Deming’s 14 points, how good are we?
A question of attitude 
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Described on a lecture tour in Japan in 1993 as being – ‘a person who understands Japanese management better than any European that we know’!

It is nearly 30 years since Dr Deming published his famous 14 points and no-one to date has been able to seriously criticise their wisdom. Many Western companies have attempted to absorb them into their own cultures but how successful have they been?   The 14 points were the result of some 25 subsequent years spent studying the unique way that the Japanese had absorbed the teachings they had received not only from himself but also from Homer Saracen and his team who was responsible for the re-education programme from 1945 – 1951 and also the lectures by Dr Juran. However, we must not forget the Japanese themselves. The late Professor Kaoru Ishikawa was also a major influence particularly for the development of the human values and Quality Circles. Also it is doubtful if anything like the progress that was made would have occurred had it not been for both MITI (Ministry of International Trade) and the influence on American attitudes towards Japan as a consequence of the Korean War. In this instance, it was inconvenient to send damaged war equipment back to the USA and so they assisted in the revitalisation of Japanese Industry in order to satisfy their own immediate needs. 
There followed nearly 3 decades of Japanese development of their unique approach before the West seriously began to study their methods.

At that point, in the early 1980s, the American Automotive giants took Deming’s teachings very seriously and their supply chain networks impacting on almost every other industry. It would seem therefore, that they should be a good example as to how well industry has fared in its attempt to close the gap between growing Far Eastern market dominance. In many ways, I would say, apparently not very well.
In the wake of the MG Rover crash I was reading some reports on the internet that GM had already lost $1.1bn this year resulting from disappointing sales and that both theirs and Ford’s Bonds had been reduced to junk status. Against that was the contrasting story that Toyota and Honda were making record profits and increasing production in the very same market. To make matters worse, the Chinese are about to launch products into the same market.
In fairness, all of the above mentioned Western companies suffer a historical legacy of their Pension funds with which their rivals are not fettered. However, that is to some extent an excuse. It still does not explain why, price for price, people prefer to buy Japanese alternative products of all descriptions in increasing numbers and on the auto forecourts. Japanese cars are generally no less expensive to the consumer than their Western rivals yet increasingly people are choosing Japanese, why? Clearly it does not all boil down to historical financial commitments, there is most definitely some other much more profound factor.
Let us then take a look at how well companies have done in satisfying Deming’s points 

Point number 1. 

1. Create constancy of purpose toward improvement of product and service, with the aim to become competitive and to stay in business, and to provide jobs. 
I do not think that either GM or Ford can be criticized on that point. For example, Ford conducted an intensive study of Toyota and their own partner Mazda in the late 1970s and returned to announce their ‘AJ Policy’ (After Japan). Through this they immediately began to flatten their hierarchy, introduced self maintenance, Statistical Process Control etc. Since then they published Ford Q101 as a ‘guide’ for their Suppliers. This in turn led to QS 9000 jointly published by GM, Ford and Chrysler which in its turn has recently been developed into the standard TS 16949. In addition they have seriously attempted to implement the principles of Lean which is so well enunciated by MIT in its book ‘The Machine that Changed the World’ and also more recently the book, ‘The Toyota Way’. 
This implies constancy of purpose for nearly 30 years in their cases. However, ‘constancy of purpose’ seems to have been less well applied in other companies not confronted with that level of sustained competition. It often seems that many Western companies make dramatic positive changes when they know they are on the ropes but then revert back to their old ways when the threat recedes. In contrast, the mentality of Japanese companies is such that they just keep going on and on steamrollering everything that stands in their way. This is a different mentality.
2. Adopt the new philosophy. We are in a new economic age. Western management must awaken to the challenge, must learn their responsibilities, and take on leadership for change.
Of all of the 14 points I think that this one is the least well understood. Unfortunately, as will be noted, the achievement of many of the subsequent points is dependent on this!  It is my opinion that despite the 30 years since Dr Deming’s book, ‘Out of the Crisis’,  the ‘new philosophy’ is definitely not properly understood. In fact curiously, there appears to be considerable resistance to it. Whilst there has been a slow drift in this direction since publication of his book, industry generally falls far short of what Deming had in mind.
3.  Cease dependence on inspection to achieve quality. Eliminate the need for inspection on a mass basis by building quality into the product in the first place.

