DEMING REPROSPECTIVE INPUTS 

Compiled by Gerry Hahn in preparation for 2001 Deming Lecture to Joint Statistical Meetings, Atlanta, GA.

Background

I sent the note, shown below, to various eminent statisticians and quality practitioners, many of whom had been closely associated with Dr. Deming in his lifetime. Responses received to date (26 July 2001) are summarized under the following headings:

· Deming’s biggest contribution(s).

· Area(s) in which Deming did not succeed.

· Conjectures on Deming(s) likely comments on the current scene.

· General comments.

· Further comments on Deming.

For a copy of the slides of my complete presentation, entitled “The Proactive Statistician,” please contact me directly.

Gerry Hahn

Email: gerryhahn@yahoo.com

Request for inputs (sent May/June 2001)

I have the great honor of giving the Deming Address at this year’s Joint Statistical Meetings in Atlanta in early August. The purpose of this note is to invite your inputs. I am eager to incorporate these into my presentation.

 In my talk, entitled The Proactive Statistician, I plan to “examine how the role of the statistician has evolved in the years since Deming’s death in 1993, and how his teachings have fared. I will conjecture on how Deming would have reacted to today's environment in general, and to the Six Sigma initiative in particular. I contend that it is essential for today’s statistician to play a proactive role and elaborate on this idea in the context of new product development.”

I would very much value any comments that you might have on these themes. I would especially appreciate your thoughts, 8 years after Deming’s death, on

· Deming’s biggest contribution(s).

· Any area(s) in which Deming did not succeed.

· What  you feel would be Deming’s comments on the current scene.

Thanks for your consideration.

Gerry Hahn

gerryhahn@yahoo.com
Deming’s Biggest Contribution(s)
· Ed Baker: Deming offered theories, ways of thinking, and methods to enable managers to lead people rather than to manage machines and numbers. In his later years he worked to integrate the various pieces of his general theory into one unified whole, which he called a “system of profound knowledge,” integrating statistical theory, epistemology, psychology and system thinking. This laid the foundation, not only of a general theory for management, but also a world view for living.  He also generated in non-statisticians much interest in and appreciation of the discipline of statistics. He also showed some statisticians the broader and non technical applications of statistical thinking and reasoning.
· Tom Boardman: He got top management to understand its role in managing a “quality” organization.
· George Box: I think I understand better why Dr. Deming placed so much emphasis on continuous never ending improvement, profound knowledge and the distinction between what he called enumerative and analytic statistics…I am very happy about the Six Sigma initiative.
· Cynthia Clark: In 1937 he invited Jerzy Neyman to Washington, C.C. to lecture on probability sampling…Since then the collection of federal statistics has never been the same (comment from Tommy Wright).
· Peter Drucker: He made us realize that quality is not cost but yield.
· Bill Golomski: His book on statistical methods in the census of human populations, and his editing of Shewhart’s lectures in the 1939 book. He also re-energized statisticians and encouraged many executives, quality professionals and others on the importance of statistics and statistical thinking.
· Lynne Hare: He paved the way for others to follow. He got the attention of top organizational brass by using methods most of us would avoid. (If most of us had tried what he did, we’d have been shot). He was effective.
· Roger Hoerl: He gave statisticians a “window of opportunity” in that he made statisticians respectable and credible for a while (similar to Six Sigma today)--some statisticians took advantage of this; some didn’t;  reminded us that most real applications do not occur in the static populations of textbooks, but dynamic processes (enumerative versus analytic) ; forcefully made the point that statistical concepts can be applied generally, even to management, and do not have to be relegated to narrow, arcane work.
· Don Holmes: Waking US management up to the need to gain high quality and continue to work on improving it.
· Stu Hunter: His contributions to spreading the ideas of quality management and control; his method for fitting lines so that the distances from points to the lines were always least.
· Alan Lasater:  He got the big rock rolling.
· Bill Latzko: Technical: Distinction between enumerative and analytic statistics, replicated sample designs, editing Shewhart’s second book, teach the Japanese SQC. Managerial: System of profound knowledge, 14 points, Ford Motor Company’s success, Fiero’s success.
· Lloyd Nelson: He informed top management of what their job should be: in particular, how they should (and should not) deal with their employees.
· Joyce Orsini: High up there would be his recognition of important thought. For example, his recognition of the importance of the four fields of knowledge (theory of knowledge, psychology, statistical variation, thinking of the organization as a system) not taught in most MBA programs; his earlier recognition of the work of Shewhart, Fisher and Neyman; and his development of practical methods to deal with statistics in the field (e.g., the half open interval—a major breakthrough for census-taking).
· Bill Parr: Deming seriously prodded statisticians to think more broadly; he urged us to think about “variation” in ways other than that purely capturable via statistical formulae.
· Gipsie Ranney: Although Deming contributed tremendously to statistical practice, his greatest contributions were his ideas about management of enterprise and people. His ideas in these areas have changed the worldview of countless managers all across the globe and have contributed to more humane and ethical practices. The contribution to improvement of the lives of employees, their families, and their communities is immeasurable.
· Bill Scherkenbach: He was the bonfire that starts a prairie fire that consumes the whole world. He gave life to a movement that continued the relevance of Statistics to the improvement of the world.
· Peter Scholtes: What I learned from Deming is to see things as part of a system, to see things in their larger context.
· Ron Snee: His 14 Points for management, his red bead and funnel experiments, his focus on reduction of variation and systems thinking, and his system of profound knowledge. (“If I had to reduce my message for management to just a few words, I’d say it all had to do with reducing variation.”). Six Sigma is an effective deployment process for Deming’s teachings.
· Bill Tucker: Deming’s great impact was on the use of statistics—across the board—to promote continuous quality improvement.
· Joe Voelkel: He made people think differently.
Area(s) in which Deming did Not Succeed
· Ed Baker: He could see that he was not having the effect on management thinking he wanted. He felt a “bottom up” strategy also was needed. Hence he changed his strategy from transformation of organizations to transformation of individuals. He continued to be unhappy with the failure of educators (especially K-12) to understand the illogic of grading and the harm it does to the ability and motivation of children to learn. He was disappointed that he did not have much impact on the leadership of the U.S. Congress and executive branch. He was very disappointed that he did not have a profound impact on the teaching and application of statistics, especially the differentiation between  “enumerative”  and “analytic” problems.

