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LEADERSHIP —- THE KEY ELEMENT IN IMPROVING
QUALITY MANAGEMENT

IVETA PAULOVA, MIROSLAVA MLKVA

1 INTRODUCTION

The current approach to a quality management system is based on principles that
were specified on the basis of experience and good practices and approaches of
major leaders in the field of quality management. Eight principles were defined
that nowadays create the backbone of the implementation of a quality
management system and are incorporated in the standards of ISO 9000:2005. The
first principle is leadership.

Leadership is a developmental process, which is based on the type of choice a
leader makes (Mostovicz, Kakabadse & Kakabadse, 2009).

Leadership leads managers to a fundamental approach that in turn lead to action,
an example for others, understanding and flexible reactions to changes in their
environment, the constant consideration of the needs of all concerned, including:
customers, owners, suppliers, local communities and society as a whole. Their
main task is to state the clear visions of an organisation’s future, setting values
and an ethical constellation of roles at all levels of an organization, to provide the
staff with necessary resources and freedom of decision making for activities
under their responsibility, to develop an open and decent communication, setting
challenging goals and aspirations, using strategies to reach these aims.

Consequently, leaders need to recognise that the choices they make for
organisational activities have to fit their own worldview. Pursuing the fit between
one's worldview and planned organisational activities ensures that leaders
continuously improve their ethical behaviour (Mostovicz, Kakabadse &
Kakabadse, 2009).

Leadership depends not only on the official status of a leader, but it is important
and essential that leaders are sufficiently competent in the planning,
communication and management and also they have be able to develop vision of
the organization, how to implement them as well as made to ensure the
participation of workers in their implementation. Management should be engaged
in the processes with a model attitude and should be able to engage the whole
organization actively in achieving objectives (Paulova, 2009).

Practical experience shows the important role of leaders in improving quality
management and the organization itself.
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Leaders of an organization establish unity of purpose and direction of it. They
should go for creation and maintenance of such an internal environment, in
which people can become fully involved in achieving the organization's quality
objective (Cianfrani & West, 2009).

One of the tasks of the survey was to determine the level of perception of leaders
and leadership in the organization and their impact on quality management
improvement, including all related tasks.

We have also based on claims (Zgodavova, 2002) that the basic finding when
examining the key factors in the development of small and medium-sized Slovak
organizations is the leadership of organisations. Therefore we give a survey of
Slovak industrial companies.

2 METHODOLOGY

Within the solving of the research project "Perspectives of quality management
development in coherence with requirements of the Slovak Republic’ market,"
we dealt with the issues of quality management applications in various branches
of industrial practice. Through the survey, we assessed the level of application of
the fundamental principles on which are quality management systems are
designed.

The survey we conducted, via a questionnaire, was attended by 124 organizations
in Slovakia from enterprises of different sizes. During evaluating the data, we
divided the organizations into four groups according to company size and then
we surveyed whether they had introduced or certified the quality management
system. The structure of surveyed enterprises according to size of the enterprises
was as follows: 4% of micro enterprises, 19% small enterprises, 30% middle
enterprises, and 47% large enterprises. Almost all surveyed enterprises had
implemented and certified a quality management system, so when evaluating the
data we did not use this criterion for the distribution of enterprises.

Survey questions were formulated based on the requirements of normative
documents for quality management systems with a focus on using eight basic
principles of quality management. Based on questionnaires from which we
obtained interesting results, we can conclude that in the set of surveyed
organizations, the application of the basic principles of total quality management
was at quite a good level. Regarding the evaluation of individual policies, not all
areas with each principle are implemented in business practice sufficiently or on
the desired level (Kucerova, Vanova, 2011). In this paper we will focus on issues
with which we were investigating how are in practice implemented activities
related with the principle of leadership.

First we tried to figure out how that principle is understood and applied in
business practice, in quality management and whether there are differences in its
application in business practice, in organizations of various sizes. In this paper
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we present some results obtained from a survey of the issues to which the
questionnaire was designed from the following questions:

1. How is the principle of leadership understood in your organization?

2. Has an investigation taken place regarding the organisation’s mission,
vision and values with respect to changes of the external environment?

