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Design e implementação de um sistema de gestão corporativo na Toyota Caetano 

Portugal S.A. 

RESUMO 

O presente projeto de dissertação está inserido no Mestrado Integrado em Engenharia e Gestão 

Industrial da Universidade do Minho, tendo este como título “Design e implementação de um sistema 

de gestão corporativo na Toyota Caetano Portugal S.A.”. Trata-se da integração dos sistemas de gestão 

de três dos setores desta empresa, o National Marketing Sales Company e as Divisões de 

Equipamentos Industriais do Norte e Sul. 

A metodologia utilizada neste projeto de dissertação foi a Investigação-Ação, sendo que numa primeira 

fase foi realizado o diagnóstico da situação atual, isto é, recolheu-se os dados relevantes da 

organização, através da leitura e análise de documentos relacionados com os sistemas de gestão 

integrados de cada um dos setores. Esta fase inclui a análise dos processos que estavam já definidos, 

bem como os procedimentos de gestão e as instruções de trabalho existentes previamente. 

De seguida, foi feito um planeamento das ações necessárias para integrar os processos e toda a 

documentação existentes, assim como outros métodos utilizados na gestão dos sistemas, cumprindo 

todos os requisitos das normas ISO 9001, 14001, 45001, e 50001. 

Passando-se, depois, para a implementação destas mesmas ações, desde a definição de cada um dos 

processos num diagrama SIPOC, a construção de uma metodologia única para seleção e avaliação de 

fornecedores, identificação e avaliação dos aspetos ambientais, gestão de documentos e dados, 

identificação de riscos e oportunidades, entre outros. 

Com a implementação destas ações é possível percecionar uma melhoria significativa na cultura 

organizacional, uma vez que levou a uma colaboração intensa entre os três setores, e criou uma 

normalização dos métodos utilizados pela empresa. Isto leva a que haja uma diminuição significativa 

na documentação, mas também a que se torne mais fácil a mobilidade interna dos colaboradores, já 

que estão familiarizados com as metodologias utilizadas. Espera-se, a nível monetário, uma poupança 

anual significativa, tendo em conta a redução de custos da certificação externa e do tempo despendido 

pelos colaboradores na realização e acompanhamento de auditorias. 

PALAVRAS-CHAVE 

Sistema de Gestão Corporativo; ISO 9001; ISO 14001; ISO 45001; ISO 50001 
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Design and implementation of a corporate management system in Toyota Caetano 

Portugal S.A. 

ABSTRACT 

This dissertation project is part of the Integrated Master in Industrial Engineering and Management of 

University of Minho, being named “Design and implementation of a corporate management system in 

Toyota Caetano Portugal S.A.”. It concerns the integration of the management systems of three sectors 

of this company, the National Marketing Sales Company and the North and South Industrial Equipment 

Divisions. 

The methodology used on this dissertation project was Action-Research, and in a first phase the 

diagnosis of the current situation was conducted, namely, the collection of relevant data from the 

organisation, through the analysis and comprehension of the documentation regarding the integrated 

management systems of each of the sectors. This included the examination of the existing processes, 

as well as the current management procedures and work instructions of each system. 

This was followed by a planning of the actions required to integrate the different processes and all 

existing documents, as well as other methods used in the management of the systems, while complying 

with all the requirement from the ISO 9001, 14001, 45001, and 50001 standards. 

These actions were then implemented, from the definition of each of the processes in a SIPOC diagram, 

to the construction of a single methodology for supplier selection and evaluation, identification and 

evaluation of environmental aspects, document and data management, identification of risks and 

opportunities, among others. 

With the implementation of these actions it is possible to perceive a significant improvement in the 

organisational culture, since it led to an intense collaboration between the three sectors, and created a 

standardisation of the methods used by the company. This leads to a significant decrease in 

documentation, but also makes internal mobility easier for employees, as they are familiar with the 

methodologies used. In monetary terms, a significant annual saving is expected, taking into account the 

reduction in costs of external certification and the time spent by employees in performing and 

monitoring audits. 

KEYWORDS 

Corporate Management System; ISO 9001; ISO 14001; ISO 45001; ISO 50001 
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1. INTRODUCTION 

For an organization to remain competitive in today’s world, it is not enough to focus on the raw 

performance of the business in question, such as its profits, liquidity, financial solvency, indebtedness, 

among others. 21st century companies must tackle other aspects if they want to achieve good economic 

and financial results in a sustainable way over time. It is necessary to focus on other outcomes like the 

satisfaction of all stakeholders, which includes customers, employees, shareholders, and suppliers, the 

process performance, and internal business outcomes. Therefore, to achieve “good business results”, it 

is important to look past the common economic performance indicators and give attention to the 

factors that influence or induce such outcomes, and that will drive the organisation to long-term 

success. With this in mind, and in order to ensure that the organisation’s products and services meet 

all the applicable legal and regulatory requirements, the company needs to manage its activities and 

resources, define responsibilities, establish methodologies and programs, etc (Antonini, 2016). 

Therefore, it is crucial for organisations to be run through efficient management. As a response to this 

imminent need, the implementation and certification of different management systems (MS) becomes 

essential and even a central pillar of continuous improvement in companies that aim for excellence (O. 

J. De Oliveira, 2013; Kraus & Grosskopf, 2008; Lança & Brito, 2018). 

However, if the only motivators for implementing MSs are external, such as the demand from 

customers and the government, it is likely that the organisation will not acquire the capabilities to obtain 

competitive advantages in the marketplace. Therefore, it is important that the company is aligned with 

the mindset of each MS that it decides to adopt and has a strategic vision, since that it is the only way 

to achieve operational and organisational improvements, that can enable financial enhancement (Veiga 

& Sampaio, 2019). 

Throughout the years, the implementation and certification of diverse management systems, such as 

quality (QMS), environmental (EMS), occupational health and safety (OHSMS), and energy (EnMS) has 

become increasingly common in most high-performance companies. This has required a constant 

evolution in this field, especially through the introduction of the integrated management system (IMS) 

concept. Previous research has focused initially on how a company can implement any of the 

management system standards (MSS) individually, but in more recent years the focus has been on 

strategies for their integration. This is seen as a natural step for organisations, since they are constantly 

seeking for ways to improve, while optimizing their resources. In this light, companies might also be 
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interested in a multi-site certification, if the organisation comprises several divisions or locations with 

legal and contractual links to the headquarters. However, there are barely any reports of companies 

that have managed to transition from “individual” IMSs to a corporate multi-site one. 

Therefore, this dissertation contributes to narrowing the gap between theory and practice in the field of 

corporate management systems (CMS) by providing examples of the steps, strategies, benefits and 

challenges that organizations can encounter when trying to transition from multiple IMSs to a multi-site 

implementation and certification. 

1.1 Project objectives 

This project aims to design and implement a CMS, to obtain multi-site certification of the existing IMSs 

of three sectors inside Toyota Caetano Portugal (TCAP), the National Marketing Sales Company (NMSC) 

from Toyota and Lexus and the Divisions of Industrial Equipment North and South (DEIN and DEIS). 

This dissertation had the following main objectives: 

• Sharing of good practices among the different sites regarding IMSs and defining the best 

methodology to be implemented in the CMS; 

• Reduction of external and internal costs, through the extension of the cycle of audits by certifying 

companies and the reduction of consultancy support per sector; 

• Reinforcement of Built-in-Quality in the services area and improvement of the results perceived by 

customers and other stakeholders. 

For this to be possible, it was necessary to achieve the following: 

• Establish a unified policy and a corporate management manual; 

• Define an integrated process map; 

• Adapt the shared platform used by the divisions for compliance with all requirements (legal and 

normative); 

• Develop a shared platform to manage all identified improvement opportunities; 

• Integration with the Kaizen Lean MS. 

The research question is: How to design and implement a corporate management system for three 

distinct divisions? 
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1.2 Research methodology 

Based on the model of Saunders et al. (2016), this project is part of the philosophical current of 

interpretivism, which assumes that reality is a social construction that can change. It is also considered 

that meanings are subjective, as they depend on the details of the situation and the perspective of the 

different people facing it. In this case, the research is value-bounded and the researcher is an integral 

part of the project. 

The approach used for the research is inductive, as it starts by collecting data to explore a phenomenon 

and from there generates or builds theory, in the form of a conceptual model. 

For the collection and analysis of data in scientific research, the qualitative multi-method is used, since 

the reading and analysis of existing documents in the organisation will be carried out, as well as notes 

from meetings including people with various responsibilities in the company. 

As the present dissertation is oriented towards the development of solutions for the real problems of an 

organisation, through a participatory and collaborative approach, the application of the Action-Research 

methodology is best suited for this project (Coghlan, 2011). In this approach, those who are most likely 

to be affected or involved in the implementation of these changes should, as far as possible, collaborate 

in the research process, i.e., in addition to the researcher, the current IMS managers play a key role in 

this project by allowing their working practices to be studied (Easterby-Smith et al., 2015). This change 

in organisational patterns of thought and action, however, can lead to potential resistance from 

stakeholders to new suggestions for action (Argyris et al., 1985).  

Nevertheless, this type of methodology is intended to contribute both to academic theory, so that new 

principles can be extrapolated and applied in other contexts, and to practical action, supporting the 

improvement of TCAP processes (Eden & Huxham, 1996). Winter (1989) also considers that the results 

of this type of research are readable, relevant, and interesting to practitioners and academics alike.  

Finally, this will be a longitudinal study since the change and development of the organisation over a 

period of time will be studied. 

According to the above-mentioned methodology, this study was carried in six different phases: 

Phase 1: Bibliographic review: General approach on IMSs and CMSs, as well as implementation of 

multi-site certification in organisations. Defining the procedures that needed to be included in the CMS. 
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Phase 2: Diagnosis: In order to formulate a diagnosis, it was necessary to collect data from the 

organisation, by reading and analysing documents related to the current IMS of each division, as well as 

notes from meetings with those responsible for managing these or other relevant stakeholders. 

Phase 3: Action planning: According to the lessons learnt, the action planning was started, in which the 

necessary changes were proposed to harmonise and integrate the different IMS into a single CMS. 

Phase 4: Implementation of measures (Action): The planned measures were implemented, intending to 

act on the different processes of the new IMS with the objective of establishing the best possible 

practices and creating synergies between the different entities. 

Phase 5: Evaluation of the actions: After this action and organisational change, it was important to 

evaluate the results obtained in order to assess their relevance and to discuss them, helping in the 

process of continuous improvement. In this case, to a certain extent, this evaluation will be made later 

by the external certifier, who will report the opportunities for improvement of the new CMS.  

Phase 6: Specification of learning: At the end of this process, a synthesis is drawn up, which includes 

the results obtained and the objectives that were not achieved, constituting a support for future 

research cycles (lessons learnt). It is a learning process, where the main knowledge associated to the 

investigation is identified. 

1.3 Dissertation structure 

This dissertation is divided into seven chapters. The purpose of this chapter is to establish the 

framework of the dissertation topic, the objectives to be achieved and the research methodology used. 

The second chapter presents a review of the literature relevant to the development of the dissertation.  

Meanwhile, in the third chapter, a general presentation of the company where the dissertation was 

developed is made. Subsequently, in the fourth chapter, a brief description of the current integrated 

systems is given. Then, in the fifth chapter, the modifications implemented for the construction of a 

cohesive CMS are presented. In the sixth chapter, the improvements perceived are described. Finally, 

the seventh and last chapter presents a conclusion of the work, the limitations found and suggestions 

for future work.  
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2. LITERATURE REVIEW 

2.1 Management systems standards 

A MS is one of the main processes or procedures for completing tasks, attaining standards, achieving 

objectives, and establishing policies within a company or organisation. In other words, it is the way in 

which the enterprise manages the interrelated parts of its business. The MSSs have become a central 

part of continuous improvement and business excellence in many organisations around the world 

(Kraus & Grosskopf, 2008). 

However, this would not have been possible without the work of the International Organisation for 

Standardization (ISO) that was founded in 1947 as a non-profit federation of national standards bodies. 

The name ISO, used by the organisation, is connected to its mission of making world trade easier by 

promoting global harmonization, since it is derived from the Greek word ISOS, which means uniform or 

homogeneous. Its portfolio consists of more than 20.000 different standards, and has been built 

through international consensus among recognized groups of experts appointed by their respective 

member organizations (APCER, 2015).  

The ISO 9000 series of quality standards was released in 1987 and has become an essential part of 

worldwide businesses ever since. Within this family, it is only possible to be certified to the ISO 9001, 

which specifies the criteria for a QMS. Certifying a system is recognizing that it meets a certain 

normative standard, in this case, the quality standard. This certification is granted by a certifying agency 

accredited by a supervisory body, such as Instituto Português de Acreditação  (IPAC) in Portugal (O. J. 

De Oliveira, 2013). The demand for this quality certification is reaching an increasing number of 

companies, large and small, from the public and private sectors, which is reflected in the amount of 

certificates being issued every year. Over one million sites in the world were certified to this standard, 

including 8.434 ones in Portugal (ISO, 2019).  

