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Abstract: The main motives for implementing standards are external and internal. External motives
are related with aims to enter new markets, export new goods, meet customer requirements, achieve
better corporate image, gain market share, or increase customer satisfaction. Internal motives occur
when the organization itself wants to improve the internal system and when processes and benefits
depend on the internal motives of the organization. In order to disclose the benefits of quality
standards, an empirical study was conducted with quality representatives from organizations in
different fields of business activity in Lithuania. The research aimed to investigate what quality man-
agement systems prevail in organizations and to reveal the motives and benefits of implementation.
The empirical study found that after the implementation of quality management standards (QMS),
the quality level improved; the number of incidents and defects (complaints) decreased; employee
involvement and perception of quality increased; company profits increased; customer satisfaction
increased; and company management was improved.

Keywords: standards; quality management; implementation motives; benefits of standards
implementation

1. Introduction

Standards play an important role in a globalizing world, both in terms of quality of
life and in economic terms; however, the implementation of standards in organizations
remains a delicate topic. There are still no full answers to questions regarding products,
provision of services, how an organization is affected by quality systems, how standards
can benefit an organization, and what added value is created by complying with standards.
Consequently, the aim of the research was to reveal what kind of motives and benefits
create the implementation of quality management standards for organizations today and
to evaluate if there are any changes compared to previous research studies.

The research proved that the list of main motives and benefits for implementing quality
management standards in organizations remains the same as it was revealed by previous
studies: motives remain as a demand/pressure from the customers, while organizations
want to increase market share or improve the quality of their product/services. Benefits
in organizations are reflected by a decreased number of incidents, improved profitability,
processes, procedures, etc.

The research also identified motives not mentioned in previous studies: (a) organiza-
tions could not operate their business without relevant standards or (b) organizations
aimed to increase operational efficiency. New benefits appeared through management—
after the QMS implementation, it became easier to manage organization, and operational
efficiency increased.

2. Literature Review

The main motives and benefits of implementing quality management standards
are external and internal [1]. External motives arise organically, when organizations
aim to enter new markets, export new goods, meet customer requirements, achieve a
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better image, gain a larger share of the market, or increase customer satisfaction. Internal
implementation motives occur when the organization itself wants to improve its internal
system and processes [2]. Received benefits depend on the organization, and if standards
are implemented solely based on external motives, there may be no significant benefits
at all. Benefits are far greater when quality standards are implemented to increase the
efficiency of the structure, systems, and processes of the organization [3].

Internal motives, which are factors that drive companies to adopt a certification
approach, are related to anticipation and efficiency, which concern the reason for improving
the company’s image, internal processes, functional areas, maintaining the competitive
position in time of economic crisis as well as the improvement of quality as part of the
strategy of these companies [4].

Some organizations implement quality management systems based on external mo-
tives, when aiming to enter new markets, meet product export requirements, or meet
customer requirements. Organizations also implement quality management systems be-
cause of the desire to gain a competitive advantage or as a response to future customers’
satisfaction. Additionally, organizations use certification in the marketing of the company
in order to increase its customer portfolio [4].

Both Ruzevitius [5] and Gotzamani [6] distinguish internal-motive (MI) and external-
motive (ME) quality management system implementation, and internal-benefit (BI) and
external-benefit (BE) quality management system implementation, as presented in
Table 1 below.

Table 1. Internal and external quality management system implementation motives (developed by authors based on [1,3,5]).

Motives Type Benefits Type
Decision of the highest authority MI Improved quality of products and/or services BI
Improvement of quality of products and/or services MI Decreased number of incidents, rejections, and complaints BI
Improvement of processes and procedures MI Increased productivity and/or efficiency BI
Reduction in incidents, rejections, and complaints MI Decreased internal costs BI
Used as a basis for reducing internal costs MI Improved profitability BI
Improvement of communication in the organization MI Increased workforce motivation and retention BI
Improvement of management-employee relations MI Employees have a better understanding of quality BI
Used as a promotional and/or marketing tool ME Improved processes and procedures BI
Maintaining and/or increasing the market share ME Elimination of excess work BI
Demand and/or pressure of customers ME Better working environment BI
Competitive advantage ME Better customer service BI
Condition to compete in the sector ME Increased customer satisfaction BE
Our competitors who have implemented ISO 9000 standards ~ ME Expansion into international markets BE
Direct way to a new market ME Greater competitive advantage BE
To be a good example for suppliers ME Effective promotional and/or marketing tool BE
Improvement of public image of the organization ME Improved quality of suppliers BE
At the request of the Government ME  Established and/or improved mutual cooperation with suppliers BE
Improved corporate image in the market BE

