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IMPACT OF TRANSFORMATION INTOA GREEN
ORGANIZATION ON PRODUCTION QUALITY

Abstract: Themaingoal of thispaper isto demonstratetheimpact of transformational |eadership, participative
management and empowerment in agreen organi zation on thequality index. A quality index isoneof the basicindicators
monitored continuoudly in all production companies today. The first part reviews the literature on the impact of
transformational |eadership, participative management and empowerment, which arethebasi s of green organization on
the quality of production. In the research part an analysis was performed in three enterprises located in Poland. It
includes results showing how transformational leadership, partici pative management and empowerment i nfluence work
involvement and quality index in green organi zations.
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Introduction

Maintaining the quality of production leading to customer satisfaction isthe basic parameter affecting
the cooperation between the client and the supplier. If the quality index is below the client’s expectations,
there is ho question of continuing cooperation. Repair of defects, waiting for properly made products and
downtime caused by quality defects constitute a cost that affects the profitability of production. Currently
prevailing trends based on TQM require making all members of the organization responsible for the quality.
To make employees fed responsible, it is necessary to createtheright culturein the organization. This should
be a culture that strengthens the wish of taking the responsibility for performed tasks. Employees should
prevent making defects, in contrast to the organizations where defects are discovered by the organization's
quality control teamor by the customer. Employees should have quality awareness, they should have appropriate
knowledge and experience. The managers' goal is therefore to organize the process in such a way that
employees perform their tasks and achieve quality objectives. The method is to make employees responsible
for their goals and arousein themthewillingnessto support the entire organization. Transformational leadership,
participatory management and empowerment which havefound their applicationin green and teal organizations
arethetoolswhich areuseful inthis case. The quality index isameasureof the effectiveness of an organization’s
activities. The concept of quality can be analyzed in many ways. Thisterm may refer to the quality of a product,
sarvices, life, work, environment, etc. The quality of a product can be analyzed as perfection (no defects), high
class of a product or compliance with standards. This study focuses on product quality in the sense of zero
defects.

The purpose of this paper is to demonstrate the impact of transformational leadership, participative
management and empowerment of employees in a green organization on the production quality index and to
present empirical measurements of the impact of the above factors on the production quality index. This
paper presents employee opinions on the impact of employee participation on work engagement and the
actual impact of participation and empowerment on the development of a quality index. The research was
carried out in three enterprises located in Poland. The diagnostic survey and monographic method were used
as the research method. The research was divided into two stages. Thefirst presents employee opinions on
the impact of employee participation on their involvement in their work. Hypothesis 1 was developed:
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“Employees of the organization believe that employee participation isatool that causes greater involvement
of employees in doing their work”. In the second stage of research, the actual impact of participation and
empowerment on the development of the quality index was presented. At this stage, hypothesis 2 was
developed: “ Employee participation is a tool increasing the quality of production”. Data was collected in
three production enterprises transformed into green organizations with participatory management and
empowerment of employees. The study carried out coverstheperiod prior totheimplemetation of participation,
the transformation period and the participation time. This makes it possible to trace the entire process of
change and its impact on the quality index.

Context of thestudy

Studies available in the literature present an individual assessment of the impact of transformeational
leadership, participative management and empowerment on the organi zation’s results. Subjective assessment,
especially in the area of enterprise performance, can lead to misinterpretation. Due to the confidentiality of
company data, there is a lack of actual data presenting a change in the organization’s resultst. There are
many studies available, which analyze the impact of transformational leadership, participative management
and empowerment on financial performance of the organizations, but we still know very little about how this
style of management affects quality. There is a lack of empirical researches in the literature presenting
specific values towhat extent it influences theimprovement of the organisation’s quality performance. This
study presents the actual results of three production companies located in Poland, which in the years 2016—
2020 were successfully transformed from autocratic leadership to green organization. To ensure a rdiable
reporting, the amount of external claims was analyzed. This type of measurement ensures impartiality and
objectivity ininterpreting the organisation’s quality results.

