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Handing over the books of
the Martin Wickramasinghe's

library to the National Library
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Following persons have been elected as new office bears
of the Sri Lanka Library Association for the year 1995/1996

President
Vice President

Mr. P. Vidanapathirana
Mr. Wilfred Ranasinghe
Mr. Piyadasa Ranasinghe

Secretary - Mrs G. N. Fernando
Deputy Secretary - Mr. Anton Nallathamby
Education Officer - Mrs. Nanda P. Wanasundara
Deputy Education Officer - Mr. Daya Rathnayake
Treasurer - Mr. M. S. Hameed
Publication officer - Mr. Punchi Banda Gallaba
Librarian - J. Rathnayake

Following are the topics and lecturers of the National
Library Lecture Series during January - June 1995

Lecture Topic
Gunasena Vithana A Review of the Publication

Chairman, Sri Lanka Book Plans of the Sri Lanka Book
Development Council Development Council

Asia Pacific Information Net
work of Social Sciencess
(APINESS)

Janaki Fernando
Assistant Director, Sri
Lanka National Library
Services Board

Margret E. Melur -
Regional Library Officer
United States Information
Agency

Information Services to the
United States Congress

K. P. M. Jayathilake
Additional Commissioner
Department of Educational
Publications

Expert Study of Publication
field of Sri Lanka - 1994

Mohan Samaranayake The Crisis in the Old Ygoslavia
Deputy Director General
Sri Lanka Rupavahini

Corperation

. H. M. Gunasekara
Media Expert

The Present Role of the

Media Personal

o gbusss 16/2, 1995 gadd - 48

The Library Science and Archives Department of the-
New South Walse University of Australia conducted a course
for Librarians of the Asia Pacific region on the bibliographi-
cal Service from 09. 01 .1995 to 17. 02. 1995 Mrs. Jasintha
Senaviratna, Assistant Librarian of the National Library
of Sri Lanka participated for this course on behalf of
Sri Lanka.

Several Provincial Councils have started preparation
of charters for public Libraries. The public Library Charter
prepared by the Central and North Western provincial Coun-
cil has been referred to the Attorney General for his ap-
proval. Western and Central Provincial Councils have started
the preparation of the charters.

The construction of a new building for the book sale
Centre of the National Library has been started

The National Library Services Board has donated books
to 44 underprivilaged school and public libraries of the
Matale district. The Value of the donations is Rs. 1,35,309.00

The National Library Services Board conducted a book
Exhibition in Matale public Library from 20 to 23 of March.

The National Library " Services Board in collaboration
with the Ministry of Education of the Central Provincial
Council conducted a training course for school librarians
of the Matale District from 20 .03. 1995 to 23. 03. 1995 58
school librarians participated for this training course.

The National Youth Services Council has started estab-
lishing five thousand libraries related to youth clubs.

As the first step of the project, five thousand rupees will
be granted to each library. Periodicals and other publica-

~ tions provided to each library by the youth services council.

The objective of this programme is to improve the

- reading habit among the youth and there by making an

intelligent and educated generation.
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Role of the Libraries Towards National Development

prof. W. A. Wiswa Warnapala

Let me first thank you for inviting me
to your 35th Annual Sessions. I notice that
your Sessions this time want to examine
and discuss a number of matters relating
to library development in the country.

Sri Lanka Library Association,
founded in 1960 and incorporated by an
Actof par’liamenfin 1974, is the only pro-
fessional organization in Sri Lanka which
is committed to library development and
information science. Your Association, as
a collection of professionals with interna-
tionally recognized qualifications, is
committed to the promotion and improve-
ment of library services in Sri Lanka and
yet another objective is to set up
professional standards. No organization, in
my veiw, can function, for the benefit of a
nation, unless it adheres to cértain stand-
ards.of behaviour, It.is my view, that your
Association, from the very inception, made
a noteworthy contribution - to library
development in the country. Today, there
is a Vx‘v._i_dez network of libraries, in the
.country; ‘these -are the National Library,
University Libraries, Public Libraries
maintained by Local Government Institu-
tions, Community Development Society
leranes Research LlBranes of various
organizations in both the private and
public sector and school libraries. Yet
another centre is the age -'old Temple
Libraries which contain ancient.works
including ola matenal and.then there are
libraries owned by individuals who,
during a life-time, make a collection of
books. Such men are rare today, but in the
past there were such men who, owing to
their own interests in readmg collected
books mcludmg first edmons
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Still the Library development is com-
paratively poor in Sri Lanka. Local Gov-
ernment Libraries are poorly equipped, and
school Libraries are totally a neglected
sector. There is no Library Policy as far as
the school library development is con-
cerned, and the absence of a proper Library
Policy, which aimed at the expansion of
schools library facilities, was the main rea-
son. In the context of the educational policy
changes which we intend to bring about in
this country during the period of our re-
gime, we intend to give some priority to a
scheme of school library development

