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Abstract: TQM is a management approach based on the 
quality of the organization, which allows monitoring and 
adjustment of changes in the environment, conditional 
changes in the organization, which greatly contributes to the 
flexibility of the organization in relation to the external 
changes. TQM in the general sense puts emphasis on the 
customer satisfaction, continuous improvement and 
involvement of all employees in the organization. EMS has 
evolved significantly beginning with the standardisation of 
regulatory rules for environmental protection, cutting 
pollution and improving eco efficiency and sustainability. 
Some organisations could involve elements of management 
performance within their EMS that are ISO 14001 based, 
while some other organisations do not operate in a similar 
manner as it is not requested by certification. To achieve 
sustainability, three elements should be linked: financial, 
environmental and social. In many organizations that have 
EMS, there exists a basic lack of connection this system with 
any other management system. A fundamental question may 
be: which of these approaches is the most adaptable for one 
particular organisation and in which way EMS could be 
implemented in the management system. 
Keywords: environmental aspects, ISO 14001, TQM, IMS, 
BSC 

 
1. INTRODUCTION 

 
As ISO 14001 standard is a quite flexible 

one it allows great adaptability during its 
implementation. Due to this fact some 
organisations adopt the standard with an aim 
improve their environmental performance, while 
some other organisations adopt the standard to 
enter new potential markets and to satisfy their 
customers. It is not rare that EMS is adopted in 
parallel with others management system: that 
will drive the organisation to inefficiency.  

Researches show that various organisations 
adopt ISO certification for various reasons: on 
the basis of a government’s demand [1], to 
publicly show their environmental orientation 
[2], to serve as an advantage in entry to the 
international markets [3], or to meet a direct 
client’s demand [4]. 

Despite the fact that majority of studies 
show that ISO 14001 certification improves 
environmental performance, some organisations 
still suggest that future ISO certification has to 

include both certain elements of management 
performance and certain actions that will ensure 
everyday harmonisation with the demands of the 
system. 

This assimilation, that includes 
involvement of ISO 14001 in already existed 
management system as well in every day 
actions, represents key solution for improvement 
[5]. 

 
2. FACTORS OF IMS/TQM 
IMPLEMENTATION 
 

Integration is a harmony, strategy balance 
and work of any company. It means that various 
departments and levels speak the same language 
and they are on the same wavelength. In 
literature the integration of management systems 
(IMS) is discussed as joining of QMS, EMS, 
OHSAS and corporative society responsibility 
(CSR). Thus, to survive and have success in 
global competition, any company should 
consider any aspect of process including reduce 
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of costs, welfare of any employee, work 
environment as well as effect of a company work 
to its neighbors local government. Moreover 
companies should present their own problems on 
product and service quality. The concept of the 
integration of management systems (IMS) has 
been developed from these needs. There is a 
question in theory and practice of the 
management system: why some companies 
integrate their management systems but others, 
having similar context, do not accept them even 
any special management systems. To understand 
decision making on IMS as well as motives 
effecting the implementation of IMS is critical 
due to two reasons. 

The first one, it will help to company 
theorists to forecast the behavior at IMS 
implementation and the second one, IMS will 
identify mechanism that impels the 
implementation of IMS enabling the researchers, 
managers and policy makers to understand better 
the dynamics of IMS implementation. There are 
considerable possibilities in researches for 
development of a model that identifies special 
conceptual categories of IMS motivations being 
in accordance with hypothesis and results in any 
motivation as well in factors effecting the IMS 
implementation [6-9]. 

Important aspect of IMS research is to find 
out the factors that effect implementation of 
IMS. It includes the factors that make possible 
implementation of IMS as well as the factors that 
disturb the IMS implementation. Achieving 
competitive ability in the conditions of global 
market is a complex process, which requires 
coordination of all business functions in the 
company and making a great financial and 
marketing effort. Competitive ability is hard to 
gain, but easy to lose in the conditions of so 
called offenisive global competition. Quick 
technology improvement made conditions for 
technology to become available to everyone in 
the world under acceptable conditions. On the 
other hand, a quick spread of technology process 
influenced on the reducement of monopoly 
knowledge which resulted in an ability of 
entering, all organisationally and financially 
ready, for the fight on the world market. [6, 7, 
10]. 