Literaturereview

Quality is one of the basic parameters of economic efficiency. Quality improvement can only be
achieved by involving all employees in the process. In Indonesia, in a state-owned company, it was found
based on surveys among 30 mid-level managers, that transformational leadership strongly influences the
increase of the involvement of the managers?. Transformational leadership used in green organizations uses
the participation and cooperation of members of the organization to increase employee’s engagement in
pursuit of the organization’'s goals®. It is also effective in the case of the increasingly popular remote work.
Thanks to the collaborative approach, decisions are made participatively, trust and knowledge sharing are
strengthened, and this affects the involvement of the virtual group in performing the tasks and achieving
common goals®. Product and service quality areelementsthat impact theorganization'sresult®. Transformational
leadership is considered the most effective in improving enterprise performance. This is due to the fact that
transformational leaders present their team members a clear vision and through empowerment they gain
favor and commitment of the teams in achieving goals®. Transformational leadership strengthens the self-
awareness of the members of the organization, especially in terms of the contribution of each participant to
the company’sfinancial result’. It contributesto theunification of thevision between theleader and subordinates,
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which includes the same understanding of proper quality®. Equal understanding of the organization’s quality
requirements is a way to motivate members to achieve these goals®. Additionally, if leaders and their groups
understand the goals equally, they do not compete with each other to achieve their own goals that differ from
each other, and employees try to achieve them with greater determination. Particularly in the case of quality
requirements, we are dealing with professional knowledge that employees have acquired as part of ther
education and experience. Using transformational leadership, theleader shares hisvision and leadsto employee
development in a way that ensures joint pursuit to realization of this vision. If both employees and leaders
look at the quality goals in the same way, the chance of achieving them increases'®. Many researchers
consider intellectual stimulation and individual approach as the most important mechanisms of transformational
leadership. Intellectual stimulation is understood as suport of subordinates in logical, rational and involved
solving of organization's problems. Thisis mainly done by encouraging the analysis of existing solutions and
searching for new, more efficient methods of performing the task. In the individual approach the leader
becomes a coach and mentor who examines the needs of subordinates and cares for their development in a
way that combines the expectations of the employee and of the organization. Intelectual stimulation and
supporting the development of employees in order to perform better their duties and take responsibility for
their actions has adirect impact onimproving the quality of tasks performed and thus reducing the number of
complaints and improving customer relationships. Empowerment is an effective tool that is recommended to
be included in the range of management techniques used in transformational leadership. Empowerment
mediates in obtaining better quality of work, which is the effect of introducing intelectual stimulation and
individual approach. It is proved that thanks to intellectual stimulation and individual approach that develops
the potential of employees, they are able to assume the role arising from empowerment!!. Employees are
more confident and take responsibility for the activities they perform®2. Transformational leadership develops
employees’ sense of importance and their development is the goal of the organization. This sense improves
the employees’ approach to the organization, and consequently improves the quality of work™. Transformational
leadership motivates employees to participate in the development of the organization. Theresult is a positive
approach to work and increasing quality. Employeesfed psychological ownership of their tasks. Psychological
ownership arises when an employee has the right information and capabilities to make right decisions to
accomplish his task in his way**. By implementing empowerment, employees perform their tasks with greater
accuracy and attention®. Based on research in Canada, India and Iran, it has been established that trans-
formational leadership increases empowerment, and empowerment makes employees fed independent and
engaged in self-control®. The implementation of empowerment increases the level of knowledge of members
of organization, increases their awareness, skills and enriches experience. Empowerment also reduces the
amount of errors made by an employee!’. Empowerment is based on transferring the right to make decisions
to persons in the place where the problem arises. In the TQM philosophy, this means shifting the decision
center from a distant, centralized level to a place closer to the client. Transformational leadership enriches
skills of employees'®. The activities of transformational leaders result in the improvement of employees

8 Andersen, L. B., Bjgrnhdlt, B., Bro, L. L., Holm-Peter sen, C. Achieving High Quality Through Transformational
Leadership: A Qualitative Multilevel Analysis of Transformational Leadership and Perceived Professional Quality.
Public Personnel Management, no. 47, 2018, p. 52.
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Blgmail, A., Halim, F. A.,Abdullah, D. N. M. A., Shminan,A. S., Muda, A. L. A., Samsudin, S. TheMediating
Effect of Empowerment in the Relationship between Transformational Leadership and Service Quality. International
Journal of Businessand Management, val. 4, no. 4, 2009, p. 4.

2 Abbasi, M.M., Khan, M. M., Rashid, K. Employee Empowerment, Service Quality and Customer Satisfactionin
Pakistani Banks. Journal of Bank Management, val. 10, no. 4, 2011, p. 47.
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no. 5, 2011, p. 7391.

1| bidem, p. 7391.

