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V irg in a  W a ls h
Executive Director

Q u a lity  is o n e  o f  th e  th em es  
o f  th is e d itio n  o f  inCite. In  
s tr iv in g  to  d ea l w ith  issues 
o f  re le v a n c e  to  th e  lib ra ry  

an d  in fo rm a tio n  p ro fessio n , w e  have  
id e n ti f ie d  a n u m b e r  o f  ‘o rg a n is a ­
tio n a l q u a li ty  s tra te g ie s ’ w h ic h  are  
c u rre n t ly  b e in g  p u rsu e d  o r  in v e s ti­
gated  b y  o u r  m em b ers . It w as p ro ­
posed  th a t su ch  strateg ies are  w o r th y  
o f  fu r th e r  in v e stig a tio n , e lu c id a tio n  
an d  c o m m u n ic a tio n  to  the m e m b e r­
sh ip .

‘Q u a l i ty ’ has b een  id e n ti f ie d  as 
s y n o n y m o u s  w ith  ‘g o o d n e s s ’ , 
‘v a lu e ’, ‘w o r th ’ an d  ‘ex ce llen ce ’ an d  
has becom e th e  h o ly  g ra il o f  c u rre n t  
m a n a g e m e n t th e o ris ts  an d  p ra c t i­
tio n ers. I re m e m b e r ‘q u a lity  t im e ’ as 
a c o n c e p t p ro p o se d  to  assuage th e  
g u ilt  o l  the w o rk in g  m o th e r. I su p ­
pose  it  w as m e a n t to  su gg est th a t  
o u r  p ro fessio n a l fu lf i lm e n t p ro v id e d  
us w ith  th e  w h e re w ith a l to  c o n v e y  
an ex ce llen t sta n d a rd  o f  n u rtu r in g  to  
o u r  li t t le  ch arg es in  a lim ite d  
a m o u n t o f  t im e . B u t li fe  is m u c h  
m o re  co m p le x  th an  th at!

S o  to o  w ith  ‘q u a li ty ’ as a c o m p o ­
n e n t  o f  m o d e rn  o rg a n is a t io n a l  
th e o ry  an d  p ra c tice . In  an  ab s tra c t  
sense it  is s o m e th in g  th a t a ll o f  us 
strive  fo r  in  all aspects o f  o u r  lives. 
It e n co m p a sses  o u r  o w n  p e rso n a l 
search fo r  exce llen ce . B u t in  business  
m a n a g e m e n t ‘q u a li ty ’ has o ffe re d  
y e t a n o th e r  o p p o r tu n ity  to  d e ve lo p  
r ig o ro u s  a n d  s c ie n tif ic  p a ra d ig m s  
a im ed  at s e c u rin g  s tra te g ic  a d v a n ­
tage in  an in c re a s in g ly  c o m p e tit iv e  
w o rld .

T h e  em erg en ce  o f  ‘q u a li ty ’ as a 
c o rp o ra te  id ea l is n o t  as re c e n t  as 
so m e m ig h t su p p o se . T w e n ty  fiv e  
years ago th e  A u s tra lia n  O rg a n is a ­
t io n  fo r  Q u a li ty  C o n t r o l  w as  
fo rm ed . N o w  k n o w n  as th e  A u s tra l­
ian  O rg a n is a t io n  fo r  Q u a li ty ,  th e  
q u a lity  th ru st has e x p an d ed  to  e m ­
brace  tra in in g , b e n c h m a rk in g , cu s­
to m e r  fo c u s a n d  s tra te g ic  
m an ag em en t. In  the 1 9 7 0 s  th e  e m ­
phasis w as o n  process design in in ­

d u s try . T h e  p ro cess  fo cu s h ad  
e v o lv e d  fro m  A m e r ic a n  stu d ie s  o f  
Jap an ese  m a n u fa c tu rin g  an d  w as an  
a tte m p t to  rec la im  the stra teg ic  ad ­
v a n ta g e  th a t h ad  b een  lo s t  in p a r ­
tic u la r  m a rk e t segm en ts su ch  as the  
m o to r  ve h ic le  sec to r. T o ta l Q u a lity  
M a n a g e m e n t as a su b jec t s tu d ied  in  
b u sin ess sch o o ls o fte n  c o n tin u e s  to  
h av e  a m a jo r  process c o m p o n e n t.