ISO 9001 is not a performance standard that measures the quality of a firm’s products or services, but 

rather sets guidelines for corporate processes’ systematization based on seven quality management 

principles. The most important one is customer focus since it is crucial to meet the customers’ current 

and future requirements and expectations to operate a quality business. Other principles include the 

motivation and implication of top management, evidence-based decision-making, and continuous 

improvement. Overall, following the ISO 9001 guidelines ensures that customers get consistent, quality 
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products and services, leading to increased profitability, and improved market share and export 

numbers (ISO, 2015b; Tarí et al., 2012).  

Over the years, the standard has changed on numerous occasions. In 2000, the more pragmatic 

"process approach" was introduced, with a change in emphasis from "documented procedures" to 

"management by processes" and from "records" to "demonstrated results". The latest standard update 

from 2015, requires the adoption of risk-based thinking to support and improve the understanding and 

application of the process approach. More specifically, this mindset drives organisations to design and 

implement MSs, integrating them into the strategical processes of the organisations, using the 'Plan-Do-

Check-Act' cycle (PDCA), which underpins all ISO management systems standards. Additionally, the 

current standard is considered to have a better applicability to services than before, which benefits 

NMSC, DEIN and DEIS that will more easily adopt its principles (Bravi et al., 2019; Campailla et al., 

2018). 

After the success of the ISO 9000 standards, the ISO 14000 family of standards on environmental 

issues was released.  

Just as ISO 9001, the EMS standard is applicable to any organization, regardless of size, type and 

nature, and is the second most certified standard in the world with almost half a million sites (ISO, 

2019). It concerns those environmental aspects (EA) of a company’s activities, products, and services 

which, considering a life cycle perspective, the organisation determines can be either controlled or 

influenced. The current ISO 14001 standard, issued in 2015, provides requirements for managing the 

environmental aspects more effectively compared to the previous versions, by taking into account 

environmental protection, pollution prevention, legal compliance and socio-economic needs (APCER, 

2016).  

As the quality standard, ISO 14001 does not state specific environmental performance criteria, since it 

does not measure the firm’s environmental results (ISO, 2015a). 

According to Psomas et al., (2011), the implementation of a EMS entails many benefits, such as 

improved positioning on the market, a smoother transition from conventional to sustainable practices, 

as well as an enhanced waste processing culture. 

Unlike the previously mentioned MSSs, ISO 45001 certification is not as prevalent across companies. In 

March 2018, ISO published this standard, allowing organizations that wanted to retain a recognized 

certification to migrate from the previous BS OHSAS 18001 by March 2021. OHSAS 18001 was a 

British standard for OHSMS and was first released in 1999. Although it is similar to OHSAS 18001, the 
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new standard adopts the same harmonized high-level structure (Annex SL), present in all ISO MSSs 

(Campailla et al., 2018). 

OHSMS aims to prevent work-related injuries and health problems for employees, and others affected 

by the organisation’s activities. A key aspect in achieving this is promoting and protecting the physical, 

psychological, and mental health of all stakeholders, by eliminating and minimizing occupational health 

and safety (OHS) risks through effective prevention and protection measures. 

The main benefit of implementing and subsequently certifying a company according to this standard is 

the reduction of workplace incidents. This will lead to a reduction in absenteeism, staff turnover, cost of 

insurance premiums, and increased productivity. As with other standards, the OHSMS certification 

allows the organisation to meet all the legal and regulatory requirements related to this subject and 

enhance its reputation. Additionally, it creates a health and safety culture inside of the company since 

there is a reinforced leadership commitment to proactively improve OHS performance (ISO, 2018b). 

According to the aforementioned survey, ISO 50001 is the standard with the least number of certified 

sites among the four MSS referenced (ISO, 2019). However, its importance should not be diminished 

since it helps companies to reduce their energy costs and greenhouse gas (GHG) emissions, while 

achieving other positive environmental impacts. Additionally, the EnMS standard can also be a driver in 

the usage of alternative and renewable energy sources. 

It is important to state that, as it happens with other standards, the ISO 50001 does not set any energy 

performance obligations, but provides a set of requirements and supporting methodologies for 

organisations to define their objectives and continuously improve their energetical performance (ISO, 

2018c).  

All the MSSs that were discussed above have in cases been implemented merely on the basis of the 

benefits they provide. However, in others, companies chose to be certified, in order to prove to external 

parties, they have implemented such MS. 

2.2 Integrated management systems 

A common goal of MSSs is managing the risks that organizations face when supplying products or 

services to its customers and stakeholders. However, the MSs are often split into multiple parts or sub-

systems since firms need to balance the expectations of different stakeholders. This translates into the 

usage of the different standards, which were previously mentioned, and the need for an IMS (ISO, 

2018d).   
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An IMS can be seen as one united comprehensive MS that aims to deal with all requirements of the 

certified MSs and combines all business components that enable the achievement of its goals and 

mission. Through such synergy, the organisation avoids developing plans and programs that might be 

colliding or contradictory, in favour of such that are coherent and aligned with its business objectives 

and needs (Kraus & Grosskopf, 2008). However, for this to be possible, and to comply with the different 

standards governing the management systems in question, the enterprise needs to share the necessary 

tools and methodologies and systematically manage these different areas. Therefore, IMSs can be 

understood as a series of interconnected processes that share human resources, information, 

materials, infrastructure and financial resources (Muzaimi et al., 2017; Setyorini & Latief, 2019; Simon, 

2012). By utilizing a synergetic IMS, organizations can both improve performance and reduce costs 

compared to multiple independent certification management systems (R. Oliveira et al., 2015). IMSs 

are a new strategy for some organisations, based on transparency, efficiency, and integrity 

(Paraschivescu, 2016). 

As mentioned previously, all ISO standards share the same high-level structure, displayed in Table 1, 

which was developed to meet the organizational need for an easier integration process into an IMS. The 

clause numbers, clause titles, and text are identical, and the terms and core definitions are the same 

across the MSSs. What may be added to the ISO standards are sub-clauses and specific texts for each 

discipline or segment, depending exclusively on the standard and its scope. Through this structure, ISO 

provides a company that has two or more certified MSSs easier compatibility between the different 

disciplines/segments, while also reducing redundancies both in the IMS and during the certification and 

recertification audits.  

Table 1 - High level structure of ISO MSS 
(ISO, 2021) 

1. Scope 6. Planning 

2. Normative reference 7. Support 

3. Terms and definitions 8. Operation 

4. Context of the organization 9. Performance evaluation 

5. Leadership 10. Improvement 

Besides this high-level structure, there are other factors that can ease the integration of management 

systems. The four standards in question, ISO 9001, ISO 14001, ISO 45001 and ISO 50001 have a 

common underlying management principle, namely continuous improvement based on the PDCA cycle. 

Seen in Figure 1, the PDCA cycle is intended to enable companies to meet customer satisfaction 
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(Quality), and impact both society (Environment and Energy) and their own workers (OHS) (Nunhes et 

al., 2016; Zeng et al., 2010). Additionally, all of these MSSs share a process-based approach and a 

focus on achieving results (Simon, 2012). 

 

Figure 1 - PDCA cycle structure in MSSs 
(Zeng et al., 2010) 

However, while developing an IMS, it is important to note that there will be a series of requirements that 

can be integrated and shared among MSs, while others do not allow integration with any other MS. This 

is the exact concept of integration – it is not possible to integrate everything (Almeida et al., 2014). 

According to Bernardo et al. (2015), the integration process can be defined by four main aspects: 

integration strategy, which consists in the “number and implementation sequence of MSs that the 

organization decides to integrate”, integration methodology, which refers to the “models or tools used 

in the process”, integration level, which is related to the degree achieved by the IMS, and audit 

systems' integration, which is about internal and external audits’ integration level. 

2.3 Benefits and obstacles in implementing an integrated management system 

Having in mind that it is easier to achieve collaboration between employees through a single system 

than for two or more systems that are separately managed, companies already have an incentive to 

integrate their MSs. Additionally, integration allows companies to define a more strategic vision for the 

whole business, since it provides a more complete and in-depth view of the impact that quality, 

environment, safety and energy (QESE) programs have on business performance, and this is a natural 
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evolution in light of continuous improvement for the firm’s MSs (O. J. De Oliveira, 2013; Kraus & 

Grosskopf, 2008; Santos et al., 2012). 

Apart from that, taking into account that MSs are a global phenomenon, integration is justified by its 

various benefits, such as: the simplification of standards and requirements for MSs; the reduction of 

audit and registration costs; the use of a one-stop approach for audits; flexibility in the choice of MSs to 

be integrated; simple transition from existing MSs and standards, rather than a radically new approach; 

reduced costs in the areas of interpretation and implementation of standards; harmonisation of MS 

documentation; alignment of objectives, processes and resources in different functional areas, leading 

to improved internal management methods and interdisciplinary teamwork; easier understanding of an 

integrated policy; reduced bureaucracy; synergy effects; redundancies and duplicated efforts are 

eliminated; involvement and consolidation, by all employees, of a continual improvement culture, 

attitudes and values of QESE scope; and increased system effectiveness and efficiency (Beckmerhagen 

et al., 2003; Karapetrovic & Willborn, 1998; Ribeiro et al., 2017; Santos et al., 2012). Even more 

important than the mentioned advantages, the history and culture behind the implementation of IMSs 

prove that organisational commitment, aimed at improving performance, can result in higher employee 

and customer satisfaction, and promotes sustainable organisational development (Setyorini & Latief, 

2019).  

However, the integration of MSs may bring some concerns to organisations, such as: the existence of a 

culture/perception that existing MSs are sufficient and should remain separate; doubts about the added 

value of IMSs; expected loss of unique function identities, which causes hesitation and outright rejection 

of integration efforts by some quality, environment, safety, and energy professionals; inability to find 

common denominators for various business functions; external and internal audits may continue to be 

conducted separately, although systems and standards are integrated, resulting in high costs of 

multiple audits inadequacies of audit methodologies to catalyze improvement, assess system 

effectiveness, or systematically address differences in the scope and purpose of management system 

standards requirements; scepticism of middle management, partly due to inadequate information; lack 

of communication and involvement between supervisors and employees; in case of certification through 

a third-party audit to one or more standards, a nonconformance against a requirement of one of the 

may carry over to another standard, which can, in the worst-case scenario, put all registrations at risk; 

negative past experience with failed quality programs, management by objectives, or other 

management models; lack of pressure from customers or competitors to implement an IMS 
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(Beckmerhagen et al., 2003; Jonker & Karapetrovic, 2004; Karapetrovic, 2002; Kraus & Grosskopf, 

2008). 

2.4 Integration strategy  

When an organisation needs to integrate different MSs, one of the main matters to tackle is the choice 

of strategy, including the number and sequence of MSs that the firm decides to integrate (Asif et al., 

2009; Bernardo et al., 2009; Karapetrovic & Willborn, 1998; Leopoulos et al., 2010). There is not a 

standard IMS, since this covers a wide range of different combinations of MSs. However, the most 

common one consists of the integration of a QMS, an EMS, and an OHSMS. Nonetheless, companies 

should integrate MSs according to their own strategy. An organisation may choose to only integrate the 

QMS and the EMS, as it is the case of NMSC and DEIS, while another may choose to integrate the 

QMS, the EMS, the OHSMS, and the EnMS, like DEIN (Rasmussen & Jørgensen, 2007).  

There are multiple strategies for the integration of standardized MSs, the most cited one in the literature 

is based on the integration of QMSs and EMSs. The strategy in question was suggested by Karapetrovic 

& Willborn (1998) and entails three possible logical sequences: establishing the QMS first and the EMS 

second, the other way around, or implementing both simultaneously.  

Karapetrovic (2002) later proposed an extension of the previously mentioned strategy. The sequence 

adopted by the organisation is always dependent on the MSs that have already been established and 

those that are required to be implemented. Therefore, the five possibilities are: implementation of the 

QMS or the EMS first, followed by the others, these two MSs simultaneously and then the others, or the 

fundamental elements of the IMS first, any function-specific subsystems after. 

However, the implementation sequence follows, in most situations, the standards publication sequence. 

Therefore, usually, organisations implement ISO 14001, ISO 45001, and ISO 50001 after a pre-existing 

and entrenched QMS (Almeida et al., 2014; Beechner & Koch, 1997; Douglas & Glen, 2000; 

Karapetrovic & Willborn, 1998). 

2.5 Integration methodology 

The methodology, or tools used in the integration process, is another key aspect in successfully 

implementing an IMS, and obviously depends on each firm’s individual decision. The chosen method(s) 

used to integrate the MSs will depend on the size and nature of the firm, as well as on its culture and 

the resources it has available (Zutshi & Sohal, 2005). 



 

 12 

Currently, there is not an internationally successful standard covering integration methodologies. 

Nevertheless, several guidelines as the British PAS 99, the Spanish UNE 66177, and the ISO handbook 

(IUMSS) have been developed to assist companies in the integration process (Bernardo et al., 2009; 

Kopia et al., 2016). The IUMSS, first published in 2008, combines expertise from an international level, 

implementation cases from a diverse variety of industries, and guidelines for best practice when 

integrating IMS standards.  

