
18 inCite 1 April 1994

C h a n g i n g  t h e  c u l t u r e . . .

. . . a n d  t h e  

m i n d s e t

U n iv e rs it ie s  a c ro ss  A u s tr a l ia  h a v e  b e e n  p a r t  o f  a 
c o n t in u in g  q u a li ty  a ss u ra n c e  p ro c e ss  sin c e  la te  
1 9 9 2 ,  w h e n  P e te r  B a ld w in , th e  th e n  M in is te r ,  

in t r o d u c e d  a sp e c ia l in c e n t iv e  fo r  u n iv e rs it ie s  'to  reach  
a n d  m a in ta in  th e  h ig h e s t  p o s s ib le  s ta n d a rd  in  b o th  re ­
se a rc h  a n d  te a c h in g ’ . A l l  u n iv e rs it ie s  v o lu n ta r i ly  p a r t ic i­
p a te d  in  th e  p ro g ra m , n o t  a lto g e th e r  s u rp r is in g ly  w i th  a 
$ 7 6  m i l l io n  c a r ro t  to  b e  s h a re d  o n  th e  basis o f  th e  q u a l­
i t y  assessm e n t.

T h is  p ro g ra m  w i ll  c o n t in u e , w i th  a n  in c re a s in g  e m ­
p h a s is  o n  te a c h in g  a n d  le a r n in g  p ra c t ic e s  a n d  o u t ­
c o m e s . M e a n w h ile ,  th e  p a r t ic ip a n ts  a re  re p o r te d  to  be  
f in d in g  th a t  th e  p ro g ra m  h as b e e n  v a lu a b le  in  e n h a n c ­
in g  a w a re n e ss  o f  th e ir  p e r fo rm a n c e  a n d  im p ro v in g  th e ir  
fo c u s  o n  q u a l i t y  o u tc o m e s .  U n iv e r s i t y  lib ra r ie s , to o ,  
h a v e  b e e n  p la y in g  th e ir  p a r t  in  th is  p ro g ra m , s o m e  o f  
th e m  h a v in g  b e g u n  to  e x p lo re  m e th o d s  o f  q u a li ty  as­
s e ss m e n t a h e a d  o l  th e ir  p a r e n t  in s t i tu t io n s .

O n e  o f  th e  a p p ro a c h e s  u s ed  has b e e n  ‘T o ta l Q u a li ty  
M a n a g e m e n t ’ ( T Q M ) ,  in t r o d u c e d  b y  th e  C o m m o n ­
w e a lth  G o v e r n m e n t  D e p a r tm e n t  o f  I n d u s tr y , T e c h n o l­
o g y  a n d  C o m m e r c e  ( D I T A C , n o w  ‘ . . .  a n d  R e g io n a l  
D e v e lo p m e n t ’ , D I T A R D )  as a m e a n s  to w a rd s  q u a li ty  
a ss u ra n c e  in  p u rc h a s in g  f r o m  A u s tra l ia n  m a n u fa c tu re rs .  
T h e  e a r ly  d o c u m e n ta t io n  o n  T Q M  fr o m  th e  N a tio n a l  
I n d u s tr y  E x te n s io n  S e rv ic e , N IE S , se e m e d  to  fo c u s  a l­
m o s t  e n t i r e ly  o n  th e  im p r o v e m e n t  o f  q u a li ty  o f  m a n u ­
fa c tu re d  g o o d s  a n d  p ro d u c ts .

H o w e v e r ,  b e g in n in g  a r o u n d  1 9 8 8  D I T A C  e s ta b ­
lis h e d  its ‘S e rv ic e  In d u s tr ie s  R e s e a rc h  P ro g ra m ’ , w h ic h  
h a s  a lr e a d y  p u b lis h e d  f i f te e n  re p o r ts . T h e  p u rp o s e  o f  
th is  P ro g ra m  c o m e s  o u t  c le a r ly  in  th e  c o n c lu s io n  o f  its 
R e p o r t  N ° . 2  o n  Services: setting the agenda fo r  reform : 

‘T h e  se rv ic e s  s e c to r  is a v e r y  la rg e  c o m p o n e n t  o f  th e  
A u s tr a l ia n  e c o n o m y . It is a lso  a s e c to r  in  w h ic h  g o v e rn ­
m e n t  is h e a v i ly  in v o lv e d  a n d  in  w h ic h  th e re  a re  la rge  
e c o n o m ic  g a in s  to  b e  m a d e  f ro m  e f f ic ie n c y  im p r o v e ­
m e n ts . R e fo rm  o f  k e y  in d u s tr ie s  w i th in  th is  se c to r  has 
th e  p o te n t ia l  to  g re a t ly  im p ro v e  th e  w e lfa re  o f  A u s tr a l­
ia n s .’

