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Abstract: All organizations, including logistics organizations, develop throughout the life cycle. The quality 
management system (QMS) in accordance with the requirements of international standard ISO 9001  
organization is generally implemented in one of the life cycle stages when they want to improve their 
customer relationship and strengthen or improve their position on the market. Therefore, it is particularly 
important at what stage of the lifecycle the logistics organization implements the QMS. The most common 
situation is that the organization, most of their work and existence, in a competitive environment, work 
without the internationally recognized QMS. This generally means that most of their work and existence do 
not work at an optimal level, which is non-recoverable loss. At some stage in the life cycle, when deciding to 
introduce QMS, they have two ways: 1) defensive approach or 2) strategic approach. By opting for a 
defensive approach, a non-optimal operating period is continued, which implies an extra non-recoverable 
loss. Optimum is not a state rather than a tendency, a path, a goal. Commitment to this goal should begin at 
the beginning of the logistics organization's life cycle, or when it is established. In the paper, by applying 
general and special scientific methods of knowledge, the authors prove the need to implement QMS at the 
moment or immediately after the establishment of the logistics organization. 
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1. INTRODUCTION 
One of the many definitions defines logistics as an activity that deals with mastering space and time 
at optimal costs. It coordinates all movements of materials, products and goods in physical, 
informational and organizational terms. Numerous organizations around the world are involved in 
logistics processes. These are organizations that deal with transport in all forms of transport, 
organizations that deal with storage, distribution, IT solutions and other activities necessary to 
ensure the flow of raw materials, products and goods from producers to final customers. In many 
local and global markets in which they operate, competition is constant. Strategies, policies and 
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goals of logistics organizations should be set in a way that ensures the organization's market 
survival and development. In this endeavor, various methods and tools are used to establish 
sustainable business in the long run. One of the tools is QMS, which organizations usually resort to 
when they want to improve their relationship with customers and strengthen or enhance their market 
position. The decision to implement QMS is almost always made in one of the phases of the life 
cycle of the organization, when the weaknesses and shortcomings of management that are 
manifested in a particular market position are already visible. This means that the organization 
operates in entropy conditions all the time and continuously produces a loss3 that can not be 
compensated for because time is a non-renewable resource. The management of the organization 
has the task of devising how to solve this problem and get closer to the optimum in business, thus 
ensuring a high degree of fulfilment of stakeholder requirements. One way to solve this problem is 
to shorten the time in which the organization operates in conditions of entropy, ie the time of loss. 

2. METHODOLOGY 
The subject of research in this paper is the QMS in accordance with the requirements of the 
international standard ISO 9001:2015 and determining the phase of the life cycle of the organization 
in which the system should be implemented, with application to logistics organizations. The 
problem that this research seeks to solve is to shorten the period of the life cycle in which the 
organization does not operate at an optimal level. In this research, the authors used several scientific 
methods of cognition: 1) the method of comparison when comparing individual phases of the life 
cycle of the organization, 2) the method of modeling when researching the life cycle of the 
organization and 3) the method of analysis and synthesis. 

3. LIFE CYCLE OF THE LOGISTICS ORGANIZATION 
 

The life cycle of organizations has been researched by numerous scientists. “The enterprise life 
cycle model is based on the assumption that a living organism (enterprise, organization), like others, 
is an open system that is influenced by time and other systems in the environment. It follows that 
every company has its own emergence, growth (decline) and aging. The elements through which the 
development of a company is monitored can be: age, size of the organization, state of evolution and 
revolution, and growth rate of the industry to which the company belongs. Every company in its life 
cycle is created through an entrepreneurial idea. By founding and developing an entrepreneurial 
idea, one is born, expands one's business, expands or lives, and by untimely solving of problems 
one enters a crisis and eventually goes out, ie dies, goes bankrupt.”4 This also applies to logistics 
organizations. 
Edith Tilton Penrose, in the mid-20th century, researches the theory of organizational growth and 
analyses, uncommonly, the possible application of natural laws in organizational theory.5  
The development of an organization's life cycle model using a scientific approach began researched 
in 1967 with Anthony Downs models.6 He conducts research on a sample of institutions. Lippitt 
and Schmidt are developing a life cycle model in privately owned organizations.7 Their research is 
concentrated on three developmental stages of the enterprise life cycle: 1) birth, 2) youth and 3) 
maturity, which alludes to the life cycle of living organisms and is an attempt to explain social 
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processes by the laws of nature. Bruces R. Scott in the model developed in 1971 recognizes three 
basic developmental stages in the life cycle of an organization: the first is characterized by a lack of 
clear structure, the second is characterized by specialization and establishing a clear direction of 
development and tending market positioning with product range.8  
In 1978, Daniel Katz and Robert L. Kahn created an organizational life cycle model that reflects the 
development of organizational structure and consists of: 1) the simple system phase, 2) the stable 
organization phase, and 3) the assisted structure phase.9 
Ichak Adizes in 1979 shows the way of phased development of an organization in priorities. The 
model contains maturation and decline phases. The organization matures from foundation to 
maturity, and declines from maturity to "death." Adizes argues that towards the end of the 
organization brings an excessive focus on stability, administration, rules and procedures.10 This 
points to the conclusion that the organization "dies" due to not recognizing the need to focus on the 
customer (quality), or market, instead of administration and excessive rules and procedures. This 
actually means that the organization is "dying" due to poor management. In 1983, Robert E. Quinn 
and Kim Cameron formed an integrative life cycle model of an organization with four phases: 1) the 
entrepreneurial phase or the organization building phase, 2) the collective spirit phase or the growth 
phase, 3) the formalization phase or the differentiation phase, and 4) the elaborations 
(improvements).11 None of the developed models of the organization's life cycle explicitly 
recognized quality as a mechanism that can prolong the growth and development phase, the 
maturity phase, and delay or prevent the decline and "death" of the organization.  
Taking into account all the above models, the life cycle of an organization can be divided into five 
phases, as shown in Fig. 1. These are: 