The type of motivation for implementing quality management systems affects the
performance of the system. Organizations that focus on real quality improvements and
organizational needs achieve higher benefits from their QMS implementation in areas like
quality and operational improvement, compared to those organizations that implement
and seek certification of their QMS for external motives, for example, image or customer
requirements. Thus, a QMS implemented based upon external requirements tends to focus
more on compliance and control and less on organizational efficiency [7].
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According to Gotzamani [6], another important part regarding the effectiveness of
standards is related to their ability to actually improve quality (internal and external) and
customer satisfaction. The question mainly arises due to the fact that the standards do
not require any evidence of the overall success and benefits of quality assurance systems
in certified companies. A company may well be certified according to ISO 9001 standard
without having to prove the existence of operational, economical, or other customer-related
benefits that it has achieved through its implementation [6], or certain organizations are
involved in the implementation of the ISO 9001 standard for marketing purposes only,
without actually aiming to improve their quality management [2].

At the same time, evidence suggests that quality management systems provide a critical
and established structure with the potential to create value, contribute to product quality and
operational performance, increase net asset value, and support continuous improvement [7].

Others claim that the major benefits of purchasing from ISO 9001-certified companies
include better, assured, and consistent product and service quality with prompt and speedy
supply (shorter delivery lead times); in this way, there are fewer complaints and a better
image for the company. Improved response to customer complaints is seen as the most
significant positive change in performance demonstrated by certified companies [8].

3. Materials and Methods
3.1. Research Aim and Methodology

The research aimed to determine which quality management standards are used in
Lithuanian organizations that are operating in different fields of activity, as well as to reveal
the motives for implementation and benefits of implemented standards and their practical
application within the side of organizations.

The research was conducted between 23 January 2021 and 30 April 2021 (see the re-
search sequence in Figure 1). Interviews were conducted with quality representatives from
organizations operating in various fields of activity: manufacturers of food, electrical equip-
ment and plastic products, service providers, cosmetics, and pharmaceutical companies.

The aim of the Research

Questionnaire | Questions on internal and external motives and benefits :

+ g '
Respondents i Quality representatives and experts responsible for QMS i
Rescarch performance i Remote of written semi-standardized interview :

¥

Data analysis

2

Research result i Motives and benefits not identified in previous studies :

Figure 1. Research sequence.

Research limits—the research involved only organizations that are operating in Lithua-
nia in different fields of activity and that have implemented quality management systems,
with their quality representatives chosen to be the respondents.

Ten respondents were interviewed during the research (R1-R10) whose data were
analyzed and summarized.

A questionnaire of the research was structured on the basis of internal motives (MI),
external motives (ME), Table 1, internal benefits (BI), and external benefits (BE).

Respondents that participated in the research were quality representatives and experts
who are responsible for quality management system implementation and assurance in
their organizations.
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The interview was conducted remotely due to the pandemic situation in Lithuania. All
respondents received the questionnaire before the interview in order to prepare properly.
Half of the respondents (R1, R4, R5, R7, R8) filled the questionnaire and provided answers
in writing (OW). Remote interviews with other respondents were conducted via video
communication platforms.

A quantitative as well as a thematic content analysis was applied to systematize the
obtained qualitative research data.

3.2. Characteristics of Respondents

The research involved Lithuanian organizations with implemented quality manage-
ment standards and operating in different fields of activity: manufacturing, trade, sales,
services, customer service, and for-profit non-governmental organizations.

The respondents were quality representatives and experts who are directly responsible
for the quality management system assurance in their organizations (Table 2).

Table 2. Qualitative research respondents from 1 to 10, their job positions, and data collection type.

