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The concept of implementing a management system to enhance 

business performance is not foreign to most organizations. Many 

have designed and implemented a system that outlines how their 

operations are managed – at least on paper. It typically contains 

several elements, complete with standards and policies intended to 

guide personnel through their daily tasks. Recently, however, many 

organizations are adopting a more integrated, overarching

management system that covers the broader aspects of 

operations, including safety, health and environment; asset and risk 

management; supply chain; and continuous improvement. This

shift reflects the recognition that protection of assets and the 

extraction and creation of value are intertwined and need to be a 

part of an overall management system that enables operational 

excellence.

However, dss+ has seen many organizations fail to benefit from

implementation of an OMS. For example, process safety 

incidents still occur due to poor maintenance practices even 

when asset reliability is a key OMS element with clearly defined 

03

expectations. Similarly, we have often seen 

inconsistencies in how operations are being 

managed within an organization, resulting 

in various operational wastes, contrary to 

the intent of the OMS. Most often, these 

developments are a reflection of weak 

execution discipline.

There are certain aspects of management 

systems and execution variables that DSS 

feels are critical in enabling the pathway 

toward operational excellence. These 

are 1) Organizational capabilities; 2) 

Operational culture/mindset and behavior; 

and 3) Leadership and managing processes 

(see Figure 1). Together, these form an 

integrated execution model that has been 

shown to be effective in delivering business 

results.
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Figure 1. Execution framework for business excellence



04

Before discussing these three execution 

variables that we feel are critical for 

operational excellence, it is worthwhile to 

note that there is no right or wrong OMS. 

Management systems provide a useful 

framework for how businesses operate 

and are, therefore, organization specific. 

At the end of the day, an OMS needs to be 

appropriate for the risks that the business is

attempting to manage. It must not be 

overly complicated, or the organization will 

not follow it. It must not be too simplistic, 

either, as it will then defeat the purpose. 

Given all the elements of a management 

system, an organization needs to ask 

whether or not each one of those elements 

individually and collectively will result in the 

actual reduction of risks. We have seen

organizations design an OMS that does 

not link back to the intent of risk reduction. 

The result is a system that is more of an 

administrative burden than impactful, and 

that does not help with execution.

Even when companies have a world-class 

system in place, if it is poorly executed, it 

is worthless. Our experience tells us that 

people drive operational excellence. To get 

maximum performance, however, we find 

that organizations need to engage, develop 

and focus on their personnel to crystallize a 

culture that enables the system to be self-

improving and self-sustaining.

Operational Culture (Mindset and Behavior)

Operational culture is an important 

component of performance. To achieve 

a healthy culture that achieves positive 

outcomes, employees need to execute 

because they understand the importance of 

executing well and not simply because they 

are required to do so. Otherwise, the

organization risks delivering ‘check the 

box’ results, where tasks are completed as 

expected, but inefficiencies and incidents 

still happen.

One way to enable a strong operational culture is to engage 

personnel and consider their input during the design and roll out of 

OMS. A two-way communication process could be established

to facilitate this. While communication is a tool that has been 

underutilized in many organizations in their journey towards 

excellence, simply establishing a communication flow is insufficient.

dss+ has found that to achieve the next level of performance, 

the right kind of communication needs to flow and its method of 

delivery matters. Messages used during these communications 

must touch the hearts of the organization. Data and information 

need to be presented in a way that invokes feeling and connects 

with an outcome that has an emotional impact on the employee. 

Reaching the hearts of the organization facilitates cultural change 

that results in more sustainable safety, and therefore, operational 

improvements.

Leadership and Managing Processes

Leadership plays a key role in the success of a company by setting 

the tone for the organization, establishing expectations, monitoring 

performance and steering the company towards its goal (facilitated 

by data-based managing processes). But a leader’s primary task 

can be boiled down to prioritizing the use of the organization’s 

limited resources to invest in growth, or in the prevention of losses.
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To guide these decisions and allocate resources effectively it 

is important that a leader understand his or her company’s 

organizational risks, both financial and operational (see Figure 2). 

Surprisingly, while leaders are generally aware of their organization’s 

financial risks, they are much less familiar with their operational 

risks. Leaders need to know what layers of protection exist to 

manage these operational risks and ensure that these layers of 

protection function on demand.

The best way for leaders to gain this understanding is to be familiar 

with site activities. Leaders need to spend time at sites regularly, 

asking and learning about the risks in a humble and open manner 

from front-line workers. In the process, leaders must demonstrate 

affective leadership as previously discussed and adopt a style that 

appeals to the hearts of employees.

Managing processes also need to be established to ensure the 

disciplined execution of OMS, including talent management, 

capability building, and cultural strength. These processes must

also emphasize behaviors that the organization should adopt, 

including those that direct resource prioritization in order to address 

more urgent risks.
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Figure 2. Risk-based decision making for leaders.

Conclusion

An integrated OMS can be helpful for 

an organization as it strives to achieve 

operational excellence, but an OMS by 

itself is insufficient. To achieve desired 

performance, companies need to establish 

a risk culture within the organization, place 

an emphasis on learning versus training, and 

enable leadership to make decisions based 

on a clear understanding of top operational 

risks. In short, to achieve true, sustainable 

excellence, a company’s approach needs

to appeal to the heads, hands and hearts of 

the organization.



Protect. Transform. Sustain. 

linkedin.com/company/consultdss 

twitter.com/consultdss

youtube.com/consultdss

www.consultdss.com

© 2022 DSS Sustainable Solutions. All rights reserved.

https://www.linkedin.com/company/consultdss/
https://twitter.com/ConsultDSS
https://www.youtube.com/ConsultDSS
https://www.consultdss.com/

