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Wherever you are headed in your attempt to manage for quality, we believe you must understand 
the Deming − philosophy. In the marketplace, you can find many lists of things to do promoted 

by teachers of quality philosophies. But managing for quality is not following steps in a 
handbook; it is a new way to think. A thorough understanding of management theory as it has 

evolved in the work of Dr. W Edwards Deming is essential knowledge. 
 
 
 

Clare Crawford-Mason, Producer 
Lloyd Dobyns, Reporter and Narrator 
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THE 
DEMING 
LIBRARY  
 
 

THE PROPHET OF QUALITY 
 
 
INTRODUCTION 
 
The life story of Dr. W. Edwards Deming − from his childhood on the American frontier, his 
studies with the fathers of statistical theory, and his pioneer work at the U.S. Census Bureau and 
the World War II War Production Board, to his momentous teaching of the Japanese in the 1950s 
− may offer the easiest way to study and understand his revolutionary economic philosophy.  
 
The Prophet of Quality is both an introduction for a general audience and a fresh and provocative 
approach to thinking about managing for quality for the advanced student. This profile reviews 
Dr. Deming's life and the experiences that led to his philosophy of managing for continuous 
improvement. It also discusses the 14 Points, the cornerstone of the Deming management 
principles. Dr. Deming has said that the 14 Points represent a philosophy of life. 
 
The documentary also examines commonly held beliefs and values which interfere with 
acceptance of the new ideas about management. Everyone is affected by these beliefs which are 
often assumed to represent not our cultural heritage, but basic human nature. Therefore, we may 
hear and agree with a new idea but unconsciously return to old behavior. Unless these beliefs are 
consciously unlearned, managers might conclude that not all of the 14 Points apply to them, or 
that they have tried to manage for quality and it does not work in their unique situation. 
 
After viewing The Prophet of Quality you may view The Deming Library in whatever sequence 
is best for you. Here are some suggestions: 
 
1. One manager reports that his people are more receptive to considering the new philosophy 
after they see The Red Bead Experiment and Life (Volume 7) and Lessons of the Red Bead 
Experiment (Volume 8). He says the Red Bead Experiment convinces people that the Deming 
method will help "because the focus is not on the faults of employees, but on the improvement of 
systems." After the Red Bead Experiment's dramatic demonstration of how powerfully systems 
affect individual performance, students are ready to view The Funnel Experiment (Volume 9) for 
an understanding of how tampering with a system only makes things worse. With some 
awareness of the properties of systems, students are prepared to consider an expanded discussion 
of The 14 Points (Volume 2) with more appreciation of their implications. 
 
2. Alternatively, students who prefer to begin with philosophical theory may choose to view The 
Prophet of Quality or study Profound Knowledge (Volumes 14-16) first because this is the 
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conceptual structure which supports the Deming method, and then go on to the Red Bead and 
Funnel Experiments (Volumes 7-9) and The 14 Points (Volume 2). 
 
3. A more historical approach would begin with The New Economic Age (Volume 1) and 
America in the Global Market (Volume 13) and then The Prophet of Quality, The Red Bead 
Experiment and Life (Volumes 7 and 8), The Funnel Experiment (Volume 9), and Profound 
Knowledge (Volumes 14-16). 
 
4. You may watch the programs in numerical order, which follows the learning curves of the 
producer and the reporter. 
 
5. Finally, after study of The Prophet of Quality and Volumes 1-9 and 14-16, students may skip 
ahead to a specific subject. 
 
 
Experiencing Change 
 
For an understanding of how much our thinking must change and how deep the commitment to 
change must be, particularly among top management, we suggest the Ford Motor Company story 
(Volumes 3-6). 
 
 
Dealing with Resistance to Change 
 
Sooner or later you will run into resistance to change. Continuous improvement is not an easy 
concept, and there is some frustration in trying to understand and apply it. At that point, we think 
the Vernay Laboratories story (Volumes 10-12) can encourage people by showing them that their 
feelings are not unique, and if they will just stick with the Deming method, it does pay off. The 
Dangers of Buying on Price Tag Alone (Volume 12) examines Vernay Laboratories' experience 
of benefits derived from a long-term relationship with a supplier. You will also find 
encouragement in the Ford story. 
 
