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In this paper, a short historical review and the research results are presented, which
are focused on the quality management systems used by the Hungarian SME’s. The
research was based on an original empirical survey, conducted using a random
sample of fifty managers from small and medium sized Hungarian enterprises. All of
them use certified quality management systems. The paper presents their current state
in the light of their responses, under several aspects. In conclusion, suggestions are
given for the problems, such as measurement, development, and education on the
research topic.
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1. Introduction

Currently there are approximately 11.000 companies in Hungary, certified according to 1SO 9001.
Fifteen years ago, in 2000, this number was only 3280, and thus the increase of the number of certified
companies is really impressive (Balint, 2004). Under this premise, the current research is conducted to provide
a better understanding of the companies’ ISO certification process and organizational behavior.

2. IS0 Certifications in Hungary

2.1.Possible Reasons of Increase in ISO Certifications

This increase of companies adoption of ISO certification can be explored through the following

guestions:

- Is the new version of ISO system (ISO 9001:2000) more user-friendly?

- Is the market requesting the certification? Could it be, as in almost all cases, that the supplier
evaluation checklists starts with this particular question?
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- Is quality system just a fashion phenomenon? Followed by further systems, like environment, IT

security, EHS system?

- Does certified quality systems create added value through controlled operations? And is it in a

business’s interest to introduce and certify?

Most probably there is no exact answer as all reasons are partly valid. The real answer can be
completed from all these aspects. Considering the significant differences between the “old” (Edition 1993) and
“new” revision of the 1ISO 9001 standard, four important factors can be identified:

- The “old” ISO system is quite complicated and for a proper interpretation, deep knowledge is

necessary. The ISO 9001: 2001 contains major changes:

- The “new” system is not only applicable for production companies, but usable for service

providers and institutions too.

- The modified system is fully customer oriented. Until recently, the continuous level of production

was targeted, now the customer is positioned in the middle of the activities (R6th, 2000).

- Requirement of quality system is harmonized with other management systems, enabling the

creation of integrated management systems (environment, EHS, IT security).

2.2. Market Requirements

In the last years, the existence of certified quality systems is more and more a requirement for possible
suppliers. Is this a reflection of customers’ requirement, or is the profession pushing work towards suppliers?
It is much to ask for a certification, than making a detailed and professional process audit, although the
causality between professional operation and certified quality system is not always given. There is a number
of small family-owned companies, where certification means not only a high cost, but does not influence the
daily operations. Technology and staff are given, processes are running, the ,,management review” was
achieved after ,,Sunday’s lunch" — but it was not called ,,management review”. Does certified quality systems
help making the business results better? Most probably not, but it does help companies to get more business.

2.3.Costs of Certification

According to a study made in 2008, certification cost of a company under 51 employees is between
500.000 - 1 Mil.) HUF (1850-3700 EUR) for 3 years. On average, 11.000 certified companies are generating
business of 2.750 Bil. HUF for certification bodies.

2.4. Certification Phase

Market is growing, once it is full, companies will not be interested to get certification anymore. From
a business point of view, it is a must to create a new system, set up certification standards and convince big
market leaders of a need. Also, it is necessary to certify the whole supply chain from the smallest company up
to the biggest one. We are not implying that certified systems are without value, of course, but majority of
those systems’ requirements are needed to be fulfilled, as it is a logical must. Let us consider the requirements
of the environmental, work safety, and IT rules. Nowadays, energy management systems are under installation.

2.5. Quality Management as a Tool of Business Excellence

Spending 10 years in quality management, the answer is most definitely yes, that the quality
management as a tool of business excellence. If during the establishment of the system’s business efficiency
was set as a major goal, keeping procedures resulted ,,automatically” in business success. If it is a bureaucracy
or a copied system, the requirements of ,,real life” and the quality systems are never meet.

Glaser-Segura, Peinado and Reis Greml (2009) presented the results of a survey conducted via
managers from 248 companies from Argentina, Brazil and Romania. They measured practices related to
quality, waste reduction and supplier management, as well as their managerial and HR support practices. The
result of their study shows that the achievements in emerging and transition economies are not as good as they
are in developed countries.

