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FOREWORD
U.S. leaders are focusing today on quality to restore the
country s conpetitive edge. W know now that an enphasis on
quality inproves overall productivity and reduces costs.
As a nation, we used to think just the opposite, that
qual ity costs, that you have to create products of high quality.
As a result we enphasized productivity at the expense of quality
and began to | ose many of our custoners as conpetition increased.

Qur customers wanted quality and the conpetition was able to
offer it at a price that custoners were willing to pay.

W re smarter now Quality is defined by the custonmer. It
al ways has been, but we didn t have to listen after World War |
when everything we produced, good or bad, had a market. Now we
know that if we understand what quality neans to the custoner,
how t he custonmer defines quality, and we neet those criteria, we
are on our way to creating new markets and, perhaps, recapturing
ot hers.

One question we frequently ask oursel ves goes sonething |ike
t his: I f Japan can, why can t we? Those words were used in
the title of a 1980 NBC docunentary that forever changed the way
we | ook at ourselves in the world marketplace. During that
broadcast, commentator LIoyd Dobyns told us the chilling tale of
a nation rapidly losing its economc mght. At the same tinme he
of fered us sonme hope in the person of W Edwards Dem ng, American
statistician and quality expert. \What Dem ng taught the Japanese
back in the 1950s and what he was proposing for Anmerican
busi nesses seened, in 1980, to be revolutionary to viewers, but
the bottomIline could not be argued. Quality paid, and paid
handsonel y.

Since then, a nunber of U S. businesses and gover nment
agenci es have heeded the advice of W Edwards Dem ng, Philip B
Crosby, Joseph M Juran, and others. Hew ett-Packard, Xerox, and



Mot orol a, for exanple, have denonstrated that a focus on quality
w Il reduce production costs because noney is no | onger spent on
waste and rework. The savings can be reinvested in new
technol ogy and in reducing the cost to the custoner.

A nunber of Federal agencies have reached the sane
conclusions. Their |eaders know that services, |ike products,
are the result of processes that can al so be anal yzed and
i nproved. The General Accounting Ofice recently adopted a Tot al
Qual ity Managenent (TQW approach for its own organization after
studyi ng the successes of private industry. The Internal Revenue
Service now views the taxpayer as the custoner, a change having
profound effect on its relationship with the public.

Probably the nost dramatic progress within the Federal
Government has taken place within the Departnent of Defense
(DOD), and, in particular, the Departnment of the Navy (DON)

This report concludes with a description of the DON s quality
initiatives undertaken to neet the chall enge of becom ng a
| eaner, but nore efficient and effective organization in the face

of massive budget cuts. | describe this crisis in Mary Walton s
nost recent book (Dem ng Managenent at Work, 1991).
We have a sense of urgency. |f any private-sector

conpany was faced with a drop in their bottomline of the

sort that we are anticipating over the next five years,

t hey woul d decl are bankruptcy tonorrow and wal k away.

What we are | ooking at in the nost rosy of scenarios would

amount to catastrophic failure in the private sector

If we re going to maintain a viable maritinme force over

t he next decade, we have to find a way out of the crisis,

and one of those ways is through quality-focused nmanagenent

and stream ining every efficiency we can get from
everywhere, because we re not going to get any nore noney.

W re going to get a hell of alot less . . . Ten years from

today there s no way we can predi ct where our budget s going

to be, except we can be absolutely sure we re going to be a

smal | er organi zation than we are now, with an undi m ni shed

m ssion, and that is to protect the national interest of

this country. (pp. 150-151)

Even when organi zati ons becone convinced that they need to
do business in a new way, they often don t know where to begin.
There are a nunber of approaches, but what are they really saying
and how do they conpare? The |leaders in the Departnent of the
Navy asked the sane questions before adopting the Dem ng
phi | osophy. Dem ng enphasi zes | eadership responsibility and
i ntegrates process inprovenent nethods with new nethods for
| eadi ng people, critical conponents for an organi zation as |arge
and conpl ex as the DON

Those who begin to study quality-focused managenent systens
soon run across the names of Crosby, Dem ng, and Juran. These
t hree have been carrying the nmessage of quality to the world for
decades. As nuch as we know about each man individually, little



has been published that conpares the three approaches. The
author of this report, J. Gerald Suarez--researcher,
instructor, and consultant for the Departnent of the Navy Tot al
Quality Leadership Ofice--describes the three approaches and
conpares one to the other. To wite this report, he attended the
Crosby Quality College, Juran Institute sem nars, and Dem ng s
2-day and 4-day semnars. He brings to the material a bal anced
treat ment.

A word of advice for readers outside of the Departnent of
the Navy. Each organi zation has a unique m ssion and a unique
culture. If you are reading this report to help you make a
deci si on about which way to go, renenber that what you choose
must support your own special requirenents. You may find that
none of the approaches descri bed here would work for you, but
fromyour reading you will have a better understanding of what to
consider. What is the role of |eadership? Howis quality
defined? How are the roles of suppliers and custoners addressed?

To what extent are enployees involved in quality efforts? W
hope this publication will help you in your quest.

DAN HOWARD
Under Secretary of the Navy
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| NTRODUCTI ON

More managers than ever before are focusing on quality as a
way of increasing productivity, reducing costs, and neeting
custoner needs. These managers are begi nning to understand the
i nportance of continuously inproving the quality of their
services and products as a way of achieving these goals. Those
who begin to | earn about quality quickly beconme famliar with the
names of Philip B. Crosby, W Edwards Dem ng, and Joseph M
Juran--renowned quality experts--who have been carrying forth the
nmessage of quality for nore than 30 years.

There has been a consi stent demand for information about the
uni que approach of each of these experts. An early effort
conducted at the Navy Personnel Research and Devel opnent Center
(Houston, Shettel - Neuber, & Sheposh, 1986) addressed the
suitability of applying the approaches of Crosby, Dem ng, and
Juran to naval repair and maintenance facilities. The report
identified statistical process control (SPC) as the primary
focus.

Interest in the approaches of Crosby, Dem ng, and Juran
continues. This report has been witten to answer nmany of the
guestions that we and others associated with quality initiatives
are asked. It addresses the approaches of Crosby, Dem ng, and
Juran as conprehensi ve managenent phil osophies ainmed at |ong-term
i nprovenents and custoner satisfaction through |eadership.

This report is intended for individuals beginning their
education in the field of quality. | provide a biographical
sketch of the three experts, describe their definitions of
quality and the basic principles underlying their approaches, and
di scuss simlarities and differences between them Finally, |
describe the direction that the Departnment of the Navy has taken
inits pursuit of quality and inproved productivity..
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THREE EXPERTS ON QUALI TY

At an age when nost people have retired, Philip B. Crosby,
W Edwards Dem ng, and Joseph M Juran continue an untiring pace
of work--conducting sem nars, consulting with clients, and
witing new texts. They have devoted their lives to hel ping
organi zations inprove the quality of their products and services.

Their influence is now worl dwi de and their acconplishnments



| egendary.

W Edwards Dem ng, senior of the three, continues a one-man
show with his now fanous 4-day sem nar ained at awakeni ng
managers to the need for quality inprovenent. At 91, he
continues to teach and consult both here and abroad. Joseph
Juran, 87, has worked devotedly to establish his own institute,
whi ch provi des education, training, and consulting in howto
manage for quality. Philip B. Crosby, 65, has established a
Quality Coll ege, which has trained nore than 100, 000 nanagers.
In 1991 Crosby retired fromthe firmPhilip Crosby Associ ates
(PCA) and started a new conpany, Career |V, Inc., for the purpose
of conducting sem nars, witing books, and conducting a limted
| ecture tour.
- - CROSBY

Philip B. Crosby is an internationally known quality expert.

