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INCERTRANS S.A. - IMPLEMENTATION AND
CERTIFICATION OF MANAGEMENT SYSTEMS
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Rezumat. In cadrul Institutului de Cercetari in Transporturi — INCERTRANS S.A. sunt
certificate sau acreditate cinci sisteme de management ale calitatii, mediului, sanatatii si
securitafii muncii, de laborator si de certificare produse. In articolul se prezintd experienta
dobandita atat in implementarea acestor sisteme, pe masura actualizarii referentialelor, cadt si
experienta privind certificarea sau acreditarea, de organisme competente, a acestor sisteme.
Fara a avea pretentia abordarii tuturor aspectelor complexe legate de aceasta temd, se
considera necesard o abordare etapizata a tematicii in studii §i cercetari care sa aprofundeze
aspecte din acest domeniu, pentru care se constata un justificat interes.

Abstract. Within the Transport Research Institute - INCERTRANS S.A. there are certified or
accredited five management systems: quality, environmental, occupational health and safety,
laboratory and product certification. In this article is presented the experience gained both in
terms of the implementation of these systems as the standards are updated and the experience
regarding the certification or accreditation, by competent bodies, of these systems. Without
claiming to address all aspects related to this complex topic, it is necessary a step-by-step
approach to the topic of studies and research to deepen aspects in this field for which there is
a justified interest.
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1. Introduction

Transport Research Institute - INCERTRANS S.A. is a prestigious institute,
which aims to meet the most demanding requirements regarding the quality of
works in the field of activity, aiming to achieve customer / beneficiary satisfaction
and legal requirements.

The institute and top management understood that the future in business is closely
linked to the development and implementation of international standards, namely
the effectiveness and efficiency of quality management systems, environment,
health and safety at work, and is a condition for ensuring competitive advantage.
The commitment of the institute's management to implement management
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systems based on ISO standards is an important premise for promoting sustainable
business models.

In order to achieve its objectives and policy, INCERTRANS carries out its
research activities - development, design, consultancy, expertise, technological
and socio-economic studies, environmental studies, regulations, European
harmonization, technical approvals, technological procedures applicable in road
and rail transport , naval and aerial, laboratory testing for construction products,
including works of art and infrastructure, noise control consultancy services-
within an integrated quality management system, environment, health and safety
at work, in accordance with SR EN ISO 9001: 2015, SR EN ISO14001: 2015, SR
ISO 45001: 2018, integrated system adopted, implemented and maintained, whose
efficiency is continuously improved [1], [2], [3], [4].

The construction products testing laboratory within the institute has adopted a
management system in accordance with. SR EN ISO / IEC 17025: 2018 [5].
Compliance with the requirements of the reference allows the laboratory to
demonstrate that it acts competently and that it is able to generate valid results.
The implemented laboratory management system is in accordance with option A
of'the SR EN ISO / IEC 17025: 2018 standard, an option that also incorporates all
the requirements of ISO 9001. Currently over 50 laboratory tests, out of the 120
authorized by the State Inspectorate in Constructions, are accredited by RENAR -
National Accreditation Body.

Since 1994, INCERTRANS has been invested with certification tasks for the
quality of products used in construction and has organized the certification
activity by setting up a Certification Body within its organizational structure.

The certification body of INCERTRANS, first obtained the RENAR accreditation
certificate for the certification of construction products, in 2006, being
subsequently Notified by the European Commission in relation to the applicable
requirements of Regulation (EU) no. 305/2011, having the identification number
“NB 1833” in the Official Journal of the European Union, as a certification body
for the systems of evaluation and verification of constancy of performance
(EVCP) system 1 and 2+ [10].

A management system, in accordance with SR EN ISO / CEI 17065: 2013
adopted by the Certification Body — the body for evaluating and verifying the
constancy of the performance of construction products in the regulated field, third
party, accredited for a large number of products areas (support structures, fixed
traffic devices, geosynthetics, basic and auxiliary products for masonry, metal
products for structures, aggregates, road construction products, prefabricated
concrete products, concrete products, mortar and cement paste) - ensures meeting
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the requirements for competence, functioning, consistency and impartiality of the
activity [7].

The certification or conformity assessment body shall verify that the products
placed on the market comply with certain standards before they are sold.

The National Accreditation Body RENAR verifies the competence, impartiality
and independence of the conformity assessment bodies in Romania.

