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ABSTRACT 

 

Market position, and in particular market share increase, requires every organization to 

constantly improve the performance of the management system in the function of 

competitiveness. With this goal, most organizations in one of the development phases approach 

changes that are commonly referred to as restructuring. This is often a fundamental mistake, 

which results in a lack of positive result. The mistake is that it is not clear what an object of 

restructuring is. No structural elements of the organization management system are known. 

The goal of this research is to have a clear structure of the management system and to determine 

the role of the structural elements for the functioning of the whole. In this paper, the author 

apply the methods of scientific cognition, especially the analysis, system theory, modelling 

method and synthesis, to research the structural elements of the management system 

characteristic of each organization, regardless of activity and physical size. As a result of the 

research, the author introduces the model structure of the management system with all the 

structural elements. The conclusion is that the implementation of the quality management 

system in accordance with the requirements of ISO 9001:2015 encompasses all the structural 

elements of an organization management system and thus represents a mechanism for changing 

their structure in order to increase competitiveness. For the success of this complex process it 

is necessary to meet at least two assumptions: to clearly define the management system and its 

structural elements and to thoroughly implement the quality management system in accordance 

with the requirements of the international standard ISO 9001:2015.  

 

Key words: quality, restructuring of the management system, structural elements of the 

management system, competitiveness.  

 

 

1. INTRODUCTION 

 

At one stage of the life cycle, each organization feels the need for major or minor 

changes to its structure and mode of business. This need is always associated with need for 

improvement. Often mistakes are made in the restructuring process. The basic mistake is if the 

restructuring process doesn’t start on time. Likewise, if the process begins without the 

necessary prior education of management and professional team. Furthermore, the appropriate 

methods, the application of which allows for a proper view of the current state, are not applied, 

which is necessary to establish clear restructuring goals. All this often leads to the choice of 

the wrong restructuring concept. Likewise, restructuring doesn’t cover all the structural 

elements of an organization's management system, as it is often thought that it is sufficient to 

reduce the number of employees and "cut" costs by a few percent. All of the above and other 
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mistakes that precede the restructuring process threaten the final result of the process. The 

desired effects aren’t achieved, the organization doesn’t deal with irrationalities in business 

and is not capable of better positioning in the market. 

The implementation of a quality management system in accordance with the 

requirements of the international standard ISO 9001:2015 is a good opportunity to perform a 

strategic restructuring of the organizations. This, because the fulfilment of the requirements of 

the standard for the purpose of regulating the management system and its compliance with the 

requirements of the standard, captures all the structural elements of the management system 

shown in Fig. 1. In most cases, due to insufficient knowledge of the issues and incompetent 

consultants, the management of the organization is not aware of this possibility and misses the 

opportunity, in parallel with the implementation of the quality management system, to 

restructure the management system of the organization by applying a strategic concept and 

increasing the degree of competitiveness. This results in (non)quality costs and losses. [1] 

 

 

2. METHODS 

 

The subject of research in this paper is to determine the clear structure of the 

management system and to look at the role of structural elements in the functioning of the 

system as a whole. The objective of the research is to identify the potential of ISO 9001:2015 

in restructuring the management system of the organization. In this research, the author applies 

several scientific methods of cognition, in particular the method of analysis, in determining the 

activities to be carried out within the restructuring process for a particular structural element 

of the management system. Also, in determining which of the requirements of ISO 9001:2015 

apply to the individual structural elements of the management system. The system theory 

method has been applied in the modelling of the management system with all its structural 

elements, with the application of the modelling method, too. This method is also applied when 

designing an optimal model of approach to restructuring the management system. The 

synthesis method is used to draw conclusions about the application of the requirements of ISO 

9001:2015 in the process of restructuring the management system. 

 

 

3. MANAGEMENT SYSTEM RESTRUCTURING 

 

The restructuring process implies activities to change the structure. These changes are 

in some cases accompanied by the introduction of new technology and the launch of a new 

investment cycle. Furthermore, it implies changes in the structural elements of the management 

system and a series of activities aimed at increasing the efficiency of the organization. 

 

3.1. Conceptual definition of restructuring 

 

Restructuring was first understood as the process of various changes in the ownership 

structure (mergers, acquisitions, repurchases, sales, integrations). At a later stage, this term, in 

addition to ownership, implies organizational, technological and market ordering of the 

organization, its business activities and portfolios. It is, therefore, a permanent process of 

various improvements and transformations of existing structures and constant innovation of 

the methods and techniques of managing an organization and its operations. 