3. In your organization are the executives generally seen not just as authority
but also as a pattern of attitudes and procedures?

4. What is the involvement of top management to management of processes,
including improvement?

When asked “How is the principle of leadership understood in your
organization?” we have the following options for response (Figure 1):

a) key principle for quality management system

b) the key principle for a functioning quality management system

c) managers are an ideal model of behaviour for all employees

d) important for the competitiveness of the organization

e) important for the strategic direction

f) significant for providing the right resources for individual processes.
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Figure 1 - Graphical representation of responses to question no. 1

When answering a given question, the respondents ranged individual possibilities
according to the importance they attach to them. In evaluating this issue, we
expressed the values in the table using the weighted average.

The results of the responses show that the principle of leadership in
organizations, regardless of certification, is especially seen as a key principle for
a functioning quality management system. When considering all the
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organizations, the second place in order of importance includes the option e)
important for the strategic direction. The least important, respondents identified
the option f) significant administrative resources to provide for individual
processes.

Another issue we tried to determine whether the organization reviewed its
mission, vision and values with respect to changes in the external environment
(requirements of concerned sides, legislation, region, banks, foreign markets).
Respondents had the following options (Figure 2):

a) regularly

b) on the announced or emerging changes
¢) randomly

d) not examined

e) other

f) did not respond
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Figure 2 - Graphical representation of responses to question no. 2

As part of strategic management it is important to set out the future direction of
the organization, articulate mission, vision and values to be followed in
responding to them. From the answers to the question of the review mission,
vision and values with regard to changes in environment, we can conclude that
33% of organizations do regularly review, 41% at the announced changes, 12%
random and 11% does not do review.

When dividing a file according to an established quality management system, we
found differences in the implementation of the review mission, vision and values
with regard to changes of environment. The organisations with a TS 16949
certificate make regular reviews in 53%, with ISO 9001 in 28% and with AQAP
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only in 14%. It can be concluded that in organizations with the implementation
of QMS according to TS 16949 standards dealing with a review mission, vision
and values give greater attention than in the organizations with other type of

QMS.

With the following question, we investigated whether in the organization the
executives are in general seen not just as authority but also the ideal in the
attitudes and actions. Possible answers were (Figure 3):

a) yes

b) mostly yes

¢) mostly not

d) no

e) I cannot judge
f) did not respond
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Figure 3 - Graphic representation of responses to question no. 3

The mission of manager is primarily to ensure the fulfilment of the objectives of
the organization and to develop human potential in the organization. In fulfilling
this mission it is important to be worthy for others to follow as an example and to
motivate staff. When asked about the perception of managers in organizations in
Slovakia with the established QMS system, we found that 64% of organizations
are managers that are largely perceived as authoritative and a pattern in attitudes
and behaviour, which is important in terms of meeting the principles of
leadership.

In organizations with the system according to AQAP standards was this
perception manifested as the most obvious. 43% of respondents have chosen the
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unambiguous “yes” for perception of manager as an authority and pattern in
attitudes. No respondent has chosen unambiguous “no” (i.e. the answer d).

As one of the key tasks of leaders is making more effective the management of
activities (processes) in the organization, the next question was investigating the
involvement of leaders in this field (the issue). Possible answers were (Figure 4):

a) the active participation of management in the selected processes

b) the active participation only in management processes

c) active participation in the processes of generating profit of organizations
(implementation processes)

d) in cases of urgency

e) is not involved

f) other
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Figure 4 - Graphic representation of responses to question no. 4

The respondents had the possibility to designate more answers at this question.

Percentage assessment of the individual responses is expressed with regard to the
total number of organizations (117 organizations with QMS) and the number of
organizations certified under each model (69 organizations with ISO, 34
organizations with TS, 14 organizations with AQAP).

The question of the involvement of top management to process management was
answered by significantly the largest number of organizations, as illustrated also
on the above chart, by answer a) an active participation of management in the
selected processes. Furthermore, we can state that the top management is directly
involved in improving such processes that are involved in making profit of
organizations. These are probably also the processes that are owned by top
managers. Least of all was the possibility of responses represented by e) is not
involved. In response, “other” the respondents in most cases, stated the
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involvement of management to all processes. There were no significant
differences in responses while dividing the file according the QMS certificate.