Sri Lanka has a very literate popula-
tion, the national literacy rate is nearly
96%. This is a tremendous achievement
when compared with the literary status of
othércountries on South Asia. Sri Lanka
has a school going population, of nearly
4.3% million. But our reading habits have
declined in the past two decades; there is a
decline in the reading habits among school
children. This is due to-two factors; one
being the highly competitive examinations
and | structured material related to the

yl]abl and nothing outside it attracts them
because they, in theirown view, do not help
them to pass an examination. Next
impediemnt to the growth of a reading
habit is the tution industry and the tution-
related publications which are available in
plenty.in my view, examination - oriented
reading-and over-consentration on subject
+wise reading has resulted in an overall
decline in the reading habits of young
people. In the Universities, the under-
graduates make no much use of the vast
library resources in the universities. I have
discovered, in the course of my teaching
experience which runs to thirty years, that
some relevant texts have not been borrowed
for years by the students. Language defi-

‘searcher in and out-side Sri Lanka has to

ciency is one important barrier; apart from
that, there is no much of an interest among
the present day under-graduates to acquire
knowledge. I do not know whether this is
an extension of the same deficiency or the
decline in reading habits which we witness
among the school children. It is my own
experience again at Peradeniya that library
get, filled up only at the eve of the annual
examinations, and this is not for the pur-
pose of consulting major work on the sub-
jects; they come there to read the notes.

I have already referred to the level of
literacy in Sri Lanka. How many books are
being published in a country which has the
highest literacy rate in Asia ? For 1992,
6855 titles have been published; 599 peri-
odicals have been published. This I men-
tioned in order to say that our publishing
industry is in a poor state. ‘

There are some aspects which your
Association, as one commited to the de-
velopment of library facilities ii this coun-
try, needs to examine-during the course of
your deliberations.

I see some of my freinds from the
Universities-people who man the libraries
in the universities. University librarians are
not a new tribe within the intellectual com-
‘munity of a university.We must accept that
university is a place of culture; it is the
culture of learning that we need to promote
in our universities. lefanans as members
of an expandmg intellectual community,
must contributé to the | process of learning

in the universities by producing research

in their own professional fields. Take, for
instance, Mr. Ian Gonnetileke, who, as the
doyen bibliographer of this country, pro-
duced a monumental bibliography on Sri
Lanka. This is a work which every re-
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consult if one wants to do research on Sri
Lanka. He was prevented from continuing
his work at Peradeniya by a group of aca-
demics who did not see eye to eye with him
on matters political; yet this great bibliog-
rapher manages to keep his interest in
bibliography alive even at the late age. He
is the unique type of librarian-cum-intel-
lectual which the university needs today.
WhatIam trying to emphasise is that mere
professionalism is not enough, one must
get himself embedded in the intellectual life
of a University. In the universities today,
there is an absence of critical and crea-
tive thought and the role of the university
as the critic of contemporary society is now
confined to a small group of students
guided by a non-descript ideology. Univer-
sity intellectual must guide the changes in
the contemporary society; for which more
research needs to be done on contempo-
rary social,economic and political issues.

