


though they have let us use their mailing list and put notices in their newsletter. Other
networks — such as the Ohio Quality and Productivity Forum, the Erie Excellence Council, the
Philadelphia Area Council for Excellence (PACE), the Tri-Cities group in Tennessee, and the
Milwaukee First in Quality group —do have Chamber support. Being able to work with the
Chamber provides better access to the business community (an area where Madison's efforts
are less successful), and it seems to make some things easier, such as getting at least minimal
staff support and possibly financial assistance.

IV. Putting Together a Network

The elements listed above will aid you no matter what form your community and
individual efforts take. The natural evolution seems to be from informal meetings between the
movers and shakers to structured programs that attract people throughout a community.

If you really want a cohesive, broad-based community effort, we think you will inevitably
have to create a network or other organization. As we discovered here in Madison, once you
get involved in quality management, the desire for information, support, and administrative
help quickly outstrips what informal get-togethers can provide.

Besides the formal functions a network or community council can serve (such as

‘promoting use of quality management, or providing opportunities for education8), it:

+ Gives you the leverage to offer educational opportunities to individuals or small
organizations who could not otherwise afford to get the education they want.

+ Frees up the time of those already involved by providing administrative support
(keeping up-to-date mailing lists, sending out notices, arranging for speakers,
organizing and keeping track of meetings and seminars). This administrative support
increases your ability to respond to spur-of-the-moment opportunities. For example,
with only a week or two notice, MAQIN has been able to notify and attract 100 or
more members to meetings with visitors such as Lew Springer (formerly a senior vice

president at Campbell Soup) and Masaaki Imai (of the Kaizen Institute).

« Ts a convenient focal point for collection, dissemination, and sharing of information.
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« A place to interact with people from many walks of life who are also applying quality

principles.

It is possible to do this without creating an organization, but all too quickly you use up
whatever goodwill and dedication the people you have can supply. What follows is a summary
of what we've learned from our experiences in setting up a network.

A. Issues Confronting Any Network

1. Focus and Purpose.

In today's parlance, you're most likely to find the focus and purpose of an organization
listed under "Vision." By whatever name, our message is that you'll do much better in the
long run if you have some idea of where you want to go. You'll be better equipped to make
strategic decisions, and to channel resources into areas that will best serve you and your
customers. Some of the questions you need to answer are:

+ What are you setting out to do?

+ Who are your customers? Private sector? Public Sector? Service? Manufacturing?
Education?

+ What geographical area are you going to serve? City? County? State? Nation?

» What will your organization be known for in five years?

» Where will your champions come from?

2. Services.

The range of services or products an organization could offer to the community is endless.
What we did was identify which ones would complement — not compete against — services that
were already available in Madison. Key questions at this stage are:

» What activities will this organization organize, coordinate, undertake, or otherwise

support?
« How do you want to be able to describe your function? Do you want to be advocates for
quality management? A clearinghouse of information? A training center?
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« What do your customers need? Education? Training? A place to share what they've
learned?

« What resources are lacking in your area? What gaps are there that this organization will
fill?

3. Structure.

This may be the hardest area to tackle because there are as many workable models as there
are cities. As you address the questions outlined below, all we can advise is to be attuned to
your local environment, to think about what structure will best support the activities you
propose to undertake, and to consider what type of organization will be accepted.

« For-Profit vs. Not-For-Profit — which will work best given your circumstances?
The issues surrounding each choice are very different. If you are a For-Profit
organization, what services or products do you intend to sell? How many employees
can you afford? If you choose to be a Not-For-Profit organization (which most cities
around the country have chosen to do), then how will you be funded? Can you get
support from your Chamber of Commerce? Local business or funding agencies?
Will you need to charge dues?

- What administrative structure will best suit your needs? Will you have a Board of
Directors? Who should be on it? Do you need officers? Staff? Will they be paid
employees or volunteers?

« Where will your office be located? How will you get fumishings, equipment, and
supplies?

4. Philosophy.

There are a lot of people out there preaching quality management under its various guises
(total quality control, creation of total quality, quality improvement, continuous improvement,
statistical process control). Will your organization be aligned with any particular camp? What
will that mean in terms of what kinds of members you attract?
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B. MAQIN as a Model _

As we stated above, we hope that others can learn by seeing what choices we made in
creating the Madison Area Quality Improvement Network. If you would like more detail than
we present here, you can refer to our business plan and by-laws.2

1. Focus and Purpose.

MAQIN's original mission statement (currently being reviewed) was:
The Madison Area Quality Improvement Network promotes awareness of the opportunities in
quality and productivity management by: exchanging ideas, experience, and expertise; leamning
new tools and techniques; advocating the widespread use of quality and productivity
improvement.

Our goals were built around increasing awareness and understanding of quality
improvement principles in the Madison and Dane County region.