Aligned with the underlying management principle of the four MSSs, a clear objective when developing 

an IMS is always the continuous improvement of the organisation’s global performance. Therefore, the 

maturity level of the IMS should be constantly measured using a tool that best fits the organisation (key 

performance indicators (KPIs), balanced scorecard, the EFQM excellence model, the Shingo Model, 

etc.) (Kopia et al., 2016; Santos et al., 2012). 

According to Santos et al. (2013), the ideal approach to start the integration is to identify all the 

common elements in the MSs to be implemented and guarantee that as many documented processes 

and procedures as possible are shared between them. Therefore, for each phase of the PDCA cycle, 

seen in Figure 1, and at each stage of the IMS development, all differences in standard requirements 

under equivalent clauses need to be carefully and methodically analysed. This will ensure the IMS 

compliance and provide evidence of its full conformity (M. Rebelo et al., 2014; M. F. Rebelo et al., 

2014a, 2014b). 

Such an identification process allows the Quality, Environment, OHS and Energy sub-management 

systems to be structured and aligned for later implementation of the IMS. Through this referential, the 

organizational structure of the company is orientated and aligned in the same direction, and the 

organisation has a starting point for subsequent activities of integration, simplification and optimization 

(Santos et al., 2012). 

In summary, typically, the integration process follows the steps represented in Figure 2. 
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Figure 2 - Typical steps of the integration process 
(Domingues et al., 2014) 

Nowadays, the guidelines provided by the international bodies combined with the all the previously 

mentioned similarities between the MSSs in question, simplifies the integration process for companies, 

compared to what used to happen in the past. 

2.6 Integration levels 

The integration level/degree is another major aspect mentioned by several authors in the literature, and 

it is defined as the management elements unification degree of two or more MSs (Okrepilov, 2010). 

There is no consensus on the topic, although several scales for measuring the level of integration are 

recurring (Bernardo et al., 2009). 

According to Karapetrovic (2003), there are three types of organisations: those that only have integrated 

documentation, those with integrated processes, objectives and capabilities, and lastly, those who have 

all the elements of an IMS in a single management system. The author adds that, on the one hand, full-

scale integration comes at the cost of replacing the individual characteristics of each of the involved 

systems. To expand the system across functional boundaries and meet objectives related to quality, 

environmental factors, safety, energy and others, specific policies and processes with shared resources 

have been defined. On the other hand, partial integration, that appears to be more common, can take 

many forms, ranging from small-scale collaboration between different MSs to aligning their objectives, 

processes and resources.  

Jørgensen et al. (2006) presented another perspective, while also introducing three levels of integration. 

Level 1 is ‘corresponding’, where the compatibility is increased through references between parallel 

systems. Level 2 is ‘coordinated and coherent’, where generic processes are focused on the task 

cycle’s management. Level 3 is ‘strategic and inherent’, with a learning organizational culture, added 

involvement of internal/external challenge stakeholders, and continuous performance improvement. 
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Sampaio et al. (2012) proposed four evolution levels towards complete integration based on information 

collected and analysed from case studies. These levels are documentation integration, management 

tools integration, common policies and goals, and common organisational structure.  

According to Bernardo et al., 2012, the simultaneous integration of MSs provides greater levels of their 

integration. A potential explanation for this is that since the MSs were implemented together, the 

companies found it easier to exploit synergies between the different MSs (Bernardo et al., 2009; 

Douglas & Glen, 2000; Karapetrovic & Jonker, 2003; Karapetrovic & Willborn, 1998; Wilkinson & Dale, 

1999; Zutshi & Sohal, 2005). 

2.7 Audit systems’ integration 

According to ISO (2018a), an ‘audit’ is defined as a “systematic, independent and documented process 

for obtaining audit evidence and evaluating it objectively to determine the extent to which audit criteria 

are fulfilled”. 

The main outcome of the audit is a report that should include all the findings and conclusions regarding 

the effectiveness of the MSs with the requirements of the standards. The remarks can be both positive 

and negative. Furthermore, the non-positive aspects for each MSS and for the IMS as a whole may be 

classified as non-conformities and/or opportunities for improvement (Djekic & Smigic, 2013; Simon et 

al., 2011). Therefore, the audit system is a key aspect of any MS, integrated or not, since it ensures 

that the processes and requirements are correctly implemented (Beckmerhagen et al., 2003). 

Kraus & Grosskopf (2008) proposed four different types of audits that could act with an IMS: fully 

integrated, simultaneous, overlapping, and sequential, as shown in Figure 3. 
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Figure 3 - Audit types for an IMS 
Adapted from (Kraus & Grosskopf, 2008) 

However, as mentioned before, in presence of an IMS, it is beneficial to have an integrated audit since 

it allows cost, resources, and time optimization, involves less internal and external audits, and reduces 

the external certification cost (Domingues et al., 2015). Additionally, auditing different management 

systems for the same process has proven to be problematic (Mourougan, 2015).  

Other benefits of the audit integration is the increasement of the internal and external auditors’ 

competences with different MSs, and requires only one evaluation, which reduces the amount of work 

during all the audit steps, from planning to implementation, and even follow-up stages (Dewi et al., 

2020). 

2.8 Multi-site certification 

Regardless of whether a company pursues integration, both single-site and multi-site certification are 

possible options. Multi-site certification involves several entities from within the organization, but the 

process, including internal audits, assessment of conformity, continuous improvement metrics, 

corrective action systems, and management review, must be managed from a one central office or 

entity. 

While there might be some risks associated with the multi-site transition, these are minimal for 

organisations that already have mature MSs and robust internal audit processes. Additionally, the 

benefits can be tremendous, from cost saving to significant efficiencies in managing the certifications. 
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Most importantly, by having a multi-site certification, the company is creating an environment conducive 

to the sharing of good practices and lessons learned among professionals from the various sites. 

However, to achieve successful certification, it is crucial to have frequent and clear communication 

among all the local facilities stakeholders. This will ensure that everything is under control and the 

deadlines will be met, since the non-compliance of any of the sites could put in danger the whole 

certification (Brooke-Lander & Kuykendall, 2016). Therefore, it is important that the central office 

guarantees that all the sites are following the exact same procedures and methodologies, while using 

the same tools, in order to have coherence throughout the certified entities. 
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3. GRUPO SALVADOR CAETANO 

In 1946, a determined young man with a great entrepreneurial spirit, called Salvador Fernandes 

Caetano, founded a bus body factory called “Martins, Caetano & Irmão, Lda.”, which turned out to be 

the embryo of Grupo Salvador Caetano (GSC). The organisation has been growing throughout the years 

on a national and international level, currently acting in multiple sectors. 

This chapter focuses on the characterisation of the organisation, GSC, specifically TCAP, where the 

dissertation project was developed. 

3.1 Toyota in Grupo Salvador Caetano 

Not long after being established, the small firm, “Martins, Caetano & Irmão”, saw two of its founders 

leaving, Alfredo Caetano and Joaquim Martins. Salvador had to continue the work that was being done 

and, after a few years, the company started to close some relevant national and international buses’ 

deals. However, it was not until 1968 that one of the biggest and most important achievements took 

place, signing the contract for the exclusive import and distribution of Toyota vehicles in mainland 

Portugal and its islands, which nowadays is the responsibility of NMSC.  

Later, in 1970, the activity related to industrial vehicles started, with the mission of commercializing 

and providing assistance to the counterbalanced forklifts of Toyota, at a national level. This initially only 

took place in Vila Nova de Gaia (DEIN), but in 1991 this business expanded, and the company created 

an autonomous directory of industrial equipment for the southern region in Carregado (DEIS). 

Shortly after the beginning of Toyota's commercialisation in Portugal, and with the purpose of meeting 

the market's growth, in 1971, the first plant of the brand in Europe was built in Ovar. The models 

manufactured in the Ovar Plant have changed a lot throughout the years, adding up to a total of more 

than 309 000 units produced. Firstly, the factory’s activity started with the production of three models, 

Corolla, Corona and Dyna. Later, in 1979 and 1981, the plant initiated the manufacture of the historic 

Hiace van and the Hilux pick-up truck, respectively. Only in 2015 the Ovar Plant stopped producing the 

Dyna truck for commercial use, since the vehicle did not meet the Euro 6 emissions standards and 

would not be commercialized within the European Union. In the same year, a petrol version of the Land 

Cruiser (LC70) started to be assembled, exclusively for export to the South African market. In addition 

to this production line, which is still active, in the Ovar Plant, components are incorporated into Toyota 

commercial vehicles. 
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3.2 Grupo Salvador Caetano on a national and international level 

The deal made with Toyota was only the start of the expansion of GSC across not only Portugal, but 

also around the globe. GSC employs over 7.000 people across its several companies and the whole 

group works tirelessly to create value for its businesses, always looking to the future and reaffirming the 

commitment to maintain the solid relationships built over the years with its employees, partners, and 

clients. 

The vision of GSC is “We help people moving”, which translates its intentions and aspirations for the 

future, which is aligned with the organization’s strategic focus on international expansion and 

investment in services within mobility and digital areas.  

The mission statement that aims to spread the spirit of GSC and congregate the efforts for the pursuit 

of the general objectives of the organisation is "We pledge to be demanding with innovation, continuous 

improvement and sustainability in our actions, caring for relationships of trust, which sustain fair value 

proposals for the Client (internal and external), because we are committed to People". 

The “Ser Caetano” Values (“Being Caetano” Values) are the result of GSC’s past and continuous 

evolution, that also reflect the organization’s purpose, a group of committed people that aims to re-write 

the group’s history and project its future. GSC shares five important values: ambition, responsibility, 

cooperation, trust, and commitment. For the organization it is key to be demanding and ambitious, to 

be socially responsible, to be cooperative and work as a team, to be approachable and trustworthy, and 

to be committed to the client. 

Currently, GSC’s activities can be divided into three different holdings: Salvador Caetano Indústria, 

Salvador Caetano Auto, and Salvador Caetano Capital, as shown in Table 2. 
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Table 2 - Grupo Salvador Caetano's activities 

   

Industry (buses) 

Automotive distribution and 
retail in: 

Portugal 

Spain 

Africa 

Latin America 

Communication and 
advertising services 

Aeronautic components 

Mobility services 

Rent-a-car 

Taxi-hailing | Transfers | 

Children transportation  

Fleet Management 

Other financial investments 

 Toyota Caetano Portugal – 
Ovar Plant 

 

 Industrial equipment  

3.2.1 Salvador Caetano Indústria 

Inside the industry sector (Salvador Caetano Indústria), there are two different companies, CaetanoBus 

and Caetano Aeronautics.  

CaetanoBus’ business dates to the founding of “Martins, Caetano & Irmão”, when wood was still used 

as the basic raw material in buses’ bodywork construction. Over several decades, innovation has always 

been in its DNA, having won several awards in the area, and currently, CaetanoBus is the most 

important manufacturer of buses and coaches in Portugal. The company produces for multiple 

segments and its products are mostly intended for exportation, such as, minibuses, city buses, airport 

buses, coaches, electric buses, special vehicles, and chassis.  

On the other hand, Caetano Aeronautics is a more recent enterprise, dating back to August 2012, and 

it is the result of a 50:50 joint venture between GSC and Aciturri, one of the main aeronautical Tier 1 

suppliers in Europe. This company is specialised in the manufacturing of metallic and composite 

components and in the assembly of small and medium size aerostructures, being its main clients, 

Airbus Defence & Space, Ogma and Aciturri. 
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3.2.2 Salvador Caetano Auto 

Salvador Caetano Auto aggregates the core of GSC’s business and some of its main companies.  

Caetano Retail is the umbrella organization that gathers the group’s companies which develop the 

activity of distribution and automobile repair of several brands in Portugal. It currently covers seven 

different business areas, from new and used cars, to assistance, collision, repair and glass 

replacement, but also parts and financing. Caetano Retail represents one brand in the used car 

business, CarPlus, and seventeen car brands, Audi, BMW, Chevrolet, Dacia, Hyundai, Lexus, Mercedes-

Benz, MINI, Peugeot, Opel, Nissan, Renault, Seat, Skoda, Smart, Toyota, and Volkswagen.  

Similarly, in Spain, Caetano Retail España is a group of official dealers of fourteen car brands and 

CarPlus, developing its activity through fifty-five facilities distributed across five cities, Barcelona, Cádiz, 

Pontevedra, Lugo, Madrid, and Malaga.  

In the early 90s, GSC expanded to the African market, more specifically to Cape Verde, firstly with only 

Toyota vehicles, and later with multiple other brands. This was the first step towards GSC's expansion in 

this continent’s market. Nowadays, Salvador Caetano Africa is responsible for automobile distribution 

and retail but, also, after-sales and parts distribution in thirty-two African countries, including Guinea 

Bissau, Angola, Mozambique, and Sao Tome and Principe. 