He is best known for popularizing the Zero Defects concept that
originated in the United States at the Martin Marietta
Cor porati on where Crosby worked during the 1960s.

Crosby, an engineer, began his career as a junior technician
in a quality departnent, working his way up through that conpany
and several others until eventually he becane Director of Quality
and Corporate Vice President of |ITT Corporation, where he spent
14 years. |In 1979, Crosby s book Quality is Free was published
and becane a best seller in the field of managenent. That sane
year, he established the consulting firmPCA and, with it, the
Quality College. Crosby is also the author of Leading (1990);

Let s Talk Quality (1989); The Eternally Successful O ganization
(1988); Running Things: The Art of Making Things Happen (1986);
Quality Wthout Tears: The Art of Hassl e-free Managenent (1984);
and The Art of Getting Your Omn Sweet Way (1972). Crosby s books
have been translated into 10 | anguages.

In 1985, PCA went public, and, in 1989, nerged with
Al exander Proudfoot. The conpany has 350 enpl oyees working in 15

countries. It is nowthe world s |argest managenent consulting
and teaching firm
- - DEM NG

W Edwards Dem ng holds a Ph.D. in physics, but is a
statistician by experience. He is an educator, |ecturer, author,
and an internationally renowned consultant, best known for
| eadi ng Japanese busi nesses on the course that has made them
| eaders in quality and productivity throughout the world. He has
been called The Father of the Third Wave of the Industrial
Revolution (If Japan Can . . . Wiy Can t We? [NBC White Paper],
1980) .

Dem ng began teachi ng engi neering and physics in the 1920s,
at the same tine he began studying for his Ph.D. in physics and
wor ki ng sunmers at the Hawt horne Electric Plant in Chicago. In
1927, he worked for the U S. Departnent of Agriculture where he
met Walter Shewhart, who was devel opi ng techniques to bring



i ndustrial processes under statistical control. Dem ng studied
Shewhart s theories, which becane the basis of his own work years
| at er.

Dem ng is author of Qut of the Crisis (1986); Quality,
Productivity, and Conpetitive Position (1982); Sanple Design in
Busi ness Research (1960); Statistical Adjustnent of Data (1943 &
1964); and Theory of Sanpling (1950) as well as of nunerous
papers. As nentioned before, he is credited wth having a major
i nfluence on Japan s econom c recovery after the Second Wrld
War. In recognition of Dem ng, the Japanese Union of Scientists
and Engi neers established the Dem ng Prize, given to individuals
and organi zati ons who nmeke di stingui shed contributions to
inproving the quality of their products or services.

U S. recognition of Dem ng s nethods of quality inprovenent
cane late in 1980, after NBC aired a docunentary entitled |If
Japan Can . . . Wiy Can t We? The program focused nati onal
attention on the inportance of quality in world conpetitiveness.
This program gave Deming s quality | eadership approach a great
deal of exposure, and he began to receive calls from corporations
across the U.S. that wanted to hire himas a consultant. Dem ng
continues as a consultant and al so conducts sem nars on quality
| eadership and productivity, and continues to travel to New York
weekly to teach at Colunbia University and New York University.

Deming is the recipient of many awards, including the O der
of the Sacred Treasure of Japan and the Shewhart Medal fromthe
American Society of Quality Control. He has been awarded
doctorates honoris causa by several universities.

- - JURAN

Joseph M Juran holds degrees in electrical engineering and
|aw. He has worked as an engi neer, industrial executive,
government adm nistrator, university professor, |abor arbitrator,
corporate director, and managenent consultant. Juran worked at
t he Hawt horne El ectric Plant in Chicago in the 1920s (as did
Dem ng) and al so taught at New York University. He is also well
known in Japan for his contributions to the practice of total
quality control after the Second World War. Juran s teachings
led, in part, to Japan s econom c growth and success.

Juran visited Japan in the early 1950s as a | ecturer and
consul tant and taught the Japanese, anong ot her things, about the
Pareto principle, which he popularized as the principle of the

vital few and the trivial many. Juran is al so known for the
Juran trilogy and the concept of rmanagerial breakthrough.

Juran s published works and prograns have been transl ated
into 16 | anguages. He is the chief editor of The Quality Control
Handbook (1988) and the author of the follow ng books: Juran on
Leadership for Quality (1989); Juran on Planning for Qality
(1988); Managerial Breakthrough (1964); Case Studies in
| ndustrial Managenent (1955); Managenent of |nspection and
Quality Control (1945); and Bureaucracy: A Challenge to Better
Managenment (1944). |In 1979, Juran established the Juran



Institute, Inc., in WIlton, Connecticut, where he conducted

sem nars and produced educational materials on quality. He is
currently the Chairman Eneritus of the Juran Institute, serves on
the Institute s Board of Directors, and continues to | ecture and
consult with organizations around the world.

Juran has received over 30 honorary awards and pri zes.

Among themis the Order of the Sacred Treasure of Japan. In
recognition of his contributions, the Australian O ganization for
Quality Control established the Juran Medal in 1975.
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- - CROSBY

To Crosby, quality nmeans conformance to requirenents
(Croshby, 1979). Quality nust be defined in neasurable and
clearly stated terns to help the organi zation take action based
on tangible targets, rather than on hunch, experience, or
opi ni ons.

To Crosby, quality is either present or not present. There
is no such thing as differing levels of quality. Managenent nust
measure quality by continually tracking the cost of doing things
wong. Crosby refers to this as the price of nonconfornmance.

To aid managers in tracking the cost of doing things wong, he

devel oped the following formula: Cost of Quality (COQ = Price
of Conformance (POC) + Price of Nonconformance (PONC). The PCC
refers to the cost of getting things done right the first tine.
PONC provi des managenent with information regardi ng the wasted

cost and a visible indication of progress as the organization
I npr oves.

- - DEM NG

Dem ng does not define quality in a single phrase. He
asserts that the quality of any product or service can only be
defined by the custoner. Quality is arelative termthat wll
change i n neani ng dependi ng on the custoner s needs. To neet or
exceed the custoner s needs, managers nust understand the
i nportance of consunmer research, statistical theory, statistical
t hi nki ng, and the application of statistical nmethods to
processes. Definitions extracted fromhis witings reflect this
enphasi s on quantitative nethods, the application of which
results in products having (1) a predictable degree of uniformty
resulting fromreduced variability, (2) |lower cost, and (3)

suitability for the market (Lowe & Mazzeo, 1986). In Qut of the
Crisis, he is cautious in defining quality and characterizes the
difficulty of achieving it. The difficulty in defining quality

is to translate future needs of the user into neasurable
characteristics, so that a product can be desi gned and turned out
to give satisfaction at a price that the user will pay (Dem ng

1986, p. 169).
- - JURAN
Juran defines quality as fitness for use. He stresses a

bal ance between product features and products free from



deficiencies. As used by Juran, the word product refers to the
out put of any process, and that includes goods as well as
services (Juran & Gyna, 1988).

By features, he does not nean luxury itens (e.g., power
w ndows) but technol ogical properties of a product (e.g., fuel
consunption of a vehicle) designed to neet the custoner s needs.
Servi ce organi zations al so possess features, such as pronptness
of delivery or courtesy extended.

The second el enment of Juran s definition of quality
addresses products free fromdeficiencies (e.g., errors in
i nvoi ces, factory scrap, late deliveries). According to Juran,
these failures make trouble for the custoners and, as a
consequence, they becone dissatisfied.

