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Introduction

In every enterprise, regardless of whether it is
a small or large enterprise, either with a production,
commercial, or service profile, the introduction of
a quality management system and the obtaining of
an ISO certificate is a very serious and costly under-
taking. The decision to obtain a quality certificate
may be caused by the desire to move the business
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Abstract

This article analyzes the expectations of the management board and managerial staff as opposed to the ex-
pectations and concerns of regular employees of the company. Communication between the decision-mak-
ing and executive groups is presented as one of the key elements determining the proper operation of the
quality management system in the enterprise. In the practical part, the results of the research covering the
management and regular employees were presented and compared. The research is aimed at diagnosing the
quality of information flow in the enterprise based on the quality management system in the assessment of
both surveyed groups, determining the perception of the importance and scale of participation in the pro-
posed corrective actions among the surveyed groups of respondents, and diagnosing the level of informing
rank-and-file employees about the goals and importance of conducting internal and external audits. The
research also covered the role of lower-level employees in the effective functioning of the company’s quality
management system. An attempt was made to analyze the degree of participation of regular employees in the
functioning of the quality management system in the enterprise. The article ends with the conclusions and
proposals for future research.

concluding a long-term contract with an important

client is conditional on holding such a certificate.

to a “higher level” in terms of quality standards (it sa, Oliveira & Santos, 2018).

is easier to gain the trust of a new customer if the
company can present the ISO certificate at first con-
tact, thus documenting the high level of its services)
or it may be simply forced by circumstances. Often
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Obviously, obtaining a certificate of quali-
ty is associated with meeting a number of specific
requirements by the company and it is never easy to
attain. This is regardless of the fact whether the com-
pany has already had a dynamic quality department,
or it is just trying to organize everything from the
beginning in accordance with requirements (Barbo-

In this article, we draw attention to the often-un-
derestimated factor on which the entire success of
a difficult undertaking depends, which is making
the quality management system in the company to
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not only have good-looking documentation, but also
a great tool that facilitates work, which allows an
elimination of errors or mistakes in production pro-
cesses, customer service, or in the management of
warehouse resources, and — or perhaps most impor-
tantly — in saving funds.

Such a factor is the human factor, that is simply
the people employed in the company and their atti-
tude — at all levels, from the management team and
ending with the production workers or security ser-
vices. The basic mistake resulting from the fact that
the quality management system is dedicated to the
managerial staff, and not regular employees, is their
omission and marginalization of their role in the pro-
cess of implementing the quality management sys-
tem. Such a situation leads to a hypothesis that the
human factor is one of the key elements inhibiting
the process of implementing the quality management
system in the enterprise. The aim of the article is to
verify this hypothesis in practical terms, based on
the actual realities of the functioning of the quality
management system in enterprises that are not only
theoretical, which often use idealized assumptions
(Novakovéd, Cekanova & Paulikovd, 2016; Bravi,
Murmura & Santos, 2019).

Expectations and fears of the management
staff versus expectations and fears of
employees

Speaking of the expectations as to the usefulness
of the quality management system itself and the
concerns related to its introduction and certification,
the division is very traditional: management versus
lower-level employees. In the process of introducing
a quality management system, one should be aware
of the most important fact faced by anyone who has
ever managed a team, no matter if it is big or small:
people do not like change. It is a psychological con-
dition that cannot be fought against, but that can be
“tamed” and sometimes even used to achieve the
intended goals.

While the expectations of the management staff
result from various sources (better organization of
work, easier customer acquisition, higher prestige of
the company etc.), the fears are always related to the
same thing: costs. The costs are caused by the fees
related to certification and work related to the prepa-
ration of documentation and training of employees,
as well as the implementation and commissioning of
the system.

On the other hand, when it comes to employees,
especially at lower levels, there are considerably
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more fears than the expected benefits. These include:
anxiety related to the fear of increasing the obliga-
tions related to the introduction of new documen-
tation, new guidelines as to how to perform work,
and reluctance to training, which is often completely
inappropriate to the audience and usually does not
explain too much to lower-level employees. This
situation creates a barrier that is difficult to over-
come. Experienced managers that manage teams
of employees should, in principle, be able to pre-
vent such situations. Nevertheless, this article may
be helpful for them when trying to solve problems
during the implementation of the quality manage-
ment system in the enterprise (Zgodavova, Hudec
& Palfy, 2017).

