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Purpose: Contemporary management seeks ways to foster competitiveness and to enhance
organizational development. This can often be achieved by carrying out activities that identify
and monitor stakeholder expectations and requirements. This article aims to show the
importance of stakeholders in the improvement of quality in an organization.
Design/methodology/approach: The multi-faced and multi-dimensional nature of the issue
(the role of a stakeholder in the quality improvement) and the identification of the covered
research areas was accomplished by means of a two surveys conducted in years 2011-2014 in
the Central Pomeranian region. The first survey was done in January-April 2011 and the second
in November 2013-April 2014. Therein, 600 organizations were interviewed in the first and
1107 in the second survey.

Findings: The study shows that stakeholders consciously influence quality in an organization,
which directly affects the need to improve quality (e.g. by the implementation of management
systems), enhancing trust, the satisfaction of the entities and the competitiveness of the
organizations. The use of management systems by organizations (e.g. 1ISO 9001), allows
companies to adapt to the identified market needs.

Originality/value: The results confirmed a correlation between the stakeholder and quality,
as the relationship between the quality and the internal/external stakeholder determine
improvement of an organization (perceived as a process). This results in, inter alia, the need to
continuously monitor and improve the processes, as well as to assess the level of
parameterization through the implementation of the management system (e.g. ISO 9001).
The stakeholders are important determinant of quality.
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1. Introduction

In order to operate and to be competitive in a rapidly growing market, organizations are
required to carry out intensive activities to identify the needs and expectations of stakeholders,
and providing services (development of products) in compliance with the designated and
accepted directions and requirements of the pro-quality management of an organization.
One of the most important determinants of implemented strategies is stakeholders’ satisfaction,
a correlation of quality of goods/services offered by organizations. This means that in the age
of digitalization, mobility, globalization, the growing awareness of stakeholder-held
possibilities, in particular, the impact they have on organizations makes it more important to
evaluate their level of satisfaction. A skillful and effective improvement of the organization’s
management processes, as well as a systemic approach to quality development allows
an organization to achieve a specific market position, an enhanced level of competitiveness and
to develop effective relationships and cooperation with stakeholders. Economic operators will
not achieve market success if the undertaken improvement measures are not aimed at quality,
which to a specific degree affects the price, loyalty (trust), flexibility or communication skills
(ease and effectiveness of communication).

2. Literature review

Stakeholders play an important role in the functioning and the development of
an organization, an industry and a market, as they are the main development engine of any
changes. This in relation to quality studies, can be compared to the Deming circle, more
commonly known as the PDCA (Plan-Do-Check-Act) (Hamrol, 2008, Olkiewicz, 2018).
In the management process, it can be assumed that stakeholders are individuals or teams that
affect the operation and the development of an organization or are subject to its impact.
As a consequence, there is a lack of an unambiguous interpretation of the stakeholder’s
definition in the professional literature. Accordingly, a stakeholder is:

e a group or a unit that can affect or can be affected by the organization’s actions,

e.g. strategies, management systems, products, services (Freeman, 1984),
e all those who are interested in a company, its activity and achievements (EFQM, 2007),
e persons or groups of people interested in any decisions an organization makes or any
activities an organization undertakes (PN-EN 1SO 26000:2009).
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e a concerned party — a person or a group of people interested in the operation or

achievements of an organization (PN-EN 1SO 9000:2006),

e a person or an organization, which can affect/be affected or perceive themselves as

dependent on the decisions/actions made by an entity (PN-1SO 31000:2012),

o all organizations independent of the environment, in which clients, business owners and
other functioning groups can influence organizations (Westrenius, and Barnes, 2015).

These definitions indicate that the unification of the identified shareholders does not

necessarily has to be difficult as it can include any entity (both economic and civil) that has

an impact on and can determine the activity and development of an organization. The simplified

approach allowed creating a criterion that is based on the significance the stakeholders have to

an enterprise (Dabrowski, 2010) by dividing them into two groups:

e main stakeholders — they have a direct impact on the organization’s activity (i.e. owners,

tenants, clients),

e secondary stakeholders — non-governmental organizations and media that have
an impact on the main stakeholders actions through the formation of public opinion.

