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Abstract 

The adoption of modern management systems has become a basic condition for the 

organizational endurance, to reduce waste and reducing the emissions of pollutants in the 

environment. 



The main objective of this paper is to analyze the implementation of an environmental 

management system based on the ISO 14001:2004 in a Brazilian company operating in the 

furniture sector, which already had a quality management system based on the ISO 

9001:2000 and to propose general guidelines to integrate it. 

It will show how the organizational structure and the internal processes of the mentioned 

company were adjusted to the ISO 9001 and 14001 requirements. 

In order to carry out this study, a qualitative research was performed, based on case study 

methodology.  

In this paper, it is presented theoretical references with the following macro-items: system 

standardization and certification, environmental management and ISO 14000, quality 

management and ISO 9000, and integrated management systems. 

 

1 – Introduction  

Growing competition and changes in the behavior of consumers who increasingly become 

more demanding and more aware of their purchasing power have obliged organizations to 

seek new management instruments that enable the production of quality goods and 

services, at a low cost, as a means to survive in a turbulent environment with a high degree 

of uncertainty. 

The adoption of modern management systems and techniques is no longer a competitive 

differential and becomes a basic condition for the organization's survival. And it is in this 

setting that quality management and environmental management systems have increasingly 

gained the attention of managers, who have adopted them as a means to generate 

advantages in relation to the competition.  



The gradual intensification in the adoption of quality management systems as a means to 

reduce waste and adjust processes and products to the customers' true needs can be 

observed. 

On the other hand, more recently a growing concern for the enterprise’s image before 

society can also be observed. As a result, there has been a considerable increase in the 

adoption of environmental management systems, which, besides reducing the emission of 

pollutants in the environment, also helps reduce costs through the rationalization of the 

productive process, an incentive for recycling, a reduction in energy and water 

consumption, etc. 

However, the problem is in achieving the effective integration of these systems. In general, 

they are implemented at different moments by different consulting enterprises and they 

work parallel to each other and not in an integrated manner. Thus, they underuse their 

potential and considerably reduce the results they could obtain. 

As a result of the above, the main objective of this article is to critically analyze the 

implementation of an environmental management system based on ISO 14001:2004 in a 

Brazilian enterprise of the furniture sector, which already had a quality management 

system, certified in ISO 9001:2000 and to propose, based on theoretical review and case 

study results, general guidelines for the integration of these quality and environmental 

systems. 

For such, a qualitative study was carried out based on case study methodology. The 

instruments used to collect data include interviews, document analysis and on-site visits.  

According to Grünbaum (2007), in case study methodology, the object of study is always 

somehow related to people, more specifically, to the interpretation of the perception social 



players have of a specific phenomenon or the meanings these players attribute to these 

phenomena. Furthermore, the individuals are studied in their natural environment.   

The researcher is interested in a contemporary phenomenon. Thus, historical studies are 

excluded. The case study has a holistic view when it attempts to understand and explain 

what happens or why it happens. It thus becomes important to understand and identify the 

contextual factors that surround the unit of analysis.   

Case studies are generally qualitative and their objective can be descriptive, exploratory or 

explanatory. In other words, they can generate theory or contribute to its change.   

According to the same author, researchers have no control over crucial events in the 

context being studied. Several data sources can be used in the attempt to understand and 

interpret the phenomenon. 

Yin (2003) underscores it is necessary to consider the following fundamental principles in 

data collection: 

a) Use of several evidence sources. In other words, get evidence from two or more sources, 

but that converge in relation to the same set of facts of findings; 

b) Use a database for the cases. In other words, formally gather the difference evidence 

using a final report for the study; and 

c) Elaborate a chain of evidence. In other words, show explicit links between the questions 

made, the data collected and the conclusions reached. 

 

2 – System standardization and certification 

According to Franceschini et al. (2006), since the end of the 1970s, several countries were 

creating a basic internal standard to be applied in specific sectors that needed some 



minimum requirements to guarantee a standardization structure with ensured quality and 

activities that would bring a minimum of incentive. 

The International Organization for Standardization was the first organization interested in 

regulating and standardizing different industrial sector activities, formulating the first series 

of ISO 9000 norms in 1987. 

