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Abstract

The main aim of the publication was an attempt to determine how representatives of small and medium
organizations perceive changes in 1SO 9001: 2015. In pursuit of this goal, a research process was carried
out which covered 76 employees (23 management representatives and 53 middle managers) employed in 23
small and medium sized organizations operating in south-eastern Poland (It was imperative that each of the
organizations under test had a quality management system implemented and certified in accordance with
1SO 9001). The research was conducted at the turn of January and February 2017, using a research tool
such as a questionnaire, which was consisted of eight questions both open and closed. the research process
has allowed the following conclusions, which may affect the decision stuff in implementation of the
requirements of 1SO 9001: according to a majority of the respondents, the changes introduced in ISO 9001 :
2015 are not revolutionary enough to be considered as a response to the needs of small and medium-sized
organizations, the respondents considered the need for defining the context of the organization as the highest
rated change, changes to the standard structure and references to knowledge management were considered
the least necessary changes for smaller organizations.

Keywords: ISO 9001:2015, Management systems, SMEs.
JEL codes: D2, D21.

1. Introduction

Small and medium-sized organizations undoubtedly are forced to look for new solutions and ideas to
improve their functioning. Therefore, the implementation of standardized quality management systems in
small and medium-sized organizations will increase in the coming years (Vorkapi¢ et al., 2017; Ejdys and
Matuszak-Flejszman, 2010). This is evidenced among other things, increasing the number of certificates to
be granted to small and medium-sized enterprises in Poland and Europe. With the increase of the number of
implemented quality management systems in small and medium organizations, the number of difficulties
encountered in implementing the system is increasing. These difficulties are largely due to the specifics of
small and medium-sized organizations. The companies representing this sector are characterized by certain
limitations and barriers determining their way of functioning (Kartiwi and Macgregor, 2007; Abdullah et
al., 2013):

* limited financial opportunities,

* significant costs of running this type of organization,

* high cost of raising capital from external sources,

* insufficient level of knowledge and lack of adequate management skills,
* lack of suitably qualified staff,

* the lack of a clearly defined division of powers,
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* too high research and development costs in relation to the budget of this type of
organization,

* highly restrictive training budget,

* the lack of a clearly defined strategy.

The above list clearly indicates that implementing a standardized quality management system in
small and medium organizations is a complex issue. According to Herasa-Saizarbitoria and Boirala (2015),
the main obstacle for small and medium-sized enterprises is the fact that the requirements of the ISO 9001
standard necessitate some formalization of measures. By contrast, a typical smaller company limits the
number of documents to a minimum. The researchers also point out that significant obstacles for small and
medium-sized organizations on the path to the certificate is undoubtedly the lack of specify policies,
strategies and the heavy burden of management and personnel.

Citing research conducted by Ligarskiego and Koczaj (2004) small and medium-sized organizations
in the implementation of quality management systems encounter difficulties mainly in the field:

* preparation of system documentation,

* carrying out monitoring and measurement,

* involvement and qualifications of employees,
* contacts with suppliers.

The above mentioned problems are largely due to staffing difficulties and limited budget of small
and medium commercial organizations. On the other hand, Zimon (2017) based on his observations to the
most problematic areas that make difficulty for smaller organizations include:

* the need to hire additional specialists,
*  high training costs,
* financial problems,
* problems with preparation for audits.

Bearing in mind the above considerations, it should be noted that the specificity of small and
medium-sized enterprises should be specifically addressed in ISO 9001. The research conducted by the
authors of this publication and the review of literature shows that the ISO 9001: 2008 standard was not fully
adapted to the requirements of smaller organizations (Zimon and Bednarova, 2016; Wolniak, 2013; Filina-
Dawidowicz, 2014). The authors of the ISO standard have perceived this fact, and in the amendment of the
year 2015 they have implemented some changes that aimed not only at matching the requirements of the
standard to market changes but also its deformations and adapting to the needs of small non-production
organizations.

