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EXPLORING THE IMPACT OF INTEGRATED 

MANAGEMENT SYSTEMS AUDITS ON 

BUSINESS PERFORMANCE 
 

Abstract: The aim of this paper is to analyze to which extent 

the integration of MSs audits is important for quality and/or 

environmental MSs managers and the impact they think audit 

integration may have on business performance.The 

methodology applied is a case study analyzing the integration 

of MSs and audits in a company that has three MSs 

implemented. Results show that the organization is 

integrating its MSs and audits achieving a certain 

improvement in efficiency. Also, the integration is higher at 

shop floor level than at top management. Workers are the 

main barrier but the organization is reducing it through 

training. 

Keywords: integration of management systems, audit, 

performance, efficiency, training 
 

1. INTRODUCTION  
 

In the last few years, management 

systems (MSs) and their corresponding 

standards have become a central part in many 

organizations’ route to continuous 

improvement and business excellence [1]. To 

do this, firms are seeking to enhance business 

performance by providing quality products that 

fulfill customer's requirements and which in 

turn, respect the environment [2]. Quality 

management systems (QMS) and 

environmental management systems (EMS) are 

a good tool to help organizations achieve their 

goal. To implement these MSs, organizations 

have to establish processes that meet the 

objectives and requirements previously 

designed. Therefore, to make sure that the 

processes and requirements have been correctly 

and efficiently implemented in the 

organization, firms need to conduct system 

audits, which make the audit process one of the 

most important parts of a QMS or an EMS [3-

4]. In fact, standards such as ISO 9001 or ISO 

14001 require that firms plan and comply with 

the processes of monitoring, measurement, 

analysis and improvement, which are collected 

as evidence of their MS [5-6]. 

Moreover, whether a company is large or 

small, audits are important factors in 

continually improving business practices [7]. 

Ultimately, audits are a good tool to regularly 

and systematically obtain objective evidence 

about how the MS is functioning and are 

helpful when identifying the organizations' 

strengths as well as the improvement areas, 

therefore helping organizations to increase 

business performance [8-9]. In sum, the results 

of such an audit (non-conformities, 

recommendations and possibilities of 

improvement) are useful to ensure that the 

organization is complying with the MS 

standard's requirements and that the 

organization pursues continuous improvement 

[7]. 

In this paper we aim to analyze to which 

extent the integration of MSs audits is 

important for quality and/or environmental MSs 

managers and the impact they think audit 

integration may have on business performance. 

The paper develops as follows. First we review 

the existing literature on integrated MSs audits. 

Next, the methodology used for our analyses is 

presented together with the main findings. 

Finally, we provide some concluding remarks. 

 

 

2. LITERATURE REVIEW  
 

An audit is a "systematic examination to 

determine whether activities and related results 

conform to planned arrangements and whether 

these arrangements are implemented effectively 

and are suitable for achieving the 

organization’s policy and objectives" [10]. 

Thus, audits are a vital part of MSs as they 
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enable the company to check how far their 

achievements meet their objectives [11]. To 

help organizations implementing more than one 

management system standard (MSS) audit their 

systems, ISO has released ISO 19011:2011 

[12], a standard which provides guidance on 

internal and external management system audits 

Some authors [2-3] recommend that 

organizations integrate the different MSs audits 

to enhance this continual improvement and to 

increase the efficiency of the MSs and their 

audits. In fact, internal auditing is one of the 

most integrated process in the companies' MSs 

[13-16] because it reduces redundancy in 

audits, it saves time and resources and makes 

the audit generally more efficient [2]. Thus, 

audit integration improves the efficiency of the 

audits by helping firms "manage processes; 

improve performance, cut costs and drive 

continual improvement" [17]. Thus, it is 

important to analyze whether having more 

integrated audits helps organizations to manage 

Integrated Management Systems (IMS) more 

efficiently in terms of increasing the quality and 

environmental attributes of the products or 

services that the organizations offers and thus 

increasing business performance [18]. 

As mentioned previously, the internal 

audit process can be integrated into one system 

like any other processes of a company [16]. 

Organizations that want to integrate their audit 

processes should first develop an audit schedule 

based on their processes and "once these 

processes have been incorporated, an 

integrated audit can be performed on each 

single process" [3]. Although the integration of 

audits bring benefits such as reducing time, 

costs and bureaucracy, the best benefit of 

integration is that the organization will adopt a 

process approach, creating a culture of 

continuous improvement of the processes 

implemented [2-3]. However, there are some 

difficulties when to face when integrating 

internal audits, for instance the lack of auditors 

expertise in quality, environmental or other 

processes or the lack of employees motivation 

to adopt a process approach [2-3]. 

According to Transco [10], integrated MSs 

audits are used to: (1) asses how effective are 

IMSs; (2) confirm that the IMS is complying 

with a set of requirements determined by the 

company; (3) for the objective of certification 

of the MSs integrating the IMS and (4) to 

identify improvement opportunities. Thus, they 

might be a good tool to increase business 

performance. 

3. METHODOLOGY 
 

The aim of this study was to explore the 

perceptions of managers of companies with 

implemented integrated management systems 

of what are the benefits and impact on 

performance of having integrated audits. To 

carry out the research we carried out one case 

study of a Catalan organization which had 

implemented three management systems and 

had some level of integration. The 

methodological process consisted of three 

interviews with those responsible for Quality, 

Environment and Health and Safety, which 

were formed by the sixteen questions in every 

interview. While we stuck to our interview 

protocol, we allowed respondents to guide the 

flow and content of discussion and tried to 

reduce interviewer-induced biases by 

maintaining objectivity. The interviews were 

done in December 2013, lasted about an hour, 

were conducted by two interviewers and were 

tape recorded.  