A management system is the interaction of parts, resources, activities or processes with a 

specific common objective. Process is the transformation of inputs, which after processing, 

are transformed into outputs: product, services, information, etc. (KARAPETROVIC and 

WILBORN, 1998). 

Much has been discussed about the integration of Quality Management Systems with 

Environmental Programs based on ISO 14000 norms. The ISO 14000 Environmental 

management System was created from the Quality Management System and modified 

to restrain pollutant emissions. The gradual evolution of quality to include 

environmental aspects has been exhaustively debated by several authors. 

The ISO 14000 and ISO 9000 have similar focuses in relation to the rationalization of 

the productive process and they permit the use of a broader range of tools, methods 

and practices when an Environmental Management System is implemented from a 

Quality Management System (CURCOVIK et al., 2005) 

In general, ISO norms consider process control systems that involve supply management, 

human resources, information and documents, project, production and distribution of 

products and services to satisfy customer needs (MAGD and CURRY, 2003). 

The certification of a system is the recognition that it complies with a reference norm and it 

is granted by an accredited certifying entity. These certifying bodies are accredited by an 



inspecting entity. In Brazil, this function is exerted by the National Metrology Institute – 

INMETRO. 

Chart 1, adapted by Moura et al. (1994), illustrates the phases of the certification process. 

               

Chart 1 – Phases of the certification process 

Phase What happens 

Strategic planning Administration 

− demonstrates strong commitment with the 

documentation effort; 

− chooses a certifier; 

− chooses a conformity model in which the 

organization can seek certification; 

− establishes a management team; and 

− establishes duration and evaluates training 

needs in relation to ISO. 

 

Analysis of noncompliance Corrective action teams 

− evaluate the system compared to the 

selected conformity model; and 

− evaluate the documentation compared to the 

system and selected conformity model. 

Corrective action The corrective action teams institute changes in the system as 

indicated in the previous phase. 



Documentation and records Corrective action teams 

− implement a document structure and control 

system; 

− institute record controls; 

− revise all documents, as necessary; and 

− provide training in new changes and other 

topics as indicated in the first phase. 

Implementation Administration 

− implements and monitors all new changes in 

the system; 

− ensures that all delays indicated in the 

second phase are eliminated; and 

− maintains records of all changes. 

Pre-qualification auditing The pre-qualified auditor ensures that all documentation 

operations are as per the chosen conformity model. 

Analysis of documentation 

by certifier 

The certifier analyzes the general document (manual) and all 

support documentation. 

Preparation of installations The administration prepares the organization to receive the 

certifier and the certification audit. 

Certification audit The certifier officially analyzes the system and the 

documentation to determine if they comply with the chosen 

conformity model and if it can be certified in it. 

Source: Adapted from Moura et al.  (1994). 

 



Any enterprise can request ISO 9001 or 14001 certification as long as the quality or 

environmental system is completely implemented and in compliance with the norms. 

The certifying body will make the fitness and conformity audits and a deadline will be 

negotiated to correct any eventual nonconformities or observations. After the pending 

issues have been solved, the certificate will be conceded and will be valid for three years 

during which the certifier will make six-month maintenance audits. Certification can be 

denied or cancelled if the enterprise presents failures that configure the absence or 

complete collapse of any of the required subsystems in the norm requirements. 

 

3 – Quality management based on ISO 9000 

Quality means to guarantee that the products or services are supplied as conceived and 

planned. This earned trust is the result of systematic and planned activities by the 

enterprise. Obtaining constant and uniform results demands that these activities also be 

appropriately controlled. 

According to SLACK et. al. (2002), Total Quality Management (TQM) is understood as a 

philosophy in how to address the management of quality. It is a way to act, to think of 

production, which is mainly concerned with the following points: 

- satisfying customer needs and expectations; 

- inclusion of all parts of the organization; 

- inclusion of all people in the organization; 

- examination of all costs related to quality; 

- “doing things right the first time”. For example, emphasize the building of quality starting 

with project rather than simply inspect; and 

- the development of systems and procedures that support quality and improvement. 



A Quality Management System is the understanding, integration and use of all organization 

resources in order to satisfy customer needs consistently through continuous improvement 

in all organization activities (MAGD and CURRY, 2003).  

Quality satisfies customers as long as the products or services produced effectively satisfy 

their needs and expectations, thus leading them to become loyal customers from the 

moment they relate trust to the brand. 

