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Definitions and Abbreviations  

 

Continuous improvements: an explicit set of principles, mechanisms and activities within an 

organization that are developed to give continuous changes of the organizations processes and 

routines, Berger et al. (1996). 

 

Cost-effectiveness: when the cost per unit before an improvement is greater than the cost per 

unit after an improvement, the improvement is said to be cost-effective, Al-Najjar (2007).  

 

Management system: a system to establish policies and goals as well as achieving these goals 

and it aims to manage and cover all aspects within the organization, Persson (2004); Karlöf and 

Lövingsson (2007). 

 

Profitability: “the profit margin times the investment ratio, which is equal to the return on 

investment”, Anthony (1998).  

 

Quality: "the totality of features and characteristics of a product or service that bears its ability 

to satisfy stated or implied needs”, ISO 8402 (1986).  

 

Supply chain: “the upstream and downstream relationships with suppliers and customers in 

order to deliver superior customer value at less cost to the supply chain as a whole”, 

Christopher (2011) 

 

Process: “a network of interrelated activities that are repeated in time, whose objective is to 

create value to external or internal customers”, Bergman and Klefsjö (2007) 

 

Streamline: “to improve the efficiency of a process, business or organization by simplifying or 

eliminating unnecessary steps, using modernizing techniques, or taking other approaches”, 

Businessdictionary, (2013). 

 

Model: “graphical, mathematical (symbolic), physical, or verbal representation or simplified 

version of a concept, phenomenon, relationship, structure, system, or an aspect of the real 

world”, Businessdictionary, (2013). 

 

TQM – Total Quality Management 

ISO – International Organization for Standardization 

PDCA – Plan-Do-Check-Act 

C.C.I.M – Continuously and Cost-effectively Improve a Management system 

ITI – International Trade Intermediaries 
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1. Introduction 

This chapter gives the reader an introduction of the research. First, the background of the 

problem area is presented, which leads to a discussion and presentation of the problem and 

further on results in a problem formulation. The purpose, relevance and literature research of 

the study is stated as well as delimitations/limitations and timeframe. 

 

 

1.1 Background 

Today’s rapidly developing environment has resulted in constantly increasing customer 

requirements, which needs to be fulfilled by the organization to be profitable and stay 

competitive on the market. Therefore it has become more common to strive against having a 

cost-effective supply chain, which have led to that more companies have begun to outsource 

part of their supply chain to  trading companies, Gotzamani et al. (2010). According to Ellis 

(2003, p. 3) “trading companies are characterized by their specialization in market-making 

intermediation, an activity which may involve brokerage (selling on behalf of another) or 

reselling (taking title to the goods traded)”. A trading company, also described as 

intermediaries, handle sourcing, shipping management, supplier quality and distribution on a 

daily basis.  There are two types of distributive trade activities: domestic trading and 

international trading. The domestic trading is when the market-making take place in one 

country, while international trading is distributed in several countries. A business within 

international trading is called International Trade Intermediaries (ITI) and plays an important 

role in global sourcing and supply environments. This is mainly because they improve 

efficiency of distribution, open up new markets, minimize costs incurred in overcoming barriers 

and improve communication between buyer and seller in the supply chain, Fung et al (2007). 

 

Intermediaries are known to customize their tasks and roles to streamline a competitive supply 

chain to satisfy end customers’ needs. They also simultaneously negotiate with the supplier and 

customer to spread risks, stabilize orders and reduce inventories. They can be seen as a link 

between the supplier and customer and their operations are anchored in a supply chain, 

Christopher (2011). A supply chain is, according to Christopher (2011, p. 3) “the upstream and 

downstream relationships with suppliers and customers in order to deliver superior customer 

value at less cost to the supply chain as a whole”. This means that relationship with suppliers 

and especially customers are significant for trading companies. To establish and maintain good 

relationships with customers, the quality aspect is vital to consider within this business. 

 

Quality has always been an essential factor to the customer when purchasing services and 

products. A company that works with quality and quality development in a systematic and 

innovative way often becomes successful on the market. Quality development is to create 

“increased customer satisfaction with as few resources as possible”, Bergman and Klefsjö 

(2007, p. 56). Satisfied customers can generate in new as well as recurrent customers, which 

leads to increased profitability. The level of satisfaction determines the final quality standard, 

because the customer estimates the quality of the product or service. From an organizational 

perspective the quality of the products and services begins in the processes, therefore the 

processes are the basis in quality work. To manage and improve the quality of an organization’s 

processes, companies commonly use a quality management system. A management system is 

“organizational structure, routines, processes and resources that are necessary to manage and 

control the organization”, Bergman and Klefsjö (2007, p. 500).  
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A well-functioning management system creates major competitive advantages and clarity of 

the organizations processes, because it for instance describes: how comprehensive goals are 

formulated, how they are intermediated within the organization, which document that are used 

for this and who is responsible for what, Karlöf and Lövingsson (2007).   

International Organization for Standardization (ISO) is an organization for standardization that 

are responsible for several standards for management systems, where the most commonly used 

systems are within quality (ISO 9001) and environment (ISO 14001). These two are generally 

required by stakeholders and therefore companies strive towards being ISO 9001 and 14001 

certified to assure their stakeholders that they consider the environmental aspects as well as 

working towards increased quality, Bergman and Klefsjö (2007). Working towards 

environmental aspects give both external and internal benefits, such as: increment of renewable 

resources and systems, increased process efficiency and decrement in costs of waste, SIS 

(2013).  

A good foundation to obtain a well-functioning management system is to have influences of 

Total Quality Management (TQM), which is a management philosophy based on different 

principles that can provide quality awareness within the organization. It is also based on having 

“a continuous improvement work in all of the organizations processes in which all employees 

are allowed and encouraged to get involved”, Bergman and Klefsjö (2007, p. 435). The 

objective of TQM is to create increased customer satisfaction with as little resources as possible. 

An essential part when working in the direction of TQM is the commitment of the management 

to efficiently work towards the principles, Bergman and Klefsjö (2007).  

 

1.2 Problem discussion 

The external customer requirements of quality are constantly increasing as new technologies 

are developed, therefore companies continuously need to improve the quality of their 

management system. Quality, in this case, means structure work approaches, comprehensibility 

of the management system and streamlined processes. A fundamental of the quality 

development is that there is always a way to achieve higher quality to a lower cost, Bergman 

and Klefsjö (2007).  

To remain and be competitive on the global market, companies are constantly working with 

continuous and cost-effective improvements, Al-Najjar (2007). If not working with continuous 

improvements different losses can occur due to an unstructured management system. These 

losses can be inefficient processes and poor quality, which can lead to decreased profit and 

unsatisfied customers, Bergman and Klefsjö (2007). There are several methodologies to work 

with continuous improvements and most of them have a primary target of improving 

manufacturing processes. Administrative systems, such as a management system, are usually 

not supported by these methods, Helmrich et al (1994). If the management system is not 

continuously improved and updated, especially when working with ISO 9001, the quality 

assurance in relation to the customers can be lost. Continuous improvement work within 

management systems can generate changes within the business, which requires strategies to 

manage these changes. These strategies especially needs to consider people issues (e.g. 

motivation, communication and training) at all stages of the process to get as efficient 

improvements as possible, Hayes (2007).  
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Companies within the trading business need to have an efficient supply chain to meet customer 

demands; therefore the processes within the organization are essential. To manage the processes 

and maintain a streamlined supply chain a high-qualitative management system is required, 

Christopher (2011). 

The main goal of most organizations is to be profitable and always strive to increase their 

revenues. There are many factors that can be affected by a low-qualitative management system, 

such as: inefficient processes and supply chain, bad quality and unsatisfied customers. The 

employees can also be affected negatively due to complex work approach. All these factors can 

result in decreased profitability. 

 

1.3 Presentation of problem 

Management systems in trading companies are never flawless and can always be improved to 

some extent; therefore it is important to work with continuous and cost-effective improvements. 

According to Bergman and Klefsjö (2007) there are always opportunities for quality 

improvements of the management system to streamline the organization and its processes. An 

inefficient management system, due to lack of improvements, can have a negative effect on the 

customer relationship. If the customers are unsatisfied it can result in bad marketing and the 

acquirer of new customers can be lost, which would have a negative impact on the profitability. 

Therefore it is important to have a high-qualitative and continuously improved management 

system to get satisfied customers and maximize the profit. 

 

1.4 Problem formulation 

How to continuously improve the quality of a management system within trading business to 

increase the profitability? 

 

1.5 Purpose 

In this study the authors aim to develop a model to continuously and cost-effectively improve 

the quality of a management system within trading business, taking the environmental aspects 

and the impact of organizational changes up on personnel in consideration.  