- Introduction phase (lasts from the establishment of the organization to a significant increase 
in total revenue, ie market share); 

- Growth phase (follows the introduction phase and focuses on physical growth and 
increasing market share); 

- Development phase (does not neglect physical growth, but also takes the development of 
management systems as a priority); 

- Saturation phase (significant growth is no longer possible, the organization is positioned in 
the market and can maintain its position for some time without significant changes in the 
structure of the management system); 

- Restructuring phase (the question arises in which direction to continue, what priorities to set, 
what to do, whether and what to change in the management model). After this phase, the 
organization can move towards the phase of decline and "death" or after a successful 
restructuring,12 re-establish the phase of growth and development towards a new level of 
saturation. 

In one of the phases of the life cycle of the organization, and this is usually in the mature phase of 
saturation, the management is asked questions in which direction to develop further. The life cycle 
of the organization should be viewed in the context of total revenue and time, therefore, in the 
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business context, as shown in Fig. 2. It is to be expected that in the “Saturation” phase, the 
organization will generate high total revenues.  

 

Figure 1. Life cycle of the organization 
Source: Own research. 

In that period, everything can look idyllic. The biggest mistake in that period is doing nothing. 
During this period, the question should be asked in which direction the organization wants and can 
further develop. 
 

 
Figure 2. Life cycle of an organization in a business context 

Source: Miroslav Drljača, „Kvaliteta kao polazište,“  
Kvalitet & izvrsnost, Vol. VII, No. 9-10, FQCE, Beograd, 2018, pp 20-24. 

One of the possible directions is the restructuring of the management system, which includes, 
among other things, market analysis, the organization's position in the market, identifying strengths, 
weaknesses, opportunities and threats, and determining the direction of future development. 
Although the QMS does not only mean the implementation of the system in accordance with the 
requirements of the international standard ISO 9001. The implementation of a system based on this 



standard is an opportunity to restructure the organization's management system. Another option is 
to do nothing and take the risk of losing the competitiveness and survival of the organization.13 

"Transitions to a higher stage are more dangerous for companies because they cause big problems 
within the company. From the position of management, it is very difficult to lead a company 
through all stages of its growth and development. In other words, only in rare cases does the same 
management manage to lead a company through its development without getting into a serious 
crisis. Entering a new phase of growth is usually entering a management crisis that needs to be 
noticed in time.”14 A management crisis, or a business crisis, can be predicted and prevented.15 

4. QUALITY MANAGEMENT SYSTEM 
In the world on December 31st, 2020 there were 1,078,604 certified organizations in accordance 
with the requirements of the international standard ISO 9001:2015. In the total number of certified 
organizations there were 24,408 logistics organizations (transport, storage and communication) or 
2.26%.16  
Logistics organizations have decided at one stage of their life cycle to implement QMS in 
accordance with the requirements of the international standard ISO 9001. They approached this 
project realizing that something needs to be done to: 

- closer to customers and the market, 
- made the necessary changes in order to operate sustainably, 
- maintain and improve business performance, 
- ensured further growth and development, etc. 

