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International trade and Implementation and Au-
diting of IMS: the Managerial Viewpoint
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Abstract: The paper analyses IMS implementation and anditing in organizations and defines the
managerial problems of the area. The empirical research conducted by the anthors has highlighted four
types of constraints that organizations face with. The essential problem is preset during the organiza-
tion’s strategic planning, because integrated INMS audit may only be carried out if all the standards are
implemented and certified at the same period of time. The constraints of the second type are related to
managerial problems with the stress on professionals’ managerial skills and lack of knowledge related
on the standard implementation. The constraints of the third and fourth types are influenced by the
procedural peculiarities of IMS' standardization and specifics of the project group.
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Introduction

With the reciprocal dependency between companies in the social, economic and
environmental protection fields, international standards help partners to equally
understand and coordinate the majority of work criteria and collaboration con-
ditions. The International Organization for Standardization has published
around 19 500 international standards including almost all technologies and as-
pects of production. There are 164 countries in the world following ISO stand-
ards. The data of the International Organization for Standardization prove that
a high demand of work and production standardization exists. International
standards have become an important and appropriate instrument for ensuring
the companies’ existence; while the quality management standard ISO 9000 and
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the environmental protection standard ISO 14001 have become the most pop-
ular management system standards in the world (Bernardo et al., 2010). Along
with the strive to save resources and simplify management processes, the or-
ganizations are in search for the ways to implement and control all the existing
standards at once, which would result in a harmonious development, better or-
ganization’s reputation, and the advantage in the market.

The problem of the international standards implementation is of interest
both to the practitioners and the researchers. Researches by Tari (2005), Dale
etal. (2007), Sampaio et al. (2009), Salomone (2008) are worth mentioning.
However, the idea of the management system integration is being developed by
a fewer authors. The initiators of the IMS researches are Karapetrovic and Will-
born (1998). In their publications, they have presented the similarities of quality
management and environmental protection standards and considered the pos-
sibilities of their integration into one entirety. In addition, Karapetrovic (2003)
and Bernardo et al. (2009) have defined the levels of the integration of manage-
ment system. Bernardo et al. (2015) have proposed a comprehensive study on
the IMS. In their study, the authors have compared benefits of the two man-
agement systems standards being implemented separately and in an integrated
way.

In Lithuania, the issues of IMS aren’t analyzed propetly by researchers. In the
field, Kasperaviciute (2012) has studied the motives of implementing the intet-
national standards; Kaziliunas (2012) has defined the success factors of the in-
ternational standard implementation; Raisiené (2012) has explored the benefits
of the integrated management system for organizations and has provided the
perspectives of the implementation of integrated management system in Lithu-
ania. However, the integrated management systems do not provide the compa-
nies with a tangible benefit in every case. Raisiené (2012) notices that IMS often
serves only as a mean of ensuring a status in the competitive struggle between
organizations, and the companies that have implemented three or more stand-
ards face with the audit document duplication, problem of data processing, time
constraints, and lack of financial and human resources. Often, the audits of the
separate standards are carried out in an organization with the integrated man-
agement system. Therefore, the goal of the article is to reveal the constraints
and managerial problems organizations face when implementing and auditing
the IMS.

The paper briefly presents the idea of the integrated management systems and
the international standards audit, and their significance to the organization; dis-
cusses the results of the empirical research.

The data of the empirical research was gathered by carrying out a qualitative
research allowing to delv into the peculiarities of the integrated management
system audit process. Semi-structured interview of focus groups was used for
the qualitative research.
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The article is distinguished by its practical value. Depending on the research
results revealing the problems in the IMS implementation and audit process,
the organizations will be able to make the necessary decisions at the stage of
resource and work planning and hence to avoid some IMS implementation
problems thus improving the costs and efficiency of the management.