Caetano Go is the brand that aggregates all the mobility services provided by GSC. This includes 

Guerin, the second biggest rent-a-car company operating in Portugal, which has a successful 

partnership with Enterprise, the main international player in this sector. Finlog, which was created 

almost thirty years ago, dedicates its business to the management of vehicle fleets and operational 

leasing of vehicles. With a total fleet of over fifteen thousand vehicles, Finlog is the fleet manager that 

grows the most in terms of park, and has been strengthening its position of sustained growth market 

share since 2015. Caetano Go also includes Choice Car which operates in the field of mobility of people 

in different business areas, under two different brands, Bedriven and Rodinhas. Bedriven is directed to 

customers with specific needs, such as business trips, travels, elderly transport, valet services, among 

others, while Rodinhas is a personalized door-to-door transportation services for children. 

Toyota Caetano Portugal, S.A. (called Salvador Caetano IMVT – SA until the end of 2006) is part of 

Salvador Caetano Auto and one of the biggest companies within GSC. NMSC, DEIN and DEIS are all 

part of TCAP which is composed by three other departments/sectors, the Administrative and Financial 

Department (DAF), the Corporate Department of People, Brand and Communication (DPC), and the 

Ovar Plant. 
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The underlying project for this dissertation was developed in DPC, and more specifically in the Kaizen, 

Quality, Environment, Safety, Health and Wellness (KQAS) team, Figure 4, which operates at a 

corporate level for various companies of GSC, similarly to other teams inside this sector.  

 

Figure 4 - Positioning of KQAS team inside GSC's organisation chart 

The KQAS team inside DPC is responsible for Quality, Environment and Safety (QES) of NMSC, whereas 

DEIN and DEIS have teams dedicated to these areas inside their internal structures. 

3.2.3 Salvador Caetano Capital 

Apart from other financial investments, Salvador Caetano Capital has a company called CAETSU TWO, 

which is an independent agency of advertising with head office in Portugal and offices in Spain, Angola, 

and Mozambique. The company provides services that can range from brand strategy to global media 

strategy, and brand activation and experiences. 

3.3 The business of NMSC, DEIN and DEIS 

Although NMSC is part of the same company as DEIN and DEIS, the entity has an entirely different 

purpose and range of activity compared to the other two. 

Regarding vehicles, Toyota’s European activities include 9 factories, 14 parts storage centres, 7 vehicle 

logistics centres, and 29 national marketing and sales companies, including the Portuguese one. 

NMSCs are “legal entities which have been entrusted by Toyota Motor Europe (TME) with the wholesale 

distribution and marketing of Toyota and Lexus-branded vehicles, parts and accessories put on the 

market by TME through the establishment and management of a network of authorised retailers and 

authorised repairers, brand enhancement activities and customer management responsibilities in 
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relation to a specific territory in the European Economic Area”. Through the NMSCs, Toyota can ensure 

that the brand is reflecting the different tastes and preference of its European clients, since the service 

that is provided in each country is adapted to its culture, language, and way of doing business. 

Therefore, NMSC works directly with a network of authorised car dealerships and repairers of Toyota 

and Lexus vehicles by supporting them with customer relations, corporate social responsibility (CSR) 

activities, technical support, among others. The network is responsible for the direct interaction with the 

everyday customer. Besides individual customers, Toyota also provides products and services to 

companies that request a fleet of vehicles, which represents an important part of its business.  

In terms of load handling machines, Toyota Material Handling Europe (TMHE) is part of Toyota 

Industries Corporation, which is active in 5 regions worldwide under the brands Toyota, Raymond and 

Cesab. In Portugal, DEIN acts as both an importer and a dealer, since it is responsible for importing all 

Toyota and BT machines for the cargo handling activity, namely from Japan, France, Italy, and Sweden, 

and it distributes them to the entire Portuguese territory. It is also a dealer/branch, since it carries out 

sales and after-sales services in the whole northern area of the country. As for DEIS, its only functions 

are those of a dealer/branch since its activities are solely dedicated to the sales and after-sales of cargo 

handling machines for the southern area of Portugal. The area of action of each sector is divided by an 

imaginary line from Figueira da Foz. Since both DEIN and DEIS are dealers, they have a more direct 

contact with the end costumer. Business wise, the most important customers are the European Key 

Accounts, which are managed centrally at a European level by TMHE and are multinational companies 

with activity in Portugal, and the National Key Accounts, which are large Portuguese companies. Apart 

from these, DEIN and DEIS also do business with smaller local firms, which represent a significant part 

of their activity. According to the clients’ needs, the load handling machines that are being 

commercialized can be new or used, and the customer can also opt for short- or long-term rental.   
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4. BEFORE A CORPORATE MANAGEMENT SYSTEM 

In this chapter, TCAP's position regarding the certification of its MSs is contextualised, and the reason 

for the creation of this CMS is explained in more detail. 

4.1 Management systems in TCAP 

TCAP has been investing in continuous improvement processes in all its fields of activity for a long time. 

It is certified in the QMS standard (DEIN – 1997; Ovar Plant – 1999; DEIS – 2019; NMSC – 2009) and 

in the EMS standard (Ovar Plant – 2004; NMSC – 2006; DEIN – 2010; DEIS - 2012 ). Additionally, 

DEIN is the only sector inside TCAP certified in the OHSMS and EnMS standards, since 2010 and 

2020, respectively. 

The IMS certification has provided TCAP a constant improvement of its internal processes and 

procedures, which has shown positive impacts in its overall performance and, consequently, in its 

results. This certification guarantees that, in TCAP, the whole organization values and prioritizes every 

single stakeholder, its employees, partners and clients. 

As it was possible to see from the analysis of Figure 4, TCAP has three other sectors besides NMSC, 

DEIN and DEIS, but only these are directly included in the corporate certification. On the one hand, the 

main aim of DPC and DAF is to support the activity of TCAP and/or GSC as a whole. Therefore, these 

sectors do not have certification in any MSS, but the service they provide is contemplated in the 

processes of NMSC, DEIN and DEIS. On the other hand, although the Ovar plant is also certified in 

QMS and EMS standards, this is an industry sector, unlike NMSC, DEIN and DEIS, which provides 

products/services. Consequently, it was decided not to include the Ovar plant in the design of the new 

CMS, since, at least, NMSC, DEIN and DEIS share, to some extent, a more similar scope of action. 

However, TCAP management hopes that in the future it will be possible for the Ovar plant to integrate 

this certification in order to have a complete synergy within the organisation and to maximise cost 

savings 

4.2 The case for implementing a corporate management system 

Considering that the market is in constant change and the competition is working tirelessly to improve 

its processes, it is vital to improve the sharing culture of best practices inside GSC.  
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The design and implementation of a CMS in TCAP, through NMSC, DEIN and DEIS, is an enormous 

step in this direction. By combining the forces of the three teams responsible for the QES areas, sharing 

tools and procedures, and merging diverse opinions on how an IMS can be improved, it is possible to 

achieve greater results than when each one of these three different sectors works by itself. 

As it was previously stated, from a financial point of view, having a multi-site certification allows the 

company to save monetary resources, not only from the direct decrease of auditing costs from the 

external certification body, but also from a reduction in the time spent in internal audits, which can 

instead be allocated to other relevant activities. 

This can seem a hard challenge to overcome due to the different nature of these sectors not only 

business-wise, but also in terms of their internal culture, the dynamics that are already part of everyday 

life and the processes that are intrinsic. However, each sector must adapt in various ways and be 

flexible in order to build a CMS that can bring diverse benefits as well as set an example for the 

organisation.  
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5. DESIGN AND IMPLEMENTATION OF A CORPORATE MANAGEMENT SYSTEM 

Designing an IMS from scratch can be difficult, since the organisation might not be fully open to its 

implementation, have the right tools or knowledge to do it, among many other reasons. However, trying 

to merge three different IMSs that can be considered solid, with which each sector is already familiar 

and comfortable with and, also, attached to, can be even more complicated. 

Therefore, to simplify the possible decisions that needed to be made and ensure that a multi-site rather 

than an individual IMS was being built, TCAP decided to hire an external consulting firm. The 

consultants would be the intermediary to find best practices among what was already being done by 

each sector and suggest aspects that could be improved in the system. By having an external entity 

involved in this process, it was possible to avoid reluctance in changing already established practices 

and even to experiment with new tools and techniques that were not yet used in NMSC, DEIN or DEIS. 

Since there were already certified and well-functioning IMSs in place, the efforts that have been made 

were aimed to adapt all the actions and behaviours of the organisation to a CMS while still complying 

with the requirements of the four ISO standards. Even though only DEIN is certified in OHSMS and 

EnMS standards, the documentation of the multi-site system had to include all the necessary aspects of 

these two norms. 

When the term organization is used, it refers to the three sectors, NMSC, DEIN and DEIS. 

With the objective of having a multi-site certification, all the existing documents, processes, procedures, 

and other tools were adapted, following strategies for the implementation of all the normative 

requirements. In the following sub-chapters, it is intended to make known the actions carried out for 

this project, as well as critically evaluating the decisions made for the achievement of the objectives. 

5.1 Organisational context 

5.1.1 Understanding the organisation and its context 

According to all the four standards in question, organisations must determine the specific business 

context in which they operate to ensure that the MSs are adapted to it. These aspects can be of either 

an internal or external nature, and positively or negatively impact the organisation. In order to identify 

internal issues, it is crucial to consider all the relevant matters related to the organization’s values, 

culture, knowledge, performance, and decision-making processes. On the other hand, by getting to 
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know the environment in which the company is inserted and operates in, it will be possible to identify 

important external issues that may influence its performance.  

By identifying its internal strengths and weaknesses, management will be able to take full advantage of 

what is being done properly and it is considered an asset, by even turning it into a business opportunity, 

and take action to minimize the effects of the negative internal aspects, respectively. Although the 

organisation can hardly influence the external related issues, it is fundamental that these are 

recognized, because the way the company will operate to achieve its own objectives will heavily depend 

on them. 

The most adequate tool and the one that is going to be used by TCAP is the SWOT Analysis (Strengths, 

Weaknesses, Opportunities and Threats). Although this analysis is still being developed, through the 

assessment of the CMS’s processes it was already possible to identify some aspects that impact the 

whole organization. For example, the fact that the Toyota brand has a very good world-wide reputation 

(strength) effects not only sales, but the way the public interacts with the brand and the feedback that is 

collected from customers is more positive; the Covid-19 pandemic and climate change (threats) impact 

TCAP in all of its areas. Even though the organisation does not have the power to fully tackle these 

threats, it can minimize their impact by adapting the way it does businesses by, respectively, favouring 

online channels, and offering its customers product ranges with environmentally friendly technology and 

promoting a culture of sustainability. 

5.1.2 Understanding the needs and expectations of interested parties  

According to ISO (2021), an interested party (IP) (or stakeholder) is considered to be any “person or 

organization that can affect, be affected by, or perceive itself to be affected by a decision or activity”. 

Therefore, the organisation needs to identify the IPs that are considered relevant in the context of the 

each of its MSs, and determine their relevant needs and expectations, i.e., their requirements. It should 

also be determined which of these requirements have to be met (legal or regulatory requirements), and 

the ones that, even if not mandatory, the organization decides to comply with. These requirements 

constitute the organization’s compliance obligations.  

By determining the extent to which the organization affects, and is affected by IPs, it will be possible to 

the define the most relevant stakeholders. 
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This is closely linked to the last section, and, since it is difficult to understand the context of an 

organisation without understanding the needs and expectations of IPs, and how they may affect the 

organisation (the contrary is also valid), it was decided to first define NMSC, DEIN and DEIS’s IPs. 

To build a better understanding of all interested parties, a matrix was created. Each one of these 

stakeholders was classified according to the impact it has on TCAP and vice versa. In addition, symbols 

have been used to identify them as critical, key, and non-key IP. In that way it is possible to quickly 

identify those that are irreplaceable/of very high importance for the organisation (critical IP), those that 

may be replaceable but are not of such high importance (key IP) and those that, despite having an 

impact on TCAP, are not of great relevance for the activity. This matrix is shown in Figure 5. 

 

Figure 5 - Matrix for identification and analysis of interested parties’ impact 

Although level 1 of impact (no impact/influence) was contemplated for the scale, no interested party 

with this classification was included in the matrix, since the organisation considered that it would not 

make sense to analyse stakeholders that had no impact on TCAP. 

It is important to note that some of the IPs identified do not influence all sectors, or at least not to the 

same extent, however, this distinction was not made, as the organisation should act together in 

complying with the requirements imposed by them and in the development of relevant actions. 
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However, the three sectors have several common/similar IPs, with the biggest difference lying with the 

customers of each entity. 

After obtaining a macro view of the IPs through this matrix, a more detailed one was created. All the IPs 

were categorised into five groups: internal stakeholders, suppliers, partners, customers & civil society, 

and official authorities & independent entities. Then, the impact/influence that TCAP has on the IP and 

vice-versa was clarified. In addition, the needs and expectations were identified, as well as some risks 

and opportunities related to each IP. Finally, some actions already implemented in relation to the 

stakeholders in question were pointed out, as well as others that should be considered by the 

organisation. This detailed table can be found in Appendix 1 – Interested parties influence/dependence 

matrix. 

