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ARTICLE

QUALITY
MANAGEMENT
IN THE
INFORMATION
SECTOR

/lurry Ma/zon, £zecztozi>e Director,
El/S/D/C, t/ze Azz/o/zeazz Association

/or /zz/orizzatiozz Sern'ces, Lzz.-rerzzhozzrg.

Quality Manage-
ment in informa-
tion environments
Encourage the

implementation of
QM programmes
through establi-
siting meaningful

guidelines is reported. At the Quality
Management and more particularly
Total Quality Management (TQM)
have become important management
techniques in recent years. Starting in
Japan TQM has been enthusiastically
adopted in the USA and in Europe.
Although it is fundamentally a mana-
gement technique it has developed
into a philosophy of management
because it incorporates motivational
elements which encourage an attitude
of quality throughout an organisation.

At its most fundamental TQM
involves dedicating all the activities
of an organisation towards delivering
a quality product or service to the
client. This technique can be and is

applied within organisations so that
for example internal services such as

stores or maintenance can operate
under a TQM regime even though
their 'customers' are internal.

In order to implement a TQM system
each employee has to know how their
particular function fits in to the over-
all activities and each function has to
be properly documented as part of the

overall activities. The more generic
term is Quality Management or QM
and since the information sector is

wide ranging this term will be used

in that context.

QM is often based on the tenets of ISO

9000, the international standard for
quality management - which in turn
was based on British Standard 5750,
itself a derivative of a UK Ministry of
Defence internal standard. Whilst it
is obvious from this history that QM
has come from the world of large
organisations in the manufacturing/
contracting sector, it is now recognised
that the quality approach is also rele-
vant to small organisations and to the
service sector.

Implementation of QM in the
Information Sector

Many organisations have implemented
corporate-wide 'standard TQM sys-
terns throughout their activities and
this has included the information and
documentation functions. In other
organisations the information units,
as well as other departments and
functions have each implemented
their own QM system. In either case
the information functions have had
to adopt and adapt QM procedures to
their actions. Some elements of infor-
mation products and services are rela-
tively easy to incorporate in a QM

programme - they can have clear
measures of the required quality of
the product or service supplied and

can measure improvement or disim-
provement over time. Other elements

are more difficult to implement either
because they cannot be measured or
they are not sufficiently repetitive to
be incorporated into a QM system.
Therefore a scale of measures will
be needed to deal with the disparate
elements in the information sector.
The key to the problem is seen in
the accepted definition of quality
as 'fitness for purpose', hence the

importance of the customer oriented
approach. An approach to this pro-
blem is exemplified by the QM tech-
nique 'Quality Function Deployment'
which seeks to achieve a common
language of performance between
the system designer and the system
user. Quality in the QM context refers
not only to conventional product
quality, but to quality of service to
customers from an organisation. Thus
a computerised information service

can measure the up time of the com-
puters or the time lag for updating
the database. In a document delivery
service the number of photocopies
delivered to clients in a given period
is not necessarily a guide to the qua-
lity of the service but the speed at
which one copy is delivered in res-

ponse to one request is. Similarly the
number of new documents added to
a library is not the same measure of
quality as the number of new docu-
ments added to a database.

Therefore the implementation of QM
in the information and documentation
sector is not a straightforward activity.
Nonetheless, as a service industry, the
sector needs QM both as a means of
improving efficiency and as a means
either of convincing management of
the value of the information function
and/or of obtaining funding. Whilst
an overall measure of quality can
not be expected to result, a series of
options which cover both information
and documentation functions, i.e.
information products and library
and documentation services are
needed in order to implement QM
techniques.

The ISO standards in the 9000 series
have been developed for manufactu-
ring applications and have been adap-
ted to the service industries. However,
the particular requirements of the
information and documentation sector
have only begun to be addressed. In
particular an understanding of the
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concept of what constitutes a 'quality'
product or service in the context of
information products and services
and the definition of activities within
the information sector are needed.
In order to do so in an effective way,
co-ordinated action at a European
level would be the most efficient
method. This is not merely to add
the European cachet to the activities
but would serve to raise the level of
quality in the different parts of infor-
mation sector in Europe whilst ensu-
ring a common set of objectives for
the work.