5 1bidem, p. 7399.
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qualifications and an increase in the level of knowledge and competence in the organization'®. Thiswas also
confirmed in the Czech Republic. Based on surveys conducted among 88 hi-tech manufacturing companies
in the mechanical and dectrical industries, it was found that members of the organizations expect to be
involved in the process of decision-making, for which they take responsibility in the next stage. In this way
they gain new skills and develop themselves. The manager has no formal power, but rather acts as a coach
who mobilizes to cooperation. Empowerment increases employee mativation to produce products of the right
quality. Quality in hi-tech companies is more important than quantity?°. Based on the research carried out in
Nigeria, among 320 managersfrom 24 banks, it was found that theimplementation of participatory management
resulted in an increase in employee productivity?. In this study, productivity was defined as the efficient
execution of the order in the required quality??. As the result of the implementation of transformational
leadership in 18 hospitals in the United States, in addition to improved financial results, also an improvement
in the quality of services and increased patient satisfaction were noted?. Based on observations carried out
in the United States, it was found that participative management increases production quality. Employees
change independently the organization of their work stations and make decisions within their scope of
responsibility?.

In a series of studies, the corrdation between organizational culture, knowledge sharing and the
quality of services has been established?. Knowledge management is an important element of participative
management. Members of the organization must have the appropriate knowledge to make right decisions.
This obliges managers to create a culture that supports knowledge sharing among members of the
organization?. In Turkey, a research was carried out with 343 medium and senior managers from 125
production companies belonging to the 1000 most prosperous Turkish companies’”. Asaresult of theresearch,
it was found that transformational leaders directly influence the company culture, develop visions, implement
changes, innovations and support thelearning process®. Transformational |eadership supportslearning proces
in organizations by promoting intellectual development, motivation and strengthening self-confidence among
members of the organizations®®. Employees involved in the decision making process are responsible for these
decisions®. Transformational leadership supports the intellectual growth of members of the organization,
encourages learning and problem solving®. The willingness to share knowledge is caused by the internal
motivation of the person possessing this knowledge. None of external motivation formis effective enough, as
the transfer of knowledge is immeasurable. Any attempt to measure the process, e.g. by the amount of
written pages, does not guaranteethe correct content and quality of theknowledge recorded. Internd motivation
increases as an employee participation in decision making increases. Participation strengthens internal
motivation coming from satisfaction and prosocial behavior®. Transformational leadership should be used
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nigration, val. 2, no. 4, 2013, p. 118.
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especially in companies based on the specialized knowledge of employees, in order to increase the willingness
to share knowledge, so that employees do it of their own will**and these increase the quality of production.

Other conclusions were drawn by researchers from Nigeria. Based on the research among 200
employees in the brewing industry it was found that autocratic style brings the best quality results®. Similar
results were obtained in studies in South Africa among 110 project managers from the construction industry.
It was found that transactional leadership contributes to the successful completion of the project. The success
of the project was defined as a task completed in the planned time, within a fixed budget, appropriate quality
and contributing to customer satisfaction®. In autocratic societies based on the cult of power, transaction
leadership that uses direct reward and punishment is declared more effective in achieving results®. As a
system for consolidating procedures and strong relationships, it improves quality results. It is a culture that
formalizes the organization’s activities through formal procedures, rules and regulations. Participatory and
democratic cultures, according to such societies, allow too much flexibility, freedom of action, freedom in
interpreting requirements and weaken the quality culture. In healthcare, transformational leadership focused
on change has been assessed by researchers in the United Kingdom as being in conflict with maintaining
quality, which requires stability and orderliness®.

When comparing the number of defects in organizations managed in authoritarian and humanistic way,
results often show the advantage of authoritarian management over NGL (New Genre Leadership). The
researchers came to the conclusion that this result was obtained not because of the smaller number of
defects in organizations managed in a dictatorial manner, but because of untrue data from this type of
organizations. Employees do not report errors and provide incomplete data, because they are afraid of
conseguences. Comparing these two groups, it was found that participation teams actually generated fewer
errors. The quality of leadership should be assessed on the basis of the number of defects found and the
effectiveness of improving the organization, and not on the basis of the number of defects reported®. There
isopennessin NGL organizations and members of the organization report errorsto improve the organization.
Asaresult of asurvey conducted in Iran among 281 bank employees, it was found that autocratic leadership
significantly reduces employee involvement in the quality of the service provided. Participatory leadership,
on the other hand, encourages members of the organization to accept and respect the organization's values.
It directly increases the involvement in the high quality services®.

