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Abstract:

The article describes the problems of one of the key elements of a quality management system which is the quality poli-
cy (QP). The quality policy is an element that determines how the quality management is managed in the organization.
The phrase, present documents and the implementation of quality policy is the responsibility of top-level managers,
resulting directly from the 1SO 9000 standards. In the first part of the article the essence and the importance of quality
policy for effective quality management is described. In the second part of the article there is a thorough description of a
specially developed procedure for the establishment, implementation and monitoring of quality policy. The following
procedure is based on years of experience of the author supported by the results of research, which aim was to create
practices in the implementation and monitoring of quality policy in several business organizations. The approach pre-
sented in this article procedure is designed to assist managers in the development, implementation and monitoring of
policy quality. The approach described as proper to the issue of the quality policy management staff will help in creating
intelligent quality management system (IQMS). System, which will focus on permanent improvement based on the

knowledge generated in the process of monitoring the implementation of quality policy.
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INTRODUCTION

Nowadays, the condition determining the existence of
business organizations in the market is the so called good
reputation in the market. It will not reach this state without
an effective quality management, which primary goal is to
build trust among customers. It is a difficult and lengthy
process, since trust to the manufacturer (producers, service
providers) is built up for years through reliable and timely
compliance with the requirements of each customer. Quali-
ty policy plays a key role in this process. Without honestly
and fairly established quality policy it is not possible to
build trust in the market. This requires a special approach
to the process of development, implementation and moni-
toring of quality policy. It is important to properly transmit
the declaration of the top management to the courses of
action in terms of quality and their expression in the form
of gauges. However, it is important to determine the previ-
ous statement on the basis of precise objectives of quality.
In addition, the quality of monitoring of implementation
plays a key role in the effective implementation of quality
policy. The author's procedure included in this article is
designed to solve these problems. The procedure present
in this article describes the process of transformation of the
quality policy in the fields of directions of quality, quality
indicators, quality objectives and a detailed implementa-
tion plan, which is also monitoring the implementation of
QP. The knowledge generated in the process of monitoring
of the implementation of quality policies will allow manage-
ment staffs to respond to unwanted situations — lack of
effectiveness in the implementation of QP. As a conse-
quence, this will be a moving force for improvement of the
organization. Such factors are characteristic improvement
"intelligent" quality management system.

QUALITY POLICY — THE ESSENCE AND IMPORTANCE FOR
THE DEVELOPMENT OF THE ORGANIZATION

The quality policy is often in the literature considered to
be the most important document of quality management
system. The document in which top management expresses
its commitment to the functioning of the quality manage-
ment system. ISO 9000 Quality Policy is defined as "the
general goals and direction of the organization on the quali-
ty of formally expressed by top management" [7]. ISO 9001
obliges the top management to adopt a quality policy that
[8]:

— it is suitable for the purpose of existence of the or-

ganization,

— includes a commitment to comply with requirements
and continually improve the effectiveness of the
quality management system,

— it provides a framework for establishing and review-
ing of quality objectives,

— it is communicated and understood within the organ-
ization,

— itis reviewed for continuing suitability.

The main task of the organization's quality policy is:

— integrating quality management system with the gen-
eral system of organization management — postpone-
ment mission, vision and strategies for policy and
quality objectives.

— communicating about quality problems in the organi-
zation, creating and cultivating of culture of quality.

— communicating about quality problems outside the
organization, strengthening of customer trust.

Quality Policy, provided that it reflects the real intention
of managers and is fairly and effectively implemented, be-
comes a key factor of improvement of the organization.
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Such a policy of quality is the foundation of good quality
management, and thus is the guarantor of building trust
among to the company and the brand among customers.

The formulation and adoption of a quality policy should
be a consequence of the mission, vision and strategy
adapted by the head management. Due to this, quality poli-
cy will be part of a quality management system, which is
integrating the company — its fundamental conception. It
integrates quality management system with the strategic
level of management of the organization. In such a situa-
tion, quality policy becomes a platform and basis for devel-
opment and verification of the quality objectives pursued
at the operational level. This is crucial for the effective
functioning of the quality management system, and the
correct direction of development of the organization in
terms of quality.

