
8th International Quality Conference 
May 23rd 2014 
Center for Quality, Faculty of Engineering, University of Kragujevac  

 

                                                  8
th
 IQC May, 23 2014                                               285 

 

 

 

Sławomir Wawak
 1) 

 

1) Cracow University of 

Economics, Poland  

 

THE CONCEPT OF THE QUALITY OF 
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Abstract: The concept of the quality of management is 

widely used in literature, although it has not been 

clearly defined. Authors define this concept and its 

scope in various ways. In the article the main areas of 

the application of the quality of management are 

discussed and a definition is proposed. The article also 
presents the classification of determinants of the quality 

of management and the framework evaluation model, 

which can serve to operationalize the concept. The 

article may be a starting point for the development of a 

detailed model of the evaluation of the quality of 

management in the enterprise. 
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1. INTRODUCTION  
 

To ensure high quality work, the 

involvement of both the managers and 

those managed is required. The quality of 

the manager’s work is determined by the 

quality of the management, while the 

quality of the employees’ work, by the 

quality of performance. This division is 

one of the cornerstones of the concept of 

Total Quality Management proposed by 

W. Edwards Deming. The quality of 
management has a significant impact (65-

90%) on the quality of work and the 

quality of products [1]. The size of the 

impact depends on, among other things, 

the type of activity and level of 

automation. 

Y. Doz and C.K. Prahalad point out 

the importance of quality of management 

as an important factor of competitive 

advantage. They analysed multinational 

corporations and demonstrated that most 
organizations have similar technologies, 

similar operating costs and operate on 

similar markets. In the absence of the 

possibility of any meaningful 

differentiation from competitors using 

traditional factors, the quality of 

management becomes a key factor for the 

competitive advantage [2]. 
The need for a separate examination 

of the components affecting the final 

quality of the product was also noted at an 

early stage of quality assurance concept 

development. Back in the 1970s, the 

European Organisation of Quality Control 

(EOQC) distinguished quality of type 

(design) from quality of performance. This 

has been then reflected in the directives of 

the European Union, concerning the 

products [3]. The quality of the type 
depends on the purposes and functions of 

the product to be determined by the 

managers and then designed by the R&D 

department, while quality of performance 

is linked to the work of the employees of 

production, process control and quality of 

materials. This division is therefore similar 

to the one proposed by Deming. 

Another example of distinguishing the 

quality of management is the SERVQUAL 

method, which identifies perception gaps 

between various participants of the process 
of service. Three of the five gaps are 

related to the activities of managers [4]. 
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They are related to the perception of the 

service by managers as well as 

specifications of the service. Other gaps 

are related to the employees and customer. 

It should be noted that the managing of the 

company should be viewed as a service 

pursued by managers for the owners of 
enterprises. In this context the 

SERVQUAL method can be used to 

identify agents that reduce the quality of 

management as a service. 

According to A.V. Feigenbaum and 

D.S. Feigenbaum, the leading companies 

put great emphasis on the quality of 

management. It is understood and 

measured in the context of leadership and 

sustainable development. It is important 

for managers not only to apply learned 

methods of management, but also to have a 
passion for the pursuit of continuous 

improvement. This soft approach should 

create the structure of the quality 

management system [5, p. 44]. It was also 

asserted by Z. Martyniak, who 

distinguished administrative thought 

(learned methods) and managerial thought 

(experience, intuition, more a kind of art 

than science) [6]. 

The concept of the quality of 

management is widely used in literature. 
However, due to the lack of a widely 

accepted definition, authors use it in 

different ways. In order to use this concept 

precisely, it is necessary to clearly define 

its meaning and scope. The purpose of this 

article is to define the concept of the 

quality of management, to show its 

determinants and to propose a framework 

model of its evaluation. 

 

 
 

 

2. THE DEFINITION OF 

QUALITY OF MANAGEMENT 
 

There is a belief that the high quality 

of management translates into the good 
economic performance of the company in 

the long run. Some researchers try to 

measure the quality of the management by 

reversing this relation. They claim that the 

organization is managed well, because it 

has a high economic performance. This 

approach is misguided because it 

incorrectly assumes the relation to be two-
sided. Meanwhile, good results can be 

caused by a variety of factors, unrelated to 

the quality of management. 

A similar, though enhanced approach 

is suggested in the assessment 

methodology of the most admired 

companies index (Fortune 500). There are 

eight areas of assessment, which include: 

the quality of management (the scope of 

this area is not identical to the concept of 

quality of management, despite a similar 

name), the quality of products or services, 
value as a long-term investment, 

innovativeness, the soundness of a 

financial position, the ability to attract, 

develop, and keep talented people, 

responsibility to the community and 

environment, and the wise use of corporate 

assets. In each area there are evaluation 

criteria which allow for an assessment, 

among others, the quality of management. 