The impetus to undertake research in this area was the fact that small and medium-sized
organizations, in particular those in which it operates a certified quality management system, are interested in
the essence of the changes introduced next release standards possible due to the need to modernize the
management system and make changes in documentation (Kerekes and Cserndtoni, 2016). It is worth
recalling that in the past adjustment of the quality management system to the currently applicable standards
often meant the need for changes in the structure of the organization and even redesign of processes. The
ISO 9001: 2015 standard is not revolutionary but contains a number of changes that may be difficult to
interpret (Anttila and Jussila, 2017; Tatoglu et al., 2016; ). And their correct implementation can be a
problem especially for smaller companies (Rybski et al., 2017). These changes may include, among others
(Wilson and Campbell, 2016; Chiarini, 2017; Savino et al., 2017; Fonseca and Domingues, 2016):

* understanding the organization and its context,
* strengthening the role of top management,

* change of norm structure,

» arisk-based approach,

» flexible approach to documentation,

* introduction of knowledge requirements.

2. Research Methodology

The main aim of the publication was an attempt to determine how representatives of small and
medium organizations perceive changes in ISO 9001: 2015. The explanation of this general research problem
and the refinement of research issues prompted the authors to formulate the following research questions:

* How do small and medium-sized organizations assess the key changes introduced in ISO
9001: 2015?
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*  Will representatives of the surveyed organizations decide to implement the requirements of
ISO 9001: 20157
* Do top management executives and managers alike see the ISO 9001: 2015 standard?

In pursuit of this goals, a research process was carried out which covered 76 employees (23
management representatives and 53 middle managers) employed in 23 small and medium sized organizations
operating in south-eastern Poland (It was imperative that each of the organizations under test had a quality
management system implemented and certified in accordance with ISO 9001: 2008). Questionnaires were
sent to representatives of the two groups:

*  The first group included members of top management,
* The other was the union of lower level managers and quality management system attorneys.

The research was conducted at the turn of January and February 2017, using a research tool such as a
questionnaire, which was consisted of eight questions both open and closed. The survey was conducted
through an online survey. The following research hypotheses were used for the study:

* It is assumed that representatives of small and medium organizations are skeptical about the
changes introduced in ISO 9001: 2015,

e It is assumed that the management board representatives will be positively inclined to
implement the requirements of ISO 9001: 2015.

According to the authors, the results of the research will prove helpful to representatives of small and
medium organizations who need to make a decision (by September 2018) to implement the requirements of
ISO 90001: 2015 or lose the certificate.

3. Presentation and Analysis of the Results of the Research

The purpose of the first question was to determine whether the changes introduced in ISO 9001:
2015 are beneficial from the perspective of small and medium-sized organizations (Fig. 1).

Figure 1: Are the Changes Introduced in ISO 9001: 2015 Beneficial from the Perspective of Small and
Medium-Sized Organizations?

16%

Definitely not;
30%

E—

0% 5% 10% 15% 20% 25% 30% 35%

Source: own research results

Analyzing the distribution of answers it can be concluded that none of the comments is definitely not
dominant. Up to 36% of the respondents are ISO 9001: 2015 enthusiasts. In turn, 48% of respondents do not
recognize that the new edition of the standard has significantly improved the situation of small and medium-
sized organizations. Quite a large number of the respondents 16% could not unequivocally answer this
question. In order to deepen the research process respondents were asked (in an open question) to justify
their answer. The analysis of the answers obtained revealed that:

* Among respondents positively evaluate changes in ISO 9001: 2015 was dominated by the
views that the changes are not significant and therefore do not pose problems in the
implementation phase of the new edition of the standard, moreover, a part of them is focused
on minimizing bureaucracy and more conscious creation system, which should serve to
smaller organizations.

* Researchers who had a negative attitude towards the new edition of the standard claimed that
the ISO 9001: 2015 standard minimizes the constraints faced by smaller organizations,

264



particularly in terms of financial and personnel problems. In addition, they noted that some
of the changes introduced are unclear and difficult to interpret especially for smaller
organizations, this will cause chaos and problems with correct implementation of new
requirements.