Juran s definition of quality reflects his strong
orientation to neeting custoner s expectations. Anyone affected
by the product is considered a custoner, according to Juran.
This group includes those who deal with the product during its
devel opnent al stages, the internal custoners, and those who deal
with the finished product, the external custoners.

R b b b b S S S b b S I S S S S S S S S i e e S S S I S S S S S S S i S S
BASI C PRI NCl PLES
- - CROSBY

The foundation of Crosby s approach is prevention. His
approach to quality is best described by the foll ow ng concepts:
(1) Do It Right the First Tine ; (2) Zero Defects and Zero
Defects Day ; (3) the Four Absolutes of Quality ; (4) the

Prevention Process ; (5) the Quality Vaccine ; and (6) the
Six Cs.
Do It Right the First Tine

Crosby s approach focuses on doing things right the first
time and every tine. There is no place in his philosophy for
differing levels of quality or categories of quality (e.g.,
hi gh/ I ow, good/poor). He believes there should be no reason for
pl anning and investing in strategies that are designed in case
sonet hi ng does not conformto requirenents and goes wong. He
stresses that the way to manage quality is by prevention, not
detection and testing. To Crosby, any product that falls within
its design specifications is a quality product (Garvin & March,
1986) .

Crosby addresses the need to change nanagenent s perception
of and attitudes about quality. He has found it is a common
attitude anong managers to believe that error is inevitable, it
is a normal part of business life, and one needs to cope with it.

He bel i eves managenent creates nost of its problens through its
attitudes and practices in terns of what is rewarded and
supported in an organi zation. For exanple, if adherence to
schedule is reinforced over quality, then schedule will becone
the focus of the work.

Zero Defects and Zero Defects Day



The ultimate goal of his quality inprovenent process is

Zero Defects or defect-free" products and services. Contrary
to what is generally believed, Zero Defects is not just a
notivational slogan, but an attitude and comm tnent to

preventi on. Zero Defects does not nean that the product has to
be perfect. It does nmean that every individual in the

organi zation is conmtted to neet the requirenent the first tine,
every tinme, and that not neeting the requirement is not
acceptable. To get everyone involved in the process of quality

i nprovenent, Crosby stresses individual conformance to

requi renents. To Crosby, when people are asked to do it right
the first time, requirenents are the it (Croshy, 1987).

Hi s approach provides for the establishnent of a Zero
Defects Day, a day that provides a forumfor managenent to
reaffirmits commtnent to quality and all ows enpl oyees to make
t he sane comm t nent.

Four Absolutes of Quality

Quality inprovenment begins with what Crosby calls the four
absol utes of quality managenent, considered by himto be the core
concepts of the quality inprovenent process. The four absolutes
ar e:

1. Quality is conformance to the requirenents: Al the
actions necessary to run an organi zation, produce a product and
or service, and deal wth custoners nust be net and agreed. |If
managenent wants people to do it right the first time, they
must clearly comunicate what it 1is and help them achieve it
t hrough | eadership, training, and fostering a clinmte of
cooper ati on.

2. The systemof quality is prevention: The systemthat
produces quality is prevention (i.e., elimnating errors before
they occur). To Crosby, training, discipline, exanple, and
| eadershi p produce prevention. Managenent nust consciously
commt thenselves to a prevention-oriented work environment.

3. The performance standard is Zero Defects ( Do it right
the first time ): The attitude of close enough 1is not
tolerated in Crosby s approach. Errors are too costly to ignore.

Leaders must help others in their pursuit of conformng to
requi rements by allocating resources for training, providing
time, tools, etc., to all enpl oyees.
4. The neasurenent of quality is the price of
nonconf ormance: Nonconformance is a nmanagenent tool for
di agnosing an organi zation s effectiveness and efficiency.
These absol utes hel p managenent focus on quality inprovenent
and, nore inportantly, help them make the shift fromwhat Crosbhy
call s conventional wi sdom (the idea that if quality goes up, so
does the cost) to the idea that quality and costs are not in
conpetition with each other. According to Crosby, as quality
i ncreases, cost decreases--thus, quality doesn t cost. This
reasoning led to Crosby s fanmous phrase, Quality is free, but it



is not agift (Crosby, 1979).

To inplenent his quality inprovenent process, Croshy
del i neates a 14-step approach consisting of activities that are
the responsibility of top managenent, but al so invol ve workers.
The 14 steps represent Crosby s techniques for managi ng quality
i nprovenent and conmuni cati ng the four absol utes.

Prevention Process

Crosby s approach addresses prevention rather than
i nspection and correction of errors. He says that prevention
i nvol ves thinking, planning, and anal yzi ng processes to
anticipate where errors could occur, and then taking action to
keep themfromoccurring. To Crosby, problens usually arise
because product or service requirenents are either lacking or in
error. H's prevention process begins by establishing the product
or service requirenent, devel opi ng the product or service,
gat hering data, conparing the data to the requirenent, and taking
action on the result. Crosby suggests this is a continuing
activity.

Qual ity Vaccine

Crosby sees problens as bacteria of nonconfornance that
must be vaccinated wth antibodies to prevent problens
(Crosby, 1984). He has fornulated a quality vaccine that
consists of three distinct managenent actions--determ nation,
education, and inplenentation. Top managenent is responsible for
continually adm nistering the vaccine.

Det erm nati on surfaces when managenent sees the need to
change and recogni zes that change requi res nmanagenent acti on.
Education is the process of providing all enployees with the
common | anguage of quality, helping themto understand what their
role is in the quality inprovenent process, as well as hel ping
themto devel op a knowl edge base for preventing problens. The
third action is inplenmentation, which consists of the devel opnent
of a plan, the assignnent of resources, and the support of an
envi ronment consistent with a quality inprovenent philosophy. In
this phase, managenent nust |ead by exanple and provide follow up
educat i on.

Six Cs

To Crosby, education is a nulti-stage process that every
organi zati on nust go through, a process he calls the Six Cs
(Crosby, 1984). The first stage, or C, is conprehension, which
addresses the inportance of understandi ng what is neant by
quality. Conprehension nust begin at the top and eventually
i nclude all enpl oyees. Wthout conprehension, quality inprovenent
will not occur. The second C is commtnent, which also nust
begin at the top and represents the stage when managers establish
a quality policy. The third is conpetence; devel opi ng an
education and training plan during this stage is critical to
i npl ementing the quality inprovenent process in a nethodical way.

The fourth C is communication; all efforts nmust be docunented



and success stories published so that conpl ete understandi ng of
quality by all people in the corporate culture is achieved. The
fifth is correction, which focuses on preventi on and perfornmance.
Finally, the sixth is continuance, which enphasizes that the
process nmust becone a way of life in the organization.
Continuance is based on the fact that it is never cheaper or

qui cker to do anything right the second tine, so quality nust be
integrated into all day-to-day operations (Quality Process

| nprovenent Managenent Col | ege [course materials], 1987).

Summary

Crosby s main point is that quality is achieved by
preventing defects and conform ng to requirenents. Requirenents
must be agreed upon and enpl oyees nust know how to achi eve them
The nonetary cost of quality is the focus of neasurenent, and he
devel oped a fornmula to hel p managers track this cost. This
formul a provides for continuously neasuring the cost of waste
versus the | ower cost of doing things right the first time, which
is his performance standard.

He urges activities (e.g., Zero Defects Day ) where
managenent and enpl oyees reaffirmtheir commtnent to quality.
Hi s training programfocuses on hel pi ng managers devel op an
organi zational culture that focuses on quality. The ultimate
goal of his approach is to provide defect-free products and
services to the custoners.