The quality policy expressed in the form of a formal
document and implemented in the form of specific quality
objectives is of great informational and motivational im-
portance. Properly and formally implemented quality policy
allows employees to understand the quality objectives,
which are to be fulfilled. It also seems necessary to monitor
the implementation of the objectives of the policy in a
transparent manner. The information obtained from moni-
toring should be adequately spread within the organiza-
tion. This will allow employees to become acquainted with
the status of policy's implementation. As a result, it will
help to stimulate employee engagement and to develop an
organizationally appropriate attitudes. The most desirable
effect is the development of quality culture in the organiza-
tion. This term often occurs in the literature, in which the
functional criterion of diversification of cultures in the or-
ganization is present, so that we can talk about cultures of:
financial, quality, manufacturing, trade, or human re-
sources [1]. Quality culture, is also described in the litera-
ture as a qualitative or a pro-quality culture. The im-
portance of this type of culture for the development of the
organization should be considered in the context of the
importance of organizational culture in quality manage-
ment. The biggest challenge for managers is to create a
culture of pro-quality [5].

The quality policy, without a doubt, should be used to
create and communicate “the identity of qualitative organi-
zation”. For this reason, should correspond to one funda-

mental question: What kind of organization is the topic in
terms of quality problems ? With a documented Quality
Policy, top management may communicate its approach to
the issue of the quality of other members of the organiza-
tion. Through a documented quality management policies
one should ensure the realization of the idea in terms of
quality of work, commitment, reliability, validity require-
ments of the customer. In other words, create and pro-
mote appropriate beliefs, values and attitudes. The quality
policy should specify the way of thinking of the manage-
ment and direction of development of the quality manage-
ment system. Staff of the organization should know -
whether leadership depends on the highest quality of pro-
duction or services, or perhaps more important is the mini-
mization of costs, allowing to serve other customers. Slowly
it teaches the employees about: developments in the area
of human resources, infrastructure development trends,
new technologies or approaches to choose from and coop-
eration with the appropriate class suppliers. Consequently,
with the help of Quality Policy management of the organi-
zation will actively create a culture of quality. As a result, it
will contribute not only to the improvement of the quality
management system, but also to the development of the
whole organization [3, 4, 6, 9].

Policy shapes the quality of customer confidence in the
organization. It can be said that the quality policy serves to
strengthen customers' confidence. Undoubtedly, the very
document, which is the quality policy is a good source of
information for the customer. Thanks to this quality policy
reinforces a positive image of the organization in the eyes
of society and improves its credibility.

THE PROCEDURE FOR THE IMPLEMENTATION OF THE
QUALITY OF THE IQMS POLICY

In order to accomplish the tasks described that quality
policy faces it is very important not only to its proper iden-
tification and documentation. However, it is important to
enable and monitor the implementation of quality policy.
Described in this article procedure is designed to support
these processes — implementation and monitoring of poli-
cies for the organization.

The quality policy should be implemented to the organi-
zation in stages as shown in Figure 1.

QP%A;_‘II%:T;{Y METERS OF DEVELOPMENT
DIRECTIONS OF GOALS OF AND MONITORING
] ALty | 0] QUALITY =1 ouALtY || OF QUALITY
MANAGEMENT'S QU (Indicators) POLICY
DECLARATIONS
Fig. 1 Stages of implementation of quality policy in the intelligent QMS
QUALITY POLICY. MANAGEMENT'S DECLARATIONS.
We are committed to e We create conditions We improve the We WOFk.In
- for the full maintenance process accordance with ISO
total customer operational = = = L
satisfaction Focesses involvement of staff reducing machine 9001. We maintain a
P in quality downtime certified QMS.

Fig. 2 Example of top management declarations contained in the Policy quality
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In the first stage, top management determines the con-
tent of quality policy, which should take the form of a dec-
laration. In them, top management determines the priority
efforts of the organization, standards of conduct, values
shared by the staff. The basic areas that should be taken
into consideration by top management during the prepara-
tion of the declaration to include 8 principles of quality
management [7, 10]:

— Principle 1: Customer focus.

— Principle 2: Leadership.

— Principle 3: Involvement of staff.

— Principle 4: Process approach.

— Principle 5: System approach.

— Principle 6: Continual improvement.

— Principle 7: Decision making based on facts.

— Principle 8: Mutually beneficial relationships with

suppliers.

— Additional areas covered in the form of a declaration

to QP can include, for example:

— Compliance with regulations.

— Compliance with the standards of management.

— The safety products.

— The level of defective manufacturing.

— The development of human resources and its compe-

tence.