 
Repeated Study 
 
The philosophy runs counter to traditional management thinking and, as Lloyd Dobyns says, 
cannot be fully understood the first time it is presented. We suggest you consider studying 
Volumes 2, 8, 9, 14, 15, 16, and The Prophet of Quality more than once. If you do, we predict 
that you'll discover something new every time you view them. 
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Other Topics in The Deming Library 
 
Volumes 17-20 treat the shift of General Motors' Powertrain Division away from annual 
performance evaluations to a personal development program (Volume 17) and an examination of 
the evidence that a cooperative work environment stimulates higher performance and results in 
more personal enjoyment than competitive conditions (Volume 18). These programs might be 
viewed following the tapes that deal with change: the Ford Motor Company story (Volumes 3-6) 
and the Vernay Laboratories story (Volumes 10-12). Volume 18, Competition Doesn't Work: 
Cooperation Does, is a companion to Volume 15, Competition, Cooperation, and the Individual. 
 
Profound Knowledge for Leadership (Volume 19) takes the issue of leadership the next step to 
transformation of the organization for cooperation through the adoption of the theory of 
Profound Knowledge. In this and Leadership for the Transformation (Volume 20), top managers 
of General Motors discuss their experiences of change and their new roles as teachers and 
coaches who begin to learn with other employees. 
 
We encourage you to show The Deming Library in the order that best meets your needs. Should 
you find a sequence you believe works particularly well, we'd appreciate hearing about it so that 
we can tell other viewers. This is, as we've said before, like studying a language. You don't have 
to learn the parts of speech in any particular order, but you do have to learn them all eventually. 
 
The Deming method does not have to be learned in order, but it has to be learned.  
 
This guide is designed to help you start a general discussion. The idea is to raise questions that 
participants will try to answer − relating the principles to their experiences and your 
organization. For this reason, the discussion leader is not limited to these questions. We 
encourage the leader to help participants raise their own questions about points made in the tape. 
 
Always remember: Be sure people in the group understand this is a discussion and not a quiz. 
 
 
OVERVIEW 
 
The Prophet of Quality presents Dr. Deming's core ideas in the context of his life and times-his 
upbringing in the first decades of the 20th century on the frontier, his intellectual development as 
a mathematical physicist, his early industrial experience with Western Electric, and finally his 
fortuitous meeting with the industrial leaders of Japan at a time when his ideas and their needs 
gave expression to a new way of thinking. This philosophy has created the greatest change in 
how we live and work and in the world economic order since the Industrial Revolution. The 
Prophet of Quality identifies the major influences on the development of Dr. Deming's thought 
and philosophy. 
 
Dr. Deming's strong belief in cooperation can be traced to his boyhood experience of the West 
where mutuality could mean survival. His deep understanding of the principles of variation, the 
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properties of a system, and the limitations of knowledge came from studies with formative 
thinkers like Dr. Walter Shewhart of Bell Laboratories and Sir Ronald Fisher, the leading theorist 
of the newly developing discipline of statistics. He also read the works of philosopher Clarence 
Irving Lewis.  
 
Dr. Deming, Lloyd Dobyns, and managers and leaders discuss the 14 Points to show their 
applicability to all kinds of enterprises. Cartoonist Pat Oliphant humorously illustrates the 
discussion.  
 
Dr. Deming draws his famous flow diagram of the system of production, including the customer, 
the supplier, and information in the cycle of design and redesign of product and service, which 
he used to show Japanese managers the change in thinking about management that would be 
essential to their success. This was their blueprint to producing ever-improving goods and 
services with less and less material and effort. 
 
The program addresses the problems that people encounter when they try to put the Deming 
method into practice. Beliefs about human nature and traditional ways of doing things − second 
nature to most of us − get in the way of our best efforts to change unless we confront, and then 
unlearn, them. Dr. Deming, Lloyd Dobyns, and Pat Oliphant examine eleven of the most 
common beliefs and values that affect our management practices. 
 