I think that this point is well understood in high volume manufacturing but less well understood elsewhere. 90% of inspection is visual using no aids of any kind. It does not matter how much you inspect a bad product it will not make it any better. All you can hope to do is separate good from bad and inspectors themselves are fallible.  (studies have shown that even at best an inspector will miss 15% of defects just by being a human being!) ). All inspection does is to add cost but it is better to make it right in the first place. The growing popularity of ‘Value Stream Mapping’ will further emphasis the importance of this point since inspection is a ‘non added value’ activity in most cases.
4. End the practice of awarding business on the basis of price tag. Instead, minimize total cost. Move toward a single supplier for any one item, on a long-term relationship of loyalty and trust. 
It seems to have taken a long time for the relevance of this key point to sink in but today, most large organisations are attempting (struggling?) to implement it now. Most companies still adhere to the outdated concept of maintaining adversarial relationships and deliberately multi sourcing. However, some companies are trying to develop partnerships and long term collaborative arrangements with a small number of suppliers. This will probably accelerate as the practice of leaving supplier evaluation to remote and frequently discredited third party assessment organisations continues to decline and is replaced with the more reliable 2nd party evaluation.  Difficulties also arise from the same reasons that industry is finding Point 2. a problem 
5. Improve constantly and forever the system of production and service, to improve quality and productivity, and thus constantly decrease costs. 
Most Western managers still believe that better quality costs more. We still have to move mountains to convince people that if we concentrate on the ‘quality of the way that we do things’, quality will improve and costs will go down. In Japan they say ‘look after the process and the product will look after itself!.
6. Institute training on the job. 
I do not think that industry appreciates the importance of this or indeed the hidden value of ‘multi-skilling’. Traditionally, in the West, due to its fixation with ‘specialisation’, training is usually carried out in the training department by specialist trainers. In contrast, whilst this also occurs in the ‘New Philosophy’, training ‘on the job’ is conducted not only by the supervisor, as part of his or her personal development, but also by the individual’s peer group and is essential. This is not only an effective form of people development but also helps to develop the responsibilities and role of the supervisor and also increases the maturity of the relevant work group.
7. Institute leadership.  The aim of supervision should be to help people and machines and gadgets to do a better job. Supervision of management is in need of overhaul, as well as supervision of production workers. 
We still do not seem to have learned that managers get results through people. The role of Managers is not to make anything themselves but to give appropriate support to those that do. In a sense, in the ‘new philosophy’ the manager’s role is largely ‘facilitation’. Therefore if the workers or lever levels of management are successful the upper levels are congratulated for making it possible! The difficulties again root back to the problems related to point 2.
8. Drive out fear, so that everyone may work effectively for the company.
Deming had in mind the fear of being blamed when things go wrong. Our natural reaction to a disaster of any kind is ‘whose fault was it’. Apart from a few misguided people, the vast majority of us go to work to do a quality job. If something inadvertently goes wrong it therefore makes sense to say ‘what were the circumstances that caused it’  because unless these causes are isolated and dealt with, the potential remains for it to happen again. We should attack problems not people. Difficulties in this case also root back to point 2.