Ebert, Tanner and Tutures (1998) carried out an extensive survey involving Romania’s manufacturers,
which are adopting lean manufacturing and quality systems in order to improve their competitiveness, faced
with the fierce conditions of the global market. They argued for the need to change the syllabus of operation
management and other engineering subjects taught in the country’s schools.

According to Glaser-Segura and Anghel (2003), the quality problems of Romanian manufacturers
were caused by the influence of old values, from the time prior to the revolution, when the communist
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government dictated the levels of quality, prices, production volumes, logistics programming and other
decisions related to the production strategy. Marinescu and Toma (2008) produced a case study which pointed
out that lean production could be successfully applied to Eastern European countries, such as Romania. The
main achievements of lean implementations are: waste reduction, increased productivity and better teamwork.

3. Methodology of Research

The questionnaire-based quantitative survey was carried out involving employees and managers,
represented mainly from the capital city and western side of Hungary in 2010. Until the closing of the survey,
we received 55 answers, out of which 50 responses were gathered from the targeted and researched company
size, namely small and medium size enterprises. Additionally, personal structural interviews have been
conducted with 5 partners. These interviews assisted as a qualitative method in the formation of the
questionnaire, as well as in the evaluation of the findings.

Questions were focused on the following areas:

- Qualified quality system supports the organization to reach business goals.
- Instructions are known and followed by employees.
- Complexity of quality system.
- Continuous improvement.
- Follow up of key performance indicators.
- Preparation of audits.
- Typical tasks of quality organization.
The full research question instrument are listed in Appendix 1.

4. Analysis and Results

4.1. Tasks of Organization’s Quality

Main task of quality organisation

BProduct control-prevent customer against delivery of non-conforming products
BProcess control
OManaging production problems

OKeeping QM system

B Representing company during audits

Figure 1. Tasks of quality organization

The number 1 position of the ,,control function” of quality organization is not a surprise. It was valid
30-40 years ago, when the ,,perfect quality was equal to more strict control” (Szabd, 2012). Sometimes the
opinion ,,production should produce; quality should control” is coming up in daily operations and the
research’s result.

Seeing the business success of the company, this opinion is quite dangerous. The ,,conform product
and the “sellable product” is not the same. There are conflicts between interest of the company, producing
more for less cost, and interest of quality staff, being more important in hierarchy of the company - no failure,
no need for quality staff.

t3]
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4.2. The Use of Certified Systems in Helping to Reach Business Goals

Based on a survey result, the answer to question “Does certified system help to reach business goals?”
is close to ,,yes”, as figure 2 shows.

25
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Certified quality management system supports business results
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6
| | I
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Figure 2. Effect of certified quality system to the business result
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The average of the answers is 4.04 and the distribution is asymmetric as the majority of responses are
on the positive (4-6) side. This reflects the opinion of leaders and it shows the good news that the decision
makers are convinced about the business advantages of a quality system. It can be supposed that necessary
resources will be provided for the quality team to build up and maintain a quality system.

In this framework, we aimed to answer the question “Is not it valid for the lower level of organization,
to0?” to exhibit the inclusion of employees in the quality service. The results are presented in figure 3.
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Figure 3. Are procedures known by the employees?

Fully

For figure 3, we studied the research question “Are descriptions and procedures known by
employees?”. Average for this question is 3.55, but the distribution is more interesting. In a previous question,
25% of the answers were on the ,,negative side”, now 23 answers are stating negative opinion, which means
47% of total answers. In other terms of explanations, although the management support is there, the employees’
support is at least ,,Jlimited”.

114



Nyerki, E., Lippert, R., Nyerki, E. Jr, 2015. Producing Just Papers or Creating Added Value? Snap-Shot about Quality Systems at Hungarian SMEs.
Expert Journal of Business and Management, 3(2), pp. 111-118

The next surveyed topic regards the following of rules: the reached 3.55 shows the same value, as in
a previous question, but the distribution of answers is more asymmetric, 57% of the answers falling into the
negative pole of the response. This is an indication that there is a gap between real life and quality system
requirements. Some people do not even know what procedures to follow, but there is a portion that knows, but
fails to do so.