· Tom Boardman: Many organizations only gave his ideas “lip” service and went back to managing the numbers and doing it badly.

· Peter Drucker: Japan reveres his memory, but doesn’t use Deming.

· Bill Golomski: He did not understand the complexity of new product development systems and reliability, and was not able to determine how one can organize broad scale change in efforts in companies.

· Lynne Hare: He never established an organization of successors.

· Roger Hoerl: He never showed managers how to change; he only convinced a small subgroup of statisticians; he exerted considerable fear on his audiences.

· Don Holmes: He did not convince management to do away with slogans, exhortations, and targeting the work force asking for zero defects.

· Stu Hunter: I fault the emphasis he placed on leaving the process alone. His funnel experiment delayed, nay continues to delay, the idea that processes can and should be adjusted given the immediate data. He placed excessive faith in stochastic independence.

· Alan Lasater: He did not help management understand how to “do it.”

· Bill Latsko: Deming did not succeed in getting his cutting edge material accepted: Statisticians still confuse analytical and enumerative statistics, Shewhart’s books are little understood and often misused, the System of Profound Knowledge gets almost no play, the Fourteen Points are used selectively, and there is over-reliance on testing.

· Lloyd Nelson: He was not able to convince many managers that there are other measures than “How much money has your quality program saved you.”…Also, many people did not react well to his “rough and ready” approach. 

· Joyce Orsini: I don’t know of any areas where Deming did not succeed, at least in part…The newest texts for statistics include the distinction between enumerative and analytic studies and the hazards of using inappropriate tools. So, maybe it took some fifty years…but it’s happening.

· Bill Parr: His thoughts have survived and will survive, but he did not successfully create an organized “movement” which survived him. Also, he was disappointed with the extend to which statisticians have stayed within their boxes.