9. Break down barriers between departments. People in research, design, sales, and production must work as a team, to foresee problems of production and in use that may be encountered with the product or service. 
The new version of ISO 9001:2000 may be helping here in those companies that have taken it seriously and to a slightly lesser extent, the EFQM Award criteria,  but I think that ‘silo’ management is still very much the case in Western Industry. Usually attempts to implement so called ‘Matrix Management’ are overly complicated and confusing with the result that eventually people revert back to their first learned experience which is of course ‘Silo Management’. Multi function Six Sigma teams are helping to some extent but this would be a tortoise like way of dealing with the problem. Properly designed and implemented Hoshin Kanri is the quickest means but the power of this concept is grossly under estimated and it is not well understood. The well meaning but inadequate ‘Balanced Scorecard’ concept only adds to the confusion. Again the problem indicates a need to understand Point 2.
10. Eliminate slogans, exhortations, and targets for the work force asking for zero defects and new levels of productivity. Such exhortations only create adversarial relationships, as the bulk of the causes of low quality and low productivity belong to the system and thus lie beyond the power of the work force. 
a. Eliminate work standards (quotas) on the factory floor. Substitute leadership. 
b. Eliminate management by objective. Eliminate management by numbers, numerical goals. Substitute leadership. 
Recalling the situation in the 1970s where companies were adorned with posters ‘encouraging’ workers to ‘take more care’, society has moved a long way on the elimination of slogans. The second part of this point is generally not well understood. The point relates to a situation that was very prevalent in the 1970s where most workers were paid directly for the quantity of units they produced in a given time almost irrespective of their quality. This practice still exists but has largely disappeared fortunately.
11. Remove barriers that rob the hourly worker of his right to pride of workmanship. The responsibility of supervisors must be changed from sheer numbers to quality. 
Whilst some progress has been made here, the West has a very long way to go before it appreciates the almost unlimited possibilities represented by this Point and there does seem to be a strong block on further progress without some sort of breakthrough. I accept that Dr Deming does not specify any particular means by which this can be achieved, in the East it is largely through the support of management from groups such as Quality Circles or ‘Gemba Kaizen’ as it is sometimes known. In the East, the numbers of Quality Circles have grown steadily and it is not well known in the West that there are reportedly more than 20 million such groups in China. For some puzzling reason, the West has a built in resistance to this concept which probably also relates to the problems with point 2.
12. Remove barriers that rob people in management and in engineering of their right to pride of workmanship. This means, inter alia, abolishment of the annual or merit rating and of management by objective.
Management by Objectives was a popular concept in the West at the time that Dr Deming wrote his book. Unfortunately at that time both Total Quality and Hoshin Kanri were largely unknown in the West. If you only have ‘management by objectives’ but without Total Quality, then the result is ‘management by exhortation’. The reason being that whilst Objectives may be set by upper management, without an infrastructure of Total Quality and the process of continual improvement, the managers and employees lack the means for their achievement. In effect, upper management has given them the ‘what’ but not the ‘how’. Again this deficiency relates back to the problems with Point 2.
13. Institute a vigorous program of education and self-improvement. 
The late Professor Ishikawa often said: ‘Quality begins and ends with education’. What is still not well appreciated in the West is the amount of quality related training that the Japanese companies give to upper management. We still have the perception, despite Six Sigma, that ‘quality is a factory based shop floor activity. I know this from the many friends that I have in the management accountancy field. In their eyes, anyone concerned with quality at any level is viewed with distain and not worth listening to!  In contrast, in Japan, China and most other Far Eastern Countries, Quality is integral to the role of top management. Despite decades of seminars, conferences, text books and courses, Western Managers, accountants, industrial strategists and decision  makers generally still do not appear to understand the intrinsic meaning of the word ‘quality’ as it appears to their Japanese counterparts or indeed to many of us in the ‘Quality’ profession. 
Until top management really begins to believe that ‘quality’ in its broadest sense is fundamental to survival then we will never even begin to satisfy the meaning behind this point. 
14. Put everybody in the company to work to accomplish the transformation. The transformation is everybody's job.

Limited progress has undoubtedly been made in this respect but this is impossible without a good understanding of Point 2.
Summary

Well if this is the problem what then is the solution? 
No ‘quick fix’ will change the culture however well that ‘quick fix’  works and people will always revert back to type when either the pressure is off or when things go wrong. 

Much of what is available as a ‘quick fix’ is already out in the market place, Six Sigma, benchmarking, Balanced Score Cards, lean manufacture, etc. However, we have seen that these will not change the culture and sooner or later each will be dropped in favour of the latest fad that is claimed to hold ‘the secret’!

The problem is far more fundamental than to try and patch together a number of associated techniques however attractive they may appear. In my view it is necessary to follow Dr Deming’s example and study in depth, the development of such programmes as the ‘Toyota Production System but not just Toyota. Komatsu, Konica-Minolta, Mitsubishi etc all have their own unique programmes and it is only by studying these collectively that the essence of what Deming observed can be fully appreciated.
I also have doubts that managers who have been steeped in their own traditions can easily understand ‘the new philosophy’. 
It is interesting that many Japanese companies will not employ anyone who has every worked for anyone else because they want them to know only their way of doing things! My feeling is that we should attempt to teach both the philosophy and the related concepts at our schools and Universities and I think that the IQA might consider setting up some sort of action group for this purpose. They might study for example the City Montessori School in India who made such an impressive presentation at the IQA 2002 conference at Harrogate. Considerable interest is being taken by the UK representatives of UNESCO and this work can be better understood by contacting Richard Ennals, Chair, ASPnet Working Group, Education Committee, UK National Commission for UNESCO.

 In the USA, as a consequence of DR Juran’s influence, Minnesota University give generous scholarships for Ph.D theses on leading edge quality related research. This is part of a programme entitled ‘A Century of Quality’. Dr Juran believes that it will actually take that long for what some us believe we understand now, to become the way we actually do things! This may be a daunting prospect if true and maybe it is too pessimistic but as Chairman Mao said ‘ a journey of 1000 miles begins with a single step!
What are we waiting for!
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