
 

 

CHAPTER II: Theory by Quality Guru to TQM 

 

Dr. W. Edwards Deming. A statistician who went to Japan to help with the census 

after World War II, Deming also taught statistical process control to leaders of 

prominent Japanese businesses. His message was this: By improving quality, 

companies will decrease expenses as well as increase productivity and market 

share. 

After applying Deming's techniques, Japanese businesses like Toyota, Fuji, and 

Sony saw great success. Their quality was far superior to that of their global 

competitors, and their costs were lower. The demand for Japanese products soared 

– and by the 1970s, many of these companies dominated the global market.  

So the business world developed a new appreciation for the effect of quality on 

production and price. Although Deming didn't create the name Total Quality 

Management, he's credited with starting the movement. He didn't receive much 

recognition for his work until 1982, when he wrote the book now titled "Out of the 

Crisis." This book summarized his famous 14-point management philosophy 

 

 

 



 

 

The 14 Points 

1. Create a constant purpose toward improvement. 

• Plan for quality in the long term. 

• Resist reacting with short-term solutions. 

• Don't just do the same things better – find better things to do. 

• Predict and prepare for future challenges, and always have the goal of getting 

better. 

2. Adopt the new philosophy. 

• Embrace quality throughout the organization. 

• Put your customers' needs first, rather than react to competitive pressure – 

and design products and services to meet those needs. 

• Be prepared for a major change in the way business is done. It's about 

leading, not simply managing. 

• Create your quality vision, and implement it. 

3. Stop depending on inspections. 

• Inspections are costly and unreliable – and they don't improve quality, they 

merely find a lack of quality. 

• Build quality into the process from start to finish. 

• Don't just find what you did wrong – eliminate the "wrongs" altogether. 

• Use statistical control methods – not physical inspections alone – to prove 

that the process is working. 

4. Use a single supplier for any one item. 

• Quality relies on consistency – the less variation you have in the input, the 

less variation you'll have in the output. 

• Look at suppliers as your partners in quality. Encourage them to spend time 

improving their own quality – they shouldn't compete for your business 

based on price alone. 

• Analyze the total cost to you, not just the initial cost of the product. 

• Use quality statistics to ensure that suppliers meet your quality standards. 



 

 

5. Improve constantly and forever. 

• Continuously improve your systems and processes. Deming promoted 

the Plan-Do-Check-Act  approach to process analysis and improvement. 

• Emphasize training and education so everyone can do their jobs better. 

• Use kaizen as a model to reduce waste and to improve productivity, 

effectiveness, and safety. 

 

6. Use training on the job. 

• Train for consistency to help reduce variation. 

• Build a foundation of common knowledge. 

• Allow workers to understand their roles in the "big picture." 

• Encourage staff to learn from one another and provide a culture and 

environment for effective teamwork. 

7. Implement leadership. 

• Expect your supervisors and managers to understand their workers and the 

processes they use. 

• Don't simply supervise – provide support and resources so that each staff 

member can do his or her best. Be a coach instead of a policeman. 

• Figure out what each person actually needs to do his or her best. 

• Emphasize the importance of participative management and transformational 

leadership. 

• Find ways to reach full potential, and don't just focus on meeting targets and 

quotas. 

8. Eliminate fear. 

• Allow people to perform at their best by ensuring that they're not afraid to 

express ideas or concerns. 

• Let everyone know that the goal is to achieve high quality by doing more 

things right – and that you're not interested in blaming people when mistakes 

happen. 

• Make workers feel valued, and encourage them to look for better ways to do 

things. 

https://www.mindtools.com/pages/article/newPPM_89.htm


 

 

• Ensure that your leaders are approachable and that they work with teams to 

act in the company's best interests. 

• Use open and honest communication to remove fear from the organization. 

 

9. Break down barriers between departments. 

• Build the "internal customer" concept – recognize that each department or 

function serves other departments that use their output. 

• Build a shared vision. 

• Use cross-functional teamwork to build understanding and reduce adversarial 

relationships. 

• Focus on collaboration and consensus instead of compromise. 

10. Get rid of unclear slogans. 

• Let people know exactly what you want – don't make them guess. 

"Excellence in service" is short and memorable, but what does it mean? How 

is it achieved? The message is clearer in a slogan like "You can do better if 

you try." 

• Don't let words and nice-sounding phrases replace effective leadership. 

Outline your expectations, and then praise people face-to-face for doing good 

work. 

11. Eliminate management by objectives. 

• Look at how the process is carried out, not just numerical targets. Deming 

said that production targets encourage high output and low quality. 

• Provide support and resources so that production levels and quality are high 

and achievable. 

• Measure the process rather than the people behind the process. 

 

12. Remove barriers to pride of workmanship. 

• Allow everyone to take pride in their work without being rated or compared. 

• Treat workers the same, and don't make them compete with other workers for 

monetary or other rewards. Over time, the quality system will naturally raise 

the level of everyone's work to an equally high level. 



 

 

13. Implement education and self-improvement. 

• Improve the current skills of workers. 

• Encourage people to learn new skills to prepare for future changes and 

challenges. 

• Build skills to make your workforce more adaptable to change, and better 

able to find and achieve improvements. 

14. Make "transformation" everyone's job. 

• Improve your overall organization by having each person take a step toward 

quality. 