· Gipsie Ranney: I don’t believe Deming was successful in explaining to the statistical community the basis for the distinction between enumerative studies and analytic problems…Also, I don’t believe Deming was successful in overcoming the intense and irrational belief in competition in the U.S. He tried to convince people that they should cooperate when it was in their interest to do so, and his comments were often misinterpreted as some kind of advocacy of socialism. Also, I don’t think people understood very well his concerns with the deterioration of education or have seen the hazards associated with the “teaching to the test.”

· Bill Scherkenbach: Because of his aversion to physical organizations, he failed to leave a lasting official organization, putting the movement into jeopardy.

· Bill Tucker: His thinking on engineering process control was just wrong…just use of traditional SPC cannot solve all issues related to continuous improvement.

· Joe Voelkel: He provided no real pudding, either instant or slow-cook. Like a Socratic-method philosopher, he would much prefer to ask questions than to provide (concrete) answers. 

· Bill Woodall: Deming’s view was that the three-sigma Shewhart chart was unsurpassed as a method for detection of assignable causes…Why should control charting be exempt from Deming’s exhortation to constantly and forever improve? (Journal of Quality Technology, October 2000).

Conjectures on Deming’s Likely Comments on the Current Scene
· Ed Baker: He would observe that  management still depends too much on program fads, on specialists and consultants to do their thinking for them, and the continued forfeiture of its responsibility to lead; that humans are still managed much in a mechanistic way, using illogical reasoning (according to his and Shewhart’s theory of variation), e.g., irrational methods of rating and ranking where management expects that after 5 years of eliminating the bottom 10% yearly, everyone will be above average; that management continues to resist gaining the requisite knowledge to provide leadership (he would revise his estimate of another 60 years before Shewhart’s theories were well known to 100 years); and that schools are ranked according to test scores.
· Lynne Hare:  He would applaud Six Sigma except for the name…(but) teaching of the approach should come much earlier; people (still) gather too much data, the wrong kind of data, and then interpret incorrectly.
· Frank Gryna: He was a realist and would probably view the six sigma movement as a synthesis of many old concepts and tools that benefited from upper management leadership (and later publicity) in implementation.  He would have some choice words about a recent Bain & Co survey on the application of management tools & techniques in which TQM fell from third (72% usage) in 1993 to 14th (41% usage) in 1999.
· Roger Hoerl: Six-sigma-mixed bag. He would love the quality improvement, reduction of variation, process thinking, etc., but object to focus on financial payoff, use of traditional tools (e.g., hypothesis testing), and lack of focus on changing management; quality and statistical professions: he would continue to say that they still don’t get it, and are still mired in bureaucratic “nonsense.”
· Don Holmes:  He would reiterate “There is still much work to be done.”
· Alan Lasater: He would continue to say “You don’t know how to it, you don’t even know what questions to ask.”
· Bill Latzko: The Six Sigma method is doing what he advocated in never ending continual improvement for the wrong reason.  He would have seconded the concept of statistical thinking (but he disliked labels). He exhorted statisticians to help management with their problems, instead of being content to work our arcane (to management) formulas and speak our arcane (to management and the rest of the world) language—in today’s parlance he would say “Get real, guys!”
· Lloyd Nelson: He would be quite critical of the “current scene” … he would see areas that others are trying to cover on which he would feel he had made the definitive pronouncements.
· Joyce Orsini: I can’t imagine his statements being very different from what they were eight years ago…the questions are similar today to eight years ago
· Bill Parr: They still don’t understand it is a system. (He was disappointed that many would pick and choose from his ideas, and not see how they tied together).
· Gipsie Ranney: I doubt that his comments would have changed fundamentally from those he made in the last decade of his life. He would still be trying to convince corporate America that the practices widely used to manage people are destructive. He would still say that most of the so-called improvement efforts of organizations do not address the big issues of system management and management of people. He would be very disturbed by the continuing intense focus on visible figures, particularly the short term financial ones, by managers who appear to understand little about the consequences. He would still see much management practice as a way of mortgaging the future of the enterprise. He might see Six Sigma as another problem-solving program that has spread primarily because of Jack Welch and GE’s apparent success and Welch’s strong advocacy, rather than because it is the recipe for achieving corporate success. He was probably horrified, later on, by some of the waste and damage created by company-wide SPC programs…He would likely express the view that much corporate improvement consists of repeatedly solving the same problem wearing different clothes while fundamental causes of the problem go unaddressed.
· Joe Voelkel: He would have mixed feelings about Six Sigma. He would like the focus on process and on a systematic effort, and disliked the focus on bottom-line, the “my way or the highway” attitude, and the notion of correcting errors rather than making fundamental process improvements. He would continue to stress the differentiation between enumerative and analytic studies.
· Bill Scherkenbach: I think he would continue have the same balance of disgust and hope.  
· Bill Wunderlin: Deming would pick up on some of the technical weaknesses of Six Sigma. 
General  Comments