All employees following the quality procedures during daily work
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Figure 4. Following of quality procedures

One possible reason for non-following rules is the complexity of the rules and procedures. This
particular topic highlighted the following results:

Following rules due to the complexity of quality system is impossible
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Figure 5. Is QM system complex?

According to 61% of the respondents, the answer is ,,no”, which means the system is not complicated.
Worryingly, the remaining 39% of the responses showed that due to the complexity of the system, there is no
possibility to use it. In this case, quality management system is a fascinating aspect, known by some special
skilled people.

Under these conditions, we asked “How can the continuous improvement work under these
circumstances?”, and the answers are visually presented in figure 6.
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B Quality responsible documents some improvement actions prior audit
B Cross functional team defines some improvement prior audit

OCross functional team working continuously

OQuality responsible works alone continuously

B Boss defines improvement, should be implemented

B 0thers

Figure 6. Continuous improvement

Improvement is really continuous according to 29% of the researched companies’ respondents. 15%
are doing an improvement, prior to audit, and further 15% of responses show that there is a ,,lonely hero” effect
in creating things if they can be sold throughout the organization, and this means that he can win. If not, the
process will work only on paper. ,,Continuous improvement” as mandatory task for audits is 36%, and in 11%
of cases the boss is bringing ideas in and they should be realized.

4.2. The Need for a Quality System

It was almost agreed, that certified quality systems support companies to improve the business results,
but based on the opinion about the main purpose of the system, 2 groups can be identified: for group 1, the
system really helps; for group 2, it is crucial to ,,survive” audits so that companies can publish certifications
for customers.

Therefore, the last research question asked the opinion about the main purpose of quality systems. In
figure 7 we can observe the outcomes. Thus, 28.6% of the researched companies stated that quality system is
a supporting tool, 32.7% said it could be a good tool if it worked properly. For 26%, a quality system is a
mandatory task requested by customers, and for 6%, it is not necessary.

In the best case scenario, with ratio 40:60, the quality system is a tool and not a goal.

| think, quality management system ...
Others

could support business result in case of prpoer
usage

mandatory due to customer requirements _

supports business result

for us not necessary, is good business for
certicication bodies

Figure 7. General statement about quality system
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5. Discussion, Conclusions, and Proposals

The research has confirmed that there is a measurable gap between written procedures and the daily
operations of companies. Seeing the development of quality management systems in Hungary, the behavior is
almost natural. Until 1971, quality work was equal with quality control (Szab6, 2012). Quality systems were
initiated by the government from 1980, with the support of Professor Shiba from Japan. When governmental
support and financing stopped, companies interrupted the development of the quality systems (Kovécs & Uden,
2012). After the regime change in 1990, joint ventures and multinational companies were grounded, and from
that time, it was a natural task to build up and certify quality systems (Szab6 2012).

In order to keep the system as part of the usual daily operations, authors are proposing to establish:

a. Measurement. For this aspects, companies should operate under the idea of “Get measured — get
improved”. Establishing KPI metrics and following them up frequently. It is recommended, that not only
“quality related items” should be measured, but also the expression of all parameters in relation to business
influence. Sometimes asking quality staff, what is the ,,re-payment” rate of their salaries?

b. Development. With support of upper management, this development suggestion could be
implemented by starting a process review, and if necessary, adjusting the process. Involving the management
is the key: if they are treating the action as ,,investment into the future” it will be easier to convince the staff
about the project.

c. Training. The basic rule: quality management is not equal to quality control, and should be deployed
during all possible sessions. It must be clear for all employees, that structured operations and ,,data-based”
decisions are necessary not because of the audit, but because they are in the best interest of the company.
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Appendix 1

Research Questions of the Measurement Instrument

What are the main tasks of a quality organization?

Do you think, that certified quality system support reaching business goals?
Are quality procedures known by all employees of the company?

Are quality procedures followed by all employees of the company?

Do you think that the installed quality system at your company is complex?
How are you performing continuous improvement actions?

What is your general opinion about quality system at your company?
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