- - DEM NG

Dem ng takes a systens and | eadership approach to quality.
Concepts associated with his approach include (1) the System of
Prof ound Know edge, (2) the Pl an-Do-Check-Act Cycle, (3)
"Prevention by Process Inprovenent, (4) the Chain Reaction for
Quality Inmprovenent, (5) Commopn Cause and Speci al Cause
Variation, (6) the 14 Points, and (7) the Deadly and

Dr eadf ul Di seases.
System of Prof ound Know edge

Under st andi ng t he concepts of profound know edge is critical
to understanding Dem ng s approach to quality. Demng states in
his semnars that there is no substitute for know edge. Hard
wor k and best efforts are not the answer. W thout profound
know edge, managenent action can cause ruination (Dem ng, 1989,
revised 1991). The system of profound know edge i s nmade up of
four interrelated parts: (1) theory of systens, (2) theory of
variation, (3) theory of know edge, and (4) know edge of

psychol ogy.
Theory of Systens. A systemis a series of functions or
activities. . . within an organi zation that work together for the

aimof the organization (Dem ng, 1989, revised 1991). He adds,
Wthout an aim there is no system

The conponents of a system (e.g., nanagenent style,
enpl oyees, custoners, environnental constraints, sharehol ders,
training, recruitnent) and its interrelationships to each other
nmust be studied. Lack of appreciation of organizations as systens



| eads to fragnmentation, people going in different directions
unaware of the internal and external influences and interactions
that affect their work.

Theory of Variation. Know edge of statistical theory is
essential to profound know edge. Managers nust be able to
recogni ze a stable system and understand the concepts of speci al
and comon causes of variation. Failure to appreciate the
difference will lead to frustration, increased variability, and
hi gher costs (Dem ng, 1986). These adverse effects result from
managenent taking action and responding to problens w thout
knowi ng if the cause belongs to the system( common ) or if it is
| ocalized ( special ). Measurenent of variation provides the
means for predicting the behavior of a system

Theory of Know edge. The third part of profound know edge
addresses the way in which know edge is advanced. The process of
advanci ng knowl edge can usual |y be descri bed as a sl ow,
conti nuous stream of tests and experinents, each designed to
advance the state of know edge in a particular field.
Cccasionally breakthroughs occur that produce rapid advances in
know edge, but the general process is that of slow, increnental
grow h based upon experinentation, guided by theory.

Dem ng bel i eves that nanagers should pursue goals simlar to
t hose of science (explain, predict, and control) to gain nore
know edge about the systens and processes in their organizations.

They will need to |l earn how to increase their know edge of the
processes for which they are responsible by participating in such
scientific activities as fornulating theories, devel oping
hypot heses, desi gni ng and conducti ng experinments. They wll need
to know how to collect, analyze, interpret, and apply data
derived from experinmentation. A theory need not be conplex, it
may be as sinple as stating (predicting) that one nmethod of
training may be nore effective than another for learning certain
skills.

Deming is critical of managers who | ook el sewhere for
solutions (e.g., copying a renedy, adopting others successful
i deas). An exanmple is no help in managenent unless studied with
the aid of theory. To copy an exanple of success, w thout
understanding it with the aid of theory, may |lead to disaster
(Dem ng, 1989, revised 1991). Theory advances know edge and
know edge i s obtained through use of the scientific nethod.

A common false start encountered by organi zations
beginning to focus on quality is their failure to understand the
i nportance of |learning the theory of quality managenent. No two
organi zations are alike, each has different requirenents and may
require tailored applications of the theory.

Know edge of Psychol ogy. The fourth part of profound
know edge i nvol ves psychol ogy, in particular the dynam cs of
people in the workplace, group or team performance, |earning
styles, and cultural change. Managenent needs to have know edge



of people and how they interact, of their individual needs, and
of their working and |learning styles. People are different from
one another, and it is managenent s responsibility to be aware of
those differences and use themto optim ze perfornance.
The Pl an- Do- Check- Act Cycle
Dem ng enphasi zes conti nuous i nprovenent and believes that
it 1s managenent s obligation to constantly and forever inprove
the system of production and service. The concept of ongoing
inprovenent is illustrated by the Shewhart cycle or the
Pl an- Do- Check- Act (PDCA) cycle .
Prevention by Process | nprovenent
Dem ng stresses that inspection at the end of the process is
too late and too costly. His approach is a shift from detection
to prevention. To Dem ng, the prevention approach to quality is
achi eved by process analysis, control, and inprovenent. A
process is defined as any set of conditions, or set of causes,
that work together to produce a given result. It is usually a
bl endi ng of machi nes, nethods, materials, and people.
Measurenment is used to nonitor processes and take action to
mnimze the possibility of producing unacceptabl e products or
services to the custoner.
Note that the size of the process box has been enlarged in
t he prevention approach and contains causes for a product or
service. The diagramis presented this way to enphasize the
point that quality results from studyi ng and changi ng t he
process, not inspecting the final product.
Chain Reaction for Quality Inprovenent
Dem ng s phil osophy can best be depicted by what he calls
the chain reaction for quality inprovenent (Dem ng, 1986, p. 3).
By inproving quality, costs decrease and productivity inproves.
As a result, there is a greater potential for an increased market
share.
To address the first box in the chain reaction (inprove
qgual ity), managenent nust adopt the 14 principles of nmanagenent
and understand the statistical approach to process inprovenent.
To appreciate fully the nmeaning of inproving quality in Demng s
chain reaction, an understanding of the concept of variation is
required.
Common Cause and Special Cause Variation
When Demi ng describes quality, he tal ks about products that
possess a predictable degree of wuniformty, suited to the
end-users at a price that they can pay (Dem ng, 1986, p. 178).
McConnell refers to it as a predictable degree of variation
(McConnel |, 1987). Dem ng says that there s no such thing as two
of a kind, since variation is inherent in everything we do. No
two services offered are identical. So, to produce quality, you
nmust produce outcones that are predictably uniformas well as
satisfactory froma custoner s perception
Dem ng has | abel ed sources of variation as conmon cause and
speci al cause. He talks about themin terns of who is



responsi ble for taking action. Comon causes of variation exist
because of the systemor the way the systemis managed. These
causes are beyond the reach of the Chain Reaction for Quality
| npr ovenent

14 Points

According to Deming, the 14 Points or obligations apply
anywhere, in any organi zation, regardl ess of size or type of
busi ness. These points provide the basis for initiating and
sust ai ning an organi zational transformation that focuses on
custoner satisfaction through quality. These obligations are
managenent s responsibility and they cannot be del egated. Dem ng
says, Adoption and action on the 14 points are a signal that the
managenent intend to stay in business and aimto protect
investors and jobs (Dem ng, 1986, p. 23). To adopt the 14
poi nts, managenent needs to put aside short-termthinking for the
| ong-term good of the conpany so that they can be in business
t onmor r ow.

The 14 points have undergone revision by Dem ng to help
peopl e understand his observations. However, the essence of each
poi nt has remai ned essentially the same fromone version to the
next .

Deadly and Dreadful Diseases
There are many roadbl ocks to institutionalizing the
transformation. Dem ng categorizes themas deadly diseases and
dreadf ul di seases. Deadly di seases afflict nost
conpanies in the Western World. The cure for deadly diseases is
not easy. It requires a conplete change of managenent style. The
dreadf ul di seases are nmanagenent practices that are harnful, but,
in Demng s view, are easier to cure. To renedy the diseases,
Dem ng prescribes his 14 points or obligations of top
managenent .

Summary

Dem ng defines quality in terns of current and future needs
of the custoner. He places enphasis on statistical thinking and
statistical methods. An understandi ng of profound know edge
(e.g., systens theory) is essential to his approach to quality.

