social system in the previous theory. This theory considers the processes by which structures, including schemas, rules, norms, and routines, become established as authoritative guidelines for social behaviour (Scott, 2004 p408-414). Institutional theory will thus be used in this report to analyse the deeper and more flexible aspects of IMS which are the levels of IMS. Therefore within the levels of IMS structures such as rules, norms and routines which provide the guidelines for the levels will be discussed. 

Scott (1995:p33, 2001:p48) defines institutions as “social structures that have attained a high degree of resilience. They are composed of cultural-cognitive, normative, and regulative elements that, together with associated activities and resources, provide stability and meaning to social life. Institutions are transmitted by various types of carriers, including symbolic systems, relational systems, routines, and artifacts. Institutions operate at different levels of jurisdiction, from the world system to localized interpersonal relationships. Institutions by definition connote stability but are subject to change processes, both incremental and discontinuous”. According to Scott (2001), organisations are constrained and supported by different institutions and institutions are based on cultural-cognitive, normative and regulative elements. A company or an organisation can be considered to be shaped by an institution. Therefore institutions here are similar to systems because the management systems constrain yet support organisations and systems are based on the institutional pillars.
4.2.1 Institutional Pillars

The regulative element of institutions

Institutions constrain and regulate behaviour meaning that an institution exercising regulative elements has the power to make rules, laws, inspect that people obey the rules and laws, and has the power to reward or punish those who do or do not follow the rules and legislation. Fear, force and expedience are part of the regulative element of institutions but may also be based on legitimacy. The regulative elements can also be combined with normative elements, so that they are mutually reinforcing. (Scott 2001, p51-52) IMS is not an obligation and there are no international or national laws obliging IMS however, if stakeholders such as the market forces demand for IMS, it could be market regulated. The organisation for fear of not selling its products will be forced to comply. 
The normative elements of institutions

The main elements here are the norms and values. Norms describe how things should be done and values are the goals and also the means or ways to obtain the goals. Some norms and values are only valid for specific members of the society meaning that they will have different roles. The roles can be formalised but can also evolve over time. (Scott 2001, p54-55) As seen from the experiences with IMS in the last chapter, even though organisations have different reasons for implementing IMS, they do so because it is what should or ought to be done. When faced with multiple management systems and increased paperwork and repeated documentation, the appropriate thing to do is to reduce the documentation, bureaucracy and paperwork and this can be done by cross referencing the different management systems which is one of the first steps towards integration. The normative elements are therefore present and forms a basis for IMS, thus may lead to the first or second level of IMS. This is the case in Denmark because organisations implement IMS because they think it is the right thing to do when faced with multiple management systems, thus they attain mostly first or second levels of integration.

The cultural –cognitive elements of institutions

The logic of cultural cognitive is that of a belief or orientation agreeing with conventional standards (orthodoxy as sown in table below).This element is based on the shared understanding of things; routines that can be taken for granted, symbols which can be words, signs or gestures are important because they are the meaning one attaches to objects and activities, Indicators of cultural cognitive elements of institutions are “common beliefs” and “shared logic of action” (Scott 2001, p52, 57-58). An organisations cultural synergy is important for integration of management systems as a common culture for the different management systems to achieve continuous improvement. Cultural incompatibility is a hindrance to IMS (Zeng et al, 2007). Cultural –cognitive elements become instil through learning and repeated use of the IMS. These elements are essential for a better IMS and if present will lead to a more ambitious or third level of IMS.
The institutional elements can be summarised in the table below:
	 
	Regulative
	Normative
	Cognitive

	Basis of compliance
	Expedience
	Social Obligation
	Taken for granted

	Mechanisms
	Coercive
	Normative
	Mimetic

	Logic
	Instrumentality
	Appropriateness
	Orthodoxy

	Indicators
	Rules, laws, sanctions
	Certification, accreditation
	Prevalence, isomorphism

	Basis of legitimacy
	Legally sanctioned
	Morally governed
	Culturally supported, conceptually correct


Table 4.1: Three Pillars of Institutions (Scott, 1995) 
Some institutional theorists affirm that the institutional environment can strongly influence the development of formal structures in an organization, often more profoundly than market pressures. Innovative structures that improve technical efficiency in early-adopting organizations are legitimized in the environment. Ultimately these innovations reach a level of legitimization where failure to adopt them is seen as "irrational and negligent" (or they become legal mandates). At this point new and existing organizations will adopt the structural form even if the form doesn't improve efficiency.
Meyer and Rowan argue that often these "institutional myths" are merely accepted ceremoniously in order for the organization to gain or maintain legitimacy in the institutional environment. Organizations may adopt the "vocabularies of structure" prevalent in their environment such as specific job titles, procedures, and organizational roles. This adoption help preserve an aura of organizational action based on good faith. Legitimacy in the institutional environment helps ensure organizational survival. However, these formal structures of legitimacy can reduce efficiency and hinder the organization's competitive position in their technical environment. To reduce this negative effect, organizations often will decouple their technical center from these legitimizing structures. Organizations will reduce or ceremonialize evaluation and neglect program implementation in order to maintain external and internal confidence in formal structures while reducing their efficiency impact. 
DiMaggio and Powell (n.d.) conclude that the net effect of institutional pressures is to increase the homogeneity of organizational structures in an institutional environment. Firms will adopt similar structures as a result of three types of pressures. Coercive pressures come from legal mandates or influence from organizations they are dependent upon. Mimetic pressures to copy successful forms arise during high uncertainty. Finally, normative pressures to homogeneity come from the similar attitudes and approaches of professional groups and associations brought into the firm through hiring practices. Finally, they add that rate of institutional isomorphism is increased when firms: are highly dependent on the institutional environment, exist under high uncertainty or ambiguous goals and rely extensively on professionals. Is this the case in Denmark? This is one aspect that will be further researched in this thesis.

4.2.2 Institutional Carriers
Carriers are the symbolic systems, relational systems, routines and artifacts. These carriers will be defined below to give a better understanding of how organisations function (Scott 2003 p 882) and will be related to the different aspects that constitute the 3 different levels of IMS:

Symbolic Systems 

The symbolic system is the schema into which meaningful information is coded and conveyed. It can be a concept of culture including rules and values, models, classifications, representations and logic. This normally includes environmental reports, brochures, and work schedule for workers etc. Documentation is included in all levels but one benefit of the first level is reduced documentation. This however does not mean that the information transferred is reduced but it however becomes more efficient as methods are simplified. 

Relational Systems
This can also be a carrier for an institution or organisation and consist of connections between different actors. The actors can be individual or collective. Relationship is emphasised in all the levels of integration but only the third level emphasises relationship with actors. In the first level, relationship between systems, in the second level, relationship between processes and in the third level, relationship within the company (employees) and out of the company (with stakeholders).

Routines

These are habitualized behaviour or patterned actions reflecting unspoken knowledge held and conveyed by actors. Routines can also be viewed as the basic elements of organisation as both the use of technologies and procedures for instance will be repeated. These kinds of routines accounts for the reliability of performance and the rigidities of organisation (Scott 2001, 80). All three levels of integration do not encourage routines because they contrarily encourage continuous improvement. However routines are always present in the functioning of every organisation such as documentation.
Artifacts
These are material culture created by human ingenuity to assist in performing tasks. It can be different technologies as well as representations of ideas as it is in Christianity with bread and wine (Scott 2001 81-82). They are visible manifestations of culture and in an organisation; it will include rules, procedures, programs and systems (Zeng et al 2007). These are included in all three levels but the third level places an emphasis on culture of learning, participation and responsibility through which ideas could be developed to help assist in performing tasks (artifacts).
The table below explains how the different carriers are related to the pillars of institution.

	
	PILLARS

	CARRIERS
	Regulative
	Normative
	Cultural-Cognitive

	Symbolic systems
	Rules, Laws
	Values, Expectations
	Categories, Typification, Schema

	Relational Systems
	Governance systems, power systems
	Regimes, Authority system
	Structural isomorphism, Identities

	Routines
	Protocols, Standard operating procedure
	Jobs, roles, obedience to duty
	Scripts

	Artifacts
	Objects complying with mandated specifications
	Objects meeting conventions and standards
	Objects possessing symbolic value


Table 4.2: Table showing the relationship between the institutional carriers and the three institutional pillars (Scott 2001, 77)
4.3 Summary

This theoretical chapter began with a description of the system theory and then institutional theory. The system theory is defined and the main principles are stated and related to IMS. Also the types of systems and management are described. It was seen that it is essential that the management systems constituting an IMS interact well to produce the desired outcome and this can be done in an organisation by proactive and interactive management. It was also seen that the success of an IMS cannot be determined by a single measure. IMS could be considered as an ecological as well as a social system depending on whether or not the IMS has a purpose of its own. Finally proactive and interactive approached to planning are essential for IMS implementation and a more ambitious levels of integration.

For Institutional theory, a definition, the different pillars which support an institution and the institutional carriers are described. IMS can be seen as institutions supporting organisations. IMS if supported by the regulative and normative pillars will lead to the first two levels of integration while IMS supported by the cultural cognitive pillar in addition to the regulative and normative pillar will lead to the third level of integration. IMS in Denmark are supported by mostly the normative pillar, hence mostly the first two levels are present. The cultural- cognitive pillar can be acquired through learning, shared knowledge and stakeholder interaction. 

These theories will assist in analysing the case studies considered in this thesis. In the next chapter, the three case companies will be presented.
Chapter 5 Presentation of Case Companies
In this chapter, three Danish case companies with experience in IMS will be presented. A general presentation will be made of each company including its history, products and processes, organisation of environmental, quality and or health and safety and or other management systems. This will be related to integrated management system and the levels of IMS in the next two chapters. The purpose of this chapter is to give a better insight of the companies before IMS is discussed in relation to the cases in the next chapter. 

Three companies are chosen for this research based on their size and function as stated earlier that the size and functioning can affect the levels of IMS. Danish Crown is chosen because it is a large production company, Erik Taabbel Fiskeeksporte A/S, ETF, is a medium sized Production Company and NNE pharmaplan is a large servicing company.  For each company the person in charge of IMS is interviewed. In Danish Crown this is the environmental manager, Charlotte Thy, who is the manager for the integrated management system which includes: ISO 14001, Energy and OHSAS 18001. In ETF, I interviewed the quality and environmental manager, Peter Friis who is also the manager of the integrated management system consisting of environmental management system ISO 14001, quality management system ISO 9001 and is the secretary for health and safety management system OHSAS 9001. And in NNE pharmaplan, the person interviewed is the quality system manager, Anne Lise Sørensen, who is also the head of the integrated management system consisting of quality, environment and health and safety. See chapter two for table on how the case companies were selected. Each of the three companies will be discussed below. For each company, the general introduction, the history, the organisation of the different management systems, the products and production, initiatives and results will be discussed. However, since Danish Crown and ETF are food production companies, their outline will be the same while that for NNE pharmaplan will be a little different. This is because NNE Pharmaplan is a consulting engineering company and therefore provides services and there is no production. The services provided will be discussed instead of products. This will help in our understanding of the differences in the organisation of IMS in a production and servicing companies as they will have different needs.

5.1 Danish Crown

Danish Crown is an international food factory with Danish roots and headquarters at Randers. Its activities include the production and sale of pork and beef in the parent company and the production and sales of other food products in the daughter companies. Danish Crown consists of a fusion between cooperative slaughter companies. With a turnover of DKK 48 billion, the Danish Crown Group is one of the world’s largest companies in the meat industry (Danish Crown, 2008)
5.1.1 History and Background 

The first Danish share-owned slaughter house was operated in Horsens 1887. In the 40 to 50 years that followed, other share-owned slaughter houses were operated all over Denmark. In 1960, the share slaughter houses began fusing so as to have the strength to better handle activities such as sales, marketing and product development. In 1998, Danish Crown and Vestjyske Slagterier merged and later with Steff-Houlberg and a large part of the original share-owned pig slaughterhouses to make up the new Danish Crown. Other private slaughter houses have through the years been bought or left out and the Danish share-owned pig slaughter houses slaughter and market about 94 % of the Danish pig production today, out of which Danish crown slaughters 90.5%. (Danish Crown, 2008)

5.1.2 Products and Product development

Danish crown is involved in product chain from cradle to grave. Products of Danish Crown include pork, beef, Danish veal, meat packaging, organic meat, special productions and product catalogue. The products are illustrated in the pictures below:

[image: image13.jpg]




 INCLUDEPICTURE "http://www.danishcrown.com/lib/picture.aspx?pictureID=5027&w=364" \* MERGEFORMATINET [image: image14.jpg]


[image: image15.jpg]



Beef                                         Danish veal                                pork

[image: image16.jpg]




 INCLUDEPICTURE "http://www.danishcrown.com/lib/picture.aspx?pictureID=5205&w=364" \* MERGEFORMATINET [image: image17.jpg]




 INCLUDEPICTURE "http://www.danishcrown.com/lib/picture.aspx?pictureID=5331&w=364" \* MERGEFORMATINET [image: image18.jpg]



Meat packaging                      organic meat                          special production

Figure 5.1 illustrating some of the products of Danish Crown (Danish Crown 2008)
Danish Crown is the largest slaughterer in Denmark with about 12.500 workers while the Danish Crown group has a total of 25.000 workers and a turn over of about EUR 6 billion. It has large subsidiaries or associated companies including Tulip Food Company, ESS-FOOD, Tulip Lted, Plumrose USA, Dat-Schaub a.m.b.a., Scan-Hide, Sokolow in various parts of the world thus securing sale of products. Danish Crown has thus secured its market worldwide and so it is not threatened by competitors.   

5.1.3 Goals and Strategy

Throughout the years Danish Crown has a vision and ambition to become a strong player both at home and in the global market place. In the latest strategy, the management outlines two main objectives; to add value and to lower costs. At the same time, there will be increased focus on product innovation and development; company processes and supply chain management. One of Danish Crown’s jobs is to provide its members i.e. the farmers with the greatest possible returns on their livestock investment. Therefore it is essential that they have to be engaged partners with the modern farmers by talking and listening to each other. (Danish Crown, 2008)

5.1.4 Engagement in and organisation of environmental /Energy /health and safety management.

The local government reform in Denmark has transferred official responsibility for slaughterhouses from the regional authorities to new State-run environmental centres. Danish Crown held an environment seminar at the slaughterhouse at Esbjerg with an agenda on how to promote cooperation with the environmental authorities. At the seminar, new environmental inspection officers were introduced to Danish Crown's policies vis à vis the environment and to how Danish Crown tackles environmental issues. (Danish Crown 2007) The fact that the activities of Danish Crown are being inspected by the state implies that there is a regulative element towards its management. 

At Danish crown, they intend to handle environment and health and safety on the same level as food safety and animal welfare. Danish Crown has the following environmental policies (Danish Crown 2005/2006 green report):

· Environmental policies take their point of departure at any time according to the existing legislation.

· The company focuses on the least possible resource use and burden on the environment

· All relevant workers are motivated, trained and actively involved in the daily environmental work.