I thank you again for inviting me, to
speak on the occasion of your
35thAnniversary. your Association, as a
professional organisation, has contributed
a great deal for the betterment of your tribe,
the size of which is certain to improve with
the provision of better facilities for library
development in this country. Information
Sciences, with the new technologies now
available in the world, can play a vital role
in the development of a country. I am sure
that your Association, with it responsibili-
ties, can make a contribution to the proc-
ess of development that is now taking
place in the country.
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Relating quality management to strategic planning

ABSTRACT

TOM (Total Quality Manage-
ment) is following strategic planning
(SP) as a process used in libraries.
TQM,which aims at providing a user
-driven service that is timely,
appropriate and free of error,
involves a set of teachniques for the
analysis of operations. Characteris-
tics that SP and TQM have in com-
mon include a  systematic approach,
commitment or involvement of all
staff, a focus on users, and improve-
ment; both are likely to requieYe a
change of culture. There are also
differences, e.g. TQM is more
down-to earth and detailed, involves
staff at lower levels more, and is a
~ continuous process. It also requires
much more time and effort, and is
likely to cause more turbulence. SP
and TQM are complementary. but it
is difficuit 1o do them concurrently.
While a stnategic plan with a mission
and objectives should be in place
before TOM is implemented over the
whole library, it may be useful for
some TQM: -exercises to bé ‘carried
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out before plhnmng starts.
INTRODUC’HON

Strateg‘ic planning:is being
lncreasmgly used in libraries. It
mvolves sta:ndmg back from imme-
diate preoccupitions  and taking a
careful and considered lood at the
future, usually but not always over
the next five years. The institution’s

mission and goals arg artxcu‘lateq, and

a fairly precise strategy for attammg
objectives is devised. While- most
. libraries prepared plans of one kind
or another in the past, in few cases
until recent years has the systematic
approach associated with strategic
plans been adopted.. There is now
quite a substantial hterature on the
I.Gpic 1-30
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More recently Total Quality
Management TQM- has begun to
make its way into libraries. ¢,

TQM developed after World
War 2 in Japan under the influence
of W Edwards Deming. whose ideas
did not gain acceptance in his
native USA until some decades later,
as American firms began to see the
effects of its application on Japanese
industry and economic growth TQM
is now an essential element in
courses on industrial management'’.

This paper, like that of
Riggs ', explores the relationship
between strategic planning and
TQM,both in principle and in
practice: the similarities and differ-
ences between their objectives and
procedures, and how the two proc-
esses can both be pursued without
bringing the library to a stand-still.

CHARACTERISTICS OF TQM

TQM is now becoming
familiar enough to make &xposition
unnecessary. It is in essence a body
of prificiples and a set of techniques.
It§ main aim is to provide a quality
service; timely,appropriate and free

of error, quality being defined as

fitness for purpose of use. Its main
characteristics are -

User - driven

prevehtnoh rather than detectmn
(gettmg it right first time)

Moving the focus of control from
outside the individual to within
Making everyone accountable for
their own performance 5
Getting staff committed to
attaining quality Changing the
culture of the organization

A continuous search for improvement
A total attitude of mind, involving
everyone.

The concept that everyone has
a customer, internal or external, is im-
portant; no job is done except for
someone else. Equally, every cus-
tomer has a supplier. This means that
everyone needs to ask who their cus-
tomers are and what they really need.
They must seek ways of finding out,
and ascertain whether they have the
ability and the capacity to meet them
(ability is personal, capacity is exter-
nal., i.e. resources); and they must
find ways of continuously monitor-
ing changes in requirements. They
need also to identify who their sup-
pliers are and what they themselves
really requiere of them; to find ways
of communicating their requirements
to their suppliers, and discover
whether their suppliers have the
ability and capacity to meet them.

The pursuit of TQM demands
the use of various techniqués, some
of them quite - comiplex -4nd  re-
quiring  careful ‘training. Every
step in ‘every '~ process -is
scrutinized for its relevance (what
does it contnbute") its’ effectxvencss
(dose ‘it do what it is supposed to?),
and-its efficiency (is it ‘done in the
most effective and least costly way,
and-at the right level?). The place
where itis done and the sequence of
steps in the process are also exam-
ined. The__ methods used for analysis
include process flowcharts, flow
diagrams, fishbone diagrams, affin-
ity diagrams, systems flow and tree
diagrams. The analyses, which con-
stitute a series ‘of projects, are
carried out by quality improvement
teams and quality circles.
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APPLICABILITY OF TQM TO
LIBRARIES

TQM was developed for
industry. Industry has visible
products; the requirements of most
products are not usually too hard to
define, and their performance is not
difficult to measure. All industries
that are not monopolies have
competitors, and they have to fight
to acquire and keep markets. Errors
can be a matter of life or death - to
the industry and (e.g. in the case of
cars or electrial equipment) some-
times to the customer. Libraries, on
the other hand, have few visible prod-
ucts, and the performance of most of
their output is very hard to measure
(hance all the literature on perform-
ance measurement in libraries). Their
market is largely captive, particularly
in the case of industrial or academic
libraries, and they have few competi-
tors. Except in industry, very few
libraries die. however inefficient they
are. What incentive'do they have to
improve quality, except Pride?