5.1.3 Determining the scope of the corporate management system 

To determine the scope is to define the products, services, activities, and locations that the organisation 

will manage in its CMS, which implies defining physical and organisational boundaries. 

In this case, the CMS applies to: "Importation, Distribution, Rental and Marketing of Vehicles and Load 

Handling Equipment, Parts and Accessories and Merchandising, Provision of After-Sales Assistance 

Services on Own Facilities or at the Customer, and Management and Development of the Authorised 

Dealers and Repairers Network.".  

All the organization’s products and services offered, the activities performed to provide them, and the 

places where they operate are contemplated in the scope. Since the after sales service provided by 

DEIN and DEIS can be performed both at their own and their customers' facilities, it is important to 

mention this aspect in the scope. In this way, this off-site activity is covered by the MS certification, 

which will allow, for example, the use of the logo that will demonstrate it in their service vans. 

Therefore, these are all managed in the CMS, and all requirements of the standard are applicable, i.e., 

there are no requirements that may not apply.  

The scope is available for consulting, as it is through this that the organisation communicates to IPs 

what it manages in its CMS. TCAP makes its scope available through its Management and Continuous 

Improvement Manual, which is recommended to be published on the company’s website, since it 

reflects what the organization’s MS contemplates. However, its availability should be consistent with the 

organisation's communication process, which may be proactive, such as public information about it, or 

reactive, acting in accordance with a specific request.  
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5.1.4 Corporate management system and its processes 

The organisation should determine and manage the processes needed to achieve its intended results, 

using a systemic management approach. When activities are understood and managed as interrelated 

processes that function as a coherent system, consistent and predictable results are achieved most 

effectively and efficiently, allowing for an easier continuous improvement of the MS. 

For the definition of a single process map, it was necessary to first analyse the processes that each of 

the sectors already had. The NMSC had fourteen processes and DEIS had six, while DEIN had eight 

macroprocesses, but for each one of these the organization had defined processes and some even had 

microprocesses. Table 3 shows the process definition that each sector used to have, in the case of 

DEIN the ones shown are the macroprocesses. 

Table 3 - Process definition for each sector before the CMS 

NMSC DEIN DEIS 

Strategic Management DEI Global Management Strategic Management 

Human Resources Management Control Management Control 

Management and Development of 

the Network's Sales 
Commercial 

Commercial Management 

and After Sales 

Quality, Environment and OHS 

Management and Review of the 

QES Management System/ 

Continuous Improvement 

Quality, Environment and 

Safety 

Fleets After Sales After Sales Management 

Management and Development of 

the Network's After-Sales 
Customer Relations 

Sale and Rental of 

Equipment 

Vehicle Logistics Supplier Relations  

Importation and Marketing of Parts 

and Accessories 
Importer  

Parts Logistics and Pre-Delivery 

Inspection (PDI) 
  

Technical Support, Warranties, 

Training and Printing 
  

Communication, Brand and Clients   

Homologation   

Product Planning and Management   
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Infrastructures and Purchasing   

After analysing the processes that each sector had defined, it was possible to immediately identify those 

that were coincident. Then, a more careful analysis had to be performed in order to understand which 

ones had a process dimension or that could be considered procedures, since they were mere activities 

belonging to a broader field. After some iterations, it was possible to obtain the process map shown in 

Figure 6.  

 

Figure 6 - CMS's process map 

As shown in the figure, the processes have been divided into three types, management, business, and 

support processes.  

The business processes include import, commercial, after-sales assistance, logistics and product 

planning and management. The processes of import, product planning, and management are not 

applicable to DEIS since the entity responsible for those activities in Portugal is DEIN. Additionally, DEIS 

also has no responsibility in the logistics process, since the sector considers the dimension of the 

activity insufficiently relevant to be considered a process. However, even though only DEIN and NMSC 

have responsibilities for these processes, all three are included in the map, as they interact with the 

remaining activities. All these business processes, which may also be called core processes, 

contemplate the activities that directly deliver value to clients or other IPs and allow the organisation to 

achieve its goals and objectives. The interconnection of these processes is called the value chain, since 

the combination of the activities will add value to the product or service provided. It is crucial that these 

processes are performed well, as their outcomes will impact the success of the organisation. However, 
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if these are ineffective, inefficient, or not properly managed, it can be considered a major strategic 

weakness of the organisation and even dictate its downfall. 

Regarding the support processes, these include administrative and financial, communication, brand 

and clients, infrastructure management, and people management. These processes are designed to 

assist the value-delivering business processes by providing the resources and infrastructures needed. 

The main difference between support and business processes is that those in the first category add 

value to internal customers but do not directly deliver value to external clients, as core processes do. 

Therefore, support processes are not less important, but rather critical since they directly affect the 

ability of an organisation to execute core processes effectively. 

Lastly, there are two management processes, strategical planning and management and continuous 

improvement, which are designed to plan, measure, monitor and control business activities. As was 

mentioned before, since TCAP owns the Ovar Plant, where motor vehicles are assembled, the top 

management decisions will be highly impacted by this activity. The management processes ensure that 

all the others are meeting the applicable requirements, operational, financial, regulatory and/or legal 

ones. As it is the case for support processes, these ones also do not directly add value to the products 

and services provided to customers, but they are of extreme importance as they ensure the success of 

the organisation. 

All eleven processes of the organisation are interconnected to enable the best performance of the 

various activities in place. These processes have as input the needs and requirements of clients and 

other interested parties and as output the satisfaction of those needs and requirements. 

All these processes were described in the SIPOC diagram (Suppliers, Inputs, Process, Outputs and 

Customers) format, which includes the indication of the inputs and who provides them, the activities 

carried out, the outputs and who receives them (customer). Additionally, in each process description 

(PR) the people responsible for its management are indicated, as well as the management procedures 

associated to it, as is shown in Figure 7. 



 

 32 

 

Figure 7 - Process description template 

The development of the process descriptions was carried out gradually and followed a strategy to 

ensure that the whole map could be defined as soon as possible.  

Firstly, the continuous improvement process was defined, since those responsible for the project were 

also the ones accountable for this process.  

For the remaining ones, the old process descriptions were analysed and adapted to the SIPOC diagram 

format and integrated into the equivalent “new” process. Afterwards, the project team had meetings to 

present the new process descriptions to the people responsible for managing each one of them. These 

meetings made it possible to understand whether the new process description was clear and correct 

according to what is practised, after combining the inputs, activities, and outputs of the three sectors,  

The second process description to be elaborated was the other management process, planning and 

strategic management, since its activities were relatively coincident in the three sectors. This was 

followed by the development of all four support processes, for the same reason as in the previous case, 

as only small issues differed between the sectors.  

Finally, the business processes were defined, which proved to be more difficult, since the NMSC 

business differs from that of DEIN and DEIS in multiple ways. Although in some respects there are only 

differences in the product (vehicles vs. industrial machines), in others there is a total discrepancy, 

since, for example, NMSC generally does not interact with the end customer, but rather with the 

network of dealers and repairers, unlike DEIN and DEIS. 
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Descriptions of each of the CMS processes can be found in Appendixes 2 to 12. 

5.2 Leadership 

To have an effective CMS that works in the best possible way, it is essential to have a top management 

layer that establishes the direction to be followed by the organisation and leads it towards the 

achievement of the intended results. It must also ensure that everyone walks in the same direction, with 

commitment and responsibility. 

In this way, the strategic planning and management process (Appendix 2 – Strategical planning and 

management process definition) mirrors the activity of the top management that coordinates the CMS. 

The leadership is aligned with the entire MS and its needs, ensuring a culture of continuous 

improvement within the organisation in terms of quality, environmental, safety and energy performance. 

5.2.1 Management and continuous improvement policy and its communication 

Top management shall define and communicate a policy for the CMS. This should include guidelines 

and commitments about the quality of its services, customer satisfaction, improvement, and others 

related to environmental, safety and energy performance. The policy should be understood and applied 

across the whole organisation. 

The definition of a single corporate policy, based on the guidelines and commitments mentioned above, 

was one of the first steps in uniting the three IMSs. This junction was relatively simple, since the three 

sectors are part of the same company, which leads them to have similar visions for their management 

system, which instead put the emphasis on review of the existing policies. The policy should be 

considered a dynamic and constructive instrument, that should be reviewed periodically. 

The defined policy can be found in Appendix 13 – Management and continuous improvement policy 

and it has been communicated to all TCAP NMSC, DEIN and DEIS employees through the institutional 

email and posters have been placed in strategic locations. Besides this, the policy is also available in 

the Management and Continuous Improvement Manual. 

5.2.2 Organizational roles, responsibilities, and authorities 

A key aspect of an effective CMS is that the various people in the organisation contribute to its 

processes. Therefore, it is essential to assign the appropriate responsibilities and authorities, which 

must be clearly defined and known by everyone in the organisation. This is the only way to ensure the 
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smooth functioning between the different areas and their people. This aspect becomes even more 

critical when different sectors are involved in the same management system. 

All employees have their roles and responsibilities defined in accordance with the documents defined by 

DPC, the department responsible for the human resources area.  

Ideally, for each of the CMS’s processes, there would be a single responsible person, who would then 

establish the link with all the others involved in it. However, in this transition phase, it was decided that 

each sector, NMSC, DEIN and DEIS, would have at least one responsible person for each one of the 

processes. Initially, it will be necessary to create synergies between the various people from the 

different sectors involved in each process, who until now have never worked together. 

In the case of NMSC, there is more than one person responsible in several of the processes, due to the 

inherent complexity of this sector, stemming from the fact that it represents two brands, Toyota and 

Lexus, each with responsibilities distributed among various people. 

Furthermore, the management procedures outline the respective responsibilities of those concerned. 

5.3 Planning 

5.3.1 Risks and opportunities of the organization’s processes 

As mentioned earlier, it is essential that the risks and opportunities faced by the organisation are 

identified. This is the only way to avoid or minimise the negative consequences that certain aspects 

may lead to, as well as to take advantage of a favourable circumstance, conjecture, or situation for the 

company's success. Therefore, risk-based thinking should be the basis for management decisions, as it 

provides confidence in the organisation's ability to meet objectives, product and service requirements, 

projects, or simple process activities. 

In addition to the aforementioned global SWOT analysis of TCAP, it was suggested to those responsible 

for each one of the CMS’s processes to reflect over their activity and prepare the same kind of analysis 

for it. 

Each one of these SWOT analyses would only be used as a support tool since it is a simple way to 

identify the risks and opportunities of each area of the organisation.  

After completing this analysis, the strengths and opportunities would be transposed into a matrix 

(Opportunity Matrix), Figure 8, as well as the weaknesses and threats (Risk Matrix), Figure 9. 
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Figure 8 - Opportunity matrix 

 

Figure 9 - Risk matrix 

For each of the identified aspects it is necessary to specify its applicability, i.e., whether all sectors are 

affected or not. Furthermore, the expected result must be described, the concrete effect of the aspect in 

question on the organisation's activity, which can be overall positive or negative. 

However, it is only through a quantitative analysis based on defined criteria that it is possible to specify 

priorities and establish the treatment that allows risk mitigation, as well as identifying the opportunities 

to be followed according to the necessary resources and expected benefits. 

To obtain the relevance level of opportunity (RLO) and the risk level (RL), it would be necessary to first 

classify the required resources quantity (R), the benefit level (B), the severity (S) and the frequency (F). 

For this purpose, the scales presented in Figures Figure 10 and Figure 11 were defined and it was 

ensured that the criteria used covered the four standards. 

Aspect Applicability Effect Expected Result Resources Benefit RLO = R x B

Strength 0 Low

Opportunity 0 Low

Positive

Opportunity Matrix
Risk-Based Thinking Opportunity Analysis Relevance 

Level

Aspect Applicability Effect Expected Result Severity Frequency RL = S x F

Weakness 0 Minor

Threat 0 Minor

Negative

Risk Matrix
Risk-Based Thinking Análise do Risco

Risk Level
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Figure 10 - Scale used to classify resources quantity (R) and benefit level (B) 

 

Figure 11 - Scale used to classify severity (S) and frequency (F) 

Resources Quantity 
(R)

Very High

1

High

2

Medium

3

Low

4

Insignificant

5

Benefit Level (B)

Very High

5

High

4

Moderate

3

Low

2

Very Low

1

Does not affect environmental balance / Moderate strategic impact and moderately favoured organisation 
image / Moderate improvement in safety and energy performance

Generates environmental impacts / Low strategic impact and little favoured organisation image / Residual 
improvement in safety and energy performance

Generates significant environmental impacts / Very low strategic impact and no impact on the organisation's 
image / No improvement in safety and energy performance

Medium investment needs with moderate/balanced use of human/material/monetary/natural/energy 
resources/means. 							

Low investment needs with low use of human/material/monetary/natural/energy resources/means.					

Need for residual investments with insignificant use of human/materials/monetary/natural/energy 
resources/means. 