Looking at these organizations through the life cycle, most of them joined the QMS implementation 
project after the organization was founded and started working. There is no research on the stage of 
which organization has joined the QMS implementation project but based on experience it can be 
relatively reliably concluded that organizations do not implement QMS at the time of establishment 
and at the beginning of the "Introduction" phase (Fig. 2). This is usually done in the "Growth", 
"Development", "Saturation" phase, and often on the threshold of the "Restructuring" phase when it 
is necessary to make a decision on the future direction of business, which means new strategy. 
The research conducted in the USA and Spain aimed to determine how much a certified QMS 
according to one of the ISO 9001 standards contributes to the business of the organization. The 
research focused on three industrial sectors in the U.S. with the largest number of ISO 9001 
certified organizations. By analysing and comparing financial indicators before and after the 
certification of QMS over a period of several years, important conclusions were reached. One of the 
main ones is that after the decision for the first certification of the quality system, the organizations 
made changes that directly or indirectly led to a relative increase in business profitability through 
increased cost control and increased sales.17 It can be concluded that the organizations from the 
establishment to the implementation and certification of QMS operated in entropy conditions, far 
from the optimum point and thus achieved irreparable loss. This statement should be taken with a 
grain of salt for several reasons: 
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- implementation and certification of QMS does not necessarily mean that the 
organization will succeed in achieving its goals (possession of a certificate does not 
always mean quality), 

- the QMS implementation project is approached in different ways, which results in 
different success, 

- the survey does not take into account QMS other than ISO 9001. 

5. RESTRUCTURING THE ORGANIZATION 
Considering that the implementation of QMS in the organization, in addition to positive material 
effects, also has a positive psychological effect on the entire management system, ie the 
organization, it is important how the project implementation of QMS is approached. 
 

 
Figure 3. Approach to the implementation of quality management systems 
Source: Adjusted according to: Miroslav Drljača, „Kvaliteta kao polazište“, 
 Kvalitet & izvrsnost, Vol. VII, No. 9-10, FQCE, Beograd, 2018, pp 20-24. 

Since, experientially, QMS begins to be implemented in logistics organizations in one of the later 
stages of the life cycle, often when the organization gets into business problems, in order to improve 
the management system, the organization's management often makes mistakes resulting from 
incompetence, ignorance, haste or riots in the market of consulting and certification services and 
decides on the so-called "Defensive" approach to QMS implementation. This approach, as a rule, 
does not bring the expected result because, among other things, it is characterized by 1) minimalist 
approach, 2) focus on only some structural elements of the management system, 3) formal 
approach. The strategic approach to the implementation of the QMS is comprehensive and includes, 
inter alia 1) intervention in terms of improving all structural elements of the management system, 2) 
a comprehensive approach and 3) an essential approach. This approach is actually a restructuring of 
the management system and through it the restructuring of the organization, which can be 
manifested by extending the phase of "Growth", "Development" and "Saturation". Without this 
approach, it is not realistic to expect an increase in the organization's competitiveness in the 
medium and long term, which is a prerequisite for sustainable business. 



To understand this problem, it is important to distinguish between "Economics of volume approach" 
and "Quality approach". The fact that a logistics organization has successfully implemented and 
certified the ISO 9001 QMS does not automatically mean that it has made the transition from a 
"Economics of volume approach " to a "Quality approach", nor does it mean that it will necessarily 
start business again in the "Growth" phase or extend the "Saturation" phase. 

 
 

Figure 4. Economics of volume approach 
Source: Owen research. 

The “Economics of volume approach” have five phases and begin with the "Business idea" phase 
(Fig. 4). This approach is characterized by a focus on the quantity of deliveries (volume) and market 
share, often neglecting quality. At some point or period, this can result in financial success, 
however, experience shows that focusing on volume and profit at the expense of quality, can 
produce more non-compliant products18 and big amount of non-quality costs.19 
 

 
 

Figure 5. Quality approach 
Source: Owen research. 

 
18 A notable example is Toyota, which has repeatedly neglected quality in certain segments of the production process 
due to its focus on volume and market share and has had to recall millions of cars already delivered worldwide and 
incur big amount of non-quality costs.  
https://novac.jutarnji.hr/aktualno/toyota-prodala-cak-24-milijuna-vozila-s-greskom-a-njih-skoro-300000-vozi-
europom/7911093/ 
19 Cf. Miroslav Drljača, Mala enciklopedija kvalitete V. dio – Troškovi kvalitete, Oskar, Zagreb, 2004. 



The “Quality approach” begins with customer requirements (Fig. 5) and their analysis and ends 
with a logistics service that meets customer requirements and makes it satisfied. The “Quality 
approach” is shorter and has one important segment less, ie no non-quality costs, because its 
essence is not the volume and market share, but the quality of logistics services. This does not mean 
that the profit of the logistics organization is not taken into account in this approach. However, 
unlike the "Economics of volume approach" in which profit is the main motive, in the "Quality 
approach" the main motive is customer satisfaction, ie the quality of logistics service. Profit appears 
in this approach as a logical consequence.  
It is not necessary to completely abandon the “Economics of volume approach” because the 
organization needs to take into account deliveries and market share. However, it is necessary to 
combine this approach with a "Quality approach", which takes into account and starts from the 
requirements of customers and ends with their satisfaction with the characteristics of the logistics 
service. Balancing these two approaches can be considered a significant achievement of the 
organization's management. 