There are also several subdivisions of stakeholder groups in the professional literature,

including: government, society, customers, shareholders, employees, suppliers, investor,

prosumers (Isopeskul et al., 2016; Garoui, and Jarboui, 2012; Paliwoda-Matiolanska, 2009);

internal and external stakeholders (Kostera, and Sliwa, 2012; Werther, and Chandler, 2011;

Freeman et al., 2007); local, regional, national and international stakeholders.
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. active in realations
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products (purchased with companies
. previously by him); directed at
CUSTOMER increasing consumption;
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Figure 1. Complexity in the identification of stakeholders. Source: own study. It should be noted that
in literature the most frequently cited categorization of stakeholders is the one that is based on the type
(Ludzinska, 2013; Nita, 2016) e.g. internal type (owners, shareholders, supervisory boards, employees)
and external type (competitors, suppliers, trade unions, customers, state authorities, media, financial

institutions and specific interest groups).
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The impact that specific stakeholder groups have on organizations can have an economic,
social, organizational and cultural aspect.

The level of persuasion they have on a company and the degree to which their expectations
are taken into account depends on (Paliwoda-Matiolanska, 2009a):

e the power of a stakeholder to affect an organization (an ability to influence and affect

the way an organization and other people operate),

o the ability to prove, both ethically and legally, the relationships with a company,

e priority (fast response to the identified requirements and expectations of stakeholders).

This means that an internal stakeholder (of an organization) (Werther, and Chandler, 2011)
is essential to the proper functioning and development of an organization, while an external
stakeholder only indirectly affects an organization. Companies wishing to function properly
and to develop should focus, apart from financial, organizational and technological aspects,
on the analysis of interactions resulting from a quality-stakeholder correlation (Olkiewicz
et al., 2017; Olkiewicz, and Wolniak, 2018; Wolniak, 2018).

A stakeholder-oriented direction, which includes theoretical and practical models, concepts,
tools that support the decision-making process of an organization, can focus on the important
parameter of quality (PN-EN 1SO 9004:2018; PN-EN 1SO 9000:2006; PN-1SO 10014:2008;
EFQM, 2013; Garoui, and Jarboui, 2012).

This is also linked to the bond between stakeholders and organizations, as well as the
strength of the generated relations achieved through the evaluation of:

e unsatisfactory quality (incompatible with the expectations Q < 0),

e satisfactory quality (in line with expectations, satisfying the needs of stakeholders

Q=0),
e quality exceeding expectations (satisfying the needs of stakeholders in excess and
increasing the level of new needs Q > 0).

This can result in rational or irrational stakeholder behaviour — which, in turn, will affect
organizations in various ways and to variable degrees of intensity. This shows that stakeholders
can have a significant positive or negative impact on an organization.

The stakeholder-quality created relations presented in Figure 2, could in fact be the
dependent variables in the development process of an organization (Olkiewicz, 2017;
Olkiewicz et al., 2019), as well as in its quality improvement and management system.
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Figure 2. Quality-stakeholder relationship. Source: own study.

From the point of view of quality improvement within the management system,
the stakeholder-orientated approach has gained importance due to the reason that eight quality
management principles (customer orientation, leadership, employee engagement, process
approach, system approach to management, continuous improvement, decision-making based
on facts, creating beneficial relationships with suppliers), expressed in the requirements of the

ISO 9001 standard, are strictly in line with the stakeholder-quality orientation.

3. Material and methods

The methodological assumptions and aims of the study are a result of author’s interest

in the subject of the improvement of organization’s management, in particular, quality

management. The research problems were formulated in the form of questions:
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Q1: Are stakeholders aware that they have an influence on the improvement of quality in

an organization within standardized management systems?