However, tings are changing .
For an increasing amount of infor-
mation the library can be bypassed;
databases containing bibliographic
references, Information or even full
text can be accessed direct by
anyone with the equipment, and
information can be processed and
packaged by information brokers.
Performance measurement may be
difficult, but in more and more
countries. it is being demanded of
hbrarles With shrinking budgetary
resources, reduced staff numbers and
potentially increasing demands, no
library can now afford to have
imprecise objectives, carry out work
that is not strictly necessary or
continue with procedures that are not
fully efficient. There may be little
danger of libraries experiencing
sudden death. but there is a real dan-
ger of marginalization and erosion,
to an eventual point where death
might seem preferable: the guillotine
is better than a slow and lonely death
by starvation.

2

In any case, there are some
areas of library work where TQM
principles and procedures are
readily applicable. One are is the
acquisition and processing of new
books (an area which actually
consists of several processes):
selecting suppliers, demanding of
them fast and accurate supply (and
changing them if they do not deliver),
and ensuring that books are
accessioned, catalogﬂed and shelved
speedily and at minimum cost
consistent with relevant standards.
Customers and suppliers can be iden-
tified for all of these activities; for
example, the supplier for the acqui-
sitions department is the boolseller,
the external market is users, and the
internal market is the cataloguing
department. I would be willing to bet
that the efficiency - the "quality” of
the acquisition procedure of any
library that had not previously
analysed its processes could be
improved by at least 30% by the
proper application of TQM tech-
niques. Other areas that are clearly
amenable to:the TQM approach are
retrieval from closed stacks and loans
to borrowers, the reshelving of
books. and binding. "

While each process has to be
analysed in-detail, there is a danger
that analyses of processes are
conducted on the basis of certain
assumption, for example as to the
rightness of selection, and as to the
policy as well as the practice of bind-
ing; if this. happens TQM is not
being carried out properly (it is a
waste of time finding superior ways
of sharpening pencils if ballpoint
pens would serve the purpose
better). The right  selection of
projects is crucial if each activity is
to be seen in context, serving.a wider
and higher - level prupose..:

SIMILARITIES AND DIFFEREN‘CES

At [hlS pomt let us look at
features that strategic planning and
TQM have in common.

* Both require a clear mission
and objectives

*  Both involve system aticplann-
ing; SP is more time -
constrained, TQM is more
detailed

* Both are action - directed, not
paper exercises

* Both demand an absolute com-
mitment from top management

*  Both require the commitment
or involvement of all staff: in
TQM this is an integral feature,
in SP it is highly desirable

* Both are likely to require a
change of culture; in TQM this
is more ex plicit, in SP the need
is more likely to emerge

*  Both focus on users/customers;
in TQM this is an essential
element, in SP it is likely to
become obvious early .in the
process '

* Both require an analysis of
proce dures - TQM exp11c1tly,
SP implicitly as a means of
ach1evmg targets - ' R

*  Both are concerned with
improvements - TQM in detail,

SP more in outline . .4 .,

* Both involve momtormg agd
meas urement- TQM more
. - explicitly than SP )

* ,' Both involve the development
-of skills; SpP _requires it, TQM

demands apd mcludes 1t 3

‘The list above 1dent1ﬁes somg
dlfferences of emphas:s as, well 33
51m11ar1t1es There are other
d,1f£e;ences. o

‘ oeesingl
LI SP is more a polmcal ,p,rocess,,

TQM more down,-to earth

*+  SP has an audience outs1de the
library, TQM's only audlencé
is the library (though its effects
are on the service)

gBamg gd:l® 16/2 1995 qegd Za



*  SP is basically a plan, TQM aii
ethos involving a set of princi-
ples and techniques