2. Services.

MAQIN's founders felt that the biggest gap in the Madison area was a way for people to
share information and learn from the experience of others. We wanted to be involved in
transforming our culture to create an environment supportive of quality principles, not just
doing projects. This belief has shaped our programs in that we focus on bringing people
together to learn from experts and from each other. As described bricfly in Section II, MAQIN
holds bimonthly meetings (generatly used for success stories or for talks about fundamental
quality issues), bimonthly user groups (focused on specific topics such as flowcharts and
nominal group technique), a monthly open-forum discussion group, and a yearly conference.
We recently started publishing a newsletter and have expanded our Resource Center to include
more videotapes (which we lend to members) and other commonly requested materials.
MAQIN's board members are also active in working with other community leaders in trying to
create educational and training opportunities through our schools, colleges, and university.

3. Structure.
MAGQIN's structure and operations were shaped by:

+ The desire to represent our diverse economic sectors (govemment, education, service,
- manufacturing).
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The lack of support from the Chamber of Commerce or other existing organization.
Early participation by influential, cooperation-minded people.

Madison's moderate size (currently about 175,000) and limited geographical area.
Support from four key area businesses: Meriter Hospital, the City, the Center for
Quality and Productivity Improvement (on the University of Wisconsin-Madison
campus), and Joiner Assoctiates, Inc.

« Limited funds.

MAQIN ran for two years as an informal network (with no legal status), operated by an all-
volunteer Steering Committee. Meriter Hospital donated meeting space and administrative
support for the Steering Committee. As we grew, however, the volunteers got stretched very
thin, and the decision was made to incorporate as a not-for-profit agency. After incorporation,
we formed a Board of Directors, and started charging dues so that we could increase our
services to members, open an office and Resource Center, and hire staff to meet our ever-
growing administrative needs (thus far, we have hired only an Executive Director and one haif-
time secretary). The Executive Director works with the Executive Committee of the Board
(whose members are volunteers) to run the organization. We deliberately chose to have the
Board composed of a mix of high-ranking, influential community leaders and less-well-known
but enthusiastic workers.

4, Philosophy.

MAGQIN's stance is that the answers to the complex questions facing our country cannot be
found in any one person or philosophy, and that our organizations will do best if they seek
knowledge wherever they can. Many of our efforts are focused on the principles of Dr. W.
Edwards Deming, but most of them also draw heavily from other influential thinkers (Walter
Shewhart, Joseph Juran, Kaoru Ishikawa, among others).

C. How to Get Started

If you decide that forming a networking organization will help your community, what do
you do next? Every community is unique and there is no defined process that will work best in
all sitnations. One thing we advise is that you connect with other organizations around the
country.9 Find out what they are doing and how they are doing it. Compare the many
different models, looking for ideas that seem particularly applicable to your area. At the same
time, the steps below may help you get organized at home:
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2. Identifv the Movers and Shakers.

Myron Tribus has offered one list of key people and organizations to contact, including the
Chamber of Commerce, the Mayor, local chapters of engineering societies (or other
professional organizations), local industries, junior or vocational-technical colleges, and
unions. 10 -

We certainly recommend that you pay attention to his list, but also broaden your thinking
to include others in your community. What organizations will benefit from your efforts? Are
there people at these organizations whom you could involve? How can you best appeal to
these people? Would it help if you obtained endorsements from people outside the community?
Are any of the companies big enough to support your efforts through donations of funding or
services?

3. Hold Organizational Meetings and Develop 3 Plan.

Once you have a core group of people interested in getting involved, bring them all
together for a meeting or series of meetings. Develop a plan that will let you work on the
elements we listed as critical for a good foundation, and on the issues described above that face
people getting a network started. Try to come up with processes for identifying needs in your
community, gauging support for your ideas, and creating a plan or strategy. Some key
questions are: |

+ What is the next step? Do you need a formal network right away, or would informal
meetings suffice for the time being? Be attuned to what your community would be
prepared to accept at this point, and what timing will work best to coordinate with other
events in your area.

« Who are the next people you would like to reach? What will appeal to them? For
example, you could hold a public kick-off meeting and invite local CEOs to participate
or attend.

« You can also begin to think about what types of services you would like to offer:
meetings, training programs, roundtable, discussion groups, CEQ sessions,
workshops, conferences, newsletter, resource center, etc. What resources and support
do you need in order to offer the services you want to offer?
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« Do you have ongoing guidance from experts in quality improvement and related
disciplines (statistics, organization development, planning)? How can you get access to
them?

« What are some unmedlate educational needs? How can you meet them? Look at outside
sources if there is no one qualified to offer seminars or training programs in your area.

« What activities would grab the attention and interest of others, especiaily your local
media? Are there particular projects in a local organization that you could support?

« How will you monitor the success of your plans and identify areas that need to be
improved?

4. Act On Your Plan.
Follow the Plan-Do-Check-Act Cycle. What we now appreciate is the importance of being
flexible: Try out your ideas, but build in check points. If you have data and information that
show things are not working, reshape your plans and your organization accordingly.

