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MANAGEMENT CAPABILITY - ACONDITION FOR BUILDING A SOLID QUALITY
SYSTEM

CIIOCOBHOCT HA MEHAIIMEHTOT - YCJIOB 3A TPAJAEIBE JIOBAP CUCTEM
HA KBAJIMTET

Elizabeta Mitreva®

Faculty of Technology, Probishitp, Goce Delcev University, Shtip,
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Abstract

In order to build a solid system that provides quality, the very first thing that is surely
necessary is the involvement of each employee, further on, time and knowledge, cooperation
among the staff and a sense of teamwork. The introduction of the quality system is teamwork
therefore in the environments where the rights and regulation for teamwork are not obeyed this
system could be evaluated as unacceptable. One of the hugest changes that are demanded
starting the implementation of the TQM (total quality management) strategy within Macedonian
companies is to adjust the mentality, release the old habits and the transitional syndrome.

In this paper the following inputs are being given: the findings from the researches in
terms of capacity leadership in the Macedonian companies, capability of the managers for a fast
decision-making and the readiness for a teamwork according the criteria for wining a European
award for quality as well as the directions which each Macedonian company needs to take in
order to promote the management system through new TQM strategy, development of staff and
teamwork, as well as promoting the processes far earlier before purchasing new technology,
especially IT.

Key words: TQM strategy, quality providing system, leadership, management teams.
Ancmpakm

3a oa ce uzepadu 0obap cucmem 3a obezbedysarve Keanumenm e NOMpPeOHO AHSANCUPAIHE
Ha cume 8pabomenu, e NOMpebHo 8peme U 3Haere, COpabomKa mery epabomeHume u CMUCIAa 3a
mumcka paboma. Bosedysarwemo cucmem 3a xeanumem e mumcka paboma u 60 cpeounume
Kaoe He ce NoYumyeaam npasuiama 3a mumcKka paboma moxice yuime 00 NOYemok 0a ce OyeHu
Kaxo Henpughamaus. EOna 00 Hajeonemume npomeHu kou eu bapa nosama TQM cmpamezuja
(Total Quality Management) koea ce pabomu 3a MaKeOOHCKUmMe KOMNAHUU € NPOMeHA Hd
MEHMAnumemom u 0cioo00ysarse 00 cmapume HAGUKU U MPAHIUYUOHUOM CUHOPOM.

Bo 060j mpyo ce 0adenu naodume 00 ucmpas’icy8arbama 60 no2ied Ha Kanayumemom Ha
JUOEPCMBOMO 80 MAKEOOHCKUMe KOMNAHUU, CHOCODHOCMA HA MeHayepume 60 O0OHeCY8arbe
00NYKU U CHPEMHOCM 34 MUMCKA paboma cnpema Kpumepuymume 3a oobusare Eeponcka
Hazpaoa 3a Keaiumen, Kako U HACOKUme Hu3 Kou mpeba 0a NOMUHam MaKkeOOHCKUume KOMRAHUU
3a ynanpeoysearbe Ha 0el08HUMe npoyecu, npouzgooume/yciyeume. Pewenuemo e najoeno 6o
YHanpeoyeare Ha MeHayumenm cucmemom npexy rosa TQM cmpamezuja, paseoj na kaopume u
MUMCKO pabomerbe, KaKo U yHanpeoysare Ha npoyecume u moa 0aieKy nopamo, npeo Kynysaroe
Ha Hoea mexHono2uja, noceono IT.

Knyunu 360posu: TOM cmpamezuja, cucmem 3a keanumem, 1u0epCcmeo, MEeHAuMeHm mumosu.
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INTRODUCTION

The management in certain companies that are tending towards implementing of TQM,
but also bearing in mind the necessity to improve their business processes, stimulates generating
of new ideas, undertaking codification actions or transfer of ideas coming from the staff in any
explicit form of their implementation. The generating of new ideas is a result of innovativeness
and creativity of the employees and it could be further stimulated with other given activities
straight from the management. The road to success:? leads towards implementation of
improvements of innovations of the business processes, creating an innovation climate from the
management side, which stimulates one to a creative thinking and original solutions. Main
designer of the innovation climate is the top management, that needs to be enthusiastic for
innovations, and being innovative himself/herself — thinking outside the rough schemes of
business and being open to new ideas, ready to accept the risk, and to be able to provide the
necessary resources for realization, being able to listen, able to encourage and support the
employees, to be able to trust and able to be tolerant to any failures and errors. The number of
leaders and managers ready for teamwork is very small, in terms of Macedonian conditions.

Managers are expected to ease up the work and to teach, helping to create an
environment where the individuals of the teams will achieve their optimum, and not playing
experts themselves.