Respondent Codes Job Position Data
Respondent (R1) Process improvement manager ow
Respondent (R2) Quality director 00
Respondent (R3) Process development manager (0]0)
Respondent (R4) Quality and food safety manager ow
Respondent (R5) Quality manager ow
Respondent (R6) Non-disclosed (0]0)
Respondent (R7) Quality manager ow
Respondent (R8) Quality manager ow
Respondent (R9) Quality manager (0]0)
Respondent (R10) Quality manager 0[0)

Note: OW—obtained in writing, OO—obtained orally

3.3. Questionnaire Methodology for Semi-Standardized Interview Performance

A semi-standardized interview method was chosen for the research. The elements
of the questionnaire were compiled by the authors on the basis of the generalized list of
motives and benefits provided by Vysniauskiené L. [3] and Ruzevicius J. [5]. Tables 3 and 4
provide a list of questions that were used for the research and evaluated, if motives and
benefits from the list in Tables 3 and 4 existed in organizations, or not.
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Table 3. Elements of the questionnaire compiled to evaluate QMS implementation motives.

Elements of the Questionnaire (Work Author) Motives [3] Type
4.a. What were the reasons for implementing the standard? Decision of the highest authority MI
4.b. External factors or internal demand? Maintaining and/or increasing of the market share ME
Demand and/or pressure of customers ME
Condition to compete in the sector ME
Competitive advantage ME
Improvement of quality of products and/or services MI
Improvement of processes and procedures MI
Reduction in incidents, rejections, and complaints MI
Used as a basis for reducing internal costs MI
Improvement in communication in the organization MI
Improvement in management-employee relations Ml
Used as a promotional and/or marketing tool ME
Competitive advantage ME

Our competitors who have implemented ISO 9000 standards ~ ME

Direct way to a new market ME

To be a good example for suppliers ME
Improvement of public image of the organization ME
At the request of the Government ME

Note: MI—internal motives, ME—external motives

Table 4. Elements of the questionnaire compiled to evaluate existence of implemented QMS benefits in organizations.

Elements of the Questionnaire (Work Author) Benefits [3] Type

6.a. Habits and employee culture have changed Employees have a better understanding of quality BI

6.b. Has the investment paid off?

7.a. Are the processes written?

7.b. How widely are the processes communicated?

7.c. Is there evident employee involvement?

7.d. Employees are contributing to process improvement Better working environment BI

Elimination of excess work BI

8. How do you ensure compliance with processes?

8.a. Are employees familiarized with the processes?

10.a. How did the implemented standards affect the organization? Improved processes and procedures BI

Increased productivity and/or efficiency BI

10.b. Do you see the benefits of the implemented standards?

11. How do you measure the level of the quality system?

12.a. Has the quality of services improved? Improved quality of products and/or services BI
Better customer service BI
Increased customer satisfaction BE

Improved quality of suppliers BE
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Table 4. Cont.
Elements of the Questionnaire (Work Author) Benefits [3] Type
12.b. Has the level of product defects decreased? Decreased internal costs BI

12.c. Has the number of non-compliances and complaints

Decreased number of incidents, rejections, and complaints BI

decreased?
12.d. Has employee motivation increased? Increased workforce motivation and retention BI
12.e. Has the company’s profit increased? Improved profitability BI
12.f. Has the company become more attractive? Improved corporate image in the market BE
Greater competitive advantage BE
12.g. Has the circle of customers increased? Expansion into international markets BE
Improved mutual cooperation with suppliers BE
12.h. Is the public beginning to trust you more? Effective promotional and/or marketing tool BE

Note: Bl—internal benefits, BE—external benefits

The type of motives indicates if motives are internal (MI) or external (ME).

Elements of the questionnaire compiled to evaluate benefits of quality management
standards existence are provided in Table 4.

Type of benefits indicates if benefits are internal (BI) or external (BE).

4. Results

An analysis of the research results proved that there are two main groups of QMS
implementation motives—external motives (ME) and internal motives (MI).

The external implementation motives were particularly prevalent in the case of cus-
tomer requirements.