With the implementation of job procedures and instructions and their complete observance, 

it is possible to guarantee product or service quality. 

It is fitting that the adoption of quality management system is a strategic decision by the 

organization. The project and implementation of a quality management system are 

influenced by needs, specific objectives, products supplied, process project, organization 

structure size and organizational culture (ISO 9001, 2000). 

The ISO 9000 norms were elaborated in 1987 by the International Organization for 

Standardization, in Geneva, Switzerland. Through obligatory requirements, it considers the 

minimum characteristics needed for a quality management system, bringing mutual 

benefits to suppliers and customers with a focus on products and services and the 

production processes (MAGD e CURRY, 2003). 

Figure 1 introduces the main elements and their interrelationships, which comprise the ISO 

9001 norms. 
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Figure 1 – Elements of ISO 9001 

Source: ISO 9001 (2000). 

 

There are countless reasons for companies to seek ISO 9000 certification. One of the main 

ones is related to market demands, another is related to improvements in processes, and so 

on (YAHYA and GOH, 2001). 

Poksinska et. al. (2002) reports that the main reason for companies to seek ISO 9001 

certification is 75% associated with improvements in product quality. 

Some of the main benefits generated by the implementation of ISO 9000 are (DOUGLAS, 

et al., 2003): 

- increase market opportunities; 

- reduce costs; 

- strengthen the organization’s reputation in the eyes of interested parties; 

- reduce waste (time and materials); 

- compete more effectively starting with improvements in customer satisfaction; 

- improve the management system; and 

- increase profit margins, earnings per employee, and increase the profit margin of 

interested parties. 

 

4 – Environmental management based on ISO 14000 



There are many environmental threats to the future of humanity such as global warming of 

the earth’s surface and atmosphere, depletion of the ozone layer, excess consumption of 

nonrenewable natural resources and global air pollution. These environmental problems 

have increased global pollution exponentially, accelerating the depletion of the planet’s 

natural resources (CHAN and WONG, 2004) 

All types of organizations are increasingly concerned with achieving and demonstrating 

correct environmental performance through the establishing of environmental policies and 

objectives that permit controlling the impacts of their activities, products or services on the 

environment.  

These organizations operate within a context where legislation is increasingly more 

demanding, where the development of international policies presses for environmental 

protection and where a growing concern begins to arise in relation to environmental issues 

and sustainable development by the diverse interested parties (ISO 14001, 2004). 

Rigorous control of the impacts generated by the enterprise’s operations with the internal 

and external environment is required to ensure environmental quality, eliminating the risks 

of disposing of wastes in neighboring areas, disposing of contaminated effluents, noise 

propagation, among other issues, and the Environmental Management Systems based on 

ISO 14001 have been an interesting alternative to achieve these objectives.  

In 1996, the International Organization for Standardization created a new norm, called 

ISO 14001, with the intention of promoting environmental practices throughout the world 

and also to facilitate commercial transactions and reduce commercial barriers. The norm 

currently has representativeness in more than 50 countries (MELNYK, 2002). 



According to Quazia et al. (2001), ISO 14001 has a structure that guides the enterprise in 

understanding and structuring an appropriate Management System. It permits the 

development of some environmental analysis tools and helps define the product life cycle. 

The norm does not define maturity levels and environmental process performance, or 

values for control indicators. It can thus be easily adapted to the reality of those countries 

that adopt it. The norm does not intend to copy or duplicate any regulatory system. The ISO 

14001's structure is based on the following macro items: 

- Environmental Policy; 

- Environmental Planning 

- Implementation and Operation; 

- Checks and Corrective Actions; and 

- Revisions and improvements. 

Environmental quality is inseparable from total quality and it is essential for those 

companies that intend to remain competitive and want to ensure their position in an 

increasingly more globalized and demanding market.  

Solutions should be foreseen to control and reduce generated waste to guarantee good 

environmental performance. Product and process development, the management of 

resulting waste and the management of production should begin to be treated in an 

integrated manner. This integration requires in-depth consideration of the product life 

cycle, from the raw materials and inputs used in manufacturing to the wastes generated at 

final disposal. 

Much is said about the effectiveness of possible awareness strategies for environmental 

projects and systems. However, much still needs to be done for the issue to mature. The 



intensification of research on environmental awareness programs helps very much in 

reducing resistance to implementation (SARKIS, 1999). 

