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To tal Qual ity Hou sing Proje c t at UW by Gai l Clar ke, Busin ess Manag er

In Aug u s t 1994, the Hou sing Dep artment at
the Unive rsity of Wat e r loo com menc e d a
To tal Quali ty Management (TQM) proje ct.
Our obj ectiv e wa s to look at all aspects of
ou r activity throu gh a sys tem ati c analys is of
ou r Bu sin ess and Student Life operation s.
Throu gh this process we int roduced our
Ma n age rs and Super vis ors to the eig ht key
elem e n t s of Tot al Quality: planning, manage -
ment lea de rship, con tin uou s im prove ment,
em p l oye e involvem e n t, custome r focus, sta-
tis ti c a l thinking, process model , and mea-
surement and con trol

Commencing in Sep tember, the Manage rs
and Super vis ors met wit h Dennis Beecroft,
Ma n agi ng Directo r, Ins titute for Improve-
ment in Quali ty and Produ ctivity, a Unive r-
sity Res earch Cent re, and Dr. Gar y Wa l ler
who is a facul ty member in the Dep artment
of Psychology. The team building wor k-
sh op inclu ded for mal train ing on the impor-
tanc e of ser vic e qu ali ty, the cos t s of poor
qu ali ty, defi nit ion of quali ty, proje ct identific a-
tion and team selection. Thes e wo rksho ps
involved dis cus sio ns on our custome rs, ser vi-
ces we provi de and whe re we feel we shoul d
im prove. This init i al group numbere d twelve
Ma n age rs and Super vis ors. It inclu ded the
Directo r, Busin ess Manage r, Resid e n ce
Ma n age rs, Resid e n ce Super int endents, Re si-
denc e Li fe Manage r and Super vis ors.

The group split into two teams to dev elo p

a lis t of problems that a team cou ld con sid er.
Deve loping this lis t wa s qu ite a challenge for
us. Wit h the assis tanc e of our facilit ato rs,
we came to realize that often what we
tende d to focus on were symp t o ms. We
ne e ded to be more con cis e! We als o fo und
ou rselves prematurely att emp ting to sol ve
thes e "s ymp t o mati c" problems. We use d a
Prio rity Ranking Matr ix to rank the prob-
le ms each team identifie d. The mat rix con-
soli dat e d the two independent lis t s.

We compare d each problem wit h all the
ot he rs on the two lis t s so that the mos t de -
si rable one was sele cted . Us ing this process
we chose a problem that fel l within the are a
of Staff Rela t ion s and in par ticular, "sche dul-
ing". It focus ed on our cle a n ing ser vic es st aff
of whi c h there are sixty-five across fou r re s-
id e n ces.

From this group we cre ated a Process Im-
prov ement Team to study the problem . The
team’s composit ion was Resid e n ce Super in-
tendent, three Hou sekeepers and one Janito r.
The sco pe of the proje ct inclu ded two of
the five resid e n ces at Wat e r loo. The Man-
ag ers defi ned the proje ct goa l, sco pe and is-
sues to con sid er. We learned that it is ver y
im por tant to establi sh solutio n cons train t s fo r
the team . Fo r this proje ct thes e in clu ded no
change s to staff lev els , solu tio n budge t fixed
at $0 and solutio n in clu des only Hou sekeep-
ers, Janito rs and immediat e Super vis ors.

The team met weekly wit h a Facilit ato r. The
team establi she d thei r ow n rule s regarding
conduct and att endanc e. Age n d as were pro -
vi ded at each meeting and minu t es docu -
ment e d prog res s. The Manage rs met wit h the
Te a m ev ery fou rth week for an updat e on pro -
gres s. Thes e me etings did not inclu de a de-
bate on recom mende d solu tio ns. Ins tea d, we
we re the re to hear about the Team’s progres s
and pla n of actio n and act as a resou rce.
We offered any advic e, if aske d. The team
ha d em p l oye d surveys to accumulat e in -
fo rmation from our custome rs who ranke d
variou s phys ical are as wit hin the resid e n ces
according to custome r im por tanc e. In addi-
tion the team split into two groups in order
to map the pre sent process of sche duling.

The final repor t wa s hande d in on March 31,
1995. The team had the addit ion a l re sponsi-
bility to implem e n t all recom mendation s in -
cluded in its repor t. Ser vic e qu ali ty inclu des
all aspects of what we do in the department.
The int roduction of quali ty improve ment as
a process provi des us wit h the oppor tun ity
to exa m ine our cur rent processes; how we
deal wit h ou r custome rs; and exa m ine op-
portun ities for innov ation and exper iment a-
tion wit h a tole r anc e fo r risk tak ing and an
accep tanc e of failu r e. We wil l not know the
ou tco m e of our first proje ct until the spring
at the earlie s t.
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