THE ROLE OF QUALITY MANAGEMENT IN A COMPANY’S
ORGANISATIONAL STRUCTURE

GYENGE Balazs (HU) — KOZMA Timea (HU)
Szent Istvan University, Godé|IHungary

ABSTRACT

The philosophy of quality management, its practggastions and the everyday difficulties of
its initiation have become the most important peats for the companies of our days’. For a
company, quality management is a complex functi@t beyond technical and controlling

affects the structure of the company. These dayajty management is more than a mission;
it is more like the pledge of long-term existeridg.comparing the characteristics of company
structures and by considering special needs ofityuahtters, we can remark that respecting
the structure formation of an organisation and gul@aent of elements of quality matters we
need integrated approach. In this paper we interelaborate some structural possibilities of
quality management function in case of differemgamisation types.

KEY WORDS: quality management, organisation structure, integrarganisation structure,
quality direction system

INTRODUCTION

The philosophy of quality management, its practggastions and the everyday difficulties of
its initiation have become most important probldmsthe companies of our days’ which
need constant care. For a company, quality andtguabnagement is a complex scheme
which extends over the structure of company managéemthe operation of applied
technologies, handling of information and even sgcuThese days, quality management is
more than a quest; it is more like a requiremeraetonet. Often it is not merely about gaining
competitive edge. Advanced quality management leasrbe a qualificatory factor without
which a business almost cannot be done (referaantq, T. 2004.)

Establishing quality matters, we have to measuteeeihe extent of the given institution or
the available resources. Having considered thedyreletermined limits and capability, we
can start to consider of actual tasks. By the lo¢lpesults we get during analyzing we can
determine a certain quality assurance minimum anihér quality assurance levels. Even in
the case of different institutions one can findt&@ieroperational identities among these levels
that can even be standardized (refer to: standdirggality matters.)

MATERIAL AND METHODS

As one will certainly feel, it is a strategicalipportant task for a quality management system
to be fitted into an organizational system. It walso affect an organization’s long-term
profitableness. Hereafter we are dealing with tiniportant question and analyzing the
possibilities of fitting the elements of a qualiyanagement into the company roles. The basic
hypothesis of our method of analysis is that seépdrdunctions provide more effective
organization than a diffused ones would. Therefme are going to compare different
functional forms of organizations. (Note: in theseaf diffused structure along with lack of
separated quality management functions, the tastgadity management may arise randomly
inside the organization.)

The great drawback of diffused organizational $tmecis that the different interests are hard
to synchronize. To do so, it is even hard in theecaf a well organized structure. Not
impossibly the heads of certain divisions do narstthe same interest opinion, and do not
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participate equally in reaching the goals of enisep level quality assurance. This
disharmony of interests demands organization iategr and super-orientated organizational
goals.

RESULTS AND DISCUSSION
Basic organization structures
It is always the head of the given institution fhatthe first place, is in charge of quality
management system. Because of the above mentiasddr the head of the institution, it is
worth creating an independent post that is to congaality assurance. The appointed person
is subordinated to the head of the institution.sTperson is to design, coordinate and check
the tasks in connection with quality managemenganization, maintenance, development
and supervision. The person responsible for crgatimd operating the quality management
system (hence QMS) has to show such innovativeactanstics that commit others to this
matter. This mutual commitment guarantees the eddiom of an effective quality
management. The areas of responsibility that amiafgdl quality matter executive has are
the following (Szabdné Szalanczi, 2004):

- elaboration (customization) and execution of QMS,

- elaboration and regular check-up of documents,

- check-up of labour according to documents,

- demand of fulfilment of requirements from everybody

- elaboration and operation of inner communicaticstey,

- preparation and execution of inner quality check;up

- continuous quality analysis,

- quality analysis providing problem solving to preimis that occur in connection with

certain services.

Consequently, the top quality assurance execuivesponsible for elaborating and executing
of quality management and any collateral activiégaed. This is man-sized post that requires
a person who is able to achieve the collaboratioavery participant of this procedure. To
elaborate one have to be fully aware of what pafrtstructures are sorted according to what
frame (note: efficient quality assurance require€grain organizational level therefore the so
called simple or flat organizations are not goiadp¢ concerned.)