According to Tan (2005), there are three big reasons for companies to implement an 

Environmental Management System based on ISO 14001: a) obtain certification to gain 

competitive advantages; b) expectations for an anticipation of government incentives; and 

c) power to influence partner companies. 

Important studies on ISO 14001 certification have focused on the following issues (ZENG, 

et al., 2005): 

- procedures adopted and results obtained by companies with ISO 14001 certification; 

- reasons that led companies to seek ISO 14001 certification; 

- benefits generated from ISO 14001 implementation; 

- impressions and attitudes of collaborators and suppliers concerning ISO 14001; and 

- critical factors that affect implementation of an Environmental Management System, in a 

general manner, and the specific study of ISO 14001 implementation difficulties.  

In order to maintain the healthy principles of a modern environmental policy and ensure 

compliance with pertinent legislation, an enterprise's internal environment should provide 

security, hygiene and satisfactory sanitary conditions. 

 

5 – The Integration of Management Systems 

Certified or not by ISO 9000, companies around the world are finding out that their Quality 

Systems can also be used as a basis to effectively deal with environmental issues. 

Quality Systems based on ISO 9000 have been successfully adopted around the world. This 

norm designates the minimum requirements for quality systems in organizations. And this 

system, like others, is indicated to manage continuous change. 



The ISO 14000 norm was developed based on ISO 9000. They are very similar and there is 

a strong connection between the two. Both systems (quality and environmental) have 

similar objectives and induce the use of common tools. Some organizations, thus, seek to 

strengthen their results through the synergy achieved with complete or partial integration of 

these two systems (KARAPETROVIC and WILBORN, 1998). 

Although opinions vary in relation to the intensity of the fact, many businessmen and 

consultants believe the integration between management systems based on certifiable 

norms has become an important strategic factor for the business, considerably increasing 

enterprise competitiveness.  

The integration between systems based on ISO 9000 and ISO 14000 norms is the most 

common case. Consumers benefit the most from ISO 9000, because they are quality 

management's main focus. Now, the Environmental Management System based on ISO 

14000 is focused on the global community, which is the one which is in reality benefited. 

However, enterprises have profited greatly from ISO 14000 certification, because they 

become qualified for global business (MOHAMED, 2001). 

Although there are many similarities between ISO 9001 and 14001, it also important to 

consider the differences. In ISO 9001, the system is derived from a process that ensures 

conformity with required product specifications, and in the case of ISO 14001, attention is 

more focused on outputs of the organization’s activities, which must be aligned with the 

policies, objectives and environmental goals (WILKINSON, 1999). 

Countless internal and external factors influence decisions and activities in the management 

system integration process.  The process to implement a single certifiable management 

system is intrinsically interconnected with the organization's largest management system.  

The integrated implementation of more than one certifiable management system is 



influenced by and influences the other, as well as all other organization subsystems 

(KARAPETROVIC and WILBORN, 1998). 

According to Gupta (1994), there are three strategic possibilities to integrate an 

environmental system with a manufacturing system, and they are: 

- follow a strategy that completely involves all requirements for both systems; 

- use strategies directed towards market conditions where the environment should offer 

support for their realization; and 

- an environmental orientation, with strategies where the environment is a key factor and is 

completely integrated with the market strategy. 

The integration can occur in the following manners: a) integration of systems using ISO 

9000 as a basis, b) integration of systems using ISO 14000 as a basis, and c) integration of 

systems using OHSAS 18000 (Occupational Health and Safety Assessment Series) 

methodology as a basis, which is not the object of this article (MOHAMMAD, et. al, 

2006). 

According to Pun et al. (1999), the project for both the ISO 9000 and ISO 14000 

management systems is an interactive process that consists of defining documentation and 

improvements in required capabilities. ISO 9000 provides a structure for defining and 

implementing a base line to guarantee the quality system, which is essential for developing 

the continuous improvement of processes and techniques. 

Likewise, the success of the Environmental Management System lies in the continuous 

improvement of its environmental policy, where the prevention and sustainable 

development concepts are developed. 



The IMSs – Integrated Management Systems, as we call them, have considered the 

integration of Quality processes with Environmental Management and/or Health and Safety 

processes, depending on the organization's characteristics, activities and needs. 