Description
Restoration of environmental balance, generating no impacts / Very high strategic impact and highly 

favoured image of the organisation / Very significant increase in safety and energy performance		

Restoration of environmental balance, with some impacts / High strategic impact and favoured organisation 
image / Significant increase in safety and energy performance

RLO (Relevance Level of Opportunity) = R x B
Resources (R): associated with the use of resources/means of the opportunity

Benefit (B): associated with the level of the benefit of the opportunity

Description

Need for very large investments with very high/intensive use of human/material/monetary/natural/energy 
resources/means. 							

Need for large investments with high use of human/material/monetary/natural/energy resources/means.

Severity (S)

Very Serious

5

Serious

4

Moderate

3

Low

2

Insignificant

1

Frequency (F)

Very High

5

High

4

Moderate

3

Low

2

Very Low

1

There is record, but it can be controlled

Very rare event, unlikely to happen

No probability of occurrence

Moderate damage to organisational performance / customer dissatisfaction / injuries with transient incapacity 
for work / momentary interruption of activity / significant but reversible environmental or energy damage, 

although associated with a high cost of restoring balance

Little damage to organisational performance / The customer may notice faults, but their degree of satisfaction 
will be little affected / Minor environmental or energy damage with easy to restore balance / Repair of 

infrastructure/equipment without the need for downtime

No damage to organisational performance / Customer does not detect faults / No environmental or energy 
damage / There are small material losses with no personal injury 

Description

Practically unavoidable, very frequent, continuous

It occurs regularly, several times a day, and is very likely to happen

RL (Risk Level) = S x F 
Severity (S): associated with the consequence of the risk

Frequency (F): associated with the duration of the risk

Description

Very serious damage to organisational performance / loss of customer / total destruction of infrastructure / 
death / total stoppage of activity / irreversible environmental or energy damage 

Serious damage to organisational performance / high degree of customer dissatisfaction / irreversible physical 
damage / partial destruction of infrastructures / partial stoppage of activity / serious environmental or energy 

damage with very high costs of restoring the balance
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After the quantification of each item according to the mentioned criteria, the relevance levels of 

opportunity and the risk levels of each aspect were calculated. These can be classified as low, 

moderate, or high, and minor, moderate, or intolerable, respectively, as shown in Figures Figure 12 and 

Figure 13. Intervention is mandatory if the relevance level of opportunity is high, or the risk level is 

intolerable. For cases of moderate levels, the organisation should conduct a more careful analysis to 

understand if it is necessary to act upon the identified aspect. 

 

Figure 12 - Relevance level of opportunity (RLO) 

 

Figure 13 - Risk level (RL) 

If actions are taken, in addition to identification, after full implementation and in accordance with the 

deadlines set, a reassessment must be made to check the effectiveness. 

For now, it was only possible to conduct this complete analysis for the continuous improvement 

process, and the opportunity and risk matrices are in Appendixes Appendix 14 – Opportunity matrix for 

the continuous improvement process and Appendix 15 –  Risk matrix for the continuous improvement 

process, respectively. 

In terms of the aspects identified in the opportunity matrix, it was decided to only develop actions for 

those with a high level of relevance. Among these, the external training in ISO 9001, 14001, 45001 

and 19001 standards, to keep the organisation up to date in relation to QESE and continuous 

improvement areas. Additionally, to ensure compliance with all legal and other applicable QESE 

Very Low Low Moderate High Very High
1 2 3 4 5

Very High
1

High
2

Moderate
3

Low
4

Insignificant
5

8<RLO≤12 Moderate Timed intervention

15<RLO≤25 High Immediate intervention

0<RLO≤6 Low No intervention

5 10 15 20 25

Relevance Level 
of Opportunity

Nature of the measures 
to be developed

3 6 9 12 15

4 8 12 16 20

5

2 4 6 8 10

Benefit Level

   

Resourses 
Quantity

1 2 3 4

Very Low Low Moderate High Very High
1 2 3 4 5

Insignificant
1

Low
2

Moderate
3

Serious
4

Very Serious
5

Moderate
Recommended to develop and 
implement actions that reduce 
the risk level, not mandatory.	

Analyse the activity in question 
and urgently develop and 
implement actions that 

minimise the value of the risk.

15<RL≤25 Intolerable4 8 12 16 20

5 10 15 20 25

3 6 9 12 15

8<RL≤12

0<RL≤6 Minor
No additional control actions 
required

2 4 6 8 10

Frequency
Risk Level

Nature of the measures 
to be developed   

Severity

1 2 3 4 5
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requirements, the organisation will continue to use the services of SIAWISE, an external company that 

performs conformity assessments, as well as continuing to conduct internal and external audits. 

In relation to the aspects identified in the risk matrix, four with an intolerable level were detected. 

However, the organisation has only defined actions to be taken for two of these aspects. Regarding the 

dispersion of responsibilities, as mentioned before, this will be a difficult issue to solve in the short 

term. In two years, it may be possible to have the process responsibilities centred around fewer 

employees. Regarding the fact that there are difficulties in individual compliance with standards and 

rules, it is first necessary to perform a deeper analysis of this aspect, in order to define a concrete 

action that can potentially solve the problem effectively. 

5.3.2 Environmental aspects 

According to ISO (2015a), an EA is an “element of an organisation’s activities, products or services that 

interacts or can interact with the environment”. By identifying these aspects, the organization should 

understand if such activity, product or service causes air emissions, waste, land contamination, use of 

resources (e.g., water, fuel and natural resources and materials), among others. 

After this analysis is completed, the next step is to identify the potential environmental impacts 

associated with the aspects. An environmental impact is described as a “change to the environment, 

whether adverse or beneficial, wholly or partially resulting from an organisation’s environmental 

aspects” (ISO, 2015a).  

It is important to note that an organization’s single process can typically have many aspects and each 

aspect can have more than one impact, which can be positive or negative. 

Therefore, a management procedure was established with the objective of defining the methodology for 

the identification of the EAs of the CMS’ activities as well as the ones from its service/products 

suppliers. This procedure includes the evaluation of the aspects that the organization can control and 

those that it can influence (direct and indirect), in order to know which ones have or might have 

significant impacts on the environment so that minimisation, control and monitoring needs can be 

determined. 

It is mandatory to use this procedure in multiple occasions. This includes any situation when: a new 

legal or other compliance obligation arises and it implies the revision of EAs; there is a new operation or 

expansion/modification of an operation, product or service that results in new EAs; before the 

implementation of a new preventive or corrective action since they can change the significance of the 
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associated EAs, or even generate new ones; there is a complaint from an interested party, which may 

highlight EAs that are not considered significant. 

The full management procedure is described in Annex 1 – Environmental aspects evaluation 

management procedure. 

5.3.3 Hazard identification and OHS risk assessment 

Apart from the environmental and process risks, it is crucial that the organization identifies those 

related to OHS. In order to assess these risks, it is critical to firstly perform a hazard identification, that 

should aim to determine all sources, situations or acts (or a combination of these), arising from the 

organization’s activities, with a potential for harm in terms of injury or ill health.  

Therefore, it can be considered that there are three main questions when talking about OHS risk, which 

are: What can go wrong? (Hazard); How bad could it be? (Consequence); How often might it happen? 

(Likelihood). When answering these questions, the goal is to perform only the level of analysis 

necessary to reach a decision. 

A management procedure has also been defined to mirror how hazards are identified and how OSH 

risks are assessed. This also includes how the risks are controlled, to meet the QESE policy and the 

established strategy. Overall, this procedure aims to explain the path to the implementation of 

preventive measures to control risks and to systematically monitor them. 

It is important to mention that the use of this management procedure can be triggered by multiple 

situations, such as, existence of new facilities and equipment, changes in the applicable legal 

requirements, implementation of new activities, when unidentified hazardous situations are detected in 

audits, or if a dangerous situation is identified by any employee. 

The full management procedure is described in Annex 2 – Hazard identification and OSH risk 

assessment. 

5.4 Support 

5.4.1 Communication 

In order to organise all the relevant content/information, which is communicated by the organisation, 

both internally and externally, a matrix is being developed. This communication matrix will include what 

is communicated (e.g., information about the organization’s products and services, activities, CMS, 
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results), when it is communicated (e.g., periodically (newsletters or periodic meetings), when 

necessary, on the intranet or website, when there is a delivery), where it is communicated, which 

means are used (e.g., in person, in a meeting, by newsletter, on the website or social networks, as 

advertising, an email, in catalogues, brochures), who communicates it (which role(s) have the 

responsibility to communicate the content in question), and who it is communicated to (e.g., the 

general public, employees, clients, their suppliers and partners (external destination) or other 

departments and employees of the organization (internal destination)) 

Since the construction of such complex matrix requires a lot of information from multiple areas, it is still 

under development. 

5.4.2 Documented information 

As the process descriptions were created, management procedures and operational norms to support 

each one had to be developed. 

Since much of the existing documented information had to be revised and adapted, it was decided that 

the ones that were being created for the new CMS should be in a Power Point format, which allows for 

more visual, appealing, and easier to read content.  

A management procedure has also been developed to establish the methodology to be followed for the 

management and control of the CMS documents and data, which can be found in Appendix 16 –  

Documents and data management management procedure. 

From the information contemplated in the abovementioned procedure, it is relevant to mention the 

documentation hierarchy that has been defined, process (PR), management procedure (PG), corporate 

operational norm (NO) and division operational norm (ND). The existence of the latter arose from the 

need for the sectors, due to their differences, create standards that for them are relevant, but which for 

the others are not. 

The management procedures for the continuous improvement process have been fully elaborated, as 

well as all the procedures and operational norms belonging to the people management process. 

However, most of the remaining documentation has not yet been normalised. 

5.5 Operation 

5.5.1 Control of externally provided processes, products and services  
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According to ISO (2015c), “the organization shall determine and apply criteria for the evaluation, 

selection, monitoring of performance, and re-evaluation of external providers”. Therefore, and since the 

three sectors had very different procedures to comply with this requirement, a new methodology was 

implemented.  

This new management procedure for supplier selection and evaluation took into consideration what was 

already being done by each sector and adapted it, but some best practices from TCAP clients and 

suggestions from the consultants were also included. The end goal was to have a solid, but agile 

procedure that constantly assures that TCAP’s works with qualified external providers. The full 

management procedure is described in Appendix 17 –  Purchasing and supplier management 

management procedure. 

Before analysing the supplier’s proposal, it is important to verify if this potential partner is already 

included in the “List of Qualified Suppliers”. If not, there first needs to be an initial qualification of the 

supplier, through filling in and later analysing the “Supplier Qualification Survey”, present in Appendix 

18 –  Supplier qualification survey. The purpose of this survey is for TCAP to have a deeper knowledge 

of the supplier, in order to understand its practices in the areas of Quality, Environment, Safety and 

Energy. Through the analysis of the answers, the organisation understands whether the supplier in 

question has good practices in these areas and whether it is aligned with TCAP's principles. 

In addition to this survey, suppliers are sent the management and continuous improvement policy, the 

criteria that will be used in supplier evaluation and the good conduct code for their validation and 

signing. 

By sending its policy, TCAP intends that the supplier learns more about how the organisation is 

managed. 

The creation of the good conduct code was consensual, since it is a document that intends to ensure 

that, as a partner and supplier of products and/or services of TCAP, they know and put into practice 

the recommendations that the organisation considers essential to comply with. This good conduct code 

is based on four major pillars, social responsibility, health and safety at work, environment and energy, 

and management systems. The document can be found in Appendix 19 –  Good conduct code of 

Toyota Caetano Portugal, S.A.. 

Regarding the supplier evaluation criteria, five different ones were defined, as follows: Evaluation of the 

Management System, Evaluation of Delivery Deadlines, Commercial Conditions (Price/Payment 

Conditions), Evaluation of the Quality of Supplies, and Evaluation of After-Sales. 
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All criteria have the same weight in the evaluation and, for each one of them, the supplier can be 

assessed between zero and three, according to the description present in Table 4. 

 

 

 

Table 4 - Criteria for supplier evaluation 

Criteria Score 

Evaluation of the Management System  

Company certified by various Standards (ISO 9001, 14001, 45001, 50001, others) 

Company with Normative Referential  

Company organised with a management system, but not certified   

Company without a management system 

3 

2 

1 

0 

Evaluation of Delivery Deadlines  

No occurrences to report      

With justified and recorded delays      

With unrecorded justified delays      

With unjustified delays  

3 

2 

1 

0 

Commercial Conditions (Price/Payment Conditions)  

Excellent commercial conditions (price below market and/or extended payment terms) 

Good commercial conditions (averages prices and/or medium payment terms) 

Acceptable commercial conditions (prices above market and/or short payment terms) 

Poor commercial conditions (price a lot above market and/or prompt payment) 

3 

2 

1 

0 

Evaluation of the Quality of Supplies  

No occurrences to report      

Minor occurrences, with no record of non-conformities 

Occurrences of critical non-conformities, recorded and treated 

Repeated occurrences of critical non-conformities without treatment 

3 

2 

1 

0 

Evaluation of After-Sales  

Fully Available      

Available      

Slightly Available      

Not Available 

3 

2 

1 

0 

After the evaluation is done according to the criteria mentioned above, the supplier will be assigned with 

a final classification (Supplier Quality Level – SQL), Very Good (SQL≥75%), Good (50%≤SQL<75%) or 
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Unacceptable (SQL<50%), that should be communicated to them, having in mind a continuous 

improvement mindset. 