· The use and development of management tools to optimise and document resource use, environmental efforts and performance to ensure current environmental improvement. The systems are chosen and optimised out of the single business units separate needs.

· The use of unnecessary packaging and supporting chemicals are sought to be reduced with by dialog with customers, so that they will in consideration to the company’s competitive relationship choose the least environmentally impacting forms.

· Danish crown participates through active organisational cooperation in development initiatives to reduce the before production inevitable environmental impacts.

· Danish Crown will through interest organisation, work so that future environmental legislations are harmonised in the EU, and organised on a balanced foundation. 

· Danish Crown shall construct an open and constructive dialog with the public about relevant environmental relationship such as the areas that concern the single company’s neighbours and surroundings.

· Danish Crown’s environmental policies shall be visible both internally and externally.

From the policies, it is seems like focus is on environment. This is because they are not integrated. And these policies apply to all the companies while the health and safety policies will only apply to particular companies.  In addition to the above, Danish Crown is working on continuously improving their environmental and health and safety management systems. Most of the companies have achieved certification in these two areas. 19 of the 26 companies in Denmark have an announced approval from the ministry of environment. The other companies are estimated to have less considerate effect on the environment and so are not included in the green report. Therefore, Danish Crown efforts to work systematically and reduce environmental impacts and improve on health and safety in connection to slaughtering and carving of pork and beef are documented in the yearly green report. They also have a document management system called MIA- Environment in work. This includes both local and central environmental work and this system is easily accessible to workers so as to ensure local roots/anchorage. Danish Crown works strategically with BAT technology according to the EU BAT reference document (Danish Crown 2006).

Danish crown in order to manage and reduce its environmental impacts, has an integrated management system consisting of environment, energy and health and safety. All the pork slaughter houses have a management system according to ISO 14001 standard. Health and safety is according to OHSAS 18001 and executive order 87 from 2001. Locally, there is an environmental and safety committee, SIMU which evaluates the progress and the effectiveness of environmental management systems. Danish Crown has a benchmarking system for energy and water use where information is collected and sent to a central unit, which handles the information, draws up the budget and assist the factories with advice. There is constant focus on energy and water use through process optimisation. This resulted in the less increase in the overall key figures. 
5.2 Erik Taabbel Fiskeeksport A/S

Erik Taabbel Fiskeksport A/S is a fish processing company which produces and sells herring products, using the latest production technology. At the factories, they use production lines which primarily process freshly caught herrings for marinated, salted and spiced herring and marketed to the world.
5.2.1 History and Background 

ETF A/S was founded in 1948 by a fish exporter called Erik Taabbel and today it is owned by the director, V.G. Mikkelsen and his family. The company now consists of three factories all located on the coastal town of Skagen in the North of Jutland, Denmark and an average of 90 employees thus it is a medium sized company. 

5.2.2 Products and product development
The company deals with the production and sales of herring products in the form of pieces, skinless fish filets, bites in different sizes, deli etc. Raw materials are bought through agents, auctions and also directly through vessels. A part of the production sells fresh ice, the main part is to further process the fish for example marinating, seasoning and salting- either after ETF’s patterns or after permanent customers patterns. The clean cut fish is sold to the fish meal for further processing into fish meal or fish oil.  New products are developed together with inputs from customers.
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Figure 5.2 product development based on customers ideas (ETF n.d)
It is seen from the figure above that a product idea from customer is further developed and evaluated. The recipe is composed and continuously fine-tuned in the laboratory. In the quality control phase, ETF ensure that all ingredients, shelf life, fat content and nutritional value comply with the given requirements.  In the test panel stage, a mediation panel assesses taste, colour, texture and size, before approval of the product can be given. 
5.2.3 Goals and Strategies

The main working environmental goal is to promote safety and health at the work place and try to maintain safety education and training in all departments. The leaders are in charge of organizing improvements of the working environment and therefore consider all initiatives that can contribute to this goal. All leaders are responsible for their employees’ safety and must instruct and control and make necessary safety precautions. Employees are responsible for themselves and must respect safety regulations to prevent accidents. 
In ETF, there is focus on the environment, quality and health and safety. It is certified according to ISO 14001 and Hazard Analysis and Critical Control Point, HACCP
, 1SO 9001, OHSAS 18001 with an addition to exercutive order 293    Executive Orders are rules of law which are legally binding on the enterprises and which usually contain rules on penal sanctions (Danish Working Environment Authority, n.d.). It has an integrated quality and environmental management system. Det Norske Veritas (DNV) audits it’s production and packing lines, refrigerated storage and documention annually to verify that the international standards ISO 9001 and 14001 are being met ( EFT, nd). To ensure food safety, they use HACCP, DS 3027 to safeguard production lines and in 2007 the company was certified to comply with the requirements in the Marine Stewardship Council (MSC) standard. MSC is an independent non-profit organization that promotes responsible fishing practices (MSC 2002).
The organizations of environmental and quality works are as follows;
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Figure 5.3 Organizational set up of management (quality and environment) at ETF (ETF, n.d)

The organization of health and safety in ETF is illustrated in the diagram below:
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Fig 5.4 Organizational set up of Health and Safety system at ETF (ETF, n.d)
The environmental and work policies are as follows; 

· The company will be well informed about and at every time observe environmental laws.

· They will be well informed about and as widely as possible carry out good practice on the environment.

· They will participate in an open cooperation with suppliers, customers and authorities about environmental related problems.

· They will evaluate environmentally the necessary suppliers in priority area.

· Keep those interested in the company’s environmental performance informed.

Internally ETF will establish arrangements for:

· To ensure that the company’s production plant is well functional and that improvements and developments are made which diminishes burden on the surrounding environment.

· To keep the workers informed on the environmental capacity and assure all workers act in an environmentally secure and obey rules attached to the company. This will be through cooperation and good communication.

· To ensure that employees get the necessary education or training so as to work environmentally correct.

E. Taabbels attitude to cleaner technology is as follows;

· To be amongst the best in the market as concerns technology and environmental relationship.

· Active in participating in the development of cleaner technologies and purification technology within technical and economic possibilities.

· To evaluate the cleaner technologies and economic possibilities in cooperation with the municipal authorities and the existing knowledge center.
Heath and safety policies are as follows: 
· The  company will prepare the procedures to prevent breach of environmental laws as well as company’s regulations 

· The company will communicate openly with employers and the employees and the surrounding about environmental relationship

· They will prepare an environmental green report yearly as an integrated part of EMAS report. 

· They will maintain a certified environmental management system with reference to OHSAS 18001 

· They will cooperate with advising organizations on Health and safety in the areas where the company does not possess the necessary competence

· The company seeks to employ permanently workers with a low working ability in cooperation with Frederikshavn and Hjørring municipalities through social partnership agreement.

· The company carries out individual follow-up on sick cases and tries to initiate an individual proactive health arrangement from this background.

· The company carries out its health and safety evaluation to the safety problems that are considerable in the branch.

· They investigate dangerous circumstances and other approaches to accidents

· They carry out regular safety inspection 

· They present guidelines about the health and safety requirements for future tradesmen and sub supplier.
From the above presentation, it is seen that the goals and strategies are not integrated, neither are the policies nor the organization or structure. Only the quality and environmental organization is structures. 
5.3 NNE Pharmaplan
NNE Pharmaplan is an engineering and consulting company focused exclusively on the pharma and biotech industries. It cover the entire pharmaceutical supply chain, from product development to manufacturing and its services include consulting, engineering, construction, validation and complete solutions for automation, clean rooms, and modular and turnkey facilities. Headquartered in Copenhagen, Denmark, NNE Pharmaplan employs over 1,500 people at more than 20 locations around the world. It is therefore a large servicing enterprise. They help their clients plan and execute state-of-the-art facilities that meet production and regulatory demands. This results in faster time-to-market for the clients’ products, and also intelligent solutions based on comprehensive pre-building strategy and a thorough understanding of immediate requirements – and future needs. That is, they help clients build facilities – analyse their production plans and advise them on business-critical decisions.

5.3.1 History and Background
NNE Pharmaplan is a fully owned subsidiary of Novo Nordisk A/S and complies with the same overall principles of governance as its parent company, Novo Nordisk A/S, which is a healthcare company that manufactures and markets pharmaceutical products and services. Novo Nordisk is a Danish public limited liability company owned by The Novo Nordisk Foundation which is a non profit institute. Novo Nordisk has developed a sustainable approach to business and a way of management which it imposes on its daughter companies including NNE Pharmaplan.  (Novo Nordisk, 2008) This way of management or culture will be discussed in the next chapter.
5.3.2 Services  

Services provided by NNE include: 

1. Consulting services ; NNE  in carrying out consulting services aims to answer the following questions:
· How can you optimise your production process? 

· Should you outsource or keep your production in-house? 

· Do you need support to prepare for an authority inspection?

With in-depth experience of manufacturing in the biotech and pharmaceutical industries, NNE pharmaplan advises on facets of production – providing support in every project phase to help make the good decisions and implement carefully planned changes. The different types of consulting here include:

· Lean & SCM Consulting; which focuses on choosing the right project strategy from start-up to production.
· Process Excellence; NNE has adopted engineering technology such as Process analytical technology (PAT) and lean manufacturing which have led to remarkable results in consulting. 
· Process and Technology; this involves process optimisation, technology standardisation and ensuring robust products. 
· GMP consulting; this is to support customers to find their way through the increasingly complex regulatory maze and move forward.  GMP compliance and validation experts include former inspectors, ISO auditors and key people in quality and production.

2. Engineering
NNE plan offers different tailored engineering services which include:

· Conceptual design; this is a start on solid ground with design concepts that support fast and efficient projects.
· Process; this include an efficient and high-quality process design based on experience and state of the art process.

· Mechanical; to ensure reliable processes through precise design and integration of components and systems

· Architecture and building engineering; these are facility designs that combine functionality, economy and aesthetics but tailored to the customers need.
· Automation; providing the customers with leading- edge technical solutions for their automation and information management systems.

3. Validation
NNE plan ensure that their customers meet all regulations by supporting them through every step. With more than 200 GMP and qualification specialists, you are always in expert hands. They ensure that customers achieve correct production, meet all current GMP rules and achieve adequate documentation levels by use of current regulations and the latest industry developments. They thus help customers succeed with all regulatory authorities, including EU, US-FDA, WHO and local authorities. The different kinds of validation include;

· Qualification; they provide support to get systems and equipment fully quantified and in the most efficient way.

· Validation services; these are services that ensure GMP- compliant production- from process validation to cleaning validation to revalidation.

· Computer validation; this is insider expertise in computer validation to help achieve full compliance with current regulatory requirements.

· GMP Consulting; support customers meet up with all the necessary regulations and be proactive.

4. Solution
NNE pharmaplan offers solutions to ensure that customers projects run thoroughly, efficiently and successfully. Their focus on pharmaceutical and biotechnological industries has enabled them to develop solutions that are specially targeted to their need. They have a tailored approach with an aim to offer optimum solutions that fit customers’ requirements and minimize risks. They act as solution provider in the following areas:

· Automation, that is, they take advantage of best- practice automation solutions that fit customers specific needs.

· Clean rooms; they can easily meet customers need due to several years of experience working with cGMP and Biosafety.

· Modular Facilities; they have modular facilities which help in increasing flexibility and minimizing time to market.

· Turnkey facilities; this include a complete package for pharmaceutical or biotechnological production facility including feasibility study, engineering, construction, start of production and training of staff.
5.4.3. Strategies and goals 
NNE Pharmaplan aim to complete customers’ projects on time and under budget. They do so by adopting approach that provides customized solutions to match the specific production needs. The strategies made to achieve the above aim are as follows (NNE Pharmaplan 2008); 
· They get expert help with any project – from small to large. 

· They ensure that project addresses cGMP regulations, the working environment and external environmental requirements. 

· Benefit from our expertise in automation, process know-how and project management. 

· They have a high quality standard ensured by their Quality Management System and their established Project Activity Model. 
It is obvious from the above that the goal and strategies are integrated.
5.4.4 Engagement and organization of Quality/environment/safety management


NNE Pharmaplan is managed according to a set of principles and commitments formulated in the NNE Pharmaplan: Way of Management. The concept includes the company’s eleven fundamental rules of management that all managers and employees in the company must follow, as well as the company’s triple bottom line: a commitment to continuous improvement of financial, environmental and social performance. This triple bottom line commitment is also expressed in NNE Pharmaplan’s stakeholder relation policies, which are evaluated and approved by the Board of Directors. In 2007, the Board of Directors approved a risk management policy for NNE Pharmaplan, which has since been implemented. NNE Pharmaplan’s auditor is elected at the Annual General Meeting based on a recommendation from the Board of Directors. The auditor participates in the board meeting where the annual report is presented and approved. The organisational diagram is as shown below:
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Fig 5.4 Novo group organizational chart (Novo Nordisk, 2008)

In the organizational plan above, which consists of the entire Novo Nordisk group, the management systems are found within the project governance. This implies that like Danish Crown, a part of governance is controlled from the mother company.

From the strategies it seems focus here is on Quality as quality management is stated to be a foundation for every successful project. NNE Pharmaplan uses a unique Quality Management System (QMS) to ensure that their project is carried out efficiently, accurately – and safely. Their QMS incorporates three essential standards:

· ISO 9001 quality standard 

· ISO 14001 environmental standard and
· OHSAS 18001 occupational health and safety management standard

NNE Pharmaplan is ISO 9001-certified in all subsidiary countries and fully complies with all quality requirements set by the pharmaceutical industry, including GMP and regulatory requirements. As pure compliance is not enough, at NNE Pharmaplan standards are set to meet the growing needs of customers and employees. In addition to following quality, environmental and safety standards, QMS incorporates the NNE Pharmaplan Project Activity Model (PAM) reference framework for ensuring coordinated and uniform project flow. PAM was developed and refined to create a solid, phased framework that ensures excellence at every step of a project’s lifecycle.

Project Activity Model (PAM)
To ensure that every project is structured and coordinated for maximum efficiency, NNE Pharmaplan has developed a unique phased management approach called Project Activity Model (PAM) and it has been the key to every flawless project execution. It can be illustrated as follows:
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Figure 5.5 the project activity model of integrated management system at NNE pharmaplan

In the above figure shows that PAM is a project-centered approach that integrates project management, procurement, quality management and engineering management into every engineering discipline from conceptual design to handover and operation support as indicated on the diagram. This is so that NNE can conceptualize, design and build a complete pharmaceutical facility. PAM supports the entire project lifecycle, from building infrastructure and integrated-automation process equipment to construction, commissioning and qualification services. An essential part of project scoping, PAM ensures that all project steps are in place, well-defined and structured at the outset. It contains distinct structures and phases, facilitating multi-disciplinary integration with client’s project models and project organisations, and integrating them with those of NNE Pharmaplans’ partners, contractors and suppliers. PAM is continually updated to reflect the latest best practices and guidelines and it incorporates recognized international standards and models, such as:

· The Project Management Institute’s standards 

· ISO lifecycle models for process plant engineering 

· ISPE guidelines for pharmaceutical facilities 

· ISPE/GAMP guidelines 

· CMMI lifecycle model for process and plant automation projects
An essential overview and total transparency; PAM provides every person involved in a project with guidelines and a detailed project overview, ensuring an uninterrupted and transparent project flow. PAM also allows clients to easily access all project milestones, as well as keep track of the company’s progress and activities at all times. Whenever the project requires the client’s special attention or approval, the PAM points out exactly what needs to be done, when and by whom. 
5.4 Summary

This chapter begins with an analytical framework in which it is described the type of research this will constitute and the methods used. It is seen that in-depth interviewing and document review will be used to collect data on the three case companies selected.  Finally, the link between the problem formulations, theories of science used, professional theories are made clear.