 
 
 
 
 
 

Economics of 
volume 

Quality 

 
Figure 6. Balance of “Economies of volume” and “Quality approaches” 

Source: Miroslav Drljača, „Kvaliteta kao polazište“,  
Kvalitet & izvrsnost, Vol. VII, No. 9-10, FQCE, Beograd, 2018, pp 20-24. 

In order to ensure balance, it is necessary to incorporate additional mechanisms in the "Quality 
approach" shown in Fig. 7, as shown in Fig. 8.  
The process of transforming the wishes and needs of the customer into an actual product is called 
the quality cycle. The cycle of creating a quality product / service requires interpolation of the 
developed "specification and its standardization" in order for the product / service to be fully 
compliant with customer requirements and thus avoid inconsistent deliveries and big non-quality 
costs. "What is potentially the path to success is to find an option that consumers like and then stick 
to it in further product development."20 

 
 

Figure 7. Balance of “Economies of volume” and “Quality approaches” 

 
20 Gordana Nikolić, Dario Zorić, „Razvoj startup kulture u Hrvatskoj u funkciji razvoja gospodarstva,“ Praktični 
menadžment, Vol. V., br. 2, 2014, str. 98-102. 



Source: Own research. 

Fig. 7 shows the model of the cycle of creating quality services of logistics organizations. The 
model respects the requirements of for the quality management system based on ISO 9001:2015 
standard. Satisfaction measurement is performed in accordance with the requirements of ISO 9001, 
but may result in the need for redesign, finishing, etc., which is not necessarily related to non-
compliance, but meeting additional customer requirements, which means a higher level of 
understanding of its requirements and higher quality. The model is continuously evolving according 
to the P-D-C-A21 principle and strives for continuous improvement. "Simplicity should be kept in 
mind - it's not so much whether a product has many possibilities, but whether it solves a problem or 
a customer's need."22 

6. FROM QUALITY AS A FINAL DESTINATION  
TO QUALITY AS A STARTING POINT 

As organizations generally do not approach the implementation of QMS at the establishment or at 
the beginning of the life cycle in the "Introduction" phase, but in later stages,23 there is a significant 
period in the organization's business characterized by entropy, or business that is not at the optimum 
level. The reason for this is that quality is mostly understood as the "final destination" of the life 
cycle of organizations, or as an ultimate goal. Shortening the period without QMS, ie the period of 
operation of the organization outside the area of optimum, would significantly reduce entropy and 
irreparable losses for the organization and all stakeholders. In order to achieve this, it is necessary to 
change the philosophical approach from quality as a "final destination" to quality as a "starting 
point". 
 

 
Figure 8. View the transition from quality as a “final destination” to quality as a “starting point” 

Source: Adjusted according to: Miroslav Drljača, „Kvaliteta kao polazište“,  
Kvalitet & izvrsnost, Vol. VII, No. 9-10, FQCE, Beograd, 2018, pp 20-24. 

This means that through education, various incentive measures, etc., investors and entrepreneurs 
should be motivated to start implementing the QMS at the establishment of a logistics organization 
or at an early stage of the "Introduction" as a life cycle phase. And this by applying a strategic 
approach, as it involves restructuring the management system. 

7. CONCLUSION 

 
21 Deming cycle: P-plan; D-do; C-check; A-act. 
22 Ibid. 
23 Supra, headline 3. 



Problems in the environment such as: 1) forcing the privatization of the most valuable resources; 2) 
search for the so-called "Strategic partner" for all important economic entities; 3) borrowing for 
consumption; 4) heavy burden on the state budget; 5) high tax burden; 6) modest economic growth 
rates; 7) large share of spending in the structure of GDP; 8) balance of payments deficit; 9) the 
absence of so-called structural reforms, etc. are a reflection of poor governance and organization at 
all levels, in the broadest sense. These are strategic failures and losses because they have a negative 
impact on future generations. The reasons for this situation are ambiguous: 1) historical; 2) 
political; 3) geographical; 4) cultural; 5) sociological; 6) economic, etc., but can partly be found in 
the "Economics of volume approach", or philosophical approach to quality as a "final destination". 
The task of management at all levels is to establish a framework in which there will be a radical 
transformation of these approaches and in which quality will be applied on the broadest basis as the 
dominant approach in economics, balanced with "Economics of values" and quality philosophy as 
"Starting points" in all entrepreneurial ventures, at all levels, without exception. 
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