Throughout the program viewers are reminded of the social, economic, and technological 
changes that have happened since 1900. This is intended to help you think about Dr. Deming's 
ideas as more than the product of one extraordinary person with deep knowledge of scientific 
and statistical methods. His philosophy developed in response to powerful changes − social, 
economic, and technological − taking place in the United States and elsewhere. Your 
understanding of the Deming method can be facilitated by viewing it in its historical context. 
 
Finally, we suggest that you consider organizing your own discussions of the 14 Points, the 
Deming flow diagram, and the definition of Profound Knowledge to improve your understanding 
of how they can relate to your organization and your personal situation. You may wish to hold 
additional discussions of the unquestioned beliefs to help people deal with the problem of 
unlearning what they have for so long taken for granted. 
 
 
THE 14 POINTS 
 
Following are Dr. Deming's 14 Points. Familiarity with them will help in your discussions. 
 
1. Create Constancy of Purpose. 
 
2. Adopt the New Philosophy. 
 
3. Cease Dependence on Mass Inspection to Achieve Quality. 
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4. End the Practice of Awarding Business on Price Tag Alone. Instead, Minimize Total Cost, 
Which Is Often Accomplished by Working with a Single Supplier. 
 
5. Improve Constantly the System of Production and Service. 
 
6. Institute Training on the job. 
 
7. Institute Leadership. 
 
8. Drive Out Fear. 
 
9. Break Down Barriers Between Departments. 
 
10. Eliminate Slogans, Exhortations, and Numerical Targets. 
 
11. Eliminate Work Standards (Quotas) and Management by Objective. 
 
12. Remove Barriers That Rob Workers, Engineers, and Managers of Their Right to Pride of 
Workmanship. 
 
13. Institute a Vigorous Program of Education and Self Improvement. 
 
14. Put Everyone in the Company to Work to Accomplish the Transformation. 
 
 

THE PROPHET OF QUALITY – PART I 
 
 
INTRODUCTION 
 
 
In Part I of The Prophet of Quality, Lloyd Dobyns reviews the history of the quality movement, 
presents the story of Dr. Deming's life and career, and discusses the 14 Points with Dr. Deming. 
Cartoonist Pat Oliphant illustrates the 14 Points. 
 
 
QUESTIONS 1-8 
 
1. Wendy Coles says about Dr. Deming, "He invites us to look at the world in a different way." 
What does she mean? 
 
2. Lloyd Dobyns explains, "To Dr. Deming, quality is a philosophy, a way of thinking:" What 
does he mean? How is "a way of thinking" different from a list of things to do? 
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3. Dr. Deming says that he taught the Japanese something new in 1950. What does he mean? 
 
4. Lloyd Dobyns says of Dr. Deming's first encounter with Japanese business leaders, "All they 
had to do was produce quality products at reasonable prices." How did this differ from what they 
were already doing? 
 
5. Lloyd Dobyns continues, "Their [the Japanese] successful competition is forcing change… not 
just economic change, but change in the way we live and work." What does he mean? 
 
6. Myron Tribus says, "The way we managed before… doesn't work when there are people using 
different approaches to management… and competing in our markets." What does he mean? 
What has changed? 
 
7. Myron Tribus adds, "As our managers fail to compete, we lose jobs." To what does he refer? 
 
8. Dr. Deming says, "The problem now is not mass production. The problem is quality" What 
does he mean? How does the competitive problem of the United States today differ from that 
faced by the Japanese in 1950? 
 
 
QUESTIONS 9-15 
 
9. Lloyd Dobyns says that he and Clare Crawford-Mason have learned in their reporting since 
the 1980 television documentary If Japan Can… Why Can't We? (NBC News) that "quality 
determines how well we live because it increases our productivity; it allows us to make more for 
less." Why is this true? 
 
10. Lloyd Dobyns says Dr. Deming tells his clients that "increased quality means increased 
profits:" Why? He adds, "[Dr. Deming] does not say that adopting his quality method is easy. It 
requires dramatic change, constant attention, and work. It never ends." What does Dr. Deming 
mean? 
 