Respondents stated that implementation of the standard allowed maintenance of
one’s position in the market, the gaining of a competitive advantage, and the ability to
compete in the sector; however, only three respondents (R2, R4, and R6) stated that the
emergence of the standard was the only reason why the organization decided to implement
it. Six respondents (R1, R3, R5, R7, R8, and R9) stated that the emergence of the standard
was determined not only by external motives but also by the desire of organizations to
streamline and standardize their activities, improve their processes, and ensure process
management, while one respondent (R10) pointed out that its only internal aim was to
improve the quality of its services.

Data of the research were systematized and are provided in Tables 5 and 6 with such a
methodology—if the answers were positive and it was suitable for all respondents, it was
marked with a “+”symbol in Tables 5 and 6, but if respondents evaluated that the benefits
of achieved topic were not related to implemented QMS, it was marked with a “/” symbol.

In summary, it can be stated that structure of motives for implementing quality
management systems remain the same, and, in previous research, motives were internal
and external. However, in terms of several organizations, it can be said that the external
motive has become mandatory (R2, R5). The present research revealed that companies
would simply not be able to operate without an implemented quality management standard
(one of the approved GxP [9], ISO 17025 [10]). Refusal to implement such standards was
not an option for them.

There were no observations during the research that would indicate that the motives
for implementing standards may have stemmed from the initiative to reduce incidents, to
use the standard for marketing purposes, or for the purpose of improving communication
within the company between managers and employees, or of becoming a good example for
suppliers. The aforesaid elements were revealed in the organization through the benefits of
the QMS.
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Table 5. Motives for implementing a quality management system in the organizations of respondents.
Motives Type Rl R2 R3 R4 R5 R6 R7 R8 R9 R10
Demand and/or pressure of customers ME L . . .
Competitive advantage (supply selection procedures) ME + + +
Improvement of public image of the organization ME + +
Maintaining and/or increasing the market share ME + +
Condition to compete in the sector ME + +
Would not operate without relevant standard ME + +
Direct way to a new market ME +
To use it as a promotional and/or marketing tool ME
Our competitors who have implemented ISO 9000 standards ME
To be a good example for suppliers ME
At the request of the Government ME
Improvement of quality of products and/or services MI + 3 I
Demand for standardized processes MI + + o+
Decision of the highest authority MI + +
Improvement of processes and procedures MI + +
Increasing operational efficiency MI + +
Process management Ml s
Reduction of incidents, rejections, and complaints MI
Improvement of communication in the organization MI
Improvement of management-employee relations MI

Note: ME—external motives, MI—internal motives, [+]—positive answer, R1 <...> R10—respondent

Even though not all organizations measured the effectiveness of QMS in the same
way, all of them indicated the same thing regarding the benefits of quality management

standards after their implementation.

The research results presented in Table 6 show that the external and internal benefits
remain to be the prevailing ones. According to the respondents, internal benefits (BI)
were an improved quality of products and/or services, a decreased number of incidents,
improved profitability, increased workforce motivation (employee involvement), increased
employee competence and procedural approach, improved processes and procedures
(standardized procedures), easier management of organizations, and increased efficiency.
External benefits (BE) were listed by respondents as increased customer satisfaction, ex-
pansion into new markets, competitive advantage, an improved image of the organization,

and an increased circle of customers.

Benefits that were not revealed during the research were increased productivity
and/or efficiency (BI), decreased internal costs (BI), elimination of excess work (BI), effective
promotional and /or marketing tool (BE), improved quality of suppliers (BE), and improved
mutual cooperation with suppliers (BE). Although these benefits have not been revealed,
we cannot claim that they do not exist, do not occur, and/or have not been achieved in the
organization. The study did not dive deep into the processes. For example, determining
whether there was a decrease in excess work would require a thorough investigation by
accessing the organization’s internal processes, checking each stage of the process, the cycle