Since 1995, the institute has been authorized by the Permanent Technical Council
for Constructions (CTPC) for the elaboration of technical approvals in accordance
with the requirements of Law no. 10/1995 on quality in construction
(republished), for products, processes and equipment in construction, which are
not subject to a technical specification. Within the institute, a department for
technical approvals was set up, a department that has developed spectacularly
lately, attracting numerous clients through the exceptional quality of the staff, well
prepared due to the experience gained and the quality of the work performed.

Being a company with majority state capital, INCERTRANS is also subject to
Order no. 600/2018 on the Code of internal managerial control of public entities,
order issued by the General Secretariat of the Government [9].

According to this order, “public entities that have implemented a quality
management system or any other management system specific to the field of
activity may meet the requirements imposed by the Internal Management Control
Code, through the specific principles of the implemented management system,
provided that those principles be applied uniformly at the level of the entire public
entity ”.

The order also specifies that "the approach of implementing a management
requirement, such as setting objectives, performance indicators, risk management,
development of procedures, etc., through the prism of several systems and the risk
of duplication of documents justifying the implementation of a requirement is
excluded".

There is a difference between the activity of public entities and that of a profit-
oriented company. Public entities are non-profit companies.

It is a mistake to compare the efficiency with which a public entity works with
that of a company. Bureaucratic management is management designed to comply
with laws and regulations set by a higher structure. Profit management has as its
driving force, profit.

It is important to note that INCERTRANS is not a unit producing goods whose
quality can be assessed by internal controls, inspections or measurements.
Evaluating the performance and quality of a scientific paper is much more
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difficult than material products. INCERTRANS is a research institute and offers
services in which the intellectual capacity is the currency of exchange, and the
quality is only measurable by the reaction of the client.

The certification of the management systems allowed the obtaining of
authorizations or attestation certificates in fields such as aeronautics (from the
A.A.C.R.), environment (Ministry of Waters and Forests), waters (M.W.F.),
railways (A.F.E.R.). This led to obtaining numerous contracts for the testing
laboratory but also to obtaining tenders for design, environmental or research and
development works.

2. Implementation of management systems

The implementation of management systems has been initiated by INCERTRANS
since 2004, as a complex process that involved a detailed approach to all stages
required by a system. The realization and implementation of the management
systems represented a project that contributed to the development and
improvement of the institute. Another important factor that influenced the way in
which each of the systems was developed and implemented was the desire to
certify / accredit them according to the specific management standard. The quality
management system according to ISO 9001 outlined the organizational structure,
management responsibility, procedures and processes required. The subsequent
implementation of other standards specific to the activity carried out (ISO 14001,
ISO 45001) generated an integrated management system, its essential advantage
for research and development being the treatment of strategies, performance, risk,
compliance, processes and quality as interdependent elements of achievement of
organizational objectives, allowing them to be managed in a unified, systematic
way in order to optimize results. Among the benefits that the implementation and
certification or accreditation of management systems has brought for
INCERTRANS are the improvement of the quality of its services, the increase of
the customer satisfaction level and the gaining of new customers, the acquisition
of competitive advantages over the competing companies. and obtaining higher
scores in the case of participation in tenders.

Thus, INCERTRANS entered the European market with certification contracts
produced with producing companies from countries such as Italy, Poland, Croatia.

Although about 10 certification bodies for construction products are accredited in
the country, the INCERTRANS certification body manages to stay on the market
precisely because the body has obtained both the accreditation certificate and the
notification of the European Commission.

The certification or accreditation attests the level of the general performance of
the company, the degree of fulfillment of the adopted policy and of the established
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objectives, the transparency and efficiency of the internal processes of the
company. ISO 9001 is the most widely used and widely used international
standard. ISO 9001 ensures that the quality conditions of the products and / or
services that an organization provides to customers, whatever their field of
activity, size and location, that they want to demonstrate their ability to provide
products / services quality or who want to improve their performance and
competitiveness in national and international markets.

The objective of the standard is to present the requirements necessary for the
implementation of a management system. However, the standard does not say
how these requirements should be implemented, it is the company that decides on
the method of implementing the requirements of the standard. The ISO 9001
approach was process-based with the systematic identification and management of
the processes used within the company and in particular, the interactions between
these processes.