Theoretical framework of IMS

Thandapani & Gopalakrishnan (2012) state that the benefit of international
standards for the organizations is defined by strengthening the competitive ad-
vantage, increase of the market share, increase of sales, decrease of costs and
losses, increase of service or product quality, clients’ satisfaction, reduction of
complaints, improvement of organizations image, efficiency of organization’s
performance, employees’ motivation and inclusion, internal communication,
quality culture and responsibility, strengthening and movement towards the to-
tal quality management. Douglas & Simon (2013) highlight that, implementing
IMS, the companies are able to manage potential risks significantly easier, be-
cause the IMS implementation is based on the risk determination, evaluation,
control and management in the areas of environment, work safety, economic
environment etc. Moreover, keeping in mind that the organizational sustaina-
bility is a significant concept in the modern organizational development, the
IMS can be analyzed as a tool for implementing the concept of sustainable de-
velopment at the organization level (Mezinska et al., 2015). The extensive re-
searches are carried out on the benefits of implementation of the IMS in differ-
ent sectors — from manufacturing to health care (Dodic et al., 2016), higher ed-
ucation (Holm et al., 2015), and others.

Despite the expected benefits, the organizations run into obstacles when im-
plementing IMS. According to Sampaio et al. (2009), the main obstacles are
related with the high costs of IMS implementation and maintenance, inadequate
involvement of the management, overly high prominence of bureaucracy, dif-
ferent comprehension of the standards by the auditors, and ethical problems.
Gianni & Gotzamani (2015, p. 265) also state that the lack of the commitment
of the top management and the imbalanced development of the IMS compo-
nents lead to the failure. Implementation of the IMS is a particular challenge
for SMEs; therefore, the researchers attempt to develop tools that would enable
the companies to easily evaluate the state of their integrated management sys-
tem by themselves (Klute-Wenig, Refflinghaus, 2015).

Kasperaviciaté (2012) has systematized and distinguished two types of related
problems. Those are the institutional problems and the problems caused by the
standards themselves. The institutional problems are obstacles related to the
organization’s management, for example, support and motivation of the em-
ployees, too high workload, lack of resources, management changes, lack of the
quality culture in the organization. According to Kasperaviciuté, the problems
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caused by the standards themselves are the difficulties with an interpretation, a
long period of implementation, bureaucracy, and constraints of creative free-
dom.