He gi ves managenment the responsibility of adopting the 14
poi nts and of | eading by exanple, but does not provide a
st ep- by-step approach on how to inplenent these roles and
responsi bilities.

He views the organization as a system and advocates using a
scientific method to optim ze the system
- - JURAN

Juran proposes a strategic and structured (i.e., project-
by- project) approach to achieving quality. Concepts he devel oped
to support his philosophy include (1) the Spiral of Progress in
Quality, (2) the Breakthrough Sequence, (3) the

Proj ect - by- Proj ect Approach, (4) the Juran Trilogy, and (5)
the principle of the Vital Few and Trivial Many.

The Spiral of Progress in Quality



Juran stresses that any organi zati on produces and
distributes its products through a series of specialized
activities carried out by specialized departnents. These
activities (actions) are depicted by the spiral of progress in
quality (Juran and Gyna, 1988, p. 2.4). The spiral shows
actions necessary before a product or service can be introduced
to the market.

Each specialized departnent in the spiral [e.g., custoner
service, marketing, purchasing] is given the responsibility to
carry out its assigned special function. |In addition, each
speci ali zed departnent is also assigned a share of the
responsibility of carrying out certain conmpany-w de functions
such as human rel ations, finance, and quality (Juran & Gyna,
1988, p. 2.4). CQuality results fromthe interrelationship of al
departnments within the spiral. Juran tal ks about quality
function to describe activities through which the departnents
around the spiral can attain quality.

Qual ity inprovenment projects are carried out throughout the
organi zation. The approach includes:

1. lIdentifying the activities that could neet the
conpany s goals of fitness for use.

2. Assigning the activities to the various departnents and
organi zati ons around the spiral.

3. Providing the facilities and tools needed to conduct
these activities.

4. Conducting the assigned activities within the designated
departnments.

5. Ensuring that these activities are properly carried out.

6. Coordinating the departnental activities.

Br eakt hr ough Sequence

Juran s phil osophy addresses inprovenent and innovation in
terms of Dbreakthrough. He defines breakthrough as a dynam c,
deci sive novenent to new, higher levels of performance (Juran
1964). Hi s breakt hrough sequence involves activities that, if
carried out properly, will result in inprovenents in quality and
will eventually result in unprecedented performance that wll
hel p the organization |aunch innovative products. Breakthroughs
can lead to: (1) attainnent of quality |leadership, (2) solution
to an excessive nunber of field problens, and (3) inprovenent of
t he organi zation s public inmage.

There are barriers that affect opportunities for
breakt hrough. As with any ot her change, breakthrough can be
resi sted by managers who traditionally concentrate on control.
Through control, managers maintain the present |evels of
performance or prevent adverse change. Control activities, such
as probl em sol ving, have a short-termfocus; they are necessary
to hold on to gains, but will not |ead to inprovenent and
i nnovation. Breakthrough activities are needed to achi eve higher
| evel s of performance and innovation and to exceed custoner
sati sfaction.



According to Juran, breakthrough and control are part of a
continuing cycle of gains and plateaus in performance, and he
considers that all managerial activity is directed at either
br eakt hrough or control (Juran, 1964). According to Juran, al
br eakt hroughs foll ow t he sane sequence:

Pol i cy maki ng.

Setting objectives for breakthrough.

Br eakt hrough in attitudes.

Use of Pareto principle.

Organi zing for breakthrough in know edge.
Creation of steering arm

Creation of diagnhostic arm

D agnosi s.

Breakt hrough in cultural pattern.

0. Transition to the new | evel.

POXNOOTARLONE

Proj ect - by- Proj ect Approach

The quality inprovenent nethodol ogy, as depicted by Juran,
requires project-by-project inplenentation. Two kinds of teans
are fornmed, the steering armand the diagnostic arm to work on
anal yzing problens. A commttee of managers is forned
to solicit project nom nations fromall enployees, to select that
year s projects, and to appoint teans to address each one.
Typically, large nunbers of project teans nust be forned,
dependi ng on how many projects have been selected. Hi s approach
requires that nenbers of the team develop skills in team
| eadership and team participation and acqui re know edge of
probl em solving tools. Also, all enployees need to participate
in the inprovenent process and have the skills needed to make
I nprovenents.

The main thrust of these teans is to solve problens, but
Juran di stingui shes between putting patches on problens and
finding and renoving the causes of problens. He calls the
process of analyzing problens the journey fromsynptomto
cause. Exam nati on of the synptom nust be the starting point of
the action team The synptomis the evidence that sonething is
wong. Once the synptom has been identified, the objective of
the teamis to cone up with a solution. However, the nenbers
will first need to discover the cause.

Juran devel oped two journeys to describe how the teans
interact with each other in this process--the journey from
synptom to cause, which he naned the diagnostic journey, and the
journey fromcause to renedy, called the renedial journey (Juran
& Gyna, 1988). Both journeys are different in purpose and
require teans of people fromdifferent |evels and departnents
(e.g., first-line supervisors, custonmer service) within the
organi zation with different skills.

The teans outcones are docunented and presented to the rest
of the organi zation in an annual audit. The process of soliciting
nom nations for next year s projects is then repeated.



The Juran Tril ogy

The Juran trilogy provides a systenmatic approach to
carrying out Juran s nethodol ogy for managing for quality.
Essential to inplenentation, however, is active |eadership,
starting at the top.

This trilogy states that managenent for quality consists of
three interrelated quality-oriented processes--quality planning,
quality control, and quality inprovenent (Juran, 1986). Quality
pl anni ng i nvol ves devel oping a process that will achieve the
established goals. People working in the planning phase are
responsi bl e for determning who their custonmers are and
identifying custonmer needs and expectations. Quality control is
concerned with holding onto gains and not letting waste increase.
The control process addresses the sporadic spikes in variation;

i f necessary, the people working in this process create teans to
determ ne the causes of any abnormal variation in the process.
Those involved in the quality inprovenent process are concerned
with lowering the cost of poor quality in existing processes,
but, nore inportantly, are responsible for using the | essons

| earned for seeking innovative ways to achi eve better |evels of
performance. In this respect, Juran s approach addresses

conti nuous i nprovenent.

Each process in the trilogy (planning, control, and
i nprovenent) is wuniversal (inherent in organizations focusing
on quality). Relevant activities include identifying customners,
establ i shing nmeasurenents, and di agnosi ng causes. Juran conpares
the activities of the trilogy with those of financial operations.

Money is the | anguage of managenent and, in his ternms, quality
pl anni ng i s anal ogous to budgeting, quality control to cost
control, and quality inprovenent to cost reduction.

The Vital Few and the Trivial Many

Because Juran enphasi zes prioritization of problens to be
solved, the Pareto diagramis an especially useful tool to him
The diagramis based upon the principle devel oped in 1897 by the
Italian econom st Vilfredo Pareto. Pareto conducted studies of
weal th distribution. He found that the vast majority of wealth
in his society was held by a remarkably smal| percentage of the
popul ation. 1In general, the Pareto principle states that a few
factors account for the |argest percentage of a total.

Juran applied this concept to the industrial world to
classify problens of quality. According to Juran, nost of the
cost of poor quality can be attributed to a very small nunber of
causes called the vital few The ot her defects, called the

trivial many and, lately, the wuseful many, can be ignored for
a time.

The Pareto diagram depicts colums arranged i n descendi ng
order. The diagramin Figure 11 (see hard copy) illustrates
causes from many sources of variation. According to this graph,
one should concentrate on cause A first because it is



responsi ble for nost of the defects and will result in the

bi ggest payoff (Ishi kawa, 1982). It should be noted, however,
that frequency should not be the only characteristic to consider
when beginning a Pareto analysis. Sonetines frequently occurring
defects are not the nost serious, and conmon sense needs to
prevail in those situations when selecting initial causes for

I nprovenent .

