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Foreword

This Handbook was written at the request of the ISO Technical Management Board for organizations
seeking guidance on how to integrate requirements of multiple ISO standards into an organization’s
management system, both effectively and efficiently.

Since the publication of the first edition of this Handbook in 2008, there have been a substantial number
of changes in both ISO and non-ISO management system standards, affecting all types of organizations.
These include the introduction of the ISO High Level Structure, provided in ISO/IEC Directives Part 1,
Clause SL.9. The Handbook has been updated to account for the changes.

Any feedback or questions on this document should be directed to the user’s national standards body.
A complete listing of these bodies can be found at www.iso.org/members.html.
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Introduction

General

It is recognized that organizations will have some form of a management system. Whether the system is
formal or informal in nature is dependent on the scope and context of the organization.

Many organizations will continually reassess their scope and the context in which they operate as their
organization evolves in alignment with the changing needs and expectations of their interested parties.

When the context and scope of an organization changes, this is a useful trigger for the organization to
learn from others to ensure that the requirements influencing their business processes are integrated
and support the organization’s objectives.

This Handbook uses the phrase ‘integrated management system’ to refer to the outcome of the process
of integrating requirements from multiple management system standards into a singular management
system within an organization.

The process for the updating of the Handbook was guided by the participation of voluntary
organizations in answering a questionnaire on their integrated management systems. These
organizations are representative of countries across the globe. This Handbook makes reference to this
questionnaire as ‘the Survey’ with results shown in Appendix B.

The challenges faced by an organization in developing an integrated management system will vary
based on the size and maturity of the organization.

Having an integrated management system can assist in maintaining a sustainable business model
through changing environments.
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Layout of this Handbook
This Handbook contains three chapters, as illustrated in Figure 1:

e Chapter 1 describes the fundamentals of a management system and how it links an organization’s
strategies, plans, and operations.

e Chapter 2 describes the structure and content of different management system standards and their
application.

e Chapter 3 describes how an organization integrates the requirements of multiple management
system standards into their management system.
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v
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v
Resources
v
Performance Feedback

Understanding Systems

Management system ‘
‘ Approach

features ‘

Chapter1

}

Establishing Systems
Approach

Organisational context,
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Foundation Application
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Chapter 2 of MSS Requirements

!
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Implementation of MSS
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Integration MSS Requirements and MS MSS Requirements into MS Integration
‘ Lead the integration ‘ ‘ Structure MS ‘ ‘ Analyze gaps ‘
v
Chapter3 ‘ Deterri?litr;e rt:gos;f)pe of ‘Structure MSS requirement% ‘ Close gaps ‘
g l Apply lessons learned

‘ in the organization

Maintain and improve the
integration

h 4
Map MSS requirements
‘ Plan the integration ‘ against the MS ‘ Verify gap closure

Figure 1: Chapter Content Diagram

It also contains two annexes:

e Annex A details an extended generic example of “Jim the Baker” designing, implementing and
integrating new requirements as the business evolves and grows.

e Annex B details the graphical representation of Survey answers.
Each chapter follows a specific layout and acts as signposts for action.

Guiding question(s) - Prompts for the reader to think about the subject matter covered in the section
and how it relates to their organization.

Overview - Foundational elements outlining the subject matter.
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Approach - A practical guide to applying the subject matter.

Case(s) in Point - [llustration of the subject matter as applied in different real-world organizational
contexts. The case studies have been edited for clarity and are illustrative only.

-.ﬂ
“Jim the Baker” - [llustration of the subject matter through the use of a generic example. ‘@

Practice questions - Prompts for the reader to apply the principles and methods to their own
situation.

How to use this handbook?

The handbook is intended to help organizations understand and apply management system standards,
MSS, and the framework to implement a single management system or for integrating multiple
management systems.

This Handbook has been designed so that the reader can start at any chapter depending on the context
of the organization and the problem which the reader is attempting to solve. For example, in an
organization already using one or more management system standards, a reader may simply move to
Chapter 3 for guidance on the integration of the requirements of those or additional standards into the
organization’s management system. Alternatively, if the reader’s organization wishes to improve and
have a greater understanding of its management system through the implementation of one or more
management system standards, they may begin reading at Chapter 1 or 2.

The reader may use Figure 1 Chapter Content Diagram to establish the most appropriate sections with
which to start.

This handbook does NOT:

e Provide a specific structure for an integrated management system, either as a requirement or as a
guideline;

e Give preference to any standard;
e Contain any auditable requirements or additional obligations;

e Give preference to an individual organization’s approach or practice, as described in any case study.
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Chapter 1: Management system

The chapter sets out the purpose and components of a management system. Then the chapter describes
how an organization’s management system fits into and is related to their business context. This
understanding is the foundation of an integrated approach to the management system.

System Components Relationships
Management system ‘ Objectives Understanding Systems
features — Approach
Chapter 1 Processes
r 12
Organisational context, Resources Establishing Systems
risks and opportunities 5 Approach
Performance Feedback
Foundation Application
Purpose and Objectives Relationships of MSS
of MSS Requirements
Uses and needs for MSS Implemer.ltatlon of MSS
Requirements
Prepare Connect Incorporate Sustain
Integration MSS Requirements and MS MSS Requirements into MS Integration
i i Analyze gaps
‘ Lead the integration ‘ ‘ Structure MS ‘ ‘ yze gap ‘ Maintain and improve the
D ine th f - ] l integration
etermine the scope o ‘ Structure MSS requirements ‘ Close gaps ‘
integration v
Map MSS - ¢ l Apply lessons learned
. . ap Moo requirements . in the organization
Plan the integration against the MS ‘ Verify gap closure ‘

By the end of this chapter, the reader should be able to define the interrelationships between an

Figure 2: Chapter Content Diagram

organization and their management system.

