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Figure 11.9a. PROCESS IMPRO VEMENT STRATEGIES: The Quality Man

This Fig ure 11.9a pres ents the dia logue from a 1985 BBC vid eo entit led The Qua lity Man; it comes from an int e rvie w du ring
a game of gol f with Philip Crosb y, a pio neer (li ke W. Edwards Dem ing) in empha sizing the need to improve quali ty in Ame rican
ma n ufactur ing and ser vic e in du s tries. Mr. Crosb y’s com ments prov ide usef ul insig hts into ways to achieve quali ty improve ment.

PHIL CROSBY is one of the world’s lea ding author ities on the
ma n agement of quali ty in busin ess and indust ry. He’s wor ked in the
field for ove r 30 years on eve ryt hing from mis siles to washing ma-
chin es. For ove r 15 years, he was the vic e-presid e n t of the ITT
Corporation, whe re he had tot al re sponsib i lity for the company’s
qu ali ty throu ghout the world. Now, he’s pre sid e n t of his own Qual-
ity Col lege in Winter Park, Flor ida . There, they teach the manage-
ment of quali ty improve ment to thousands of senior exe cutiv es from
co mpanies like IBM, Bor g Warner and Gen eral Moto rs. We cau ght
up wit h him on a recent gol fing holi day in Sco tla n d, and what fol-
lows are some of his personal vie w s on the management of quali ty
in busin ess and indust ry.

PC: All the goo d golfers pla y to the rules; everybody I’ve ever known
wh o is a goo d golfer – all the professionals, all the low handicappers

– obey the rules exactly and, bec ause of that, they know that every
stroke cou nts, every shot cou nts, and if you do som ething undes ir-
able, you have to live wit h it. If you hit it in the rou gh, you have to
hit it out of the rou gh. Now the hig h handicap golfers have their
own rules; they have the "Carr ied away by a wil d anim al" rule – if
th ey ca n’t find it in the rou gh, they dro p on e in the fai rway beca use
it must have bee n carr ied away. They have the "Bu rie d under a leaf"

rule; they have the "Gi mmies" rule, they give the putts. The profes-
si onals don’t give anyt hing away. As long as you can do that, as long

as you don’t have to suffer the con seq uen ces of you r acts, then you
don’t have to get ser iou s abou t it and ser iou s golf mak es better golf.
An d this same thing is true in manag ement; as long as manag ement
ca n sign wai ver s, of f-specs, devia tions, pro cedura l change s and things
li ke that, and del iver to the custo mer s non-con formi ng mater ial wit h
li ttle pieces of paper that say its okay, then they never get ser iou s.
Pe o ple ask me why are the Japanese so goo d at qua lity, for insta nce,
and it’s not all these sys te ms you rea d abou t and it’s not this 5,000
year -ol d cu lture, bec ause it use d to mak e ju nk before World War 2 if
you rem ember; it’s rea lly a matter of they tak e it ser iou sly. They tak e
th e requ ire men t s very ser iou sly. If you go to the presi den t of a British

co mpa ny or mos t Am erica n co mpa nies and say to them "This in not
qu ite rou n d enou gh but we can use it anyway" they will say to you
"What does eng ineer ing say" and if eng ineer ing says okay, they use
it. If you go the Mr. Hon da and say that, he will whip out his cer e-
moni al sword and sli ce you rig ht in half – he doesn’t want to do
that, you have to get cle ar abou t that, and that’s the only dif fer ence.

PC: This busin ers s of the win d being a big factor in a golf cou rse is
not som ething I’m use d to – you hit the ball in the air and the win d
do es whatever it wants to do.

It is a lit tle win dy, that’s for sure.

PC: They don’t have any trees or anyt hing – that’s what we cou ld
do, we cou ld sel l th em trees, we cou ld com e ou t and we cou ld bring
a whole fores t of trees and sel l th em ..... a fe w oaks rig ht down each
si de of the thing. You figu re, let’s see 10 bucks a tree, ...