The organizational forms analyzed are the following
- functional,
- divisional,
- matrix.

Place of quality assurance in functional organizatin

Organizational forms are different in the methofidivision of labour — in the first place, and
other factors e.g.: responsibility, coordinatiomnEtional, material or regional methods can
be the most likely used methods of division of labdt is functional division of labour if we
separate more or less homogeneous professionaltiasti.e.: production, HR, purchasing. In
the case of material division of labour, productsthe product-mix as well as the different
customer groups define the arrangement method diogoto which we should dedicate tasks
to structural levels. The basis of partition of iee@l division of labour is given by
geographical means.

Functional type organization is to assure the teethmess of the management by giving the
right to instruct to those executives who are thesthrcompetent in the given field. These
executives, on the one hand, divide the managerenthe other hand, they train another
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board of executives the members of which, as headsat new board, give instructions to
every subordinate. In a functional structure, amcetive is only responsible for a certain
speciality, therefore his power is limited and la@mot be called to account for everything.
Strategically important decisions are still madehigh management that eventually time-
consuming and results in decrease of flexibili@y€nge, 2004) This could be applied to
guality management, although an executive trairsge@ally to this task can be much more
effective in his filed. We can depict functionaiugtture in the following way.

Figure 1: Functional organizational structure

Top executive

Bursar Purchasing Head of quality Commercial
management director

Level of executive employees

Characteristics of functional organizational stanet
- management according to functions,
- itis built up on the division of labour principle,
- competences are characterized by the centralizatidacision rights,
- professional and strategic management are sepadaeidions of strategic importance
are made by high command.

Conditions of elaborating a functional organizasibstructure:
- firm market needs and environment,
- not too differentiated range of goods.

Advantages of functional organization:
- efficiency rises in more fields due to proficiency,
- in a certain field, flexibility can show up due tlrect professional control which
results in a limited advantage (however considettiregorganization on the whole, it is
usually the other way round; structural inflexityilis more common).

Disadvantages of functional organization:

- it operates with a fundamental vertical coordimatiso horizontal coordination are
within narrow bounds and this is unfavourable cdesng quality management;

- it needs more and more coordination input as itwgrgsometimes even over-
functional management may occur);

- it can be time-consuming in the case of multistag@agement;

- the synchronization of acts of different administsais not always perfect and
coordination may be confined within strong funcéibbhoundaries;

- in the case of large companies where productiomase complex, pure functional
controlling is not always efficient — subordinatsoare highlighted that can cause
conflicts.
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Place of quality assurance in divisional organizatin

The next level of organizational development candbasional structure. This kind of
structure is becoming more and more usual in tse cf large companies. Certain parts and
divisions of a company are separated and gaingse#rnance. Divisional structure often
comes to existence spontaneously as an outputr fasts during company development
(such factors like products, distribution fieldsstomers, or even activity). Division of labour
can either be objective or regional which means tina division of the company is usually
done by the principles of products, customers, arket regions. Quality management may
not be emphasized but it operates on the leveliw$idns. To place an individual quality
management unit, we have two opportunities as weheadle tasks either on central level or
on division levels. Management on divisional legah be understood as analogy of a more
simple functional structure. Though, such centeak$ exist that requires enterprise level
onmanagement (centralized quality functions), whikcentralized functions come under
divisions’ influence. The essential of handlingidignal functions in quality management
shows itself, if it is varied in divisions. Accordj to these, the appearance of quality
management dissever to decentralized divisioncanttalized areas.

Figure 2: Structure of divisional structure
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The advantage of divisional organizational struetis that we can properly handle the
specialities of different divisions. Furthermoregrtain problems of quality management
system of a division occur separately and theiluarfce are less disturbing on enterprise
level. However, disadvantages come about along sdiiitions. Supposedly, on enterprise
level, more resources would be needed for solwmmhharmonization.