 

 

 

5.6 Performance evaluation 

5.6.1 Monitoring, measurement, analysis and evaluation 

It is fundamental that the organisation defines strategic objectives in accordance with its internal and 

external environment and that are aligned with the policy defined by the company. However, in order to 

achieve these objectives, it is crucial to have a close monitoring over the organization’s performance in 

all of its areas. 

Therefore, a KPI dashboard was created to standardise the way the CMS objectives are monitored and 

controlled, as it is shown in Figure 14. 

 

Figure 14 - KPI dashboard layout 

The strategic objectives are broad statements of direction, and they should support the organization’s 

overall vision of success. These are break down into manageable and actionable focus areas in the 

form of a short-term objectives, which are called operational objectives (or tactical objectives). 

Therefore, it is important to define the indicator that is going to reflect the operational objective, as well 

as clear targets to achieve for the year. Additionally, it is vital that each one of the KPIs has some 

responsible for its control, in order to always have updated data and to act upon it. In case there are 

deviations, it is important to define actions and allocate the necessary resources.  

Before the CMS implementation, each sector had a different approach to monitor the system’s KPIs, 

however some of these methods were lacking the definition of clear strategic and operational objectives 

behind the indicators and the comparison to the previous years’ homologous periods. This dashboard 

layout is a clear improvement for the organization. 
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Due to the project delay, each sector is still monitoring their individual KPIs since it has not been 

possible to define the new CMS objectives through this new approach, yet. 

5.6.2 Management system audits 

Auditing is a fundamental process for the good functioning of any management system, being an 

instrument used to determine to what extent the normative criteria are being complied with. 

In this way, in addition to the external audit conducted by a certifying entity, it is mandatory that the 

organisation defines a programme of internal audits, in order to verify not only compliance with the 

requirements, as already mentioned, but also to identify opportunities for improvement, being an 

important instrument and a key factor in the PDCA cycle. 

The management procedure establishing the principles governing the conduct of the CMS audits is 

described in Appendix 20 –  Management system audits management procedure. 

In order to build a strong team of internal auditors with all the necessary skills for this activity and have, 

in the near future, an even better management system, as it was mentioned before, TCAP decided to 

provide training on the quality, environment and safety standards and internal audits to twelve of its 

employees. 

5.6.3 Management review 

The purpose of management review is for top management to critically analyse the results of the 

performance evaluation of the system, its effectiveness, suitability and alignment with organisational 

strategy and to decide on the need for any changes, improvement actions and resources (APCER, 

2015). 

Thus, since the data to be analysed comes from last year when there were three different systems, it 

was decided that, for the current year, three management reviews would be conducted in order to 

"close" the old systems. It is intended that with the CMS there will be a single management review that 

will assess the whole system. 

It was decided that it would not be necessary to create a written document describing what should be 

done for the management review, as what is required to be included is already well defined in the 

normative references. 

5.7 Improvement 
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Non-conformities or improvement opportunities may be detected internally or externally, and may 

originate from customer complaints, verified in the control of non-conforming outputs of processes, 

products, or services, during internal or external audits. 

Thus, it is crucial that measures are defined to correct and control non-conformities, and to deal with 

their consequences, to the applicable extent.  

A corrective action is an action directed at eliminating the causes of the non-conformity, so that it does 

not happen again under the same circumstances or elsewhere in the management system. Corrective 

actions shall be proportional to the potential effects of the non-conformities in question and may be 

subject to planning by clearly defining such actions, the timeframe and assigning responsibilities to 

ensure that they are implemented. 

On the other hand, improvement opportunities are ideas or suggestions that should be carefully 

analysed since they are intended to increase the effectiveness of a process/activity. They should also 

be followed up by the organisation. 

Therefore, the organisation has defined a management procedure that aims to establish the 

methodology to be followed to ensure that the non-conforming product/service is detected, controlled, 

and prevented from being used or installed. Furthermore, this same document defines how to identify 

and investigate the causes of non-conformities in TCAP. Lastly, it describes how the corrective actions 

and opportunities for improvement are defined and controlled, thereby enabling the CMS performance 

to be improved. This management procedure is described in Appendix 21 –  Continuous improvement 

management procedure. 
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6. IMPACT OF CMS IMPLEMENTATION  

This chapter presents the noticeable improvements in the TCAP services after the partial 

implementation of the CMS. 

Although the CMS is not yet 100% implemented, since it is still necessary to standardize several 

procedures and working methods, the positive impact of this system is already perceptible. 

After several years of existence of these three sectors, the implementation of a single management 

system brought synergies and knowledge sharing that were not usual in the past. This simple fact 

allows professionals with immense experience to share their good practices and makes TCAP work in a 

much more cohesive, uniform, and robust way.  

With this project it has already been possible to significantly reduce documentation, since there is now 

a single management manual that is much more summarised and with very relevant information to 

share with clients and other interested parties. It was also possible to create a single process map with 

eleven processes derived from the thirty that used to exist in the three sectors. In addition, some of the 

procedures and work instructions connected to these processes and which are common to the three 

sectors are now in a single document. In general, since all these documents are now in a Power Point 

format, as opposed to Word like in the past, they have a more appealing and cleaner look, which makes 

them easier to read and understand.  

In terms of the procedures that constitute the CMS, as a lot of good practices of what was already being 

done in each sector were shared and there was a close supervision of the experienced consultants, in 

general, it was possible to make some procedures much more precise and robust. This is the case of 

supplier selection and evaluation procedure, since, in the past, some of the sectors were using methods 

that had some flaws, i.e. the qualification survey was incomplete, the evaluation itself did not have very 

significant criteria and, in some situations, the classification obtained was not even communicated to 

the suppliers for potential improvement. Additionally, it was possible to create a method for risk 

assessment that is complete, but, at the same time, simple enough for each process manager to make 

a meaningful analysis and define actions to tackle the identified risks and seize the best opportunities. 

This was an aspect that was not yet solid in all sectors, as there was some resistance from the people 

involved and difficulty in understanding what risk is and how they should assess it. It would not have 

been possible to achieve the procedure presented without everyone's contributions and sharing of 

experiences from past attempts to carry out this risk assessment exercise with company employees. 
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In addition, it is expected that with the new dashboard of the system's KPIs it will be possible to monitor 

them in a complete and meaningful way while acting in a more immediate and sustained manner on 

perceived deviations. Furthermore, a more attentive and regular analysis is expected from top 

management through the implementation of monthly meetings in order to examine the CMS’s KPIs with 

the help of those responsible for the processes. 

Finally, as expected, there will be a significant reduction in costs not only in terms of external 

certification, but also in internal aspects, since there will be a reduction in the hours spent on internal 

audits, but also on the supervision of external audits. 
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7. CONCLUSION 

This chapter presents the main conclusions drawn with the elaboration of this dissertation, as well as 

the limitations encountered and future activities that may be developed. 

7.1 Final considerations 

This dissertation had as its main objective the design and implementation of a CMS at Toyota Caetano 

Portugal, S.A., more specifically aggregating the IMSs of NMSC, DEIN and DEIS. 

Firstly, a diagnosis of the initial state was conducted, i.e. an analysis was performed on the existing 

processes of each of the sectors, in order to build a single map that would illustrate the interactions 

between all of CMS's processes. In addition, a review of all the work instructions and management 

procedures existent in each of the sectors was made. 

This last aspect was extremely important for the following planning phase, where the necessary actions 

to harmonise all existing documents and methods were planned. In this phase, the consultancy 

company's support was very important, since it helped to define all the necessary actions and those 

that were the most urgent to be implemented since they interfered with the flow of the whole project. 

Next, the implementation of the defined actions took place, which was undoubtedly the most complex 

phase since it required communicating with many employees and preparing several documents 

simultaneously. It was necessary to analyse the methodologies in place and taking the best out of each 

sector, in order to create the a single method used in the CMS. 

The evaluation phase is not yet fully completed as it culminates, in a first stage, with the internal audits 

and, subsequently, with the external one performed by the certifying body. These audits might generate 

non-conformities or opportunities for improvement that will reveal the maturity of the CMS. There will 

most likely be quite a few details that will not be 100% correct at the time of the audits, since the 

construction of a single and uniform corporate system requires a lot of time and dedication as well as 

the involvement of various interested parties. Nevertheless, it is expected that by analysing the issues 

raised by the auditors, improvements can be made and the ambition to have a fully functioning 

corporate system can be achieved. However, it is possible to qualitatively assess the impact that the 

actions that have already been taken are having on the organizational culture. As it was mentioned in 

the previous chapter, the changes that have been already made have had a very positive effect in the 

organization, highlighting the following: 
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• Consolidating a culture of good practice sharing between the different sectors; 

• Reduction of costs with regard to various aspects of the management systems; 

• Improvement in the quality perceived by the customer, as well as in the approach to environmental, 

safety and energy aspects by the sectors through the implementation of better methodologies; 

• Decrease in TCAP documentation, through a single policy, management manual, procedures, and 

work instructions for the three sectors. 

Although the implementation of the CMS is not yet complete, these results indicate that the impact of 

the project was positive, with its main objective having been partially met. Although the CMS is already 

on a good path, key actions are still missing for the objective to be fully achieved. 

From the author's point of view, this work was a source of continuous learning and gains at a personal 

and professional levels. A deep knowledge about management systems and their implementation based 

on the various ISO standards was acquired.  

7.2 Work limitations 

As in all organisations, there were some limitations in the development of this work. The main limitation 

was the knowledge of the reality of all sectors. The fact that there was no one from the NMSC sector 

who was actively working in the project for the implementation of the CMS made it more difficult to 

understand certain details of their working methods, and to know who needed to be contacted in the 

various project stages. This fact was aggravated when the person responsible for the management of 

the old system of this sector left the company during the course of the CMS design and 

implementation. Furthermore, as there was no one with an overall view of what was done in the three 

sectors, all decisions required the presence of all QESE managers, which made the whole process of 

unifying the systems more time consuming. 

In addition, not all top management members were equally aligned in relation to the implementation of 

this project, which also hindered its progress at certain stages.  

The implementation of a management system, in this case, a corporate one, requires the involvement 

of all departments of an organisation, not only the one responsible for the QESE areas. Although this 

project is being managed by the people responsible for these fields, the intervention of the various 

managers is necessary, as they are the ones who experience the multiple processes of the 

management system.  This led to multiple delays, not only in the filling of the various documents, but 

as it was mentioned earlier in the definition of the system’s KPIs, the risk and opportunity analysis, 
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among others, which is aggravated by the fact that there are many responsible people in each of the 

management processes. 

One of the aspects that made the whole project difficult was the lack of face-to-face meetings due to 

remote working practices due to the covid-19 pandemic. 

Finally, the fact that the activity developed by NMSC is quite different from DEIN and DEIS has led to 

some obstacles, namely in the definition of processes.  

7.3 Future work 

As future work, there is the need to continue the project that was started, which includes the integration 

of the remaining documentation from the “old” systems, the analysis of the risks and opportunities of 

most processes, the definition of objectives and respective KPIs for monitoring the corporate activity, 

among others. To eventually have a CMS without discrepancies in the methods used by each of the 

sectors everything will need to be aligned and it is important to carefully evaluate the legal and 

normative compliance of this new management system before performing the audits. 

It is also suggested the creation of a single, integrated platform where it would be possible to monitor 

non-conformities and opportunities for improvement, which could facilitate the system management. 

Finally, it is also suggested that the analysis of complaints by sectors becomes standardised, since 

there is currently great disparity in this important quality related aspect. 
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APPENDIX 1 – INTERESTED PARTIES INFLUENCE/DEPENDENCE MATRIX 

 

Category Interested Party

TCAP impact 
on the 

Interested 
Party (1-5)

Analysis
Interested 

Party impact 
on TCAP (1-5)

Analysis

Identified needs 
and expectations, 

risks and 
opportunities

Implemented 
actions or to be 

implemented

Shareholders, GSC 
Board and 
Top Management

5

- Influence on the 
performance of the 
organisation through 
the MS
- Strategy and 
communication

5

- Leadership and strategic 
decision centre
- Sets the direction of the 
Management System

- Achieving ROI
- Regulatory and legal 
compliance
- Management through 
excellence in TCAP

- Positive activity 
exploitation results.
- Improvement in internal 
communication, by the 
implementation of Daily 
Kaizen and Kaizen 
Leaders

Employees and their 
representatives

5

- Daily communication
- Increased skills and 
motivation of employees
- Employee consultation 
on the MS matters
- Code of ethics and 
values "Ser Caetano"
- Work contract

5

- Foundation of the 
organisational culture
- Specific skills and 
knowledge appropriate to 
the tasks to be performed
- Participation in Kaizen 
Activity
- Involvement in the MS

- Identification and 
prevention of 
environmental and 
safety risks.
- Strengthening the 
skills and knowledge 
necessary to perform 
the tasks
- Stability at work and 
favourable environment 
for the performance of 
duties

- Implement actions 
following the 
Organisational Climate 
Study

National suppliers of 
products 
and/or services (ex.: 
transportation, parts, 
acessories, marketing 
agency, etc.)