 

1.6 Relevance 

Continuous improvement is a well-discussed topic in today’s market, because of the constantly 

developing environment. It is important with continuous improvements to be competitive and 

have a streamlined organization, Bergman and Klefsjö (2007); Gersten and Riis (2002); Berger 

(1997). There are several continuous improvements methodologies, but most of them have its 

focus on improving manufacturing, where administrative systems are usually not supported, 

Helmrich et al (1994). 
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Searches have been made (see table 1.1) to find models with the aim to continuously and cost-

effectively improve the quality of a management system within the trading business. It resulted 

in that no relevant models to solve this problem were found and therefore this study has a 

scientific relevance. The practical relevance is confirmed by a request from a company, who 

has problem with the quality of their management system.  

A literature research has been performed to find previous studies or models within the problem 

area. In table 1.1 the used key words, delimitations and database are presented together with 

the hits and relevant articles. As can be seen no relevant articles were found, which increase the 

relevance of this study and the importance to research this area.  

 

 
 

Table 1.1: Literature research 

 

1.7 Delimitations/ Limitations 

Delimitation in this study is that the model will only be tested once and applied at one case 

company. The model will be general but is aimed for the trading business, because it does not 

consider production-related issues. A limitation with the study is that it will be hard to measure 

effects of improvements on the management system, because this type of outcomes requires 

time to be perceptible.  

 

  

Key word Delimitations Database Hits
Relevant 

articles

Continuous improvement AND cost-

effective
OneSearch 1070 -

Continuous improvement AND cost-

effective AND management system
OneSearch 208 -

"Continuous improvement" AND cost-

effective AND "management system"
OneSearch 13 -

"Continuous improvement" AND cost-

effective AND "management system"
Scientific articles OneSearch 4 0
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1.8 Timeframe 

Table 1.2 illustrates how the time is distributed along the timeframe.  

 

Table 1.2: Timeframe of thesis 
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2. Research methodology 

This chapter presents different research methodologies that can be used in a scientific research. 

The authors describe after each topic which methods that are utilized when conducting this 

study. The aspects of validity, reliability and generalization regarding this research are also 

discussed. 

  

 

2.1 Research perspectives 

When conducting a research there are two main perspectives to start from, positivism and 

hermeneutics. The positivism has its roots in natural science where observation by our senses 

(empirical information) and logical reasoning are the sources of knowledge. Positivism aims to 

gain as certain facts as possible to draw conclusions upon, Thurén (2007). To be a positivistic 

researcher, according to Patel and Davidson (2011), the knowledge from observations should 

be logically testable.  

The hermeneutics perspective allow interpretations and understanding of data. This perspective 

is important when understanding human beings, their actions and the result from the actions, 

Thurén (2007). According to Bryman and Bell (2011, p. 563) the main idea behind 

hermeneutics is that the researcher “must seek to bring out the meanings of a text from the 

perspective of its author”. Unlike a positivistic researcher who studies an object progressively, 

the hermeneutic researcher is interested in a more holistic perspective, Patel and Davidson 

(2011).  

The positivistic and hermeneutic perspectives will be considered in this study. When gathering 

all information, both empirical and theoretical, the positivistic perspective will be used to gain 

certain facts and knowledge from observations. The hermeneutics perspective will be used when 

processing and interpreting the gathered information to get a holistic view.  

 

2.2 Research approaches 

There are three main approaches to use in a scientific research: inductive, deductive and 

abductive. These are alternative approaches that can be used to find a relation between 

theoretical and empirical information, Patel and Davidson (2011). 

When using an inductive way to approach a study, it means that it starts with making 

observations and empirical studies. From the collected data the scientist creates its own theory. 

A negative aspect with the inductive approach is the impossibility to know how general the 

created theory is, because it is created based on empirical findings within a specific area, Patel 

and Davidson (2011). 

When conclusions are drawn from theoretical information in a specific area it is called a 

deductive approach. New hypotheses are developed based on previous, already proven, 

theoretical information within a chosen area.  The hypotheses are tested empirically and are 

either confirmed or rejected. Positive with the deductive approach is that the study becomes 

less impartial, because it makes use of already existing theories, Patel and Davidson (2011).  
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According to Bryman and Bell (2011) the process of a deductive approach is:  

1. Find theories 

2. Develop hypotheses 

3. Collect data 

4. Compare hypotheses with findings 

5. Hypotheses are confirmed or rejected 

6. Revision of theory 

From the deductive approach the hypothetic-deductive approach have been developed, which 

is an extension where the hypotheses are tested on already gathered empirical information or 

other theoretical data, Patel and Davidson (2011). 

The abductive approach can be said to be a combination of the inductive and deductive 

approaches. From specific cases, hypotheses and theories are developed in an inductive way. 

These are then tested against existing theories or other empirical data as in the deductive 

method. By testing the hypotheses on several cases, it can be developed and more generalized, 

Patel and Davidson (2011). 

The deductive approach will be used, because the authors will explore different theories to 

obtain a theoretical foundation within the subject, to get knowledge about which data that is 

needed. This approach will also be used when comparing the empirical findings with the 

theoretical information to be able to analyze and get relevant results and conclusions. 

 

2.3 Research methods  

There are two different research methods: qualitative and quantitative. It is important to know 

the differences between these two methods to choose the right one to use in a study. A 

qualitative research is when analyzing and evaluating a lot of information in the form of text 

(e.g. from interviews). This method can also be used when processing books, articles etc. By 

only using a few resources a lot of data can be collected, therefore this method requires a lot of 

effort both in time and work, Patel and Davidson (2011). 

Creswell (2007, p. 73) states that the strategy case study is a “qualitative approach in which the 

investigator explores a bounded system (a case)”, in order to get a deeper understanding of the 

specific case. This is done through detailed data collection and from multiple sources (e.g. 

interviews, observation and literature review). The case could for example be one individual, a 

group, an organization or an activity, Creswell (2007). 

The quantitative research makes use of numbers and statistics to be able to quantify the analysis. 

The required data can be collected by, for example tables and surveys. It is often focused on a 

large amount of study objects to be able to obtain as general results as possible, Patel and 

Davidson (2011). According to Bryman and Bell (2011) it is possible to combine the qualitative 

and quantitative research methodologies in one single study.  
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A qualitative research method will be conducted, because the authors will make use of 

interviews and observations to gather empirical information. The approach is qualitative, 

because the authors will consider one specific case. The authors will not do any measurements 

or statistical collection and therefore quantitative research method will be excluded. To collect 

the theoretical information books and articles will be used, which also result in a qualitative 

method.  

The chosen research strategy that will be used is case study, which will allow the authors to 

compare the theories with a practical situation (a case company). This strategy will give the 

authors an opportunity to test the developed model, which can strengthen the validity of the 

research.  

 

2.4 Data collection methods 

Data can be collected in different matters depending on the purpose of its nature. It can be 

gathered through, for example: interviews, observations and literature review.  

 

2.4.1 Interview 

Interview is a method to gather data through questions. In general it is conducted through a 

personal meeting, but in scientific context telephone and questionnaire are also considered as 

an interview. The interview can be divided into two dimensions: level of standardization and 

level of structuring. The level of standardization depends on how much the interviewer is 

allowed to formulate the questions. The level of structuring depends on the space for the 

respondent to answer the questions, Patel and Tebelius (1987). The questions in a standardized 

interview are therefore identical and asked in same order to each interviewee. A structured 

interview is instead when the interviewer leaves a limited scope for answers, which means that 

the possible alternative of answers can be predicted, Patel and Davidson (2011).  

Interviews will be used continuously during this study to collect data about the case company, 

its situation and problem. The interviews will not be standardized or structured because 

questions will be formulated and asked when appropriate and necessary. A questionnaire (in 

our case is a standardized interview) will be applied to follow-up the study. 

 

2.4.2 Observation 

The observation method is when observing the social actions while it happens. The observer is 

in direct contact with the object, but with a minimum of visual contact, (Andersen, 1994). An 

observation needs to be systematically planned and the data needs to be gathered in a structured 

way. This method is appropriate when the purpose is to collect data about processes and 

behaviors in ordinary situations. It can be performed by two different observation approaches: 

structured and unstructured. In the structured approach the observer has prepared which 

behaviors that should be observed and created an observation schedule. In the unstructured 

approach the observation schedule is excluded and the aim is instead to obtain as much 

information/knowledge as possible, Patel and Davidsson (2003).  
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During this study observations will be used to gain more information about the problem in the 

studied area. The chosen observation approach will be the unstructured observation. 

Documentation from the observations will be made continuously to cover all data that is needed 

in this study. 

 

2.4.3 Literature review 

A literature review is important to get an understanding of the chosen subject and also to get 

knowledge about previous research within this area. To find relevant and reliable sources and 

information, the reference list should be evaluated critically. A literature review can be gathered 

through books, databases, articles, scientific journals and the internet. To have suitable 

keywords or search theme in an early stage, will facilitate the performance of a literature review, 

Bell (2006). 