PC: I thin k on e of the big problems wit h qu ali ty in the manufactur-
ing and ser vice busin ess is that nobody’s rea lly agai nst it, ever ybody’s

all for qua lity and you can’t find anybody that doesn’t want to do it
and you’d thin k perhaps more of it wou ld happen –  peop le are not
on ly nai ve about qua lity but they rationalize it; for insta nce, we had
a case where they wer e pu tting a new bridg e. acr oss the Hudson River

and the Gover nor of New Yor k ca m e do wn to put in the Gol den
Sp ike and as he rea ched out to the gir der, there was no hole in the
en d of the gir der, so he palmed the spike and then he gave it back to
th e chai rman and ira scibly wen t of f th e br idg e, and they calle d th e
fa ctor y wh o se nt the qua lity con trol man down and he came down
and he cli mbed out over the river and he looked at this gir der and

he examin e d th e serial number, and he wen t back and calle d th e
fa ctor y and he came back and he announ ced to the chairman that
"Ther e wa s a hole in that when it left the factory" – that’s, of cou rse,
th e stor y but that’s what happens – peop le mak e up abou t qu ali ty,
th ey don’t face it, they don’t tak e it ser iou sly.

So, how can we change things?

PC: Ther e are fou r things we call the abso l utes of qua lity manag e-
ment, con cep ts you absolu tel y have to under sta n d if you’r e go ing to
change anyt hing.

• Yo u have to know what’s the definition of qua lity, what does it re-
ally mea n.

• What sys te m do you use to mak e qu ali ty happen.

• What perfo rmance sta n dar d do you give peop le so that they can-
not mis u n der sta n d it.

• Ho w do you mea sure qua lity in manag ement terms, som e mean-
ingful way that they can get it.

In summar y: definition, sys te m, perfo rmance sta n dar d, mea surem ent.

No w le t’s tak e th em on e at a time.

What’s the definition of qua lity? The con ven tional definition of qua lity

is goo dness, bea uty, truth, weigh t , so met hing you know wben you see
it – those are all nice things to say but you can’t manag e that; qua l-
ity has to mea n conformance to req uirem ents – when you ask som e-
on e to do it rig ht the firs t ti m e, you have to tel l th em what "it" is:

−− "it" is drill the hole one inch plu s or minus one 10,000th;

−− "it" is answer the phone before it rings three times;

−− "it" is tur n on at 8 o’c lock.

That’s the req uirem ent.

So a Rol ls Royce that con forms to all its req uirem ents is a qua lity car,
a Mini that con forms to all its req uirem ents is a qua lity car – you see,
it’s not com para tive, you don’t have goo d qu ali ty and bad qua lity, hig h
qu ali ty and low qua lity; qua lity is what are the req uirem ents and con-

fo rmance to them. That’s the firs t abso l ute of qua lity manag ement.

The sec ond abso l ute refer s to the sys te m. The sys te m that’s use d now

is apprai sal – you inspect and tes t and fix and inspect and tes t and
fix unt il the thing is finall y done and then away it goes. That’s ver y
expensive and also des tructive. What we want to do is pre vent i on –
ge t it straigh t up fron t, get cle ar what we’re goi ng to do and mak e it
all com e ou t righ t. For insta nce, if you’r e ta lking about an omele t, you
know som ebody’s goi ng to cook an omele t, or a chocola te mou sse;
you can’t wai t until it’s all don e and then sit down wit h th e cu sto mer
and deci de if it’s rig ht; is there enough sugar in it, enough eggs or
whatever, has to be dea lt wit h as it’s bei ng made – that’s pre vent i on.

Thir d is perfo rmance sta n dar d and, con ven tionall y, we talk about
acce pta b le qua lity level s, how goo d do es som ething have to be, and
th ey’r e all mea sured out in ver y pre c ise number s but rea lly what that
means is you don’t have to do it rig ht the firs t ti m e. What we want is
ever ybody shoul d do it rig ht the firs t ti m e, "it" mea ning the req uire-
ments that I talked about. So we say we shoul d have a perfo rmance
sta n dar d of defec t-free, Z defec t s, zer o defec t s, Zd, mea ning do it
righ t th e fir st time. So the peop le know what manag ement wants,
manage men t makes it cle ar. If manag ement goes rou n d sa ying
"t hat’s goo d enou gh," "don’t wor ry about that," "we’ll wor ry about
this next week," then what you get is garbage.

