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The concept of a process-centric organisation is well 
established, and over the past 15 years, the benefits 
of process-driven or process-centric business models 
has become a popular topic in management 
literature.

Traditionally, organisations have developed 
management systems that cover a specific area or 
activity, for example a health and safety 
management system, or a design management 
system. These typically focus on compliance with a 

small number of management standards or leading 
industry practice and are owned and used by 
individual teams.

In contrast, the process-centric model dispenses with 
traditional divisions, instead structuring the 
organisation around the end-to-end flow of 
processes, embedding health, safety, environment, 
quality and other requirements into a set of 
interacting work processes.

The nuclear angle
Management Systems are the framework of policies, 
processes, standards and procedures that set out and 
govern all of an organisation’s activities. For any 
company in the nuclear sector, the management 
system is a crucial part of demonstrating the 
required level of rigour and controls.

Leading practice in the nuclear sector is to use one 
Integrated Management System, covering the 
entirety of an organisation’s activity. An Integrated 
Management System embeds the process-centric 
approach in the day-to-day activities of the 
organisation and locks-in its benefits.

However, only a small number of organisations have 
implemented this integrated approach. Most 
organisations have remained with existing separate 
management systems and have not made the 
transition to an process centric model. Some of the 
barriers are discussed overleaf.

Despite this, in our experience, the nuclear industry 
is one of the sectors with the most to gain from using 
a process centric approach. The benefits that can be 
delivered by an Integrated Management System are 
uniquely aligned with the other requirements for 
doing business in the nuclear sector, and these are 
discussed overleaf.

Function model Process model

Separate management systems to comply with each 
set of requirements

One integrated management system to comply with 
multiple sets of requirements

Functions have their own procedures Procedures are shared across functions

Collaboration between functions is ad-hoc Collaboration is hard-wired into procedures

Processes are optimised within a function Processes  are optimised end-to-end across functions

Output based performance targets for each 
individual function

Outcome based performance targets for the 
organisation as a whole



Challenges and barriers

Building the case for change

Complexity
Developing and maintaining an IMS requires coordination 
across multiple functions. The requirements, expertise and 
experience of each team must be integrated into one 
coherent whole.

Culture
The benefits of an IMS need a single culture and shared 
language to support cooperation and collaboration, that uses 
the system in the way it was intended.

1

3

2

4

Investment
Transition to an IMS requires an up-front investment to 
deliver a long term gain. Developing an interlocking, 
consistent set of processes across an entire organisation is a 
large undertaking.

Structure
An IMS isn’t used in a vacuum. The structure of the 
organisation needs to be genuinely process-centric and 
supported by structural changes.

There significant barriers that must be overcome to implement an integrated management system. In our experience, the four 
largest challenges are:

Organisations that recognise, address and successfully overcome these challenges and implement an IMS can deliver 
substantial business benefits, including: 

Hard-code collaboration

Different disciplines and safety 
functions combined are more than 
the sum of their parts. Sharing one 
management system embeds 
collaboration into everyone’s 
arrangements.

Embed compliance

An IMS creates a ‘one stop shop’ for 
front line staff, who may in practice 
bypass or avoid separate compliance 
systems. Embedding compliance in 
shared processes makes it part of 
everyone’s day-to-day work, 
improving compliance performance.

Share operating experience

Operating experience should be 
shared across the organisation and 
not compartmentalised. An IMS 
brings together different teams to 
execute and improve processes, 
incorporating experience across 
many disciplines. 

Reinforce responsibility  
for safety

All individuals in the sector are 
personally responsible for 
behaviours and work practices that 
support nuclear safety. Integrating 
safety, security, environment, 
sustainability and quality activities 
within processes makes this 
responsibility explicit.

Streamline and remove 
waste

Taking a holistic view of a process as 
it moves through different teams 
identifies opportunities to reduce 
process waste such as rework and 
duplication of tasks, reducing cost 
and lead times, without impacting 
safety or quality.

Make handovers explicit

An IMS includes the links between 
different functions and describes the 
inputs and outputs required at each 
stage. This reduces ambiguity and 
misalignment between teams.
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Lessons learnt from implementation

Contact information

Our experience is that there are six critical activities an organisation needs to perform to successfully deploy an IMS:

Demonstrate a clear vision Assign clear accountability

Spend time planning Make the user the priority

Require continuous improvement Involve the right team

Different parts of organisations have their own way of 
doing things. It is crucial for senior management to 
articulate the vision for a process-centric organisation 
using an IMS, communicate it and lead by example to 
embed one common approach.

A risk inherent in an IMS is that accountability for 
activities gets lost between several teams. This is avoided 
by making it absolutely clear who is accountable for each 
process, and who is responsible for each activity within it.

It’s tempting to launch straight into developing, amending 
or implementing processes when starting an IMS. 
However, time spent up-front planning interactions and 
scope for each process is absolutely necessary to get an 
IMS right.

The goal of an IMS is to make it easy for front-line staff 
to comply with all relevant requirements and rules. This 
needs to be borne in mind while developing processes 
and not forgotten in favour of ease of development or 
ease of audit.

However much time is spent planning, an IMS won’t be 
perfect the first time around. It’s necessary to build in a 
process for continuous improvement and assessment of the 
system to develop over time and take account of new 
operating experience.

A range of experts from across an organisation need to be 
involved in developing and IMS. However, a core team of 
process specialists should be involved to integrate the 
work carried out by other teams and act as coordinator.
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