Restructuring [2] is the process of making big changes to an organizational structure 

that often involve reducing the number of managerial levels and changing the components of 

an organization by moving and outsourcing some activities or functions and very often 



reducing the number of employees. An essential part of this process is reducing the depth and 

breadth of an organization known as downsizing. This implies a significant reduction in the 

layers and size of middle management, widening the range of controls and generally reducing 

the number of workers. With a well-implemented restructuring process, organizations become 

"narrower" and "shallower" and free themselves of anything superfluous that slows down the 

response to rapid changes in the environment. It is about applying a core business focus 

strategy. The restructuring process should be strategically driven and be an integral part of a 

broader vision of overall change. 

  

3.1. The object of restructuring 

 

One of the fundamental drawbacks in joining a restructuring process is the lack of 

knowledge of the restructuring object, which affects the process itself and the quality of the 

results. Therefore, restructuring often means, for example, minor changes to a functional 

organization, a reduction in the number of employees, "cutting" costs by a few percent, or just 

financial rehabilitation of the organization. These are partial solutions, since the management 

system is a complex phenomenon (Fig. 1). Partial solutions don't produce positive results in 

the long run, and due to lack of knowledge of the restructuring facility, the expected result is 

missing. 

 

 

Figure 1. Structural elements of the management system 
 

 

 

 

 
 

 

 

Source: Own research. 

 

 

Therefore, the object of restructuring should be the management system of the 

organization in such a way that all its structural elements are restructured (optimized). In this 
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case, it is reasonable to expect a positive synergistic effect of the restructuring process, which 

is manifested in increasing the competitiveness of the organization. 

The structural elements of the management system (Fig. 1) are: 1) a documentation 

infrastructure that strategically and operationally determines the organization's operations 

(mission, vision, strategy, policies, general and specific management goals); 2) organization; 

3) business processes; 4) resources; 5) partnerships and 6) information and communication. 

The operation of the structural elements is conditional and each of them influences the 

operation of the management system as a whole. [3] In doing so, the system should be viewed 

in context, respecting the institutional framework in which the organization operates. 

 

3.2. Conceptual model of restructuring of the management system 
 

There are a number of ways to proceed with the restructuring process, depending on the 

degree of understanding of the importance and manner of the restructuring and the identified 

goals that the restructuring needs to achieve (Fig. 2). In principle, two types of restructuring 

are distinguished: defensive and strategic restructuring. 

 

 

Figure 2. Conceptual model of restructuring of the management system 
 

 
 

Source: Adapted by author based on: [4] 

 

 

Defensive restructuring is based on two activities: 1) reducing the number of employees 

by layoffs and 2) financial rehabilitation. This approach is characterized by limited activity and 

partial restructuring (Fig. 3). [4] 

- is conducted under conditions of bad business,  

- the analysis of the current state wasn't done thoroughly,  

- the actual causes of the existing problems were not considered, 

- the restructuring process takes a shorter time (carried out quickly), 

- this is a partial restructuring, 

- the positive effects can be mostly short-term. 

 

 



Figure 3. Types of restructuring scope 

 
 

Source: [4] 

 

 

Strategic restructuring is more complex and is based on two groups of complex 

activities: [4] 1) activities related to human resources management, and 2) activities related to 

investing in: assets, knowledge, products and services, development and new markets. This 

approach is characterized by comprehensive action (Fig. 3):     

- it is also implemented in conditions where the organization is doing well,  

- is carried out after a thorough analysis of the current state,  

- all the causes of the existing problems were considered,  

- the restructuring process takes longer,  

- is carried out without time pressure,  

- it is mostly about complete restructuring,   

- the positive effects are not achieved immediately, but they are positive in the long run. 

 

 

3.2.1. Mission, vision, strategy, policies and goals 

  

The mission, as the basic purpose of existence, is given at the very foundation. It changes only 

exceptionally over the life cycle of an organization. The vision, strategy, policies and goals are 

changeable and represent the task of the organization's management. The changes depend on 

changes in the environment and the interests of the owner. Each generation of managers should 

have the right to their vision and appropriate strategies, guided by new technologies and market 

characteristics, which means changes in vision, strategies, policies and general goals every 

seven to ten years. 