1.1 Management system features

Guiding questions

e What is a management system?

e  Why is it important?

e How do you know if you have a management system?

e  What are the main features of a management system?
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Overview

An organization exists to satisfy the needs and expectations of their interested parties. This is achieved
through the presence of a management system. This Handbook uses the definition of a management
system as being a set of interrelated or interacting elements of an organization to establish policies and
objectives, and processes to achieve those objectives. See ISO/IEC Directives Part 1, Clause SL.9 High
Level Structure.

Organizations have differing operating models with varying levels of complexity. Based on this
complexity, the scope of the management system may apply to a sub-set of an organization or the entire
organization. When integrating multiple standards into the management system it is important to
consider the scope of that management system.

The foundational principle of a management system is an understanding of the context in which an
organization operates. An organization gains this understanding by examining its external issues and
internal issues that determine their success and sustainability.

The organization plans their processes in consideration of their external and internal issues. They then
implement the plan, monitor the efficiency and effectiveness based on data, and make appropriate
adjustments. The management system should be documented to ensure continual improvement
activities and retention of organizational knowledge.

An organization that follows and improves its management system will likely achieve performance
improvements faster than those that continue to follow ‘business as usual’ without regularly identifying,
prioritizing and implementing improvements.

Approach

For an organization to be effective and efficient in carrying out its activities, it needs to, first and
foremost, understand its environment and market in which it operates, including the organization’s
competitive position. Then, the organization needs to pull together the processes, resources, tools, and
work force into one coherent and functioning management system. This allows the system to produce
the desired and saleable products or services. Each element of the organization is a process and must
understand the interrelationship of the various processes and parts of the organization.

Whether an organization is small or large, simple or complex, the environment in which it functions
influences the design and implementation of its management system. Regardless of whether the
management system is formally defined and documented or less formal, the needs, objectives, products,
services, processes, size and structure of the organization changes over time. As such, a management
system will also need to be agile, adaptable and responsive to these changes.

Survey responses (see Annex B, Q1 and Q2) show that organizations of diverse sizes have integrated
standards into their management system.
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Jim the Baker

%
& 1

Cases-In-Point

MRS Group Limited

Schematic of the management system supporting the Health, Safety and Environment function of MRS
Group Limited:

1. IDENTIFY

Identify areas of risk.
(KPI's)

6. REVIEW 2. STANDARDS

Management Review and Set Standards of performance
Continuous Improvement (KPO's)

5. MEASURE 3. ACCOUNTABILITIES
Measure and Evaluate

S Set accountabilities
(KPI's) (Obligations and Responsibilities)

4. IMPLEMENT

Plan/Strategy implementation

Johnson Controls

An illustration of the “Johnson Controls Manufacturing System (Principles)”:
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“The Johnson Controls Manufacturing System (JCMS) is a key element of the Manufacturing platform
within the overall Johnson Controls Operating System

e JCMS has a maturity model at its core that is based upon nine manufacturing principles

e JCMS is the way that all 130+ manufacturing locations around the world are expected to perform and
defines the expectations for excellence in manufacturing

e The maturity model within JCMS provides a roadmap for the plants to deploy and execute
manufacturing practices and governing behaviors across five levels of maturity, within each of the
nine principles

e JCMS provides a standardized approach and expectations for all manufacturing locations, regardless
of their individual maturity at the start of the JCMS journey”

Practice questions

e How have you defined the scope of your management system?

e  What are the internal issues affecting your management system?
e  What are the external issues affecting your management system?

e How is your management system documented?

1.2 Organizational context, risks and opportunities

Guiding questions
e How does your organization’s context influence its management system?

e How does your organization address uncertainty in its business planning?

e  Who are your organization’s interested parties?

12 © IS0 2018 - All rights reserved


https://webstore.ansi.org/Standards/ISO/IntegratedManagementSystem?source=preview
https://webstore.ansi.org/Standards/ISO/IntegratedManagementSystem
https://webstore.ansi.org/Standards/ISO/IntegratedManagementSystem?source=preview

The Integrated Use of Management System Standards (IUMSS)

This is a preview of The Integrated Use of Management System Standards (IUMSS). Click here to purchase the fu

Overview

When considering its context, the organization needs to understand both the internal and external
issues, which influence the organization’s purpose, objectives and its sustainable success, such as:

e The needs and expectations of interested parties.

e External issues such as political stability, economic and competitive environment, cultural and
social norms, technological advancement, environmental protection and preservation, and legal
compliance that needs to be addressed.

e Internal issues such as leadership, management, communications, competencies, and the like.

e Understanding their operating environments and the way the organization differentiates and
competes.

The organization’s management system is impacted by the needs and expectations of various interested
parties. Determining the needs and expectations is a key step in the process of developing the
organization’s objectives. This can involve balancing competing and, sometimes, conflicting needs of
various interested parties.

As the organization considers their context, the determination of their risks and opportunities provides
valuable inputs into the design, implementation, maintenance and improvements of the management
system.

There are a wide range of tools and techniques available to determine and address risks and
opportunities in an organizational context. These should be chosen to suit the context of the
organization.

Approach

There are many common techniques for identifying and analysing internal and external issues
impacting an organization’s management system. These include force field analysis, environmental
scanning and benchmarking, Strengths - Weaknesses - Opportunities - Threats (SWOT), and Political-
Economic-Societal-Technological- Legal-Environment (PESTLE) (e.g, see ISO/TS9002:2016).
Regardless of the method or tool, it is important for the organization to take into consideration these
contextual, external and internal issues, and the identified high-level risks and opportunities.

Jim the Baker

(Y
& a1z

Cases-In-Point
FCC Construction

“FCC Construction Policy” supports their management system with the strategic objectives and
interested parties:
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T FCC Construction Policy o ol

“This policy and the principles of action outlined herein must be understood and applied by all persons within this company when carrying out their activities.”
“We are committed to continuously improving the Management System and complying with legal requirements,both those to which the organisation subscribes as well as
the applicable regulation.”