* Those who could not express themselves clearly stated that the changes in the new edition
are interesting, but the decision to implement it should be supported by an analysis of the
functioning of organizations that already comply with its requirements. Therefore, the
eventual decision of implementation ISO 9001: 2015 will take in the future.

In the next question, respondents were asked to evaluate the specific changes that were introduced in
ISO 9001: 2015 (Fig. 2). Respondents were rated on a 5-point scale from 1 negative to 5 very good (Figure 2
shows average scores).

Figure 2: Evaluation of Specific Changes in ISO 9001: 2015

Need to define the
context of the

organization

45 4,2

Formulation of the
knowledge
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Introduction of a risk-
238 based approach

More flexibility with
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documentation
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3,9
No obligation to
appoint an attorney

Source: own research results

The need to define the context of an organization is the only change that has been fairly well
evaluated. According to the respondents, this is a significant change, because the very process of identifying,
understanding and incorporating in the organization's strategy many factors affecting the functioning of the
enterprise is a very important step leading to the development of a system closely tied to the specificity and
needs of a particular organization. At this point it is worth noting that the context should be understood
broadly and take account of the external factors (cultural, social, economic, legal, economic, environmental,
etc.) as well as internal (organizational structure, goals, aspirations, division of labor, culture, relationships In
the supply chain, etc.). The perceived context of the organization means that the implementation of this
change will be complicated, but its implementation seems to be a real step towards aligning the requirements
of the standard to the needs of smaller enterprises. At the stage of creating the system, entrepreneurs will
have to recognize their limitations and weaknesses, and look for opportunities that will enable them to
develop a system that actually increases the effectiveness and impact of their actions.

The respondents responded positively to the changes below:

* No obligation to appoint a proxy (3.9): Respondents emphasized that this change was
important as it would stimulate an increase in senior management involvement, which is one
of the basic conditions for creating an effective quality management system. In addition, the
increased involvement of the top management will translate into an increase in crew
involvement and more frequent improvement activities.

*  More flexibility with regard to documentation (3.9): The survey found that it is a good idea
to minimize the number of necessary documentation and to waive the obligation to develop a
quality book. This is a good change because the most common shortcomings of standardized
quality management systems are generally the increase in bureaucracy. It is worth noting
that some of the respondents suggested that they were so used to being so accustomed to a
quality book that they would not abandon it.

On the other hand, the respondents considered the least significant changes:
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* Introduction of a risk-based approach (2.8): which, according to the surveyed, limits the
flexibility of smaller organizations, and is difficult to develop and implement without the use
of ISO 31000. This change, according to the vast majority of respondents, will generate
problems and make it difficult to implement rapid changes in response to the needs of
counterparties, which may contribute to the decline of the competitiveness of smaller
enterprises.

* Formulation of knowledge management requirements (2.9): respondents considered this
change in most cases superfluous and did not pay much attention to it.

* Changing the norm structure (3.3): The researchers said that although it is a fair change that
facilitates the process of integrating standardized management systems, smaller
organizations that usually stay with one system do not seem to matter much.

Next, respondents were asked whether they would choose to implement and certify the ISO 9001:
2015 quality management system in their company. The distribution of responses is presented on Fig. 3.

Figure 3: Will you Choose to Implement ISO 9001: 2015 (Opinion of all Respondents)?
70%

59%

60%

50%

41%

40%

30%

20%

10%

0%

H Probably yes ®Probably no

Source: own research results

The analysis of the distribution of responses shows that most representatives of small and medium
organizations do not recognize for the time being that there is a need to implement the requirements of ISO
9001: 2015. In the open-ended question, respondents emphasized, however, that due to the relatively long
transition period, this decision will still be considered, because although the changes from the point of view
of small and medium-sized organizations have not proved to be significant, however, the use of certified
quality management system is still regarded as a guarantee for the production of products for specific and
predictable for customers and contractors level. In turn, respondents who choose to implement the
requirements of ISO 9001: 2015 recognize that, despite the decline in importance of ISO standards, the
certificate is worthwhile and changes in the new edition of the standard are interesting and worth to be tested
in business practice.