Then how do you mea sure qua lity? Well, this is one of the inter est-
ing things about it; most manag ement cou rses and col lege s tea ch
you you can’t mea sure qua lity, it’s just one of those things; if you
sp end too much mon e y on it, you don’t mak e money. We talk about
qu ali ty in terms of financia l resp onsibility, how much does it cos t
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you to be bad – what is the rewor k, what is the ser vice, what is the
warranty, what does it tak e to chase peop le around and get things
righ t ag a in. We just built a new hou se and everything we got in the
house had to com e back and get fixed, every singl e thing som ebody
had to com e back and they did it cheerfull y and happi ly but ser vice
is expen sive and you get no mon e y fo r it. So we see in manufactur-
ing com panies, they spend 25 to 30 per cen t of their sales doi ng things

over and agai n. For ser vice com panies, it’s 40 to 50 per cen t of their
cos t of opera tions that they waste, this is actua l wa ste d money, the
manage men t do esn’t rea lize that qua lity is as impor tant as finance
or mar ket ing or these oth er things – they just sor t of leave it up to
so mebody.

But sho uln’ t that som ebo dy be the Qual ity Man ager?

PC: No . I’m saying the Qua lity Manag er, and I was one for a long
ti m e, rea lly is ver y powerless on this. The Qua lity Manag er ca n on ly
so rt the goo d from the bad, com p lai n abou t it and so for th. You
know, when you’r e so rting , wh en you’r e lo oking at it, it’s all don e, it’s
all over wit h. The Qua lity Manag er le arns to say, over and over
ag a in, to top manag ement "This is just not rig ht" and then that
manage men t sa ys "No, no, just sor t it out the best you can, our level
is goo d." We have to tak e a gre at lea p fo rward in this busin ess. This
busin ess of an accep table qua lity level is passé – the qua lity con trol
peop le just do not have the knowle dge or the power to know how to
change this thing. It’s manag ement, it’s lik e finance. Years ago, fi-
nance was you had a cig a r box and you put you r money in and at
th e en d of the mon t h, if you had any mon e y le ft, that was a profit.
No w, finance is a ver y big com p licated thing – the accounta nts are
controller s and they sit on the board of direc tor s and they mak e
gr eat deci sion s abou t this. Wel l, qua lity has to be thought of the
sa m e way, not that you nee d so mebody wit h a lot of power to mak e
it happen but it’s a sen ior manag ement res pon sibility. They tak e fi-
nance ser iou sly, they tak e th e busin ess of making mon e y and paying
th e bi l ls ser iou sly, they tak e th e busin ess of del iveries seriou sly, they
ta ke the busin ess of pur chasi ng ser iou sly; we nee d to tak e qu ali ty
seriou sly. For insta nce, the suppliers: ver y fe w co mpa nies sit down
with thei r suppliers and wor k ou t an arrange men t with them where
th ey will del iver to them defec t-free mater ial rou tin ely over a per iod
of time so they can use it so they can kee p th e inve ntory short. All
th ey do for suppliers is to find the cheapes t on e and buy it and fig-
ure they’re doi ng wel l. That’s archaic – these things have to be
th ought about and they have to be handled and it’s all part of qua l-
ity, it’s all part of making it all come out rig ht the firs t ti m e. Man-
ag ement act i on is what mak es it happen.

Does the man agement style have a part to play in Qual ity?

PC: No w th e wh ole busin ess of qua lity rev olves around manag ement

style and the culture of the com pany. I li ke to equ ate it to som ething
li ke balle t and hock ey; a ballet is som ething that’s put toget her out
of a script and it’s a story that is lai d ou t exactl y as a symph ony,
wr itten perhaps by one of the old masters, in the theatre and so the
script tel ls a  story lik e a you ng princes s is tak en away by a mag ici an
to a castle and res cue d by a you ng prince and removed in a swan
boat. And so the dan cer s pr act ise this chore ogr aph y, the set peop le
buil d th e th eatre set , th e symph ony is wor king in anoth er theatre, per -

haps anoth er hall, pra ctisi ng and then they all come toget her, and
th e direc tor says to the ballerina, for insta nce Natushka, "This little
sp ot her e on the stage," he says, "at the sixth bar of the symph ony you

have to hit that spot wit h your rig ht foot and you go up on you r to es
and we will lig ht you wit h a white spotlig ht and then Iva nof will come
over and pick you up and dep osit you in the swan boat at whi ch time

we will lig ht you wit h a blu e sp otlig ht." And we pra ctise so they do
that and the direc tor says "No w we didn’t get that quite rig ht accord-
ing to the req uirem ents, we didn’t do it quite rig ht, you mis sed the spot."