Modern business implies prestructions of 
business functions. From traditional 
understanding directed to linear way of thinking, 
where all business functions were equally 
important companies have to turn to proactive 
thinking which implies understanding and 

creating of changes, as well as giving 
importance to those business functions which 
enable a company to create, maintain and 
improve competitive position on the global 
market. Functions which have strategic 
importance for doing business inside a company 
are research and development, quality and 
marketing. The function of research and 
development is a basic switch for development 
of a business company. Constant improvement 
of a business process is acomplished on the basis 
of implementation of quality managing concept. 
Marketing enables forming of a market picture 
and directs the business activity of a company 
due to spotted need and expressed customer`s 
demands. The function of marketing is 
intergrative because it connects not only these 
three but also all other functions in the company 
in order to gain firm market position of the 
company. Business changes in its base under the 
circumstances of global economy. Today, 
business organisation became aware of the fact 
that the way they do business has influence on 
the society as well. This ackowledgement has 
greater consequences. Changing the attitude of 
business organisations in global economy due to 
the question of competitiveness is today under 
the great influence of principles of corporative 
ethics. Implementation of principles of 
corporetive ethics has a global character. The 
public interest is a primary interest of 
organisation, which has to incorporate into the 
business politics of the organisation and 
business politics of an organisation has to 
conduct. [10-12]. 

TQM is a management approach based on 
the quality of the organization, which allows 
monitoring and adjustment of changes in the 
environment, conditional changes in the 
organization, which greatly contributes to the 
flexibility of the organization in relation to the 
external changes. In implementation, TQM is 
based on the system (organization is regarded as 
a set of processes and their mutual relationship) 
and situational (each organization is specific 
case with its environment, and everything 
depends on situation) approach. TQM in the 
general sense puts emphasis on the customer 
satisfaction, continuous improvement and 
involvement of all employees in the 
organization. TQM creates a culture of quality, 
in which the goal of every employee is to satisfy 
the customer and where the organizational 
structure allows that. The main goal is to 
encourage employees at all levels to achieve 
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maximum: allocation of authority and 
responsibility for independent decisionmaking, 
presenting mission, vision, goals, policies to 
employees (quality, relations with customers) 
and system of values; developing mutual trust 
between management and employees; assurance 
of resources and other prerequisites, the constant 
training of employees, creating a policy for 
stimulating expression of creativity, knowledge 
and skills. 

The ultimate goal of quality management 
based on the concept of TQM is the achievement 
of busi-ness excellence (which is the business 
achievement of organizations in terms of 
financialinterested parties), which is reflected in 
the constant increase of profit and market share, 
with reduction of the cost. Achieving business 
excellence (occupation of the market position) 
and the creation of world-class products and/or 
service are the basic prerequi-sites for survival, 
growth and development organization. Business 
excellence is not located in a business function. 
It is the result of the synchronized action, 
according to precisely defined goals, and should 
be the aim of every employee. To achieve 
excellence is necessary that the buyer ''voice'' 
agent of all the activities from defining goals and 
strategies, through product development and 
process, until the internal standards for 
measuring the performance of all parts of the 
organization. Thanks analytical approach to 
research that resulted in the abstraction of factors 
can be made clear a number of directions in 
establishing a culture of business system. The 
role of management is to change the factors that 
created and held the existing culture. Chang-es 
in culture, structure and management are refle-
cted in the internal relations within the company, 
and includes the adoption of new documents, 
decisions and solutions, and change the habits of 
particular employees. Efficient culture of a 
special organization, its specific image, which it 
is recognized in the environment (global 
market), motivated employees, results in 
formation of efficient and flexible organization. 
Building adequate organizational culture is a 
longterm process, which must be well designed, 
emphasis on mission and vision, and 
acknowledges the real situation and the 
availability of resources. Practice has shown that 
successful implementation of TQM in the 
organization depends on its compatibility with 
the existing organizational culture. If there is 
compatibility, the concept of TQM is integrated 
in the organizational culture, as a number of 