A literature review will be executed to get an understanding of the problem area and knowledge 

about previous research. The sources will be critically evaluated based on its reference list to 

get reliable information, which will increase the validity of the study. 

 

2.5 Primary and secondary data 

There are two different kinds of data: primary and secondary. Primary data is when the scientist 

collect information/data by themself through different data gathering methods. The data differs 

depending on if the study is qualitative or quantitative. To collect primary data, methods such 

as observations and interviews are useful. Secondary data is data that already exists and have 

been gathered by others. This data can be collected from example articles, books or other 

already documented information, Patel and Davidson (2011). 

This study will make use of both primary and secondary data. The information from theories 

that will be gathered and documentation provided from the case company is secondary data. 

The primary data is information that will be gathered from our own observations and interviews 

at the case company.  

 

2.6 Validity, reliability and generalization 

Validity implies if the research is measuring what it was intended to measure, meaning that the 

study handles the actual questions stated to solve the problem, Wallén (1996). There are two 

types of validity: internal and external. According to Merriam (1998, p. 201) internal validity 

“deals with the question of how research findings match reality”. External validity on the other 

hand consider if the findings of the study could be applied to other situations. To identify and 

discuss different strategies, will according to Creswell (2009), ensure the validity and accuracy 

of the research. Using different validity strategies can improve the accuracy of the findings and 

also strengthen the truth in the research.  
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Examples of validity strategies are: triangulate, peer debriefing and external auditor. 

 Triangulate: by triangulate, different data sources of information can provide a closer 

scope to the truth, because of the combination of data from different sources. 

 Peer debriefing: by using a person, who reviews and ask questions about the study, to 

be able to resonate about the study with other people than the researcher.  

 External auditor: by using an external auditor (unfamiliar with the researcher and the 

study) to review the entire study, can provide the researcher with an objective 

assessment.  

To assure the validity of interviews and observation, the answers/observations can be compared 

with official data or direct observations. Another approach to ensure the validity is to ask several 

different questions about the same theme, to afterwards compare the answers. If the answers 

are equivalent, the validity and reliability is high, Patel and Tebelius (1987). 

According to Wallén (1996) reliability refers to how reliable a measurement turns out to be, 

meaning that the result should be equivalent when measuring the same objectives recurrently. 

It should not make any difference who is performing or how many times it is performed, the 

result should still be reliable and same. 

When performing observations, there are different ways to control and ensuring the reliability 

of the findings. Two different ways according to Patel and Tebelius (1987) are: rater reliability 

and occurrence reliability. Rater reliability, also called parallel observations, is a measurement 

of the correlation between two observers’ observations that is performed at the same time. To 

further examine the rater reliability, the occurrence reliability can help to ensure the reliability 

of an interview. This is done by comparing the observers’ notations on the same questions and 

divides them to get an occurrence reliability-number. The higher number, the better reliability 

of the observation, Patel and Tebelius (1987). 

The aspect of generalization is significant to consider when performing scientific studies, in 

order to be able to apply the specific study in other cases. If the result can be applicable in other 

situations, it displays that the case is representative for a business (e.g. industry), Bryman 

(2008). 

Generalization is often discussed in terms of theoretical and empirical generalization. 

Theoretical generalization is determined through theoretical limitations and assumptions, while 

empirical generalization can be affected if there are actual conditions in the data collection that 

can limit the research scope, Wallén (1996).  

 

To ensure a high validity of this study, three validity strategies will be used. The authors will 

make use of several different sources and combining them to get more truthful information. This 

study will be reviewed and questioned by an examiner, a supervisor and tutors, which will 

increase the validity. The authors will also make use of external auditors, which will be other 

researchers. When gathering empirical information, several different questions regarding same 

theme will be asked and then the answers will be compared. If the answers are equivalent it 

proves that the validity as well as the reliability are high.  
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The study is carried out by collaboration between two students, which will generate a broader 

perspective and discussions. During the interviews and observations both authors will take 

notes and afterwards compare the results in order to assure the reliability of the study. The 

authors will make use of already proven theories and multiple sources to increase the 

reliability.  

The generalizability will be increased by using the research strategy case study, which will 

include testing a general model at a case company. The model will be conceptually theoretical 

and therefore it can be applied in other similar businesses. The empirical observations will 

mainly be qualitative data and therefore the generalizability could be negatively affected.  

 

2.7 Research methodology summary 

Figure 2.1 illustrates a summary of the different methodologies and perspectives utilized in this 

study.  

 

Figure 2.1: Research methodology summary 
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3. Theoretical information 

This chapter presents the theoretical information needed for the authors to get knowledge to 

support the model development and be able to analyze the empirical findings. This chapter also 

aims to give the reader a theoretical foundation to understand the research.  
 

 

Part I - Management strategies 

 

3.1 Process management 

A process can be defined as “a network of interrelated activities that are repeated in time, 

whose objective is to create value to external or internal customers”, Bergman and Klefsjö 

(2007, p. 470). All organizations have processes and the majority is mapping their essential 

processes to ensure consistency and continuously improve them. The processes within an 

organization can be divided into three different categories: main processes, support processes 

and management processes. 

 

 Main processes – aims to fulfill the external customer’s demands and include all 

operative processes (e.g. the product development process) 

 Support processes – aims to provide resources to the main processes and these processes 

have internal customers. An example is the recruitment process. 

 Management processes – aims to decide on organizational goals and strategies as well 

as supporting improvements of the others processes within the organization. These 

processes also have internal customer and an example of this is strategic planning. 

Process management is a strategy to work with improvements of processes, meaning that 

processes are identified and persons with particular improvements responsibilities are chosen. 

The principles of process management can be used in different process, (e.g. purchasing, 

marketing and product development). The following four steps summarize process 

management, Bergman and Klefsjö (2007):  

(1) Organize for improvements: ownership and a process improvement team to the process are 

defined. (2) Understand the process: investigating whom the customers and suppliers are and 

the workflow is documented/mapped. (3) Observe the process: define measuring points and do 

the measurements regularly. (4) Improve process continuously: feedback/information from the 

measurements is used to analyze and improve the process.  

 

3.1.1 Process mapping – Cross-functional flowchart 

An ordinary flowchart generally describes which activities that are performed in a process. A 

cross-functional flowchart displays who is performing the activities and which functional 

position they belong to. It is useful to get an overview of the process-flow across different 

organizational boundaries and also to identify delays or potential failures. Another benefit is 

that it allows the user to analyze when the responsibilities in the process shift.  
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To construct a cross-functional flowchart the following steps could be followed, Andersen 

(2007): 

 Define the boundaries for the business process 

 Identify the activities within the process 

 Determine which functional position that is responsible of executing which activity 

 Create “swim lanes” for each functional position 

 Place the activities in the right lane and start the flow from left to right and top to bottom 

The different activities are displayed with different shaped figures, where the start and end 

activity are represented by a circle. The tasks to be performed are illustrated with rectangular 

boxes and the decision-makings are displayed with diamonds, which has two outcomes: yes or 

no. The decision will in turn affect the following step of the process, Pryzdek and Keller (2010). 

 

 
 

Figure 3.1: Cross-functional flowchart, Edrawsoft (2013)   

 

3.2 Change management 

The organizational concept was traditionally associated with stability and predictability. 

However, due to today’s changing demands, organizations need to continuously 

improve/change their business in order to be competitive and survive on the market. Challenges 

that companies face are for example: transition from commodity to service production and 

increased internationalization and globalization, Jacobsen and Thorsvik (2008). 

There are different types of changes and therefore they can be analyzed along several 

dimensions. One dimension is if the change is based on expectations (proactive) or a reaction 

of conditions that already have been changed (reactive). A proactive change could be to 

improve the routines for quality control, based on the expectation that it will be an important 

factor in the future to meet customer requirements. An example of a reactive change could be 

that the organization makes adjustments, because of decreased sales or dissatisfaction with the 

service, Jacobsen and Thorsvik (2008).    
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Change management is according to Hayes (2007, p. 30) about “modifying or transforming 

organizations in order to maintain or improve their effectiveness”. When assessing the 

effectiveness of an organization, there is a range of criteria that needs to be considered: 

 Purpose and desired outcomes 

 Stakeholder perspective 

 Level of assessment (e.g. the organization, sub-unit or individual employee) 

 Alignment with the different indicators used at various levels and across different 

functions 

 Time perspective (short-, medium- or long-term) 

 Benchmark 

 Constraints and enabling factors that have impact on the performance   

A change management model by Hayes and Hyde, which is presented below, provides a 

conceptual framework of the key steps within the change process. This model proposes that 

change is a rational and linear process. The dotted lines represent feedback and possible 

repetitions or iterations in the change process. It is an on-going process, which can be seen 

between “review” and “external change” where it moves from one steady state to another, 

Hayes (2007).  