Q u a lit y  m a n a g e m e n t in practice
W h a t  is in v o lv e d  in  th e  a p p lic a t io n  o f  T Q M , o r  re ­

la te d  a p p ro a c h e s ?  A b o v e  a ll, th e  re a lis a t io n  th a t  T Q M  
is n o t  s o m e th in g  th a t  y o u  d o , f in is h , a n d  m o v e  o n  to  
th e  n e x t p ro b le m : ‘T Q M  is c o n c e rn e d  w i th  su sta in e d , 
o n g o in g  im p r o v e m e n t .  I t is an  a p p ro a c h  w h ic h  c h a l­
le n g e s  th e  s ta tu s  q u o  a n d  in sis ts  th a t  e v e r y th in g  an  e n ­
te rp r is e  d o e s , a n d  h o w  it d o e s  it, can  b e  d o n e  b e tte r . It 
r e m in d s  e n te rp r is e s  o f  th e  c ru c ia l im p o r ta n c e  o f  th e  
c u s t o m e r . ’ W h i l e  s o m e  o f  us m a y  b e  u n c o m fo r ta b le  
w ith  th e  te rm s  ‘e n te r p r is e ’ a n d  ‘c u s to m e r ’ , c o n c e p tu a lly  
th is  s ta te m e n t  is a lm o s t  b e y o n d  c h a lle n g in g .

M a n y  e x p o n e n ts  o f  T Q M  w o u ld  g o  e v en  fu r th e r  
a n d  ta lk  a b o u t a q u a li ty  ‘c u ltu r e ’ , o r  ‘m in d s e t ’ . I f  th e  
la t t e r  sm a c k s  o f  ja r g o n , s o m e  e x a m p le s  o f  it in  th e  
D I T A C  re p o rts  a re  ra th e r  te l lin g . Q u o te s  f ro m  p ro d u c ­
t io n  w o rk e rs  b e fo re  a n d  a f te r  th e  in t r o d u c t io n  o f  T Q M  
s h o w  c h a n g e d  a tt itu d e s  to  w o r k , to  th e ir  o w n  se lf-e s ­
te e m , c o m m itm e n t  to  th e  e n te rp r is e  as p a r t  o f  a tea m , 
a n d  th e  re a lis a t io n  o f  ‘c o n t r ib u t in g  to  a v i s io n ’ . W e  
sp en d  a b o u t  h a l f  o u r  a d u lt  live s  a t w o r k — a p a rt  f ro m  
a n y th in g  else, i t ’s w o r th  d o in g  w h a t  w e  c a n  to  m a k e  
b o th  p ro d u c tiv e  a n d  e n jo y a b le .

N IE S  ta lk  o f  th e  ‘ P la n — D o — C h e c k — A c t ’ c y c le  
(see b o x  o n  fo l lo w in g  p a g e ), b ased  o n  th e  seven  ‘C o r e

Total Q u a lity  M a n a g e m e n t  
is b e co m in g  a n  im p o rta n t tool 

fo r re sh a p in g  o u r  lib ra ry  
p la n n in g  a n d  o p e ra tio n

p r in c ip le s  a n d  k e y  m a n a g e m e n t  im p e r a t iv e s  fo r  c o n ­
t in u o u s  im p r o v e m e n t ’ . T h e s e  p r in c ip le s  a re :
• q u a li ty  is d e fin e d  in  te rm s  o f  c u s to m e rs ’ p e rc e p tio n s ;
• th e  sy ste m  is im p ro v e d  b y  im p ro v in g  p ro cesses  w ith in  

th e  sy s te m ;
• s u p p lie rs  a n d  c o n t r a c t o r s  a re  t r e a te d  as p a r tn e r s  

w ith in  th e  sy s te m ;
• s ta tis tic a l th in k in g  a n d  m e th o d s  a re  u sed  to  m a n a g e  

a n d  re d u c e  v a r ia t io n ;
• a ll p e o p le  a re  c re a t iv e ly  in v o lv e d  in  c o n t in u o u s  im ­

p ro v e m e n t  o f  th e  s y s te m ;
• c o n t in u o u s  im p r o v e m e n t  a c t iv i t ie s  a re  in te g r a te d  

w ith  th e  s tra te g ic  a n d  a n n u a l p la n n in g  c y c le ;
• c o n t in u o u s  im p r o v e m e n t  is le d , m a n a g e d  a n d  s u p ­

p o r te d  at a ll le v e ls  o f  th e  o rg a n is a t io n .