Characteristics of divisional organizational stouet

- itis the organizational form of large-scale entesgs with a wide variety of goods and
a lot of markets;

- the concept of strategy is elaborated by headqgsarte

- financial performance can be measured division lwsidn, though the share of
divisions could bring on some debate;

- divisions are administered by division heads whdigpate in decisions of strategic
importance. Divisions have their own managing axetative apparatus.
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Conditions of elaborating a divisional organiza#bstructure:
- this kind of organization can be elaborated if mpany has wide variety of goods and
heterogeneous product families;
- goods, customers and regions should be handlexparate ways;
- divisional structure is practical if the organipatioperates in a dynamically changing
environment

Advantages of divisional organization:

- autonomy stimulates productivity and it is highlyotmating in respect of quality
management;

- certain divisions are strongly market oriented,ytloan maintain better supported
quality principles;

- flexibility and pace are present even on enterpesel;

- divisions usually customer-oriented;

- headquarter is exempt from operative burden sart @oncentrate on strategy and
central activities;

- great advantage is the so called ‘partition effeat' means that problems of a division
do not affect another division;

- this system can easily be widen or narrowed.

Disadvantages of divisional structure:
- decentralized autonomic units do surplus labouukaneously;
- heads of autonomic activities are often one-side¢htds their own field which may
damage enterprise interests;
- arisk of hypertrophy of the headquarter is presesa called ‘hydrocephaly’;
- conflicts among divisions are frequent (respecyitelmotivating and accounting).

Place of quality assurance in matrix organization

This type of organization was considered to be gg@orwhen it came to existence as it used
two methods on the level of primary division of dai. One of the methods was the already-
well-known differential according to functional fiiks. Detachments according to separated
areas and branches came into existence collataasllgecondary organizational standpoint.
Kinds of standpoints can be e.g.: breakdowns acugitd projects, goods, customers, regions
and markets. These methods are closely connectatctoother, though we have to be aware
of that in this organization both dimensions shdo#dof similar degree. That is, the heads
make decisions together independently of their dsi@al competence. As for employees, it
means that they have two bosses at any field ofotiganization who make decisions

cooperatively. Matrix structure comes into existemath keeping the traditional structure, but

certain employees are assigned to projects foriapgoals. Dependency on functional head
remains, but employees are responsible to the xmatnager.
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Table 3: Structure of matrix organization

President General staff
|
[ I I I [ I
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Product 'A’
division
I
Product 'B’
division
I
Product 'C’
division

In this organization, decisions of quality mattare made by the head of quality management
and the head of the branch in question togethey; étso take the responsibilities jointly.

Characteristics of matrix organizational structure:
- functional and material division of structures sitaneously;
- horizontal ‘project leaders’ concentrate on onlgieen field, while functional leaders
concentrate on the whole organization;
- every employee is under double supervision.

Conditions of elaborating a matrix organizatiortalsture:
- dynamic market environment;
- production of new-made and/or highly hazardous gpod
- sophisticated inner communication is not a plaial dput it is essential for operation;
- only employees and heads who have good commumedtgkills and who endure a
lot of conflicts can work together effectively asldoulder compromises deliberately.

Criteria of elaborating a matrix structure (Nente399):

- the goals of certain units and organizations hauveetin accordance;

- every unit has to have separate budget;

- leaders of organizational units have to possedaimmmpetences;

- the output of a unit is the input of another;

- division of labour should be prepared in a waylsd & professional could have some
time to help the work of project leaders;

- salaries, rewards, promotions of employees shoellcthbasured according to the work
they done.

Advantages of matrix structure:

- the so called ‘market proximity’ is maintained bwrket orientated branches;

- this structure is advantageous if the cooperatrmh@mpromise of heads of different
dimensions is positive (if not, it can be a disadage);

- if cooperation is favourable, it will create an awative, adaptive environment of
labour that stimulates productivity and competition

- itis a kind of structure that can adopt easily goatkly to changes and concentrate on
experiences.
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Disadvantages of matrix structure:
- the atmosphere of trust, cooperation, problem sgland intensive communication is
extremely hard to create (it often induces discaydif successful leaders);
- double management is a permanent source of clasbletions come during debates
or meetings;
- the degree of controlling is low.