 

 

Figure 3.2: Change management model, Hayes (2007) 

 

A strategy for managing change must also consider people issues that are on-going throughout 

the process. These issues need to be considered by change managers at all stages of the process 

to get as efficient change as possible. Some of these issues are: management (power, politics 

and stakeholder) leadership, training and development, communication, motivation and 

support, Hayes (2007). 

 

3.3 Management system 

Management system is a system to manage and operate a business. It can be defined as a system 

to establish policies and goals as well as achieving these goals. It is therefore not only a 

description of what and how the work should be done; it also includes the actual performance 

with the required resources. To be successful on the market, an organization needs to operate 

in a structured way, which requires some form of system. The system aims to manage and cover 

all aspects within the organization, Persson (2004); Karlöf and Lövingsson (2007). 
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The formalism of the system can differ from case to case, reflecting the organization’s 

orientation, size and complexity. Requirements from customers and other stakeholders can also 

have major impact in this context. A management system can work well or less well, a 

substantially proof of this is the success of the organization, which can be expressed by: 

economic growth, satisfied customer, high quality and environmental consideration. If the 

management system work less well and needs to be improved, different standards can be used 

as an aid when enhancing it. Two widely used standards by organizations are ISO 9001 (quality) 

and 14001 (environment). A management system that is complemented with one or more 

standards is called an integrated management system. It becomes more common that 

organizations integrate standards, because it facilitates the managing and eliminate the handling 

of them independently. One reason behind the development and usage of standards is because 

of increased requirements by customers. Example of the usage of ISO 9001 is due to 

requirements of more reliable products and services, while using ISO 14001 is because of an 

increasing demand for the external environment, Persson (2004). 

A well-structured management system is useful to create a structured organization and ensure 

that objectives are met. Three success factors to get an efficient management system is 

according to Karlöf and Lövingsson (2007): 

 Management need to feel the ownership of the management system 

 Ask what the organization needs to operate and then make the system easy and tangible 

 Use only one management system, not separate to different questions (e.g. quality and 

environment) 

 

3.3.1 Standards 

ISO 9001:2008 consist of standards to obtain a quality management system, meaning that it is 

a collection of standards that deal with an organization’s quality processes. It contains different 

requirements, which in turn are based on eight principles: leadership, customer focus, process 

approach, system approach to management, employee commitment, fact-based decision, 

beneficial supplier relationship and continuous improvement. ISO 9001 is used all over the 

world and organizations are certified frequently, SIS (2013). 

ISO 14001:2004 consists of standards regarding the environment to obtain an environmental 

management system, which can be integrated into the existing organization. The system is 

useful to organizations that will establish, implement, maintain and improve an environmental 

management system. It also ensures the organization’s compliance with its stated 

environmental policy. Examples of benefits with an environmental management system are: 

decreased costs of waste, increased process efficiency and increment of renewable resources 

and systems, SIS (2013). 
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Part II - Improvement methodologies 

 

3.4 Total Quality Management 

The Total Quality Management (TQM) concept is in general described as a management 

philosophy with a number of principles as a base. These principles together with supporting 

tools and techniques create a management system, Hellsten and Klefsjö (2000). TQM is 

according to ISO 8402 a “management approach of an organization, centered on quality, based 

on the participation of all its members and aiming at long-run success through customer 

satisfaction, and benefits to all members of the organization and to society”.  

TQM enable companies to lowering costs, increase productivity and deliver products or 

services that satisfy the customer, Grimsdal and Gunnarson (1993). TQM is based on five 

principles, which are: focus on customers, base decision on facts, focus on processes, 

continuous improvements and everybody’s commitment, Bergman and Klefsjö (2007).  

Focus on customers: Quality means meeting customer requirements, both external and internal. 

The main idea with an external customer focus is to first identify what the customer wants and 

then systematically develop products or services that meet, or even exceeds the requirements. 

It is equally important to focus on the internal customers; this because they play an important 

role in the organization and their needs and expectations should be taken in consideration. If 

the internal customers are satisfied they will perform a better job, which positively affect the 

organization, Bergman and Klefsjö (2007); Wilkinson et al. (1998).  

Base decisions on facts: When making decision it is important to have a good foundation, which 

are created by collect, structure and analyze different types of information. Useful tools when 

doing this are the seven management tools (affinity diagram, relationship diagram, tree 

diagram, matrix diagram, data analysis diagram, process decision chart and activity network 

diagram) or the seven improvement tools (control charts, pareto diagram, cause-and-effect 

diagram, histogram, scatter plots, data collection, stratification), Bergman and Klefsjö (2007).  

Focus on processes: Most activities within an organization can be seen as processes with the 

main goal to satisfy its customers with as few resources as possible. It is therefore essential to 

have a focus on this part, because the processes are the basis for an organization to run. A good 

communication with the suppliers of the process is also important to get a streamlined supply 

chain, Bergman and Klefsjö (2007); Wilkinson et al. (1998). 

Continuous improvements: “Everything can always be improved” is a commonly used 

expression when talking about continuous improvements. This can be supported by the 

constantly increasing customer requirements. When working with this principle, all employees 

should be involved and especially the management. If everyone have participated in identifying 

improvements, they will be more positive and willing to change, Bergman and Klefsjö (2007); 

Wilkinson et al. (1998); Nilsson (1999); Berger et al (1996). 
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Everybody’s commitment: For an organization to work, as well as all improvement projects, it 

requires that all employees are involved and therefore it is important to create opportunities for 

participation. Three keywords within this principle, according to Wilkinson et al. (1998), are: 

 Communication – let the employees know that their work are important and they are 

needed  

 Delegation – people that get more responsibilities feel appreciated and in turn make a 

better work which also results in more efficient processes 

 Training – if the employees do not get education or information they do not get 

appropriate knowledge. This leads to that they are not capable to take more 

responsibility and in turn gets unmotivated. 

It is not important to only involve the employees but also the suppliers, because it is important 

to have a good relationship with suppliers to streamline the supply chain, Bergman and Klefsjö 

(2007). To perform and success with TQM a committed management is required. They are the 

one’s making decisions and delegate tasks to their employees. They should make their 

employees to feel appreciated and important, Bergman and Klefsjö (2007).  

 

3.5 Continuous and cost-effective improvement  

Continuous learning is the basis of continuous improvements. A continuous learning requires 

that each individual starts questioning its business. They should also identify problem areas 

within the organization, find solutions, implement them and then do an evaluation. A 

continuous improvement is when restarting this cycle constantly. Continuous improvement is 

defined as an explicit set of principles, mechanisms and activities within an organization that 

are developed to give continuous changes of the organizations processes and routines. These 

changes in turn help the organization to reach its goals, Berger et al. (1996). One main part in 

continuous improvements are the commitment and participation of all employees within the 

organization, especially the management, Bergman and Klefsjö (2007); Lillrank (2003).  

Plan-Do-Check-Act and Kaizen are commonly used techniques for continuous improvements 

and have a strong connection to both TQM and Lean where they also are focusing on continuous 

improvements. 

According to Al-Najjar (2006, p. 7) “Cost-effective continuous improvement means that every 

improvement should judge in conjunction with its cost-effectiveness and not just how technically 

advanced it is”.  Cost-effective continuous improvements enable organizations to maintain their 

profitability and competitiveness for surviving on the market. This can be achieved by 

maintaining and improving the quality of all processes within the organization continuously 

and cost-effectively, Al-Najjar (2007).  
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3.5.1 Plan-Do-Check-Act 

According to Manuele (2008, p. 36) PDCA is a “problem-solving and continual improvement 

model”. PDCA is called to be many things, such as: concept, procedure, cycle, process, flow 

diagram, model and tool but all for continuous improvements as well as continuous learning. 

The main goal when applying the PDCA model is to reach goals and improve processes and it 

consists of four phases, Plan-Do-Check-Act, Bergman and Klefsjö (2007):  

 

Plan – In this phase identification and 

analysis of a current situation are made and 

suggestions for improvement alternatives are 

given. The suggestions are evaluated and a 

plan is created of how to achieve a new state.  

Do – The suggested improvement is 

implemented. 

Check – Data is collected to be able to 

follow-up the implementation to see if it was 

successful. 

Act – If it was an unsuccessful 

implementation the cycle starts over and 

suggested improvement can be modified. The 

learning part from this is important to be able 

to avoid similar mistakes in the future. If the 

implementation was successful it should be 

documented to facilitate when similar 

problems occur. 

 

3.5.2 Kaizen 

Kaizen is a Japanese word that comes from “KAI” which means change and “ZEN” which 

means to the better, moreover Kaizen means change to the better. Kaizen is a comprehensive 

approach to improve the organization. Entirety and participation have a central part within this 

philosophy, meaning that the employees should have an opportunity to understand their part of 

the organization as a whole. It is a helpful tool when reaching goals and is easy to use, Meland 

(2006). Kaizen is a philosophy with a focus on customers and can be called a synonym to TQM, 

Imai (1996).  