Communication in the enterprise as a way
of detecting problems

As mentioned before — people do not like chang-
es, even if these changes in principle lead to the
improvement of the situation of these people, to
make their work easier, or to increase their effective-
ness and efficiency. It is obvious that taking steps to
introduce a quality management system in a compa-
ny must be preceded by the management noticing
the expected benefits.

While the management staff, in most cases, sees
the obvious benefits of introducing the system and
the difficulties and costs associated with the prepara-
tion of the entire process, it usually neglects the most
important aspect in managing human teams: proper
communication. Such an approach leads to a situa-
tion where the quality management system remains
only a paper certificate, and the troublesome supple-
mentation of documentation just before the expected
external audit and the state of general panic before
this audit creates difficulties, while the essence of
the quality management system itself is completely
different: simplifying work and eliminating potential
errors.

A very important question needs to be asked: why
is this happening? The diagram shown in Figure 1
may be helpful in answering this question. As shown
in this figure, the scope of competences is clearly
defined: the management board has the largest one,
then the representative for the quality management
system, who is responsible for the preparation of
documentation regarding the processes taking place
in the company and the functioning of the system
itself, and the leaders of individual processes. These
are the people with decision-making competences —
they make decisions about the process itself, prepare
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President

| Quality management system representative |

| Process leader 1 | | Process leader 2| | Process leader n |

Decision-making
competences

“demarcation
line”

Lower-level Regular Regular
employees of the | |employees of the | |employees of the
department 1 department 2 department n

Executive
competences

Figure 1. Decision scheme for the implementation and subse-
quent operation of the ISO system

documentation, define its form, dates, and course
of internal audits, records documentation regarding
changes or corrective actions, and take part in exter-
nal audits. On the other hand, people with executive
competences are employees of particular depart-
ments: e.g., production workers, warechouse work-
ers, and maintenance workers.

The division between persons with decision-mak-
ing competences and persons with executive com-
petences, shown in Figure 1, has been marked as
“demarcation line” — not by accident. As simple sur-
veys show, the role of the human factor as a support-
ing or inhibiting factor is clearly underestimated: the
flow of information is not fluid.

The first rank in the company’s hierarchy, which
is both the most decisive unit and the one that can
turn into the strongest factor inhibiting correct
actions, is the company’s management. The manage-
ment board is also responsible for organizing inter-
nal and external training for employees, including
not only general information on the quality manage-
ment system and ISO standards, but also outlining
the benefits of introducing such a system and certifi-
cation (Marques et al., 2018).

For the purposes of this article, the position of
the quality management system representative was
retained because, although since 2015 such a posi-
tion is no longer required, for pragmatic reasons it
still functions in most companies that have an imple-
mented quality management system. This position
may have different names, e.g., director of internal
audit and certification. Such an employee still watch-
es the dates of audits, supervises the documentation,
has responsibly for contacts with the certification
body, and removes non-conformities in the system,
maintaining its integrity. Process leaders are respon-
sible for the correct (i.e., compliant with the quali-
ty management system) course of work in a given
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department, for keeping systematic records in the
documentation and reporting inaccuracies.

Unfortunately, while these three levels — man-
agement board, quality management system rep-
resentative, and process leaders — have quite close
contact with each other and information usually
flows between them, without major problems, all
three levels usually forget that communication with
employees should be equally smooth, or maybe even
more efficient. It is the employees at the lower level
that most of the problems with the correct applica-
tion of the quality management system lie (Pacana
& Ulewicz, 2020).

Research methodology

The subject of the research centers on the opinions
of the management staff and the regular employees
regarding the processes related to the functioning of
the quality management system in the company. The
aim of the conducted research was to:

* determine the discrepancy between the expecta-
tions and concerns of the management staff and
the expectations and concerns of regular employ-
ees regarding the functioning of the quality man-
agement system in the company;

* diagnose the flow of information in the enterprise
for the quality management system in the assess-
ment of both surveyed groups;

+ examine the perception of the importance and scale
of participation in the proposed corrective actions
among the surveyed groups of respondents;

* diagnose the level of information about the goals
and importance of conducting an external audit in
the surveyed employee groups;

* determine the frequency of informing rank-and-
file employees about the results and conclusions
of the external audit.