3 CONCLUSION

Questionnaire survey, by which we tried to find out the level of applied
principles of quality management in industrial practice within Slovakia. We
obtained interesting results. We did not find striking differences between
individual sectors, although in some areas their appeared smaller or larger
differences in the applied principles of quality management. These differences,
however, mostly result from the specific conditions of the particular industry.

The best level of applying the principles of quality management was in the
automotive industry, which logically follows from the stricter requirements, as
stated in the technical specification of TS 16949. Managers in organizations must
deal with the new role of leader as an example of behaviour in attitudes and
values. As the survey has shown, the principle of leadership in all types of
organizations is mainly seen as a key principle for a functioning quality
management system. Of those surveyed organisations that answered “yes” 21%
and “mostly yes” 43% of organizations answered that managers are perceived as
authoritative and an example in attitudes and behaviour. The largest number of
answers “yes”, which means a clear perception of managers as an example were
in organisations with certificate according to standards AQAP (“yes” 43%
“mostly yes” 29%), for at least with certificate TS 16949 (“yes” 15% “mostly
yes” 49%).

Organizations with an established quality management system tend to review the
mission, vision and values of the announced changes, respectively emerging
changes. In terms of dynamic development and turbulent changes within the
current globalized world, such an approach is insufficient. Strategic management
is directed into the future and focuses on a long-term perspective. From this
perspective, it is necessary to regularly review compliance and deal with set
goals and aspirations with the requirements of the environment. Currently, the
organization and management could not wait for change, but they have to
encourage and incite them if they want to compete. Experience of successful
enterprises points to the need to be a step forward.

If properly fulfilling the principles of leadership, it is necessary to focus
primarily on the following areas (Paulova et al., 2010):

e censure the proper direction the organization, to pay the attention to
strategic management, regularly reviewing the mission, vision and values,

e to develop the processes in the organization and organizational structure in
accordance with the established strategy, needs and expectations of
stakeholders, to react flexibly to changes in the external environment
(market, competition, legislation, etc.),
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e not to respond immediately to changes, but to prepare for them
specifically,

e define appropriate managerial forms (management levels, functions,
responsibilities, competencies),

e develop leadership skills and qualities of managers (identification of key
competencies to be developed),

e strengthen mutual trust between managers (leaders) and staff, to ensure
the opportunity to provide feedback on personal assessment, evaluation
interviews, discussions,

e create conditions for effective communication, maintain regular staff
awareness of key issues concerning the organization,

e create an environment encouraging the creativity, culture of innovation
and improvement, by encouraging and supporting staff to design
innovation and improvement, be proactive in their daily activities,

e strictly follow the principles of business ethics and generally accepted
values, to integrate the ethical principles already into the strategic plans,

e ensure a positive perception of the organization by immediate
environment by the, applying the of CSR principles,

e build a corporate culture with clearly defined objectives, which is an
integrating element, connects people and helps to achieve the
organizational objectives and flexibly react to changes.

The personal involvement of managers (leaders) is a prerequisite for achieving
the above ideas. Fulfilment can be achieved by increasing the skills of managers,
their management and leadership skills as well as the knowledge in strategic
management, use of corporate culture in managing, motivating employees to
fulfil the objectives of the organization. The behaviour of the organization
leaders helps to create clarity and unity of the aim and an environment in which
the organization and its employees operate. Everyday example of managers /
leaders behaviour in accordance with the objectives and values is for employees
more motivating, more encouraging and worthy to follow than the declared
policy. The leaders must create a customer orientation, clear and visible quality
values, and high expectations. This concept stresses the personal involvement
required of leaders. This involvement extends to areas of public responsibility
and corporate citizenship as well as to areas of development of the entire work
force (Juran, 1998).

Organizations should create their own analysis of training needs of managers
(and other staff) and develop a training system that would respond to specific
requirements and needs of the organization and reflects its strategic direction.
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