Summary

The project-by-project approach is at the heart of Juran s
phi | osophy. Using the concepts of the spiral of progress and
t he breakthrough sequence, nanagers are able to target and
i nprove specific areas.

Quality is defined by fitness for use and custoner
requirenents. As with Crosby, the nonetary cost of quality is
the focus of nmeasurenent. He puts enphasis on conpany-w de goal s
and the deploynent of specific goals. Juran targets training
toward quality managenent practices and probl em sol vi ng
techni ques. Hi s approach focuses on quality planning, quality
control, and quality inprovenent processes as a way to nanage for
Sil:lf!k~IkEc}c/:k*~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k~k***********************************
THR THREE APPROACHES:. SI M LARI TIES

Crosby, Demi ng, and Juran agree that it is nanagenent s
responsibility to establish an organi zational culture in which
commtnent to quality is the main focus. The m ssion of the
organi zati on nust be clear to everyone, and every managenent
action nust lead to fulfillnent of that m ssion. This culture
shoul d be characterized by commtnment fromthe top of the
organi zati on. They agree that continuous education and training
at all levels is necessary to foster a common | anguage of quality
and to devel op enpl oyee skills and knowl edge. Effective
communi cati on, cooperation, and teamawrk throughout the
organi zation are essenti al .

These experts agree that nore than 85 percent of al
probl ens associated with quality can be attributed to nmanagenent
policy or action. This neans that nmanagenent action is required
to achi eve inprovenents.

They al so agree that the pursuit of custoner-focused quality
is along-termprocess that will not produce results overnight.
The inprovenments will be evident over tinme in ternms of reduced
costs, but, nore inportantly, organizations will eventually be
able to anticipate and prevent problens.

They do not view inprovenents in terns of final products and
agree that current inspection nethods to achieve quality are not
effective in producing a quality product at an affordable price.
They say that there are sone processes where inspection wll
al ways be required (e.g., for reasons of safety such as flying an
airplane after conducting an overhaul), but that it is inportant
to elimnate inspection as a neans to achieving quality. They
agree that cost and quality are not in conpetition with one



anot her .

The three experts distinguish clearly between internal and
external custoners, and all support the practice of involving the
suppliers in the quality effort. It is inpossible to achieve
qual ity when products or services provided by suppliers are
inferior. These approaches also require the use of measurenent
and probl em sol ving techni ques, but the enphasis on their use
vari es.

The approaches of Crosby, Dem ng, and Juran do not represent

prograns in the usual sense of the word; they do not have
starting and endi ng dates. These are nanagenent phil osophies
aimed at long-terminprovenents through adoption of strategic
pl anning for quality.

These three phil osophi es have been inpl enented over the
years in various organizations in different countries. As
phi | osophi es they go beyond the econom c concerns of an
organi zati on and address an organi zati on s enpl oyees as well.
They give high priority to pride in workmanshi p, education, and
the work environnment as well as to team buil ding, teamwork,
cooperation, and participation, all essential to cultural
change.
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THE THREE APPROACHES: DI FFERENCES

There are a nunber of differences between the three
approaches. D fferences affecting use of neasurenent, goal
setting, supplier relationships, and | eadership activities are
di scussed here.

Use of Measurenent

Crosby, Dem ng, and Juran recogni ze neasurenent as inportant
to quality inprovenent efforts, but they use it in different
ways. Both Crosby and Juran view the cost of quality as the
focus of measurenment. Cost is nmeasurable in terns of dollars,
and, for them noney is the |anguage of managenment. Success of
quality efforts is ultimtely neasured by neeting custoner
requi renents, but Crosby and Juran use the reduction in cost as
an indicator of the effectiveness and efficiency of the process
used to neet custoner requirenents. Juran considers that the
cost of poor quality is a key factor because it represents how
much the organization is losing and how nuch it is spending on
scrap and rework. Neverthel ess, he acknow edges the fact that
there are other equally inportant factors to neasure, such as how
t he organi zati on conpares with the conpetition and how custoners
perceive quality. Dem ng does not use the cost of quality as a
focus of neasurenent. He considers that the unknown costs,
such as the inpact of the loss of a custoner, are far nore
inmportant than visible ones. To Dem ng, neasuring and neeting
custoner needs and expectations about a product or service are
paranmount to inplenenting quality inprovenents.

Dem ng gives greater enphasis than do his counterparts to
guantitative methods and statistical nethods as a neans of



anal yzing and i nproving the production process. He uses
measurenents of process variation to determ ne whether processes
are stabl e and capabl e.

Goal Setting

To Crosby, the ultimate goal should be defect-free
products and services, but he stresses that internediate goals
shoul d be set as well to help organizations focus their efforts
on becom ng defect-free. To him a quality product or service
results when the process has consistently produced sonething that
falls within specification limts. Demng, on the other hand,
considers that being within specifications is just the first step
to conti nuous process i nprovenent. He advocates reducing
process variation on a continuing basis to inprove quality.
Conform ng to specifications is not enough, he says; worse, yet,
it ensures the status quo.

Dem ng al so opposes the use of nunerical goals and quotas to
manage work. He thinks that individual goals are necessary to
hel p people in their personal and professional |ives, but
nuneri cal goals inposed fromtop nanagenent can have negative
effects on both quality of products and individual and team
norale--a certainty if there is no plan to achieve the goals or
tools by which to reach them

Juran sees a need for witten objectives for nployees, with
a plan for reaching them He addresses quality-related goals and
conpany-w de objectives, but nore inportant to himis the
depl oynment of goal s throughout the organization. Strategic goals
need to be deployed to all divisions and sections of the
organi zation, and nore specific goals need to be deployed to
peopl e so that they know what to do.

Suppl i er Rel ati onshi ps

The three advocates view the role of suppliers differently.
Dem ng favors the practice of working with a single supplier,
where feasible, to reduce variability of incomng materials, and
states that this practice should be built on a long-term
rel ati onship of trust and understandi ng between supplier and
purchaser. In this way, suppliers can produce materials that do
a better job of fulfilling the needs of the organization. To
mai ntain |l ong-termcontracts, suppliers will be nore likely to
i nprove their own processes to provide better products or
servi ces.

Crosby and Juran recogni ze sone of the advantages of single
suppliers, but they take a nore conservative view and sinply
advocat e reduci ng the nunber of suppliers. Crosby and Juran
consider it inmportant to have different suppliers for the sane
product when the product is a critical one. That way, the
organi zation will not suffer because of strikes, accidents, or
ot her probl ens beset by suppliers. Dem ng recognizes the
possibilities of strikes, but admts that custoners can receive
products and services fromalternative suppliers in such cases
(Wal ton, 1986).



Leader shi p Comm t nent

Al t hough Crosby, Dem ng, and Juran acknow edge and agree
t hat top managenent support, involvenent, and comm tnent are
essential for carrying out any quality-focused efforts, each
enphasi zes | eader participation differently.

Crosby describes the Zero Defects Day as the tine when
managenent reaffirns its commtnent to quality and communi cat es
it to all enployees. Simlarly, Juran has a vehicle for
i nvol vi ng top managenent. Juran s annual quality programis used
by managers to comunicate to all enployees managenent s
commtnment to quality inprovenent. Managers decisions and
actions nust be oriented to establishing a quality council,
depl oyi ng goal s, providing resources, and serving on quality
councils and quality inprovenent teans.