INCERTRANS promoted the process-based approach as a management method
because it was found that an organization, viewed as a sum of processes, works
effectively if each process is effective and the correlation between processes is
optimal and kept under control. In the implementation of management systems,
the Deming model (Fig. 1) of approaching the circular process, called the PEVA
continuous improvement cycle, was taken into account. The Deming cycle
indicates the natural succession of the stages that must be completed but also the
way to maintain the effectiveness of a management system, by continuously
improving all the processes involved (Fig. 2) [13].

Plan Do

Act ' Check

Fig. 1. The Deming cycle
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Fig. 2. Process map
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The process of implementing a management system in INCERTRANS consisted
of the following steps:

2.1. Top management commitment.

It is the responsibility of top management to have a commitment to policy setting,
planning and goal setting, to ensure that system requirements are integrated into
society's processes such as promoting a process-based approach and risk-based
thinking, and meeting customer requirements, but also the existence of a plan for
continuous improvement, measurable and quantifiable improvement.

Without the commitment of management, there is a risk of manifesting a strong
formalism, supported by statements without coverage in managerial practice. In
such a situation, in a short time, a discrepancy between what is desired and what
is actually achieved would have been absolutely obvious, mainly due to the fact
that the absolutely necessary process of preparing for major strategic changes
would not have been well-founded enough. Of course, under such conditions, the
negative effects would have appeared and would have manifested itself in
resistance to change in general, leading to the loss of the value of the investment
in the implementation of any management system. At the same time, there would
be a loss of confidence in the major advantages that a management system has.
Undoubtedly, the decisive role in the success of this process went to the top
management, which identified the concrete ways of action and proceeded to
implement, through its own strategies, the fundamental objectives of the
company.

At the same time, although the current framework represented by the standards
SR EN ISO 9001: 2015, SR EN ISO14001: 2015, SR ISO 45001: 2018, is well
established, often, the use of these mechanisms is characterized by formalism,
without having a real contribution as management tool or continuous
improvement.

In order to be really useful and not to remain at a level of formalism, the provision
by the top management of personnel resources for the formation of the work team,
the provision of resources for training, and the provision of the working
environment, were of major importance. From the beginning, it was not wanted to
transform quality management into an independent activity within the
organization. After the elaboration of the documents and the implementation of a
system, the work team was reduced.

Thus, at present there is an integrated management system manager, a laboratory
management system manager and a management body manager of the
certification body.
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2.2. Establishing the work team.

The work team, consisting of employees involved in the management system, was
trained by participating in external courses for each standard. One of the most
important trainings is top management training before it starts making decisions
about implementing the management system. In general, these external courses,
organized under the auspices of competent companies, were held at the institute
with the participation of at least 10 students. These trainings, with multiple
participation from the institute, are still practiced whenever it is necessary, for
example, when revisions or new editions of the references are published.

The work team had regular meetings with the specialists from the institute, both
for the elaboration of the technical process procedures and for their subsequent
application by the staff, in the processes that take place in the company.

2.3. System documentation

The elaboration of a Manual of the management system (document that is no
longer mandatory according to ISO 9001: 2018) and of some written procedures /
instructions that describe the identified processes, as well as the attributions and
responsibilities for the personnel involved in their development

Initially, starting with 2004, the documents for the quality management system
according to ISO 9001 were prepared and then the documents for the laboratory
management system. Documentation of the laboratory management system
involved the development of over 200 technical process procedures for laboratory
testing. Subsequently, the management system for the certification body was
processed, under the pressure of the need to obtain the accreditation certificate
without which the body could no longer issue certificates of conformity, as it had
done since 1994.

Currently, the documents of the integrated management system consist of a
manual that has reached its sixth edition, 15 system procedures, 26 process
procedures and 40 instructions.

The laboratory management system documents, according to ISO 17025, consist
of the manual, now in its fifth edition, 24 laboratory process procedures, 64 work
instructions and 128 technical process procedures.

The certification body has the management system manual according to ISO
17065, now in its fifth edition, 41 system procedures, 11 domain-specific
certification procedures and 8 general regulations and certification documents.
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The quality of the implementation, certification and maintenance of the
certification / accreditation within the research institute depended on the good
realization of these documentations.

2.4. Second subsection header

The policy and objectives were "targets" for the activity of the institute. By
achieving the objectives was obtained: documenting in manuals and procedures of
processes and subsequently improving management systems and expanding
certification to other systems such as environmental management system or health
and safety at work, increasing the quality of company services, increasing
customer confidence in capacity of the company, the increase of the market of the
company's services and the increase of the company's profit.