FINDINGS AND ANALYSES OF THE RESEARCH FINDINGS

The analyses were implemented over Macedonian companies in terms of capacity of the
leadership and capability of the managers for decision- making and capability for teamwork. The
researches were done through questionnaire and a detailed analysis of the condition®,

Regarding the grade of success in a company, one of the parameters that represent criteria for
winning a European award for quality is the leadership capacity.

The structure of the examined companies (151) — the participants in the research
according the economical activity that it belongs to (National qualification of activities -NKD
Rev. 2 —““Official Gazette of R. of Macedonia” no. 147, 26" of November 2008) is given in a fig.
1.

Dagriculture

7% 6% 20%

@ processing industires

Ocivil engineering
Otrade

1 8% M transport

O accomodation facilities

20%

B finance and insurance

Fig.1: Companies’ participation divided according their economic activities

The behavior and the measures that are undertaken by the top management and the other
managers need to be inspiring, supporting and to be able to promote TQM, and to create a
working atmosphere with trust and respect.

! EFQM, Common Interest Day Workshops - Management of Innovation, Quality Link Vol.9, No 51, December, 7-11 (1997).
2 EFQM, Successful approach to the Management of Innovation, 1998, pp.5.

% E. Mitreva, Integral Methodology For Designing And Implementing Of TQM System Within Companies, Doctoral
Dissertation, Skopje, 2010.
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In order to receive proper information on the behavior of the leadership in Macedonian
companies, and how the top management is creating a working atmosphere within their
company, here is the data:

¢ 80 of the examinants, or 53% have presented that the working atmosphere is built with a
stern working discipline;

e 28 of them, or 19% are using the factor motivation in order to create a solid working
environment;

e 24 of the examinants or 16% have declared that the presence of increased trust and
respects as well as the absence of fear through explication of everyone’s opinion is a
possibility for creating quality relations;

e 19 of them or 12% have declared that the working atmosphere is built by monitoring the
employees.

The balance between the company’s interests and the human rights of the employees is a
subtle load on the side of the company. But, even though that the company would protects its
interests and would establish an order and discipline, still, if there is no implementation of
various motivating activities, there will sure be a shortage of business results. Private companies
led by the desire to release the socialistic syndrome have implemented a authoritative
management style of the owner- the manager, where any teamwork is considered as a waste of
time and the involvement of the employees within the decision-making is taken as a self-ruling
and violating the owner’s integrity.

The quality providing of the companies is requesting an involvement of the top management,
proper election of the teams for solving problems, as well as an improvements of the business
processes. For that purpose, the researches that were implemented within Macedonian companies
were done in order to receive a proper picture of the manner of solving problems, existing of the
managerial teams, building of teams’ trust, as well as how much do the managerial teams
influence over the improvement of the business process itself.

Regarding the question of the frequency and the efficiency of the teamwork on a managerial
level, here is the data, (fig.2):

6%

12%

D there are teams but their job is

unporductive
W almost all decisions are made

within the menagerial teams
Ocasually

Ono

Fig.2: Managerial teams existing within the companies

e 65% of the examinants have declared that there are permanent managerial teams, but
their work is not productive. Those teams are led by managers with an old style that are
not changing the team, following the hierarchy chain in order to achieve the aims of
quantity, asking for a constant loyalty towards the executive, hiding and modifying the
information;

e 17% of them have declared that almost every decision is made by the managerial team.
Those teams are sharing and complementing the knowledge and the information with
everyone that is needed and those teams are led by managers that are developing the
TQM strategy. Those managers are team leaders, reaching over the functional lines,
working with everyone in order to achieve quality results. Those team leaders are
becoming professionals and are assigned with important tasks to a many different
functions. The election of the team members is the base of the results from their work and
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the professional abilities. Those teams are dealing with clearly established standards for
awarding and sanctioning, they give a clear orders and precise instructions of the
employees and as a result of that there are no conflicts, there is a solid working
atmosphere and sufficient business results.

e the nonexistence of constant managerial teams within the companies (about 6%) is
referring to the fact that the managers are dealing with activities that are not ones of an
interest of the company, which results as a mistrust to the employees as well as a mistrust
within the managerial teams.

The basic problem of the Macedonian companies is that the managers consider the
improvements programs as unnecessary and that thanks to the knowledge and the skills that they
own, they are placed on the current position. Participation to those programs is considered as one
coming with a political background or the credibility of the program is doubted as well.