B. Brown and S. Perry showed, by using 

statistical analysis, that these criteria are 
largely related to the economic results [7]. 

Moreover, S.B. Graves i S.A. Waddock 

found that, in fact, the measurement of 

quality of management and economic 

performance areas provide information 

only about the latter [8].  

An analysis of the performance of the 

organization gives no clear answer to the 

question about the level of quality of 

management. It does not provide 

information about which elements have a 
real impact. This problem was noticed by 

investment analysts early on. In 1969, P. 

Dutter suggested the application of a 

management audit to determine the quality 

of management, understood as good 

management. This concept focused on an 

assessment of basic economic outcomes, 

the role of top management in the creation 
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of strategies, motivating employees and 

encouraging improvement. The role of 

managers in the lower levels, as well as 

other dimensions of the quality of 

management were omitted [9]. Such an 

audit is time consuming for both the 

analyst and for the company. It provides a 
large amount of “soft” data, which is 

difficult to evaluate. It is much easier to 

use standard performance indicators 

provided by the company in the 

assessment, which also provide better 

comparability between organizations. 

The need to supplement the analysis 

by examining the mechanisms of the 

functioning of corporations also caught the 

attention of T. Pszczołowski [10] who 

indicated that quality can be considered as 

the efficiency (covering the dimension of 
economy, effectiveness, being beneficial). 

An extensive definition proposed B. Kuc, 

who defined the efficiency of the 

organization as “the ability and flexibility 

to adapt the organizational structure to the 

current needs arising from the 

implementation of evolving objectives and 

tasks, to adapt to the market situation, 

changes in supply and demand, 

competition, to ensure the protection of 

one’s own interests and the interests of 
customers, to prevent manifestations of 

mismanagement and other undesirable 

phenomena” [11]. Such an approach has, 

however, a defect because it does not 

differentiate the impact of managers and 

employees. To solve this, T. Pszczołowski 

recommends to first of all ensure: the 

quality assurance program runs effectively, 

quality standards for all the products, the 

development of a system for the 

measurement and evaluation of quality and 
the process of nonconformities control is 

determined. These demands today are the 

basis for a quality management approach 

in ISO 9000 standards. This approach was 

taken into account by Z. Lachiewicz, who 

defined the term of managerial efficiency, 

which involves the suitable fulfilment of 

the role of managers, meeting the 

expectations associated with the tasks, and 

the social behaviour that lead to the 

implementation of these activities [6]. 

In a contemporary enterprise quality 

should not be identified with efficiency 

only. Nowadays efficiency is usually 

associated with short-term thinking, while 
quality with long-term thinking. Those 

approaches may thus become 

incompatible. 

Quality may be considered as an 

intrinsic feature of an object (a static, 

deterministic approach) or as a process to 

achieve a certain set of features (a 

dynamic, continuous improvement 

approach) [12]. Due to this duality, the 

quality of management cannot be assessed 

using one simple indicator. It is therefore 

required to develop a model of evaluation 
which will use system approach, taking 

into account both the individual elements 

of the organization and the relationship 

between them, as well as their impact on 

the environment. Therefore the 

expectations of the stakeholders, the 

process of the management of the 

organization in various functional areas, 

continuous improvement and the economic 

performance of the organization should be 

taken into account. The proposal of the 
determinants is shown in the further part of 

this article. 

The quality of management can be 

thus defined using a deterministic 

approach, typical for ISO 9000 standards, 

as “the degree to which a set of inherent 

characteristics of the coordinated action 

concerning company management and 

supervision, meets the needs and 

expectations (which have been stated, 

generally implied or obligatory) of the 
company, its customers and other 

stakeholders” [6]. While in a continuous 

improvement approach, characteristic for 

the Japanese approach, quality of 

management is the decision-making 

process to improve the functioning of all 

dimensions of the company, taking into 

account the needs and expectations of 
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stakeholders (including: clients, owners, 

partners, employees, society etc.). 

 

 

3. DETERMINANTS OF QUALITY 

OF MANAGEMENT 
 

The identification of the determinants 

of the quality of management is a step 

towards the development of its evaluation 

model. T. Wawak presented an overall 

classification, highlighting [6]:  

 external determinants, including: 

factors generated by state 
authorities and local government, 

customers, suppliers, competitors 

and other stakeholders, 

 internal determinants, including: 

accordance with the EFQM 

Excellence Model, the 

implementation of the principles 

enshrined in the ISO standards 

series 9000, work ethic resulting 

from the awareness of employees, 

appropriate working conditions 
and social services. 