11. Dr. Deming says, "Hard work alone will not do it! Cutting costs will not do it! Best efforts 
will not do it! Gadgets won't do it!" Why not? 
 
12. Ben Carlson says, "It begins to change the way you think, and the way you do business." 
What does he mean? 
 
13. Dr. Deming says, "The worker is not the problem." Why does he say this? He adds, "Quality 
is made at the top, right in the boardroom." Why would this be so? 
 



CC-M Productions, Inc. 
7755 16th Street, NW,  Washington, DC  20012 

ManagementWisdom.com 
(800) 453-6280 wbob@cc-m.com 

- 10 - 

14. Myron Tribus states, "We have to throw away ideas about management that have been 
around for over two thousand years… a bigger change in imagery than going from a flat Earth to 
a round Earth." What are the ideas he refers to? 
 
15. Lloyd Dobyns says, "Moving from the quantity of mass production to the quality of Dr. 
Deming's method is the most important change in production since the industrial revolution." 
Why is this so? He adds, "It is the first time since the invention of the steam engine that the 
person doing the work is more important than the machinery or technology being used." Why is 
the person more important than the machine in quality production? 
 
 
QUESTIONS 16-19 
 
16. Lloyd Dobyns suggests that one of Dr. Deming's most important convictions, his belief that 
cooperation works better than competition, comes from personal experience on the American 
frontier. What is your experience of cooperative versus competitive situations? Why should we 
believe that cooperation is important in a fast-moving, technologically more complicated world? 
 
17. Dr. Deming recounts how the Great Western Sugar Company distributed advice to farmers 
on how to grow better beets, and uses this as an example of "helping themselves, yes, and they 
were helping the farmers, their suppliers… . The farmer came out ahead. Great Western Sugar 
Company came out ahead," he concludes. What does he mean? 
 
18. While Dr. Deming worked summers for the Western Electric Company in Chicago, he 
learned a valuable lesson from Dr. Henry Rossbacher, head of research, about theory and the 
theory of knowledge. He says, "Without theory there are no questions; without questions, no 
learning. Hence, without theory there's no learning." What is a theory? How does a theory give 
rise to questions? What then does it mean to learn something? Why is this important? 
 
19. Lloyd Dobyns recounts how Dr. Deming was influenced in the 1920s and '30s by educators 
and statistical theorists, at the time when the discipline of statistics was being invented. The 
philosopher Clarence Irving Lewis, in his book on the theory of knowledge, convinced Dr. 
Deming that "for people to do anything well, they must understand why they are doing it." What 
does Lewis mean? What is the connection to theory in question 18? Where might this idea lead 
in thinking about how to organize work and manage people? 
 
 
QUESTIONS 20-25 
 
20. Lloyd Dobyns says, "At Bell Labs, Dr. Walter Shewhart worked with statistics to improve 
the quality of telephones, and he created the control chart that is critical in the Deming method." 
How did Shewhart's work help to improve the quality of telephones? Why might the control 
chart be important in the Deming method? 
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21. What was different about the needs of consumers after World War II that could explain the 
success of quantity production management? 
 
22. What was Dr. Deming's primary purpose when he drew his flow diagram on a blackboard in 
front of Japanese business leaders in 1950? How does he see the customer in relation to the 
production process? Is this different from the relationship between the customer and the 
organization in your experience? 
 
23a. Lloyd Dobyns states a conclusion about knowledge of a system: "Once you understand the 
system, you understand how it can be continuously improved with new information, new design, 
new material." What, does he mean? 
 
23b. Lloyd Dobyns explains that Dr. Deming persuaded the Japanese that quality can't succeed 
without the dedication of the top person, but has had less luck with Americans. To what extent 
do you think his success can be attributed to the fact that 80 percent of Japan's capital was 
represented by the 21 business leaders in Dr. Deming's class? As Mr. Dobyns suggests, imagine 
how many Americans it would take to duplicate that percentage. 
 
24. Peter Scholtes says, "What he taught the Japanese was to start with the customers." What 
does he mean? 
 
25. In the 1980 documentary If Japan Can…. Why Can't We?, Dr. Deming says, "American 
management thinks that they can just copy from Japan. But they don't know what to copy." What 
does he mean? What did Dr. Deming observe American companies doing? What mistakes were 
they making? What additional meaning does this give to the statement "Quality comes from the 
top"? 
 