Japanese experiences®, refer to a constant rotation of the working positions and managers
tasks (specifically for Toyota and Honda). In our case it should be emphasized that there is no
rotation of authorities but it is a case of switching position. In this way the horizons would be
widen up and new skills and experiences will be learnt and therefore the capability of
accomplishing previous tasks that the managers are always coming back to will never be
vanished.

The research on the question how those managerial teams work and what is the quality of the
teamwork on the managerial level has indicated as bad functioning of the managerial teams
because as of that here is the data:

e 120 of the examinants or 79,6% consider that the managerial teams function with huge

problems;

e 17 of them or 9,4% consider that there are problems that are appearing but they are
solving them successfully;

e 14 of them or 11% declared that the teams are successful.

The results is indicating to a bad function of the teams within the questioned companies,
because almost 91% of the cases have shown that the problems in the companies are not
recognized and are not solved in accordance with the possibilities.

The problem in the Macedonian companies regarding the involvement of the employees and
the teamwork is mutual:

e there is a mentality issues that is actually an emphasized individualism;

e there is a problem with the demarcating of the old habits and the participation in the

problem-solving, improvements and innovations.

The barriers in the work performance of the managerial teams differ from one team to
another, and this is most often as a result of: unrealized needs, bad decision-making, unclear
defined roles, human conflicts, bad leadership, lack of feedback/ or information, inadequate
awarding system, lack of trust within the team and unwillingness to make changes. The basic
barriers is in the psychological moment that might be connected with the failure in the
cooperation, motivation, conceit, inadequate financial support, inferiority toward a continuous
learning and improvement or inadequate training program.

According to many authors>®">8, the key for a successful teamwork is to be prepared for
cooperation inside the team. When the members of the team are sharing the same vision and are
motivated to accomplish, they are very cooperative and all of that is actually bringing a success.
The necessary thing in order to perform a successful teamwork is:

* J. Helling, Svetski Sampioni, Prometej»-«Subotica newpaper, Novi Sad, Subotica, 1993, pg.177.

> W. G. Craig, S. C. Lineberry, And Management Mirror: helping senior management teams see their own reality, Industrial and
Commercial Training, Vol.33, No.7, 242-248 (2001).

® G. Cepujnoski, B. Cepujnoska, Managing Quality in Practice , Faculty of Economics, Skopje, 1993, pp.125-150.

" V.Cepujnoska, Quality Management —theory, science and practice, Faculty of Technology and Metallurgy, Skopje, 2009, 45-
90.

8Dy Grinberg, R. A. Baron, Behavior within the Organization , Zelnid, Beograd, 1998, pg. 125-463.
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e support to every employee;

e preparedness to cooperate with other teams.

In order to accomplish cooperation with a serious businesswise team the interaction among
the team’s members in essential.

The research that was done in order to examine if the teamwork is influencing positively over
the improvement of the quality products/services, has given the following data, (fig.3):

13%

Oyes Eno

87%
Fig.3: Influence of the teamwork over the product/ service quality improvement

According to the received data it could be concluded that there is a lack of successful
managerial teams, that are a truly business potential of the companies, that would positively
influence over the improvement of the product/ service quality. As of the research it is shown
that bad communication among managerial team members and the employees, nonexistence of
high level of trust and respect in the teams themselves and their relationship towards the
employees is giving a bad business results.

The research on the question if the managerial team members trust and respect each
other, here is the data:

In 87% of the examined companies there is not trust and respect and it can be seen by
failing to undertake activities for process improvement. Those teams are following the hierarchy
chain in order to achieve the quantitative aims.

There are certain differences between the service companies and the manufacturing
companies. The first ones have a better cooperation among member of the teams and the latter
have a bad cooperation in terms of the company.

There are certain differences between the private and the public sector. It is evident that
most of the private companies, in 58% deal with better communication, more efficient problem-
solving and overwhelming of conflicts. The managers are tending to build better business
relations with the employees and there are not conflicts among them. On the other hand, in the
public sector the communication is insufficiently developed, the employees are not cooperating
and the conflicts are difficult to be overwhelmed. Mangers do not tend to build good relations
with the employees because they consider that they have a monopolistic position.

As of the question regarding how much the managers enjoy the trust of their employees,
here is the data, (fig.4):

9%

DOtotally B partly

91%

Fig.4: Employees loyalty towards the managers
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The lack of trust in 91% of the companies refers to a distant attitude of the managerial
teams by the employees which leads to a constant conflicts and bad management functioning.

There are only 9% of the companies where positive reflexive feedback is present among
managers and employees, because the successfulness of the managerial teams is depending on
trust and employees’ engagements therefore it is necessary for the managers to make an
additional effort and build solid business relation with the employees.
9% of the examinants have declared that the managers enjoy the trust of the employees which is
a result of their clear, sequential and honest relations towards the employees.