The pilot studies were carried out by means of
a direct telephone interview or instant messaging
that enabled connections to mobile numbers. It was
assumed that the interview would be conducted in
50 enterprises, six for each enterprise (two inter-
views with the management staff and four inter-
views with the rank-and-file employees of randomly
selected departments). The selection of the research
sample was deliberately from a group of small and
medium-sized enterprises. The questionnaire was
completed by the interviewer on the basis of the
respondents’ answers. Each questionnaire was given
a unique code to correlate the responses of the man-
agement and rank-and-file employees of the compa-
ny. The research, with the consent of all respondents,
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was conducted in March and April 2022. 25 compa-
nies, including 15 from Poland and 10 from abroad,
from countries such as the Netherlands, Turkey,
France, and Italy, expressed their willingness to
participate in the survey. Considering only the pilot
nature of the research, it was found that it would be
a sufficient research sample.

The companies participating in the study repre-
sented a production, commercial or service profile,
and the main criterion was that they needed to have
a quality management system implemented. The
questionnaire contained 10 closed questions and
the possible answers were within the forced-choice
scale. This allowed an omission of the neutral point
in the responses (the error of the central tendency
was eliminated) and, thus, more adequate results
were obtained. After counting all the answers, the
percentages were assigned, and rounded up to inte-
ger values. The obtained results are presented in
charts or tables.

Presentation of research results

The first question in the questionnaire concerned
the organization of training (internal and external) in
the field of the quality management system for the
company’s employees. Almost the entire manage-
ment staff (95%) indicated that such trainings were
conducted. Only 5% of the management did not
know about conducting such trainings. On the oth-
er hand, the employees’ answers indicate that 27%
knew about the trainings conducted, 50% are not
aware that such trainings are organized, and 23% say
that they are not organized. The answers obtained for
this question are presented in Figure 2.

100
50
23
[ |
No

[%]

95

90
80
70
60
40
30 27
20
10

0

Yes | don't know

® Management ® Employees

Figure 2. Organization of training (internal and external) on
the quality management system

In the next questionnaire, the respondents were

asked to evaluate the organized training (internal
and external) in the field of ISO quality standards.
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A four-level grading scale was adopted, from very
good to unsatisfactory. The management staff
assessed the training as very good (50%) or good
(30%); 10% assess them as sufficient and only 5% as
insufficient. On the other hand, only 10% of employ-
ees assess the training very well, 35% as good, and
40% as satisfactory. 15% of regular employees
judged the training as insufficient. The responses
obtained for this part of the questionnaire are shown
in Figure 3.

55
40
35
30
15
10 10
O il ]

Very good Good Sufficient  Insufficient
® Management m Employees

60

50

40

[%]

Figure 3. Assessment of the training courses (internal and
external) conducted in the field of ISO quality standards

For the next question, the respondents were asked
to indicate how often non-management employees
participate in the process of preparing procedures
functioning in the enterprise. More than half (55%)
of management indicated that regular employees
are never involved in the preparation of procedures.
Similarly, as much as 60% declared that it “never”
occurred among regular employees. In both groups,
30% answered “very rarely”. None of the surveyed
groups indicated “always” and only 2% of the man-
agement provided the answer “very often”. The
results of the answers to this survey question are
summarized in Table 1.

Table 1. Frequency of participation of non-management per-
sonnel in the process of preparing procedures

Indication [%]

Response
Managers Workers

Always 0 0
Very often 2 0
Often 3 2
Rarely 10 8
Very rarely 30 30
Never 55 60

In the next questionnaire, an attempt was made
to determine how often non-management employees
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participate in the process of preparing documen-
tation on the quality management system in the
enterprise. The overwhelming number of regular
employees provided the answer “very rarely” (45%)
or “rarely” (30%). The answers “always” and “very
often” received no indications; the management
team responded on a similar level. The results of the
answers to this survey question are summarized in
Table 2.

Table 2. Frequency of participation of employees who are
not management staff, in the process of preparing documen-
tation concerning the quality management system in the en-
terprise

Indication [%]

Response
Managers Workers

Always 0 0
Very often 10 0
Often 20 5
Rarely 25 30
Very rarely 35 45
Never 10 20

The next survey question concerned the frequen-
cy with which the management team consults with
regular employees on proposed corrective actions.
None of the regular employees indicated the answer
“always”, while the answers “very rarely” and “nev-
er” were indicated, respectively, by 35% and 25% of
the respondents from this group. On the other hand,
the predominant responses in the group of execu-
tives were “very often” (27%). The answers to this
question for individual respondent groups are pre-
sented in Table 3.