Other authors agree that, if the process of standard implementation was less
bureaucratic, the standardization would become more appealing to the organi-
zations (Dale et al., 2007). In addition, part of the problem arises due to natural
uniqueness of organizations. According to Pojasek (2006), up to 80 percent of
work implementing the standards of quality management, environmental pro-
tection management, employees’ safety and health management are very similar;
though, the remaining 20 percent of activities are very specific and therefore it
is difficult to coordinate those to be in line with others. To solve these difficul-
ties, the leaders’ competence and administrations’ support are especially im-
portant. When implementing the IMS in the organization, the leaders have the
key role harmonizing the connections between different elements and combin-
ing the goals of functional subdivisions into one entirety (Sokovic et al., 2004).
According to Slater (1991), the main condition allowing to integrate the man-
agement systems is a unified conceptual attitude to the organizational manage-
ment, having in mind that different management systems are functioning in a
mutual organizational structure, using joint resources, coordinating all work
processes and attempting to reach the organizational goals. In addition, it
should be considered that the IMS is just a structured and formalized agree-
ment, and to make it functioning, the management commitment has to be en-
hanced, the employees motivated, involvement of the interested parties driven,
and a continuous attention to the work improvements should be paid. The reg-
ular audits help to realistically evaluate the situation in this case.
Implementation of IMS is only the first step towards the advancement and pet-
fection of the organization’s performance. The IMS effectiveness is supported
by the internal and external audits, i.e. systematic and independent investigation
with the purpose to determine i) if the work and the results correspond to the
determined means, 1i) if these means are used suitably, iii) if they are appropriate
in order to reach the defined and measured goals. As a result, while the audit is
carried out, the organization can evaluate the situation, notice discrepancies,
and to act in order to correct, prevent or remove those. In other words, the
objective of the IMS audit is twofold: to assess the efficiency level and to im-
prove opportunities of the management system (Domingues et al., 2014). Ac-
cording to Chambers (2014), during the audit, efficiency and correspondence
with the requirements are evaluated, gathered data and facts are analyzed, data
calculations, grouping and comparison are carried out. In addition, the auditors
identify the strong and weak areas of the organizational performance, provide
the management with undistorted facts. Ali¢ & Rusjan (2010) have proved that
an internal audit enables to achieve the organizational goals and has a positive
influence on the business indicators. The companies that have implemented the
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IMS are recommended to use an integrated IMS audit, because it is distin-
guished with a high level of collaboration and interactivity, is related with the
involvement of employees and leaders, communication and feedback.
Four types of the audit integration can be observed . Kraus & Grosskopf (2008)
have proposed the typology of four types indicating the audit could be 1) fully
integrated, ii) simultaneous, iii) overlapping, ot iv) sequential.
The first type includes a fully integrated audit. For a fully integrated audit, one
joint plan and report should be presented. The integrated audit is carried out by
a joint team of auditors, verifying the entire organization’s management system
at the same time. The second type of the IMS audit includes a simultaneous
audit. It means that the management system is audited separately, but at the
same period of time. An overlapping audit overlaps in terms of the audited areas
as well as a time schedule. A sequential audit could be considered as a non-
integrated audit. Therefore, the separate audits are carried out by different
teams of auditors. All of these audits take place at different times, and separate
audit plans and reports are prepared.
According to Pardy & Andrews (2009), it is particularly the results of an inte-
grated audit that allow to systematically evaluate the organization’s state and the
risks involved. Due to these reasons, it is important that the organization’s lead-
ers amass grounded data, which would allow to understand what are the factors
limiting the efficiency of the IMS audit.

Research methodology

Semi-structured focus group interview method was chosen to analyze the pe-
culiarities of the IMS implementation and audit and to define the managerial
problems. It is an independent method of information gathering, when a sam-
ple is limited or small.
Criterion case selection was used to constitute the objective sample for the qual-
itative research. Sample unites were chosen from the population according to
the following criteria:
1) Organizations with less than 5 years of experience assisting other com-
panies to implement management systems;
2) Organizations with not less than 5 years of experience carrying out
management system audits in other companies;
3) Organizations with the leaders in charge who agree to exhaustively tell
about the peculiarities of the IMS implementation and audit.
Two units of analysis have met all three criteria. One of them is a Lithuanian
company “SDG” providing consultations on implementation and maintenance
of the IMS, and a Lithuanian company “Sertika” providing certification and
auditing of the IMS already implemented.
Consultation company “SDG” has 12 years of work experience; it consults and
assists organizations implementing various international standards for 6 years.

www.ieletters.cz

71



INTERNATIONAL TRADE AND IMPLEMENTATION

“SDG” is the biggest business management company in Lithuania. Since 2007,
“SDG” ranks the first among the companies in the field of business consulta-
tions. In 2009, during the quality management system audit, a new service was
certified in the company — consultations on implementing the management sys-
tems. The company also provides consultations to the organizations preparing
for the standard certification and the external audit, as well as organizes the
training for the internal auditors. “SDG” assists its clients to implement discrete
standards (Quality, Environment, Employees’ safety and health, Food Safety,
Hygiene, Cosmetics products, Metal welding, Social responsibility, etc.) and in-
tegrated management systems.

The center of certification “Sertika” was established in 2008. This company
provides services of the management system certification (meeting the require-
ments  ISO 9001, ISO 14001, ISO 13485, EN 15038, EN 15593,
ISO / IEC 27001, and other standatds), pre-certification evaluation services,
organizes group training and individual training sessions. The company as well
catries out the external and internal audits of the different standards.