The driving force in this philosophy is that the employees understand that they can make 

changes to improve for the better. They get an opportunity to affect the organization, similar to 

TQM, and therefore get more involved. Outcomes when using this philosophy is that everybody 

is committed and participates, the organization becomes much clearer and the processes 

becomes streamlined. The effects are measurable, which creates an understanding among the 

employees and in turn increases the commitment.  

Figure 3.3: PDCA-cycle, inspiration from 

Sarjeevan Sainbhi (2011) 

Plan

DoCheck

Act
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Kaizen is built on four parts, where every part includes problem-solving as well as follow-ups 

and evaluation.  

Problem-solving 

Solution of daily problems Streamlining Well-being Kaizen in strategic work 

Follow-up and evaluation 

 

Figure 3.4 Kaizen, Meland (2006) 

Problem-solving: “A problem is a possibility that have not yet been utilized” is the 

fundamentals for this part. Groups are discussing and identifying problem areas within the 

organization. Together they find solutions for the problems and implement them. This process 

should be included in the next four steps as well and start over continuously.  

Solution of daily problems: This part focus on problems that occur at a daily basis. This can be 

problems like broken tools, misunderstandings between employees and looking for people or 

things. Working with daily problems requires that all employees take responsibility as well as 

willingness to change and improve their way of working.   

Streamlining: Time is hard to affect but not how the time is utilized. This step includes tools 

and techniques that make the work approach more structured and efficient. Examples of these 

are: 

 Muda – Reduce unnecessary and non-value adding activities 

 5S (Sorting, Setting in order, Sweeping, Standardizing and Sustaining) – A tool for a 

neat and tidy workplace 

 Gemba-kaizen – similar to muda but is used in the processes itself, while muda is used 

overall in the organization 

Well-being: Well-being among the employees is an important factor for all organizations. This 

part of Kaizen measures the well-being and set goals to reach a higher level. 

Kaizen in strategic work: Problems that impedes the organization to reach their strategic goals 

are focused upon.  

Follow-up and evaluate: The last part of Kaizen is the follow-up and evaluation, which have a 

central part in this philosophy. Just like step one this part should be included in all steps to get 

a picture of how different improvements went and the outcomes from them. This part is also 

important with respect to the learning aspect. “To measure without making conclusions is to 

hunt without catching”.  

It is not necessary to make use of all parts within Kaizen, but it is possible to implement the 

part/parts needed at the moment, Meland (2006). 
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3.6 Lean 

Lean is a philosophy with the aim to minimize waste and increase quality. This in turn 

streamlines the supply chain and increases customer satisfaction and can be done by using 

continuous improvement methods (e.g. Kaizen and PDCA). The fundamental idea with lean is 

to always do more with less resources, Dirgo (2005). Waste can be defined as an activity that 

keeps resources busy without creating any value. There are seven waste activities: 

overproduction, transportation (unnecessary movement of materials), inventory (excess 

inventory), over processing (rework), waiting time, movements (unnecessary movements of 

employees) and at last defects, Shamah (2013).  

According to Trent (2008, p. 4), lean thinking seeks to “eliminate waste, specify value, line up 

value-creating actions in the best sequence, conduct those activities without interruption 

whenever someone requests them and perform them more and more effectively”. Trent (2008) 

also states that there are five principles within lean thinking:  

 Specify value, defined by the customer 

 Identify value stream, which create and deliver value 

 Ensure material-, product- and information-flow to the customer 

 Respond to demand, when clear signals to do this appear 

 Strive against perfection 

 

3.7 Supply chain  

A supply chain consist of all processes and organizations within the flow from supplier to end-

customer. It can be defined as ”a network of connected and interdependent organization’s 

mutually and co-operatively working together to control, manage and improve the flow of 

materials and information from supplier to end user”, Christopher (2011, p. 4). A supply chain 

is built on the framework of logistics, to create a plan for the flow of information and products 

through a business. It also seeks to create co-ordination and linkage between all involved 

parties, both upstream and downstream. A result of working with supply chain management is 

reduction or elimination of inventory between organizations in a chain. This by having good 

communication and sharing information regarding stock levels and demands.  Each activity 

within the supply chain should be assessed to see if it creates value and competitive advantages 

to the organization. If not, the activity can be outsourced to a company that can decrease costs 

related to the activity and in turn increase value advantages, Christopher (2011).  
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4. Model development 

In this chapter the developed model Continuously and Cost-effectively Improve a Management 

system (C.C.I.M) is presented as well as a description of the model and its six phases. The 

model aims to continuously and cost-effectively improve the quality of a management system. 

It is based on different principles, which is the fundamental idea of the model. 

  

 

4.1 Introduction of model development 

Inspiration to develop this model has been gathered from different philosophies and 

methodologies: TQM, lean, continuous and cost-effective improvement, PDCA and kaizen. To 

utilize the model, two management strategies have been included: process management and 

change management. Description of the philosophies, methodologies and strategies are stated 

in the theoretical information (see chapter 3).  

TQM and Lean: the focus of the model is to improve the quality, therefore TQM and lean were 

chosen because their fundamental idea is to increase quality and minimize losses, Bergman and 

Klefsjö (2007); Dirgo (2005). The influences from TQM and lean are based on their common 

principles: customer focus, continuous improvements and process focus. When applying the 

model, the principles should be taken into consideration to obtain a holistic perspective.  

Continuous and cost-effective improvement, PDCA and Kaizen: to stay competitive on today’s 

market and keep up with the developing environment, continuous and cost-effective 

improvement work is required, Al-Najjar (2007). Therefore this concept, as well as PDCA and 

Kaizen are included in the model development. The appearance of the model is taken from the 

PDCA-cycle, because the model includes a planning, implementation, follow-up and an 

evaluation phase, which continuously are restarted. Kaizen is also a continuous improvement 

method, where the main focus is on organizational improvements and customers. This focus is 

essential when improving the quality of a management system, because the system is based on 

activities within the organization that creates value for the customers.  

Process- and change management: a management system consists of the organization’s 

processes, which makes it important to (1) identify, (2) understand, (3) observe and (4) 

continuously improve these processes to achieve a high-qualitative management system, 

Bergman and Klefsjö (2007). Process management is included in the model, because it manages 

these four steps and includes process mapping, which gives a structured overview of the 

organization. The aim of the model is to improve, which often generate changes that needs to 

be managed in a proper way to achieve effective improvements/changes. Therefore the concept 

change management is required to manage the implementation phase effectively.  
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The model Continuously and Cost-effectively Improve a Management system (C.C.I.M) have 

been developed to facilitate a continuous and cost-effective quality improvement work of a 

management system. 

 

Figure 4.1: C.C.I.M 

 

4.2 Model description 

Phase 1: Identify goals, requirements and processes 

In this phase information about the current situation will be collected. The first step is to identify 

the business goals as well as goals of the management system and gather information regarding 

requirements imposed on the management system. Examples are ISO 9001 and 14001, which 

are general standards of requirements. The last step in this phase is to identify and map the 

processes to get an overview of the process flow and the interaction between. This is done by 

using a process mapping approach, preferable a cross-functional flowchart because it gives a 

picture of how the activities within the process are connected and also which functional position 

they belong to. 
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Phase 2: Compare processes, requirements and management system 

To be able to find improvement opportunities and at the same time follow the requirements 

imposed on the management system, a comparison of the identified processes, the management 

system and the requirements will be performed. To do this comparison a checklist could be 

used to see possible improvement opportunities. 

 

Phase 3: Identify and evaluate options for cost-effective improvements 

The process mapping and the checklist are examined in this phase to identify options for 

improvements. The suggested improvements are evaluated to ensure that they are in accordance 

with the identified requirements from phase one. The improvements should also be evaluated 

to make sure that they support the goals. When selecting which option to implement the 

determining factor is cost-effectiveness, to select the most profitable alternative. This is done 

by comparing investment cost against the expected benefits of each option.  

 

Phase 4: Implement improvements 

In this phase the improvements of the management system are implemented and taking change 

management (see chapter 3.1) in consideration to get as efficient changes as possible. Therefore 

it is important to involve and inform the employees that will be affected by the improvements 

to provide an opportunity to impact the changes, which will increase the commitment and 

motivation. The environmental aspect should also be considered to maintain and improve a 

healthy internal work environment as well as minimizing pollution of the environment.  

 

Phase 5: Follow-up improvements 

To see and follow-up the consequences from the implementation, a questionnaire is used (see 

Appendix I). The questionnaire is good to see how the employees are affected by the 

implementation and their response to the changes. It is also useful to follow-up if the improved 

management system have resulted in more efficient workflow. Substantially effects of a well-

functioning management system (economic growth, satisfied customers, high quality and 

environmental consideration), takes longer time to perceive but is equally important to follow-

up. This because these effects proves if the implementation was successful or not. 