The place of quality management at the non standardrganization structures

The organizational structure of future companiamarily differ from the forms described

above by the blurring of the corporate boundariest twill change the organizational
structures. The disintegration of the traditionajamizational structures will lead to complex
network, virtual and global structures.

Network like organizational structure

In the development of the organizational structuoésthe future, the more and more
frequently used “outsourcing” plays an importanterdt means that the necessary services
(works), or expertise for an organization are bengvided by a different (legally separate)
business on market-based grounds. Outscoring caanbabvious solution for the quality
management, if sufficient level of cooperation $swable, and so is the eternal dilemma to
ensure that the outsourcing company should not naxeey too much from the outsourcing
activities, its goals and motivations, while theofpssional management is legally and
organizationally separated. In outsourcing an irtgdr key factor is that between the
outsourcing company and the outsourcing provideretishould be a much closer than just the
traditional strategic alliance. In this busineskatrenship the classical corporate boundaries
are no too sharp and the management is linked imeraus connections. In this organization
the quality decisions shall be made by a separafessional board, but the responsibility lies
with outsourcing. The organizational relationstipttcomes to existence in the netwotk like
organizational structure will be introduced by limear-functional organizational structure.

Figure 4: Outsourced quality management
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Global organisational structure

Similar to outsourcing, globalisation and interoatlizing also has a great effect on
organisational structure. The company of the fytespecially in case of multinational great
companies, requires an organisational structurelwis diffuse in a geographical way, or it
can even cross country boundaries. The divisiorgdrasational structure goes well with the
geographically separated organisational structiie pairs with effective information and
communication solutions. In a quality managemernhtpof view these organisations may
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need local quality management representatives anttat organising members, creating a
multy level system.

Virtual organisational structure

With the spread of the internet different businesslels could have been created, which can
be quite unusual in comparison with the traditiostalictures. For example virtual companies

neglect partly or totally the real organisatiorusture. In many cases the big part of activity

are created during electric processes. In thesangtions the quality management does not
require organised construction, but well-plannedngardised processes, standards and
transparency tracebility are needed, which is piseided by the internet-technology.

CONCLUSION

Analyzing the above mentioned, we have come tdddewing conclusion: there are more
and more special requirements of successful quadityrolling that have to be fulfilled even
in the cases of the functional company structubese.

1. '‘Quality management can only operate effectivelyhirizontal connections are
measured’ according to one of the requirements

2. Advanced communication is essential in quality ngegmaent. This should be reflected
in organizational structure. Quality business auutistitutionalizes continuous
examination of the system (Szab6éné Szalanczi, 2004)

3. Elaborating the staff, we have to lay quality maragnt. The staff can be combined
with the above mentioned structures.

4. Like logistics, quality management requires intégea approach (see Szegedi, —
Prezenszki, 2003) Not only do we have to pursuergization on functional level,
but achievement on enterprise level. Structurakisthiment of this can be achieved
by staff, elaborating accentuated vertical manadéwg!, or by reinforcing central
functions.

5. Quality assurance should be the exquisite philogaftihe whole organization rather
than only a simple structural solution. The goatasapply such structural solutions
that assist the evolvement of this philosophy.

We can cultivate the basic models of organizatiostalictures according to the above
mentioned statements. It is important to emphaserdral roles, integrative solutions, and
secure the synchronization of communication. Ifeéktent of organization makes it possible,
it is worth appointing speciality deputies whosspansibility can include — besides the usual
— surveillance of quality matters (management iaratteristically multi-linear.) Under all
these, the suggested structures and solutionbafeltowing:

Figure 5: Modified version of functional organisatal structure
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Figure 6: Modified divisional organizational struct
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Figure 7: Modified matrix organizational structure
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The fewest modifications are suggested in the madtructure, because its advanced
communicational channels and the consultative cheniatics are perfectly suitable for
effective quality management.

To sum up the matter, we will say that these stmast are provided as starting points for final
structures in which integrated structure is the tmogortant aspect to be validated and
advanced communication channels would come up ¢o ekpectations of management
structure.
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