Q2: Are stakeholder requirements a significant need conditioning as to an organization

following standardized management systems?

The above questions were the basis for conducting a multi-faced analysis. The results
obtained were to confirm whether stakeholders have a conscious impact on the improvement
of quality in organizations (Q1) or whether only their requirements have an influence on
organizations implementing effective management systems (Q2).

The multi-faced and multi-dimensional nature of this issue allowed for the identification of
the covered research areas and to acquire full knowledge from the survey conducted in years
2011-2014. The first survey was done in January-April 2011 and the second in November 2013-
April 2014.

In the course of the surveys, 600 organizations were interviewed in the first and 1107 in the
second. The survey was carried out:

e inall SMEs (small and medium enterprises) classified entities,

e in 19 types of conducted business activity in accordance to the sector of economic

activity, and,

e in all entities with standardized management systems (based on the acquired responses

— 11 managements systems were identified, including 6 independent: ISO 9001,
ISO 14001, PN-N 18001, I1SO 27001, 1SO 22000, HACCP as well as 5 integrated:
ISO 9001 with 1SO 14001, ISO 9001 with 1SO 22000, 1SO 9001 with PN-N 18001,
ISO 9001 with ISO 14001, PN-N 18001 and 1SO 9001 with 1SO 27001).

In order to examine the dependence of stakeholder impact on quality improvement,
e.g. by the need to implement management systems, unit logit probability models for B1 and
B2 studies were identified.

4. Results and discussion

Detailed analysis of the literature has shown the connection between a stakeholder and the
quality. It is therefore important to establish whether the effectiveness and efficiency of the
relationship stemmed from the major factors determining each of the party. In the case of the
external stakeholder’s correlation with quality, the requirements and expectations of the
product, as well as the effects of the undertaken actions by an organization that made efforts to
meet these demands, were identified. Research showed that the respondents from groups B1
and B2 constituted a group of entities aware of the impact they have on the quality development
process in organizations (Figure 3).
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Figure 3. Use of strategic research in quality development. Source: own study.

In this case, the quality effect is perceived through the prism of development
(modernization, innovation, improvement — upgrade, replenishment) of a product, service,
method of provision, often resulting in the enhanced Iloyalty of stakeholders.
The implementation of these changes is dependent on the achieved level of consumption,
and thus, of the share in the market, which reduces costs of research and modernization of
organization’s resources.

For the purpose of achieving success within the external stakeholder and quality interaction,
it is possible to: increase the amount of pro-consumer research (with focus on interviews and
observations), introduce loyalty programs, reduce production costs by the implementation of
standards and by minimizing or eliminating defective products and complaints (zero defects
policy), improve by transferring activities and sales through the use of outsourcing or to
undertake actions that internationalize an organization, e.g. new outlets, new manufacturing
plants, new strategic alliances, mergers and acquisitions. The creation of such comprehensive
solutions for the external stakeholder would generate positive effects on the internal one.

This means that the relationship between the internal stakeholder and quality would be
based on the aspects of production, in particular, on the features and capabilities of human
resources, with the appropriately stable level of parameterization being an influential factor.
It should be noted that standardization, as a quality tool constituting the organization of work,
will not be effective in cases of a dysfunctional work environment, reluctance, lack of
commitment and motivation, misunderstanding of the idea or objectives of the undertaken
actions, even if workers have appropriate knowledge, experience or skills.

The lack of activities, which take account various social, cultural or civilizational factors,
may result in the creation of a poor organizational culture that affects organizational processes,
work and effects of the work. Model B1 has been identified as a means of assessing the
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relationship between the need to implement management systems (as a parameterization tool)
and the requirements reported by stakeholders. The detailed model holds the following
parameters:

Coefficients Matching Predictive power
Bo= -0.45846674 measures PAC
Bi= -0.8467673 R?.= 2.85%  60.76% credit R?