 
QUESTIONS 26-30 
 
26. Lloyd Dobyns says, "The companies that successfully use the Deming method understand 
that everything is a system − whatever happens anywhere in that system changes how everything 
else happens. This is not traditional American wisdom." What does he mean? What is traditional 
American wisdom? 
 
27. About the U.S. Navy's adoption of the Deming method, Lloyd Dobyns says, "Planes don't fly 
if people don't fly them… .technology is only part of the Navy system." What does he mean? 
 
28. Some people have questioned whether the Deming method would work as well in service 
industries as it might in manufacturing, or work at all in government, schools, hospitals, or small 
businesses. Are there basic differences between a Fortune 500 corporation, the Navy 
Department, a hospital, a school district, or a shoe repair shop, if they are approached from a 
systems view? 
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29. Lloyd Dobyns and Dr. Deming summarize the intent of Deming's 14 Points:  
 

"They represent a philosophy of life:" (Dobyns) 
 
"One aim, to make it possible for people to work with joy. How can they work with joy if 
the company has no constancy of purpose? Has no purpose in life?" (Deming)  

 
Why does Dr. Deming refer not to the purpose in business, but to the "purpose in life" of a 
company? What does this indicate about his view of the purpose of a business? Of any other 
organization? 
 
30. Lloyd Dobyns says, "Today there is only one market, and what was once far away is now 
next door." What does he mean? 
 
 
QUESTIONS 31-36 THE 14 POINTS 
 
31a. In Point 1: Create Constancy of Purpose, what is the meaning of "constancy"? What is the 
connection between constancy of purpose and improvement of product and service? 
 
31b. Lloyd Dobyns says that "a long-term aim, something that everyone in the organization 
knows and understands" will answer the questions "What are we doing, and why are we doing 
it?" What does he mean? Why should everyone understand what and why they are doing things? 
 
32. Point 2: Adopt the New Philosophy is Dr. Deming's injunction to "put into practice . . . the 
new philosophy . . . of cooperation. Win-win, everybody wins:" How does cooperation permit 
everybody to win? How is it possible, as Lloyd Dobyns says, "to compete and simultaneously 
cooperate"? 
 
33. Point 3: Cease Dependence on Mass Inspection to Achieve Quality. What are the advantages 
of improving the process so that, as Dr. Deming says, "We don't produce so many defective 
items, or none at all"? 
 
34. Point 4: End the Practice of Awarding Business on Price Tag Alone. Instead, minimize total 
cost, which is often accomplished by working with a single supplier. What are the advantages of 
working with a single supplier rather than shopping for lowest price? What would the 
relationship between customer and a sole supplier be like under the Deming method? 
 
35. Point 5: Improve Constantly the system of Production and Service. Dr. Deming says "to 
improve constantly, every process for planning, production, service, whatever the activity is." 
What' does this mean? What does Lloyd Dobyns mean that "nothing is ever good enough"? 
 
36. Point 6: Institute Training on the job. Dr. Deming stresses the need to "institute training for 
skills." Why? How might training be related to improvement of processes? What is the 
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connection between improvement of skills and James Bakken's comment that "people are the 
only ones who create change"? Which people? 
 
 
QUESTIONS 37-41 
 
37. Point 7: Institute Leadership. What does Dr. Deming mean by "management of people for 
recognition of different abilities, capabilities, aspirations"? What happens when management 
fails to recognize these differences in people? What does he mean by the statement "One cannot 
delegate quality"? How is management supposed to contribute to quality improvement? What is 
leadership? 
 
38. Point 8: Drive Out Fear. If teaching cooperation and "build[ing] trust" are "purely a matter of 
management," as Dr. Deming says, why is it important to "drive out fear"? How can this be 
done? Who is responsible for removing practices and policies that instill fear in people? 
 