A presentation of the case companies is also made in this chapter. The three case companies are chosen due to their size and functioning (manufacturing or servicing.) In all three cases, the history and products, goals, engagement in the different management systems, and results are presented. This will be further expanciated in the next chapter as these will be related to the levels of integration and the system and institutional theory with the use of more information obtained from the interviews.

Chapter 6 IMS in Case Companies
This chapter will include discussions on IMS such as the organization of the management systems within the IMS, reason for integration, difficulties and benefit, the documentation system and the level of integration in all three case studies. This is the first part of the analysis based on phenomenology with the aim to separate the reality obtained through empirical data collected through the interviews and documents from the ‘ought to’ statements as stated in the empirical analytical theory in chapter 1. This ‘reality’ will be related to the theory and experiences described in chapter 3.  A second analysis will be made in the chapter seven.. 
6.1 Organisation of interview.
The case companies were selected based as discussed in chapter 2. However, it is worth noting that it was difficult to find a SME case as most contacted (e.g. Barslev A/S) did not have an IMS and/or were not willing to take part in this study. This may only go to confirm Duijm et al (2004) that SME are reluctant to integrate their management systems due to the associated relative cost. However, they also find it hard to certify their management systems. This fact was also confirmed by the managers of all three companies interviewed. See appendix D, E and F. 
The literature in chapter three shows that the level of integration depends on a company’s size, structure, functioning, market competition and regulatory demands and the geographical location to some extend. The size and the functioning were used to select cases and the other factors were examined during the interviews in relation to the levels of integration. All three interviews were organised similarly and conducted within a week. The first part of the interviews consisted of an introduction of the interviewee and introductory questions such as the name and job title of the interviewee and the job responsibilities so as to understand which management systems is under his or her control. This is important in order to assess if the respondent is talking from experience or what he or she thinks. These introductions also creates an atmosphere of understanding and maybe trust between the interviewer and the interviewee so that the actual interview will be more like a discussion between two people who know each other (Yin 2003). The second part of the interview consists of general questions related to the standards and IMS such as the dates and reasons for obtaining certification and integration. This section goes further to assess on the implementation, organisation, difficulties and benefits of IMS. This section is important in answering the first two sub questions on the needs of companies and the models used to implement IMS. The third section addresses questions related to the level of IMS as it contains questions related to what aspects are integrated and why. The questions are asked indirectly so as not to help the respondent in replying for example to find out if training or documentation is integrated, for example a description of how the training and the documentation system is organised will be asked. The aim of this section is to be able to analyse the level of integration. The fourth section contains questions related to institutionalisation and IMS as a system. This includes questions on the laws or other reasons which led to certification of the management system or integration. This section is important because it will help in analysing IMS in relation to the system and institutional theories as it addresses questions for instance, on the kind of approach to management, how the management systems affect each other. 

The results of the interview will be further discussed in all three case companies in this chapter. For each company, the discussion will include an introduction of the management systems and IMS, the reasons for the implementation of an IMS and its organisation, difficulties encountered during the implementation and the benefits obtained, the documentation system and transfer of information and the levels of integration. 

6.2 IMS in Danish Crown
Danish Crown has an integrated management system consisting of environment, ISO 14001 and health and safety, OHSAS 18001 which was a decision made in 2004 and it is still an ongoing process whereby three companies are certified according to ISO 14001 and OHSAS 18001 every year and integrated from the beginning.  The different factories acquire certification for the different standards at different times but environment and health and safety management systems are usually implemented and integrated at the same time. Presently, 13 out of the 26 factories have an integrated management system. And only 7 out of these are certified but they are working on the other sites. ISO 9001 is managed separately and not integrated as will be later discussed. (Thy 2008)

Why integration?

The reason for integrating environment and health and safety management systems is because of the many legislation which Danish Crown factories have to comply with. Examples of such legislation include: legislation concerning water, what is waste and what is not waste, and sorting of waste which is different in each municipality. There is a limit on the amount of waste water per year that a company is allowed to discharge, the pH and the temperature of the waste water. The municipalities also have a demand on N, P, daily amount of water etc. There are also national demands on how to manage sludge from waste water, manure from stables amongst others. Also the fact that the documentation system was inefficient as there was a lot of paper work which was all found at the headquarters. (Thy 2008) 
There is a separate management system for ISO 9001 and food safety because the customers make a lot of demands and it is important that their customers are satisfied that things should run as they should. They think it is necessary to keep it separate so as to secure their authorization to export “If we lose the ability to export to the US market, then we loose the ability to export to other markets for instance the Korea market. It is very important that our customer and the American authorities are satisfied” (Thy 2008). Although Danish authorities check everyday as all the veterinarians working in the factory are employed by the state to check the factories even though they are on Danish Crown pay roll. There are also Japanese and Russian food inspections, but these are minimal and it is the American inspectors they are most interested to please. Therefore they thought it necessary to exclude the quality management system from their IMS because of the differences in the way of management. Meanwhile with the environment and health and safety management, it is up to the managers together with the health and safety committee of the different factories to decide on their objectives, goals, what to work for and who is responsible for what depending on the size and the location of the company with very little input from the headquarter, with the Quality and Food Safety management system, everything including the guidelines, objectives, and goals are dictated from the headquarters. This is because as the different demands come in from the different customers, these are prepared into guidelines, goals and objectives at the headquarter and then sent to the different factories. (Thy 2008) Therefore while in IMS consisting of the environment and health and safety, there is a bottom-top management, in the quality and food safety, there is a top-down management. The bottom-top management in the IMS is due to the different local regulations from the municipalities which the different factories have to comply with.

The Quality and Food safety management system was implemented because it is a demand from customers but for environment and health and safety management systems, the company implemented these because they had a lot of regulations to comply with, from the different municipalities, from the Danish authorities etc and it takes time and resources to check all these requirements but by implementing IMS, it was a means to comply to all the regulations no matter where they came from. (Thy 2008) Therefore the environmental and management systems were integrated to comply with the regulation and to improve on the documentation system.
Difficulties and benefits

The difficulties encountered in the implementation of IMS was making the employees understand the system and communicating all the necessary procedures to them. Danish Crown has not had any financial benefits or reduction in cost due to the implementation of IMS but Danish Crown has been able to meet all the demands from legislation due to the integration of environment and health and safety and the documentation has been made more efficient as it led to a reduction in paperwork. (Thy 2008) This is a benefit associated to the correspondence level of integration.
Documentation system and communication

The documentation system in Danish Crown is computerised entirely with almost no paper work. This system is known as the MIA system explained in chapter 5 and is entirely internal and the same system is used by all the factories in Denmark. This system is open to all employees. (Thy 2008)

In the MIA system is included information such as; 

· Procedures to ensure that all the requirements in the environmental permits are fulfilled. This can be about how chemicals, waste, noise etc are handled. All the requirements in the permits are broken down in some procedures which are referred to as the Danish Crown way of doing things. As such employees are more aware of what to do. These procedures are written separately thus they are not integrated.
· There is also an overview of who is in charge of what so that everybody knows what their responsibilities are. 

· There are also different documents in this system such as checklist, project plans, for example the management decides to take on a project such as to reduce water consumption by 2%, they we will make an action plan consisting under the project plan of what employees will exactly do to reach these goals.

All of the documentation is placed in one database and in another database is found the data relating to the documentation, for instance all the wastewater data is on this second database where all the factories have access to it. So there is the MIA which includes the documentation of the management systems and the data base on the other hand called MIA data. (Thy 2008) 
Danish Crown also makes a yearly green report which is available to the public as it is a demand from the municipalities and is found on their website for anybody who is interested. (Thy 2008) This green report includes information such as environmental and health and safety policies and impacts. Out of the 26 factories found in 22 locations in Denmark, only 19 are included in the green report because they are large and need to meet with the approval of the executive order of the Danish environmental ministry. The others are evaluated not to have any considerable environmental impacts. (Danish Crown Green report 2007). Even though there is suppose to be a SIMU consisting of both environmental and health and safety members, the safety group holds meetings separately from the environmental group in Danish Crown Esbjerg and they meet about 4 times a year (Vinter 2008).
Level of IMS

Integration was based on structure because ISO 14001 and OHSAS have similar structure. There is focus on training of employees as they believe that the health and safety and environment depend mostly on the employees themselves You can make installations and so on but it is really the people who are there and working who will make the difference for better or for worst and therefore the training of the employees is important as they understand what we focus on and what they can change by their behavior” (Thy 2008) Procedures are made by the management but these procedures will not mean anything if they are not understood and used properly by the employees and these procedures are placed separately . This implies that Danish Crown is integrating its management system at the correspondence level.  Even though is based on the PDCA, all the working procedures are separated. More of this will be discussed in the next chapter. 
6.3 IMS in Erik Taabbel Fiskeeksporte A/S
ETF has an integrated management system consisting of ISO 14001, ISO 9001 and OHSAS 18001. The environmental and quality management systems were implemented at the same time in 1995 and integrated as well. It was ISO 9002 for quality and BS 7750 for environment at that time since there was no ISO standard for environment. (Friis 2008) The certifications will be summarised in the following table:

	Management system
	Year
	Certificate obtained

	Quality management system
	1995

1995
	ISO 9002

ISO 9001: 1994 Now ISO 9001: 2000

	Environmental management system
	1995

1996
	BS 7750 

ISO 14001: 1996, presently ISO 14001: 2004

EMAS: 1993 presently EMAS :2000

	Occupational health and safety management system
	2003
	OHSAS 18001: 1999


Table 6.1 certificated obtained and year issued at ETF (Smink and Jørgensen, 2007) (Friis 2008)

Why integration?

The ambitions of ETF were to limit its use of resources or raw materials and the amount of waste produced and in implementing the different management standards, they hoped to achieve this. They seek to improve quality but in an environmentally friendly way. In integrating the management systems, they hoped not only to achieve these needs but also to achieve them at the same time. “It will be nice to produce better quality herring with more water for instance but it would be bad for the environment” (Friis, 2008). This brought out the need to integrate both quality and environmental management systems from the beginning. One of the needs of ETF is customer satisfaction. However, customers did not demand IMS in the beginning, so the IMS was not built due to customers’ demands but later some customers have enquired about it and are satisfied with the system. Another driving force behind integration include the fact that the state checks regularly on the state of our products and production unit, i.e. if the production unit is clean and if the fish is fresh etc and the workers union also check regularly on the working conditions of the workers. This means that the company has to work to continuously improve on their management systems. Health and safety, ISO 18001 was implemented in 2003 as a separate management system as illustrated on fig. 4.2 of chapter 4 but it is now integrated somehow practically but not on paper as stated by the quality and environmental manager and confirmed by an employee that while working and holding meetings both quality, environment and health and safety issues are considered simultaneously. However, there is a manager for quality and environmental management and a separate leader for health and safety but the quality and environmental manager also has responsibilities within health and safety as the secretary and the person in charge of health and safety in the administrative unit. (Friis 2008)

Difficulties and Benefits

The greatest difficulty encountered during the implementation of IMS is communication the management systems to the employees in such a way that they understand. This is because the benefit from IMS includes the fact that ETF is producing good quality fish products and pollutes the environment less compared to other fish companies. With IMS, they are proud of their production as it gives them a nice image and customer satisfaction; however, there has not been any reduction in cost. 

Documentation

All reports and documents are written to include both quality and environment. This is also because audits are done at the same time for quality and environment by Det Norske Veritas. Documentations including working procedures and instruction are made available to the employees by placing them at the canteens and at the supervisors’ office of each factory. All employees are supposed to have a look at them, some do and some don’t in reality. In each factory, there is a representative or supervisor for health and safety who is also in charge of quality and environment but everyone in essence is responsible for their health and safety and quality and environment as well as they have been given the right to stop production if they are not sure of the quality or think that there are some environmental impacts. But in reality, the employees don’t stop production, they report to the supervisors if they think something is not going on properly. The administrative staffs meet with the supervisors of the three factories 5 or 6 times a year. In these meetings they discuss all issues arising in relation to quality, environment and health and safety. (Friis 2008)(Hundloft 2008)

The green report is written yearly. The latest one of 2006 made in April 2007 includes only information on environment and health and safety. This is sent to the municipality, neighbours and it is placed on the web site for all who is interested to have a look.  The report which includes all three management system is in the form of paper work stored in folders. (Friis 2008)

Level of integration

The management systems are integrated based on the structure of the different management systems but also in consideration with the processes for ETF are more practical than theoretical. They think the standards are too theoretical. Focus is on quality because it is most important that customers are satisfied and buy the products. To ensure a culture of learning in a company where the employees are the least educated of the society and to help cope with cultural differences, courses are offer in quality, environmental and hygiene, first aid and health and safety. These courses are offered to all new employees. Their targets, objectives and policies are defined separately, they work together and there is reduction in time paperwork and bureaucracy. They have thus integrated at the correspondence level as they base their IMS on similarity of structure and compatibility. More of this will be discussed in the next chapter.
6.4 IMS in NNE Pharmaplan

In NNE Pharmaplan, there is an integrated management system consisting of ISO 9001, ISO 14001 and OHSAS 18001. ISO 9001 was first obtained in 1995 by the former NNE and later by Pharmaplan in 1997. The IMS is managed by a quality system manager who ensures that all the requirements of the standard are put into the system. Although there is one management system usually referred to as the Quality Management System but consisting of all three management systems, there are two departments, one for quality management and one for environment and health and safety management. The management systems were integrated in 2003 based on the already existing ISO 9001. ISO 14001 and ISO 18001 were then integrated into the ISO 9001 so there was never a separate system for environment or health and safety. Focus is placed on quality because they think the customers are important to please so as to stay in business and as an engineering servicing company, they work together with the customers more compared to production companies. That is why they started with ISO 9001 certification and they use it a lot more often compared to ISO 14001 and OHSAS 18001 which are not demanded by the customers. (Sørensen 2008)

Why integration?