In Search o f  Excellence ( s u b -t i­
tled : Lessons fro m  A m erica ’s Best-Run 
Companies) b y  P eters and W a te rm a n  
w as an  a tte m p t to  d o c u m e n t th e  ‘se­
c re ts ’ o f  o rg a n isa tio n a l success and , 
a lth o u g h  it has b een  a va ilab le  n o w  
fo r  o v e r ten  years , it is still c o n s id ­
e red  b y  m a n y  to be th e  p re -em in e n t  
s tu d y  o f  c o rp o ra te  e x ce llen ce . T h e  
a u th o rs  trace  th e  e v o lu t io n  o f  o r ­
g a n isa tio n a l th e o ry  fro m  M a x  W e ­
b e r ’s c o n s tru c t  o f  th e  sh ap e  o f  the  
b u rea u cra cy  to  m o re  recen t e m p h a ­
sis o n  em p loyees  an d  cu sto m ers. In 
th e  b o o k  th e y  n o te  th e  w o rk  o f  
E lto n  M a y o  in  th e  1 9 3 0 s  w h o  ex­
p e r im e n te d  w i th  th e  c o n c e p t th a t  
im p ro v e d  e m p lo y e e  h y g ie n e  an d  
c o n d itio n s  g en era lly  w o u ld  p ro d u c e  
in c re a se d  p ro d u c tiv ity .  H is e x p e r i­
m e n t w as based at o n e  o f  W e s te rn  
E lec tric ’s p ro d u c tio n  p lan ts  located  
at H a w th o rn e  in  th e  U S A , w h ere  he  
m e a su re d  in c re a se d  p e rfo rm a n c e  
w h e n  th e  ligh ts w e re  tu rn e d  up. Ele 
in it ia l ly  c o n c lu d e d  th a t  th e  e n ­
h an ced  lig h tin g  w as d ire c t ly  lin k ed  
to  im p ro v e d  p e rfo rm a n c e . B ut w h en  
th e  lig h ts w e re  tu rn e d  d o w n  again , 
p r o d u c t iv i t y  ag a in  in crea sed ! T h is  
led  M a y o  to  reev a lu a te  his o rig in a l 
thesis an d  to  c o n c lu d e  th a t it is a fo ­
cu s o n  th e  e m p lo y e e s , ra th e r  th an  
o n  th e  w o r k  c o n d it io n s , th a t p ro ­
d u ce  th e  b e tte r  p e r fo rm a n c e . T h is  
f in d in g  has n o w  e n te re d  th e  tex t  
b o o k s as th e  ‘H a w th o rn e  e ffe c t ’ .

P eters an d  W a te rm a n  c o n c lu d ed  
th a t  th e  m o st su ccessfu l A m e ric a n  
c o m p a n ies  sh ared  so m e ve ry  sim p le  
‘s e c re ts ’ a b o u t c o rp o ra te  m a n a g e ­
m e n t. It w as a fo cu s o n  th e  ex te rn a l 
fa c to rs— service , q u a lity  an d  peop le.

*Q u a lity ’ has b een  
id en tified  as 

sy n o n y m o u s  w ith  
‘g o o d n e ss ’, ‘v a lu e ’, 

‘w o rth ’ a n d  ‘e x c e lle n c e ’ 
a n d  h as b e co m e  th e  
h o ly  g ra il o f  c u rre n t  

m a n a g e m e n t th eo rists  
a n d  p ra ctit io n e rs .

T w e n ty  five  years ago Total Q uality 
M anagem ent w as e sse n tia lly  in w a rd  
lo o k in g  w ith  an em phasis o n  m a n u ­
fa c tu rin g  processes. It has evo lved  to  
p ro v id e  an  o rg a n is a t io n a l m e th o d  
w h ic h  can h e lp  us ach ieve  c o m p e ti­
t iv e  a d v a n ta g e  b y  fo c u s in g  o n  th e  
exce llen ce  o f  the services w e  all p ro ­
v id e  in  o u r  w o rk p la ces. S o  too , the  
im p o rta n c e  o f  a ‘m a rk e tin g  a p ­
p ro a c h ’ is b u ilt  o n  th e  stren g th  o f  an  
o u tw a rd  o r  c u sto m e r focu s (rep lac ­
in g  th e  p re v io u s  c o n c e n tra t io n  o n  
th e  ‘p ro d u c t ’).

B u t b e w a re ! T h e re  is a d o w n ­
side in  o u r  a p p ro a ch  to  m o d e rn  o r ­
g an isa tio n a l th eo ries. T h ere  is a risk  
th a t w e  in d u lg e  o u rs e lv e s  in  the  
s tu d y  o f  c o rp o ra te  m a n a g em en t p ro ­
g ra m s a t th e  ex p en se  o f  a c tu a lly  
tra n s la t in g  th e  g o o d  id eas in to  ac ­
tio n  in o u r  w o rk p laces. P erhap s the  
best a p p ro a ch  is to lo o k  at M a rk e t­
in g  P rin c ip les , T o ta l Q u a lity  M a n ­
a g em en t a n d  s im ila r  d e v e lo p m e n ts  
a n d  be se le c tiv e  a b o u t th e  c o m p o ­
n e n ts  o f  th ese  a p p ro a ch es  to  b u s i­
ness m a n a g e m e n t th a t w e  ad o p t. T o  
q u o te  Peters an d  W a te rm a n :

[There is] one strange contradiction 
that may really hold. We call it the 
smart-dumb ride. M any o f  today’s man­
agers— M BA trained and the like— may 
be a little bit too smart fo r  their own 
good. The smart ones are the ones who 
shifi direction a ll the time, based on the 
latest output from  the expected value 
equation. [They are] the ones who juggle 
hundred-variable models with facility; 
the ones who design complicated incen­
tive systems; the ones who wire up matrix 
structures. [They are] the ones who have 
200-page strategic plans an d  500-page  
market reqidrement documents that are 
but step one in product development ex­
ercises.

By contrast, the d u m b ’ managers 
have what may appear to be a much sim­
pler approach to corporate success. They 
believe that every product can be o f  the 
highest quality. They believe that eveiy 
employee can provide excellent service. 
They believe that they can be the best! ■