Table 3. Frequency of consultations by the management of
the proposed corrective actions with employees

Indication [%]

Response

Managers Workers
Always 13 0
Very often 27 5
Often 10 15
Rarely 20 20
Very rarely 20 35
Never 10 25

In the next question, the respondents were
asked to indicate how often the rank-and-file are
informed about the objectives of changes to the
procedures and documentation existing in the com-
pany. Half of the rank-and-file stated that they are
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never informed about the purpose of changes to
procedures and documentation in the company.
In this group of respondents, no-one indicated the
answers: “always” and “very often”. The manage-
ment staff, on the other hand, answered “always”
(20%) and “very often” (15%). The same percent-
age of respondents in this group indicated “very
rarely” and “never”, respectively. The responses to
this questionnaire for individual respondent groups
are presented in Table 4.

Table 4. Frequency of informing employees about the goals
of changes in procedures and documentation

Indication [%]

Response
Managers Workers

Always 20 0
Very often 15 0
Often 22 10
Rarely 8 15
Very rarely 20 25
Never 15 50

The seventh question in the questionnaire was to
answer whether the company had a formalized way
of submitting proposals for changes by employees
at all levels. 70% of executives replied yes and 25%
said no, while 5% replied “I don’t know”. A reverse
trend of responses occurred among the rank-and-file
of employees. This group of respondents said (60%)
that the company did not have a formal way of sub-
mitting proposals for changes, and only 5% said
yes. A relatively high percentage (35%) of regular
employees provided the answer “I don’t know”. The
answers to this question for individual respondent
groups are presented in Figure 4.

10 5 5

60
35
I 25
0 o = I

Yes | don't know No
® Management ® Employees

80
70
60

70

[%]

Figure 4. Existence of a formalized way of submitting pro-
posals for changes by employees at all levels in the company

In the next questionnaire, the respondents’
task was to assess the benefits of introducing ISO
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standards to the enterprise on a four-level scale.
Individual groups of respondents provided basical-
ly opposite answers to this question: the manage-
ment team assessed the benefits of implementing
ISO standards in the enterprise very highly or high-
ly (55% and 40%, respectively), while the group of
employees assessed the opposite (insufficient 50%,
sufficient 35%). The answers to this question for
individual respondent groups are presented in Fig-
ure 5.

60

55
50
50
40
40 35
20
10
10 5 5
[ I [ 0
0

Very good Good Sufficient  Insufficient
® Management ® Employees

[%]

Figure 5. Assessment of the benefits of introducing ISO stan-
dards in the enterprise

The ninth survey question was to answer how
often employees are informed about the objectives
of the external audit. This question was most often
answered by management staff “very often” (55%),
while a quarter of regular employees indicated
the answer “rarely” and one fifth as “very rarely”.
Detailed answers to this question for individual
respondent groups are presented in Table 5.

Table 5. Frequency of informing employees about the objec-
tives of the external audit

Indication [%]

Response
Managers Workers

Always 10 0
Very often 55 12
Often 15 15
Rarely 10 25
Very rarely 10 20
Never 0 28

The last question in the survey questionnaire
concerned the frequency of informing rank-and-
file employees about the results of the external
audit. More than a third of regular employees
(35%) answered “never”, a fifth (20%) “very rare-
ly”, and 25% answered “rarely”. Similar results
were obtained in the group of management, but the
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highest percentage of respondents (30%) indicated
the answer “very rarely”. Detailed answers to this
question for individual respondent groups are pre-
sented in Table 6.

Table 6. Frequency of informing employees about the results
of the external audit

Indication [%]

Response
Managers Workers
Always 5 0
Very often 10 5
Often 15 15
Rarely 20 25
Very rarely 30 20
Never 20 35
Discussion

The questionnaire surveys regarding the orga-
nization of training in the field of the quality man-
agement system clearly indicate that the manage-
ment staff had a different opinion from the regular
employees. Managers are knowledgeable about the
conducted trainings and evaluate them mostly very
positively. Regular employees, on the other hand, do
not have any knowledge of the conducted training
and most often judge it as sufficient. This indicates
an evident lack of proper information and a malad-
justment of the scope of training addressed to specif-
ic groups of students (Araujo et al., 2019).

The role of rank-and-file employees in the pro-
cess of preparing procedures is perceived by both
surveyed groups in the same way. There is a con-
vergence in the opinion that the role of rank-and-file
employees is negligible or nonexistent. This clear-
ly indicated that the potential of regular employees
is not a significant element in the preparation and
implementation of procedures in the enterprise. This
phenomenon is by all means undesirable. Why not
take advantage of their experience and competences
when having qualified employees? Especially when
the positions are filled by appropriately selected staff
who know the process in practice (Micklewright,
2010; Santos & Milan, 2013).