ISO 9001 certification was obtained because the company wanted to have a good quality and to ensure customer satisfaction. ISO 14001 certification was obtained in 2003 because it was demanded by the mother company and also in 2003 NNE Pharmaplan decided to obtain OHSAS 18001 certification together with ISO 14001 because of the many laws and demands in Denmark related to Health and safety of workers. Therefore the company’s ambitions in obtaining the three standards include; meeting customers demands by raising standards of quality, meeting the demands of the mother company and meeting the demands of Danish authorities. The Danish authority does not check the company like in the production companies because there is no production taking place. Engineering companies can be part of a union called AER 89, but there are no specific laws for engineering companies to comply with as regards the management systems. However, because NNE Pharmaplan carries out projects in building construction, there are some Danish laws on buildings which the company has to comply with whether it has certification or not. It states that you need a certain level of light inside the house so you need a certain level of windows and the company is not allowed to use a certain level of energy than necessary depending on the size of the project. (Sørensen 2008) Therefore NNE pharmaplan integrated their management systems because it was the right thing to do faced with the demand from the mother company to implement ISO 14001 and the Danish laws on health and safety. 

Difficulties and Benefits of IMS in NNE Pharmaplan

NNE did not face any difficulty while implementing IMS but it was hard to ensure that all the employees with different cultures and background understood the new system. The benefit derived from IMS is that it is easier working with one system than three systems and it is easy to see best practices from one solution and reuse it next time or to build a structure on which they can work. Also those working in the quality department are aware of what is going on in the environmental and health and safety department and vice versa. (Sørensen 2008) Therefore benefits include increase in awareness, more interrelations and synergies, continuous improvement and competitive advantage.
Documentation and communication
NNE Pharmaplan has a computerised documentation system known as the Geomats system. 
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Figure 6.1 showing communication at NNE and use of the geomats system at NNE pharmaplan (NNE 2008)

The Geomats system is a way of using the ISO standards for management as the responsibilities are given for the employees, or different management jobs such as manager, or project manager etc. This system is a sort of intranet to which all employees can log in. It is as follows:
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Figure 6.2 the geomats intranet system in NNE Pharmaplan
The figure above illustrates a screen page of the geomats system which is the company’s intranet and is only available on electronic form. It cannot be printed. All the demands from ISO 9001, 14001 and 18001 are included in this system and also some demands from customers. It is necessary to put these demands into the systems so that the employees know how to handle these demands from the customers in to the products. And also there are some demands from the management. Things are also included which are not necessarily  demands from the standards for example, business ethics, because it is often used nowadays and the mother company, Novo Nordisk focus quite a lot on business ethics, so they have included it into the Geomats system as can be seen in the figure above. As such, they have developed a culture or a way of management as shown on the fig. 6.2 above. 

As for the management of this system, there is an operator of the system who is in charge of renewing it when or after a decision has been made after a meeting to change something. The quality system manager is the overall responsible of this system and the changes made to it but the system operator takes specific actions when changes are made. Documents are changed when the management thinks it is necessary but every document is reviewed every three years to ensure that no document is outdated. There is no green report but since it is a demand from the standards to make a quality, environmental and health and safety statement, they make a report twice every year which is used for audit. (Sørensen 2008) 

Level of integration
NNE Pharmaplan recognise that it is hard to be a proactive company but try to be proactive “We try to be proactive in the way we have made the Product Activity Model and we try to identify the problem before they occur and when we have a non-conformance we try next time to be sure that it will not occur again. We try to be proactive but it is not easy” (Sørensen, 2008). There is no dialogue with the public but since it is a demand of the standard that the quality and environmental and health and safety management systems are visible, they are included on the company’s web page. Their IMS is a success because they do not get many non conformances after the many audits by the customers, auditors and internally by the company itself. This auditing is a continuous process to ensure that there is a continuous improvement. Integration was based on the structure of the standards because about 60 percent of the standards had the same structure as well as processes so they found it necessary to integrate at the beginning.  IMS was therefore a demand from their mother company, Novo Nordisk A/S since they demanded ISO 14001. They use a unique model known as the Product Activity Model, PAM, which is a template for doing things. This PAM has been illustrated and described in chapter 4. They see it as a natural way of doing things because in engineering companies like NNE, there are rules which they have to go through and the PAM model follows these from the beginning until the end of a project. (Sørensen, 2008) This indicates that integration is also based on processes. The PAM model is a TQM model and the purpose of a TQM based IMS is to establish a learning organisation and a culture of responsibility based on stakeholder involvement and thereby achieve strategic advantages. This implies that NNE has a system based on generic level of integration. More of this will be discussed in the next chapter.
The IMS was implemented based on the structure of the ISO 9001 as the common documentation system has the same headings as the ISO 9001. They ensure a continuous learning process amongst the employees by teaching the new employees how to use the intranet. They are given a basic course of three hours where the headlines or specific things are taught to all the new employees and technical employees have to go through a one and a half day drivers licence course. The PAM model is also taught to the employees so they understand how to use it.
6.5 Summary
This chapter began with a discussion of the interview and the relevance of the questions. Then the integrated management systems of the three case companies are discussed. In each case company, topics discussed include: an introduction and an organisation of the management systems and IMS, the reasons for integration, and the difficulties encountered and the benefits obtained from the implementation of IMS, the documentary system and finally the level of integration. This can be summarised in the table below:

	Case Companies
	Danish Crown
	ETF
	NNE Pharmaplan

	Main reason for integration
	It was the right thing to do to comply with regulations and improve documentation system
	It was the right thing to do in order to comply with regulations and create a good image
	It was the right thing to do in order to meet demands.

	Main difficulty
	For employees to understand the new system
	For the employees to understand the new system
	For the employees to understand the new system

	Main benefits
	Meet all demands from legislation and more efficient documentation
	Customer satisfaction and good image
	More synergy, awareness and simplification of processes

	Documentation system
	MIA and MIA database, green report, brochures and audit reports
	No computerised system, only Green reports, brochures and audit reports
	Geomat network, brochures and audit reports

	Level of integration
	Generic
	Generic
	Integration


Table 6.2 a summary of chapter 6

From the above table, it is seen that IMS is voluntary in all three cases as the company themselves choose to implement however, some of the standards are implemented due to a demand or legislation and this acted as a driving force in the implementation of IMS. This confirms Jørgensen and Remmen (2005) who stated that the development and the revision of the different ISO standards created a need for a more integrated system.
All three companies faced the same difficulty being to make the employees understand the system. Baldi (1999) working on the barriers to the implementation of IMS mentioned that additional elements in procedure and work instruction might encumber employees.

The benefits obtained are also identical to those identified by Bobrek and Sokovic (2006) as improved operational performance and internal management for Danish Crown, improved operational performance and enhanced customer confidence for ETF and improved operational performance, cross functional team work for NNE Pharmaplan.

It is seen that while all three companies started the implementation of their IMS at the correspondence level, Danish Crown and EFT have achieved the second level of integration based on the generic framework while NNE Pharmaplan has achieved the third level of integration or has a system based on holistic integration. This will be discussed more in the next chapter.
Chapter 7 Analysis of IMS in the cases based on hermeneutics.
This will include an analysis of the needs of different companies thereby answering the second sub question ‘What are the needs and ambitions of companies?’ A discussion of the IMS presented in chapter 6 in relation to the system theory in chapter 3 about the organisation and management of IMS and driving forces in relation to the institutional theory in chapter 3. Finally a discussion of the different levels of IMS will be made to and answer the third sub question ‘to what extent are the levels of integration used in practice and why?’ Analysis is done here according to scientific theory hermeneutics described in chapter two. The aim of this chapter is to analyse the variation in construction of meaning and achieving an insight in meaning. This discussion is based on the empirical data collected as well as the experiences from other studies carried out and theories discussed in the first part of this report. 
7.1 The Needs of Companies

The aim of this study being to research on the different levels of integration that best fits the need of companies, it is important to begin by looking at the needs of companies. This will also answer the second sub question ‘what are the needs and ambitions in a company?’

 Most company have a need or is required to comply with the legislations and these depend on their size, location and what they produce. This is because the amount of waste produced, noise etc. and the extend of the pollution will depend on the size of the company and what they produce and how their effluents will affect the environment will depend on factors such as their geographical location. As well as the functioning of the company will also have an impact on the safety of the worker and thus the quality of the products or services.
Danish Crown has to meet the demands of its customers, the demands of the Danish authorities which are the different legislations made by the Danish state and the different municipalities where the different factories are situated. This is because they need to acquire market to sell their products, therefore they need to have a good image and they need the permit to produce. However, due to their size they do not have a lot of competition in the market as they have secured most of the markets. But they still have to satisfy their customers. The demands from the Danish authorities in the form of legislations and the desire to reduce paper work are the driving force behind implementing the management systems and integrating them. When integrating their management systems, an additional need was to improve on the documentation system which they did achieve.

ETF wants to create a good image, while assuring their customers and produce quality products so that customers stay satisfied. Being a small company with many competitors, they want to be front runners. By adding OHSAS 18004 into the integration system in 2003, the management also want to show their concern about health and safety conditions of their workers, to maintain a reputation and to motivate and attract employees (Jørgensen and Busck 2004) (Friis 2008).

NNE Pharmaplan have the need to meet the demands from their customers by ensuring that they have a good quality, to meet the demands of the mother company, Novo Nordisk and the Danish legislations as well. All these are the reasons for implementing the management system and integration came naturally as all three standards have the same structure. 

All three companies say they have not had any financial benefit from the implementation of IMS but they also say they are satisfied with their system. Therefore, it could be said that cost saving is not a need for companies wishing to implement IMS. However, considering that IMS can improve on quality, environment and health and safety at the same time simplifying a system with more efficient documentation as seen from the above three companies, then it can lead to more customer satisfaction and more sales. That is to say that it can lead to financial benefits indirectly. Although this is a fact that cannot be verified in this report because even if sales were shown to increase, there are several other factors not related to IMS which could have led to that such as more advertisement amongst others. 
7.2 Models of integration

Danish crown integrated their management systems using the ISO 14001 model, as they base their integration on the PDCA.  ETF integrated their Quality and environmental management systems the same time but do not seem to have any model. They are more practical. Meanwhile NNE Pharmaplan integrated theirs based on the process model of ISO 9001 and also used the PAM model which is identical to the EFQM model.  As earlier seen in chapter 3, the model is of no consequence in determining the level of integration but it could be helpful in making management easier as seen in the case of NNE. However, the use of models is mostly by professionals while companies like ETF with practical knowledge will not be able to develop or use models.
7.3 IMS and Systems
The systems theory states that if elements are put together to form a system they gain an essential property and will perform their functions depending on whether or not they interact well. In this section, I will look at whether or not they interact well by analysing the kind of system models the IMS examples of the three case companies represent and the kind of management in place and how the different management systems in an IMS affect each other and the IMS as a whole. This section aims to help in the organisation of the management in a company to suit its’ need. 

Empirical evidence shows that large production companies will tend to separate their management of the standards for better governance. However, the systems theory says that when 2 or more systems are put together, they gain some essential properties. The three case companies are discussed below:

In Danish Crown which is a large cooperative company, there are 2 separate management systems, one for environment and health and safety and one for quality and food safety. These two are managed separately as has been explained in the previous chapter.  And for environment and health and safety management system, each has an effect on one another as it makes the system easier to manage. The organisation of environment and the benefit of environmental management depend on the organisation and benefits of OHSMS because they are managed together and as such that the management are faced with making choices or priorities at some point. For example they had to choose between having the robots at the slaughter line instead of employees. Having the robots meant more safety for the employees but more waste and waste water produced and having the employees at the slaughter line would have led to less waste and waste water produced but the employees will be at more risk. In Danish Crown, they measure success with the use of audits. (Thy 2008) The IMS in Danish Crown is comparable to a social system because each system has its function and the IMS as a whole has its function as well to reduce create a more efficient documentation system. However, as a social system, the system will tend to be somehow static due to bureaucracy. As the corporate governance has to decide on the IMS or overall decision while those with the working experiences may only give their suggestions which may or may not be considered. This is equally the case with ETF as will be discussed below even though it is a smaller company. And this will be a hold back towards the more ambitious levels of integration.
ETF is a medium size company and has a single integrated management system for quality environment and health and safety, although health and safety is not fully integrated as it has a different organisational plan from quality and environment and health and safety and different processes. Each management system has an effect on the other as the auditing is made at the same time and so the reports are written together. As meetings also include all three management systems, employees become more aware. (Friis and Hundloft 2008). The IMS here is also comparable to a social system as it has a function of its own and all the different management systems making up the IMS also have a function of their own. 
NNE Pharmaplan is a large company with a single integrated management system consisting of quality, environment and health and safety. However, it is separated into two departments for better management, one for quality and one for environment and health and safety. But because the systems are integrated into one system, every one in the system is always aware of what is going on in the other system.  This is because when a project is to be implemented, every body from all the departments are involved. (Sørensen 2008) The IMS in NNE Pharmaplan is comparable to an ecological system because all the different management systems have their functions but IMS as a whole has no function but serves the function of the organisation. This is because their reason for integrating was simply because the structure and processes of all the management systems. Therefore it is more flexible and tools are developed to suit the needs of the company. Employees can bring inputs directly through the LEAN system. However, it should be noted here that the employees in the servicing companies like NNE are more educated (mostly engineers) compared to the employees in the production companies.
To measure the success of their IMS all three companies use internal, external and customer’s audits to check and correct non-conformances and they are all happy with their level of integration eventhough they aknowledge that all is not perfect and they are trying to be proactive but realise the fact that it is hard to be proactive. Danish Crown carries out risk assessment, EFT and NNE Pharmaplan try to plan ahead and think of possible errors that might occur. However, all three companies are also reactive to some extend as they affirm that it is not always that you can foresee mistakes or accidents. The IMS in Danish Crown and ETF are comparable to a social system while that of NNE Pharmaplan is comparable to an ecological system making it more flexible as it does not have a function of its own. This is because when IMS is implemented to fulfil a particular need or ambition, when the need is fulfilled the company is satisfied and may not pursue other needs but if IMS is implemented without a specific need, it can be adjusted to suit whatever need arises and will lead to continuous improvement. However, with ambitions like that of ETF, which is, to create a good image, it may also lead to continuous improvement if the appropriate tools are developed to help meet this ambition.
7.4 IMS and Institutionalisation
Institutions are very important in shaping the functioning of organisations and as seen in chapter three, it is important to understand the institutional setting of organisations or companies.  For all three companies, IMS is driven by either rules or norms or both and after its implementation, there is some degree of cultural elements that help in the day to day running of the system as will discussed below:

For Danish Crown, the company need to meet the demands of its customers the American authorities, the Danish Authorities. Therefore the certification in Danish Crown is regulated by mostly regulative elements as the American and Danish authorities have the power to make rules and laws and inspect regularly that these are obeyed and have the power to punish or reward if the rules are obeyed or not. Therefore the company looked at the management systems as what must be done. To a lesser degree it is regulated by normative elements such as the health and safety systems, which they decided to implement by themselves although they are also laws on this. There is very little cultural cognitive element as there is almost no common belief but there are routines which will normally be taken for granted. Also Danish Crown is creating a Danish Crown way of doing things by their instructions and procedures in the MIA system. It can be said to be a kind of culture of learning, however, it does not seem to be used much.