 

Phase 6: Evaluate and document 

An evaluation is done based on the outputs from phase five and the result is documented. The 

evaluation is helpful to identify strengths and weaknesses, which can be used from a learning 

perspective and in upcoming improvement projects. This model should be applied continuously 

to maintain a high quality on the management system, or when necessary. It could for example 

be if a major change is planned.  
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5. Empirical findings 

This chapter will describe the information gathered at a company, which includes a process 

and company description as well as information about their management system. The company 

have chosen to be anonymous and will therefore be referred to as the “case company”. Due to 

the anonymity information included in the management system will not be presented. 

 

 

5.1 Company description 

The case company operates within the trading business and has for more than 20 years been 

focusing on sourcing solutions of customer-specific products and components from low cost 

countries. The sourcing solutions they offer are within the areas: casting, stamping, sintering, 

rubber and textiles. To provide these sourcing solutions, they have contact with different 

industries, which are specialized within these areas. Except the sourcing solutions they also 

offer standard products, which have a high demand from their customers and are therefore 

always available in stock. The different standard products are: locks, electronic combination 

locks, telescopic slides, gas springs and shutter system. These products do not require a large 

storage and therefore do not contribute to a high tied up capital.  

During the time in this industry, they have built up a large contact network, as well as experience 

and also changed business orientation (from manufacturing and trading to only trading). Their 

circle of customers is located in Scandinavia and is medium to large sized companies. The 

company integrates their processes into the customer’s supply chain, in order to reduce costs 

and optimize flows. They have different business activities: development, logistics and 

services. Among these they also provide support activities, which include: contacts, negotiation, 

supplier evaluations, audits, disputes, condition, quality assurance (ISO 9001:2008 certified) 

and deliveries. They work in accordance to ISO 9001 in order to stay quality certified, to fulfill 

the customer requirements regarding quality. Certification of ISO 14001 is also a requirement 

from customers and therefore they want to implement this standard. Another reason for this 

implementation is to introduce the environmental perspective into the company to obtain a 

healthy internal work environment.  

They have 12 employees and a turnover of 45 million SEK (2012). To increase the profitability, 

which is the main goal, the case company is working toward the goals: 

 Turnover rate of the stock should be a tenth of the total 

 Get closer to the suppliers and perform the quality control earlier in the supply process 

 Reliability of deliveries should be 100 % 

 Customer satisfaction should be 100 % 

 Deviation management: all deviations should be responded within 48 hours 

 Attendance rate should be 98 %   
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5.2 Management system 

The aim of the management system is to have all information regarding the business collected 

in one system. The company’s goals with the management system are to:  

 be cost-effective 

 have a structured work approach 

 continuously improve the organization 

The system is available in paper- and file format, where the quality manager is responsible of 

managing these. The content includes the quality policy, business goals, process descriptions 

and routines and instructions.  

Currently the management system is not completely utilized and is therefore a problem. 

Underlying reasons behind this are: changed business, lack of updates, incomprehensibility and 

incorrect descriptions of processes, routines and instructions. The starting point to the problem 

was when the company changed their business, which resulted in changed work approach and 

processes that were not updated directly in the management system. Due to this, the business 

way of working is not in accordance to the system and therefore includes irrelevant information. 

Because of the not updated system the structure and obsoletely language have led to a low 

comprehensibility, while the irrelevant information has created confusions. Another reason to 

that the management system is not completely utilized, is because of changes within the ISO 

9001 standards. The current ISO 9001:2008 is, compared to the older version ISO 9001:2000, 

not requiring as much details/documentation as before, which in this case also has resulted in 

unnecessary information.  

All these underlying reasons have caused problems, which are: 

 Low-qualitative management system 

 The goals with the management system are not achieved 

 Displaying the business incorrectly  

 Inefficiency in work-flow 

 

5.3 Process description  

The main process consists of five sub-processes and these in turn include different activities. In 

figure 5.1, an overview of the process-flow and its sub-processes is presented, each sub-process 

will further be described in more detail. 

 
  - New article             - OK                         - Forecast               - Customer                 - Inspection 

  - Current article        - Not OK                                                 - Supplier                   - Handling 

         - Company 
 

Figure 5.1: Process-flow 
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5.3.1 Customer enquiry 

The main process starts when the company receives a customer request of either a new article 

or a current article. When receiving a request regarding a new article, it ordinarily includes: a 

blueprint of the finished product, type of material, amount and batch size (if the customer wants 

to divide the order). The blueprint is evaluated to find an appropriate supplier for producing the 

product. After that the company sends the blueprint to the supplier, which in turn evaluates and 

takes decision regarding their potential and resources for producing the requested product. Next 

step for the company is to forward the offer from the supplier to the customer and back if the 

customer accepts the offer. If the customer request is unfeasible either for the company or the 

supplier, they make improvement changes and then the procedure starts over again until a 

common agreement is reached. Another scenario is if the customer does not accept the offer, a 

negotiation begins until all parties are satisfied. When the customer requests a current article, 

the company receives data from the customer, which include a seasonal forecast and a delivery 

plan (ordinarily larger industries). Based on both new and historical data they register ordering 

points in the ERP-system Pyramid. The ordering points needs to be well planned, because the 

delivery time is about 12-16 weeks.  

 

5.3.2 Supplier evaluation 

A supplier evaluation is done to evaluate if the supplier is reliable (OK) or unreliable (not OK). 

In the selection of a new supplier, different criteria’s are considered to ensure the ability of: 

 Satisfying and fulfill customer requirements 

 Deliver on time 

 Deliver right amount 

 Deliver in right type of packages 

 Handling deviations and replying to correspondence  

 Generating innovation and development 

The supplier also needs to fill in a form with questions regarding their business in general. If 

the company, after this evaluation, does not consider the supplier appropriate for the task, 

another supplier will be evaluated. The evaluation will also be applied on current suppliers if 

they misbehave their committed responsibility.  

 

5.3.3 Stock level 

The company has a small stock to ensure that products always are available, to be able to deliver 

on time. To maintain a cost-effective storage the company make forecasts based on historical 

data to predict the monthly distribution. They also work according to a concept “first in - first 

out”, which prevent losses due to remaining unutilized products. A goal to strive towards to 

achieve a cost-effective storage, is to keep a turnover rate of a tenth off the total order, meaning 

for example an order of 30 000 products results in a stock level of 3000. 
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5.3.4 Deviation management 

If a deviation occurs somewhere along the supply chain, discovered by the customer, supplier 

or company, a deviation report is performed. The company has an 8D-report (Eight Disciplines) 

as a template when managing deviations. Ordinarily the 8D-report is used regardless of where 

the deviation occurs, if the customer or supplier not require other template/report. The main 

purpose with the deviation management is to identify the root causes behind the deviation and 

also to find preventive actions to avoid repetition of similar problems. It is important that the 

deviations are highlighted within the organization to allow managers to actively and 

preventively manage these.   

 

5.3.5 Receiving 

When receiving an order from the supplier an inspection is performed and then the order is 

handled. The inspection controls if the order include right amount, products and quality. Except 

this, each customer has specific requirements of how the inspection should be performed and 

what to examine. To ensure the quality of the products, the company’s employees execute 

additional test samples. After the inspection the order is handled, meaning that it is registered 

in Pyramid (their ERP-system) and then stored until it is time to be delivered to the end-

customer together with a bill. The final procedure is to register the payment when it is received.  

  



 

28 

Frida Delin and Jessica Karlsson 

 

6. Analysis 

In this chapter the model developed in chapter four will be applied and tested at the case 

company, by analyzing the gathered empirical findings and the theoretical information, which 

the model is based on. Due to the anonymity, the empirical findings regarding the company’s 

management system will not be entirely visibly analyzed, instead a comprehensive description 

will be presented. 
 

 

6.1 Phase 1: Identify goals, requirements and processes 

The business goals, to increase the quality within the case company, are: 

 Turnover rate of the stock should be a tenth of the total 

 Get closer to the suppliers and perform the quality control earlier in the supply process 

 Reliability of deliveries should be 100 % 

 Customer satisfaction should be 100 % 

 Deviation management: all deviations should be responded within 48 hours 

 Attendance rate should be 98 %   

The company’s goals with the management system, which should support the business goals, 

are to: 

 be cost-effective 

 have a structured work approach 

 continuously improve the organization 

These were identified by an interview with representatives from the management. The company 

is ISO 9001 certified, which is a quality management system (see chapter 3.3), and therefore 

these requirements needs to be fulfilled to maintain a high-qualitative system and certification. 

Due to customer demands, the company wants to be ISO 14001 certified and therefore these 

requirements should be taken into consideration. They also want to be certified to ensure a 

healthy internal work environment for the employees. These two management system can be 

integrated, which would facilitate the managing and eliminate the handling of them 

independently.  