2.5. Implementing the system through training

In addition to the external training of the staff with responsibilities in the process
of implementing each management system, all the staff of the institute has gone
through and still go through an annual internal training program. Only in this way
was it possible to get acquainted with the procedures and other necessary
documents, a knowledge of individual responsibilities, the need for continuous
improvement and a knowledge of the interfaces with other departments and
processes. Internal trainings are done according to an annual training program and
are evaluated by written or practical tests.

Starting activities according to the documented management system:

2.6. Internal audit

The Institute has always used the internal audit, for each adopted system, in order
to diagnose and evaluate the degree of implementation of the system and for its
continuous improvement [6].

The internal audit is performed at least once a year, verifying compliance with its
own requirements and the requirements of the framework, if it is implemented and
maintained effectively. The internal audit is scheduled and documented.

Internal audits are performed by auditors trained through external courses
organized by qualified companies, tested and certified for internal / external audit
activity.

The Institute has a large number of high quality ethical and professional auditors
who can perform audits according to the requirements of ISO audit standards,
both for quality management systems, environment, health and safety at work,
laboratory management systems and audits for certification or approval of
construction products.
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2.7. Management analysis

The analysis performed by the management with the evaluation of the stage of
implementation and adequacy of the adopted management system, in relation to
the declared policy and objectives and the identification of improvement
opportunities, was performed and contributed to maintaining and improving the
integrated management system and other laboratory management systems. or the
certification body, to ensure that management systems are and remain current,
adequate and effective.

The analysis performed by the management is done at planned intervals, at least
once a year. Management's analysis has always included assessing opportunities
for improvement, as well as the need for changes, including in the policy and
objectives of the institute, with particular attention to previous corrective actions
and their effectiveness and analysis of opportunities and risks.

2.8. Continuous improvement of the system

The improvement becomes continuous by the endless resumption of the PDCA
cycle. Continuous improvement has been and is a process in which all staff within
the institute participate. Top management promotes and implements the policy of
small steps, with small improvements, which do not involve financial resources,
but, on the contrary, an open mind, the desire to improve and change / transform,
to observe and follow the achievement of set goals.

The methods of control, evaluation and monitoring were established, the training
programs were drawn up and carried out annually, the internal and external
communication method and the way the document circuit is developed, the
opportunities and risks were analyzed and the established risk reduction measures.

The duration of the initial implementation, in INCERTRANS, of a documented
management system was generally about one year.

In order to achieve the best possible implementation of a management system but
also the implementation of the changes that appeared as a result of updating the
references, the coordination by the management, the involvement of all employees
and the flexibility to keep up with the news were considered.

It was always avoided, when implementing a management system or a reference
review, in addition to not involving the top management, the preparation of
cumbersome, unclear documentation, prepared from the office, without the
participation of those directly involved.

The implementation of each management system was only the beginning of a
continuous process because it had to be kept permanently active, only thus
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contributing to the development and maintenance of the company's
competitiveness on the market.

In INCERTRANS the implementation of management systems according to SR
EN ISO 9001: 2015, SR EN ISO14001: 2015, SR ISO 45001: 2018, SR EN ISO /
IEC 17025: 2018 and SR EN ISO / CEI 17065: 2013 but especially the
certification and accreditation on the basis of the referentials, resulted in the
construction of a reliable, more valuable and appreciated institution.

3. Management Systems Certification

The certification of an MS attests the level of the general performance of an
organization, the degree of fulfillment of the adopted policy and of the established
objectives, the transparency and efficiency of the internal processes.

The certification itself implies the compliance of the management systems with
the reference standards and does not imply the satisfaction of the laws in force,
the implementation of which is the exclusive responsibility of the organization.
However, management standards require the organization to meet all applicable
legal and regulatory requirements within the management system.

In Romania, for the certification of the quality management system according to
ISO 9001 there are over 500 bodies accredited by RENAR and approximately as
many for the certification of the environmental management system and of
occupational health and safety.

RENAR accredits the certification bodies of systems, according to the
requirements of the standard SR EN ISO / CEI 17021-1: 2015, declaring that they
are competent to perform certification services of quality management systems,
environment, health and safety at work [8].

INCERTRANS has been certified since 2006 by SRAC's accredited integrated
systems certification body, for the quality management system and then for
environmental and occupational health and safety standards and continues to use
SRAC services.