For ETF, the IMS is mostly regulated by normative elements as according to Friis (2008) the certification of the different management systems and the integration was not because of any law or demand but because the company wanted to be proactive and looked at integration as what should be done. There is a regulative element to some extend as he later confirmed that there are company checks by Danish state authority and the workers’ union which the company must comply with. There are cultural cognitive elements to a lesser extend as routines mostly.

For NNE Pharmaplan, the IMS is regulated by regulative elements as the quality management system is a demand from customers, environmental management system is a demand from the Mother Company and Health and safety management system was implemented due to the many Danish laws on workers’ condition. Faced with all these laws and demands, the different management systems were a must but because the company does not undergo regular checks by the state or other authorities, it is as much regulative as normative. There is however a higher level of cultural cognitive elements than in the other two companies as they have made their way of management or a culture within the company to ensure continuous improvement. They are institutional carriers such as the unique model, the PAM which is like a symbol system to enable them carry out their activities more efficiently. They have also undertaken further initiatives such as the LEAN product which is an internal structure where employees come with suggestion to make something better the next time. It has been explained in chapter 5. It is some kind information exchange media thus it can be referred to an artifact. 
The table below will summarise the institutionalisation of IMS in the three companies:

	
	Danish Crown
	EFT
	NNE Pharmaplan

	Regulative elements
	Danish state laws, demands from customers, demands from municipalities, laws on health and safety
	Laws on health and safety and state laws.
	Laws on building construction not related to the standards though

	Normative elements 
	Integration is a solution to many standards
	Need to create an image, integration is a solution to many standards
	Integration is a solution to many standards

	Cultural cognitive elements 
	Normal day to day routines
	Normal day to day routines
	Normal day to day routines and a learning culture with the LEAN product as an artefact to help in information transfer.


Table 7.1 Summary of institutional elements affect the management systems in the different companies
Danish Crown is mostly based on regulative elements with normative and cultural cognitive to a lesser degree, ETF is mostly based on normative with regulative and cultural cognitive to a lesser degree and NNE Pharmaplan is mostly on cultural cognitive and to a lesser extend, regulative and normative. This goes to explain their level of intergration and why NNE Pharmaplan is already one step ahead of the other two companies. This may mean that when companies are forced to meet up with for example environmental laws and are constantly checked and punished, they tend to be contented when they comply with these laws. Whereas if companies are given the laws but given the freedom to meet up with the laws in whatever way they choose, then they may obviously aim high. But this could also be due to other reasons like the fact that the workers of NNE are more educated and can easily understand, develop and use IMS elements compared to the other two companies where the workers are not educated and even when they are allowed to use the system like in Danish Crown, very few do use it (mostly the health and safety members).
7.4 Levels of IMS
Three levels of IMS have been identified according to Jorgensen et al (2006) in chapter three as the correspondence, generic and the integration levels.  In this section, the three case companies will be analyzed based on this concept.

Danish Crown has integrated its management systems the corresponding level as it was based on the similarities between the standards, ISO 14001 and OHSAS. The model is based on the PDCA framework of the ISO 14001.  Although there is focus on generic processes such as document and record control, these processes are still separated as they have different policies and working strategies for environment and health and safety. They have integrated goals, targets, internal communication, organization and decision making process. 
ETF has IMS at the correspondence level and they integrated both ISO 9001 and 14001 at the same time but based on no model. There is focus on customers and integrated elements include: internal communication, decision making. The organization is not fully integrated as the health and safety system structure and organization is separated from quality and environment. Goals and strategies, policies and training are not integrated.

NNE Pharmaplan has IMS at the generic level. In addition to basing its IMS on the similarities in structure, it also based its IMS on similarities in processes and the IMS was developed based on the process approach of ISO 9001.  There is focus on generic processes such as document and record control. Integrate elements include organization, goals and strategies, internal communication and decision making process. However, there is no external communication with stakeholders and no continuous learning organization to characterize it a holistic integration. However, they are open and can possibly attain the integration level soon as they already have developed a culture of management
All three companies have integrated their management systems at the correspondence level because integrated elements include document control, internal audits, management review, procedures, corrective and preventive actions and their management handbook. They have thus achieved time reduction as well as a more internal effective system. NNE has an IMS based on generic level as they have a common generic framework based on the process model from ISO 9001 and there is focus on customers as in all three companies. They have interrelationships, synergies and trade-offs between the different management systems making up the IMS. NNE Pharmaplan in addition based on the LEAN product which is used by the employees only but not external stakeholders. They have developed management tools such as the LEAN and PAM into which the management systems are integrated. As such they have achieved improved image with customers and external benefits for example an improve ability to change. This answers the 3rd sub question ‘to what extend are the levels of integration used and why?’

7.5 Summary
This chapter begins by identifying and discussing the needs of companies. The needs and ambitions of the 3 different companies are discussed and the second sub question is answered. IMS is further discussed in relation to systems and institutional theory. The chapter is concluded by discussing the levels of IMS in order to answer the 3rd sub question. This chapter can be summarised as shown below:

	
	Danish Crown
	ETF
	NNE Parmaplan

	Needs of Companies
	Meet regulations and demands
	Create good image
	To meet demands

	IMS and systems
	Social system
	Social system
	Ecological system

	IMS and institutions
	Mostly regulative
	Mostly normative
	Mostly cultural cognitive

	Levels of integration
	correspondence
	correspondence
	Generic


Table 7.2 summary of the need, theories and levels of integration in the three case studies.

Chapter 8 Conclusion 
The aim of this section is to generalize this study based on the empirical information obtained through interviews with three case companies and also theoretical information from the analysis of documents. All the information obtained will be related to the problem formulation directly by answering the research question and sub question.
This report takes its start point from Rasmussens’ report of 2007 which concluded that it is not possible to say that the organizations should use a particular model or approach when implementing IMS as they have to base their IMS on specific organizations and needs. This study goes one step further in analysing the needs of organization and how IMS can be implemented to suit specific needs. Three case companies are selected with differences in size and functioning and their needs and levels of IMS were examined with an aim to answer the research question: “How can a company implement IMS that best fits its needs?” I will begin by concluding on the sub questions which have been answered in different sections of this report. 

Which approaches best describe the different levels of integration?

All three companies examined used different approaches to integrate their management systems. Danish Crown used the integration model based on ISO 14001 and the PDCA methodology and achieved a correspondence level of integration. ETF integrated both ISO 9001 and ISO 14001 at the same time and according to Zeng et al (2007) this is the least used approach and also achieved the correspondence level of integration. While NNE Pharmaplan used the most used approach according to Zeng et al (2007) which is the process approach based on ISO 9001 model but in addition, they have the product activity model which is comparable to the EFQM model. They achieved the generic level of integration.

The theory on the models of integration in chapter 3 indicated that simple EFQM method lead to low level of integration while complex methods like those based on ISO 14001 and 9001 lead to higher levels of integration (Ahsen and Funck 2001). An analysis of the model showed that approaches such as the scientific approach and the multilevel synergetic approach can also lead to higher levels of IMS, this could not be verified in practice as these models are relatively new (proposed in 2007). The empirical information obtained confirms the theoretical information and in addition, it can be seen that a combination of models will lead to more ambitious levels of integration. 
What are the different needs and ambitions in the company?

Generalizing from the three cases, most companies in Denmark have a primary need to meet demands from legislations and customers and to have a good image no matter their size or structure or function so as to stay in business. However there are more legislations and demands made on production companies, especially food production companies than on service providing companies. And the bigger the production company, the more the legislations and demands from the authorities and the customers. Therefore bigger production companies have to meet with more legislations and demands than smaller production companies. On the other hand smaller production companies like ETF face a lot of competition compared to large production companies like Danish Crown which already have a secured market worldwide. Therefore, smaller companies need to create a good image in order to make new customers and keep them. On the other hand, service companies have very little external demands compared to production companies. But they are more focused on customers as their work is all about acquiring and satisfying customers with their different need, they impose internal demands on themselves. 
The above describes the different needs of companies. All three types of companies will aim for a high level of integration but the small and medium sized companies may be restricted due to lack of finance to hire full time and educated staffs etc. Meanwhile large production companies like Danish Crown might have too much demand to comply with that they have less time to focus on for continuous improvement and also because their type of work (production companies) demand less educated employees. Therefore the size and the functioning of a company influence its needs and will also influence the level of integration as explained below.
To what extent are the levels of integration used in practice and why?
From the theory, it can be concluded that a majority of companies in Denmark with more than one management systems have integrated their management systems at the correspondence and many companies have generic level of integration (Rasmussen 2007)(Buhl et al 2008). From the empirical information obtained in this study, the above is confirmed as all three companies are either at the correspondence or the generic level of integration. However, this study goes further to explain why. This is due to the fact that the first two companies focus more on meeting demands than on continuous improvement. In the theory in chapter 3 Buhl et al (2007) explained that most incentives of IMS are internally driven. Therefore it can be concluded that most companies achieve correspondence and generic levels because their incentives for integration are externally driven while few achieve integration because less have more incentives that are internally driven.  
The above eventually answers the main question: ‘How can a company implement IMS that best fits its needs?’ Integrated management system at least at the correspondence level is necessary of any organisation no matter its needs that has more than one management system. This is because of the similarities in the standards and the advantages discussed in chapter 3 in having a single management system instead of two or more. If a company’s institutional setting is such that it is regulated by regulative elements only, then they are satisfied with meeting only the external demands from customers and authorities and as such they need IMS at the correspondence level at least. If a company is regulated by normative elements, then they will have more internally driven demands and as such will aim for continuous improvement and thus will require IMS at the generic level at least. And if a company is regulated by cultural cognitive elements, they will have more focus on communication with stakeholders in addition to continuous improvement and will therefore require a strategic level such as integration level. 
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Appendix D Danish Crown. Interview with Charlotte Thy on the 5th of March 2008
Introduction: I am Patience Mulu a final year master’s student of the Environmental Management Programme and working on my thesis based on integrated management systems. I am grateful you accepted to answer my questions and help provide useful information for the completion of my thesis.

A. General on IMS
1. What is your job title and responsibilities?

I am the environmental manager for the Danish Crown the entire corperation, but based here in Randers headquarters and I am responsible for developing guidelines, instruments and techniques for the factories to use. We work as sort of consultants for the factories but we also have made management reporting for Danish Crown and we are in charge of implementing certified management systems, auditing for all of the factories on environment and health and safety.

The guidelines are they only on environment or also on health and safety and quality.

They are not on quality only on environment, health and safety, electricity safety and building safety because we have insurance on health and safety in case of accidents building and fire risks and the necessary guidelines from our insurance also fits into our management system 

We have a separate management system on quality and food safety because our customers are more interested in this and our authorization to export is based on the quality management system and we have a food safety department in charge of quality and food safety. 

Health and safety is mostly handled by the factory managers so I am not responsible for documents on this.

2. In which year did you begin working with Danish Crown and in what positions? 

In 2003 so I have been working for 5 years now as the environmental manager. We are a small department. We only have 5 people working here at the staff function and in all the factories, we have personnel in charge of the daily routines or management of environmental and health and safety on the site.

3. Did you integrate your management systems from the beginning or after each certification?

Why?

When I came here 5 years ago, there was an environmental management system based on papers and folders, so we had three different folders, A, B and C folders depending on who is allowed to get access to the information and that meant every time you renew the procedure, you would had to go to all the different folders and change papers and it was very inefficient, then we also started a process discussing whether it was a good idea to make a management system on health and safety and we decided that we will build a management system depending on the environment and incorporate health and safety. And we started a process where I asked from 2-3 people in all the factories who have been working in health and safety to come here and participate in a large working group. We discussed what is going to be the Danish Crown standards. That was a process that took a couple of months were we discussed all issues and decided on what was going to be the Danish Crown way of doing things and then we wrote the management systems and developed an internet platform were the management system is running today. So in principle, I can sit in Australia or somewhere and log on to our management system.

The process started in October 2003 and it was up and flying in May 2004. It has been working for about three years now and we have been certifying about three slaughter houses a year. We certify both environment and health and safety at once

4. What were your reasons for integration?
From the point of view of our factory directors, the demand they put on them, they don’t care where it comes from, whether from this or that legislation, they just want a system which is being practical in order for them to manage the demands and that is why we decided to hava a management system in order to help our management so all the questions about what are the rules, regulations, they have to live up to it at the separate factories is into the management systems so they don’t have to spend a lot of resources checking requirements.
5. Did IMS stem from any demand from customers, be it directly or indirectly.

We had no customer demand on environmental or health and safety management system 
6. How did you implement integration? Which integration model did you use?

7. Have you ever considered working with quality management system ISO 9001? Why or why not.

We considered making a large management system covering all in 2003 but because our export authorization is related to how we handle food safety. It is very important that our customers are satisfied that things should run as they should and they make a lot of customer order. That is why we decided to keep these two systems separate. If we lose the authorization to export to the US market, then we loose the ability to export to other markets for instance the Korea market. It is very important that our customer and the American authorities are satisfied. The American authorities come here every year to check that everything is up to standard.

Why not Danish state checks

We have the Danish authority checking everyday. All the veterinarians working in the factory, we pay their wages but they are not employed by us but by the Danish state. They check everyday. We also have Japanese, Russian food inspection. But it is the American inspectors we are interested in. What they check from other countries is minimal. The other countries lean on the Americans. They say if they Americans have been to check it, it must be okay. 
How does that make it hard to integrate it with environment and Health and safety?
The way we work with environment and health and safety, it is up to the managers of the different factories, for example, we have the employee committee or council where they discuss the new objectives and the new goals to set, what to work with and who has responsibility over what. That is how we manage environment and health and safety. The Food quality system is a system which is dictated to them from head quarter. They do not have a frame to fill up but are given the objectives, goals and so on. It is much more prescribed and controlled from here and all our customers have guidelines we have to live up to in order to export, Wal-Mart, Aldi etc all have guidelines they expect us to live up to and all this is incorporated in to the food safety and quality system. While we can do exactly what we want to do with the other system since it has no customer demands.

B. Questions pertaining to the levels
8. Did you integrate based on the similarities in structure of the standards or the similarities in processes such as policy, objectives, audits, documentation, management review etc? 

Definitely, it is very important that you have the same structure for all standards. After we had the standard for OHSAS, it helped a lot because you more or less have the same structure as the environmental standard.

9. I can see from your web site that you focus on training of employees, why? 

Because Health and safety and environment is dependent on the employees. You can make installations and so on but it is really the people who are there and working who will make the difference, for better or for worst and therefore the training of the employees is very important that they understand what we focus on and what we focus on and what they can change by their behavior. A lot of things is practical, for example, in health and safety, if you a meat cutter that you are wearing the gloves and safety equipment for your own safety so you don’t have an accident or if you are working on the slaughter line and all that is going into the wastewater, they have a procedure they could follow so as little will go into the waste water as possible. 

How do you carry out this training?

Employees that have been here for a while are being offered two different courses; local person in charge of the environment take part in the course and go and explain what it is all about. I don’t know how long they have to be employed exactly before they take part in the course, maybe 6 months. It is called course on all round understanding of things.