Sh e sa ys "We ll I’m dancing wit hou t my con t acts, perhaps we cou ld
make the spot a little big ger" and he says "Okay, we’ll do that so you

ca n meet it," and he says "We didn’t get the blue spotlig ht." But the
man says "The one switch is over her e and the oth er switch is over

th ere, I can’t rea ch," so what we’ll do is mak e acco mmodation so
that he can rea ch the switches. And they pra ctise and they get it
righ t. and that’s the way they do it and they do it that way every per-
fo rmance, and its pre dicta b le – everybody in the cast knows that, at
that exact mom ent in the symph ony, she’s goi ng to hit that spot and
he’s goi ng to pick her up, the swan boat com es out and the lig hts are
go ing to chang e – they all know that and they can pra ctise it that way,

that’s balle t, that’s manag ement where everybody under sta n ds what’s
go ing on and everybody supports each oth er. That’s the kin d we want.

No w what we rea lly have is hockey manag ement. Hockey is a
wonderful game and I rea lly enj oy it but it’s not a ver y go od man-
ag ement style, bec ause in hockey everybody has a uni form, every-
body knows their pla ce in the organization, everybody get s all set ,
th ey dr op the puck on the ice and they tak e of f chasing the puck
ar ound and every hockey game is an origi nal experien ce whi ch, of
cour se, is the whole idea – it’s an origi nal experien ce but nobody
knows what’s goi ng to happen at the sixth bar of the symph ony, no-
body knows what’s goi ng to happen in there so you can’t pre dict it.
An d ever y day, at the end of the wor k day, all the manag ement peo-
ple dro p exhauste d in their chair wit h a sen se of satisfa ction of hav-
ing acco mplish ed som ething; the fact that they’ve solved the same
pr oblem over agai n fo r th e 300th time doesn’t both er them – they
thin k it’s inevit able. But balle t is pos sib le when we set the req uire-
ments cle arly, when we explain them to the peop le and educa te th em
and give them the where wit hal and when we hel p ea ch oth er. That’s
what manag ement style is all about.

Yo u have to take you r sh o t up to the rig ht-hand sid e of the trap

PC: The win d will bring it in if I get up left. On a day to day basis,
it rea lly com es down to peop le try to eva lua te how ser iou s manage-
ment is about som ething and the cre dibility of the manag ement com-
mitmen t is what’s inv olved . Fo r in sta nce, lik e in pla ying golf her e –
wh en you have a caddy, the rel ationship between the golfer and the
ca ddy is pre tty much up to the golfer.

When Wat son plays here, he just nips the ball unde rneat h and just
at the back of the ball – hardly takes any, just nicks it rig ht out.

PC: If that’s goo d enou gh for Watso n, it’s goo d enou gh for me. The
ca ddy knows a lot more about the cou rse and probably a lot more
abou t golf than the golfer, and they will work wit h you dep ending on
how ser iou s th ey thin k you are, how much you want to pla y, how
hard you want to wor k at it and so they’ll sit down and lin e up the
pu tt wit h you, show you where to go or they’ll just hand you the
pu tter and sta n d back – they tak e it fro m you, fro m what you have
to say. And this manag ement puts it for th – if manag ement wander s
ar ound saying "Oh, that’s close enought, don’t have to wor ry about
that," "We ll, peop le just won’t under sta n d," "Yo u know, I mea n, custo -
mers, what do they know," and all that sor t of thing, then peop le pick
that up. Manag ement is ver y domin eer ing in mee tings – I thin k that
th eth e bigges t pr oblem of sen ior manag ement always is that they don’t lis-
ten, they sit down at the table and they start talking , and they say the

sa m e things over and over agai n and so they don’t learn anyt hing.
Ma nag ement shoul d go to the meet ing and kee p th eir mou th shut, lis-
ten to the oth er things and, if they’ve got som ething to say, say it in a
couple of minutes and get it over wit h. I gu ess I wor ked for 10 or 12
year s befo re I ever fou n d ou t that manag ement is suppose d to hel p you.