It has been proven that autocratic style affects the quality of work. Thisimpact is only positivein the
presence of managers and when performing simple work. In the long run, it causes employees to withdraw,
lack of initiative and avoidance of responsibility due to fear of punishment®. In the case of transactional
leadership based on prizes and penalties, it often happens that employees want to receive a prize or want to
avoid punishment and perform tasks against their knowledge and against their experience®. The mativation
to perform the task professionally in the case of transactional dependencies is weaker, and additionally
vigilance and ingenuity as well as common sense of employees vanish. Research conducted among airline
crews showed that the fewest mistakes were made under the leadership of people who were friendly, nice,
sociable, confident and resistant to pressure. At the sametime, in the same study it was proved that the crew
made the most mistakes when the leader (captain) managed in an authoritarian manner2.

The variety of cultures, the diversity of work performed and various research methods do not allow to
define one the most effective management style that leads to the highest involvement of the employee.

3 1bidem, p. 14.
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Surveys show that to minimize manufacturing defects, combining two styles of transformational and
transactional leadership gives benefit. Transformational leadership gives way to change, improvement,
entrepreneurship, internal motivation, responsibility, whiletransactional leadership focuses onerrors, problems
and putsit in the framework of procedures, awards and regulations. It has not been possible to state clearly
and unequivocally that there is always less defects in the organizations with transformational |eadership®.
Research conducted in Romania on 1,272 employees in the trade industry showed that transformational
leadership is the most appropriate in organizations where ambitious goals are required and in which alot of
changes are carried out*. Researchers from Ireland also say that participative management has the best
effects in implementing complex tasks*. The green organization is based on humanistic management styles.
Theseinclude transformational leadership and participation®®. The humanistic management focus on ahuman
who has causative capabilities and is responsible.

M ethodology

Before the tested compani es changed their nature into green organizations, a study was conducted on
employee perception of participation. In order to test the hypothesis 1, a study was conducted among 80
employees in three companies located in Poland. A diagnostic survey was chosen as the research method for
the purpose of this study. A survey was used as the technique of collecting data. A questionnaire was chosen
as theresearch tool in the study. The survey contained one question with suggested choices. A question was
asked as follows: “Do you think that employees who participate in the profit of an enterprise are more
involved in their work?’ The respondents had five answersto choosefrom: definitely yes, rather yes, probably
not, definitdy not, hard to say. Only one answer was allowed. 80 participants took part in the study.

In order to test the hypothesis 2, statistical data was collected defining the quality index. The quality
index is defined in these considerations as the quotient of the number of products without claims of final
customer (in the numerator) and the quantity of products manufactured and delivered to the final customer
(in the denominator). Data was collected on a monthly basis. Three production enterprises placed in Poland
were observed. There were 150, 100 and 200 employees employed in them. Data were collected in the
period of 2016-2020. The monographic method was chosen as the research method, documentation testing
was chosen as the research technique, and observation notes as the tool. The leadership style before the
change had the characteristics of autocratic leadership. There were present, among others, infallibility of
peoplewith power, use of special privileges by managers and centrallised control. High employee uncertainty
was manifested in high stress, fear, aggression and threats*.

Data collection began before the organizations were transformed into green organizations. During the
reorganization, a collaborative culture was created. A culture of cooperation is the most important goal of
empowerment. Thefollowing direct participation tools have al so been introduced in the organizations: regular
employee meetings with their line managers, extended task scope at the workplace, an increase in the
rotation of activities at the occupied workplace, teams that deal with problem solving, project groups, enriching
the scope of work, research in the area of employees opinions, autonomous groups, quality circles. A
participation of all employeesinthecompanies’ profit wasalsointroduced. Thetransformation wasevolutionary.
The whole observation process lasted about 24 months.

Result

Theresult of the examination of hypothesis 1 showsthat 37.5% of respondents believethat the employee
who participates in the profit of the company is definitely more involved in their work, according to 38.75%,
thisisrather the case, 11.25% of respondents believethat thisis not the case, while 6.25% are convinced that
this is definitely not the case and 6.25% do not have a clear opinion on this (see figure 1).

®Firth-Cozens, J., Mowbray, D. Op. cit., 2001, p. 5.

“ Mihalcea, A. Leadership, personality, job satisfaction and job performance. Procedia— Social and Behavioral
Sciences, no. 127, p. 2014, 447.

®Martin, J., Cormican, K., Sampaio, SC.B., Wu Q. Op. cit., 2018, p. 677.

% Ozsahin, M., Zehir, C.,Acar A. Z. Op. dit., 2011, p. 1462.

4 Paracha, M. U., Qamar, A., MirzaA., Inam-ul-Hassan, Wagas, H. Op. cit., 2012, p. 57.
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Source: Own study.