Al t hough Dem ng acknow edges that top nmanagenent conmi t nent
is inperative, he does not describe a programfor acconplishing
it. Wat works in one organization mght not work in another.

He affirnms the need for nmanagenent s commtnent, but it is the
responsibility of top managenent to show its comm tnent through
| eadership. Demng is specific, however, about the |eaders
roles and responsibilities. As described by Dem ng, the aim of

| eadership is not to point fingers at individuals or to keep
records of failures. To him the leader s newjob is to renove
barriers and create a culture that values helping others to do a
better job and to feel pride in workmanship (Dem ng, 1986).
Leaders must | ead by exanple, not by cheerleading. They nust be
coaches who help to inprove the systemof which they and their
enpl oyees are a part.
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SUMVARY

- - CROSBY

One of Crosby s strengths is his enphasis on transform ng
the culture of the organization. He provides a structured
roadmap for attaini ng managenent conmtnent. He advocates
i ndi vidual commtnent to quality at each |evel of the
organi zation. Crosby provides education on the concepts of
qual ity managenent, but realizes that each organi zati on nust
create its own quality inprovenent process plan. H's approach is
effective in transmtting the need to change attitudes and
behavi ors and has been successful in getting organizations
started--one reason why Crosby appeals to nmany nanagers. Second,
Crosby has a structured training programfor managers that is
taught at the Quality College. Many managers generally find this
approach easy to subscribe to and therefore choose to begin
qual ity inprovenment using Crosby s approach. H's approach
enphasi zes neasuring the cost of doing things wong versus the
cost of doing things right the first time and does not enphasize
a statistical basis for reduction of variation. As a result,
organi zations that do not focus on statistical nethods may not be
able to achieve inprovenents beyond initial cost reductions.



According to Andrea Gabor, author of The Man Who Di scovered
Quality, "Until recently (1990), Crosby downpl ayed the rol e of
statistics. After Demng's popularity gave new credence to the
i nportance of variation control in the late 1980s, Crosby is said
to have begun teaching nore of the subject at his sem nars
(Gabor, 1990, pp. 196-197)." In fact, Crosby founded Integrity
Systens, Inc., a subsidiary of PCA to provide clients with
trai ni ng packages in statistical process control.

Crosby advocates prograns such as Zero Defects Day, which
has been wi dely m sunderstood and viewed by sonme critics as
merely a notivational programwth only short-term benefits.
Again, "Zero Defects Day" is intended to be a tinme when
managenent reaffirns its commtnent to quality.

- - DEM NG

One of the main strengths of the Dem ng s phil osophy is his
vi ew of organi zations as systens and the use of statistical
t hi nki ng to understand how systens function. The application of
t he PDCA cycle and quantitative nethods to analysis and reduction
of variation in all work processes is another inportant
contribution, as is the distinction he nmakes between special and
common causes of variation.

Most inportantly, however, Dem ng stresses that nmnanagenent
and | eadership i ssues need to be addressed to create quality in
products and services. The history of quality efforts in this
country has taught us that to effect nmjor changes in business,
it is inperative to create an organi zational culture dedicated to
quality. This can only be achieved through changing the
attitudes of top |eadership. Dem ng s approach enphasi zes
| eadership responsibilities, and he provides |l eaders with the 14
Poi nt s.

Al t hough Dem ng stresses the adoption of his 14 managenent
principles as the roadmap for change, he does not provide a
sequenced i npl enmentati on plan. Such a plan makes little sense in
terms of his theory, but nbst managers are not taught to use
theory. Consequently, they are frustrated when they do not find
a prescribed |I|inear sequence of activities that can serve as a

cookbook to success.

Demi ng s approach is associated with the application of SPC
He says that a know edge of statistics is necessary, but not
sufficient. The use of statistics is just one aspect of his
broad managenent phil osophy. Neverthel ess, there are sonme who
believe that by applying SPC they are inplenmenting the Dem ng
phi | osophy.

Finally, the application of the PDCA cycle is seen by many
as a problemsolving tool instead of a neans to continuous
process i nprovenment. Typically, any problemin understanding the
power of the PDCA cycle can be tracked back to a | ack of
under st andi ng about this essential difference. As described by
Dem ng, problemsolving is simlar to putting out a fire, that
is, renmoving problens to put the process right back where it was,



but that such action does not make the process better (an insight
of Juran years ago; see Dem ng, 1986, p. 51).

- - JURAN
Juran has devel oped an approach in which problens are
t hought of as projects, and all inprovenents can be made proj ect

by project. Juran advocates the annual formation of teans to
anal yze problens and find solutions to them H s approach has
been successful in organizations in which upper managenment has
been heavily involved and has led the effort. Like Dem ng, he
al so enphasi zes the use of graphics and statistical nethods.
Juran has devoted nore than 300 pages in his Quality Control
Handbook (1988) to statistical nethods, and he views them as
essential tools.

Juran s project-by-project approach is effective since it
hel ps to focus inprovenent on specific areas. This approach can
provi de short-termresults within the framework of a |long-term
strategy. This approach also builds teamwrk and conmuni cati on
in the organization. Although enphasis is on projects, Juran
ultimately provides a systens approach to quality through the
spiral of progress, which links all of the functions necessary to
| aunch a product or service.

One of the processes addressed by the Juran tril ogy
concerns problem sol ving and renoval of problem causes. |If
managers give enphasis to this aspect of the trilogy, project
teans then becone firefighters instead of teans working toward
prevention and process inprovenent. Wen upper nanagenent
doesn t focus on the planning process of the trilogy, they are
not able to prevent new problens fromoccurring and are not able
to initiate continuous inprovenent and strategically direct the
course of the organi zation

The setting of broad inprovenent goals by managenent coul d
| ead the organization to fall back into the practice of managing
by objectives. The trilogy approach is only as good as the
managers who are trying to optimze the system (e.g., selecting
the projects, priorities, and goals).
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CONCLUSI ONS

Managers involved in helping their organi zations inprove
quality are frequently puzzled over which approach to use. Sone
organi zati ons adopt an ecl ectic approach using conponents of the
t hree phil osophi es and conbi ni ng what they consider to be the
best fromthe best. O her organizations select either the Croshy,
Dem ng, or Juran approach and remain loyal to it; all their
education, training, and inplenentation efforts reflect support
for that one approach. There are organi zations that switch in
m dstream (e.g., begin with Crosby, nove to Juran, and then nove
to Dem ng). These organizations expect dramatic inprovenents in
a short period of tinme and their obsession wth inmmedi ate results
forces themto try different approaches on a trial-and-error
basi s, w thout thought to a | ong-term strategy.



The key to successful inplenentation of quality principles
and nethods is tied to | eadership. 1In fact, |ack of managenent
and | eadership commtnent is considered by Crosby to be the
nunber one cause of quality inprovenent failure. According to
Juran, every successful quality revolution has included the
active participation of upper managenent. There are no
exceptions. Dem ng agrees. He says the transformation is top
managenent s job and it cannot be del egat ed.

Quality is not a quick fix to address managenent probl ens.
It is not a program but a transformation. As part of this
effort, top managers nust recogni ze the need for assessnent,
strategic planning, and the devel opnent of a long-term
i ntegrated organi zati on-w de approach. Leadership is needed to
establish policies defining the positions the organization wl|
take in regard to quality. Leadership is also needed to
cultivate a custoner orientation and provide all enployees with
ongoi ng education and training. These argunents notw thstandi ng,
success or failure will rest upon the correct assessnent of how
to achi eve custoner-defined quality criteria and the kind of
| eadership required to get the organization nobilized in the nost
cost - accept abl e way.
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QUALI TY I N THE DEPARTMENT OF THE NAVY

The Departnent of the Navy (DON) approach to quality
i nprovenent is called Total Quality Leadership, or TQ. TQ. has
been defined as the application of quantitative nmethods and
peopl e to assess and i nprove:

-materials and services supplied to the organizati on,

-all significant processes within the organi zati on,

-nmeeting the needs of the end user, now and in the future.