• Analyze each small step and understand how it fits into the larger picture. 

• Use effective change management principles to introduce the new philosophy 

and ideas in Deming's 14 points 

plan–do–check–act cycle  

PDCA (plan–do–check–act or plan–do–check–adjust) is an iterative four-

step management method used in business for the control and continuous 

improvement of processes and products. It is also known as 

the Deming circle/cycle/wheel, the Shewhart cycle, the control circle/cycle, or plan–

do–study–act (PDSA).  

Another version of this PDCA cycle is OPDCA. The added "O" stands 

for observation or as some versions say: "Observe the current condition." This 

emphasis on observation and current condition has currency with the literature 

on lean manufacturing and the Toyota Production System. 

Use the PDCA cycle when: 

• Starting a new improvement project 

• Developing a new or improved design of a process, product, or service 

• Defining a repetitive work process 

• Planning data collection and analysis in order to verify and prioritize problems or 

root causes 

• Implementing any change 

• Working toward continuous improvement 



 

 

 

  

 

1. Plan: Recognize an opportunity and plan a change. 

2. Do: Test the change. Carry out a small-scale study. 

3. Check: Review the test, analyze the results, and identify what you’ve learned. 

4. Act: Take action based on what you learned in the study step. If the change did 

not work, go through the cycle again with a different plan. If you were 

successful, incorporate what you learned from the test into wider changes. Use 

what you learned to plan new improvements, beginning the cycle again. 

The Juran Trilogy 

The Juran Trilogy was developed by Dr. Joseph Juran, and it’s something I learned 

about recently in my Total Quality Management and Six Sigma course. The Juran 

Trilogy is an improvement cycle that is meant to reduce the cost of poor quality by 

planning quality into the product/process. 

The Juran Trilogy 

1. Quality Planning 

In the planning stage, it is critical to define who your customers are and find out 

their needs (the “voice of the customer”). After you know what your customers 

need, you’re able to define the requirements for your 



 

 

product/process/service/system, etc., and develop it. Additionally, any plans that 

might need to be transferred to operators or other key stakeholders should be done 

during the planning phase. Planning activities should be done with a 

multidisciplinary team, with all key stakeholders represented. 

2. Quality Control 

During the control phase, determine what you need to measure (what data do you 

need to know if your process is working?), and set a goal for your performance. 

Get feedback by measuring actual performance, and act on the gap between your 

performance and your goal. In Statistical Process Control (SPC), there are several 

tools that could be used in the “control” phase of the Juran Trilogy: Pareto 

Analysis, flow diagrams, fishbone diagram, and control charts, to name a few. 

 

3. Quality Improvement 

There are four different “strategies” to improvement that could be applied during 

this phase: 

• Repair: Reactive; fix what’s broken. 

• Refinement: Proactive; continually improve a process that isn’t broken (like the 

continual pursuit of perfection in Lean!) 

• Renovation: Improvement through innovation or technological advancement 

• Reinvention: Most demanding approach; start over with a clean slate. 

 

• Crosby Zero defect theory 

 

Zero Defects, a term coined by Mr. Philip Crosby in his book “Absolutes 

of Quality Management” has emerged as a popular and highly-regarded concept in 

quality management – so much so that Six Sigma is adopting it as one of its major 

theories.  Unfortunately, the concept has also faced a fair degree of criticism, with 

some arguing that a state of zero defects simply cannot exist. Others have worked 

hard to prove the naysayers wrong, pointing out that “zero defects” in quality 

http://www.mtu.edu/improvement/learn-more/tools-templates/files/Fishbone_Quick_Point.pdf


 

 

management  doesn’t literally mean perfection, but rather refers to a state where 

waste is eliminated and defects are reduced. It means ensuring the highest quality 

standards in projects. 

What Do We Mean by Zero Defects 

From a literal standpoint, it’s pretty obvious that attaining zero defects is 

technically not possible in any sizable or complex manufacturing project. 

According to the Six Sigma standard, the definition of zero defects is defined as 

3.4 defects per million opportunities (DPMO), allowing for a 1.5-sigma process 

shift. The zero defects concept should pragmatically be viewed as a quest for 

perfection in order to improve quality in the development or manufacturing 

process. True perfection might not be achievable but at least the quest will push 

quality and improvements to a point that is acceptable under even the most 

stringent metrics. 

 

 

Zero Defects – The Theory and Implementation 

Zero defects theory ensures that there is no waste existing in a project. Waste refers 

to all unproductive processes, tools, employees and so on.  Anything that is 

unproductive and does not add value to a project should be eliminated, called the 



 

 

process of elimination of waste. Eliminating waste creates a process of 

improvement and correspondingly lowers costs. Common with the zero defects 

theory is the concept of “doing it right the first time” to avoid costly and time-

consuming fixes later in the project management process.  

Zero defects theory is based on four elements for implementation in real projects. 

1. Quality is a state of assurance to requirements. Therefore, zero defects in a 

project means fulfilling requirements at that point in time. 

2. Right the first time. Quality should be integrated into the process from the 

beginning, rather than solving problems at a later stage. 

3. Quality is measured in financial terms. One needs to judge waste, production 

and revenue in terms of budgetary impact. 

4. Performance should be judged by the accepted standards, as close to perfection 

as possible. 