 

3.2.2. Organization   

  

It is often mistakenly thought that implementing a restructuring process is sufficient, to 

a greater or lesser extent, to change the organizational structure. Changes in the structure of the 

organization tend to make the organization "narrow" and "shallow." The guiding idea should 

be to solve the problem satisfactorily, at as low a level as possible. The narrower organizational 

structure reduces the range of control of the first level of management. Efforts are made to 

allocate powers and responsibilities in a way that will make the organization more efficient in 

every respect. [5] 



„Terms such as authority and responsibility are especially important in the modern 

business environment of large international companies, but not only in them, which don't have 

a diversified production program and complex organizational structure, in which 

decentralization of management is a necessity, and therefore delegation of authority and 

responsibility, across all levels of the organizational pyramid, emerges as imperative.“ [5] 

 

3.2.3. Business processes   

  

A common mistake in approaching restructuring is the view that restructuring can be 

optimally implemented without changing the structure of business processes. There are several 

forms of business process improvement available. Which one will be selected depends on the 

current state and reliability of the business processes and the goals set. Interventions are 

available to the expert restructuring team: 1) eliminating weaknesses, 2) optimization, 3) 

innovations i 4) reengineering. They differ in the scope of the intervention in the business 

process, which also means the difference in the duration of the intervention, the price and the 

size of the risk. 

 

3.2.4. Resources  

  

          A resource is considered to be "... devices, opportunities, supplies, reserves, source, 

natural resources …" They may include [6]: 1) human resources, 2) suppliers and partnerships, 

3) information, 4) infrastructure, 5) working environment, 6) natural resoursec and 7) financial 

resources. In resource restructuring, as a structural element of the management system, the 

restructuring process is usually carried out in the area of financial and human resources. In the 

case of financial restructuring, the relationship between long-term and short-term fixed assets 

is improved, as well as the capital structure as the ratio between own and other capital and as 

the ratio of long-term and short-term capital. In the restructuring of human resources, most 

efforts are usually directed at identifying the required number of employees, in order to reduce 

their number. This is expected to make the organization more efficient and create the conditions 

for increasing profits. It is generally not thought that the number of employees doesn't have to 

be a major problem, but rather that the age and educational structure need to be changed. 

Employee characteristics depend on a number of factors such as: ability assessment, 

motivation, employee satisfaction, reward system, education and promotion, job security, 

organizational structure, etc. [7]  

Organizations differ in their understanding of employees. [8] More view employees as 

a cost that needs to be reduced. The second, smaller group treats the employees as an advantage 

to be developed and seeks to answer the question of how to change the way businesses operate 

so that existing employees are more effectively utilized. If it really exists, the determination of 

redundancies is only possible through a serious analysis and restructuring of business processes 

and partnerships. So, based on the facts, it will be possible to decide which parts of the process 

can be outsourced. 

 

 3.2.5. Partnership 

  

Partnerships, as a structural element of the management system in the restructuring 

process, are important in concluding an outsourcing contract, which often involves, in addition 

to taking over part of the process, a number of employees. It is important to know that the 

outsourcing process is subject to certain legal constraints and should be based on the results of 

a cost-benefit analysis. 



In addition to outsourcing partnerships, other partners, such as other suppliers of 

products and services, are important. An organization that wants to become more efficient and 

competitive through the restructuring process makes the selection of suppliers according to 

clear criteria, above all quality. 

  

3.2.6. Information and communication 

  

This structural element of the management system operates in two directions: 1) 

information and communication with all stakeholders (owners, partners, employees, 

employees' representatives, the public) during the restructuring process, which may depend on 

the outcome of the process itself and 2) adaptation of the information and communication 

system to the new management system after restructuring, when communication with the 

market will dominate. Information and communication are the bloodstream of the management 

systems because they take place at least three levels: 1) within individual business processes; 

2) between business processes and 3) management systems and its environment. 

  

3.2.7. Institutional framework 

 

The management system of each organization operates in an environment (city, region, 

state, etc.). It must adhere to the positive legal regulations in force in its field of activity. In 

addition, the institutional framework is made up of accepted or default standards, contracts, 

specifications, procedures, methodologies, etc. An organization can't operate outside the 

institutional framework and this needs to be taken into account, both in its regular activity and 

in its restructuring. 