Figure 1. Opinions of the respondents about the extent to which the employee who participates
in thecompany’s profitsismoreinvolved in their work

On the basis of data collected to check the hypothesis 2, the quality index was calculated on a monthly
basis. In thefirst organization, the quality index after 10 months from the start of the transformation into a
green organization reached 100% with an initial value of 75%-82%. Over the next 14 months, up to atotal of
24 months, apart from two drops to 97%, theratio remained at thelevel of 100% (see Figure 2). It should be
noted that organization 1 ddivered various products to one recipient, and the monthly production volume
reached several thousand pieces.

Source: Own study.
Figure2. Quality index of the organization 1

In the second organization, the quality indicator after 14 months from the start of the transformation
into a green organization reached 100% with initial fluctuations of 42%-77%. For the next 10 months, up to
24 months, the indicator kept thelevel of 100%, however, having two drops reaching the level of 90% at the
worst moment (see Figure 3). It should be noted that organization 2 delivered one type of product to one
recipient, and the monthly production volume reached 30 pieces.

93



ColranHo-MKOHOMUYECKH aHanmn3u, kaura 1/2020 (17)

L2

103%: \/ N

8¢5
S0
At

LU

Source: Own study.
Figure 3. Qualityindex of the organization 2

The quality indicator in the third plant after 13 months reached 97% with an initial value of 93-94%
with registered drops of up to 85%. Over the next 11 months, up to 24 months, the value of the indicator
increased, however, it continued to fluctuate, oscillating between 96% and 99% (see Figure 4). It should be
noted that the organization 3 supplied various products to many recipients, and the monthly production volume
reached up to several thousand pieces.
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Source: Own study.
Figure4. Quality index of the organization 3

Discussion, Implications, Limitationsand Directionsfor Future Research

Based on surveys, it was found that 76 percent of respondents believe that employees who participate
in a company’s profit are more involved in their work. Employee involvement directly influences the quality
of production. Observations of changes in the quality index in three organizations have shown that the
transformation of the organization into agreen organization based on transformational leadership, participatory
management and employee empowerment has a positive effect on production quality. It is interesting that in
all three cases the increase in the value of the quality index and its relative stabilization occurred after a
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similar period from the beginning of the transformation. Organizations needed about a year to change ther
mindset and organizational culture. It should be noted that in the examined period, none of the observed
organizations introduced technical changes and did not invest in new technologies. The only changes that
took place concerned the style of management and involving employees in decision-making processes. On
this basis, it can be concluded that organizational changes involving the introduction of a transformational
style of leadership, participation and empowerment give the opportunity to increase the quality of production
one year after the start of the process changing the organizational culture.

The limitation of the obtained results is a small sample confirming the hypothesis 2, because the
observations were made only in three plants in one country. Further research should make further analyzes
in other enterprises to confirm the obtained result. It should be remembered that the environment and culture
existing in a given community are also important. Culture strongly determines the effectiveness of leadership
style. Therefore, subsequent studies should compare the result in the case of transactional and delegating
leadership in order to sdect the most effective management style in a given environment. It will also be
useful to continue the observation to answer the question of how thequality index will develop in thefollowing
months and years in green organizations after achieving initial growth. The question arises whether the index
will continueto remain at a high level, whether there will be discouragement among employees after thefirst
period of enthusiasm. It should be noted that some participative tools such as quality circles focusing on
improving thequality of production are difficult to maintain at the appropriateleve of effectiveness for along
time. It was observed that after thefirst period of enthusiasm after the formation of circles discouragement
increses and involvement of participants decreases®.

Conclusion

The increasing popularity of green organizations implementing transformational leadership and
participatory management style based on employee empowerment encourages careful analysis of the effects
of this activity. The purpaose of this work was to examine the impact of green organization management on
the quality index. To test this, employees’ opinions were collected on the impact of participation on their
involvement in work. It was also examined how participative management, transformation leadership and
employee empowerment used in a green organization will change the quality of its production. On the basis
of the presented research, it should be stated that the results were consistent with the hypothesis 1: “ Employees
of the organization believe that employee participation is atool that causes greater involvement of employees
indoing their work”. Based on the conclusions, it can also be stated unequivocally that after theimplementation
of employee participation, transformational style and empowerment of employees, organizations increased
the quality of production. Therefore, the hypothesis 2: “ Employee participationisatool increasing the quality
of production” is also approved. Employees involved in the decision-making process take responsibility for
thequality of their work and show initiative and cresativity. Thisincreases employee satisfaction and motivation
to perform tasks. Such employees should contribute to the increase in quality in these organizations.
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