time, the operation of the process, and its effectiveness.
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Table 6. Quality management system benefits in the organizations of respondents.
Benefits Type Rl R2 R3 R4 R5 R6 R7 R8 R9 R10
Improved processes and procedures (standardized procedures) BI + o+ 3 + + + W ¥
Employees have better understanding/competence of quality BI + + o+ o+ o+ + o+
Improved quality of products and/or services BI TN + + +  / +
Decreased number of incidents, defects, and complaints BI + / + + + + +
Improved profitability BI + /  + 4+ + o+ /  + /
Increased workforce motivation and retention (involvement) BI / + + + + / / / +
Easier management of the company BI + +
Increased efficiency BI + +
Better working environment (working conditions) BI +
Better customer service BI +
Increased productivity and/or efficiency BI
Decreased internal costs BI
Elimination of excess work BI
Greater competitive advantage BE + + o+ + o+ +
Increased circle of customers BE + + o+ + o+ [/  +
Expansion into international markets BE + + o+ 4+ o+
Improved image in the market and became more attractive BE + + o+ o+ o+ /
Increased customer satisfaction BE + + +
Effective promotional and /or marketing tool BE
Improved quality of suppliers BE
Improved mutual cooperation with suppliers BE

Note: Bl—internal benefits, BE—external benefits, [+]—positive answer, [ / ]—
benefits of achieved topic are not related to implemented QMS, R1 <...> R10—respondent

A significantly improved quality of products/services and a decrease in the number
of incidents and defects/complaints was observed in the organizations. Six out of ten
of the organizations indicated that the quality of their services has improved since the
introduction of QMS, and there were two organizations (R2, R9) that pointed out that
this improvement was not solely related to the implementation of the standard or was
only related partially. Six out of ten of the organizations indicated a reduced number of
incidents, defects, and complaints within the company, and one respondent indicated that
this was unrelated to the implementation of QMS.

Six out of ten of the organizations also talked about improved profitability and in-
creased workforce motivation (employee involvement), increased employee understanding
of quality, and improved processes and procedures (standardized procedures) by indicating
that their company’s profit increased after the implementation of the standard. However,
these data were provided by respondents based on their intuition and not on actual facts,
and 3/10 of the organizations (R2, R8, and R10) did not think that the growth of their
company was linked to the implementation of QMS. Five out of ten of the respondents
indicated an increase in employee motivation and involvement in the improvement of the
organization’s internal systems. Four out of ten of the organizations indicated that mostly
there was partial involvement, which occurs only when employees see benefits (R8) or a
lack of involvement due to employee turnover among lower-level employees.

As many as 7/10 of the organizations claimed that their organization had become
more mature with better awareness of why it is important to have an implemented quality
system, which indicates that a culture had developed within the organization. Seven
out of ten of the organizations revealed that after the implementation of the standard(s),
clear standardized processes and responsibilities emerged, which greatly facilitated the
management of the organization’s activities. One organization (R9) did not link process
improvement to the implementation of a standard alone, since a food safety system was
already in place, and the aim was to improve it.

Only 3/10 indicated an increase in customer satisfaction (BE) after QMS; however,
these results are not sufficient to declare that customers of the remaining organizations are
dissatisfied, since organizations do not conduct surveys, or the respondent did not indicate
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this during the survey. Five out of ten of the respondents indicated that opportunities
to enter new markets emerged, and 6/10 of the organizations indicated an improved
competitive advantage. An improved image of the organizations in the market (5/10) was
observed, while two organizations (R2 and R9) stated that management in their company
has become easier and efficiency has increased (R1, R4), and even 6/10 of the organizations
reported an increased circle of customers.

After evaluating the research results, it can be seen that organizations implementing
quality management systems based on both external and internal motives benefit in the
end from the implemented quality management standard:

1. If the QMS implementation motive of an organization was customer or market re-
quirements, the organization was able to enter new markets as the end result;

2. If the QMS implementation motive of the organization was internal: to improve the
company’s operations, its management and operational efficiency, the management
of the company became easier in the end, with the formation of employee culture,
awareness, and procedural thinking, which helps improve the organization and
encourages it to move forward.

5. Discussion

According to RuZevicius [11], apart from “traditional” quality (ISO 9001 [12]) and envi-
ronment (ISO 14001 [13]) management systems, Lithuanian companies uses systems—ISO
22000 [14] (food industry chain quality management), ISO/IEC 20000 [15] (IT service man-
agement system), good manufacturing practice (GMP) [16], Forest Stewardship Council
(FSC) [17]; forest management and wood processors certification, ISO/IEC 17021:2006 [18]
(requirements for bodies providing audit and certification of management systems), ISO
13485 [19] (for medical devices), SA 8000 [20] (Social accountability), ISO/TS 16949 [21],
ISO/IEC 27001 [22], CMMI [23], BRC Global Standard [24], etc.