The leaders acknowledge and reward the efforts and the results of the employees

The norms for accomplishing tasks are one of the most important matters that each
company management is dealing with. Determining the volume of the realized job within a
timeframe should not refer to the amount only but quality and productivity as well. When the
norm is being determined it must be taken into consideration the accomplishment of the defined
quality.

As of the research, regarding the defining of the norm within the working obligations here is
the data:

e 52 of the examinants, or 34,4% define norms in an activity volume and a timeline for

their accomplishment;

e 36 of them or 23,8% have defined the norms through the working time;

e 32 of them or 21,2% have determined the norms only by the activity volume;

e 27 of them or 17,9% besides the volume and the timelines have defined the quality of the

assigned activities;

e 4 of them or 2, 7% have declared as other.

As of other, as a responding option above it is given that the defining of the norms of the
working obligations can be done my: quality of the accomplished tasks. The working norms and
standards of the products/ services are acceptable only where the quality needs to be provided
and through the realization of certain operations. In cases where those norms stand as an obstacle
on the road to the continuous improvements of quality, they need to be reduced.

The management must function the qualify each individual in the organization in order to
find an answer to the unknown changes and to establish a process of continuous improvement —
innovations in accordance with the operative managing of the company.

151 of the examinants or 100% have responded that there is a quality norm but the practice 17,
9% shows that this is actually a quantity norm.

As of the research about whether within the company the innovations are being rewarded and
how much of the total income is invested into innovations, research and development, here is the
data:

e 43%; of the companies do not invest into innovations, research and development;

o 22% of the examinants are sorting out more than 1,0% of the total incomes;

e 20% of them are sorting out between 0,5%- 1,0% of the total income;

e 15% of them are sorting out less than 0,5% of the total income

The companies that are investing into innovations, research and development, only 7% of
them are rewarding the innovations, which actually indicated that the top management is
influencing non-motivating among the employees within their desires and intentions to include
additional efforts into the innovative activities. Investing into innovations, researches and
developing are minor, in terms of the number of organizations and in term of the amount.

The most important role within the investment of innovations lays into the customer services
and the agriculture. Innovativeness is a part of the corporative culture. As of the innovations,
management in the highly developed countries had become as one of the most important matters
in the quality managing of the company, and even more than that. It is known that the marketing,
positioning on the market and building an own brand are not only methods for sales
improvement and increase of the profit but a special condition within the employees’ awareness.

Jahorina, March 09" to 11", 2011. 442



II International Congress “Engineering, Ecology and Materials in the Processing Industry”
II Medunarodni Kongres “InZenjerstvo, ekologija i materijali u procesnoj industriji”

Therefore, the innovativeness has stopped to be taken only as a work within the missions and
company’s visions, but it is e necessary condition within the awareness of each individual. The
experiences of the TQM strategy worldwide compared with the condition of our companies are
giving the following:

TQM strategy up until today has given the best results in Japan®*°. It has been built upon the
values of the Japanese culture and mentality, adjusted to accept the values of the western
civilization.

In order to find the key to success in our companies it is important to analyze some of the
features of the Japanese and our mentality in order to get the lesson out of it.

The Japanese! being aware of their defects have developed their lacking abilities on the
bases of the existing values. As of the general beliefs, they are reproductive and less creative but
own an emphasized collectivity spirit. They have developed the teamwork up to a point of
flawlessness, without suffocating and developing the individualism and creativity at the same
time. On the other hand, Macedonians during the years behind were building the collectivism,
suffocating the creativity and individualism.

Thanks to that, Japan today besides USA owns the largest number of innovations in the
world as a result of the stimulating of the cooperativeness instead of confrontations, which are
specific feature of our mentality.

Besides that, the Japanese are focused on the everyday minor improvements opposite of the
Macedonians that are oriented towards creating something big and spectacular.

One of the most important features of the Japanese mentality is*%: persistence and orientation
of the systematic and long-term solutions and results. In Macedonia, most of the time the
giddiness, improvisation-oriented and short-term solutions are present. Therefore the results are
present only when there are high aims that need to be reached, rare ones because they demand a
big amount of energy. All of this is possible only under the leadership of a strong leadership.

Our attitude towards life is to be lived in a single-day installment, which indicates to the
lack of vision for the future, because we own huge vital energy. That is actually the strength of
Macedonia civilization, its quality etc but still lacking in the refined attitude towards life and
planning of the future. When this vital energy runs out it will be undertaken from the intellect.

In order to understand how the Western countries have accepted the Japanese experiences with
great efforts,”® and have adjusted with their mentality, it is advisable that Macedonian
characteristics should be compared with the English ones.