External determinants remain largely 

independent of the organization. They are 

usually identical for all organizations in 

the industry, so they may be treated as 

ceteris paribus. The organisation shall 

retain the impact on internal determinants. 

This classification requires additions and 

refinements. S. Ghoshal and Ch.A. Bartlett 

proposed to take account of such internal 

factors as: discipline, rules clarity, quick 

feedback, consistent system of sanctions, 
common ambition, common identity, 

counting with individuals, trust, 

commitment, justice, helpful managers, 

bottom-up initiative, cooperation and 

shared learning [13]. These determinants 

are the framework for the decision-making 

process in the organization at all levels. 

They allow an assessment of the 

management style.  The relationship 

between the organizational culture and the 

quality of management should be noted in 
this context. The featured list does not 

present factors related to the competence 

of managers, therefore, it needs to be 

supplemented by: encouraging 

entrepreneurial activities, the ability to 

retain good employees in the organization, 

leadership, communication skills, ability to 

learn and teamwork. 
Among the factors negatively 

affecting the quality of management 

should be included: a lack of clear 

strategy, priorities that exclude each other, 

passive or autocratic management style, 

inefficient management, poor 

coordination, lower-ranking managers 

lacking competence and one-way 

communications (top-down) [14]. This list 

may be supplemented by: frequent changes 

in top management, haste and the 

expectation of immediate decisions, the 
absence of managers, a lack of knowledge 

about the company’s specificity, a high 

tolerance of risk [15, p. 4]. 

Y. Doz and C.K. Prahalad propose 

another way to classify the determinants of 

the quality of management limited to the 

area of strategic management in large 

companies. On the basis of the specific 

definition of the quality of management – 

“providing the ability to conceive and 

implement complex and differentiated 
strategies” – they have indicated the 

following groups of determinants 

(dimensions): the ability to process and use 

diverse information, the ability to 

differentiate methods and management 

systems depending on the business needs, 

managing internal and external 

dependencies, internal entrepreneurship, 

the establishment of the main axes of the 

organization’s development and the quality 

of the management process [2]. Tightening 
the definition resulted in the omission of 

the determinants related to customers and 

the environment, which are essential in the 

modern approach to quality. The authors 

have drawn the attention to an extremely 

important aspect – the need to adapt 

methods to the specificity of the 

organization. Quality of management is 
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not associated with one set of tools or one 

management style. They should be 

selected depending on the specificity of the 

business. 

A large number of determinants and 

their wide range mean that the assessment 

of the quality of management in the 
enterprise is a complex task. According to 

T. Wawak the quality of management is 

the result of the synergy of the decisions 

taken at the time by authorized decision 

makers at various levels of management. 

Their activities can be mutually 

reinforcing or interlocking, involve 

subordinates in the achievement of the 

aims or put them in opposition [6]. The 

evaluation model should therefore take 

into account, not only the features held by 

the managers or the procedures used in the 
organization, but also the links between 

them. It is therefore necessary to apply the 

system approach to the construction of the 

model.  

 Nowadays there is no model of 

assessment consistent with the presented 

quality of the management concept. The 

closest representation of the said model 

could be the criteria of quality awards, 

such as the W. Edwards Deming Award, 

M. Baldridge Prize or European Quality 
Award. The EFQM Excellence Model 

allows the extensive assessment of the 

quality of management, however, it has not 

been created for this purpose. Application 

of the EFQM model is aimed, first and 

foremost, to assess the entire organization, 

not just the manager’s role. Adaptation of 

the model to assess the quality of 

management would require a deeper 

research and to further detail the criteria 

used for assessing the area of company 

potential, as well as to introduce changes 
in the scoring. A proposal for criteria for 

the evaluation of the quality of 

management based on the EFQM model is 

presented in table 1. 

 

Table 1 - Determinants of quality of management in the context of the EFQM Excellence 

Model 

Area of EFQM Model Quality of management determinants 

Leadership  current and applied strategic documents (mission, vision, 

strategy), 

 written and binding ethical principles and values, 

 personal commitment of the managers in organization 

improvement, 

 support for efforts to raise the competences of 

employees, 

 promotion and application of teamwork, 

 building a favourable climate and organizational culture, 

 interest in problems of employees, also not related to the 

work, 

 openness to reporting and implementation of the ideas of 

other members of the organization 

People  development and implementation of clear and fair rules 

regarding the human resources policy and the 

development of employees, 

 engaging employees in management activities, 

 encouraging enterprising attitudes, 

 decentralization, where possible, 

 active communication with employees, taking into 

account their comments in decision-making, 
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 appreciation for the work of subordinates, 