common values, principles and norms of quality. 
The basis of this culture iscommitment and 
awareness of quality and commitment to quality 
in the organization. Effective culture building 
with the principle that the quality of work and 
responsibility of everyone. Creation, 
development and maintenance of culture is a 
process which in various ways includes all 
employees. This process can not be established 
by itself, but by management, launching 
initiatives and building all the elements of 
quality management. Culture is based on the 
efficient management system and quality 
assurance and total quality management loyalty. 
Efficient culture ensures a low level of quality 
variations of final product or service, and has 
permanent improvement, in order to improve 
satisfaction of customers. Analytical approach 
allows research of organizations to identify 
those factors that allow the establishment of 
organizational culture organizations, and than 
allows the introduction and maintenance of 
TQM, and business that pursues excellence in 
business. [6, 7, 9, 12]. 
 
3. IMPROVEMENT OF 
ENVIROMENTAL PERFORMANCE 
 

The leading system for managing the 
environment protection is ISO 14001 (1996 and 
2004 versions) including its auxiliary standard 
ISO 14031 for measurement of the efficiency of 
environmental protection. The ISO 14001 
standard includes only the audit [13], while the 
quality of the audit is random and variable. 
Moreover the independence of auditing is 
limited [14,15]. 

Therefore the standard does not identify 
environmental performance as key to 
certification, as the standard is process oriented 
and does not guarantee an impact on 
environmental performance. Some organisations 
stated that it is not hard to obtain an ISO 14001 
certificate and that the certification would have 
greater influence if it is merged with developed 
environmental performance measures. [6,7] 

On the other hand, the request for 
environmental protection is becoming more 
important. EMS has evolved significantly 
beginning with the standardisation of regulatory 
rules for environmental protection, cutting 
pollution and improving eco efficiency and 
sustainability. This action directs market 
movements from the process till reaching the 
results of that process. 
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If the real result of the process is under the 
scope, a question could be asked; is the 
environmental protection defined by ISO 14001 
standard sufficient or are there additional actions 
aiming assurance of better environmental 
performance inside an organisation? 

Different organisations have different 
experiences concerning implementation and 
adoption of ISO 14001. 

Different opinions about question “does 
ISO 14001 certification present only a ‘green 
wash’ or it real improves environmental 
performance’ exist. Analyses show uneven 
results. While in some empirical researches [16] 
and [1] it can be found that ISO 14001 adoption 
improves environmental performance of 
organisations, in researches [17] and [18] the 
respective authors came to contradictory results. 
Results even show that some performances are 
siginificantly worse after an ISO 14001 
certification. In analysis [4] it is shown that 
organisations that have EMS implemented and 
involve ISO 14000 standard in their every day 
activities have quite improved environmental 
performance. In empirical analysis [19] it is 
shown that EMS is very useful but not useful 
enough to effectively improve environmental 
aspects/parameters within the organisations. 

The most appropriate explanation for 
contradictory opinions and results that are given 
by previous researches could be that efficiency 
of an ISO certification related environmental 
performance improvement depends on how 
organisations designed and created EMS and 
how they utilise this system. Come organisations 
could involve elements of management 
performance within their EMS that are ISO 
14001 based, while some other organisations do 
not operate in a similar manner as it is not 
requested by certification. This explains why 
various organisations have very different 
experiences with an efficiency related ISO 
certification [8, 11]. 

Balanced scorecard, as one of the 
performance management systems, presents a 
very suitable tool for ISO 14001 standard 
assimilation in every day activities and in the 
whole management system. 