Quality Environment R&D&I Information security
The actions conducted by FCC Construccién are The leading position of FCC Construccion is . . .
intended to permanently improve the construc- The actions conducted by FCC Construccién consolidated through innovative activities in FCC Construccion safeguards information as
tion sector. Therefore, necessary measures are are focused on respect for the environment by: line with the most significant breakthroughs in a strategic resource in our daily activity:
established to: the sector, in terms of:
e Strengthen and enhance the international lea- « Complying with regulations, laws and other « Innovation of technology and processes * Preserving the confidentiality, integrity
dership position within the sector. applicable commitments undertaken by linked to its main activity. and availability of information.
the Company.
* Guarantee client satisfaction. * Actively participating in initiatives that are « Identifying precautionary measures which
« Continuously improving by analysing and focused on the following lines of action: are proportional to the value of the assets
* Ensure staff receive the level of training necessary inimisi the envir I inciden- . to protect, their level of exposure, and the
to continually improve their work performance. ces which arise as a result of the Company’s - Underground construction impact of possible security breaches.
activity, contamination prevention actions, - Materials
* Meet client requirements and those stipulated biodiversity protection and conservation, - Transport networks . * Making all FCC Construccion staff. aware
by the law. waste reduction and optimisation of resources - Building and sustainable refurbis- of the FCC Group’s internal information

- hment

Prevention of risks at work
Environment

Process management

- Marine works

Sustainable construction
Energy efficiency

consumption. security policies.

* Guarantee working conditions that facilitate satis-

faction and safety of workers. * The involvement of the parties concerned ViSion

(internal staff, clients and subcontractors) in

* Achieve profitability that guarantees remunera- environmental management.
tion corresponding to the capital employed and the

greatest distributed profit.

We want to be the international
benchmark construction com-
pany regarding the provision of
solutions focused on citizen well-
being, societal progress and sus-
tainable development.

A diversified and integrated
company, committed to its em-
ployees and respected for its abili-
ty to generate value and innovate
in response to social needs.

= ki =
Torre Castellana 259, T Ciudad de la justicia
fia 1-95, EEUU T T ‘46 Barcelona Puente Vidin Calafat, Bulgaria Puerto de Agu, Brasil

Mission Values

Viaducto Gilberto Borja Navarrete

Providers Clients

) To create value for the « Commitment
With regard to providers, FCC Construccion N c(:‘mﬂ‘any End for_dqur © Eg’;‘ﬁ;‘ﬁ\c/e The actions conducted by FCC Construccion
. shareholders roviding . i i H .
shall ensure that: e seyreices ang o Resee: (o e e concerning clients are intended to:
management for: designing, ment
¢ They wish to form part of the core of stable constructing and operating « Looking after people « Carefully manage client relationships.
collaborative companies. infrastructure and services which . }I_"tEQFIth
efficiently, sustainably and e jeamwor « Expand geographical areas of action with
« First-class companies in their specialties are safely contribute to the ";?'l":’:l;:? ° L’é’éﬁﬁg@:ﬁﬁ.g@;ﬁf the most clients from other strategic countries.

included on the list of classified providers.
o Thereby, aiming to diversify into other addi-

Prevention of Risks at Work tional strategic sectors of construction activity.

The actions conducted by FCC Construccion are intended o All of the above with the utmost respect for
to protect the safety of workers, therefore conditions are and consideration of the impacted communi-
established which are necessary for: ties, indigenous people and cultural heritage.

¢ There is necessary transparency in relations-
hips with providers so as to promote mutual
trust.

Employees

With regard to providers, FCC Construccion shall

ensure that:

* FCC professionals feel proud to belong to the e Conducting work projects with a high level of safety.
Company.
« Prevention integration in decision-making at all levels of
* Employees want to continue working for the the company’s hierarchy.
Company.
o P i or and i a monitoring
* There are no cases of internal discrimination, process suitable for prevention, which minimises situations
depending on the organisation that provides the of risk on the works.
services. H
« The involvement of the parties concerned (internal staff, . Mlguel Jurado .
clients and subcontractors) in prevention management. Chairman of FCC Construccion
e | « Promoting healthy working environments, as well as Version 15 - 06/03/2016
Estidlodiadenaitic Varsovia healthy worker habits both in the workplace and in non-

professional settings. Promoting healthy working environments,
as well as healthy worker habits both in the workplace and in
non-professional settings.
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Specialty Fasteners

Specialty Fasteners’ consideration of the context of the organization, including the mapping of their
stakeholders and interested parties to the needs of the business. Their SWOT and PESTEL templates
follow as inputs to their Business Plan on a Page with a goal to integrate ISO 45001 within their QMS.

Specialty Fasteners Stakeholders and Interested Parties needs, expectations and Interests in the busi
Stakeholders and i Owner/ Board Information| Risk and
Financial | Intellectual | Aspects and Ethical [R&D, NPD,| Strategy |OccHealth| & Cyber Loss Social Brandand | Training & | Third Party

Interested parties

Probity Capital Impacts Value and Plans | & Safety | Security | Control D

Investor / Shareholder / Owner

Local
C / Clients

Technology Alliance Partners

C / Advisors

Industry Associations

Uni ities & Technical colleges

SpecFast Internal Factors SWOT Analysis
Description Ranking Actions to take Responsibility| Date

Strengths (to defend)

Weaknesses (respond to)

Opportunities (to consider)

Threats (assess risks)

SpecFast External Factors and Strategic Arena PESTEL Analysis

PESTEL Description Effect on the Organisation [Ranking| Actions Required [Responsibility| Date

Political Issues

Economic Issues

Societal Issues

Technology Issues

Environmental
Issues

Legislative Issues
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SPECILTY ¥y~ SpecFast Lakemba Australia | Sydney office

FAST 82 Yerrick Road, Lakemba
NENCO B EN ERS Business Plan and Objectives Phone: +612 9750 9444
i INE‘i\‘co lakemba.sales@specfast.com.au
R www.glademfg.com.au
Our Values - Glade Manufacturing & Sales Pty Ltd was established in 1959 and 7 GAM N
was purchased in 2015 by the Inenco Group Pty Ltd. Glade is now \ /
« Safety Specialty Fasteners as at March 2017.