 staff appraisal system combined with help to improve 

the results 

Policy and strategy  understanding and responding to the needs of customers 

and other stakeholders, 

 utilization of all available data sources to understand 

future customer needs and trends in the development of 

markets, 

 understanding the impact of social and environmental 
issues on the functioning of the organization, 

 openness to innovation, 

 the construction of alternative scenarios, 

 the monitoring of the implementation of the strategy, and 

its modification as needed, 

 the lack of attachment to the source of earlier successes 

Partnership and 

resources 
 balancing the expectations of stakeholders, 

 to meet the needs of balancing short-term and long-term 

 provision of financial resources for the implementation 

of the strategy, 

 analysis of the effectiveness of the action taken, 

 use of risk management methods in all undertaken 

projects, 

 optimization of the use of resources, 

 cooperation with partners in order to increase the value 

for the customer and organization 

Processes  design of the organization using modern concepts and 

methods, 

 measurement and evaluation of the processes efficiency, 

 optimization of waveforms, processes, 

 striving to improve the reliability of the processes, 

 stimulation of continuous improvement of products and 

services, 

 stimulation of the introduction of new products and 

services, 

 use of worker creativity, 

 acceptance for experimentation in order to discover new 

solutions, 

 effective collecting and taking into account customer 

feedback 

People results  low staff turnover, 

 lack of barriers for communication, 

 high level of commitment of the staff, 

 employees show entrepreneurial behaviours, 

 high interest in personal development and competence, 

 small number of accidents at work, 

 low levels of absenteeism, 

 job satisfaction 
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Customer results  low level of complaints, 

 customers recommend products or services, 

 high level of customer satisfaction 

Society results  positive image of the organization, 

 good relationship with local authorities and non-

governmental organisations, 

 recognition in business environments 

Key performance 

results 
 collection and analysis of data on the effectiveness of the 

organization, 

 exceptional efficiency in industry, 

 growing market share, 

 a positive economic result 
Source: own elaboration based on the EFQM Excellence Model. 

 

4. FRAMEWORK MODEL FOR 

ASSESSING THE QUALITY OF 

MANAGEMENT 

 
The EFQM Excellence Model 

distinguishes 9 evaluation areas, of which 

the first five concern the potential of the 

organization, and the remaining 4 – its 

results. Such treatment is also beneficial 

for the evaluation of the quality of 

management. The determinants presented 

in areas related to potential (leadership, 

staff, policy and strategy, partnership and 

resources, processes) allow the 
identification of the causes of the current 

state of the quality of management, as well 

as the identification of used concepts, 

methods and tools. Those listed in the 

areas related to the results (people, 

customers, society, and key performance 

results) allow the assessment of the effects 

of the use of management instruments. 

The structure of the links in the 

EFQM model has been the subject of 

criticism of the researchers who, with the 
help of statistical analysis, showed its 

weakness [16]. At the same time, they 

offered another model structure, which 

statistically shows the significance of 

leadership as a foundation for other areas 

related to the potential of the organization. 

The analogy to the structure of the house 
can be used to depict this (figure 1). The 

leadership is a fundament, while other 

areas associated with potential are 

independent pillars. Each of them affects 

the results of the organization (shown in 

the figure as the roof). 

The manager must be efficient, 

therefore, the ultimate criteria for 

evaluation are the key performance results. 

As E. Skrzypek highlights, the quality of 

management has a strong relationship with 
management efficiency [6]. However, in 

this model, it is also important how these 

results are achieved. The best results do 

not indicate the high quality of 

management, but only those which 

continue to improve. Therefore trends 

count rather than absolute values, since 

raising the quality of management is 

mainly oriented to the long-term results. 

The limitation of the proposed model 

is the lack of references to the problem of 

the role of knowledge workers. As shown 
by previous studies [17], part of the tasks 

to be performed by knowledge workers is 

related to the quality of management, and 

part to the quality of performance. This 

issue should be resolved in the 

development of a detailed evaluation 

model. 
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Figure 1 - Framework model for assessing the quality of management 

 

5. CONCLUSION 
 

The concept of quality of management 

is commonly used by researchers to 

determine the responsibility of the 
managers for the functioning of the 

organization. It has a significant impact on 

the results achieved by the company. 

However, few of the authors attempt to 

define and measure the quality of 

management. 

In this article an attempt was made to 

define the quality of the management using 

both a deterministic and dynamic 

approach. The most important of its 

determinants, as well as a proposed 

framework model for evaluation were 

indicated. 

There is a need for further research in 

order to develop a detailed evaluation 

model. One of the effects of the 
application of such a model should be the 

aggregate assessment of the quality of 

management that would allow different 

organizations to be compared. 
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