10. Are the employees conscious of their work?

Working with peoples’ behaviour is always difficult but in theory, I think they are conscious of their work and also interested and participate in making things better but it is like water in a stream run where it is easy to get through so it is a heavy part on our manager to keep up the standard. We have to follow up all the time but when I ask our local people from these courses what their general impression is, if the people are interested in the training, if they want to use, if they can see how they are playing a role in all these, they say a lot of the employees are interested and want to make a difference when they are being explain why.

11.  How do you ensure a culture of learning within Danish Crown?

They have to follow up, they have to go out and continuously follow up. To see if they are doing as agreed upon. The health and safety are for the employees themselves. We are definitely not interested that the employees have accident of any kind. It takes a lot of follow up and it is not always the factory manager, the slaughter manager or the deboning manager, they too have to do a lot of follow up as is necessary. We from the headquarters have to organize auditing so we will have on all slaughter houses, 2-3 auditors and it is usually the factory manager and the local person in charge of environment who will make an audit on another factory. For example, we will send the two auditors from Hølstobro down to Esbjerg to perform an audit and see how things are going, and then we will send the auditors from Esbjerg to Herning and those from Herning to Sæby. It is people who come from our own production so they know what to look for and they will be able to give some good advice to the factory they are doing the audit on. So on the daily level we have to do a lot of follow up and then we make two audits a year per factory. 

12. One of your environmental policies is to involve the public in environmental dialogue. How do you do that?

We especially do one thing, where we are more active, when we have any changes or if we have complaints from the neighbour about odour or noise, we invite them to a large neighbour meeting. Last time, we did, we invited 600 in Ringsted only 9 came, and last in Ringsted, we invited 350 and 65 came. They were open and more interested and in these meetings, we open for dialogue and invite the neighbours to come with feedbacks and what problems they think they have, on the other hand, we explain to them how we manage and how things go on, then we also open for visits. We have neighbour groups around some of the factories, not all, so if there is any thing, we contact them for example, we can tell them for instance next week we have these plans to break down this and this and we have some problems with noise from driving away all the rubble or something like that. So we are trying to have a running dialogue with the neighbours. Part of the dialogue with the general public is also that I participate in conferences, I am open to people who come here for questions like you. We participate in legislative work, so in general, we are trying to be open about our environmental matters. But now, we are more interested in speaking to the public that the public is in speaking to us.

13.  Do you include health and safety issues in these dialogues?
No, it is only environment, we have a different health and safety policy, which is mostly internal and the dialogue is very internal, and with the workers union and NNF. The dialogue is very much compared to the parties that are close to the Health and safety but we don’t have a lot of dialogue outside with the public. It is more difficult to explain

14. How are the other different stakeholders involved? Ex. Customers and farmers etc

15. I can see that your employees have access to the document management system, MIA. Do they use it?

I think the employees working with safety use the system a lot but other employees are not using the system very much. But most slaughter houses have access to the system through the computers that are around the factory, usually at the canteens, or managers’ office or safety representatives’ office. That is usually where they have located the materials so that they can get access to it.

16. How is this documentation system, MIA operated? Who carries out the work and how often do they meet?
I have an employee here who is writing out the procedures, well not all the procedures because we have some that are cooperative procedures where all the plants have to have the procedures, then we have areas in the management system where it is up to the individual factories to see  

On the cooperate level I have an employee in working on the procedures and she is also in charge of the internet platform so every thing that has to do with the IT system. and at the local factories, it is the person in charge of the environment who writes out the procedures and the procedures are being agreed upon in the safety and environment committee at the site and the factory manager has to agree upon the procedures when they are being put into the system. The factory manager is always in charge of the procedures no matter if they are procedures we have written or procedures they have chosen to have.  

17. What kind of information is included in this system? (Maybe have a look, if possible)
On the environment, all our factories are so large that they have environmental permit and in this permit, you have a number of requirements you have to fulfill and it is different from factories to factories what the procedures are but you will then have  procedures ensuring that all the requirements in the permits are fulfilled. This can be about how you handle chemicals, waste, noise. All these requirements in the permits are broken down in some procedures so we know that we have to do it this way, then we also have responsibility; we have an overview of who is in charge of what so that everybody knows what their responsibilities are. Apart from the procedures, we also have different documents in it, checklist, project plans, for example when we decide that we are going to make a project and reduce our water consumption by 2% and then we will have an action plan under the project plan of what we will exactly do to reach these goals. That is how we work with the system. All of the documentation, we have on another database for instance all the wastewater data is on another data base where all the factories have access to it. So we have the MIA, management system and the data base on the other hand called MIA data.

Is health and safety and energy data also included in the MIA or is it kept separately?
Is the SIMU involved in energy evaluation as well as well as environment and health and safety?

The SIMU is the organization which has to agree on who is responsible for what, they have to make the action plans, project plans and a lot of the questions are being discussed in the SIMU. Actually all the questions should be discussed in the SIMU but some of them are very technical and so the SIMU are only being informed that now we have a project going on and so on.

18. How many of the 26 companies in Denmark have an integrated management system in the two management systems?
I think we have about 13 with fully implemented systems, 7 of these are also certified and then we are working on the implementation of the other sites. But all the sites that have a potential environmental impact if they don’t manage the things right have an environmental management system

19. How is IMS organized and managed in the individual companies?

IMS is organized more or less the same in all the companies.

20. Has there been difficulties relating to replacing the existing bureaucracy with the new?

Always. 

21. If yes, how did you overcome this or are planning to overcome this?
The process we made developing the management system, ie the paper work and now we are going to make a new one and we invited everybody and who could later on be working with the management system to be part of the process. It is difficult to make a    part of the decisions we made on the way. Then we had a couple of factories where we knew we were going to have some problems. And then we had an external audit from the Nordisk Veritas. They came in to make a preaudit and that helped a lot upon the acceptance of the new system because they saw that the system they had in place was     and they were happy about and that was the way we leveled the way for the new system. But you always have resistance when implementing a new system, for example that people are getting a new printer because there is a fault with the old printer and it works in a different way than the old one, if people don’t understand the new printer, they will find a lot of fault with it and complain about it until they get used to it and forget about the old printer. I think it is only human.

What do you think would have been the difference with IMS if Danish Crown was smaller company?
You never know how it is going to be like if you haven’t tried it. But I definitely think that the acceptance of the entire process and systems of our sub management has helped a lot. I don’t think you can implement a system like this if you don’t have the full support from the top management whether it is a big or small factory.

22. Do you have any rules or procedures in place to help assist employees to become use to IMS?

Not really.
23. How do the structure and the size of this company affect the IMS?

The smallest factories have 140 people and the largest, 1300 employees. When you implement the system on a small factory, you just have to keep it practical or otherwise, it is going to be a lot of paper work and nobody is interested in that because paper work doesn’t change anything. It is doing the right thing at the right moment that matters. 

In a big company, you don’t have the same easy access out to the employees because you have many managers and then usually also you have night shifts so you need to get all the people together who participate in the implementation and who get the responsibility in the systems. It is a longer process simply because you have to get more people to participate in the process whereas in the small plant, the plant manager knows everybody and everybody knows the plant manager and that makes it a lot easier.

I spoke with the manager of a small factory and he thinks it is easier for bigger companies because they are more educated employees. What do you think about that?

That is not true. Large factories have more resources because they have a larger economic volume, so they can employ someone to work fulltime on the systems where as in smaller companies who do not have the resources to employ someone full time, they will get someone who is doing something else and say, you work with daily routine and also with the systems. It differs a lot who is in charge in small factories while in large factories, someone is always employed full time to do this.

24. What about the fact that it is a food production company and so undergoes state inspection. Does that have anything to do with your choice to integrate your management systems and the manner in which you work?

Not at all. All through the 90s, we got a few legislations concerning the environment from back in the 70’s when you had the environmental permits, planning procedures, then you got the management systems in the late 90’s you talk about product quality, how you manage the environmental forms of the product. More and more, you have legislations and all the environmental issues will be regulated and it was hard for the management to see through the demands and the legislations they had to live up to. I think that was our driving force in implementing a mnagment systems and even the factories which do not have an IMS, we make an audit now and then to see if they live up to the requirements they are suppose to live up to. We must say, even though they do not have the structure, they know what the demands are and they know how to manage their own systems. The complexity of the legislation definitely has been a driving force to making a management system.

25. What difficulties did you meet with the implementation (points to direct discussion: risk of not assigning the right level of importance to each variable; quality, environment, safety, difficulties in organizing an IMS, personnel may confuse the standard, insufficient integrability of standards, inadequate support of certifiers, no difficulties.)
We have two areas, the employees have to accept this system because they are a very important part and then the other thing is that we have training of the employees who have difficulties to read and employees who do not have Danish language as their mother tongue. And we are a company where Danish is main language. And therefore, we have to work very hard on how we communicate this to the employees. That is continuously one of the very difficult things in implementing and running the MS because we also have a change of employees so the new employees will also have to get trained. 
26. What kind of cultural incompatibilities did you face during and after integration? 

It is definitely a challenge which is not going to be smaller. For example in Odense we have a lot of Vietnamese, in Herning we have Sri Lankan, in Ringsted we have a lot Polish, we are getting larger mix so we can translate for example, in Ringsted into Polish but when we have a mixture from all over the world, which is typical, it is a challenge.
How do you plan to overcome this challenge?

For foreign employees who are permanent, we can teach them Danish. In Ringsted, they stay for 6 months, one year and go back so we have a continuous change of Polish people. It is easier to have a translator. We have to evaluate the situation at the individual factory and find a solution for it.

27. Are you happy with your IMS

We are pretty happy about our management system I think it has heightened the level of awareness of both employees and local management on the regulation, demands, the expectation of the cooperate management.

28. How do you measure the success of your IMS?

That is what we use the audits for. On the audits we take the temperature on the system of how well it is implemented and how well it is running and then we use the yearly evaluation at the factory, where we at the corperate level we go through all the evaluation together with the employees I have here very often participate in the evaluation so that they can ask questions. Even though we are a large factory, we have a very close network and we have a very good knowledge of how things are going and if our factory managers are not happy about the way things are going on it will not take a very long time before we at the Headquarter know of their opinion about it.

29. What benefits have you had as a result of the implementation of IMS (Guidelines: Optimization/unification of internal audit, Optimization/unification of external audit, reduction of documentation, time resources saved, optimization/unification of training activities, less bureaucracy, human resources saved, rule out conflict of different company strategies, better definition of responsibilities, financial resources saved.)

We have not been able to measure a reduction in cost concerning health and safety. But we have heightened our level of documentation and on environment we are also sure that we are meeting the requirements of the demands that are being put on us. As a large company, it is important that we know that we live up to legislation but we have not made any money on it.

30. What other initiatives have you taken that have led to significant results since the implementation of IMS. 
We have decided that our MS is the driving force of the environmental in Danish Crown but here in this department, we also work with BAT, we are developing different databases so in the factories, they can use   So on that level on the development of   that is an area where we do not measure what the outcome of things are. I know in other companies, they are very much aware of what the outcome of a project is. Here in DC, we very often, forget to evaluate things, but in water and energy, we have a benchmark system where we . That is not part of out IMS but a benchmarking system which is again apart from the two other systems and we have been using the systems for     and we very much use it as a driving force to save water and energy and we are definitely cutting down on water and energy. We love showing this curve where it is just going down and down but now it is flat. Even though for the past two years we haven’t cut it, we are still working on it and we have been looking into new projects especially concerning, the consumption of energy. We still have areas where we could cut down energy but it would be expensive because in Denmark, we have tax on energy saved. 

We do not have a lot of waste, our challenges include water and energy used and we also use a lot of cleaning chemicals. Apart from the chlorides, the other chemicals are banal so we do not use any environmentally dangerous chemical. But we still have to cut down on our chemicals used. Another challenge is mobile or transportation. If the pig is transported in and the cooling cannot go on again and all the biological processes from our waste. We still need to work on

C. Questions pertaining to institutions

31. How does the behavior of each management system affect the other systems in your IMS?

The management system becomes easy in an IMS. If you make a complicated management system, it does not help. I definitely think that the success of a system is based on that it is transparent, easy and logical in the situation. Our situation is logic and it is a continuous challenge to keep it simple. People working with systems are systematic and what to create systems so we have to work to keep it down. It is like mushrooms in a rain forest. If you do not pick the mushrooms, they grow everywhere.

32. One of your aims for IMS is to treat environment and health and safety at the same level. How do you organize the IMS so that equal emphasize is placed on all the management systems?
That is mainly how our production directors, out technical directors and out top management here have to make sure that our factory management is aware so that they give them the importance that it requires by living up to the procedures. And then we use the audit finding which is being communicated to the management at the HQ.

33. Do you sometimes have problems of focus being placed to particular management systems? How do you cope with such a situation when it occurs?
No but now and then we have to prioritize for example the robots in the slaughter house  are using much more water, energy and more waste but they have taken a lot of heavy operations, so we have solved health and safety issues but we have to use more hot water, energy and waste water in doing that. Some of the prioritization have to do with what is important, but if you ask they employees, the health and safety will be more interesting and environmental too if you are often more technical, we keep it to a smaller circle of people at the factory. Concerning the robots, we will never put our employees at risk.

34. Does the success of your IMS depend on the success of the different management systems or the interaction of the different management systems?
A management system has the same structure, PDCA, if you have an IMS, then you have a backbone and then the things you integrate are added along this backbone and the success of IMS depends on if you have structured the backbone right, then you can integrate anything in there. That is also why we have integrated part of our MS as integrated electrical safety which is being very far way from environment and health and safety but structure of our MS opens so that we could simply just add it on and I think the success depends on the 

35. What laws or executive orders made you to get any of the certification?

Example legislation concerning water, what is waste and what is not waste, what you can do with your waste, ie sorting. That is different from municipalities by municipalities. We have a limit on the amount of waste water per year that a company is allowed to discharge, the pH and the temperature They have a demand on N, P, daily amount of water etc. it differs in each municipality we also have national demands on how we manage slugde from waste water, manure from stables, these are some of the legislations.

36. How do you react to management problems? Can you give an example?
Of course we work a lot with risk analysis where we try to analyse in an area where a problem might occur and therefore we try to make preventive measures but if we realize that we have problem occurring, we have to find out why it is happening but it is definitely not our strategy to solve a problem as they are occurring, because we will use too many resources, time, economy, frustrations. But it is not always we have to analyze for everything. And then we have to solve the problem when it occurs. And then you have the human factor, it is not always you can analyze what people do, all of a sudden they do something surprising or unexpected.

D. Miscellaneuos
37. Can I have a copy of your latest green report? Yes, is it ok if I send it to you by mail? Because it quite new, I week old and we do not have a printed copy.
38. For the organizational plan, there is a description at the corporate level, work with the most strategic issues and also the consulting project management but we do not have a diagram showing how we do things. I have a slide here of what we do at the corporate level and what they do at the company level. You can take that along

39. Do you have any joint documentation for IMS? If Yes Can I have a copy? No we do not have any publicly related documentation about our IMS. All is included in our green report and this is of course data minded. Our management systems are in the internet system. 
40. Are they written together or separately? They are written separately and put together. 