« Specialty Fasteners sites are located in Lakemba and Tomago
+ Learning NSW with the Lakemba Management System and Scope being:

“Warehousing and supply of fasteners and industrial products”.

* Integrity

« Originally ISO 9001 certified in 1995, it transitioned to ISO
) 9001:2015 in 2018 and plans to integrate ISO 45001:2018 to comply  FASTENERS FORANY APPLICATION
+ Service with AGL, Defence, Komatsu, Thales, UGL Contracts and others

+  MINING
+  HEAVY VEHICLE
TRANSPORT

« The Business Planning process includes a SWOT, PESTEL and - ‘i ' - MAINTENANCE
Stakeholder Analysis to maintain our Customer Service strategy

Q ' \ \ +  VEHICLE FIT oUT
-ﬂ B - «  DEFENCE PROJECTS
Unbrako/ Customer Rely on us Great people 1ISO 9001 :11 - T2
experience Service & products |4 suppliers - ¥ A
=3t o

@:ﬁ-—lrﬂd{ © IAMESELEN

+  RAIL WORK
+  MAINTENANCE
‘MAPTCO | Results Business Purchasing &
E driven growth productivity Revenue
. WATER

ancome o
. People & ' i Our work ' ‘Pronto’ - howex e
| Holdite | Technology Our people culture technology f
TRIDON > i «  DEFENCE
Value ; . . A MAINTENANCE
. . CETER = Marketing & Customer Operational R T P . Derence provecrs
Buildex . ] 1ISO 96361 Pricing solutions management Foer

Practice questions

* Respect

e How do you ensure the organization’s strategy is relevant and adaptive in responding to the
markets within its context?

e How have risks been determined and addressed?

e How have opportunities been determined and capitalized upon?

1.3 Components of a Management System

In every management system, there are several essential components for it to function. These are:
e Objectives

e Processes

e Organizational structure and resources

e Performance feedback
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1.3.1 Objectives

Guiding questions

e Are there objectives in place that address the needs of the organization’s interested parties?

e How do these objectives relate to the organization’s management system?

Overview

An organization starts with an idea to accomplish their objectives. In pursuing those objectives an
organization is dependent on several interested parties. However, objectives cannot be viewed in
isolation. When objectives are considered in the context of the organization, the results are likely to be
far more beneficial to the organization. The organization’s challenge is to understand how to set
objectives that match their business context. Prioritization of competing objectives and the impact on
planning and resources can be complex. This results in the need for effective communication.

Approach

Objectives should be an output from the organization’s planning processes, supporting the integrated
management system. The objectives then need to be cascaded throughout the organization. Planning for
the deployment of the strategy reflected in the objectives is imperative to the overall success of the
management system.

The Survey identified a range of metrics utilized by organizations with integrated management systems
(see Annex B, Q20). The key aspects are that metrics should be chosen and aligned based on the context
in which the organizational objectives have been set and that they be consistent throughout the
organization.

Jim the Baker

Q¢
{@

Cases-In-Point
Johnson Controls

One approach in setting objectives is given in the case study of Johnson Controls. Johnson Controls
utilizes a process based on Hoshin Kanri style of planning. First, the process involves an Environmental
Scan, which encapsulates the issues affecting the context of Johnson Controls and their interested
parties to develop a strategy.

Secondly, a Plan Deployment Matrix is developed to determine the long term and annual objectives,
which are fulfilled through the creation of annual projects. In order to ascertain the progress and impact
of the projects, metrics are chosen and aligned to these objectives. The projects are monitored on a
continual basis. In the case of Johnson Controls formal project teams report out monthly.
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Manufacturing Excellence Strategy Deployment X-Matrix (FY17)

Self-zustaining processes for Marufacturing Excellence .
. Diriving plarts bo Matunty Level XX . .
Achieve $20M Savings
. Marnfachurirg E seellerce recogrized ] :
. Empowered work team roles enabled . . .
- Learning onganization .. -

FY17
Priority Initiatives

g
=
§ &
= [ —
; HENE
= n
5 = s [glo
HI SR EHEHEE
e § FY20 TRUE NORTH *® wl|w ||k
=| s One John g ts:g
o= son Controls Way of g AEEEE
2 2| = Manufacturing s If,,f_'..ru—.l.
|2 g = FY17 Annual |to Attain World Class Performance FY17 c|s HEEE =
HHEAE Objectives As measured by; Strategic KPls a|¥| |E[3|E|E|8
el6|2| 5| B JCMS Maturity Level = X HHARHAHEE
Ez 28 E Total Year savings of SXXXM = g % E 3 € Eu =
|5 5| ® o =|5% HEE
HHHHE {HHHHHEE
E|£ | E|= E
HEEHHEE HABHHEHEE  ARANAE
HHEHEE HEHEHEEEA  HHEHHE
£|= | = 2 B‘ngﬁgiE sle|s|8|s8|8
= o| = o | =
BEEE% E Fy20 HHESEHEH HHEEEE
HEH 5 | Breakthrough Goals HHEHHEEHE HHHEHE
HHHEHEERE: HHHEHEHHEE 31|518|2|2
Blx|2|%| = |8 HMEIGEEHEEE E|E|E | E|E
Learning org wi all employees demonzirating capabiliies Metric Ownars
. Emplovees are members of a Empowered Work Teams
- E sternal Recognition ® Primary Responsibility (1]
e Impreving work cell capabilities bo achieve cumulative cost savings goal(s)