The survey revealed that the core implemented standards were ISO 9001 [12], ISO
14001 [13], and ISO 45001 [25], while the rest of the standards were specialized according
to the business area, i.e., implemented based on the organization’s activities: a plastic pack-
aging manufacturer implemented BRC [24], while an electricity company implemented
ISO 27001 [22] and ISO 17025 [10]. A company providing clinical research services to
pharmaceutical and biotechnology companies and manufacturers of medical devices im-
plemented ISO 13485 [19] and ISO 22716 [26], and food and egg producers implemented
BRC Foods [24], IFS Food [27], ISO 22000 [14], and HALAL [28] systems (see Table 7).
It can be seen that the trends in the implementation of standards remain similar; how-
ever, new systems were also introduced—ISO 22716 [26], ISO 45001 [25], IFS Foods [27],
and HALAL [28].

Vys$niauskieneé L. [3] found that organizations have 7 internal (MI) and 10 external
(ME) motives, as well as 11 internal (BI) and 7 (seven) external (BE) benefits.

Four motives that were not identified in previous research were found during this
research: (1) organizations would not operate without a standard (ME), (2) improvement of
operational efficiency (MI), (3) procedural management (MI), and (4) increased demand for
standardized processes (MI). Current research revealed 3 benefits: (1) easier management
of the company (BI), (2) increased efficiency (BI), and (3) increased circle of customers (BE).
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Table 7. Implemented standards in organizations.

R1 R2 R3 R4 R5 R6 R7 R8 R9 R10
ISO 9001
ISO 9001 1SO 9001 ISO 9001 ]?ES? FFOOdd ISO 14001 BRCFood ISO22000 ISO 9001
ISO 14001 1SO 13485 ISO 14001 SO 12801 ISO 45001 HALAL ISO 13485 ISO 14001 BRC Food ISO 9001
BRC ISO 45001 RSPO ISO 27001 ECO 1SO 22716  ISO 45001
ISO 17025

Note: R1 <...> R10—respondent

It is likely that the research did not reveal all the benefits of implementing the standard.
It can be concluded that increased productivity, reduced internal costs, and elimination of
excess work are the main benefits of an organization included in the empirical research;
however, this was not revealed. The main reason for this is the scope of the research, since,
in order to determine productivity, costs, and elimination of excess work, the research
should take place continuously within the organization itself, with the possibility to access
its processes.

The Concept of the Model of Benefits of Standards

When implementing a quality management system, organizations can choose one
motive or another depending on their objectives set for the quality management system—
whether the motive is only external or internal or both external and internal.

The benefits of a standard can be determined when the system is not yet fully im-
plemented. This is reflected when employees contribute to the improvement of the orga-
nization’s quality system and development of its processes. This should be particularly
evident when an organization implements QMS for internal rather than external motives.
In addition to employee involvement, the benefits of improving processes and procedures
is also revealed later on, with the appearance of clear responsibilities and easier manage-
ment of an organization at the process level. This benefit can be revealed regardless of
the implementation motives (either external or internal), since the standard itself obliges
standardization of the system.

Summarized results of this research (see Tables 5 and 6) provided the basis for propos-
ing the model of systematized motives and benefits of quality management standards
(see Figure 2).

The benefits of quality management standards that directly contribute to the growth
of the organization (improved quality of products/services, reduced number of incidents,
increased circle of customers and profit of the company, etc.) were also revealed.

