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C lient dem and  for an increasing  
varie ty  and im proved  q ua lity  of 
inform ation services in an e n v i­

ronm ent of d im in ish ing  resources has 
led to pressure for libraries to be more 
productive, cost-effective and com peti­
tive.

It seems to be genera lly  agreed that 
know ledge is the ch ief factor in a ch iev ­
ing a com petitive  edge. If libraries are 
to com pete w ith  other inform ation pro­
viders , w h o  h ave  the potentia l to ap ­
p ropria te  our m arket share, then the 
rap id  ass im ila tion  of sk ills and the 
smooth integration of change initiatives 
is im perative.

Tra in ing  and deve lopm ent must in­
c reas in g ly  support o rgan isa tiona l as 
w e ll as personal goals and be in te­
grated w ith  day-to-day w o rk  in a c u l­
ture w h ich  promotes continuous learn­
ing.

The introduction of a change initia ­
tive  such as total quality  m anagem ent 
p rovides an ex ce lle n t o p po rtun ity  for 
the integration of train ing w ith  the task 
environm ent. The success of total q ual­
ity m anagem ent programs m ay depend 
on h o w  e ffe c t iv e ly  this can  be 
ach ieved . As total quality  m anagem ent 
is a p p lic a b le  to both profit and non ­
profit organisations, and is prem ised on 
continuous im provem ent, the potential 
for com petitive advantage and con tinu ­
ous learn ing is high.

C lie n t se rv ice  and team w o rk  are 
skills fundam ental to total quality  m an­
agem ent and are perhaps the most 
re ad ily  integrated into w o rk p laces  
w h ere  team-based structures and c lien t 
focus are w e ll estab lished. Integrating 
the use of the q u a lity  too ls and te ch ­
niques used for analysis and evaluation  
is m ore challeng ing , as they are gener­
a lly  u n fam ilia r in lib rary  settings. For 
this reason, it is particu larly  im portant 
to design a program  w h ic h : enab les 
staff to rap id ly  ap p ly  lea rn ing  to real 
tasks; dem onstrates c le a r ly  h o w  the 
tools and concepts w ill be used in day- 
to-day w ork; and links the training pro­

gram to the lib rary 's  overa ll goals and 
c ritica l success areas.

Ex p erience  w ith  the im p lem en ta ­
tion of total quality  m anagem ent at the 
U n ivers ity  of W o llo n g o n g  supports this 
ap p roach . W h e n  the lib ra ry  im p le ­
m ented its quality  program  in 1994, a 
consu ltan t w as em p lo yed  to con d u ct 
training in the then unfam iliar tools and 
techn iqu es of total q u a lity  m anage­
m ent. Learn ing  w as assim ila ted  for 
som e staff through pa rtic ip a tio n  in 
quality  im provem ent teams and c lien t 
focus groups, but for the m ajo rity , it 
w as business as usual, w ith  information 
abou t Pareto  charts, h istogram s and 
fishbone diagram s virtua lly  forgotten. If 
the goals of in terna lisa tion  of q ua lity  
concepts and seamless integration w ith 
the task en v iro n m en t w e re  to 
beach ieved , then a d ifferent approach 
w as needed.

Assessm ent o f o ve ra ll progress in 
the quality  program in 1995 revealed  a 
p rio r ity  for the im p rovem en t of data 
co llec tio n  and analysis and the d eve l­
opm ent of organ isation-w ide perform ­
ance  m easures. S ince  im provem ent in 
these areas necessitated a change at the 
task leve l, it w as decided  to design the 
tra in ing  in such a w a y  that staff and 
tra iners w o u ld  w ork  together on task 
deve lop m en t w h ile , at the sam e tim e, 
inco rp o ra ting  the requ ired  concep ts 
and know ledge.

Programs, appropriate ly labelled 
workshops, w ere  designed collabora- 
tively by the staff development officer, the 
quality co-ordinator, the systems librarian 
and the acquisitions co-ordinator w ith 
broad direction from the deputy univer­
sity librarian. W orkshops w ere  con ­
ducted team by team, w ith  the design 
group taking turns to team teach.

C om m itm ent from m anagem ent, a 
key com ponent of successful total qual­
ity m anagem ent, (or any change strat­
egy), w as dem onstrated through senior 
m anagem en t's  p a rtic ipa tion  in each  
w orkshop . Staff prepared for the w o rk ­
shops by m apping team processes and

iden tify ing  key team  goals to be d is ­
cussed and refined during  the w o rk ­
shop.

D uring  the w orkshop , o n ce  team s 
w ere  satisfied w ith  the accu ra cy  of the 
process maps and goals, the concep t of 
perfo rm ance  ind ica to rs  w as in tro ­
duced, fo llow ed  by jo in t d eve lop m en t 
of indicators and measures for at least 
one key process. The re la tio n sh ip  of 
team  goals and m easures to l ib ra ry ­
w id e  key perfo rm ance ind ica tors and 
critical success factors w as established.

Fo llo w in g  the w orkshops, team s 
com pleted  the deve lopm ent of in d ica ­
tors for all core activities and goals. In 
this w ay , team strategic plans w e re  d e ­
ve loped  and integrated to form the li­
brary's strategic plan for 1997-98.

In tegration  of the con cep ts  and 
skills introduced at the w orkshops w as 
supported further by using perform ance 
ind icators w hen  preparing routine re­
ports or w h en  suggesting im p ro ve ­
ments. In quality  terms, therefore, staff 
w ere  encouraged  to m ake recom m en ­
dations and dec is ions based on data, 
not intu ition or gut-feeling alone.

W h a te ve r  the workshops m ay have 
lacked  in polish, the goals of integra­
tion and ass im ila tion  w e re  ach ieve d , 
m a in ly  b ecause  learn ing  ou tcom es 
w ere  linked w ith  w ork  to be perform ed 
and staff w e re  fu lly- in vo lved  in the 
process. The partic ipative , rather than 
p ed agog ica l, approach  generated  a 
ve ry  positive  sense of w o rk ing  and 
learning together.

C oncep ts and skills needed  to a c ­
com p any change efforts are most use­
fu lly  acqu ired  in the w o rkp lace  w here  
app lica tion  is im m ediate and evident.

M anagem ent ph ilosoph ies such as 
total quality  m anagement, m ay serve li­
braries w e ll in the current environm ent 
of sca rce  resources, constant change  
and com p etit io n  by em phasis ing  the 
continuous im provem ent of c lien t sat­
isfaction, w h ile  reducing real costs. ■
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