41. Can I contact you later for more information
Yes of course.

Appendix E. Erik Taabbel Fiskeeksport, Skagen.  Interview with Peter Friis on the 4th of March 2008
Introduction: I am Patience Mulu a final year master’s student of the Environmental Management Programme and working on my thesis based on integrated management systems. I am grateful you accepted to answer my questions and help provide useful information for the completion of my thesis.

A. General on IMS

1. What is your job title and responsibilities?

I am a quality and environmental manager and I am responsible for the quality and environmental management system. We have ISO 14001 and 9001.

For how long have you worked with ETF?

I started in 1993 or 1994.

How many employees were there in the beginning and how many are there now?

There were 120 and now there are about 80 because of the use the machinery. We have had new machinery and it is becoming hard to get employees for this type of company. In summer we make lots of filets for the Dutch market which demands lots and lots of people, so we got new machinery. It is not high status to work here. It is cold, and don’t smell good you smell when you return from work, it can be early,  it is heavy to move all the stuff but now with ISO 18001, we have together with the staff made a lot of improvements and the jobs more easier but it is still low  status to work in production factory.

Does this mean that production is less now?

No, production is more or less the same but not the same every year. It is because we depend on fish as our raw material and we are restricted by the amount of fish which has to do with the quota system, so we cannot catch more than a certain quantity and weather. We are not allowed to catch the same amount of fish every year but we are able to produce more now than before. 
2. In which year did you begin integrating your management systems? 

We started in 1994 and we had license in 1995 and we were the first company worldwide with the integrated environmental and quality management system.

3. Did you integrate your management systems after each certification or from the beginning?

From the beginning, we had both at the same time and it was ISO 9002 for quality and BS 7750 for environment. There was no ISO standard for the environment at that time. 

4. What are your ambitions with the different management systems?

We wanted to know our own company better, we started looking into all our operations, at the same time all the inputs and outputs of this company, raw materials, electricity water and so on and out of the company we had herrings, waste and waste water. We try to limit it all together at once. We could improve our quality but it will be done in such a way that it will damage our environment.

5. What were your reasons for integration?
We wanted to look at all these things at once. We could make nicer herring with more water for instance but it would be bad for the environment. A lot of waste water will not only be bad for u but for the communities as well. That is the reason why we decided to look at all the management systems at one time

6. Did IMS stem from any demand from customers, be it directly or indirectly.

Not at that time, most customers did not know anything then but later on we have had enquires or demands from our customers. 

7. How did you implement integration? Which integration model did you use?

We created both quality and environment at once and integrated. We looked at the company with two pair of glasses at the same time, one for environment and one for quality. We wrote all the documents to include both quality and environment at the same time. 

Do you now write the environmental and quality report together?  We wrote all standards and books to include both environmental and quality at the same time. Later on we decided to join the EMS registration as Nordis Veritas audits both environmental and quality at the same time. So we make reports of both.

8. Why have you not integrated health and safety together with quality and environment? 

Now it is integrated in our management systems even though it came later and it wasn’t in the beginning. It is added to the system much much later though

Eventhough the health and safety is headed by someone else?

Yes, on the papers but it is quit a different thing now. Health and safety are integrated.

B. Questions pertaining to the levels of integration
9. Did you integrate based on the similarities in structure of the standards or the similarities in processes such as policy, objectives, audits, documentation, management review etc? 

We look at the structures but we are practical people here and so we take each operation and use our competence. Some of the standards in my opinion are very theoretical and all the standards made by people with not much working experience, who have been in school throughout and so they make very theoretical standards but we keep it simple by making the instructions and policies in such a way that the employees can understand. We do not aim too high. If you make it complicated, nobody knows anything about it, so we try to make it in consideration with the workers. I suppose you will be helping companies to make management systems when you return to Cameroon. I have had this discussion with Tine and Arne many times to keep it simple and practical. We have people employed here from Thailand who can’t read to we have to explain to these people because they need to have the same chance and opportunity to follow the standard as everybody else.

10. Where is your focus placed and why? 

I think we have to place our focus most on quality, because, if not we cannot sell our products but we will never look at only quality. We will also look at staff and see if they are well and the environment as well because it is important for the company to take good care of the environment and its workers. Environment is a kind of religion, this is a strong word, but if we pollute, it is like sitting in a tree and throwing down all the grains.

11. Do you hope to get more certifications or use other standards for example SA?

For the moment, no.

12. How do you ensure a culture of learning within Danish Crown?

We keep our management policies simple. Everybody is offered a kind of education to learn to read and write. We also have people from Thailand and Philippines who could not read and write and Danish employees who are very bad in reading and writing. So everybody is trained and we don’t know who is on which level we offer courses in quality, environmental and hygiene, first aid and ‘secure behavior’(i.e. basic education about not getting hurt or hurting anybody). This is a basic education for all the leaders keep the results secret so that people do no feel embarrassed. We have had very good results I must say.

The courses are running all the time. Next month we will have quality and hygiene course because we have some new employees, about 10 or 12, who have not yet participate in this course.

13. One of your policies is to involve the public in environmental dialogue. How do you do that?

Every year, we have EMS statement of the year of how the company looks on the environmental point of view and Heath and Safety and it is sent to the municipalities and neighbors and also on our homepage or all interested to see if we have improved or look at our plan for the next couple of years.
14. How is IMS organized and managed in the individual factories?

I am the manager of the systems in the administration and in the factories, there are representatives or supervisors that are responsible for the factories but everybody are responsible for what they are doing. I.e. if we are producing anything and one of he employees says it is not the quality it should be or if they see something that can damage the environment, anybody can stop the production. Everybody is important, but workers have to report to supervisors and then supervisors report to me. We have meeting 5 or 6 times a year. A group from all 3 factories and some from the administration meet to discuss about all issues, quality, hygiene, etc, small and big problems. But to be honest, I have never seen people directly stopping production, they get in touch with supervisors to tell them but in the instruction they are allowed to stop the production but you have to be very brave and very sure as well to stop the production.

15. How do the organization and the size of this company affect the IMS?

The structure or organization of this company is like all other companies, in the shape of a triangle with the owner or management at the top, but I am sure there can be better ways. Ownership has to do with history as well. This company functions quite well but there can be problems as some of the employees do not feel like they own the system in the same way as the owners.

What if the company was smaller?

Sometimes I think it is easier with small companies but smaller companies can not afford to have quality and environmental systems because it is not for free. You need to have people working and also external auditors from NORDISK VERITAS or others and it is also very expensive.

What if the company was bigger?

You have to organize it a different way. It will have a lot to do with the people working and the way you put them information to the people and get feedback. It has much to do with the tradition and the employees. In our kind of companies, the employees are lowly educated so sometimes there is too much respect and so are afraid to talk to the supervisors even when they have idea of doing thing better. Either they cannot express themselves or they are afraid to when they are not sure. It is also hard for the leaders to explain what they want so everybody understands in the right way.  It is much easier in a bigger company with more educated people but it will also be difficult for the leaders to explain in such a way that everybody understands. This is easier in bigger companies than our kind of factory because often the leading board is much more educated. We are more practical types; our leaders are sort of low educated theoretically. Our manager can make filets himself from fish and other things too. I used to say, I have had all my education from double dock magazines 

16. What about the fact that it is a food production company and so undergoes state inspection. Does that have anything to do with your choice to integrate your management systems and the manner in which you work?

Yes, they came in this morning but they come here less compared to other companies because of our environmental management system. And also the arbejdes tilsyn come here for inspection to check the workers and working conditions of the workers. What we had today is state checks which check if factory is clean and fish is fresh etc.

17. What difficulties did you meet with the implementation (points to direct discussion: risk of not assigning the right level of importance to each variable; quality, environment, safety, difficulties in organizing an IMS, personnel may confuse the standard, insufficient integrability of standards, inadequate support of certifiers, no difficulties.)
The difficult and important thing is to communicate. Communication between the employees and the leading boards is the most important. It is very important when you make instructions work with employees so as to be sure that the employees know the meaning of everything.

18. What kind of cultural incompatibilities did you face during and after integration? 

We have always had many different cultures. Sometimes there are problems. There is a group of employees from Thailand who support and help each other, so there is little problem. The problem does not have to be with people from different countries because we also have had some Danish people who were not nice to their fellow workers. There is cultural incompatibility sometimes but very little, like people teasing each other. We discuss this in the 6 meetings about the episodes of bullying and we will not accept it. If we have evidence or episodes of bullying the bully has to leave the company, first we give an initial warning and then dismissal of the bully. Our general manager has always looked at everybody with the same eye and we want everybody to feel the same because everybody is the same. 

19. How do you measure the success of your IMS?

With environment, we fulfill our goals or make sure that we are improving all the time. For example, water, we have to use less and less every year but now we are not able to continue to save water because we have to have some water but at this point we focus on other things such as reduction in electricity, gas and petrol, etc.

20. What benefits have you had as a result of the implementation of IMS (Guidelines: Optimization/unification of internal audit, Optimization/unification of external audit, reduction of documentation, time resources saved, optimization/unification of training activities, less bureaucracy, human resources saved, rule out conflict of different company strategies, better definition of responsibilities, financial resources saved.)
We make nice products, we have nice appearance or good image, less pollution, and we are also more happy or proud with the way we are producing. But can’t say from our turnover, i.e. we are not earning more money. It is very difficult to measure this because we do not know how the situation would have looked liked if we did not have this system.

21. What other initiatives have you taken that have led to significant results since the implementation of IMS.
One major thing I will say is that we have open doors to everybody. Anybody can go directly and talk to our director or general manager if he has a good idea or suggestion and we have had some success about this way of leading the company. And we always take the time if some of the employee want to discuss things for example; When we stated building the systems, we had some operations which were pointed out as points to put more focus on for instance water, we tired to check how much gallons of water was used to produce a    of fish etc. some employees tried to make suggestion and they were very good and it was like competition. A lot of the best ideas come from the workers than from the engineers and they were quite simple but quite effective.

Questions concerning employees and communication.
22. Are the employees conscious of their work? Can you give examples?

Yes, I think most of the people are doing their work very well but as I said before, this is low status job and most will prefer another job also because we do not know if there will be work everyday. If there is storm for a month, then no fish but not everybody is pleased to work in this kind of company but we have some good workers because we have customers all over the world who prefer fish from Traabbel to other companies because of our high standard and they can count on what we tell them.

23. Do employees have access to the document management system? If yes, do they use it?

Yes, they have to use it. It spreads to all the factories and the documentation are in every department. They have to use it. There is a copy at the supervisors office and in the canteen. Some are interested in the documentations but not all.

24. How is this documentation system operated? Who carries out the work and how often do they meet?

Everybody knows about their own operations and operations close to themselves. Some have to do some documentation themselves everyday for example to check hygiene, temperatures of freezing plants, salt contents, when we receive different kinds of raw materials and sign etc 

25. What kind of information is included in this system? (Maybe have a look, if possible)

Policy and instructions of operations of their department. It is not these instructions that rule company it is the people so if instructions are not right, we change them. The important thing is that we do what is written in the instruction. We can also work in another way different from what is in the instruction. If someone is not comfortable with the instruction he/she can walk up to me and say it and then we discuss it and change it. We must discuss it to be sure of what we are doing. They have come hundreds of times. It is less and less of course because we have worked with this since 95 and lots have been changed already even though it is not yet perfect.

26. Are health and safety and environmental data kept separately from the environmental data?

No, integrated 

27. Has there been difficulties relating to replacing the existing bureaucracy with the new?

No, as I already explained we are very open to changes.

28. Do you have any rules or procedures in place to help assist employees to become use to IMS? 

Yes, the training courses I already talked about.

C. Questions pertaining to institutions
29. Do you sometimes have problems of focus being placed to particular management systems? How do you cope with such a situation when it occurs?

Sometimes it happens, I think, but not all the time because we are so trained in looking at all three sides so we are used to it. But if you talk to the people selling the products, they will always look at the quality first before environment and health and safety. But when we talk about it, everybody can say if there is something to be adjusted or not, but most often, there are no problems.

30. Does the success of your IMS depend on the success of the different management systems or the interaction of the different management systems?

It is very difficult to say. From the customers point of view, maybe some will say that environmetal is as important as quality but I don’t think they mean it. For example Netto or Føtex will say they care for the quality because that is what will count on the last day. Maybe in future they will see it from another angle because it is more and more difficult to get employees, so maybe health and safety will be more important in future. It is very difficult to answer this but if you ask me, all the three management systems are important and equal.

31. What laws or executive orders made you to get any of the certification?
I will say none. The company thought wanted to get the management systems.

32. Did any of that influence you in integrating your management systems?

No.

33. How do you react to management problems? Can you give an example?

We always try to be in front and not to be an ambulance.  for example, in our system of health and Health and Safety, we have something called ‘close accidents’ where we discuss things that almost went wrong but didn’t. And in meeting we discuss about how to prevent these so they never will be an accident.

D. Miscellaneous
34. Can I have a copy of your latest green report? We don’t have green report. We have an ems report which the latest is 2006. I will send you a copy by mail. 
35. Do you have any joint documentation for IMS? If Yes Can I have a copy? We don’t have that yet. We have to make it and it is only in Danish. We have the three documents out there, so if there is something you want, let me know. 
36. Can I contact you later by mail for more documentation if required?  Yes of course, I am very busy right now but let me know if you need any kind of help.
Interview with employee representative, Lilli Hundlofte
1. What is your name and what do you do in the factory?

My name is Lilli Hundlofte and my daily work includes many things for example, packaging, driving the truck and inspection. I am the supervisor for the health and safety in this factory.

2. Can you give me an example of how employee participates in health and safety, environment and quality?

Yes they do, they so once every year that is the courses but it is also current or continious. We have our health and safety meeting once in two months. We go through everything. We talk about safety, accidents.

Do you talk about environment and health and safety in these meetings?

Yes we do and you know we take courses on quality management. We talk about that too

3. How is information transferred between employees and staff, staff and employees

We explain to the new employees how things should be done and they also take part in the environment and quality courses.

What about the old employees?

They too, if something happen, they have to know and they also come to talk to me if they have problem.

4. Do you have access to information stored in the company about quality, health and safety and environment etc
We have a file on quality, environment and health and safety with the formand and they can read it if they are interested.

5. .Do they employees actually use these documents.

Not really, they have been here for many years so they get used to and we know that they know their work. But I have to tell the new workers.

6. How do you forward your problems or difficulties to the management?

I go there to talk about it. There is good communication between us here and the offices and.

How, can you give examples?

Sometimes, I call on the phone if I have a problem that requires that they come and look at it. Other problems, I go there. And they also have their daily routine where they come to see if everything in the factory is functioning properly, they do so many times a day, we can also talk to them then. We can also give our opinion about whatever and they always listen to us, especially those of us who have been here for many years. We have never had any problem with the administration and we don’t want to.
7. When you work, do you differentiate on environment, health and safety or do you emphasis on or the other?