Q u a lity  in the Q U T  L ib ra ry  
H o w  d o e s  th is  lo o k  in  a l ib r a r y  a p p lic a t io n ?  G a y n o r  
A u s te n ,  L ib ra r ia n  o f  th e  Q u e e n s la n d  U n iv e r s i t y  o f  
T e c h n o lo g y , has b e e n  e x a m in in g  th is , a n d  w r i te s :

A t  Q U T  L ib ra ry , w e  h a v e  n o t , as y e t , u n d e r ta k e n  a 
fo r m a l T Q M  p ro g ra m . In  o u r  p o s t - a m a lg a m a t io n  
s t ru c tu re  w e  h a v e  w o rk e d  to w a rd s  in t r o d u c in g  s o m e  o f  
th e  esse n tia l e le m e n ts  o f  T Q M  in to  o u r  o p e ra t io n s .

In s u m m a ry :
1 . M iss io n  a n d  G o a ls — W e  h a v e  d e v e lo p e d , a n d  a re  

im p le m e n tin g , a s tra te g ic  p la n  b ased  o n  a s ta te m e n t  
o f  m is s io n  a n d  g o a ls  w h ic h  w e re  w o r k e d  o u t  b y  
task  fo rces  o f  s t a f f  f ro m  a c ro ss  th e  L ib ra ry .

2 . C u s to m e r  F o c u s — O u r  C u s to m e r  S e rv ic e s  W o r k ­
in g  P a rty  has b een  d e v e lo p in g  s tra te g ies  fo r  im p ro v -
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in g  le v e ls  o f  c u s to m e r  s e rv ic e  a c ro ss  th e  L ib ra ry .  
T h is  h as in c lu d e d  th e  in t r o d u c t io n  o f  a n u m b e r  o f  
m e c h a n is m s  fo r  u s e r  fe e d b a c k  e.g . fo c u s  g ro u p  in ­
te r v ie w s  a n d  s p e c ia l ly  d e s ig n e d  s u g g e s t io n  b o x  
fo rm s . In a d d it io n , th e  W o r k in g  P a r ty  d e v e lo p e d  
an  o u t lin e  fo r  a six  m o d u le  s t a f f  t ra in in g  p ro g ra m  
in  c u s to m e r  se rv ice . T h e  U n iv e r s i t y ’s S t a f f  D e v e l­
o p m e n t  S e c t io n  is h e lp in g  us to  im p le m e n t  these  
m o d u le s , o n e  p e r  s e m e ste r .

3 / 4 .F o c u s  o n  p ro c e s s / c o n t in u o u s  im p r o v e m e n t .  A  
n u m b e r  o f  ta sk  fo rc e s  a c ro ss  th e  L ib ra ry  h a v e  b een  
a n a ly s in g  a n d  im p r o v in g  w o r k  f lo w s  a n d  p r o c e ­
d u re s . A n  e x a m p le  o f  th is  is a T e c h n ic a l S e rv ic e s  
ta sk  fo rc e  w h ic h  is c u r r e n t ly  re v ie w in g  th e  e n tire  
w o r k  f lo w  th ro u g h  A c q u is it io n s  a n d  C a ta lo g u in g  
w ith  a v ie w  to  re d e s ig n in g  w o r k  p a t te rn s  to  base  
th e m  o n  te a m  o p e ra t io n . S im ila r  g ro u p s  a re  m e e t­
in g  in  I n te r l ib r a ry  lo a n s  a n d  C ir c u la t io n . In  a d d i­
t io n , th is  L ib ra ry  h as a s t ro n g  e m p h a s is  o n  p ro g ra m  
p e r fo rm a n c e  e v a lu a t io n  a n d  a b o u t  h a l l  th e  m a jo r  
areas o l  th e  L ib ra ry  n o w  h a v e  p ro g ra m  p e rfo rm a n c e  
sy s te m s u n d e r  w a y .