V. Reflections: How Our Experience Can Help You

We are very proud of Madison's position and status as a city with a strong quality
movement. Taking to heart our lessons about continuous improvement, however, we can
easily pick out places where either we failed to meet our goals or missed opportunities for
improvement.

« We were slow in growing beyond the initial core group of supporters. Better
coordination and long-range thinking early on may have brought us to our current state
much earlier.

« We haven't worked with our local vocational-technical schools as much as we could,
despite a very strong quality improvement effort among vocational-technical schools
elsewhere in Wisconsin. We have helped create the huge demand for training in
statistics, team-building, policy deployment, and so forth, without having done much
to ensure that it would be available.

« Our efforts to involve more CEOs and other business leaders have not been as carefully
planned or executed as some of our other activitics, and it has hurt us in terms of local
support. We need to do a better job of identifying the concerns of our business
executives and finding ways for our Network and other resources to help meet these
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needs. The lack of involvement by the Chamber of Commerce has probably been felt
most in this area.

« Our ability to meet our members' needs was limited for a long time by reliance solely on
a small circle of volunteers. We are addressing this problem both by hiring additional
staff, and by working to recruit more volunteers from our membership. Our vision for
MAQIN remains an organization with a high level of member participation — we just
need to do a better job of seeing that our members know what volunteer opportunities
are available and how they can get involved.

« A key issue in 1989 is getting more coverage by the local media. Again, itis partly a
matter of paying attention to this problem, creating a plan and following through on our
ideas; though educating the media to the importance of these issues to our community is
also key.

+ Other improvement areas for this year include targeting our outreach activities where they
will do the most good, interacting with more peopie around the country, and providing
training for our Board and administrative staff.

V1. Conclusions

There remain years of hard work before we will be able to tell whether Madison's
community efforts to make continuous improvement a way of life will pay off. Thus far, there
are only two questions by which we can judge our actions to this point: (1) Was it worth the
effort? and (2) Are we helping the community?

We think the answer to both questions is "Yes.” We have succeeded in creating an
organization whose membership and influence continues to grow, evidence that we are filling a
need in the community. We have helped plant the seeds of quality improvement in almost all of
the major businesses (public and private) in Madison. We are helping people improve their
jobs, and, in so doing, the competitiveness of their company or agency. Customers of the
organizations involved are getting better services. In one case, this involved ail taxpayers in
Wisconsin, who now have simpler state tax forms to fill out.!1

The one thing above all else that has brought us this far is the sharing that has taken place:
sharing of knowledge and expertise, of frustrations and successes, of time and effort.
MAQIN's doors are open to any groups wishing to learn from us; and we hope that they will,
in turn, open their doors to us. To repeat Dr. Deming, let's make this a Win-Win strategy for
improving everything we do.
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VII. Footnotes

In May of 1988, Myron Tribus and the Society of Professional Engineers sponsored the
first multi-network meeting in Washington, D.C. Since then, there have been other
meetings sponsored by the same group, as well as meetings in November of 1988 ata
conference put on by the Philadelphia Area Council for Excellence, and a recent meeting in
April 1989 associated with MAQIN's 2nd Annual William G. Hunter Conference on
Quality. -

A copy of MAQIN's first business plan and its bylaws can be obtained by writing to them

at the address given above.

Hunter, William G., Jan O'Neill, and Carol Wallen. "Doing More With Less in the Public
Sector." Quality Progress, July, 1987.

Monroe, Marsha. "City of Madison/Quality and Productivity Program Project Review."
(Available by writing to the Mayor's Office/City-County Building/210 Martin Luther
King, Jr. Blvd., Madison, WI 53710.) September, 1988.

Tribus, Myron. "A Template for Creating a Community Quality Council,” page 8.

Presented at the Dr. William G. Hunter Conference on Quality, November 1987.

(For copies, write to the American Quality and Productivity Institute/W ashington

Engineering Center/King Street, Alexandria, VA 22314.)

Occasional articles about quality initiatives have appeared in the Capital Times, a local

evening newspaper (the first being April 17, 1985) and Touchstone, a publication of the

University-Industry Research Program at the University of Wisconsin-Madison
(e.g., July 1985). Controversies over the success of the Deming's approach in the city

government surface with increasing regularity as awareness of the issues has grown.

Fuller, F. Timothy. "Eliminating Complexity from Work: Improving Productivity by

Enhancing Quality." National Productivity Review, Autumn, 1985: 327-344.

See note 5, page 14 of Dr. Tribus's paper.

Several organizations have started compiling lists of Deming User Groups, Excellence
Councils, Quality Improvement Networks, etc. Both MAQIN and AQPI (addresses given
above) can provide you with names and addresses of people to contact.

See note 5, page 16 of Dr. Tribus's paper.

See "Kinder, gentler way to do taxes" by Dennis Hetzel, The Wisconsin State Journal,
Sunday, March 5, 1989. Page 18A.
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