With the growing pressure at companies to do more with less, several view the integration 

of the Management Systems as an excellent opportunity to reduce costs with the 

development and maintenance of separate systems, or countless programs and actions that 

often overlap and entail in unnecessary costs. 

It is currently much too expensive to maintain 3 separate systems (Quality, Environment 

and Health and Safety). Furthermore, it is getting increasingly more evident that is does not 

make much sense to have similar procedures for the planning, training, document and data 

control, purchasing, internal audit, critical analysis and etc. processes.  

 

 

6 – Case Study 

The enterprise that was studied was founded in 1965 and it operates in the furniture sector. 

It produces more than 100 tons of furniture/day, has 250 employees and earns nearly 

$18,000,000.00 per year. Its headquarters is located in the interior of the state of São Paulo-

Brazil and it exports to more than 15 countries in Europe, America and Africa. It stands out 

in the production of furniture with particle boards from reforestation forests. 

Over recent years, the enterprise has improved its management and production processes, 

preparing for an increasingly more globalized and competitive market, and since it operates 

in the entire country, it has accumulated solid experience in marketing and logistics. These 

characteristics have permitted it to strengthen its domestic market share and begin its 

international marketing plan, exporting to Latin America to start. 



Aware of its social responsibility and the decisive and fundamental importance in having 

all its employees participate in current and future conquests, the above mentioned 

enterprise maintains education, social action, professional qualification and improvement, 

volunteer and environmental programs, as well as countless actions and programs to 

continuously improve the work environment and organizational climate. 

Thus, with people, knowledge and action, the enterprise is building a solid corporate image 

committed to its customers, suppliers and society. 

 

6.1 The enterprise before the quality and environmental programs 

Up until mid-1999, the enterprise did not have an effective management instrument to 

implement the organization’s Values, Beliefs and Policies. The diverse sectors of the 

organization did not have an established mission, objectives or performance indicators 

aligned with the enterprise strategy. Top management did not dominate and did not know 

the available techniques and instruments for strategic management. 

The lack of meetings between leaderships and employees did not permit the effective 

dissemination of information and negatively influenced the systematics for solving 

organizational and ethical problems. 

There was no systematic control over the production process or any periodic inspections. 

This entailed in high rates of waste and rework. The lack of normative references or 

determination of work standards did not permit obtaining an acceptable level of product 

standardization. 

The enterprise did not seek suggestions for improvements from its employees and it had 

great deficiencies in training and development of labor personnel. It did not monitor or 

even encourage the development of interpersonal relationships among employees. 



The organization’s suppliers were not duly qualified in their respective areas although some 

were renowned names. There was no qualification, selection and continuous evaluation 

systematic for these suppliers.  

The qualification of new suppliers was done by merely checking punctuality in supplying 

inputs, and the latter did not have their main characteristics specified. The quality of 

purchased inputs, for example, was not a determining factor in evaluating supplier 

performance. 

The development of new inputs was precarious because partnerships with suppliers were 

weak and ineffective. The development of new products was also ineffective because it did 

not consider customer opinions, which could have been easily carried out using opinion 

surveys. 

The enterprise did not have customer service channels, thus compromising after-sales 

service and satisfaction surveys.  

There were no duly established criteria to identify which technical assistance requests were 

truly the enterprise’s responsibility, and therefore, it incurred any cost for nonconformity 

detected during the guarantee period. The reason behind this behavior was supposedly to 

comply with the consumer defense code and avoid legal problems. The enterprise also 

failed to make any structured evaluation of real problems that were causing excessive 

requests for technical assistance.  

 

6.2 The enterprise after the quality and environmental programs 

The ISO 9000 certification process and its integration with the ISO 14000 norm began with 

the development and implementation of a Quality Program in May 1999. This is when the 

quality and environmental teams were designated and each team had its own leader who 



was responsible for disseminating information to the other employees and eventually 

clearing up any doubts. 

These leaders comprised the Quality and Environmental Committees, which met weekly to 

discuss and solve potential and real problems, as well as give continuity to the disclosure 

and awareness phases of the programs. 

