Deming's 14 Points

(These 14 points are excerpted from Chapter Two of OUT OF THE CRISIS by W. Edwards Deming, a classic of the Continuous Quality Improvement literature. I have highlighted in blue the points that have relevance in relation to the quality improvement checklists.  I have put some notes in brackets to show how the point relates to the checklists.) 

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. 

[Workers have to come to agreement as to what perfect performance looks like during the development of the quality improvement checklist.  They are also taught that one of the two main purposes of the checklists is to improve processes and performance.]

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. 

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. 

[Quality Improvement checklists force the staff to sit together and decide what perfect performance looks like and what the best way to do a task (e.g., growth monitoring) will be.]

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. 

5. Improve constantly and forever the system of production and service, to improve quality and productivity, and thus constantly decrease costs. 

[Workers are encouraged to periodically review their QI checklists and improve the process as new, better ways of doing things are discovered.]

6. Institute training on the job. 

[Each time a supervisor goes over the QI checklist results with a worker, training is happening.  Training is continuous and on the job.] 

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. 

[QI checklists are designed to improve performance, that is, to help people do a better job.  Supervisors are taught to use the tool to improve people’s performance, not just to measure quality or to scold people.  Supervision of the supervisors is needed, as well.]

8.
Drive out fear, so that everyone may work effectively for the company 


[The person using the checklist is taught to assure that the person being evaluated is not fearful of the process, and understands that it is principally a tool for improving their work.]

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. 

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. 

[By looking “across the columns,” you can see which parts of a given process are consistently missed.  These elements point towards system problems that must be corrected with “system fixes” like training of the entire group, adding cues to help people remember certain steps (I developed the “behavior box” because health promoters could not remember the questions), etc.]

11a.
Eliminate work standards (quotas) on the factory floor. Substitute leadership. 

b.
Eliminate management by objective. Eliminate management by numbers, numerical goals. Substitute leadership. 

12a.
Remove barriers that rob the hourly worker of his right to joy of workmanship. The responsibility of supervisors must be changed from sheer numbers to quality. 

[QI checklists give the supervisors and upper management a tool for doing this, quantifying the level of quality in a given key process.]

b. Remove barriers that rob people in management and in engineering of their right to joy of workmanship. This means abolishment of the annual merit rating and of management by objective 

13.
Institute a vigorous program of education and self-improvement. 

[The use of QI checklists will usually result in more ongoing training of workers since workers are coached on how they do their work in a very systematic way.  I have begun suggesting that supervisors routinely ask the worker to evaluate his own performance on a given task before the supervisor gives his or her opinion.  (For example, if the worker did not give a good introduction during an educational session, the supervisor would ask during the feedback session, “How do you think you did on the introduction?”  Then specific questions can be asked like, “Are there parts of the introduction that you left out that you would like to include next time?”  By “planting” these questions in the learners’ head, it will be easier for him or her to ask himself those questions during the educational session.  When they finish their introduction, they will ask themselves, “Let’s see, did I mention the main topics I would cover?  How long the session would last?”, etc..  By asking workers to evaluate themselves, they learn how to do self-improvement.]

14.
Put everybody in the company to work to accomplish the transformation. The transformation is everybody's job. 