4

 - Contractual relations 
and negotiation
- Daily communication
- Definition of non-
conformities

4

- Problems of quality of 
products/services
- Failure to meet delivery 
deadlines
- Proposals sent 
(budget/content)
- Environmental, OHS or 
Energy impacts 
(monitoring)

- Establish a medium-to-
long term commitment
- Environmental, safety 
and energy co-
responsibility
- Payments as defined

- Payments defined at 60 
days, after invoice 
reception.  TCAP makes 
payments as defined
- Qualification and 
evaluation of suppliers

Approved suppliers 
of essential goods and 
services (ex.: Internet, 
electricity, fuel, 
natural gas, etc.)

4

 - Contractual relations 
and negotiation
- Daily communication
- Definition of non-
conformities

4

- Problems with supply 
cuts of quality of 
products/services
- Proposals sent 
(budget/content)
- Environmental, OHS or 
Energy impacts 
(monitoring)

- Establish a medium-to-
long term commitment
- Environmental, safety 
and energy co-
responsibility
- Payments as defined

- Payments defined at 60 
days, after invoice 
reception.  TCAP makes 
payments as defined
- Qualification and 
evaluation of suppliers

Resident or occasional 
subcontracted 
suppliers, qualified 
technicians

3

- Contractual relations
- Daily or on duty 
communication
- Awareness training + 
Prevention plan.

4

- Impacts on the quality of 
services and products 
- Environmental and 
occupational health and 
safety impacts 
(monitoring).

- Information on the 
quality of services 
provided 
- Environmental, OHS 
and energy saving 
information 
- Timely payments

- Monitoring the service 
of subcontracted 
suppliers

Represented 
companies:
TMHE/TME/TMC

5

- Requests to influence 
business
- Provision of necessary 
information
- Planning of actions
- Commercialisation of 
Toyota, BT and Lexus 
products

5

- European decision-
maker/contractual 
relationship
- Achievement of 
proposed objectives
- Supplier of Toyota 
machines, vehicles and 
parts for national sale.

- Compliance with 
requirements and 
guidelines
- Information and 
reporting
- Legal compliance
- High volume of sales

- Planning considering 
the requirements that 
must be met (3YBP)

Strategic partner 
companies (ex.: 
Bolzoni, 
Cascade,Trelleborg, 
Exide, Hawker, 
Hopecke, Tudor, 
Lidera, Dekra, etc.)

4
- Contractual relations
- Frequent 
communication

4

- Supporting retail 
operations 
- Contributing to legal 
compliance

- Frequent follow-up 
meetings 
- Fulfilment of contracts 
and payments

- Communication and 
awareness-raising about 
possible non-
conformities of 
systems/services

Branches DEIN and 
DEIS

5

- Contractual relations
- Product supplied
- Daily communication
-Standards/ 
Requirements 
- Customer data

5

- Business plan, 
- Budget performance, 
- Daily communication, 
- Commercial relationship, 
- Voice of the customers

- Technical support 
- Contract fulfilment 
- Client follow-up 
- Results of technical 
audits 
- Good commercial 
policies

- Comply with the 
Business Plans
- Technical support and 
warranties

Toyota and Lexus 
dealers and repairers 
network

5

- Awareness-raising and 
visits to the Network
- Contractual relations
- Product supplied
- Daily communication
-Standards/ 
Requirements 
- Customer data

5

- Business plan,
- Budget performance,
- Daily communication,
- Commercial relationship,
- Voice of the customers

- Technical support
- Contract fulfilment
- Client follow-up
- Results of technical 
audits
- Good commercial 
policies

- Network Development
- Conducting follow-up 
audits
- Comply with the 
Business Plans
- Technical support and 
warranties

Suppliers

INTERESTED PARTIES' NEEDS AND EXPECTATIONS

INTERESTED PARTIES' INFLUENCE/DEPENDENCE MATRIX: the themes of this plan were selected by their materiality, in view of the needs and expectations of the 
Interested Parties and the Internal and External Context of TCAP.

The rating is defined as to the extent of impact/influence on the action/level of decision of one entity on the other. The assessment level is as follows: 1 - No 
impact/influence; 2 - Indirect and weak impact/influence; 3 - Moderate direct impact/influence; 4 - Significant direct impact/influence; 5 - Very significant or direct 
impact/influence
Orange filling: These needs and expectations become obligations to fulfil".

Partners

Internal 
Interested 

Parites
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Category Interested Party

TCAP impact 
on the 

Interested 
Party (1-5)

Analysis
Interested 

Party impact 
on TCAP (1-5)

Analysis

Identified needs 
and expectations, 

risks and 
opportunities

Implemented 
actions or to be 

implemented

Waste/Scrap 
management 
companies (ex.: 
Valorcar, Ecopilhas, 
Valorpneu, Correia & 
Correia, etc.)

3
- Compliance with 
legislation

4
- Mandatory declarations 
and payment of fees

- Various information 
- Annual statements 
(payment)

- Planning ahead to avoid 
mandatory declarations 
not being sent on time

Certification and 
auditing 
companies (ex.: 
SIAWISE, SGS, etc.)

2
- Share of good 
practices

4

- Conducting audits
- Deciding whether 
certifications are 
maintained

- Compliance with ISO 
standards
- Communication ISO 
9001, 14001, 45001 and 
50001".
- Compliance with legal 
requirements

- To have as excellence 
references the VDA, 
IATF16949 and Toyota 
Environmental 
Management System 
(EMS) and ASEC 
standards 

Official 
Authorities & 
Independent 

Bodies	



 

 58 

APPENDIX 2 – STRATEGICAL PLANNING AND MANAGEMENT PROCESS DEFINITION 
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APPENDIX 3 – CONTINUOUS IMPROVEMENT PROCESS DEFINITION 
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APPENDIX 4 – IMPORT PROCESS DEFINITION 
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APPENDIX 5 – PRODUCT PLANNING AND MANAGEMENT PROCESS DEFINITION 
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APPENDIX 6 – COMMERCIAL PROCESS DEFINITION 
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APPENDIX 7 – AFTER SALES ASSISTANCE PROCESS DEFINITION 
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APPENDIX 8 – LOGISTICS PROCESS DEFINITION 
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APPENDIX 9 – ADMINISTRATIVE AND FINANCIAL PROCESS DEFINITION 
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APPENDIX 10 – INFRASTRUCTURE MANAGEMENT PROCESS DEFINITION 
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APPENDIX 11 – COMMUNICATION, BRAND AND CLIENTS PROCESS DEFINITION 

  



 

 68 

APPENDIX 12 – PEOPLE MANAGEMENT PROCESS DEFINITION 
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APPENDIX 13 – MANAGEMENT AND CONTINUOUS IMPROVEMENT POLICY 
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APPENDIX 14 – OPPORTUNITY MATRIX FOR THE CONTINUOUS IMPROVEMENT PROCESS 

  

Aspect Applicability Effect Expected Result Resources Benefit RLO = R x B
Exchange of information 
and best practices, based 
on the different 
experiences of 
stakeholders in the QASE 
areas

All
Corporate alignment and 
standardisation of QASE 
practices 

4 3 12 Moderate

Monitoring the State of 
the Art in the QASE and 
Continuous Improvement 
areas

All
Constant updating of the 
practices to be adopted

3 5 15 High

Training 
regarding ISO 
9001, 14001, 
45001 and 19001

CI Process' 
Managers

September-21

Monitoring of Legal 
Compliance related to 
the QASE areas

All
Compliance with legal 
and other applicable 
requirements

3 5 15 High

Keeping the 
SIAWISE service 
and conducting 
internal and 
external audits

CI Process' 
Managers

Anually

Culture and values of the 
organisation in the 
mobilisation regarding 
Continuous Improvement 
(Kaizen)

All
Optimisation of 
organisational processes

3 4 12 Moderate

Manufacturers' 
improvement 
requirements 
(TMC;TMHE)

All
Improvements to the 
organisation's internal 
practices

3 4 12 Moderate

Management and 
monitoring of resource 
consumption, waste 
production and work 
accidents

All
Establishment of 
corrective actions, if 
necessary

2 5 10 Moderate

Internal and External 
Recognition regarding 
Sustainable Development 
(CDP, EcoVadis) and goal 
orientation by the UN 
Sustainable Development 
Goals

All

Participation in the 
decarbonised society and 
evidencing social 
responsibility for 
stakeholder recognition

4 3 12 Moderate

Development of actions 
for carbon neutrality

All

Achieve Net-Zero 
Carbon, meet legal 
requirements and stay in 
the market

3 4 12 Moderate

More sustainable 
product/service life cycle

All

Reduced consumption of 
resources and pollutants, 
increased customer 
demand and improved 
brand reputation

5 3 15 High

Green Retailer 
Program
Extending 
machine life

Susana A. and 
Joana F.
Luís C. and Vítor 
M,

Anually

Internal/external 
consultancy in the QASE 
and Continuous 
Improvement areas by 
qualified internal experts

All
Knowledge sharing and 
organisation of 
excellence

5 5 25 High
Maintain ongoing 
knowledge 
sharing

CI Process' 
Managers

Monthly

Need to meet customers' 
QASE requirements and 
learning of good 
practices

All

Excellence in customer 
service and incorporation 
of good practices at 
TCAP

5 4 20 High

Conducting 
benchmarking 
actions/visits to 
customers

CI Process' 
Managers

Biannually

Reduction of Natural 
Resource Consumption 
(e.g. Raw Materials, 
Products, Energy, etc.)

All

Reduction in 
consumption of 
resources, pollutants and 
costs

4 5 20 High
Consumption 
monitoring

CI Process' 
Managers

Monthly

Deadline

Positive

Opportunity Matrix
Risk-Based Thinking Opportunity Analysis Relevance 

Level
Actions to 

take
Responsible

Action
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APPENDIX 15 –  RISK MATRIX FOR THE CONTINUOUS IMPROVEMENT PROCESS 

 

  

Aspect Applicability Effect Expected Result Severity Frequency RL = S x F
Different visions, 
businesses, needs, 
structures and 
organisational cultures

All Loss of focus 4 4 16 Intolerable

Implementation 
and Certification 
of the Corporate 
Multi-site 

Top Management
Processes' 
Managers

November-21

Few records of 
Occurrences or Non-
conformances and poor 
resolution of these in a 
timely manner

All
Loss of opportunity for 
improvement and delay 
in resolution

3 3 9 Moderate

Shared responsibility for 
management processes 

All
Dispersion of 
responsibility

3 5 15 Intolerable

Integration in a 
perimeter/industrial park 
whose management is 
shared with interaction 
in important QASE 
aspects

All

Safety or environmental 
risks with external 
origins in relation to 
TCAP, making it 
impossible to make 
decisions at certain 
times

3 4 12 Moderate

Monitoring of many 
activities simultaneously

All Loss of focus 4 5 20 Intolerable

Reinforcement of 
human and 
material 
resources for the 
management of 
this process

Top Management 2022

Limitation in the 
definition of the vehicle 
fleet

DEIN & DEIS
Frequent vehicle changes 
and consequent cost 
increase

3 4 12 Moderate

Compromised energy 
efficiency (poor thermal 
insulation of the 
building; poor air 
conditioning, age of the 
equipment and 
machinery)

DEIN
Energy losses, increased 
costs and lack of thermal 
comfort

3 4 12 Moderate

Difficulty in individual 
compliance with 
environment, SST and 
energy standards and 
rules 

All

Environmental and/or 
work accidents and 
higher energy 
consumption, with 
possible non-compliance 
with requirements

5 4 20 Intolerable

Increased inspection 
activity and more 
expensive fines

All
Increased payment of 
penalties and damage to 
the brands' reputation

5 2 10 Moderate

Negative

Risk Matrix Action
Risk-Based Thinking Análise do Risco Risk 

Level
Actions to 

take
Responsible Deadline
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APPENDIX 16 –  DOCUMENTS AND DATA MANAGEMENT MANAGEMENT PROCEDURE 
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APPENDIX 17 –  PURCHASING AND SUPPLIER MANAGEMENT MANAGEMENT PROCEDURE 
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APPENDIX 18 –  SUPPLIER QUALIFICATION SURVEY 
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APPENDIX 19 –  GOOD CONDUCT CODE OF TOYOTA CAETANO PORTUGAL, S.A. 
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APPENDIX 20 –  MANAGEMENT SYSTEM AUDITS MANAGEMENT PROCEDURE 
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APPENDIX 21 –  CONTINUOUS IMPROVEMENT MANAGEMENT PROCEDURE 
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ANNEX 1 – ENVIRONMENTAL ASPECTS EVALUATION MANAGEMENT PROCEDURE 
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ANNEX 2 – HAZARD IDENTIFICATION AND OSH RISK ASSESSMENT 
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