The research proved that not only that the same motives and benefits for implementing
QMS in organizations remain, which were revealed by previous studies, but that there
are other external motives, which would not operate without the relevant standard (ME),
and internal motives, increasing operational efficiency (MI), process management (MI), and
demand for standardized processes (MI). Additionally, other benefits, such as external
benefits—increased circle of customers (BE)—and internal benefits—easier management of
the company (BI) and increased efficiency (BI)—were revealed.
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Lt s s e - - -

N / \
BENEFITS

Qyuscd efficiency (BI) /

EXTERNAL
l INTERNAL

R T N e P s R P P L P e i i ~. N
MOTIVES \
Maintaining market share (ME) Decision of the highest authority (MI) :
Customer demand/requirements (ME) Expansion of the organization (MI) ;
Competitive advantage (ME) Improvement of quality of products and/or services .
Condition to compete in the sector (ME) (MI) !
Way to a new market (ME) Improvement of processes and procedures (MI) ;
Improving corporate image (ME) Increasing operational efficiency (MI) ;
Would not operate without relevant Processmanagement (MI) )
standard (ME) Demand for standardized processes (MI) 1

Improved quality of products and/or services (BI) Increased customer satisfaction (BE)
Decreased number of incidents, rejections (defects) and complaints Expansion into international markets
(®1) (BE)

Improved profitability (BI) Greater competitive advantage (BE)
Increased workforce motivation and retention (BI) Improved image in the market and/or the
Employees have a better understanding of quality (BI) public (became more attractive) (BE)
Improved processes and procedures (standardized procedures) (BI) Increased circle of customers (BE)

Better working environment (BI)
Better customer service (BI)
Easier management of the company (BI)

Figure 2. Model of systematized motives and benefits of quality management standards.

Organizations should monitor and evaluate whether the implemented QMS system

provides the added benefits that were expected before implementation, regardless of
whether the motives were internal or external:

1.

If the motive of an organization to implement QMS was only external, the organization
should set at least the following system monitoring indicators for the end result:

a. Improved profitability;
b. Increased circle of customers;
c. Increased customer satisfaction.

If the motive of an organization to implement QMS was internal (improvement of the
company’s activities and its management and operational efficiency), it should set in-
dicators allowing the organization to determine the involvement of its employees and
operational efficiency. Various qualitative indicators could be determined, such as:

a. Process quality level indicator;

b.  Complaint and defect reduction indicator;
c. Proposal system for process improvement;
d. Customer surveys, etc.

If an organization has implemented quality management standards for external rea-

sons, and if it achieves its set result (increased circle of customers, expanded market share,
increased profit of company), it should consider changing its motives to internal ones, and
aim to not only meet customer demand /requirements but also to improve the company’s
internal system and employee involvement.

Organizations should establish clear key performance indicators” (KPI) process moni-

toring and evaluate their system to see if the implemented quality management system
provides the added value that they expected before the QMS implementation, and accredi-
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tation companies should take this more into account in certification or annual follow-up
audits and make sure that the organization monitors these indicators.

6. Conclusions

1. Organizations implementing quality management systems based on both external
and internal motives benefit from the implemented standards at the end. If the
motive for the implementation of an organization’s QMS is customer or market
requirements, such an organization is able to enter new markets in the end. If the
motive is internal (improvement of the company’s activities and its management and
operational efficiency), the management of the company becomes easier in the end
with improvements in employee culture, awareness, and procedural thinking, which
help further develop the organization.

2. The data of the empirical research indicate that, after the implementation of QMS, the
level of quality improved, the number of incidents and defects (complaints) decreased,
and employee involvement and understanding of quality increased. More than half of
the respondents indicated an increase in their company’s profits, increased customer
satisfaction, easier management of the company, and increased efficiency; however,
results such as data on the company’s profits were provided by respondents based on
their intuition instead of actual facts. A conclusion can be drawn that organizations
see the implemented quality management standards as beneficial, however, these
data are not based solely on the internal indicators of companies.

3. The authors suggest such a possible standardization and quality management devel-
opment insights for future research: (a) the evaluation of real and comparable values
of management systems’ certificates, delivered by different conformity assessment
institutions; (b) the evaluation of the efficiency and influence of standardization,
QMSs, environmental management systems, and eco-labelling tools on a company’s
added value and a country’s gross domestic product.

4. The interviews were conducted with quality representatives/ experts but not with
operational level employees, and the research was conducted with a small amount
of organizations based in Lithuania. Future research should be performed with
organizations in foreign countries and interviewed with operational-level employees.
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