B.= 0.191990855 R%cs= 3.12%  50.00% sensitivity
Ba= -0.04657892 maqR%cs= 67.14%  64.25% specificity
R 465%

4.65%  Test 2
Rvz=  584%  y2,= 15.047040
RPcu=  465%  ,2,= 7.814728

AIC= 1.098065
BIC= 1.133181

If for the model unit the X; variable takes the external value, and X variable takes the
systemic approach to management and Xz variable takes the average value, than the probability
of a positive assessment has a rate of 40.33%. When the status of the X variable was changed
to internal values and other variables stayed the same, than the probability dropped by 17.86%
to 22.47%. In the worst combination of the response: Xi — internal value, Xz — intervention of
top management and Xz — very high value, the probability of a positive assessment reached
a level of 10.04%.

As a result of the obtained values in the model it can be stated that customers’ requirements
are an important need that conditions an organization’s implementation of standardized
management systems.

In the second study (B2), a statistically significant individual model was generated.
This further confirmed the above statement. The model was described by the following

parameters:
Coefficients Matching Predictive power
Bo= -0.45846674 measures PAC
Bi= -0.8467673 R2.= 2.85% 60.76% credit R
B2= 0.191990855 R%cs= 3.12% 50.00% sensitivity
Bs= -0.04657892 maqR%cs= 67.14% 64.25% specificity

R\ = 4.65%
4.65% Test 3%

Rvz=  5.84% y2= 15.047040

R’cu=  4.65% v2= 7.814728

AIC= 1.098065
BIC= 1.133181
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The unit model in the B2 study of independent variables with the following values:
X1 —external, Xz — systemic approach to management, X3 —small value, generated a possibility
of a positive assessment of 25.60%. However, when the X; value changed to internal,
the probability dropped to 9.72%. In the worst assessed combination: Xi; » — internal,
X2 — continuous improvement and Xs —no competition, the probability of a positive assessment
reached 8.93%.

Bo=-0.4585 Bo=-0.0211
Bl B2

B1=-0.8468 B1=-1.1619
Y Y

B,=0.1920 B,=0.0047

Bs=-0.0466 Bs=0.0185

Figure 4. Recipient’ requirements model conditioning the possession of integrated quality management
systems in B1 and B2 organizations. Source: own research based on studies.

The final model generated in the B2 study, dependent on one X, variable, which takes the
external state, creates a possibility to assess success at 24,57%. However, when the state
changes to internal, the probability reaches the value of 9.17%. The achieved parameters
describing the model allowed to state that there is a need postulated by stakeholders to have
standardized management systems in organizations.

The results confirmed the correlation between a stakeholder and quality. This can be
observed in everyday life, because it is the human factor that has a direct impact on the produced
quality in an organization, which is later supplied to external entities.

Standardization should be used to increase efficiency and effectiveness at the workplace,
by clearly defining the codes of conduct with parameterization, while transferring power and
responsibility. This approach significantly affects the improvement of quality in process
management and increases quality in the functioning of an organization.

It should also be made clear that the relationship between an internal and external
stakeholder can concern both the material (product-related) and non-material (understanding,
confidence, trust, information about a product and organization) aspects. These factors might
significantly affect the image of an organization, as well as the employees themselves, which
will have consequences in the creation of demand and loyalty.
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5. Summary

In conclusion, interactions created in the relationship between the quality and the
internal/external stakeholder determine improvement of an organization (perceived as
a process). This results in, inter alia, the need to continuously monitor and improve the
processes, as well as to assess the level of parameterization through the implementation of the
management system, which confirms Q1 and Q2.

This shows that organizations consider the role of stakeholders as an important determinant
of quality, forcing entrepreneurs to enact pro-quality measures, thus increasing the company’s
effectiveness, efficiency and competitiveness. It also guarantees the achievement of
an appropriate level of quality. Such activities also apply to limiting the impact the internal and
external conditions have on the effectiveness of the organizational process.
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