After first launching the Quality Program, the 5S project was initiated for which an 

implementation timetable was elaborated under the supervision of the Quality Committee 

in order to carry out the sorting, systematic organization, shine, standardization and 

sustainability of order, the five stages of 5S, respectively. 

Sustaining order was the most difficult and complex phase of the 5Ss, because it was in it 

that the results and true behavior of employees with the Program were demonstrated. In 

that phase, several checklists were elaborated, divided into sectors to verify effectiveness. 

This verification was carried out through inspections conducted by the employees 

themselves. 

Besides improving organization and cleanliness and reducing waste, the 5Ss helped 

drastically minimize work accidents, reducing idle labor costs and material and natural 

resource waste. 



After the 5Ss and with the elaboration of operational procedures and through the help of 

supervisors and leaders from each sector, continuity was given to the Quality and 

Environmental Program. Continuous improvement groups were formed to solve problems 

related to leftovers, waste, rework and technical problems with machines and equipment 

used in the production process. Thus, a strong preventive maintenance program, the 

measurement of environmental aspects and a reduction in environmental impacts were 

established.  

Starting in March 2000, a study was made about the performance indicators that were and 

could be used, and some quality tools also began to be employed (graphs and cause and 

effect diagrams).   

The main problems concerning the administration were raised, such as: the deficiency in 

disseminating internal and external information. But the enterprise’s values and guidelines 

were only established by the top administration, together with the Quality and Environment 

Committee, in 2003. 

After that, the environmental aspects of their processes and products were identified as 

follows: 1) study of all activities and waste generated; 2) identification of the 

environmental aspects its activities or waste can have on the environment and society; 3) 

identification of the environmental impacts from these aspects; 4) quantification of 

generated waste, classifying it as low, average or high intensity; 5) classification of 

frequency with which waste is generated; 6) classification of the importance of the 

environmental impact according to quantification, frequency and seriousness; 7) study of 

the cost of the environmental impact, including waste treatment; 8) sum of the quantity, 

frequency, importance, cost, seriousness degrees, etc., in order to verify significance to the 



environment; 9) study of regulations, norms, pertinent legislation related to waste 

treatment; and 10) study of the correct disposal and storage of waste.  

The Quality and Environment Committee intensified the dissemination of environmental 

issues taking into account the intention to obtain ISO 14001:2004 certification. Emergency 

action and escape route plans were created for all environmental risk situations and all 

enterprise employees received training in the same. 

The enterprise also involved the community in the integration of its management systems 

through social actions such as the “Recycle Program”. 

This program consists of the recycling of community and enterprise garbage, and its main 

objective is to help train employees through graduate, undergraduate, vocational, language 

and computer courses using the funds it collects. The program also helps maintain respect 

for the environment, educating employees and children and adolescents from the 

community, informing about environmental preservation techniques, selective garbage 

collection, the correct disposal of garbage and productive waste as well as recycling. 

In the beginning, the project only operated in one local Municipal School. At present, the 

program has partnership with ten Municipal and State Schools and with the community in 

which it is located. Volunteer employees give school students lectures on environmental 

awareness and the selection and collection of recyclable garbage.  

To encourage and motivate children to separate recyclable from non-recyclable garbage, 

gifts are regularly distributed proportional to the volume of garbage collected by the school 

and student. 

The schools receive a symbolic amount for selling the recycled garbage. The selected 

garbage is collected weekly by enterprise volunteers. After it is collected, it is compressed 



in the enterprise installations and sold to specialized recycling enterprises that dispose of 

the material appropriately.  

 

The integration of the two systems (quality and environment) can be ascertained by several 

elements. Those that stand out are documentation integration, in which the same document 

is elaborated with prescriptions for quality as well as the environment; training, which 

whenever possible and when involving issues related to these systems, is given to deal with 

both issues at the same time; top management behavior, which seeks to make decisions 

related to these two systems always considering their interrelationships; inspections, which 

whenever possible, also seek to investigate elements from both systems; critical analyses 

and performance indicators, whose main objective is to provide a perspective of the 

processes that comprise the systems in a joint manner, and countless other elements.  

The enterprise’s top management draws up its strategic plan using several elements. Those 

that stand out are information on the enterprise’s market and financial position and several 

elements from integrated management systems, such as: quality and environmental 

performance indicators; external environmental analysis and the results from critical 

analysis meetings concerning these systems. 