The certification of a system in turn involves the completion of certain stages and
fulfillment of mandatory conditions but ensures the success of the introduction of
the system within the organization and the visible improvement of all processes in
the organization, with effect on increasing the organization's competitiveness on
national and international market.

Accreditation of laboratories or certification bodies or obtaining the accreditation
certificate is the attestation by a third party, which is the official confirmation that
a body is competent to perform specific tasks of conformity assessment of
products or laboratory tests. Accreditation guarantees and confirms that a product
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or laboratory certification body has the technical capacity to perform its duties
properly.

Each country has a national accreditation body (for Romania, RENAR). This
body accredits product certification bodies and laboratories. By obtaining the
accreditation certificate, the certification bodies produced or the laboratories,
confirm the observance of the requirements defined in the reference standards, in
the applicable European and national legislation.

Accreditation of product certification bodies or laboratories enjoys broad support
from the European industry and the conformity assessment community as it
ensures that products / services meet applicable requirements, removes barriers to
conformity assessment bodies and helps business to thrive in Europe.

Regulation (EC) no. Regulation (EC) No 765/2008 provides for a rigorous and
uniform approach to accreditation in all Member States, so that, in the end, a
single accreditation certificate is sufficient to demonstrate the technical capability
of a conformity assessment body or laboratory throughout Europe [11]. Therefore,
the advantage of accreditation in the EU is that once a conformity assessment
body or laboratory has been accredited in accordance with the European
Regulation, the authorities of the Member States are obliged to recognize the
accreditation certificate.

However, certification / accreditation according to ISO standards is not a
guarantee for the quality of products or services, it is just a proof that the
organization has an organizational system in which quality products / services can
be achieved. If quality products / services are actually made, it does not depend
only on the existence of a certificate. For this, it is necessary to have stable
processes in order to ensure a superior and invariable quality of the products /
services. This implies constant evaluations of all the factors that contribute to the
achievement of quality, avoiding the appearance of deficiencies of any nature, on
the entire trajectory of the product or service. The costs for certification or
accreditation and for maintaining management systems are relatively high, so
companies often show reluctance to this type of certification.

Conclusions

In our experience, the implementation and certification / accreditation of a system
requires documentation, careful planning and continuous process control.

The process-based approach has been applied for more than 50 years and remains
valid but can no longer ensure success alone. It is necessary to move to a new
stage with an emphasis on programs to achieve specific, specific, measurable,
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accessible objectives, endowed with resources, ie realistic and with deadlines
(SMART - Specific, Measurable, Accessible, Relevant and in Time) [12].

If we want to be competitive in the market, we must pursue our goals with
tenacity, step by step, to arm ourselves with patience and perseverance and to
work in a team with all the staff and experienced specialists we have. Let's consult
with them and ask for clarification whenever needed. Implementing a system
takes time, costs and is a complex process. We must not rush to do it if we do not
have good reasons, if we do not have the resources and time to develop it
properly. The implementation stages may be different from one organization to
another but it will not skip the staff training, the elaboration of the management
system documentation, the internal audit, the analysis performed by the
management but also the management system monitoring after the
implementation.

Certification or obtaining the accreditation certificate and maintaining them is not
always easy, the requirements for certification are more and more severe and are
always in step with the requirements of European norms and regulations. For this
reason, a valuable help is given by the existing studies and specialized works, but
they are also few and do not always keep up with the evolution of the
requirements on the European market.

There are companies that outsource the activity of documentation, implementation
and monitoring of the management system or companies in which a department /
person deals with the management system and the involvement of top
management and staff is practically non-existent. This is evidenced by the
numerous audits performed by our auditors in the country or in countries of the
European Union. This situation is unfortunate and indicates the need for more
attention to information. There is the opportunity to get involved in studies and
research to determine the current level of awareness of the issue, identifying the
degree of familiarity with management systems.

The degree of implementation of management systems for branches of activity in
Romania such as construction, transport, services is not known. These are
questions related to the main obstacles, benefits and motivations that companies
perceive by adopting a standard, such as ISO 9001, which would be interesting
and valuable topics to apply.

No less interesting and useful would be an assessment of increasing management
efficiency by implementing a management system in organizations, analyzing the
main national trends in the application of management systems, the links between
system quality and system use, net verifiable benefits, where to it can be
concluded that the implementation of a management system is a success.
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