I always thought manag ement was kin d of a punishment from God;
hopefully, my subor dinates don’t feel that way. It was rea lly wor king
in a men’s clo t hing store par t-time, when I was wor king as an eng i-
neer and wasn’t making enough mon e y, that I beg an to rea lize that
manage men t woul d help you and these peop le that ran this store
woul d have cla sses after wor k and they wou ld bring in clo t hing mer-
chants and shoe merchants, everything to show you how these things
were made, so you cou ld explain to the custo mer better – har dly any-

body, for insta nce, wears the rig ht size shoes bec ause nobody knows
how to fit shoes, they fit them just at the end of the toe and that’s not
th e way you do it. I re member the manag er sh owing me, for insta nce,

wh en a cu sto mer wen t ou t with a suit box under his arm, he wen t

1995 -04 -20 (cont inued)



Un ive rsity of Wat e r loo STAT 221 – W. H. Che rry

#11 .51

Figure 11.9a. PROCESS IMPRO VEMENT STRATEGIES: The Quality Man (c o ntinue d 1)

PC: pa st the tie cou nter and he looked at the tie cou nter and I sai d
"May I help you" and he sai d "No, thank you" and he wen t ou t th e door.
Then the owner came over and sai d to me "No w, Phil, the way you do
this is you say to him "This woul d go ver y ni cel y with a gre y suit" and

I sai d "How do I know he’s got a gre y suit" and he says "We ll, you
lo ok back at the cashier and they will tell you: one fing er blue, two
br own, three gre y, and then you know whi ch to say." Wel l, they wer e
help ing me to hel p th e cu sto mer – get the suit out of the box, let’s try
ou t so me ties, everybody nee ds som e ne w ties wit h a new suit.

That’s not the way it’s don e. This busin ess of roles, you know, that
manage men t is this and the little peop le are that of som e kind –
that’s not the way it has to be, we all nee d to communicate, par ticu-
larly in the ser vice busin ess, lik e hotels and banks. You can go to a
bank all you r li fe and never mee t anybody impor tant – you dea l
with all the lower level s. And if the peop le who rea lly run the bank
don’t talk to those fol ks and don’t commu nicate wit h th em and don’t
tell them their role, then nobody will ever know it, nobody will ever
know what it is. So rea lly the whole busin ess of qua lity is manag e-
ment has to mak e very cle ar requ ire men t s, or as you fol ks say, objec-
tives, so that everybody under sta n ds what they are; "This is what
we are goi ng to do." Then get agr e ement on that, "Ye s, we can do
that," and here are the tools you nee d; no mattter how enthusia stic I
am or how mot ivate d I am, I can not lift 2,000 pou n ds, you’v e go t to
gi ve me som ething to do it wit h. I ca n’t get fro m London to Par is in
eigh t mi nutes, it just can’t be don e, so I nee d to ols and I nee d ways of
doing things. Then manag ement needs to encou rage and to hel p. In
ou r co mpa ny – we have 120 peop le down in Win ter Par k – I go
ar ound every day and I see everybody, everybody that’s there and
isn’t tra vel ling, and I chat wit h th em and if they have a problem, they
tell me about it. And I go and I do som ething about it; I don’t fol-
lo w ea ch one, but I go and I find this per son is not getting things
from the sto ck ro o m and I go to the sto ck ro o m and I find out they
don’t know about that. So manag ement has to be lik e a bee, goi ng
from flower to flower to flower car rying the pol len ar ound .

So is Qual ity abo ut com municat ion?

PC: Yo u have to be ver y care ful when you talk about qua lity and com-

mu nication to mak e sure you under sta n d what you’r e ta lking about.
I tel l a story on myself when I was wit h ITT; I wa s si tting in my of-
fice one day and I recei ved a tel eph one call and the fel l ow sai d "I’m
lo oking for the corpora te qua lity direc tor" and I sai d "That’s me" and

he sai d "We haven’t met but my name is Bill Campbell and I run the
aero spa ce division out here in Los Ang eles and we’ve got this terr ible
pr oblem, we’re making a thodoli te for the NASA Jupit er probe and they
are rea lly upset wit h us abou t th e lousy qua lity that you r peop le have
made us have and they’re coming in her e Mo nday and they’re goi ng to
plow the ground wit h sa lt and burn the buil ding and the whole pla ce

is goi ng to be all over" and I sai d "Okay, wai t a minute, tel l me all
abou t it" and he tol d me this long inv olved stor y and I sai d "I rea lly
thin k that you and NASA don’t under sta n d ea ch oth er and I thin k that
th ere’s a commu nication problem her e and I’ll see if I can help you, so