 

3.2.8. Context of the organization 

 

Whether it is the regular operation of the organization or the restructuring process, context must 

be understood. The circumstances of the external [9] as well as the internal context significantly 

influence the definition of the vision, strategies, policies and general and specific management 

goals. Significant changes in circumstances, especially the external context, need to be 

addressed in a timely manner. 

 

4. OPTIMAL APPROACH MODEL 

 

           „Before embarking on a restructuring process, an organization must define the goals it 

wants to achieve… Possible goals may be: 1) arranging the company before privatization, 2) 

reorganization to facilitate the sale of company parts, 3) preparation of listed companies, 4) 

disassociation, 5) improving debt / equity relationships, 6) increase in overall capital efficiency, 

7) change in market strategy, 8) reconstruction and improvement of technological position, etc. 

According to the chosen goal or group of goals, a restructuring strategy is also set. The strategy 

itself is made after a serious analysis of the current state, an assessment of the strengths and 

weaknesses of the company and the selection of appropriate goals. The strategy defines the 

goals of the restructuring, the methods of achieving them and, of course, the time required. 

When it comes to time, it is estimated that it takes three to five years for a strategic restructuring 

of large companies.“ [10]        

 

 

 

 



Figure 4.  Optimal model of approach to the restructuring process 

 
 

Source: Adapted by author based on: [4] 
 

The restructuring process, depending on the specifics of the organization, is a complex 

phenomenon. It requires multidisciplinary knowledge and skills that the restructuring 

organization most often lacks. If the restructuring process is to be carried out in a transparent 

manner and if the ultimate goal is to be achieved, which is to increase the competitiveness of 

the organization, a complete and optimal model of approach must be chosen (Fig. 4). The 

model implies: 1) forming an interdisciplinary team composed of experts from the 

organization, but may also be outside the organization; 2) maximum involvement of 

organization management; 3) employee representatives i 4) competent consultants who will 

methodologically guide the process and address specific professional issues within the 

restructuring process. The restructuring process often involves engaging significant financial 

resources. Failure would mean double the cost: 1) funds invested in restructuring that failed 

and 2) loss due to (non)quality as the system will not produce the expected positive financial 

impact. 

 

 

5. RESTRUCTURING AND  

QUALITY MANAGEMENT SYSTEM ISO 9001:2015 

 

 The phenomenon of restructuring and the implementation of a quality management 

system in accordance with the requirements of the international standard ISO 9001:2015 are 

compatible and are not excluded. On the one hand, the goal of restructuring is a more efficient 

organization, and on the other, the implementation of a quality management system implies 

interventions in all structural elements of the management system and their adaptation to the 

requirements of the international standard ISO 9001:2015. In addition, the standard requires 

proving a process approach, which means that it needs to: identify, document, implement 

business processes and prove that they are managed. This is an important assumption, since a 



comprehensive strategic restructuring can't be carried out without a thorough analysis and then 

streamlining and increasing the reliability of business processes. 

 

 

Table 1. The relationship between the requirements of ISO 9001:2015  

              and the structural elements of the management system 
 

Structural elements of the management system Requirements of ISO 9001:2015 

 

1. Documentation infrastructure: 

- Mission 

- Vision 

- Strategy 

- Policies 

- Goals 

0.1; 0.2; 0.3.2 

5 (5.1; 5.1.1); 5.2 (5.2.1; 5.2.2) 

6.2 (6.2.1) 

7.1.6; 7.3 

9.3 (9.3.1; 9.3.2; 9.3.3) 

10.3 

2. Organization 4 (4.1) 

5.3 

6.2.2; 6.3 

8.3.2 

3. Processes 0.1; 0.2; 0.3 

4.2; 4.3; 4.4 (4.4.1; 4.4.2) 

5.1.2; 5.3 

6 (6.1; 6.1.1; 6.1.2) 

7.1.4; 7.1.5; 7.5.1  

8 (8.1); 8.2.2; 8.2.3 (8.2.3.1); 8.2.4; 8.3 (8.3.1; 8.3.2; 8.3.3; 

8.3.4; 8.3.5; 8.3.6); 8.4 (8.4.1; 8.4.2; 8.4.3); 8.5 (8.5.1; 