5 . D a ta  b ased  d e c is io n s — T h e  L ib ra ry  e m p lo y s  a h a l f  
t im e  re s e a rc h  an d  D e v e lo p m e n t  O f f ic e r .  O n e  o f

h e r  m a in  task s is to  im p le m e n t  re se a rch  p ro g ra m s  
a im ed  a t im p r o v in g  l ib r a r y  se rv ice s . T h is  in c lu d e s  
a p p lic a t io n  o f  s ta t is t ic a l te c h n iq u e s  to  m e a s u re , fo r  
e x a m p le , c o lle c t io n  u sag e , s h e l f  a n d  s e a tin g  c a p a c ­
ity , lo a n s  a n d  s h e lv in g  th r o u g h p u t .  W e  s t il l h a v e  
m o re  w o r k  to  d o  in  th is  a re a  in  in c u lc a t in g  th e  use  
o f  d a ta  b a sed  d e c is io n s  w i th  all l ib r a r y  m a n a g e rs .

6 . S t a f f  in v o lv e m e n t— L a st y e a r  th e  L ib r a r y ’s c o m m it ­
tee  s t ru c tu re  w as re v is e d  w i th  th e  s p e c if ic  in te n t io n  
o f  in c re a s in g  th e  in v o lv e m e n t  o f  n o n -m a n a g e r ia l  
s ta ff , p a r t ic u la r ly  p ro fe s s io n a l s ta ff ,  in  d e v e lo p in g  
a n d  im p le m e n t in g  L ib ra ry  p o lic y . T h is  r e s t r u c tu r ­
in g  a p p ea rs  to  h a v e  h a d  a s ig n if ic a n t  im p a c t  o n  e m ­
p o w e r in g  a g r e a te r  n u m b e r  o f  L ib r a r y  s t a f f  
m e m b e rs  a n d  in v o lv in g  th e m  in  s e rv ic e  im p r o v e ­
m e n t.

'To ta l Q u a lity  S e rv ic e '
A n o th e r  p e rs p e c tiv e  o n  th e  q u a li ty  sc e n e  is g iv e n  b y  th e  
C o m m o n w e a lth  D e p a r tm e n t  o f  A r ts  a n d  A d m in is t r a ­
t iv e  S e rv ice s , D A A S . F o r  th e  p a s t tw o  y e a rs  th is  D e p a r t ­
m e n t  has b een  e x a m in in g  its  o w n  a d m in is t r a t io n  in  th e  
f r a m e w o r k  o f  ‘T Q S ’ ( T o ta l  Q u a l i t y  S e r v ic e ) ,  a n d  is 
n o w  b e g in n in g  to  o f f e r  its e x p e r ie n c e  in  a c o n s u lta n c y
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role w ith  other bodies. Its approach is based on Am eri­
can practice, described by Karl Albrecht in his book  
T h e  o n ly  th in g  th a t  m a tters, published by Harper Busi­
ness in 1992 . A lbrecht has w orked w ith m any o f  the 
larger m anufactu ring and service com p anies in the 
U SA , em phasising the service  aspect o f  the quality cul­
ture, and has provided direct input to the DAAS devel­
opm ents.

T Q S  is d istingu ished  from  T Q M  by its em phasis 
and orientation. C oncern has been expressed that im ­
p lem enting T Q M  can lead to a quality-conscious cu l­
ture that is prim arily inw ardly-turned, focussed on  
tighten ing up system s w ith in  the organisation and pay­
ing insufficient attention  to factors outside. In contrast, 
T Q S  starts from the outside— w ith the premise that the 
custom er is the reason for the organisation’s existence, 
and that failure to perform at peak quality is often due 
to a lack o f  understanding o f  what the custom er really 
wants. For exam ple, d ifferent perceptions by the cus­
tom ers and the sta ff o f  the value (or accessibility) o f  
various services can lead to feelings o f  inadequacy, o f  
being threatened, or perhaps to actual confrontation.

O n ce  the points o f  disagreem ent betw een the or­
ganisation and its custom ers (about value, ease o f  ac­
cess, etc) have been identified, then discussion can start 
on how  to do som eth in g  about them . W hat emerges is 
likely to be a change w ith in  the organisation that re­
flects a greater responsiveness to the custom er. W hile  
this change m ay still require som e tough decisions, 
these decisions will have been taken as a result o f  con ­
sultation w ith custom ers and staff. Certainly, a well-run  
T Q M  exercise could lead to an end result that may not 
be very different, a lthough  it w ill have been reached 
from a different starting poin t, along a different path.