I’ll go down this after noon to Washingt on and meet wit h th e NASA
headqu arter s peop le and get their side of the story and then I’ll tak e
th e la te pla ne down to Hou ston and spend the day at the Lyndon John-

ston Labor atory and that’ll get me into Los Ang eles abou 2 o’c lock
Sa tur day mor ning and I’ll go out to you r plant and you leave you r
of fice open and I’ll catch a cou p le of hou rs’ sleep on the couch and
you bring you r staff in Satur day and Sunday and we’ll work out a
correc tive act i on sys te m so that when NASA com es in on Mon day,

we’ll just knock them dea d with the cor rec tive act i on sys te m and
we’ll rea lly get it fixed, we’ll rea lly get the problem fixed bec ause it
has to be rig ht." "Oh, my goo dness" he sai d, "That’s just goi ng to be so
wonderful, I never dre amed I’d get so much hel p from the corpora te sea-
gu lls." "Se agu lls," I sai d, "what’s this corpora te seagu lls?" "I’m sor ry," he

sa ys, "that’s what we staff peop le call the headqu arter s chaps. You
know, they fly in, they eat you r fo od, they squ ark a lot, they cra p all
over you and then they fly away" but I sai d "We try not to be sea-
gu lls her e in Quality." So he sai d "I’m goi ng to mak e sure Mr. Allison

under sta n ds all of the things you’r e doing, givi ng up you r week end
and the late nig ht flig hts and sleeping on the couch and everything,"
and I sai d "Wel l, thank you ver y much but who’s Mr. Allison?" Ther e
wa s a little pau se and he sai d "Wel l, Mr. Allison is the chairman of the
Boar d and chief execu tive officer of the corpora tion." I sai d "Mr. Janin e
is the chairman of the Board and chief execu tive officer of the corpor-
ation." There was anoth er pau se and he sai d "Isn’t this Plaza 2-8000"

and I sai d "No, it’s 2-6000 and this is ITT" and there was anoth er
pa use and he sai d "Does that mea n you’re not goi ng to com e?"

We ll, this, of cou rse, is a story of mixup in commu nications. Wel l,
that’s what qua lity is all about. Qua lity is a matter of taking com-
mu nications ser iou sly, explaining to the peop le what you want, ex-
plai ning to each oth er what you want, getting it all straigh t up fron t
and making sure everybody knows how to do it.

Why do so many companies hav e proble ms wit h Qual ity?

PC: We put for th five chara cterist i cs of com panies that have prob-
le ms wit h qu ali ty always.

• The firs t on e is that they always don’t do things rig ht – whatever
th ey deli ver, there’s always a tag on it that says som ething or it just
isn’t quite don e pr operly, it’s almos t li ke they have a polic y that way.

• The sec ond thing com es fro m th e fir st thing, and this is that they
need a fiel d service or they nee d a dea ler ship or they nee d so me
so rt of fol l ow-up thing to get things straigh t after it’s all don e.

• The third is they don’t have a cle ar performance sta n dar d, they
don’t have it defec t free or they don’t say we’re goi ng to do it rig ht
th e fir st time, they have a sor t of we’r e go ing to give ser vice or they
ta lk about excellen ce or som ething whi ch doesn’t mea n anyt hing.

• The fou rth is they don’t know what all this cos t s, they don’t rea lize
that they’re spending 25% of their sales dol lar s doing things wrong.

• The last thing, and probably the mos t si ncere one, is that manag e-
ment does not accep t th e resp onsibility for all this – they bla m e it on

th e pub lic sch ool sys te m, they bla m e it on the gover nment, they
blame it on the Japanese, they bla m e it on the unions, they bla m e
it on everybody but themsel ves, and they’re the only ones that
ca n fix it. And all that com es down to, if manag ement is ser iou s
abou t it , th ey have to show they’re ser iou s abou t it , beca use the
peop le are a reflect i on – you look at the peop le and, if the peop le
aren’t ser iou s, you know the manag ement’s not ser iou s. or, if man-
ag ement’s ser iou s, the peop le don’t bel ieve they’re ser iou s, so it’s
that sor t of thing.

What are the benefits of Qual ity Man agement?

PC: The ben e fits of Qua lity Manag ement are very cle ar as far as a
co mpa ny and a cou ntr y and an industr y go and that’s reduce d has-
sle, improve d pr ofit , happier peop le, but the rea l benefit to me is the
personal one – when you don’t have to battle old problem #36 every
day, you’v e go t ti m e to rel ax and tak e a holiday in a nice pla ce and
play golf wit h so me frien ds.