Eusidic in partnership with Eurolug
and Gavel have undertaken, with
financial support from the European
Union, a set of actions in late 1993
and early 1994 to:

• Evaluate attitudes to quality
amongst information users, in
paricular the attitude to database

quality.
• Examine the application of QM

in a selected number of sites in
Europe.

• Evaluate the options for quality
measurement in some information
functions.

• Make some suggestions for the
rational implementation of QM
techniques in Information
Functions.

The series of actions necessary to
achieve the desired objective, that of
identifying the elements and defining
the measures needed to underpin QM
procedures in the information sector
in such a way that the legitimate
interests of producers, service inter-
mediaries, management and users can
be met constitute the present EQUIP
project. The programme outlined
below is designed to meet the require-
ments of all the parties and is also
formulated in such a way that all can
contribute to its successful outcome
either by offering their expertise, their

organisational support or their finan-
cial contribution as appropriate. The
concentration of the programme is on
the creation of working definitions
and not on finding absolute measures
of quality. There is also a concentra-
tion on the measurement techniques,
perceptions of quality by the different
interests and the introduction of the

concept of 'fitness for purpose' as a

guiding concept in customer-oriented
evaluation of information products
and services.

• Identification of past and present
experience in the service sector and

particularly the information sector;
work in hand and agencies and
individuals already active (in con-
junction with FID and the Nordic
Group). Survey of the literature,
of QM Standards and Quality
Awards and of self assessment kits.

• Design and distribution of question
naires relating to database quality.
These questionnaires were format
ted in such a way that typically
information intermediaries could
identify perceived quality criteria
from both the supplier side and the

consumer viewpoint. (A pilot test of

Word of mouth
Communications

Gap

Provider

Gap 1

the questionnaire was undertaken
in Germany, NL, and Ireland).

• At a later stage to involve the data-
base producers in this survey, both
in completing the same question-
naire and in commenting on and

interpretation of the results from
2 above.

• Design and conduct interviews of
organisations in the information
sector implementing, or contem-
plating implementing, QM. These
interviews will specifically include
the same metric criteria and consi-
derations as are present in 2 above.

• Using the results from 2 and 4

above, establish a performance
evaluation 'tool kit' enabling both
suppliers and users to establish
Customer Satisfaction Indexes' at
their interfaces. This tool kit will
include modular criteria, and tech-

niques for continuous monitoring,
analysis and interpretation.

And, if resources permit:
• Case studies of organisations under

taking QM looking specifically at
the information handling compo-
nent (a top down approach comple-
mentary to that in 4 above).

Past Experience

External
Communications

to Customers

The results to date
The conceptual model:

Personal Needs

Expected Service

t t
Service
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Referring to the diagram:

It can be seen that Gap 5 is in the
customer domain and reflects the
mismatch between customer expecta-
tions and customer perception of
actual service; while Gap 1 is the
mismatch between customer expecta-
tions and the suppliers perception of
customer expectations the latter
being, in effect, a service specifica-
tion). The other three Gaps are inter-
nal to the supplier and thus to the
area of QM.

This is the basic model of service pro-
vision that the EQUIP group has been

working with, based on the work of
Zeithamll. The emphasis of the work
is to specify the meaning of two of the

'gaps' shown in the model, as they
apply to information service supply.

Gap 5 (in the customer domain)
representing the possible (or likely)
mismatch between the expectations
of the customer and the perceived
service.

Gap 1 (which bridges the customer
and provider domains) representing
the mismatch between the manage-
ments perceptions of the customer
expectations (which may or may not
be manifested in a service specifica-
tion) and the service perceived by
the customer.

In particular the work is concert-
trating on:

• Gap 5 independently of particular
database service suppliers, i.e. the
customers expectations of data
bases

• Gap 5 with respect to a particular
supplier, i.e. the suppliers view of
the service offered

• Gap 5 and gap 1 with respect to
a particular supplier

• Gap 5 and gap 1 with respect to
an inhosue database supply

• Gaps 1 to 5 with respect to an

Library & Information Service

Intermediary and to a database

supplier.