T Q S  a t  M a c q u a r ie  U n iv e r s i t y  L ib ra r y  
Barrie M itcheson plans to apply T Q S . H e explains that 
during 1993 M acquarie U niversity Library was search­
ing for a fram ework through w hich to address its qual­
ity agenda and m anagerial process. For a variety o f  
reasons a T Q S  seem ed to provide the best approach to 
the M acquarie environm ent: T Q S  em phasis on sendee 
and ‘custom er’ focus suited the M acquarie culture. In 
D ecem ber 1993 an agreem ent was reached w ith DAAS  
to assist w ith  the im p lem en tin g  o f  a Q uality  Service 
Program with G lenys Boswarva as facilitator. Financial 
assistance was forthcom ing from the V ice-C hancellor  
on the undertaking that the exercise w ould  be a pilot 
study for the U niversity as a w hole.

N eil M cLean, D ep u ty  U niversity Librarian, is coor­
d inating the project w ith the assistance o f  other staff. 
T h e program began w ith tw o inform ation days for libr­
ary staff on 24  and 25 January. T here was then a pro­
gram sp an n in g  the w eek o f  7-11 February, during  
w h ich  em p loyee focus groups and custom er focus 
groups m et to assess the strengths and weaknesses o f  the 
current library services. A  large am ount o f  inform ation  
was gathered during these sessions and this was ana­
lysed and distilled in the fo llow ing week.

A tw o-day Strategic P lanning W orkshop was then  
held on 18 and 21 February where tw enty library staff,

representing m anagem ent and staff, d isetssed  all the 
findings and created a new Draft Strategic Plan. T his 
Draft Strategic Plan now  embraces all the major fin d ­
ings from both the custom er and employee sessions. A  
num ber o f  key result areas have been identified as part 
o f  the process and further work remains tc be done in 
defining the desired outcom es and the perhrm ance in-

T h e  p r i m a r y  f o c u s  o f  t h e  
T o t a l  Q u a l i t y  M a n a g e m e n t  

m o d e l  i s  r e a l i g n m e n t  o f  t h e  
o r g a n i s a t i o n ' s  s t r a t e g y  a n d  

c u s t o m e r  n e e d s .

dicators to be applied in assessing the sutcess o f  the 
outcom es. W ork has com m enced on the cevelopm ent 
o f  action plans to convert the goals of the strategic plan 
into operation.

T h e primary focus o f  the T Q S  m odel is realignm ent 
o f  the organisation’s strategy with custom er needs. C us­
tom er Focus G roups raised issues which became the ba­
sis of not on ly  the d irection  for the library's future 
strategies, but also the im petus for process im prove­
m ent plans. A vital by-product o f  this process is an o n ­
go in g  re lationship  w ith  custom ers, and a sense o f  
heightened expectations that their wishes may be fu l­
filled.

As m any o f  the ‘custom ers’ w ho assisted us in the 
workshops were interested in the outcom e a feedback  
session has been organised to present the primary stra­
tegic plan d o cu m en t. T h e d ocu m en t has been pre­
sented to the Library C om m ittee for consideration and 
w ill be subseq u en tly  provided to university m anage­
m ent for endorsem ent. It should, however, he recog­
nised that w h ile  the Plan is the m ost im m ed iate  
tangible ou tco m e o f  the program to date, the Library is 
m uch m ore concerned about the longer term goal o f  
build ing foundations for a process o f  continuous im ­
provem ent in all aspects o f  service delivery.

T h e quality service exercise o f  the Library based on  
T Q S  has to date been extrem ely successful. It has been  
a com fortab le exercise to w ork w ith  and one w h ich  
from all appearances seem s to be well understood and 
accepted by staff. T h e  facilitating role o f  G lenys  
Boswarva has been critical to the success o f  the program  
and she has instilled a high level o f  confidence am ongst 
library staff in their ow n ability to critically assess, and 
respond to, the in form ation  gathered from  the cu s­
tom er sessions.

T o w a r d s  a w id e r  a p p re c ia t io n  
o f  q u a l i ty  w o rk in g
Q u ality  assessm ent and quality m anagem ent change  
our way o f  thinking about everything we do in our pro­
fessional life. T h ey  are not theoretical concepts. In one  
guise or another, they are here to stay. in C ite  will keep 
a w atching brief on developm ents in this field and will 
w elcom e case studies from  other libraries.