The participation of regular employees in the pro-
cess of preparing documentation, understood among
others as all kinds of forms, product sheets, speci-
men lists, shipping documents, etc., is assessed as
adequate. This phenomenon is disturbing, because it
is at lower-level positions that the knowledge about
what is needed for the efficient functioning of a giv-
en department of the company is located. The major
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mistake of the management team is to ‘give up’ the
possibility of acquiring this knowledge.

Equally rarely does the management consult with
the rank-and-file employees on proposed corrective
actions. However, in the opinion of the management
it is much more frequent than in the opinion of reg-
ular employees. This may result from the incorrect
assumption of the management that the actions they
propose are optimal, so there is no need to consult
them with regular employees.

When asking the question on the frequency of
informing regular employees about the advisabil-
ity of changes made in procedures and documen-
tation, the research results clearly indicated that in
the opinion of regular employees they never receive
such information. The overwhelming majority of
management say that such information is sufficient-
ly communicated. This proved that the information
provided by the management is given in an incom-
prehensible, insufficient, or inadequate manner.

As for the questions related to the frequency of
informing lower-level employees about the objec-
tives and results of the external audit, unfortunate-
ly regular employees mostly answered “very rare-
ly”, “rarely”, and “never”; if the management staff
replied “very often” about the objectives of the
external audit, he does not see the need to inform
rank-and-file employees about its results. Such a pro-
cedure could be harmful to the company because it
does not lead to an improvement in its bravery and
is demotivating for the employees (Caridade et al.,
2017; Fonseca et al., 2017).

As the survey research shows, the assessment
of the situation regarding the implementation of
the quality management system and its functioning
is diametrically different in both groups. Almost
everywhere in which the management staff provid-
ed positive answers (very good, good, very often,
and yes), we see negative answers from a group of
regular employees (insufficiently, never, very rarely,
and no). This discrepancy in the responses between
the two groups of respondents may indicate that the
expectations of the management board, and proxy
and process leaders, do not coincide with the expec-
tations of regular employees, and certainly not their
concerns.

It is especially visible in the questions regarding
the involvement of regular employees by the man-
agement (i.e., those responsible for the implemen-
tation of the quality management system), and the
participation of these employees in the creation of
procedures and documentation in the company (Boi-
ral, 2011).
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Conclusions

As the research has shown, there is no prop-
er communication between the analyzed groups of
regular employees and management. This results in
a malfunction of the quality management system in
the enterprise and, as a result, leads to a reduction
in efficiency. One of the key examples may be the
fact that, in the surveyed companies, there is still
a person acting as a quality management system
representative. Although according to the current
ISO standards, such a function is no longer required.
This change was caused by the hope for a greater
activation of employees from all departments of the
company in the quality management process, while
such a policy not only did not obtain the expected
results, but even led to a blurring of responsibility
and practically a destruction in the quality manage-
ment system.

This results in a situation in which the manage-
ment board, and the person acting as the representa-
tive for the management of the quality system, still
have decisive action and lower-level employees are
not involved in the actual action. In such a situation,
due to the lack of sufficient communication, low-
er-level employees are not able to perceive virtually
any benefits of having a quality management cer-
tificate by the company. In extreme cases, employ-
ees treat it as a “whim” of the management board,
unrelated to the actual work of the enterprise. They
cannot see any other effects than the need to fill out
additional documents, comply with new restrictions,
and change existing habits.

Unfortunately, this approach discouraged peo-
ple from working and because, as mentioned above,
people generally do not like changes, they attempt-
ed to show that these modifications were not only
unnecessary, but also harmful — and this already
leads to a decrease in work efficiency and, as
a result, a decline in the company’s profitability. At
best, the quality management system remains a dead
recipe; the only function of process leaders is to fill
out paperwork just before audits (especially external
audits that extend the validity of the certificate) and
provide unnecessary corrective actions.

It seems justified that it is enough to break the
barrier of the lack of communication, trying to use
both negative and positive information from low-
er-level personnel, which will help lead to a situa-
tion in which the quality management system in the
company meets the assumed criteria. It should also
be noted that this issue is rarely discussed in the
scientific literature and, so far, has not seen either
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broader, in-depth studies or practical solutions to
this problem.

The results of these pilot studies induce the need
to undertake further, extended questionnaire studies
aimed at determining the relationship between the
communication of lower-level employees and man-
agement staff that have a decisive impact on the opti-
mization of processes, which involves reducing loss-
es and costs and saving time. Such research allows
for the pragmatic determination of the determinants
of the functioning of the quality management system
in the enterprise to enable a use of the available tools
to the maximum.
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