— The approach to maintenance.

— Research and development.

— The technology used.

— Social responsibility.

Statements contained in QP should be presented in
clear and understandable. Example declarations of top
management is shown in Figure 2.

Adopted declarations in respect of quality should be the
basis for determination of directions of development of the
organization in the field of quality. Directions are more de-
tailed declarations, which at this stage does not take a
quantitative and temporal dimension. Directions of quality
allow the adoption of appropriate ways to implement the
earlier declaration. Examples of trends arising from state-
ments contained in QP is presented in Fig. 3.

Examples directions of quality were marked by identifi-
ers and are summarized in Table 1.

The effective implementation of quality policy, including
the directions of quality should be measured. Therefore, for
each direction should be developed on the meter. General-
ly meter is a tool or, as appropriate in this study, the meth-
od of measurement. The meter must be precisely de-
scribed, preferably in the form of equation [2]. It is best if
the meter can be expressed in quantifiable unit. The results
indicate that quality policies are also trends that cannot be
directly measured. eg. related to the maintenance of a cer-
tain state in the organization (T7 — Positive assessment of
the QMS during annual audits entity). In such cases, an al-
ternative assessment may be used, two-stage — the state
met (Yes — positive assessment QMS) or false (No — nega-
tive assessment of QMS).

In addition, each meter should have adopted the refer-
ence period (the period during which the data used were
collected in the meter). The reference period will be crucial
for the results (indicators) obtained through the use of the
meter.

QUALITY POLICY. MANAGEMENT'S DECLARATIONS.
We are committed to We improve We create conditions We improve the We work in
e P — o erat’i)onal for the full maintenance process | | accordance with 1ISO
satisfaction processes involvement of staff reducing machine 9001. We maintain a
p in quality downtime certified QMS.
I I
Y
. 12 Redu'ctlon et . T4 —Reducing the T5 —Raising the level T6 - Reducing L Takmg care o
T1—Reduction of defect in the T3 -Reduction of X - . maintaining
B X number of employees | | of satisfaction of our downtime due to . X
complaints manufacturing delayed orders . certification ISO
leave our company employees machines breakdown
processes 9001
DIRECTIONS OF QUALITY

Fig. 3 Example of directions of quality established on the basis of a declaration on quality policy

Table 1

List examples of the directions of quality

ID DIRECTIONS OF QUALITY

T Reduction of complaints N2
T2 Reduction of defect in the manufacturing processes N2
IE Reduction of delayed orders 2
T4 Reducing the number of employees leave our company 2
T5 Raising the level of satisfaction of our employees T
T6 Reducing downtime due to machines breakdown 2
T7 ©

Taking care of maintaining certification ISO 9001
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Table 1
List examples of the directions of quality

METERS OF QUALITY (Indicators)

Meter DESCRIPTION OF THE METERS OF QUALITY .
- Unit
ID (indicators)
T1-1 = value of complaints products by customer A S
T1-2 = value of complaints products by customer B S
T1-3 = value of complaints products by customer C S
91 = (Number of faulty products X/number of %
manufactured products X)*100% ?
T3-1 =Total delay in customer orders A h
T4-1 = (Number of employees resigning / total %
numbers of employees) * 100% ?
= (Number of employees satisfied with their
T5-1 work (satisfaction index>80) / Total number %
of employees) * 100%
171 A positive evaluation during the audit of the Yes/
QMS certification body. No

Reference DIRECTIONS OF QUALITY

period T1 T2 T3 T4 T5 T6 T7
year X X
year X X
year X X

month X X

month X
year X
year X
year X

In Table 2 shows examples of quality measures that
have been developed on the basis of the adopted directions
of development of quality (Table 1). In practice, each direc-
tion should be "represented" at least one meter. Table 2
has been designed to transfer the directions of quality
measures. That table is also used to verify the complete-
ness meters with established quality development direc-
tions. Each of the measures listed in Table received unique
identification number associated with the number corre-
sponding direction. Each of the measures has been precise-
ly defined in equation form, the individual and the refer-
ence period.

Thanks precisely determined and defined meters, it will
be possible to set specific, measurable goals. Table 3 shows
the number of monitoring implementation of sheet quality
policy, which has a broader task than documentation pur-
poses. The sheet is also used for planning and monitoring of
the objectives, and thus the whole quality policy.

In Table 3, the first two columns (A and B) of the sheet
IDs and information for quality measures.