JOMS infrastruchure and processes are self-sustaining, effective, and efficient

“The Johnson Controls Manufacturing Excellence team at the corporate-level utilizes a strategy
deployment matrix approach, based on Hoshin Kanri planning practices

a. Develop strategic projects on the annual basis that cascade from the multi-year strategic goals for
the Manufacturing Excellence team

b. Based upon a Hoshin Kanri approach to planning and cascading strategic plans into deployable
projects

Specific strategic metrics are determined to assure that projects are achieving the desired impact

d. Regular reviews are conducted monthly to assure that projects are on track to achieving metrics and
mitigating actions are taken, as appropriate

e. This process has been used and refined over several years and is embedded into the management
practices of the Manufacturing Excellence team”
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Orbital Gas Systems Ltd

The first two paragraphs in the Orbital Gas Systems Ltd’s “Quality, Environmental, Health and Safety

Policy Statement”:
ORBITAI
‘_' L)) \U /~=\

QUALITY, ENVIRONMENTAL, HEALTH AND SAFETY POLICY STATEMENT

Our foremost objective is to satisfy Clients with a high quality engineering service capable of designing, building
and maintaining product and service that will consistently meet their quality, safety, environmental and reliability
needs. We aim to achieve those needs in a safe, responsible, sustainable and environmentally sound way, in
accordance with our QHSE and Ethical policies and procedures. Quality, Health, Safety and the Environment are
considered to be of paramount importance. Orbital will actively promote and administer a strong Quality, Health,
Safety, Environmental and Ethical culture amongst our staff and our sub-contractors.

To assure these objectives are realized, we have established an Integrated Management System incorporating the
requirements of the current revisions of 1SO9001 & ISO/TS29001 for Quality Management, 1SO14001 for
Environmental Management, and OHSAS18001 for Health & Safety Management.

Practice questions

e What is your organization’s strategy and direction?

e How do your objectives align with the strategy and direction?
e How are your objectives defined and articulated?

e How are your objectives linked to your organization’s interested parties?

1.3.2 Processes

Guiding questions

e  What are the processes used for product and service realization, support, and management of the
organization?

e How are they interrelated?

e How are the processes documented?

Overview

All work in an organization occurs through its processes. Therefore, an organization should have a deep
understanding of the timing, interdependences, interactions, and interfaces within the processes of the
organization’s management system. Product and service realization processes provide the means to
achieve the organization’s objectives and therefore form the backbone of the organization’s
management system. When seeking to understand the need for integration it is equally important to
understand those processes supporting the product and services realization processes.
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Processes need to be both efficient and etfective in transtorming inputs into outputs. The output then
needs to meet interested parties’ requirements. Maximizing process efficiency and effectiveness is a
fundamental concept for a successful organization. Where possible, processes will have a ‘verb and a
noun’ like Make Product or Deliver Service. It is recommended that the processes do not carry names of
areas or departments of the organization.

Approach

Processes are in place for every organization. For a single or integrated management system, they need
to be described and related in some form, for example the Suppliers-Inputs-Process-Outputs-Customers
(SIPOC) and/or “turtle” diagrams, flowcharts/process maps and value chain diagrams.

Process performance, its measures, ownership and resources need to be captured and represented
within a management system. Combining the process requirements is an effective approach in

designing and developing an integrated management system. The Survey results (see Annex B, Q15)
show a variety of process frameworks and approaches used.

Jim the Baker

{@ A.1.3.2
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Cases-In-Point

Waiward Steel

Interrelationship between “Product Realization” and “Supporting” processes from the “Integrated
Management Systems Manual” of Waiward Steel:

3.1.2 Product Realization Processes

The Product Realization Process Map below identifies key Business Processes. Each is a key
process step in our “Product Realization Process”, which creates the products and services sought by

our customers. The business process steps include:

Waiward Product Realization Process

Project Initiation, Planning, & Execution

Project Execution
Project Execution :
Planning Valom Engneering. Project Execution
2 [ Gatimating, Velue Cngineering, Coraictablity, Sctadule
Project Initiation Corvtruciabbn, schecule | [outans somrmns e roce
aoing, Onwonng, woriate| | g, wse Paenig,

Pranning, HSFD Manig,
Ionovation)

Irnonsat an)

optmizesser- | | opemizessetr | | OIS | ogrzeg set- — Optimized Self
Performed Performed Orafting & Performed Managed Shipping Ferformed
Procurement Engineering ment Control Fabrication Construction
Business Development Project Planning. Project Management Project Close-Out
Optimized Optimized ?:‘ﬁ"::ﬁd Optimized Optimized
Externally Externally s Externally Externally Externally
perfermed Performed Performed Managed Shipping Performed
Frocurement Engineering Dxadiirg & Fabrication Construction
Document Control
Supporting Processes
Froject Maz(::::enl
Accounting Hezlth, Safety, s information Integrated tznagement ard Quality
e and Rt Systems and Management - and o Assurance and|
L Environmental Technology System Coordination: e (Quality Control
ation Team 5 Engineering
Team Team Team Construction Dralting Team
Senieea Fabrication
Continual Management System Improvement Performance Measurement Performance Feedback
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Reliance Hexham

Reliance Hexham'’s “Core Business Process” interfaces and relationship with “Support Processes” and
“Management Processes” is shown in two parts.