The data of the research was gathered using a semi-structured group interview
and processed applying the content analysis method.

The research took place during August and September, 2014. Five groups of
the interviewees participated in the research — three from one organization and
two from another. In order to have the gathered information of higher quality,
the participants of the interview were asked to familiarize with the questions of
the interview before the meeting. The scope of the interview text constitutes
28.000 printed characters including spaces.

Before constructing the questionnaire, the goal of the interview was indicated.
The research was coordinated with the leaders of the organizations. The partic-
ipants of the research took part on voluntarily basis. They were informed that
the personal identification data will not be revealed and all personal speech will
be impersonalized. Before the interview, the interviewees were asked to confirm
that they agree to participate in the research and allow recording the conversa-
tion using a computer medium.

Problems of the IMS implementation and auditing in practice

The implementation and maintenance of the management system is a complex
process, which is why the organizations implementing the IMS address the
companies providing consultations on the procedural questions and organizing
the specific trainings for the responsible employees and managers. The results
of the empirical research have highlighted the main difficulties in the IMS im-
plementation and maintenance (Table 1). However, if the company has certified
management systems at different time, it has no other choice. The problem may
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be solved by re-implementing the standards. In turn, the termination of certifi-
cate validity and the new implementation is needed. Particularly in this case, the
integrated management system certification can be realized the most efficiently.
In spite the fact that it is economically the mostly beneficial option considering
the further perspectives, some companies do not find it attractive, because of
unforeseen expenditures.

Table 1: Problems of IMS implementation and maintenance in organizations

Category

Sub-category

Confirming statements

Problems arising due
to deficiencies of
management

Lack of leaders’ manage-
rial competences

“<...> increased workload, then standards must be inte-
grated. Then the employee motivation is no more, they
do not take on responsibilities, do not divide works.”
(S1)

“The hardest is the beginning, <...> a targeted team is
not formed; goals of each participant are not defined.”

(82)

Lack of knowledge of
process participants

“Company’s [leaders and employees| usually face with a
lack of knowledge on the standard and legal require-
ments.” (A1)

“The hardest is the beginning, when there is a lack of
knowledge <...>. Team members have to additionally
learn and know the peculiarities of the standards being
implemented” (S2)

Lack of organizational
commitment of process
participants

“Cleatly too low interest from the authorities” (A1)
“[Employees] do not take on responsibilities <...>” (S1)

Lack of competence of
internal auditors

“[The problem is] the lack of compe-
tence of internal auditors when evaluat-
ing IMS <...>, also, different auditors’
comprehension about the integrated

standard” (S3)

Problems arising due
to procedural peculi-
arities of IMS stand-
ardization

Unreasonably compli-
cated implementation of
IMS and process of docu-
mentation

“Too strict and standardized implementation proce-
dures and unnecessarily difficult documentation process
itself makes it hard” (S2)

Additional costs

“Preparation of management system documentation is
a difficult process, requiring a lot of work and specific
knowledge, therefore companies often need the help of
consultants” (S1)

Problems arising due
to specifics of project

group

Internationality of the
project group when or-
ganization functions in
different countries

“A company operates in several countries. Communica-
tion in several languages was required. Documents were
translated, they had to be verified. Coordination took a
lot of time <...>” (S1)

Difficult structure of pro-
ject group management

“Coordination took a lot of time, because [when mak-
ing decisions], the top management had to be reached.”

Source: anthor’s compilation.
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it has no other choice. The problem may be solved by re-implementing the
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standards. In turn, the termination of certificate validity and the new implemen-
tation is needed. Particularly in this case, the integrated management system
certification can be realized the most efficiently. In spite the fact that it is eco-
nomically the mostly beneficial option considering the further perspectives,
some companies do not find it attractive, because of unforeseen expenditures.
When analyzing the obstacles of IMS implementation, an attempt to define the
work stages that are critical was made — in order to determine what the stages
of the IMS implementation might be, and where the most of the problems oc-
cur that could influence the further processes. The participants of the interview
have distinguished 8 stages of the IMS implementation and the maintenance
process, which require special attention from the organizational specialists.
Those are:

e Acquisition of standards;

e TPamiliarization of managers with the requirements of standardization;

e Creation of work group and distribution of responsibilities;

e Preparation of documentation;

e Implementation of standards’ requirements;

e Internal audit;

e (Certification of management system.