· Bob Abbott: What is new about Six Sigma is the way it is packaged with a solid methodology. It requires that the project be directed at business results, that teams thoroughly study a process and collect data (profound knowledge?). It requires the identification of key input/output variables…If business embrace it only to save money and don’t support all aspects of process knowledge, I worry that it will fail. We need pass on the corporate technical product and process knowledge to the next generation.
· Tom Boardman: A major problem that I see is the impact that “Boards” have on the decision making process within an organization, and the influence that the stock market and earnings have on how organizations run their business.
· Peter Drucker: We are finally (I have been advocating it for 40 years) moving quality control off the factory floor and into design—which is what Six Sigma is doing.
· Val Feigenbaum: Proactive statistical discipline is a leading indicator of the expansion of quality interest and application…There is some evidence that we are seeing the effect of the discipline.
· Frank Gryna: The emphasis on new product development is right on target.
· Lynne Hare: The changes that have taken place in Deming’s wake are both good news and bad. The good is that statistical contributions in industry continue and in many places are accelerating. The bad is that many of these contributions are being made by people trained in engineering or other related disciplines…with little understanding of Statistical Thinking… Training in Statistical Thinking at the college level is essential. Folk should not have to wait until they are in industry to learn this approach to problem solving.

· Stu Hunter: My favorite Deming quote is “The ultimate purpose of collecting the data is to provide a basis for action or a recommendation for action.  The step intermediate…is prediction.” To wit: If the data are time dependent, model, forecast and, if you can, adjust. If the data are time independent, leave everything alone.

· Alan Lasater: All the skill in the world will lead only to modest gains unless the top person keeps the foot on the petal—every day!

· Gipsie Ranney: With regard to Six Sigma, I fear the consequences of statistical community identifying itself too closely with a program, however good it might appear to be. As we all know, almost any method can produce good or awful results, depending on the appropriateness of use and the knowledge and skill of users. Professional statisticians could, however, contribute a great deal to improvement of the thinking and methods used within the context of Six Sigma. 

· Bill Scherkenbach: If management asks for the “next best thing,” say yes. Then apply the appropriate tool making sure it is within an environment that will nourish the tool.

· Peter Scholtes: Six Sigma was, in the time of Bob Galvin of Motorola, a reasonably useful application of Dr. Deming’s philosophy. And then something happened. It got commercialized and trivialized…Current training  removes the heart and soul—the philosophy from 6 Sigma. It treats it like a bunch of tools. For instance, there is no reference to Dr. Deming’s system of profound knowledge.

· Bill Wunderlin: People now have a better understanding of basic statistical methods, so I more often find myself helping with non-standard items, which are more fun. Unfortunately, I too often see people approaching things the wrong way, like thinking they can not proceed if they do not have normal data.

Further Comments on Deming
· Frank Gryna: I sat on the edge of my seat straining to hear this man with great statistical wisdom and wit.

· Lloyd Nelson: He could not say enough in praise of his friends, nor enough in castigating the rest of the world.

· Ron Snee: Deming lived life to the fullest, learned throughout his lifetime, left a rich legacy, and died with his boots on.

· Joe Voelkel: Don’t forget to make Deming a human being

And Peter Drucker: I last talked to Deming five days before his death—he called to say Good Bye.