Through interviews with employees from different departments the main process and its sub-

processes within the organization were identified (see chapter 5.3). To get an overview of the 

business processes and the connection between, a cross-functional flowchart (figure 6.1) has 

been performed based on the identified processes.  
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Yes 
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No 

No 
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The process starts when the customer sends an enquiry to the marketing manager, which can be 

either a new or a current article. If it is a current article a forecast is performed and if it is a new 

article an evaluation of the product is done by the marketing manager. To find appropriate 

supplier for the new article, an evaluation is made and if it is OK a forecast is also at this point 

performed. When the forecast have been made the outsourced production starts at the supplier 

and is followed by a quality check. If the quality check is OK the supplier send the order, and 

if deviations are detected they handle and report them. When the stock manager receives the 

order, an inspection is executed and if deviations are found they are managed. After this the 

order is handled and then delivered to the customer. If the customer is unsatisfied they perform 

a deviation management, otherwise all parties are satisfied and the process ends.  

 
 COMPANY 

Customer Marketing Manager 
Quality 

Manager 
Stock Manager Supplier 

 

 

 

  

  

 

 

  

  

    

 

Figure 6.1 Cross-functional flowchart 
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6.2 Phase 2: Compare processes, requirements and management system 

The starting point in the comparison is requirements stated in ISO 9001, which control the 

content of the management system together with the work processes. Due to limited time, the 

company could not provide the required information considering ISO 14001, therefore it cannot 

be included in the comparison. To ensure that the current management system is in accordance 

with the identified processes, they are compared to each other. These are also compared with 

the requirements from ISO 9001 to maintain the certification. If the management system fulfill 

the ISO requirements and is consistent with the organizations processes, no improvement 

suggestions will be presented. Another condition is if the system fulfills the ISO 9001 standard, 

but is not in accordance with the processes. In this case improvements need to be identified and 

implemented to keep up the quality and cost-effectiveness of the organization. The comparison 

can be seen in table 6.2 (which will be more analyzed in phase three) and an explanation of the 

figures is presented in table 6.1.  

 

 
 

Table 6.1 Explanation of figures 

 

Table 6.2 Comparison of requirements, processes and management system 

√ Management system is in accordance with ISO and processes

Management system is in accordance with ISO but not processes

ISO 9001 Requirements
Management system and 

Identified processes
4 Quality management system

4.1 General requirements

4.2 Documentation requirements

5 Management responsibilities

5.1 Management commitment √
5.2 Customer focus

5.3 Quality policy √
5.4 Planning

5.5 Responsibility, authority and communication

5.6 Management review

6 Resource management

6.1 Provision of resources

6.2 Human resources

6.3 Infrastructure √
6.4 Work environment √
7 Product realization

7.1 Planning of product realization √
7.2 Customer-related processes

7.3 Design and development

7.4 Purchasing

7.5 Product and service provision √
7.6 Control of monitoring and measuring equipment √
8 Measurement, analysis and improvement

8.1 General √
8.2 Monitoring and measurement

8.3 Control of non-confirming product

8.4 Analysis of data

8.5 Continuous improvement
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6.3 Phase 3: Identify and evaluate options for cost-effective improvements 

Based on table 6.2, possible improvements have been identified. Improvement suggestions for 

each heading in table 6.2 are described in more detailed, including each specific paragraph that 

is based on the structure of requirements within the ISO 9001 standard.   

 

4. Quality management system 

This paragraph includes general requirements (4.1) and documentation requirements (4.2), 

which are fulfilled but can be improved. The general requirements will be improved by 

enhancing the other required paragraphs within ISO 9001. Some required documentation is not 

explained in a proper way and therefore the documentation requirements can be improved.  

 

5. Management responsibilities 

A customer survey found in the management system is not utilized; instead the company 

contacts the customers to get information regarding satisfaction. They use an excel file with 

different topics when gathering information to get knowledge about the customer satisfaction. 

These topics are: delivery reliability, product features, price, review and tendency (5.2). The 

quality goals (5.4), authority and responsibilities (5.5) have been changed but not updated in 

the management system. The agenda, described in the management system, of the 

management’s review are not in accordance to the company’s actual agenda (5.6).  

 

6. Resource management 

A description of how the management ensures that resources are available was missing and 

therefore a paragraph about this needs to be added (6.1). From previous external revision a 

suggestion was to add a list of routines that should be used during the introduction of new 

employees. This list makes sure that necessary and important information regarding the 

company and safety is reviewed, for example showing the facilities (6.2).  

 

7. Product realization 

The company does not have a description of how they ensure that the requirements from 

customers, related to the product, are determined (7.2). Due to that the case company is working 

with trading and not manufacturing, many points within the paragraph design and development 

(7.3) is not customized for their business and should therefore be removed or combined. The 

purchasing process (7.4) within the company has been changed and therefore needs to be 

updated in the management system. If the management system reflects how the processes 

actually are working, this will facilitate the work approach for each employee.  
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8. Measurement, analysis and improvement 

Unnecessary information is stated in the monitoring and measurement paragraph, which is not 

required by the ISO 9001 standard, can be removed or reformulated. This will facilitate the 

handling and understanding of this paragraph by the employees (8.2). The deviation 

management template presented in the management system is not correct, because it is not 

updated to the current 8D-template they are using. Information regarding the paragraph control 

of non-confirming products is not well-formulated and some even irrelevant, due to lack of 

updates (8.3). The paragraph analysis of data (8.4) is established when requirements in 8.2 and 

7.4 are fulfilled and the information is analyzed. Information regarding continuous 

improvement (8.5) are vague and needs to be developed to get a better overview of how the 

organization work towards continuous improvement. To get all employees committed in the 

continuous improvement work, it is important that this paragraph is comprehensible to gain as 

good result as possible.  

 

Additional improvements 

Except from the improvement suggestions above, the management system have been 

thoroughly reviewed to find improvements regarding grammar, misspellings and structure of 

sentences. The text is complicated and difficult to understand, because of the obsoletely 

language. These additional improvements, together with the earlier mentioned, are identified 

because the management system is currently not completely utilized. These improvement 

suggestions are evaluated towards ISO requirements and discussed with the management within 

the company.  

As stated in chapter 1.8, costs regarding the implementation are not considered, but to be able 

to select the most cost-effective improvement, advices based on experience, were received 

during discussions with the management.  

 

6.4 Phase 4: Implement improvements 

The suggested improvements are implemented and checked once more by the management, to 

ensure that the changes are valid and correct. The type of improvements can be referred to as 

proactive changes (see chapter 3.2), because they are based on expectations to meet current and 

future customer requirements. When the suggested changes were implemented, all employees 

were informed to be committed in the improvement process. This was done by communication 

and discussions throughout the whole process and the commitment was shown by helpfulness, 

motivation and curiosity from the employees. It is also important to ensure that the internal 

work environment is not negatively affected by the implementation.  

 

6.5 Phase 5: Follow-up improvements 

To see if the implemented improvements have contributed to a more cost-effective and high-

qualitative management system follow-ups should be performed. The company is in an early 

stage of the improvement work and therefore no final result is available. This leads to that no 

comparison, before and after the improvements, of the management system can be done, but to 

be able to apply phase five a previous change made by the company have been analyzed.  
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To get a picture of how the improvements positively can affect the company’s profitability, a 

discussion with the management regarding the previous change and its following result was 

executed. The discussed improvement was about changed routines, in the system, for 

transportation to streamline the supply chain. Instead of sending only one order per transmission 

from different destinations (2012), they started to ship containers including several order from 

one destination (2013). This change have resulted in a decrement of 17 000 SEK as well as 

three transmissions less per month. From this the company expect a total cost reduction of 26 

%, which will save them 235 000 SEK this year. 

 

6.6 Phase 6: Evaluate and document 

Based on the follow-up, an evaluation facilitate the identification of strengths and weaknesses. 

This information is beneficial when working with improvements of the management system in 

the future, because it provide guidelines of how to, or not to approach upcoming improvement 

projects. Therefore documentation of the improvement work is essential to have a good base to 

start from when planning the next project and restart/continue the model.  

  



 

34 

Frida Delin and Jessica Karlsson 

 

7. Results and discussions 

In this chapter the result of each step from the analysis chapter (model testing) is presented. 

The result will be presented in the same order as the phases are analyzed. Phase three and four 

as well as five and six are combined, because it will facilitate for the reader to follow.  

 

 

7.1 Model application 

Through discussion with representatives from the management, the case 

company’s goals with the management system were identified. These 

goals are to: be cost-effective, have a structured work approach and 

continuously improve the organization. The identified quality 

requirements imposed on the management system are ISO 9001, 

because the company is ISO-certified and work towards maintaining this certification. The 

company wants to increase the environmental awareness to assure their customers that they are 

working in an environmentally friendly way and also to ensure a healthy internal work 

environment for the employees. Therefore the requirements in ISO 14001 were identified, and 

it is an environmental management system that can be integrated together with ISO 9001. By 

interviewing employees regarding the activities within the organization, the processes were 

identified. A cross-functional flowchart was performed, which resulted in a good overview of 

how the processes were connected between different departments/functions.  