At the end of the research process, the relationship between the position held and the desire to
implement the requirements of ISO 9001: 2015 (Tab. 1).

Table 1: Distribution of Answers Regarding the Willingness to Implement ISO 9001: 2015

Will you implement a new standard? | Will you implement a new standard?
Yes No All
Board 13 10 23
% 17.11% 13.16% 30.26%
Manager 18 35 53
% 23.68% 46.05% 69.74%
All 31 45 76
% 41% 59% 100.00%

Source: own research results

Based on the analysis results shown in Table 1, it can be seen that 57% of the surveyed enterprises board
(13/23 people) plans to implement a new edition of ISO 9001: 2015. It is worth noting that the decision to
implement a quality management system shall take the board's representatives, on this basis, it can be
assumed that more than half of the surveyed organizations will try to adjust your current system to_the
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requirements of the new edition of ISO 9001. In turn, only 34% of managers (18/53) surveyed intend to
implement the new ISO 9001: 2015 standard. The discrepancy between the two study groups may be due to
the function they perform in the system (as practice shows representatives of the board routinely transmit
their duties in the system of mid-level managers) and the access to information (management representatives
have a greater understanding of how standardized quality management systems affect the efficiency and
effectiveness of the processes).

4. Conclusion

Small and medium-sized organizations undoubtedly are forced to look for new solutions and ideas to
improve their functioning. Based on the study and analysis of the literature is difficult to answer the question
of whether the quality management system according to ISO 9001:2015 is recommendable to small and
medium-sized enterprises? However, the research process has allowed the following conclusions, which may
affect the decision stuff in implementation of the requirements of ISO 9001:

* According to a majority of the respondents, the changes introduced in ISO 9001: 2015 are
not revolutionary enough to be considered as a response to the needs of small and medium-
sized organizations,

* The respondents considered the need for defining the context of the organization as the
highest rated change,

* Changes to the standard structure and references to knowledge management were considered
the least necessary changes for smaller organizations,

* Arisk-based approach can be problematic for small and medium-sized organizations to
implement,

* At this moment only 41% of respondents are convinced to make the decision to implement
and certify the requirements of ISO 9001: 2015.

The process also allowed to validate accepted research hypotheses:

*  The first one can be considered true because almost half of the respondents (48%) did not
recognize the changes introduced in ISO 9001: 2015 as beneficial, In addition, only 36% of
respondents say that changes in the new edition of the standard take into account the needs
of smaller organizations,

*  The second hypothesis was confirmed as 57% of the board members are determined to
implement the ISO 9001: 2015 standards. It is worth emphasizing, however, that the
representatives of managers and plenipotentiaries are skeptical about the implementation of
the requirements of ISO 9001: 2015. Only 34% of them would have opted for the new
edition of the standard.

It should be stressed that the research conducted has some limitations to the basic can be counted:

*  Quite a small test that does not allow for more complex analysis,

* To classify small and medium organizations into one group, interpreting the results of the
research should therefore take into account that medium organizations have more potential
and opportunities at the stage of implementing and improving standardized quality
management systems.

Despite these limitations, the results of research could be useful for smaller organizations considering the
implementation of the requirements of ISO 9001: 2015. It should however be borne in mind that systems
based on ISO standards are relatively flexible and any decision should be preceded by a detailed analysis of
the current functioning of the system and take into account the specificities of a particular organization. The
benefits of implementing systems depend largely on the involvement of employees and company
management in the process of system development and skillful development of system documentation.

To sum up, it must be stated that the research process conducted did not allow us to clearly state
whether the changes introduced in ISO 9001: 2015 would facilitate quality management processes in small
and medium-sized organizations. Certainly research in this area should continue especially in the coming
years, where this new standard will gradually replace the ISO 9001: 2008 standard.
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