No, we work on all three at the same time and we think all three are important so we do no emphasis on any.
All three must be in order, isn’t it?

Appendix F; Interview with Anne Lise Sørensen of NNE Pharmaplan on the 6th of March 2008 

Introduction: I am Patience Mulu a final year master’s student of the Environmental Management Programme and working on my thesis based on integrated management systems. I am grateful you accepted to answer my questions and help provide useful information for the completion of my thesis.

A. General on IMS

1. What is your job title and responsibilities?

Anne Lise Sørensen. My job title is Quality systems manager that means I am responsible for the whole system. I am responsible that the requirements in the standards are put into our system. We are using ISO 9001, ISO 14001 and OHSAS 18001. 

Are the systems integrated and who is manager for the entire system?

We have just one QMS systems, I am manager for the system which includes all three management system but we have a department which takes part of ISO 14001 and OHSAS 18001.

2. For how long have you worked with NNE?

17 years and I have worked with the quality department during the last 8 years.

We have certificate to all the three standards in Denmark, and worldwide we are certified just to ISO 9001.

3. When did you get the certifications for environment, quality, health and safety?
We got ISO 9001 in 1997 with former NNE and pharmaplan and in 1995 and in 2003 both environment and health and safety.
4. Why did you get certifications for environment, quality, health and safety?

We got 9001 because it was necessary to ensure that we had a good quality in the company, and then, we had a demand from our owner, Novo Nordisk about environmental standard, because it was necessary because they demanded it. We decided by our self to take health and safety because there are many laws in Denmark concerning health and safety.

5. What are your ambitions or what do you aim to achieve with the different management systems?

We hope that our customers will be satisfied and we are sure that we deliver a good quality and sure to raise the standard of quality in Pharmaplan. 

6. In which year did you begin integrating your management systems? 

We started in 1995 and finalized in 1996 and got the certificate in 1997

7. Did you integrate your management systems from the beginning or after each certification?

We started with ISO 9001 and later put the demands of ISO 14001 and OHSAS 18001 into the system, so we have never had a specific system only for environment or health and safety. We integrated both at the same time because the demands are the same because the demands for OHSAS 18001 are almost the same as ISO 14001.

8. What were your reasons for integration?

The reason is that it was not necessary to have different standards because about 60% of the structure in the standards are the same. There are a lot about management and management review, documentation is exactly the same that is why we decided to integrate. 

9. Did IMS (integration) stem from any demand from customers, be it directly or indirectly.

It was a demand from our owner, Novo Nodisk.

10. Concerning your PAM model, can you explain a bit more?

In the Geomatz system, we explain all the rules that we want the employees to follow and in PAM, Product activity model, we explain how to do the things. That means when we have demand in the Geomatz, we have a template or how to do it in the PAM. If you want to see an example with the Quality for example, you can find it in the PAM so PAM is a collection of best practices or best examples.

The PAM model is not used in management but the Geomats system is a natural way of using the ISO standards for management as the responsibilities are given for the employees, or different management jobs such as manager, or project manager etc. We call it Geomats quality system but it is a management system not just quality management system.

11.  Why did you use this model for management?

It is a natural way of doing it because in engineering companies like ours, it is stated in some rules which we have to go through and the PAM model follows these from the beginning until when we end the project. This is what we write in the model.

B. Questions pertaining to the levels of integration
12. Did you integrate based on the similarities in structure of the standards or the similarities in processes such as policy, objectives, audits, documentation, management review etc? 

We have structured in the same way as the ISO standards because we have taken the Geomats structure and divided into 5 areas which are headline in ISO 9001

13. Where is your focus placed and why? 

Maybe ISO 9001 because we are certified to this standard in many countries.

So why do you think quality is more important?

Because we stared there and is the one we use most. We do not use ISO 14001 all the time but we use OHSAS 18001 all the time because it is deals with employees and is important  

14. Do you involve the public in environmental dialogue? How do you do that?

Not environmental dialogue but it is a demand in the quality and environmental standard that our quality and environmental work is visible and that is why you can find it on the internet. 

15.  Do you include health and safety issues in these dialogues?

In the same way, our working environmental policy is on the internet so you can find it there.

16. How is this documentation system operated? Who carries out the work and how often do they meet.

Our whole Geomatz system is on our intranet which means it is only on electronic from we do not print it. We have a lady in the department who just renew it when we decide to change something into it. I am responsible for the changes we make to the system and this lady or operator of the system can take the specific actions when there will be some changes to the system and then we change the documents when it is necessary and we review every document every 3 years to be sure that if no changes have been made to a document, it is not outdated. This system is entirely internal.

17. Has there been difficulties relating to replacing the existing bureaucracy with the new?

No, we do not have any problems with that because the management take the responsibility that is necessary to update and I am responsible for that. Since we merged with pharmaplan, the management has made the project so it was decided, therefore it was made such that we do not have a bureaucracy.

18. Can I have an organizational structure of the management?
Yes I will send that to you and it is mostly to see the overall management
19. How do the organization or structure and the size of this company affect the IMS?

It is necessary when you have such a big company as we have with about 1500 people, it is necessary to have an IMS as we have chosen. It is necessary considering our size. 

20. How would it have looked like if the company was smaller?

If the company is smaller it is easier to have an over look that everybody is comfortable and takes part of the system and I am sure it will be quite successful in a smaller company as well.

21. What about the fact that it is an engineering consulting company. Does that have anything to do with your choice to integrate your management systems and the manner in which you work?

No because we are not a production company. However, we have a union called AER 89 that we could be member of but there are no specific rules or laws for engineering companies as there is no production.

22. What difficulties did you meet with the implementation (points to direct discussion: risk of not assigning the right level of importance to each variable; quality, environment, safety, difficulties in organizing an IMS, personnel may confuse the standard, insufficient integrability of standards, inadequate support of certifiers, no difficulties.)

We did not have really difficulties but it is always a job to be sure that everybody is aware of what is necessary in the system or what is going on in the company.  We have to catch the different levels of the employees. Employees have different background, some architects, some mechanical engineers or secretary and you know the structure or the needs are different for different employees.

23. What kind of cultural incompatibilities did you face during and after integration? 

We have employees from different countries in Denmark and we have companies in 50 countries worldwide. The Goematz system covers NNE pharmaplan worldwide and the people in Indonesia and Malaysia follow the same system as we do here. We do not really have cultural incompatibility, however, there are some differences for example the signature rules in Denmark and India are different. Then we ask employees in India to give us some inputs so we can change the system so it is suitable for India as well as Denmark.

24. How do you measure the success of your IMS?

It is difficult because it is really not possible. We do it indirectly by audits. We hope not to get too many non conformances and when customers audit us as well, we hope not to get many non conformances. That is how we measure our systems. 

We make internal audits as well, and when we make this, we find out if there are many who do not follow the systems or follow it in a wrong way. And this is a continuous process. 

25. What benefits have you had as a result of the implementation of IMS (Guidelines: Optimization/unification of internal audit, Optimization/unification of external audit, reduction of documentation, time resources saved, optimization/unification of training activities, less bureaucracy, human resources saved, rule out conflict of different company strategies, better definition of responsibilities, financial resources saved.)

The benefit is that we work with only one system so the output for our delivery are equal from one time to another and it is possible to use best practices which means that when you have used a best practice in one solution, it is easier to use it next time. Then you have a structure after which you can use it.

26. What other initiatives have you taken that have led to significant results since the implementation of IMS. 

We have made LEAN product internally in NNE pharmaplan because if we see that there are some difficulties or something that is not good enough, that we can use the LEAN product to find out what can we do better. LEAN is a product where employees come with suggestion to make something better the next time. That is the way LEAN projects are raised internally.

27. Can I have a copy of your goals, strategies? There are not very clear on the internet
I can send them to you.

C. Questions concerning Employees

28. Do you have any rules or procedures in place to help assist employees to become use to IMS?
Yes, when you are a new employee in NNE pharmaplan, you need some training concerning the Geomat system. So first we have a basic course and it is three hours where the headlines or specific things are trained or taught to the students or new employees and everybody who will be employee in Pharmaplan go through this course. If you are going to participate in a project and you have technical background, then you will go through a driver’s license course and it is one and a half day.

29. What kind of documentation system do you have?

The Geomats system.

30. Do all employees have access to the document management system?

Yes, everybody has access to the geomatz system and when they have gone through this training, and then they have to put in their CV the documents that they have been trained. Yes they use the system.

31. What kind of information is included in this system? (Maybe have a look, if possible)
All the demands from ISO 9001, 14001 and 18001 and then decide that there are some demands from Customers. We have found out that it is necessary that we put these demands are put into the systems so that the employees know how to handle these demands from the customers in to the products. And then some demands from the management. We have to write a bout things which are not necessary demands form the standards for example, business ethics, because it has been quite used nowadays and Novo Nordisk focus quite a lot on business ethics, so we have included it into the Geomats system.
32. Do you provide some sort of training for your employees concerning the use of the PAM model etc.

Yes, earlier, we had a basic course for employees and we will have it again. As for now, we do not have anything because of the merge, we had to take it off again. Then we have to call it on and off training you can say.

C. Questions pertaining to institutions

33. How does each management system affect the other systems in your IMS?

They affect each other in a way because they are placed together, ISO 14001 which effect will that have on ISO 14001. Because the systems are placed together, we always know what is going on with the other standard.

We make according to the ISO standards a quality management regularly and we decided to write the report twice a year, and we write on different things during the past year and also about the financial status for the company. We do not make a specific environmental report. We put it into the same quality management report but we write about what we experience during the year and we have a quality plan which states something about the quality, the environmental and about the working environmental but we do not make a specific green report.
34. Do you sometimes have problems of focus being placed to particular management systems without meaning to? How do you cope with such a situation when it occurs?

We do not know how much time we spend on each system but when we make a project or a new facility, we ensure that the people from the environmental participate in the project but we don’t know how much time is spent on it.

35. What laws or executive orders made you to get any of the certification?

Never the less we are certified or not, there are some specific laws or rules we need to follow worldwide. In Denmark we follow some rules and in China some other rules but we have focus on that and listed the laws we have to follow. For example in Denmark, we have the bygnings reglementer that to buildings in general. It is the Danish law on how to build a building. It states that you need a certain level of light inside the house so you need a certain level of windows and we are not allowed to use a certain level of energy then necessary. There are certain laws that we follow and we are not allowed to do certain things as engineering company.

36. How do you react to management problems? Can you give an example?
We try to be proactive in the way we have made the PAM and we try to identify the problem before they occur and when we have a non-conformancy we say what we do next time to be sure that it will not occur again. We try to be proactive but it is not easy.

37. I read that servicing companies are more holistic in their management. What do you think?
Yes I think it is true because we focus on the problems before the occur and sometimes we donot see it before and sometimes it is too late but sometimes we try to make proactive things next time.

D. Miscellaneuos
38. Can I have a copy of your latest green report? We have joint documentation we donot have a green report, I cannot give the geomats system but I can give you the front page of the intranet so you can see the structure of the geomats system.
39. Do you have any joint documentation for IMS? Yes, that is the geomats system.
40. Can I contact you later by mail for more information later if need be? You just call me again if you have something.
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This Masters thesis is a qualitative study of three examples of Danish companies in relation to the needs of the companies and the levels of integrated management systems.





Integrated management systems here refer to the integration of quality, environment and OH&S management systems. Focus is placed on the levels of integration. Existing theories, integration models and experiences are analyzed and an analytical framework is developed which is used to determine the needs of companies, the integration model and level that best suits the different levels of integration.





Existing experiences in relation to IMS, such as the incentives, disadvantages and benefits are also analyzed and related to the levels of IMS. And it is seen that the incentives and benefits are related to the levels of integration, meanwhile there are almost no difficulties faced. It is also found that all three companies integrate their management systems to at least the coordinated level. The factors that determine the levels of integration are the size, functioning, competition, institutional setting, kind of system and all these depend on the needs of the companies as well as the needs could be determined by all these factors.
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� Total Quality management (TQM) is a management strategy aimed at embedding awareness of quality in all organizational processes.  It is a management approach for an organization, centered on quality, based on the participation of all its members and aiming at long-term success through customer satisfaction, and benefits to all members of the organization and to society with a major aim is to reduce variation from every process so that greater consistency of effort is obtained. (Royse et al, 2006 p 151) TQM is an approach which focuses on employees, customers and continuous improvement. (Jorgensen, Remmen & Mellado, 2005)  


� � HYPERLINK "http://en.wikipedia.org/wiki/Total_Quality_Management" \l "_ref-eisor_0#_ref-eisor_0" \o "" �^� Han, S. Bruce. � HYPERLINK "http://digitalcommons.uri.edu/dissertations/AAI9988221/" \o "http://digitalcommons.uri.edu/dissertations/AAI9988221/" �The effects of ISO 9000 registration efforts on Total Quality Management practices and business performance�. Retrieved on � HYPERLINK "http://en.wikipedia.org/wiki/October_9" \o "October 9" �9 December� � HYPERLINK "http://en.wikipedia.org/wiki/2007" \o "2007" �2007�. 


� HYPERLINK "http://en.wikipedia.org/wiki/Total_Quality_Management" \l "_ref-tiis_0#_ref-tiis_0" \o "" �^� Sun, Hongyi. � HYPERLINK "http://www.emeraldinsight.com/Insight/viewContentItem.do?contentType=Article&hdAction=lnkpdf&contentId=840648" \o "http://www.emeraldinsight.com/Insight/viewContentItem.do?contentType=Article&hdAction=lnkpdf&contentId=840648" �The trajectory of implementing ISO 9000 standards versus total quality management in Western Europe�. Retrieved on 9 December � HYPERLINK "http://en.wikipedia.org/wiki/2007" \o "2007" �2007�. 


� HYPERLINK "http://en.wikipedia.org/wiki/Total_Quality_Management" \l "_ref-tqmi_0#_ref-tqmi_0" \o "" �^� Sun, Hongyi. � HYPERLINK "http://www.emeraldinsight.com/Insight/viewContentItem.do?contentType=Article&hdAction=lnkpdf&contentId=840442" \o "http://www.emeraldinsight.com/Insight/viewContentItem.do?contentType=Article&hdAction=lnkpdf&contentId=840442" �Total quality management, ISO 9000 certification and performance improvement�. Retrieved on � HYPERLINK "http://en.wikipedia.org/wiki/October_9" \o "October 9" �9 December� � HYPERLINK "http://en.wikipedia.org/wiki/2007" \o "2007" �2007�. 





� Sustainability “is a process of change in which the exploitation of resources, the direction of investment, the orientation of technological development and institutional change are in harmony and enhance both current and future potential to meet human needs and aspiration” (Brundtland Commission 1987)


� HACCP is guiding principle and regulating documents for food safety mostly for sea foods (FDA 2008).