A comparison is made of the performance indicators that were reached, with the stipulated 

goal, so that the actions that are pertinent to achieving the results can be implemented. 

The results of the critical analysis meetings as well as the unfolding of performance 

indicators are disclosed to the entire organization. Leaders and employees directly involved 

in the enterprise's strategic actions are invited to these meetings. 

Among the improvements ascertained with the implementation of the Integrated 

Management System, we can underscore the following: 



- Associate satisfaction improved from 78% in 2003 to 84% at the end of 2006. During this 

period, the enterprise was ranked among the 100 best company to work for in Latin 

America and the fifth best company to work for in Brazil, according to the Great Place to 

Work Institute; 

- The conformity index for supplier deliveries went from 63% in 2003 to 89% in 2006; 

- Conformities regarding compliance with product requirements in the production process 

went from 98% in 2003 to 99% in 2006; 

- The amount of garbage that began to be appropriately selected and recycled and to be 

correctly disposed increased 37% from 2003 to 2006; and 

- The correct disposal level and reuse of waste increased 9% from 2003 to 2006. 

It is important to underscore that with the implementation of an integrated management 

system the enterprise was able to considerably reduce costs as a result of streamlining its 

organizational structure, because a single department began to manage the quality and 

environmental management system. 

 

7 – Generic recommendations for the integration of management systems 

Taking the above theoretical reference and the case study as a basis, we introduce the 

following generic recommendations for the development and implementation of integrated 

management systems: 

- Top management’s effort in considering and respecting the human being, and their needs 

and yearnings, creates a permanent link of affection among everyone in the enterprise and 

generates a healthy work environment that inspires trust, quality and environmental 

awareness in its processes and helps in improving safety; 



- The enterprise’s top management must be present in the everyday management of 

processes and have direct contact, whenever possible with employees from all levels. It 

thus contributes towards a participative management in quality and the environment, and to 

the improvement of the enterprise’s organizational clime; 

- The administration must strive towards making the necessary administrative and 

personnel support available to solve problems detected by management instruments and the 

monitoring of quality and environmental system processes; 

- When contracting consulting services, research and qualify the potential enterprises 

appropriately in order to minimize the probability of having to change them because they 

do not satisfy the contractor’s needs; 

- Create committees and/or sub-committees for the development, dissemination and 

implementation of certifiable systems in order to guarantee the effective participation and 

commitment of all the employees; 

- Hire or train and promote an in-house employee to coordinate the development and 

implementation program for the systems to be integrated. This employee will be the link 

between the consulting enterprise and the contracting enterprise, and generally will be the 

Management’s Representative and responsible for strategic actions that refer to the 

implementation of the systems;  

- Identify the interfaces and main processes the certifiable systems intended for 

implementation have in common. It is thus possible to plan the execution of single 

processes that satisfy both systems and thus reduce efforts and gain synergy; 

- Special attention should also be paid to the macro performance indicators that have the 

important function of monitoring the system’s health as a whole. As a result, the 

management’s critical analysis meetings shall gain even more importance; 



- Train and generate managerial and technical knowledge for all enterprise employees 

according to their need related to the activities they perform, in order to develop and 

improve competences; 

- Provide an environment of motivation and satisfaction for employees in order to facilitate 

the effective implementation of the systems based on the referred norms by complying with 

the training plan, improvement meetings, corrective and preventive actions, and etc.; 

- Promote a corporate leadership system at enterprise managerial levels that minimizes its 

main deficiencies and the possible discouragement of its employees in order to create a 

strong and cohesive group and, thus disseminate the correct information to the operational 

levels and break the traditional paradigms of resistance to change that negatively influence 

the implementation of ISO 9001 and 14001 norms and their integration; 

- Develop key suppliers to cover any eventual quality and environmental awareness 

deficiencies of its processes and products through the creation of pre-established 

requirements and demands for qualification in relation to the two systems; 

- Use integrated management software (ERP – Enterprise Resource Planning) to optimize 

communication among the diverse sectors/processes of the enterprise and certifiable 

management systems. When elements such as planning, programming and production 

control, commercial process, supplies, maintenance, personnel management and logistics 

are well managed, they increase the performance of the quality and environmental 

management systems tremendously; 

- Break the strategic indicators down into management and operational indicators so that all 

enterprise employees can perfectly understand how their work contributes to the 

enterprise’s complying with its strategies and effectively helping in these processes; 



- Continuously improve the information system since it will thus be possible to make 

employees aware as well as instruct and motivate them. It is possible to use “In Sight 

Management” principles to help in this process where emphasis is given to the disclosure of 

the main individual and per sector performance indicators; 

- Institute an efficient communication channel with the customers so that it can be possible 

to understand their real needs and transform them into product process requirements. 