Management System (IMS) Manual El%)l(ﬂfﬁ
Core Business Process
Customers eirml
HEXHAM _
oo | @ 3
Core e | S|
Business !
QUOTER =
Process T
- Ox Series T I
-
+ TEST & CERTIFY 52
* * PRODUCT .
MANUFACTURE o mm
| ) —— a3
* pC
- | =
T NEE
!
Ne 150 9001 ';% - DELIVER —
' '
Cash at bank e
Customers
EROCESS OWNER (PO)LECEND
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RELIANCE

Map of Support and Management Processes HEXHAM
Support Processes - 1x Series
PLAN, PROVIDE and MAINTAIN ...

s GOODS 12 13 14 15 15
INFRA- RISK DESIGN & —
FEOPLE and STRUCTURE MANAGEMENT DEVELOPMENT FINANCE
MD SERVICES | pa MD HSEQ EM FA

Management Processes - 2x Series
PLAN, PROVIDE and MAINTAIN ...
e, e ey e e e e e e ,
i INFORMATION i | CORPORATE DIRECTION and POLICY : : BUSINESS PERFORMANCE IMPROVEMENT :
i P P i
! 1 1 % 1
i CONTROL 211 [ RESEARCH 221 . ’ . 231 RESPOND TO 234 ]
! DOCUMENTS P BUSINESS it Rt LT PERFORMANCE i
i &DATA HSEQ . ENVIRONMENT MD N : ASE HSEQ FEEDBACK MD i
i i
: & L :
| B B -
H ; 212 222 it 232 235 i
P » DEVELOP & DEPLOY Pl AUDIT BUSINESS SOLVE FROBLENS i
! > !t BUSINESS PLANS [ PROCESSES } H
i RECORDS - i
: HSEQ B MD P HSEQ MD .
| B » |
i P P ]
i ! 213 P MGT REVIEWS, 23 I ENCOURAGE 233 23.6 i
i mo;‘_}siDGE i BUSINESS & BUDGET ! H PERFORMANCE ngg}g‘s“; !
i 5 HSEQ P PERFORMANCE MD i : FEEDBACK: MD MD i
i P P i
i P P ]
Sy gy S S R gy S LSS

Practice questions
e How have you defined the interactions of your organization’s processes?
e  What s the process for realizing your products and services?

e How does your organization define the differing service, manufacturing, test and delivery processes
and procedures?

e  What are the support processes?

1.3.3 Organizational structure and resources

Guiding questions
e How does the organizational structure support the achievement of their objectives?
e How does the organization approach their use of resources?

e How does your organization define and communicate the roles and responsibilities of their human
resources?
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Overview

The organizational planning process is an integral part of the overall management system. Careful
consideration of the external and internal issues will allow the organization to develop a robust strategy
to meet the needs of the interested parties. Cascading the strategy into organizational planning leads to
the design and improvement of the management system to provide sustainable performance.

The organizational structure and resources of the organization directly impact the ability of the
organization to design, implement, maintain, and improve their management system. Further, the
organizational structure and resources must be aligned directly to their objectives through the defined
and assigned process owners and managers.

Approach

The specific structure of the management system is dependent on the context of the organization.
Smaller or less complex organizations may not utilize a formal structure. Larger or more complex
organizations have a greater need for a more formal structure. This becomes apparent as a means for
execution and control of the components of the management system in a coordinated manner.

The organization uses a variety of resources to accomplish its objectives and to meet the expectations of
its interested parties. These resources form an integral part of the organization’s management system
and include:

People (job roles, responsibilities, authorities, etc.),

e Materials (raw materials, graded products, by products, etc.),

e Information (measurements, monitoring, feedbacks, etc.),

e Infrastructure (machinery, equipment, operating conditions, employee welfare, etc.),
e Finances,

e Organizational knowledge, and

Other resources (e.g. knowledge and skills, time and space for improvement projects, etc.).

An effective and efficient management system looks to balance these in an integrated way and
appropriately structures its management system.

An organization that is more effective and efficient in delivering on the objectives is more successful.
They may take the following into consideration:

establish the functions, roles and responsibilities of everyone within the organization;
e determine the responsibility and accountability of the IMS;

e clarify the decision-making processes;

e ensure effective coordination of the organization’s activities;

e enhance and clarify different communication channels;

e structure information exchange;
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e monitor and analyze the organization’s activities effectively;
e co-ordinate various resources;
e deploy strategies and initiatives;

e identify, acquire, and deploy resources.

Jim the Baker
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Cases-In-Point

Reliance Hexham

The organizational structure, roles and levels built around its processes within HESQ management
system and including NATA accreditation in Reliance Hexham:

RELIANCE Lauren Meldrum Version 12
HSEQ Manager
. HEXHAM Integrated Management System HSEQ e Dale 29082018

5. HSEQ IMS - WH&S, Environment, Quality, HSEQ Integrated Management System Roles, Framework, Process and Improvement Model

1.QMS (basis for IMS} Scope. NATA 6. Organisation Structure

7.IMS Alignment to Business Strategy
"The manufacture, overhaul repair

and design of equipment for use in CERTIFICATE
OF REGISTRATION

the mining, aluminium and steel
processing industries. Services
include metal fabrication, profiling,
blacksmithing, fitting and turning,
heat treatment, non-destructive
testing and the provision of product
training”

2. Leadership and Planning

Reliance Hexham Production System
is supported by the HSEQ Integrated
Management System with policies and
inter-related processes that are

strategically aligned and support us mest L3~ Define Process and Establish HSEQ Cortrols L — impiement and apply HESQ controls
the changing industry we operate and
target in the challenges, risks and 8. Document Control 9. ing 1SO 9001, 1SO 14001, 1SO 45001 requirements into
rectmacsieypess Corekioresy g el Saspgioe business processes to support our people in their roles, IT &
[}
O IS e ol enabias it Map of Support and Management Processes Systems

Leadership Team to integrate diverse HATA
HSEQ requirements into our processes g
and provides our people with
documented information that better
quides their value adding tasks.