TQ was devel oped by the Departnment of the Navy for the
Departnment of the Navy. DON | eaders exam ned vari ous approaches
and concluded fromtheir studies that Dem ng s phil osophy and
met hods best suited the unique requirenents of the organization.
Dem ng enphasi zes | eadership responsibility and offers a systens
approach to managi ng work and | eading people. 1In the view of the
Departnment, his approach is the nost conprehensive--driven from
the top, focused on the user, w th decisions based on hard dat a.

The Dem ng approach nmakes clear the relationship between
quality and productivity. Hi s enphasis on process
i nprovenent--on inproving the quality of the product or
service--is one that ultimately |eads to reduced costs and hi gher
productivity. Dem ng also provides a clear way to pursue
continuous quality inprovenent, based on the user s definition of
quality and the use of statistical theory.

The Dem ng phil osophy enphasi zes teamwork and cooperati on,
inportant to the Departnent s Sailors and Marines and to those
who support themin their mssion. Demng also places great
val ue on people and the know edge they possess. Finally, Dem ng
stresses that | eaders have the prine responsibility for making



system changes, an essential conponent of mlitary operational
commands.

The Departnent of the Navy s approach to total quality
evol ved over a decade. Aviation depots and naval shipyards in
t he Departnent of the Navy have been involved in quality
initiatives since the early 1980s. In 1989, the Naval Air
Systens Command was the first recipient of the President s Award
for Quality, testinmony to its long-termefforts to inprove
or gani zati onal performance.

In the past 3 years, trenendous strides have been nade at
the highest levels within the Departnent, largely through the
initiatives of the Secretary of the Navy who then recogni zed that
the Departnent of the Navy faced a crisis. It would have to neet
m ssion requirenments in the future with drastically reduced
funding. To remain operationally ready, the organization would
have to go through a fundanmental change, a transformation

In response to this challenge, he chartered an Executive
Steering Goup (ESG in 1989 that was nade up of the Departnment s
top civilian and mlitary leaders to |ead and guide the TQ
transformation (Garrett, 1991). Menbers include the Vice Chief
of Naval Operations, the Assistant Conmandant of the Marine
Corps, the assistant secretaries, the systens conmanders, and
| eaders from other selected Navy and Marine Corps comrands. The
ESG i s chaired by Under Secretary of the Navy Dan Howard.

I n Septenber 1990, the ESG nenbers traveled to Naval Air
Station Pensacola for a 4-day off-site to devel op the
Departnment s vision statenment, guiding principles, and strategic
goals. On 10 February 1992, the Secretary of the Navy, the Chief
of Naval Operations, and the Commandant of the Marine Corps
signed a strategic goals docunent that represents the cul mnation
of work that began 22 nonths ago in Pensacol a.

The goal s represent one of three docunents prepared by the
ESG The first, a vision statenent, states that the support
establishment of the DON exists to sustain the Navy-Marine Corps
teamin its mssion. It goes on to say that all services to the
force will be of a uniformhigh quality. Processes and systens
affecting those services will be continuously inproved.

The second docunent lists the guiding principles devel oped
to achieve that vision. It begins: The purpose of the DON
support establishnment is to provide our Sailors and Marines with
the ability to go anywhere, anytinme, to defend the nation's
interests successfully and survive." It nakes reference to "Tot al
Qual ity Leadership" (TQ.) as the approach to be used to describe
total quality efforts within the Departnent.

The strategic goals thensel ves address five areas:

(1) Integration, which refers to the fully integrated
Navy- Mari ne Corps team and the devel opnent of strategies and
tactical doctrines that will maximze its conbat effectiveness;

(2) Human Resources, Education, and Training, which
addresses inproving the quality of the work force through



i nnovati ve changes affecting recruitnent, training, and quality
of life;

(3) Acquisition, which is concerned with inproving the
process by which maritime weapon systens are desi gned, devel oped,
tested, and manufact ured;

(4) Innovation and Technol ogy, which | ooks at ways to
inprove the identification and introduction of new technol ogi es
and to create a climate that fosters innovation and invention;
and

(5) Facilities, which calls for operating shore facilities
that are properly sized and nmaintained and that result in
i nproved |iving and working conditions.

These goals say, in effect, that the entire Departnment wl|
focus on quality as it plots its course for the future. It also
means that the | eadership accepts responsibility and
accountability for changing the things that are not working well
and for finding nore efficient ways to do business. To quote
Dem ng, The best way to predict the future is to nake it
yourself (Reilly, 1991).
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ABOUT THE TQL OFFI CE
The TQL O fice is a part of the Ofice of the Under Secretary of
the Navy. |Its mssion is to provide technical guidance to the
Departnent of the Navy Executive Steering Goup (ESG.
The ESG group was chartered by the Secretary of the Navy in
1989 to lead the transformation to a quality-focused
organi zation. Its nenbers include the Vice Chief of Naval
Qperations, the Assistant Commandant of the Marine Corps, the
assi stant secretaries, the systens conmanders, and ot her sel ected
Navy and Marine Corps |eaders. Under Secretary of the Navy Dan
Howard chairs that group

One of its first actions was to create the TQL Ofice to
ensure that its plans and actions for TQL training and
i npl ementati on woul d be consi stent across the organi zati on.
Progress has been significant:

In February 1992, the ESG published a vision statenent,
guiding principles, and strategic goals for the Departnment of the
Navy. These docunents lay the foundation for the Departnment s
strategic plan. They say, in effect, that the entire
organi zation wll focus on quality as it plots its course for the
future

In April 1992, the Departnent s TQL education and training
program was brought on Iine on both coasts, staffed by a cadre
of TQL specialists who are providing education and training to
seni or | eaders and command-| evel TQL coordinators and quality
advisors. It is an anbitious program essential to reaching the

critical mass, those people within an organization with the
requi site know edge, power, and | eadership to sustain a cultural
change.

The TQL O fice is publishing a newsletter to conmunicate



the activities of the ESG and to provide a forumfor the exchange
of information and ideas related to TQL. The newsletter also
provi des a vehicle to docunent stories about how TQL principles
and tools can be applied to mlitary settings.

The TQL O fice publishes other materials such as this
report. The intent of the publications series is to clarify what
TQL is and how it works within our organization. W hope it
serves you wel | .

LI NDA M DOHERTY

Director

Total Quality Leadership Ofice

O fice of the Under Secretary of the Navy
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THREE EXPERTS ON QUALI TY MANAGEMENT is a publication of the
Departnent of the Navy's Total Quality Leadership Ofice, Ofice
of the Under Secretary of the Navy.

Hard copi es of THREE EXPERTS ON QUALI TY MANAGEMENT are
available to mlitary and civilian DOD personnel through the
Naval Avi ation Supply Ofice, Philadel phia, PA (stock nunber
0120- LF-021-1100, $1.60/copy). To order, call (215) 697-

2261/ 2656/ 4939/ 2159, or DSN 442-2261/ 2656/ 4939/ 2159.

Hard copi es of THREE EXPERTS ON QUALI TY MANAGEMENT are al so
avail able to the general public through the Defense Techni cal
| nformati on Center (stock nunmber ADA 256399, $6.00/copy). For
information, call (703) 274-6871 (DSN 284-6871). To order, cal
(703) 274-7633 (DSN 284-7633) or fax (703) 274-9307.
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