8.5.2; 8.5.3; 8.5.4; 8.5.5); 8.6; 8.7 (8.7.1) 

9 (9.1; 9.1.1); 9.1.3 

10 [10.1; 10.2 (10.2.1)] 

4. Resources 5 (5.1; 5.1.1) 

6.2.2; 6.3 

7  [7.1; 7.1.1; 7.1.2; 7.1.3; 7.1.5 (7.1.5.1; 7.1.5.2); 7.1.6]; 

7.5.1; 7.1.6; 7.2; 7.3 

8.1; 8.3.2; 8.4.3; 8.5.1; 8.5.2 

9.3.2; 9.3.3 

5. Partnership 0.2 

4.2; 4.3 

7.1.1; 7.1.4 

8.1; 8.3.2; 8.4.1; 8.4.3; 8.5.3 

6. Information and communication 4.1; 4.2 

5.2.2; 5.3;  

7.4; 7.5 [7.5.1; 7.5.2; 7.5.3 (7.5.3.1; 7.5.3.2)] 

8.1; 8.2.1; 8.2.3 (8.2.3.1; 8.2.3.2); 8.2.4; 8.3.2; 8.3.3; 8.3.4; 

8.3.5; 8.3.6); 8.4.1; 8.4.3; 8.5.1; 8.5.3; 8.5.5; 8.5.6; 8.6; 

8.7.1; 8.7.2 

9.1.1; 9.1.2; 9.1.3; 9.2 (9.2.1; 9.2.2); 9.3.3 

10.2.2 

7. Institutional framework 4.1  

5.1.2 

8.2.2; 8.4.1; 8.4.2; 8.5.1; 8.5.5; 8.7.1 

8. External context of the organization 0.1 

4.1 

5.2.1 

7.1.4; 7.1.5.1; 7.1.6; 7.5.3.2 

9.3.2 
 

Source. Own research. 
 

 



            It can be seen from the data in Table 1 that ISO 9001:2015 contains requirements that 

apply, to a greater or lesser extent, to all structural elements of an organization's management 

system. Most requests relate to processes, information and communication, and resources. This 

means that the introduction of a quality system in accordance with the requirements of this 

standard implies interventions in all structural elements of the management system. Also, with 

a holistic approach to implement quality management systems, certain changes are made within 

them, which can be considered as restructuring. In view of this fact, it is reasonable and rational 

to lead the process of restructuring and implementation a quality management system as a 

single project. This fact should be taken into account by both the management of the 

organization, the professional team, the quality manager and the consultants on the project. In 

this way, the eternal question will be eliminated: whether and to what extent the quality system 

in accordance with the requirements of ISO 9001:2015 contributes to increasing the 

competitiveness of the organization and the economy.  

 

 

6. CONCLUSION 

 

 It can be stated that the restructuring of the management system, especially strategic 

restructuring, is a complex project, with a significant impact on the further development of the 

organization. It is necessary for all participants in the restructuring project to understand from 

the outset that the object of the restructuring is a management system with all its structural 

elements. The project should be planned and professionally managed to achieve the 

restructuring goals. Depending on the size and complexity of the organization, the restructuring 

process can take from several months to several years. All this time, the organization must 

perform its functions and accomplish its mission. Upon completion of the restructuring project, 

it isn't realistic to immediately expect an increased profit as a result of the restructuring. 

Restructuring costs have to be paid, which often means investing in any previous accumulation, 

or credit. A well-implemented strategic restructuring process in the medium and long term 

compensates for previous investments and ensures the market stability of the organization as 

well as the development component. In addition to a good project and financial resources, the 

success of restructuring requires a professionally prepared management and professional 

restructuring team, as well as competent consultants. Risk management and determination are 

of particular importance because the restructuring process has its "opponents", which 

exacerbates the emergence and development of conflict, which can disrupt and threaten the 

project. The implementation of a quality management system in accordance with the 

requirements of the international standard ISO 9001:2015 represents the potential for strategic 

restructuring, since it covers all the structural elements of the management system. 

  

 

7. LITERATURE 

 

[1] Drljača, M., Mala enciklopedija kvalitete – V. dio Troškovi kvalitete, Oskar, Zagreb, 2004. 

[2] Bahtijarević Šiber, Fikreta i P. Sikavica, Leksikon menedžmenta, Masmedia, Zagreb, 2001. 