3. Values

NATA
ACCREDITED LABORATORY

Reliance Hexham seeks to reduce
waste, risks and impacts in all processes
and continually improve our product
design development, differentiated

10. ion Reporting, Risks, Opportunities for 1S
product and service offerings to secure ineering design MS Certification [ NATA Accreditation to support growth in our
and sustain business by industry leading Do i
customer focus and satisfaction N - —
4.Business Plan-on-a-Page with e =
HSEQ Objectives Study =

wNata Documents Controlling Design
Vv Continual in all systems,

NATA activities, infrastructure and support 1. Design Development Plan
ACCREDITED LABORATORY
il el S— o 2 Engineering Projects Spreadsheet
e »| ~ﬁ*$l|”|: -_—‘ﬂ — [l qu‘ 3. Engineering Mesting Minutes .
Ry Yo,
4. Drawing Register g\t\_////; A
" S~
- 1 +{1| 5 Calculations Register M NATA
6. Design Job Documentation Checklist ‘/,//’;\_‘?3*‘
= C el
- - zzz— Il i\ Accreditation No. 903
=B Assessments & Inspections as per

Australian Standard requirements.
E.g. AS 3637 series
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MRS

Alignment of resources and responsibilities to objectives from the MRS’ “HSE Management System”
document.

3.1.3. Set Accountabilities / Responsibilities- (Step 3)

We will identify and provide the necessary resources to meet our HSE objectives. SG-HSE-PRO-1.02 —
Roles and Responsibilities will include clear definition of WHO will be accountable for the realisation of
KPOQO'’s. This will include clear accountabilities within individual standards and procedures where
contractors and/or suppliers are involved.

When defining our HSEQ accountabilities we will identify and include our legal obligations, duties and
responsibilities.

3.1.4 Implementation — (Step 4)

In achieving our objectives and targets we will allocate sufficient resources and provide support to
facilitate progression. Each department will apply the HSEQ procedures wherever relevant to their
activities and processes.

A communication structure will be developed and maintained that will facilitate the consultative
process. A cross-section of the workforce will be encouraged to become involved and participate so
that we can utilise the collective knowledge and experience of the entire team to generate the best
possible results.

Practice questions

e How are resources determined, acquired, and deployed?

e How do you coordinate the use and deployment of resources?

e How are the major organizational initiatives and strategies resourced?

e Are there process owners who have cross-functional responsibility for the major initiatives of the
organization?

1.3.4 Performance feedback

Guiding questions
e How does your organization determine their expected process outputs?

e How does your organization monitor and measure whether processes are effective?

e How does your organization monitor and measure whether processes are efficient?

Overview

All management systems must consider the methods in which the organization obtains feedback on
their performance. There are objectives at both strategic and tactical level. The organization should be
able to adapt the deployment and implementation of their management system to continue to meet
their objectives.
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The monitoring of performance alone is not sufficient. There 1s a need to determine and take the
appropriate actions to continually improve and drive towards achieving the objectives of the
organization. Taking ownership and accountability of the feedback is facilitated through effective
communication and resolution of actions.

Approach

The organization needs to monitor and measure performance at all levels of the organization to
determine their performance relative to established objectives. Understanding performance through
analysis of data allows the organization to learn and develop actions for improvement and increasing
organizational knowledge.

For an integrated management system, it is important that the scorecard and inherent key performance
indicators and other metrics for specific processes do not sub-optimize the overall performance.

Jim the Baker
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Cases-In-Point
CEPSA

An illustration of CEPSA’s “Process Management” including process ownership and methods for
calculating process performance.

AL
== CEPSA
Gestion por Procesos del Sistema de Calidad
Process Management of the Quality System
PROCESO / PROPIETARIO /
PROCESS P.FP.SR OWNER CCP LUBRICANTES FABRICACION SAN ROQUE
INDICADORES DE PROCESO / PROCESS KPIs
i R. ACTUACION / | R. MEDICION /

REF. NOMBRE / NAME FORMA DE CALCULO / CALCULATION WAY | PERIODIC. R. OPERATION R. MEASURING OBJ.
01 Preparaciones Bien a la Dato mensual. Anual dato promedio Mensual CCp CCP N
Primera LUBRICANTES LUBRICANTES

FABRICACION FABRICACION
SAN ROQUE SAN ROQUE
02 Cumplimiento plan de (Tm Reales / Tm Programadas en el Plan Mensual CCpP HSE CALIDAD N
fabricacién - Envasado Tedrico)*100. Plan teorico sin descontar LUBRICANTES LUBRICANTES
prodcutos que no se pueden envasar por falta FABRICACION
de aditivos, bases, accesorios...) en el periodo SAN ROQUE
indicado
03 Cumplimiento Plan de (Tm Reales / Tm Programadas)*100. Mensual Cccp HSE CALIDAD N
fabricacion - Mezcla LUBRICANTES LUBRICANTES
FABRICACION
SAN ROQUE
04 Eficiencia Global de Envasado |Promedio de eficiencia en el envasado para Mensual Cccp HSE CALIDAD N
todas las lineas de envasado LUBRICANTES LUBRICANTES
FABRICACION
SAN ROQUE
05 Desglose Aceite Grupo Tm que se destinan a aceite Grupo / Tm Mensual CCcp HSE CALIDAD N
actividad de Mezcla LUBRICANTES LUBRICANTES
FABRICACION
SAN ROQUE
06 Desglose del aceite Slop Tm que se destinan a aceite Slop / Tm Mensual Cccp HSE CALIDAD N
actividad de Mezcla LUBRICANTES LUBRICANTES
FABRICACION
SAN ROQUE
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Johnson Controls

The Johnson Controls case study details the process for how an organization may standardize the
analysis and resolution of actions through a cascading plant scorecard. This is achieved through having
common metrics developed and standardized at enterprise, business unit and cross-functional specific
metrics levels.

Johnson Controls utilizes a monthly coordinated schedule for monitoring their ongoing performance
across the enterprise. Having a standardized scorecard allows the organization to readily analyse and
compare at any level.