Familiarization with the requirements of standard implementation was mentioned as one
of the most important stages, because planning of the resources and activities
required for standardization and certification depends on this stage.

The second critical moment is #he creation of work group and distribution of responsi-
bilities. The professional competences of the work group members, skills of per-
sonal leadership and attitude towards the assignments directly influence not
only the quality of standardization process, but also its costs. Lack of the em-
ployees’ professional competences is the main reason influencing the necessity
of external consultants. The choice of consultants, identification of communi-
cation scope and other work related to the external partners increase the costs
of implementation. Lack of personal leadership skills influences a lower effi-
ciency of decision making and implementation. Insufficient team members’ re-
sponsibility on implementation of standards influences more frequent mistakes
and slower process of standard implementation. However, it should be high-
lighted that the organization leaders are responsible for the deficiencies of work
groups. Those are:

1) Leaders deciding on the composition of the standards’ implemen-
tation work group, distributing members’ responsibilities, delegat-
ing decisions, planning and coordinating the realization of assign-
ments;

2) Functional leaders and leaders of the highest hierarchical level.
They create (or do not create) conditions for the employees to
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improve and create organization’s managerial culture, which is the

factor that mostly influences employees’ organizational commit-

ment.
The interviewees have described the stage Preparation of documentation as an as-
signment that requires a lot of time and attentiveness, but have acknowledged
that this stage is difficult only in the aspect of the process and does not influence
the further stages.
Tmplementation of the standard requirements in the organization requires high mana-
gerial and professional competences not only of the work group, but all em-
ployees of the organization. However, the participants of the research have em-
phasized that an efficient work by the responsible leaders and qualitative group
work remain the most important factors influencing the efficiency of imple-
mentation at this stage as well.
Internal andit of IMS displays the correspondence of the implemented standards
with the requirements. Internal audit, actions of correction and prevention must
be performed by the companies before the external audit. The representatives
of the organization providing audit services do not envisage any procedural dif-
ferences between separate and integrated management system audits, because
the audit is carried out in accordance with the international standards and re-
quirements of the audit guidelines. Differences between separate audits and in-
tegrated audit appear only due to the advantage of integration, which allows
creating a single plan, single team of auditors and prepare a single report. The
main problem in the stage of the audit named by the respondents is the lack of
company leaders’ motivation and the competence when implementing IMS,
and an attitude that consultation companies are responsible for all issues related
to IMS. According to the interviewees, the companies tend to renounce the
responsibility of the implementation of IMS. They expect the consultation com-
panies to fully implement standards and undertake full responsibility both for
the implementation and positive results of audit later on. “Our biggest problem
is that the companies think that we will implement IMS for them. They are
strongly mistaken on this question, as we only consult, and they must do all the
work themselves.<...> The organizations address the consultation company ex-
pecting that it will implement the standards. This means that they are not ready
themselves, do not have the required knowledge, comprehension and only wish
to redeploy the function of IMS implementation to someone else. Allegedly,
they want IMS due to the pressure from the external environment and not due
to striving to improve the work of the organization.” (52) That is what mostly
impedes the audit.
When spotlighting objective problems of the IMS audit, the organizations and
companies providing services of the external IMS audit face a specific situation.
It is influenced by the requirements of the international standard certification.
An integrated IMS audit may only be carried out after all the standards are im-
plemented at the same time: “When three systems are implemented on the same
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day, after a year, an audit for all three systems will be catried out, because fol-
lowing the requirements of the certification, the maintenance audit must be ac-
complished exactly 12 months after the implementation of the system.” (A1) If
several standards are implemented at different time, there are no options for an
integrated audit: “If one standard is implemented in October and two others in
December, they will be audited exactly 12 months later, i.e. in October and
December.” (A2) Organizations’ leaders should consider that when planning
the certification of management systems in the company. The consequences of
the standards implemented at different times ate the separate audits. Deficien-
cies in the strategic organizational management and systematic planning cause
increased management costs. Separate management system certification audits
cost more and take more time compared to the integrated audit. In addition,
certification of the separate systems and their audit make management of doc-
umentation more difficult.