The case study illustrates the 

organization’s approach to managing MSs, IMS 

and their corresponding audits. A case study 

approach was adopted to allow causes, 

processes and consequences of behavior to be 

investigated [19]. A single case study approach 

was chosen because of the exploratory nature of 

the investigation [19].  

In this investigation, a case study is 

defined as, “an empirical inquiry that 

investigates a contemporary phenomenon 

within its real-life context; when the boundaries 

between phenomenon and context are not 

clearly evident; and in which multiple sources 

of evidence are used” [19]. The case study 

approach is useful in exploratory modes of 

research and can provide initial understanding 

of particular situations which may then be 

utilized inductively to create better theory [19]. 

According to this methodology, in the next 

section of the paper, we proceed to perform the 

analysis of the case study.  

 

 

4. FINDINGS 
 

4.1. Management systems, integration and 

certification 

 

The company has a quality, environmental 

and health and safety management system. The 

QMS is implemented to a certain extent as it 



 

9
th

 IQC June, 2015                               337 

has a quality manual unfinished years ago, 

which the company is updating as well as they 

are completing missing records and 

instructions. 

In the case of the EMS, it also has a 

manual, developed by the company with the 

instructions that must be followed, procedures, 

etc. Part of the manual is the waste plan, which 

annually carries the waste declaration, so it is a 

plan that is always very controlled. The major 

points for the company which the EMS helps 

them control are the pollution of waters, the 

pollution of soils, solvents, air emissions and 

the waste produced.  

As for the S&HMS, it has a manual that 

was developed by a subcontracted company 

years ago. This area is managed externally by 

the subcontracted company. 

Thus, all three MSs have a manual, which 

is used as the guide by the managers to 

implement the quality and environmental 

policies in the company. None of the MSs has a 

certificate, although the purpose of the 

company is to get the ISO 9001 certificate for 

quality management in the near future, as well 

as ISO 14001 because customers require them.   

After the interviews, we concluded that, 

according to those in charge of the different 

departments, some degree of integration of the 

MSs has been achieved. For example, although 

the different MSs do not share the manual, 

policies or responsible person, they do share 

some procedures and documentation such as 

training of employees, risk control procedures, 

etc. Thus, the integration is higher at shop floor 

level than at top management. In the future, the 

company aims to integrate at least the QMS and 

the EMS when they get the certificates and 

profit from the similarities that the two 

standards offer for integration.  

 

 

4.2. Implementation of integrated audits, 

benefits and challenges and impact on 

performance 

 

The company carries out internal audits for 

all three MSs. For the EMS and OH&S, the 

auditors and audits procedures are the same 

whilst for the QMS, the auditors are the same 

but the audits are carried out at different 

moments in time. Thus, a medium level of 

integration of the MSs audits has been achieved 

by the organization. Some of the employees 

have been trained as auditors and perform the 

audits periodically in the production plant. The 

main auditing technique used is the “checklist”, 

where each job has its "checklist" and the 

employees must visually check that the 

procedures work and are in good state or 

otherwise, will record the problem. Then the 

problem is reported to the manager and is 

solved consequently. The company thus is 

highly involved in managing the audit process 

so that it has a positive impact on the efficiency 

of the processes. Also, they highlight the 

importance of continuing the integration of the 

different MSs audits to profit from the 

advantages of the integration such as reduced 

time and bureaucracy and in general increased 

efficiency in the audit process. They believe 

audits are an important tool to examine and 

evaluate business systems, verify the 

compliance of the procedures and emit 

suggestions for improving the operations and 

the organization performance among others.  

Regarding the integrated audits, as 

mentioned before, the greatest challenge has 

been the implication of workers to the audit 

processes because previously the audits were 

done individually for each MSs and currently 

some changes have been and are being made to 

achieve integration. Thus, some procedure to 

which workers are accustomed to making them 

in a particular way have changed, which 

implies a problem to adapt to these new 

changes. The company explains that they had to 

convince workers and keep checking them to 

see that the procedures were realized properly 

with the applied changes, but in the long term, 

they believe it will pay out in improved audits 

and MSs. Also, since many documents and 

records are needed, the employees complained 

about the increased time needed to perform the 

audits, however, company managers train them 

continuously to increase the awareness of the 

higher effectiveness of integrated audits. 

Therefore, a major challenge for the 

organization is to change the mentality of their 

workers to be open to receive new changes in 

processes. Through training, they believe they 

will manage to motivate the staff and learn new 

habits in production. The company states they 

always aim for continuous improvement as the 

only path to increase business performance. 

 

 

5. CONCLUSION 
 

The aim of this paper is to analyze to 

which extent the integration of MSs audits is 

important for quality and/or environmental MSs 
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managers and the impact they think audit 

integration may have on business performance. 

Based on a single-case study, the following 

conclusions can be extracted. 

First, the organization has achieved some 

level of integration of its MSs because although 

not all the elements are common, they do share 

some procedures and documentation such as 

training of employees, risk control procedures, 

etc. In addition, the results show that the 

integration is higher at shop floor level than at 

top management. 

Regarding the audits, the company is 

aware of the positive impact the integration has 

on the efficiency of the processes. Its aim is to 

continue with the integration process to profit 

from the advantages of the integration such as 

reduced time and bureaucracy and in general 

increased efficiency in the audit process. 

Finally, because the greatest barrier is the 

workers, the organization is training them to 

motivate the staff and learn new habits in 

production that will also have an impact on 

company’s performance.  

The main limitation of this paper is the 

case, as it only analyzing one case. Thus, in 

future research, more cases need to be done to 

analyze this situation more in-depth. 
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