In the third column (C), initial states entered an example
of measured values. These values are the benchmarks in
the process of setting goals. By having information about
the initial state will be possible to maintain privacy news
purposes. Goals are specific values that the organization
plans to achieve. Examples of targets included in Table 3 in
column E. It should be noted that the exemplary objects
directly result from the majors and are expressed in units
determined by meters.

Columns G, H and | are part of a sheet of sheet designed
to monitor the achievement of the objectives. Column G
contains information about the frequency of monitoring of

a particular size — meter. Column | in the illustrated embod-
iment is constructed on a monthly basis in order to facili-
tate monitoring of the objectives. Monitoring the imple-
mentation of the objectives of the quality policy is a neces-
sary action. Not only acts as a control, but also information.
Particularly important is that it allows for an early response
in the event noting the lack of effectiveness of the imple-
mentation of the objectives. The frequency of monitoring
implementation of the objectives may not be the same as
the period for which a meter (compare columns D and G).
The calculation of the value of the meter once for the data
obtained throughout the year does not allow for an earlier
reaction. Where implementation of the order is particularly
important or are at high risk of failing to take frequent in-
tervals to monitor implementation of the order. Monitoring
sheet included in Table 3 calibrated in months (column I).
Despite this monitoring purposes T4-1, T5-1 and T7-1 is
consistent with their reference period and amounts to one
year.

Column H contains findings about the forms of saving
results in achieving goals. In the case of measures for which
the reference period, and the frequency of monitoring has
been set for a month, it can be assumed that the sheet me-
ringue topped cumulative value denoted by (+). This solu-
tion was adopted in the case of measures T1-1, T1-2.

Proposed in this article sheet monitoring the implemen-
tation of quality policy allows for an ongoing replenishment
value. Consequently, it supports oversee the implementa-
tion of quality policy in the organization. This form allows
you to react in situations of adverse events (lack of efficacy)
and taking in advance of improvement activities.
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Table 3
Example of sheet of monitoring implementation of quality policy

SHEET OF MONITORING IMPLEMENTATION OF QUALITY POLICY

A B C D E F G H |
Initial  Refe- ::'):’I"“'
ID Meter description state rence GOALS Unit fre ug Month
(k=1000) period 9
ency
| 1l m v v vl vl viil IX X X Xl
= value of complaints target 15
-1 21k  year 15k S m
products by customer A result(+) 1,1 43 5 6
= value of complaints target 38
T12 P Sk year 38k $ m
products by customer B result (+) 0,4 0,9 1,2 1,4
= value of complaints target 6,2
3 P 7,8k year 62k S m
products by customer C result
= (Number of faulty target 2 2 2 2 2 2 2 2 2 2 2 2
products X/number of
"~ manufactured products 31 m 2 ®oom
X) 100% resut 2 1,1 1,8 0,9
— Total delav in target 96 96 96 96 96 96 96 96 96 96 96 96
131 orceayl 112 m 9% h m
customer orders A result 87 90 95 97
= ( Number of employ- target 10
141 o€ resinging / total 12 year 10 % year
numbers of employees) result
*100%
= (Number of employ- target 85
ees satisfied with their
T5-1 work (satisfaction in- 78 year 85 %  year
dex>80) / Total number result
of employees) * 100%
A positive evaluation target Maintenance of 1SO 9001certification
T7-1 during the audit of the - year - Y/N year
QMS certification body. result

CONCLUSIONS

The current market situation require managers to build
trust among customers to the company and to the brand.
Building trust on the market should be a primary goal of
any quality management system. A key element of the
QMS is the quality policy. This document transferred into
the field of goals and effectively implemented determines
the level of QMS and its success in building customer confi-
dence. Therefore, it should be a key principle for managers
to create a quality management system, which will support
the implementation and execution of quality policy. In cre-
ating such a system of quality management an author's
procedure proposed in this article will be helpful. The de-

scribed procedure is designed to assist managers in devel-
oping, implementing and monitoring the implementation of
quality policy. An approach proposed in this paper will cre-
ate an intelligent quality management system, which aims
to build trust among customers and improving the organi-
zation based on properly developed, implemented and
monitored quality policy.

This article was prepared within the statutory research
titled “Intelligent development in the organization and the
region” work symbol BK-223/R0Z3/2015 performed
at Silesia University of Technology, Institute

of Prodution Engineering.
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