Widely present literature sources about 
BSC (Kaplan and Norton, Brown, Olve) are not 
specialized in the environmental aspects, but 
there are many research analyses that are 
focusing on the sustainable BSC concept 
approach, more precisely on SBSC 
(Sustainability BSC). This concept is 

predominantly oriented toward defining 
important environmental strategies and social 
objectives for the organisation. These strategies 
and these objectives will lead to creation of 
economic values through the cause-and-effect 
links from elements of all the perspectives. 

To achieve sustainability, three elements 
should be linked: financial, environmental and 
social. In many organizations that have EMS, 
there exists a basic lack of connection this 
system with any other management system. A 
fundamental question may be: which of these 
approaches is the most adaptable for one 
particular organisation and in which way EMS 
could be implemented in the management 
system. [8, 11] 

According to [20] the environmental and 
social aspects could be implemented into BSC in 
three ways: 1. implementation into four already 
existing perspectives; 2. the creation of new 
(fifth or even sixth) perspectives which will 
include these elements; 3. creation of a special 
environmental/ social scorecard. 

Observing the division of SBSC from [20] 
one can conclude that most organisations adopt 
the first approach, but also the integration of 
environmental aspects into already existing 
perspectives. In this case the sustainable aspects 
could be found in all four perspectives. For 
example the customer perspective could include 
external stakeholders as a contractors, 
customers, loan organisations, government, 
environmental organisations, stakeholders,... On 
the other side the financial perspective could 
include complaints and costs concerning 
environmental protection. Other perspectives 
could include environmental and social aspects. 

It is important to mention that 
environmental and social aspects could be 
included within the 4 already existing 
perspectives of conventional BSC while at the 
same time it could be created as an additional 
perspective. These two types do not exclude 
each other. The creation of an additional 
perspective is suggested if environmental and 
social objectives are strategically relevant and if 
it is impossible to include them in the four 
existing perspectives. 

The choice of how to include these aspects 
depends on the definition of strategic 
environmental and social aspects during the 
process of defining the SBSC. 

On the other hand, the creation of special 
environmental scorecard would completely 
include all the elements of EMS throughout the 
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full management system but in this way there is 
a possibility of creating a parallel system which 
could be business neglected. With good linkage 
with BSC an organisation could reach good 
results concerning EMS organisation. [8, 11] 

 
4. A NEW FUZZY ABC MODEL 

 
BSC is very good for the dialogue of 

improvement at the level of top managers 
especially in the definition of strategic aspects 
and the polarization of all activities inside the 
organisation. But, it is shown in practice that 
when the integral SBSC is defined for the whole 
management system in which there is only some 
objectives relating to environmental protection, 
then the whole environmental department is 
impacted by BSC. Resources that were 
previously given over to environmental 
protection will be reduced if the organisation 
changes orientation to other strategic spheres 
[8]. 

This could be quite a dangerous mechanism 
that should be avoided creating an SBSC which 
has a basic defined budget. On the other hand in 
organisations that have a clear view concerning 
the importance of environmental protection and 
enjoy managerial support, this could help with 

the integration of those aspects with all levels of 
organisation. The problem is that every BSC 
include 20-25 actions that could be enough if 
they considered only the social and 
environmental objectives of organisation, but 
could not be enough for the whole management 
system. Adding the new perspectives will bring 
some improvement but not enough, while the 
independent SBSC could include all elements of 
sustainable development but it is necessary to 
link it as well with an already existing BSC or 
management system if it is not to be completely 
ignored. 

SBSC is a tool that gives a good chance for 
the integration of environmental and social 
objectives and actions into an existing 
management system. SBSC does not present a 
substitute for other systems such as ISO 14000, 
but in any case it does help promotion of 
methods of sustainable development within the 
organisation’s processes and connect them with 
a traditional management system. Still, it is not 
easy to define sustainable development and 
stakeholders’ rights yet. Also on the operational 
level there exists problem of quantification as 
well as the integration of environmental and 
social objectives and actions. 
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