Finally, at a workshop to be held in
Luxembourg on June 8 1994 both
sides, the customer and the supplier,
in the realm of electronic database
service will discuss the following
questions:

• Llave you asked your customers or
otherwise ascertained what quality
expectations they have of your pro-
duct(s) and/or service(s)?

• a) If yes, how have you assessed

those expectations?
• What have you done to implement

the expectations, assuming they
were not being met already?

• a) Specifically how have you dealt
with quality issues vis a vis on-line
(and therefore more easily upgra-
ded) and off-line (and therefore
less easily changed) products?
b) Given that 'coverage' is the
number one quality related issue

in users minds as indicated by the
EQUIP survey, what specifically
have you done to define your infor-
mation products or services' cover-

age and how do you measure your
status against the definition?

• c) What means have you impie-
mented to establish a 'specification'
for your products which can be

objectively measured?
• What have you not been able to

implement of your customers
requirements and why?

• a) What specific economic issues
have you comeacross which mili-
täte against the ability to deliver
the customers needs for product
quality?

Conclusion

This paper Iras described briefly
the work being undertaken in the

EQUIP project by Eusidic, Eurolug
and Gavel. The work is ongoing arid

it is hoped that the results can be

fully discussed at the BDA 1994
Conference in Lausanne.
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ARCHIVE,
BIBLIOTHEKEN
UND DOKU-
MENTATIONS-
ZENTREN:
GEDANKEN
EINES
KANTONALEN
KULTURBEAUF-
TRAGTEN
Dr. lla/fez' Lezzc/z, Eors/eAer efes

Am/es/zz" K/i/Zzzzp/Zege c/es Ka/zfo/M
iSi-GW/en.

1. Vielfältige
Kultur -

divergierende
Interessen?

Der Aussenstehende

ist immer wieder-
versucht, von der Kultur zu sprechen.
Es meint damit etwas Einheitliches,
Kohärentes, wie es sich vielleicht

beim Sport noch weitgehend finden
lässt. Um so verblüffter ist ein Be-

trachter, eine Betrachterin, wenn
er/sie entdeckt, dass nicht nur die
einzelnen kulturellen Tätigkeiten
recht verschieden sind, sondern
darüber hinaus auch noch die

Gesinnung der entsprechenden
Kulturschaffenden. Auch ich bin
immer wieder erstaunt, wie aus-
schliesslich, um nicht zu sagen ein-
seitig Künstlerinnen und Künstler
in ihrem Bereich sein können. Ich
habe bisweilen das Gefühl, zwischen
einem Maler und einem Musiker
stehen Welten. Nicht dass sie sich

gegenseitig beargwöhnen oder

gar bekämpfen würden, aber ein
deutliches Mass an gegenseitiger
Indifferenz ist fast immer auszu-
machen. Es wäre ungerecht, den
Kulturschaffenden Ihre Einseitigkeit
zum Vorwurf machen zu wollen,
denn wer etwas erreichen will, der
inuss sich spezialisieren; wer sich

spezialisiert, kann der Einseitigkeit
wohl nie ganz entgehen. Wer sich

dagegen wenig vertiefen muss, wie
der Kulturkonsument, der hat es

leicht, sich seines vielfältigen Inte-
resses zu rühmen. Wenn wir vom
verpassten Ständemehr in der Ab-
Stimmung über einen Kulturartikel
in der Bundesverfassung am 12. Juni
1994 absehen, so darf uns das Volks-
mehr von rund 51 Prozent doch auch
trösten, denn daraus ergibt sich un-
widerlegbar, dass eine wenn auch

knappe Mehrheit des Volkes eine

Kulturförderung der öffentlichen
Hand als zeitgemäss betrachtet.
Ich würde behaupten, dass die Ab-
Stimmung positiv ausgegangen wäre,
wenn es nur ein bisschen mehr ge-
hingen wäre, seitens der Kultur-
schaffenden deutlicher spartenüber-
greifendes Interesse und damit
Geschlossenheit zu dokumentieren.
Der Bürger und Kulturkonsument
als Pendant hätte sich von einer ge-
schlosseneren Haltung der Aktiven
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