JCMS Enterprise Metrics

[ s

=t |

I
5

&
5856

Practices
(processes drive results)

ol
*§ 885

Leading
metrics

Performance
metrics

“Within the Johnson Controls Manufacturing System (JCMS) there are key metrics that have been
identified to drive the expectations for performance across the manufacturing system

e Leading Metrics — Metrics that measure the extent of process deployment and execution

e Performance Metrics - Metrics that measure the performance due to the deployment and execution
of the manufacturing system

e The JCMS key metrics are linked directly during regular reviews to the individual business unit
metrics that are expressed at the plant

o The expectation is that the JCMS “process drives performance”
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Practice questions
e How does your organization review its performance?

e How is the performance reviewed in terms of frequency and sequence between parts of the
organization?

e How is feedback provided and implemented?

e How do you ensure accountability through the feedback process to drive the organization’s
objectives?

1.4 Understanding the relationships of management system components

1.4.1 Understanding the systems approach

Guiding questions
e  What is meant by relationships and linkages in an organization’s management system?

e How do linkages impact the effectiveness of the management system?

e How do the documented information and metrics fit within the management system?

Overview

Organizations operate through many formal or informal arrangements that are interlinked to achieve
the organization’s objectives. This includes the framework of processes and resources used to ensure
that an organization can achieve its objectives. In a systems approach, the processes that make up the
framework are not isolated or independent, rather, they are linked, measured and have feedback with
means to evaluate performance.

Analysis of the individual components of the management system is important to explain how they
work. Integration of the components reflects the systems approach. This integration includes
comprehending the interaction among the processes, resources and performance feedback as they
work together to achieve the objectives.

A systematic approach includes understanding the interaction of the processes which support the
product and service realization process, such as planning, finance, accounting, purchasing, supply chain,
and many others. Ensuring the support processes work effectively with the product and service
realization processes requires the monitoring of process performance. Most organizations document
their processes, for example, by using flowcharting, text documents, or other methods. A variety of such
documents used is shown in Survey (see Annex B, Q19).

Approach

Viewing the organization as a system can lead to conclusions that are different as compared to
analyzing the individual components of the system. The case studies demonstrate that taking the
systems view has many advantages for the organization in seeking to improve and achieve its
objectives.
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The case studies also show that there are benefits to utilizing a systems approach through the linkage ot
their processes within the management system, for removing redundancies and gaining synergies.

Jim the Baker
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Cases-In-Point

FCC Construction

An additional systems approach taken by FCC Construction is demonstrated in their case study where
they show interconnected process maps. This graphically represents the entire management system
and includes the relationships between their objectives, processes and resources.
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)) Sistema de Gestion
Grr y Sostenibilidad
1 OO
CONSTRUCCION

E.Wl.l'lv-dﬁndﬂn Ge 1a caltficacion de |

‘Gestion de la facturacion, cobros y pagos.
(PR-FCC-530

‘Actuaciones de fin de obra, antes y después de
Ia etirada total del equipo de obra (PRFCC-306
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CEPSA

CEPSA’s illustration of the relationships of management system components.
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Practice questions

e  When reviewing the process model for your organization, are there multiple management systems?
e How are the processes integrated?

e How have you determined the relationships between the processes?

e  Where are the redundancies or non-value-adding processes?

e How could you link requirements to your organizational processes?
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1.4.2 Establishing a systems approach

Guiding questions
e How are management processes used to control your organization?

e How is the management system used to support the organization’s business activities and
processes?

Overview

To establish a systems approach, the organization needs to understand how its system works and how
success is measured. This includes an understanding of the relationship between the objectives,
processes, resources and performance measures. Once there is a clear understanding, the organization
can clearly design, implement, maintain and improve their management system.

How a system responds to issues is an indicator of the level of continual improvement and the overall
performance of the system. The concept of the systems approach is a key element when considering the
integrated use of management system standards.

Approach

The definition and analysis of the processes and their linkages provides a foundation for the
management system. Using this foundation, the organization can examine the opportunities for
synthesis of all the major components of the management system to achieve objectives more effectively
and efficiently.

Jim the Baker
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Cases-In-Point

MRS
“HSEQ Management System Framework”:

An illustration of the MRS’
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Centro Cerro

The Centro Cerro case study illustrates a method for a company to connect different processes and
resources across the management system, for example, from establishment of policy objectives through
planning to continual improvement. The graph below also shows responsibilities across a broad range

of activities.
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Practice questions

How do the supporting processes of your management system interact with the product and
service realization processes of your organization?

e How well are they integrated into the overall management system?

How do they relate to the objectives, interested party requirements, and the use of resources and
other components of the management system?
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Chapter 2: Management System Standards

A management system standard is a set of structured requirements that provide an organization with
the capability to meet the specific purpose of the standard, such as the establishment of environmental,
energy, information security, asset or risk management systems. These standards have different
objectives and they affect multiple interested parties.

This chapter describes the content of management system standards and their relationship with the
organization’s existing management system.

System Components Relationships
Management system ‘ Objectives ‘ Understanding Systems
features — Approach
l ‘ Processes ‘
; |
Organisational context, Resources Establishing Systems
risks and opportunities ¥ Approach
Performance Feedback

Foundation Application
Purpose and Objectives Relationships of MSS
of MSS Requirements
Chapter 2 ! l
Uses and needs for MSS Implemer.ltatlon of MSS
Requirements

Prepare Connect Incorporate Sustain
Integration MSS Requirements and MS MSS Requirements into MS Integration
‘ Lead the integration ‘ ‘ Structure MS ‘ ‘ Analyze gaps ‘ Maintain and improve the
D ine th £ = integration
etermine the scope o Structure MSS requirements
integration Close gaps
& o l Apply lessons learned
Map MSS requirements in the organization
‘ Plan the integration ‘ against the MS ‘ Verify gap closure ‘

Figure 3: Chapter Content Diagram

One of the most significant changes to ISO management systems standards in recent years is the
development of the High-Level Structure (HLS) that all these standards are to be based upon. Therefore,
it is important to have a general understanding of this HLS when the organization is implementing ISO
management system standards.

The HLS provides a common structure, some common text, terms and definitions for management
system standards. For reference, the following is the clause structure taken from the HLS:

1. Scope
2. Normative references
3. Terms and definitions

4. Context of the organization
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