 

The analysis of the comparison of the management system, processes 

and ISO requirements shows which different paragraphs that needs to 

be improved or not. It is only requirements from ISO 9001 and not from 

ISO 14001 that was included in the comparison. This because it is time-

consuming to implement a new standard and the information needed 

from the case company have not been received. Therefore ISO 14001 is excluded from the 

comparison, but the company have been given the required information to be able to be 

environmentally certified. In the list below the result of the analysis is shown and represent the 

paragraphs within ISO 9001 that are fulfilled but need improvements. 

 

4. Quality management system 
4.1 General requirements 

4.2 Documentation requirements 

 
5. Management responsibilities 

5.2 Customer focus  

5.4 Planning 

5.5 Responsibility, authority and communication 

5.6 Management review 

 
6. Resource management 

6.1 Provision of resources 

6.2 Human resources  

7. Product realization 

7.2 Customer related processes 

7.3 Design and development 

7.4 Purchasing 

 
8. Measurement, analysis and improvement 

8.2. Monitoring and measurement 

8.3 Control of non-confirming product 

8.4 Analysis of data 

8.5 Continuous Improvement 

 

Table 7.1: Paragraphs within ISO 9001 that need improvements 

1. Identify goals, 

requirements and 

processes  

2. Compare with 

management 

system  
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The results of identification, evaluation and implementation of the improvements follow same 

structure as ISO 9001 and are divided into each specific heading with including sub-headings, 

see table 7.1.  

5. Management responsibilities 

The not utilized customer survey was removed from the management 

system and replaced with the excel file used for measuring customer 

satisfaction (5.2). Regarding the quality goals (5.4), authority and 

responsibilities (5.5) that have been changed are now updated in the 

system and in accordance with the current situation. The determined 

agenda used on the management’s review included topics that were not 

discussed and are therefore removed. There were also topics missing 

from the agenda, which are added (5.6).  

 

6. Resource management 

A description of how the management ensures that resources are available is added into the 

management system, based on requirements from ISO 9001 (6.1). Suggestions from the 

previous external revision (SFK - Svenska Förbundet för Kvalitet), regarding a list of routines 

when introducing new employees to the company, are added. This will result in that no 

important information is forgotten to announce when recruiting employees (6.2).  

 

7. Product realization 

The company has a process to determine requirements from the customers, but it was not 

included in the management system. This description of the process is therefore added, and will 

display the actual way of working and in turn facilitates the work process for inexperienced 

employees (7.2). In the paragraph design and development (7.3), a lot of text is removed 

because it was not in accordance to the company’s work approach or required by ISO 9001. 

This will result in more understandable management system and in turn simplifies the 

usefulness, which will lead to that the system is more utilized. The purchasing process (7.4) 

within the company has changed, as many processes do over time, but have not been updated. 

Therefore a new and correct description of this process is implemented.  

 

8. Measurement, analysis and improvement 

The stated improvements and result in (7.3) are also applied in the paragraph monitoring and 

measurement (8.2) and control of non-confirming products (8.3). The deviation management 

template included in the management system is not utilized and instead replaced with the 

currently used 8D-template (8.3). Information regarding the paragraphs (8.2) and (7.4) are 

analyzed and the requirements are fulfilled, which results in that also analysis of data (8.4) is 

established. Continuous improvement (8.5) is an essential part of ISO 9001 and needs to be 

comprehensible. The description regarding this paragraph was vague in the management system 

and therefore is developed, which will result in more efficient improvement works.  

 

 

3. Identify and 

evaluate options 

for improvements 

4. Implement 

improvements 
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Additional improvements 

The management system has been thoroughly reviewed and changes regarding grammar, 

misspellings and structure of sentences are done. These changes will result in a more 

comprehensible and completely utilized management system.  

The change management approach resulted in efficient improvements, due to short 

communication paths and motivated employees. This is based on that the company is small 

sized and has few employees.  

 

Looking at the previous improvement (presented in 6.5), this change 

resulted in increased profitability, a more streamlined supply chain and 

decreased pollution of the environment, due to less transmissions per 

month. Documentation was done regarding these results to be able to 

follow the development of the improvement. The approach was also 

documented and can be used as a basis in future improvement work. 

Our implemented improvements, compared to the previous, are more 

comprehensible and will therefore probably result in an even more 

cost-effective management system. 

 

All improvements together resulted in a new and improved management system that now is in 

accordance with the company’s work approach and processes. The company is satisfied and 

thankful for their new improved management system and therefore they asked for help to 

implement ISO 14001, by making use of the C.C.I.M model once again, as the time was not 

enough during the model application.  

 

7.2 Model evaluation 

By applying the developed model C.C.I.M, the quality of a management system can 

continuously and cost-effectively be improved. Organizations can, by using the model, identify 

their processes and requirements imposed on the management system as well as the goals of 

using the system. These factors display: how the organization operate, the purpose and what 

controls the content of the system, which in turn facilitates the identification of improvement 

opportunities. Through evaluating the different options, taking the factors and cost-

effectiveness in consideration, the most profitable improvement can be selected. By applying 

the model at a case company, the implemented improvements can lead to increased quality of 

the system, which can result in a streamlined supply chain and increased profitability. In this 

case, increased quality represent: a more comprehensible management system, a streamlined 

supply chain and more structured work approaches. The model take change management in 

consideration and therefore the improvements can be perform efficiently with a high 

commitment level among the employees. The environmental aspect is also considered when 

implementing the improvements, which can lead to less pollution of the environment as well as 

better internal work environment.  

 

5. Follow-up 

improvements 

6. Evaluate and 

document 
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8. Conclusions 

In this chapter the authors will answer to the problem formulation and draw conclusions 

regarding the problem and the developed model. Advantages and disadvantages as well as 

suggestions for future research will be presented. 
 

 

8.1 Problem formulation 

How to continuously improve the quality of a management system within trading business to 

increase the profitability? 

 

By applying the developed model C.C.I.M, the quality of a management system can be 

improved continuously and cost-effectively in order to increase profitability. This because the 

model include identification of goals, requirements and processes that in turn are compared to 

find cost-effective improvements. C.C.I.M also includes follow-up and evaluation, which 

enable companies to continuously maintain the quality of their management system. The model 

is general and can be used within any businesses, but since the model does not include specific 

tools for production it is more user-friendly for businesses within trading. 

The time before the follow-up can be performed, when applying the model C.C.I.M, can be 

long, because it takes time to see and be able to measure effects from this type of improvements. 

This could be a disadvantage if the company wants to see results quickly to be able to begin the 

planning phase of forthcoming improvement project. Except the earlier mentioned benefits with 

the model, a company can also use the model if they want to get or maintain a certification (e.g. 

ISO 9001 and ISO 14001, as in the case company’s situation).  

We conclude that the model has a theoretical and practical relevance. The theoretical relevance 

is based on that no previous model have been developed with the aim to continuous and cost-

effectively do improvements within this area. The practical relevance is confirmed by a request 

from a company, which experienced problems with the quality of their management system.  

 

8.2 Future research  

Suggestions for future research could be to: 

 Consider and include the cost of implementing the model 

 Develop criteria’s to support the selection of the most cost-effective improvement 

 Applying the model at other companies to increase the validity and enhance the 

generalization 

 Consider the model as a long-time project, where additional time is required to 

completely utilize the model to its full extent 
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9. Recommendations 

This chapter will present general recommendations regarding the model and it will also present 

recommendations specifically to the case company.  
 

 

9.1 General recommendations 

Generally we recommend companies that have problems with the quality of their management 

system to use the C.C.I.M model, in order to find cost-effective improvements continuously to 

increase the profitability.  

We also recommend to apply this model if companies wants to streamline their supply chain, 

because it can be used to identify losses, due to non-value adding activities/processes.  

An important thing to consider before the implementation of the model, to get best benefits 

possible, is to inform employees that changes will be executed and also that the implementation 

will be a long-term project.  

 

9.2 Recommendations to the case company 

We recommend the company to more efficiently utilize their ERP-system, by for example 

adding routines and instructions from the management system, to make them easily available 

for all employees.  

We also recommend them to make use of the model to continuously have an updated 

management system to maintain their ISO 9001 certification and the quality of the system. The 

model can also be useful in their work towards being ISO 14001 certified. 
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Appendix 

 

Appendix I 

 

Questionnaire 

1. Have you been informed about that the management system has been improved? 

2. Have you been introduced to the system and are you aware of the content? 

3. Is the system in accordance with how you work today? 

4. Is the management system comprehensible? 

5. Have you noticed if the work processes are more efficient and structured? 

6. Have costs related to the work processes been decreased (due to question 5)? 

7. Have the customer satisfaction/relationship been positively affected? 

8. Have you noticed if the quality on the management system has increased? 
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