Figure 1: Activities at different organizational levels to implement the IMS

*Decision to implement and to certify the intended international standards within
the same period of time

+Establishment of permanent team for implementation and maintenence of IMS

*Encouragement of personal leadership and organizational committment within the
IMS implementation and maintenance team

*Support training and learning of the IMS team and the internal auditors

+ Aquisition of the knowledge for IMS implementation

Source: anthors’ compilation.

However, if the company has certified management systems at different time,
it has no other choice. The problem may be solved by re-implementing the
standards. In turn, the termination of certificate validity and the new implemen-
tation is needed. Particulatly in this case, the integrated management system
certification can be realized the most efficiently. In spite the fact that it is eco-
nomically the mostly beneficial option considering the further perspectives,
some companies do not find it attractive, because of unforeseen expenditures.
For these, more conservative, companies, it is recommended to not rush the
renewal of the certificates after the validity ends. The renewal should be carried
out in a complex way certifying all the systems at the same time, when such an
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opportunity occurs. The interviewees (A2) have stated that it is the most bene-
ficial way to re-implement the standards or to implement them at the same time.
Even though the companies consider it being expensive, the increased costs are
not so significant. In the end, both the IMS functioning in the company and its
integrated audit ensure better indexes of work economy. The suggestions for
improvement of the IMS implementation and auditing were identified during
the research (Figure 1).

Conclusions

The results of the empirical research have highlighted four types of the IMS
implementation and audit constraints that the organizations have to face with:

1. The constraints of the first type arise due to the deficiencies of organi-
zation’s strategic management. The essential problem is predetermined at the
stage of the organization‘s strategic planning. Integrated IMS audit may only be
carried out if all the standards are implemented and certified at the same period
of time. Since every standardized and certified management system has to be
audited every 12 months, different time of the initial system certification makes
it impossible to carry out an integrated audit. This aspect must be considered
by the organization management during the strategic planning.

2. The constraints of the second type are related to management prob-
lems. Those are lack of leaders’ and specialists’ management skills and lack of
knowledge related to the implementation of the standards, insufficient organi-
zational commitment of the IMS implementation group leader or its members,
lack of the internal auditors’ professional competences. The consequences of
these deficiencies are drawbacks in planning, low employee motivation, avoid-
ance of responsibility and personal leadership, reluctance to collaborate, ineffi-
ciency.

3. The constraints of the third type are preset by the procedural peculiar-
ities of the IMS standardization. Complex and bureaucratic procedures of the
IMS implementation and documentation require a lot of additional knowledge
from the employees, which, after implementing the IMS, becomes insignificant
in their further work. Additional learning requires employees’ determination,
extra time and effort. It is not beneficial for the organizations to draw employ-
ees from their direct duties. Due to this reason, a practice to hire the external
consultants to implement and audit the IMS flourishes in organizations. Hire
of external consultants requires additional resources as well. These factors re-
strain the opportunities to implement IMS in part of smaller organizations.

4. The constraints of the fourth type arise due to the specifics of the pro-
ject group. International organizations functioning in different countries must
ensure the preparation of the IMS documentation in the country’s official lan-
guage. Translation, coordination and ratification of the documents on a scale
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of the international project group are particular challenge to the organizations
that makes some of them to refrain from the decision to implement IMS.
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