[3] Chapman, R. W., Lee, T. H.  & S. Shibaa, Management of Integrated System, Center for 

Quality Management, Cambridge-Mass, UK, 1999. 

[4] Drljača, M. i Mirela Vrbanc, „Restrukturiranje sustava upravljanja na zračnim lukama“, 

XV. Scientific International Symposium, Transport Systems 2008, Suvremeni promet, Vol. 

28, No. 3-4, Hrvatsko znanstveno društvo za promet, Zagreb, 2008. 

[5] Sikavica, P. i Fikreta Bahtijarević Šiber, Menadžment, teorija menadžmenta i veliko 

empirijsko istraživanje u Hrvatskoj, Masmedia, Zagreb, 2004. 



[6] Anić, V., Rječnik hrvatskoga jezika, Drugo dopunjeno izdanje, Novi Liber, Zagreb, 1994. 

[7] Manzoor, Q-A, „Impact of Employees Motivation on Organizational Effectiveness,“ 

European Journal of Business and Management, Vol. 3, No. 3, 2012. 

[8] Cascio, W. F., Odgovorno restruktuiranje-kreativne i profitabilne alternative otpuštanju, 

Prometej, Novi Sad, 2003. 

[9] Tran, Q. and  Y. Tian, “Organizational Structure: Influencing Factors and Impact on a 

Firm,” American Journal of Industrial and Business Management, Vol. 3, No.2, 2013. 

[10] Primorac, Ž., „Financijsko restrukturiranje poduzeća,“ Informator, Broj 4261, Zagreb, 

1995. 

 

 

BIOGRAPHY OF THE AUTHOR 
 

 

 

 

 

 

 

 

 

 

Assist. prof. Miroslav Drljača, Ph.D 

Airport Aviation Academy 

Zagreb Airport, Ltd, Croatia 

E-mail: mdrljaca@zagreb-airport.hr 

& 

University North 

Varaždin – Koprivnica, Croatia 

E-mail: mdrljaca@unin.hr 

 

He is a PhD of economic science, management and organization and Research Associate and 

Assistant professor in engineering science, traffic and transport technology. He is engaged in 

quality since 1997, when he finished the education according to the European harmonized 

scheme, based on EOQ (European Organization for Quality) programs and gained world-

recognized certifications: EOQ Quality Systems Manager, EOQ Quality Auditor, EOQ 

Environmental Systems Manager, EOQ Environmental Systems Auditor, EOQ Project 

Manager, EOQ Management System Senior Consultant, EOQ Risk Manager, EOQ Process 

Manager. His work includes more than 150 scientific and professional papers in Croatia and 

abroad. He participated on more than 150 international symposiums and conferences on quality 

and transport technology including two World Quality Forums organized by IAQ. He is a 

member of scientific and professional associations in Croatia and abroad, including ASQ – 

American Society for Quality and IAQ – International Academy for Quality. He is honorary 

member of The Managers of Quality and Production Association, Czestochowa, Poland. He is 

a consultant, auditor, Assistant professor at the University North in Croatia, visiting professor 

at several faculties and high schools and engaged in editorial work. He has received few awards 

for achievements in the profession: Charter of Croatian Society for Quality 2005, Plaquettes of 

Croatian Quality Managers Society 2009, Lifetime Achievement Award awarded by Croatian 

Quality Managers Society 2016, Charter for the special contribution to promote education and 

quality promotion awarded by the Croatian Association for Quality 2016 and City Velika 

https://www.scirp.org/journal/articles.aspx?searchCode=Quangyen++Tran&searchField=authors&page=1
https://www.scirp.org/journal/articles.aspx?searchCode=Yezhuang++Tian&searchField=authors&page=1
https://www.scirp.org/journal/AJIBM
https://www.scirp.org/journal/AJIBM


Gorica Award for Thanksgiving for Everyone's Contribution and Exceptional Achievements 

in Professional and Scientific Careers as well as for Selfless and Volunteer Work in Local 

Community (2018).  He is the member of three international scientific and professional 

journals. He is Croatian Quality Managers Society President more than 10 years. He had 

performed high managerial functions at Zagreb Airport, Ltd. including President of the Board 

and CEO. Also, he is a member of scientific council for traffic of Croatian Academy of Science 

and Arts. 

 