Comp are and con trast the idea s of Philip Crosb y on how to achieve quali ty (as des cribed on pag es 11.49 to 11. 51) with thos e
of W. Edwards Dem ing (as des cribed in Fig ure 11.1 0 on pag es 11. 55 to 11.60).

Yo ur dis cus sio n sh oul d in clu de con sid eration of Crosb y’s fou r ab s olu t es of quali ty (in the rig ht-hand colum n on pag e 11 .49)
and his five charact e ris ti cs of companies that hav e proble ms wit h qu ali ty (in the rig ht-hand colum n on this pag e 11 .51) and
Deming’s 14 poi nts (in two versi ons on pag e 11 .56) and his des criptio n of profo und knowledge (on pag es 11. 57 to 11.60).
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A Com mitment to Qual ity EXCELLENCE PEOPLE LEADERSHIP

By Divid Pen ington

OUR UNIVERSITY has recently ado p-
ted a new Strategi c Plan. Ove r the

period 1991-1993, we are commit t ted to
achiev ing the new goa ls and obj ectiv es we
have set ourselves The tit le of the Pla n, A
Co mmitmen t to Qua lity, is not purely de-
scriptiv e; it is a ten et to whi c h we must ad-
he re in the coming decade. It is a maxim ,
or brief for the future.

As we mov e in t o the 1990s, Aust r alia n high -
er education faces bot h challenge s and oppor-
tunities. One of the mos t se rious issues wit h
which we must deal is the on-go ing debat e
on the assessment of quali ty in the unive rsit ies.

Debate about the quali ty of hig her educa-
tion is by no means new. In Aust r alia, the
is s ue wa s perhaps first pub lically hig hlig h-
ted in 1986, wit h the pub lication of the
CTEC Re vie w of Effici ency and Effec tive-
ness in Hig her Educa tion1. This urged int ro-
du ction of aca demic staff assessment and
ma de a number of recom modation s aime d
at assessing and safe-gu arding the quali ty of
perfor manc e of univ ersit ies.

An efficie n t and effective ins titutio n is one
which not only set s it s ow n st andards and
ha s the fre e dom to assess quali ty in its own
way, but is one whi c h delive rs on each of
thes e is s ues. The 1986 Rev i ew recog n ise d
the gov ernment’s legit imate int e rest in qual-
ity of hig her education, giv en the amou nt of
public mon ey it feeds into the sys tem .
Howeve r, it stated that :

Pr oce d ures for self-eva lua tion whi ch are
es t ablish ed volu ntarily, and ass ume a pro -

fessional approach to their task on the
part of aca demics, will be more effec tive
in mai ntaining and improvi ng the sta n-
dards of aca demic act ivity than those
wh ich are the res ult of exter nal press ure.

In 1991, the Hig her Edu cation Cou nci l pro-
du c e d a dis cus sio n paper entit led The Qua lity

of Hig her Educa tion. This paper was a re-
spon se to a referenc e fr om Min is ter Baldwin

to inv estig a te "t he chara cterist i cs of qua lity
and its diver sity in hig her educa tion." Bo th
the min is ter’s referenc e and the HEC dis cus -
si on paper exp l ore the pos sib i lity of the deve l-
opment of a federal body (albeit at ‘arms
le ngt h’ from gov ernment), an ‘au dit’ str ucture,
with responsib i lity for assuring that quali ty is
assesse d, maint aine d and pos sib ly rewarde d
in each ins titutio n, from a pro pos ed alloca-
tion of $70 millio n p.a. to com menc e in 1994.

Are the re dange rs in this? Quali ty is an
elusiv e thing; the Hig her Edu cation Cou nci l
quot es the Eur opean com ment ato r, Vroei-
je nstijn, who said that quali ty is like lov e;
you know it when you feel it, but hav e trou-
ble trying to defi ne it pre cis ely. It is not
so m ething on whi c h gove rnm e n t s or thei r
offic e rs are exper ts; it is something the uni-
ve rsit ies need to assess themselves in the
ve ry varie d cont ext s in whi c h they operate.