  

8 – Conclusions 

The concern with quality and the environment is present in every aspect of modern life. As 

users of products and services, we demand a minimum standard of quality and ecological 

awareness in using natural resources by the enterprises. As citizens, we yearn for a 

minimum level of quality of life for the entire society. 

This study introduced the main procedures used and the results obtained from the 

implementation of an environmental management system based on ISO 14001 and its 

integration with a quality management system based on ISO 9001, already implemented 

and certified in a furniture Brazilian enterprise, showing the maturity of processes and the 

benefits in relation to, for example: cost reductions and improvements in quality and 

environmental performance.  

One of the main arguments for the integration of certifiable systems is the positive effect it 

has on the enterprises’ employees, making them aware and encouraging them about the 

need to conquer increasingly more daring goals, increase process and product quality, 

preserve the environment and the human being and reduce operational costs.  

The implementation of quality management systems and environmental management 

systems requires the breaking of some existing paradigms in companies. For such, it is 



necessary to have great concern for the existing organizational culture that must be 

transformed into a great ally in the implementation of systems as well as obligatorily resort 

to countless available instruments, such as: improvement and process transformation 

techniques, intensive training of human resources, the 5S program, management of quality 

costs, encouragement for self-control, use of statistical process control, KAIZEN, mapping 

environmental impacts and aspects, etc. 

Quality improvements and the maturing of management and environmental control 

procedures contribute to increased productivity and competitiveness especially by means of 

cost reductions that refer to eliminating waste and increasing perfection in process 

execution. 

The integration of certifiable quality and environmental management systems is an 

excellent opportunity to approach the objective of operational excellence. It is important to 

take advantage of the initial motivation for implementation, whatever it may be, in order to 

conquer countless other improvements that can be made possible from important changes 

these systems provide.  

The theory introduced and the case study carried out revealed that the commitment and 

effective participation of top management in all phases of system development and 

implementation are essential conditions for its success. 

Another element underscored in the text and that is also of fundamental importance for the 

success of certifiable systems was the importance in breaking down strategic indicators into 

managerial and operational ones and their dissemination throughout the enterprise. This is 

one of the most effective ways to strengthen and disclose the enterprise’s values, missions 

and policies. 



However, several other benefits can be verified with the integrated management of the 

quality and environmental management systems. This joint management permits great 

gains in synergy with the execution of tasks they have in common, as well as considerably 

reduce production costs as a result of the reduction in waste, not to mention the improved 

image of the enterprise in the market. 

The theoretical reference introduced in this article provided the foundation, on necessary 

concepts and practices, to understand the reality of the enterprise studied in relation to its 

quality and environmental management systems and the understanding of the difficulties 

and benefits in adopting systems in companies in general. 

The carrying out of qualitative research based on case study methodology proved to be very 

appropriate for the proposed objective, because it permitted an in-depth study of a certain 

reality without any abstraction of its real context. The data collection instruments 

(interviews, document analysis and on-site observation) also proved to be very effective 

and enabled great agility in raising and interpreting data. 

The progressively more challenging productivity goals require organizations to maximize 

their efficiency. Multiple management systems where only one would be sufficient are 

inefficient, difficult to administer and involve the employees who invariably wonder 

whether they should give priority to the production or the bureaucracy these multiple 

systems generate. 

It is much simpler to obtain the cooperation of employees for a single system than for two 

or more that will be managed separately. Furthermore, the synergy generated by the 

integration has led organizations to achieve better levels of performance at a much lower 

total cost. 



In conclusion, it is worth remembering a quote from Juran: “quality is the responsibility of 

every enterprise employee, and therefore, there is the risk of it being no one's 

responsibility." Therefore, it must be underscored that only through the integrated and 

structured development and implementation of certifiable management systems will 

everyone’s responsibility be correctly solved. 
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