Macedonians didn’t manage to learn the self-overcoming. They own a vivid
temperament, fast action on any influences, no power to control their feelings and hence come
the grumpiness, passion desires and lots of anger — when the wishes are not coming true. It
doesn’t mean that they are mean people but not being able to control own feeling, they are ready
to present issues much worse that it really is, and all that even after the first impression.
Macedonians actually do not lack of clear thoughts and wisdom, but practice instead fast
decisions without a previous quite thinking.

The difference between Macedonian and English well-behavior is that Macedonians are
ready to do anything if it is about people they really care about, which is rather more than the
English.

But Englishman are ready to do the same thing even for the people they don’t really care
about it they see them in trouble. Macedonians make good things out of love and the Englishmen
do it with a sense of duty.

® K. Ishikawa, President Touka Henkau Sozo Gakkai, “Thoughts on risk management “Creativity and risk management”, JUSE,
Societas Qualitatis, Vol.9 No.3 July/Aug, 5 (1995).

10 H. Sasaoka, The QC circle evolution from TQC to TQM, a management perpective, JUSE, Societas Qualitatis, Vol.9, No.4
Sept/Okt, 5 (1995).

" H. Kratsu, Tokai University, “Concept engineering points in developing hit products”, JUSE, Societas Qualitatis, Vol.9, No.2
May/June, 3 (1995).

12\, Latzko, D. Saunders, Four Days with Dr. Deming, Addison-Wesley Publishing Company, USA, Canada, (1995).

13 N. Kano, Business Strategies for the 21 sr Century and Attractive Quality Creation, ICQ, Yokohama, 1996, pp.105.
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The ability to use the self-control makes the Englishmen master of their own feelings.
They have calculated exactly what about, where and how much should they care. Thanks to that
constrain they keep their feelings together regardless if they confront each other. They are able to
separate their public personality from their private one. Dealing with the duty, they are faceless
and callous. They don’t recognize goodwill, mischief, etc which are actually Macedonian traits.

Analyzing this, we are reaching to the features of Macedonian mentality, which give the
opportunity to penetrate, most often naively and imprudently for certain purposes only when
getting attention and a friendly gesture and not confrontation.

This indicates about the approach that has to be implemented, for the motivating
involvement of the employees’ potential within the teambuilding in the Macedonian companies.
Referring to the fact that the grat nations are adjusting to the changes. Therefore, it should be
emphasized that both nations are strong traditionalists and do not give up the values of their
tradition; as an addition they involve external mental models in the building of their hew
experience.

The experience with the Japanese have shown that in order to activate the human
behavior it is essential to: be persistent, patient and stimulation in the top management, practice
trainings and motivation of the employees etc. The concept of managing the human resources in
Japan is based on the following fact: knowing their place and role in the organization, the
employees can comprehend the organization philosophy of itself the best and its tendency
towards the realization of the organization purposes.

INSTEAD OF CONCLUSION

The problem with the Macedonian mentality lays in the fact that they persistently and
irrationally go against the external mental models, instead to being wise and analyze them and
implement them. When they accept new mental model without a detailed analyzes, easily, they
unwisely give up from the traditional model. The very basic problem is how to join own
traditional values that rule the work successfully.

Macedonians have a history in living in a place that is bordered with the global cultures,
religions and civilizations. Many conquerors have brought their own mental model (through the
religion, culture, standards...) as well as their conquering methods. Therefore there is a
defensive mechanism that has been built towards the foreign and new values, fearing not to lose
their own identity. All of these cause isolation and creating an illusion of self-adequacy. In this
way there is a resistance towards continuous learning and changes and therefore towards success
as well which could be ultimately reached through new competences and adjustments.

TQM strategy has given the possibility to the Japanese to join their tradition mental
model with the new mental model of their traditional eastern culture that within itself is carrying
certain values from the western civilization. The results that are coming from the people of
Macedonian origin living abroad are showing that they have successfully joined their huge talent
and the individual mental potential with the world known methods and techniques which
indicated to the fact that Macedonia own huge unused potential.

Many of Macedonian companies are based on the traditional approach and therefore there
is a need of reorganization necessity or reengineering of the whole business. Nevertheless, the
most important aspect that is being developing into new theory is based on the third approach i.e.
to an organization that is capable to be exposed on learning novelties. Hence the conclusion is
that the successful functioning of the company is possible only with a solid function of the
managerial teams, good cooperation with the employees, existence of new standards of
rewarding and penal, clear orders and precise instructions of the employees instead of agreeing
with them and all of these would be done only if there are managers that are developing the
TQM strategy.
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