The dange r is that a  nation a l ‘w atch-dog’
is ver y li kely, in our cur rent cent r alis ed and
regula ted sys tem , to be bure aucrati c a l ly con-
trol led, despi te initia l good int entio ns that it
be at a dis tanc e fr om gov ernment. We
woul d not put a gov ernment department in
charge of the train ing and coaching of our
Olympic team! The gov ernment, of cou rse,
ha s an int e rest in knowing that the unive r-
sity sys tem it fun ds is of hig h qu ali ty and
the ins titutio ns wil l ne e d to accou nt to it, as
wel l as to their students and the com mun ity,
fo r the ways in whi c h they are assessing and
im provi ng the quali ty of their progr ams.
No net heles s, academ i c ju dgements must con -
tin ue to be made primarily by aca demics.

A Commi tment to Quality:
the new Strategic Plan

Our Unive rsity has a loag-st anding com-
mitment to exc ellenc e in all its endeavou rs.
We are a commun ity of div erse aca demic
culture s , each one speci al and different from
the nex t. In order to be sure that eve ry par t
of the unive rsity hon ours this com mitment
to exc ellenc e, we hav e ag reed throug h ou r

academ i c planning process, to a number of
co mmon goa ls, guid ing value s and obj ec-
tive s , and also to a set of speci al obj ectiv es
fo r ev ery facul ty and aca demic disciplin e in
the unive rsity.

Fo r ou r education a l activities, thes e are ex-
pres s ed as cou rse and sub ject obj ectiv es, de-
sign ed to giv e students a cle ar indication of
what they are expected to achieve. The ob-
je ctive s allow us to ask que s tion s abou t the
qu ali ty of our edu cation progr ams, as stu -
dents are inv ited to com ment throug h the
us e of que s tionnaires. We hav e set our-
selves the targe t of evaluation of eve ry
course in the unive rsity at lea st on ce in the
current three -ye ar per iod. At the lev el of
the indivi d ual aca demic, apprais a l and staff
deve lopmemt pla ns are als o conducted in
the con tex t of agreed pla ns and stat ements
of responsib i lity.

The Unive rsity of Mel bou rne is alrea dy
re cognise d throug hou t the world for its hig h
leve l of res earch and scholarship in inter na-
tion a l publication s. We att r act exc ellent staff
fr om aroun d Au s trali a and ove rseas. We at-
tract the hig hest lev el of competitive Com -
monw ealth grants of any Aust r alia n in stitu -
tion and sig n ific a n t ov ersea s gr ants. We
also att r act the best students. But that does
not deny that the re is room for improve-
ment. In are as whe re we per for m at a lev el
which is les s than exc ellent, par ticularly in
teaching, we must con tin ued to make
change s. Where our per for manc e is good,
we must improve it.

This process must go on in eve ry par t of
the Unive rsity. We cannot afford to rest on
ou r lau r els. We want our staff, our students
and our graduates to be proud of their Uni-
ve rsity – they hav e good rea son!

1. Co mmonwea lth Ter tiary Educa tion Com-
mis sion, Burea u of Effici ency and Effec tive-
ness of Hig her Educa tion. Rep ort of the Com-

mittee of Enquiry, Sep tember, 1986, AGPS,
p. 263.

A unive rsity – a service in du s try – is inv olved in two main processes: teaching and res earching. Thes e proces s es involve
sub-proces s es li ke att r acting students, enrolling students, provi ding learning oppor tun ities, assessing learning, obtaining re-
search grants and disseminating res earch finding s. Thes e sub-proces s es in tur n involve sub -sub-proces s es, and so on, to
yi eld a complex process str ucture, made more complex by dependencie s among some processes. On this process vie w of
un ive rsity operation s, a  com mitment to quali ty is a com mitment to achievi ng quali ty in all of the innum erable components
of the process str ucture. This is a dau nting task wit h ma ny impedim e n t s , possib ly inclu ding aca demic fre e dom .

• To what deg ree does the Strategi c Plan outli ned in the article EM9206 appear to recog n ize this challenge?

• To what deg reee does the Strategi c Plan appear to fol low Philip Crosb y’s idea s fo r achiev ing quality?

• Su gge s t how Crosb y might hav e re sponde d to the fol low ing statements in the article EM9206.

−− Its tit le: A Commitmen t to Qua lity EXCELLENCE PEOPLE LEADERSHIP.

−− An efficient and effec tive institution is one whi ch ... has the free d o m to asses s qu ali ty in its own way, ... (le ft-hand colum n, 4th parag raph) .

−− The parag raph in it ali cs near the bottom of the left-hand colum n.

−− ... qua lity is lik e love; you know it when you feel it, but have troub le trying to define it pre c ise ly. (m iddle colum n, 2nd parag raph) .
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