*  SP tends to work from the top
down,TQM from the bottom

up

*  SP may involve only senior
staff, TQM must involve
everyone, at all levels

*  SPisa repeated process, TQM
a continuous one

Another difference is in the
disruption to work involved. The
preparation of a strategic plan is
usually very demanding, particularly
if carried out as a participative exer-
cise, but it can usually be completed
by any library without major dis-
ruption. Moreover, it does not gen-
erally need to be repeated more
frequently than every three years, the
first plan being much the most time-
consuming. TQM,if it is pursued in a
full - blooded manner, consumes a
great amount of time and effort, and
goes on theoretically for ever - it is a
way of life, and while the early years
are the most strenuous because of the
learning process, analyses must be
repeated again and again to meet
changing needs and circumstances.
TQM is not to be embarked upon
without a full realization of the time
and effort involved, even though the
expenditure of these should pay off
handsomely in due course. TQM
programmes quite often fail because
the time and.work have been seri-
ously underestimated.

TQM can also be expected to
produce turbulence. A rigid hierar-
chical institution - and most librar-
ies are more rigid than they think can
be severely  upset when staff at all
levels are empowered for the first
time; the whole structure of
command is threatened, senior man-
agers may find it very hard to adapt,
and middle managers may find they
are not necessary at all.Unwillingness
to accept radical change is another
reason why TQM programmes fail.
gdomg gdxdd 16/2 1995 qedd - ¢

SHOULD THEY BE DONE
TOGETHER OR
CONSECUTIVELY?

It is clear that strategic plan-
ning and TQM can complement and
reinforce one another. Both are de-
sirable, though I would add that TQM
can fail not only for the reasons given
earlier but because insufficient care
has been given to training etc. Assum-
ing that a library wants both to pre-
pare a strategic plan and to embark
on a TQM programme, how can the
two be best related, particularly with
regard to timing? Which should come
first, or can they be done concur-
rently, demanding of time as they
both are? Riggs is in no doubt:
"Before implementing TQM,the
library should already have a strate-
gic plan in place". Presumably for the
benefit of those who are not in this
position, he goes on to say that a
library can begin TQM and
concurrently formulate a strategic
plan, but the " it will be difficult in
terms of reallocating staff time and
sequencing the work. A strategic plan
lends credibility to the quality
improvement process. Mission state-
ments provide the library staff with
long - term projections and philo-
sophical directions. Goals and objec-
tives, respectively, specify the broad
Aand more precise intentions of the
library. Strategies, in turn, offer the
library staff possible courses of
actions”for realizing the goals and
‘objéctives..... ' A ship without a
rudder’ is the best way to describe a
TQM program that does not have a
supporting strategic plan.”

There is no doubt that TQM
can benéfit if a strategic plan is
already in place; quite apart from the
need for clear overall objectives, the
need for care when deciding on
areas to be subjected to TQM was
mentioned earlier. However, it can be
safely assumed that the core opera-
tions of the library will continue, how-

" ever radical the plan turns out to be,

and I can see no reason why TQM
should not be applied to those
operations in advance of a strategic
plan. There are several advantages in
doing so. If and when a strategic plan
is started, staff who have been
involved in TQM will already have
adopted systematic approaches to
work, come to realize the need for
an overall set of objectives and strat-
egy, and learnt some techniques. The
staff in question will have a much
better understanding of the need for
a plan and will also be in a good
position to contribute to it. A
particularly valuable contribution
may be in adding hard content to
what can otherwise be vague state-
ments of intent - not so much adding
flesh to the bohes as adding bones to
the flesh.

So there are advantages both
in doing a strategic plan first and in
using TQM in some areas of work
first. The library may have no choice;
many have been required to produce
strategic plans, and some (particu-
larly, it seems, public libraries in the
UK) have been made to initiate TQM
programmes. I would certainly be
wary of doing both together unless
TQM was on a very small scale. .

TQM often seems to be pre-
sented as if it were an all-or-nothing
programme. I think we should dis-
tinguish between the principles of
TQM, which must: be embraced
wholeheartedly, and the techniques,
which can be used selectively, both
in the choice of techniques and in the
areas of activity to which they are
applied. flowcharting, for example,
is a'most valuable technique that can
be used irrespective of whether a
TQM programme has been adopted.
Some TQM methods can be used
while a strategic Planning exercise is
in process without imposing undue
strain on staff. staff are then learning
two complementary approaches
together: strategic management and
quality management.

23



Strategic management and qua-
lity management together make Stra-
tegic Quality Management. This is a
term that is just beginning to come
into use; we shall hear more of it.
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