39. Point 9: Break Down Barriers Between Departments. What barriers does Dr. Deming mean? 
Dr. Deming says, "Build a system… for win-win… everybody wins." What does this mean? 
What can happen if different parts of one organization compete? Lloyd Dobyns says, "Every part 
of the system, every person in it will win if the system wins." What does he mean? 
 
40. Point 10: Eliminate Slogans, Exhortations, and Numerical Targets. Dr. Deming says, "If you 
don't need a method, why weren't you doing it last year?" What does he mean? What do slogans 
or numerical targets have to do with a method of improvement? Why are they harmful? 
 
41a. Point 11: Eliminate Work Standards (Quotas) and Management by Objective (MBO). Is 
there a relationship of quotas and management by objective to continuous improvement of 
processes? Lloyd Dobyns says, "Tain't what cha do, it's the way that cha do it. Or, in Dr. 
Deming's words, by what method." What does he mean? How can quotas and MBO interfere 
with continuous improvement? 
 
41b. Dr. Deming talked about his student Christine, who was expected at her airline reservations 
job to answer 25 calls per hour, as well as satisfy her caller. Why does Dr. Deming say that it is 
impossible to do both, and that this will not bring improvement? What would bring 
improvement? 
 
 
QUESTIONS 42-45 
 
42. Point 12: Remove Barriers That Rob Workers, Engineers, and Managers of Their Right to 
Pride of Workmanship. Dr. Deming states this point alternatively, "Remove barriers that rob 
people of joy in their work." What does he mean? Lloyd Dobyns says, "If you cannot find joy in 
doing the job itself, you cannot contribute to a quality organization." Why not? Why would "the 
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annual rating or merit system impair people's desire to do a good job"? What does Dr. Deming 
seem to think motivates most people? 
 
43. Point 13: Institute a Vigorous Program of Education and Self Improvement. Arv Mueller 
says, "Training… tells you how, and education tells you why." What are the other differences 
between training (Point 6) and education? Is a person's life a system worthy of continuous 
improvement? 
 
44. Point 14: Put Everyone in the Company to Work to Accomplish the Transformation. Dr. 
Deming says that "to accomplish the transformation" is "to study the new philosophy, develop a 
critical mass." What does he mean? What does he mean by "a critical mass"? Ron Schmidt says, 
"You have to get everybody committed, and everybody using their knowledge together, as 
opposed to just a few people telling people what to do. Plus I’m not smart enough to be able to 
have all the answers." What does he mean? 
 
45. Lloyd Dobyns says, "The 14 Points are not items on a menu from which you can pick and 
choose. They are all of a piece, and they must be used together." What does he mean? 
 
 

THE PROPHET OF QUALITY PART II 
 
 
INTRODUCTION  
 
Part II of The Prophet of Quality considers some common beliefs that must be confronted and 
unlearned in the process of implementing the Deming method. 
 
 
QUESTIONS 46-50 
 
46. Lloyd Dobyns says, "There are other American teachers of quality programs, but those who 
teach the Deming method argue that it does most to integrate work and people, that it is a 
complete philosophy." Why is this important? 
 
47. Lloyd Dobyns says of Dr. Deming's perspective on the Malcolm Baldrige National Quality 
Award, "Dr. Deming complains that it asks for measurements that do not exist." What does he 
mean? 
 
48. Brian joiner says, "The Baldrige Award is more like a yardstick. It helps you to see where 
your deficiencies are. But if you want to have principles to guide your action toward 
improvement, then Dr. Deming's principles are the best… I know of." What is the difference 
between a "yardstick" and "principles" as a guide to action toward improvement? 
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49. Lloyd Dobyns refers to Dr. Deming's method as "more theoretical" than other leaders' in the 
field of management for quality. It is composed of "theory of a system, of education 
[knowledge], of variation, and some knowledge of psychology. He calls that Profound 
Knowledge, and he says his method takes time." Can you find references to these four elements 
of Profound Knowledge among the 14 Points: 
 

• understanding of a system . 
• some theory of knowledge 
• knowledge of variation, and 
• some knowledge of psychology (principally behavioral variation and psychology of 
change)?  

 
Why does the Deming method take years to implement? 
 
50. Lloyd Dobyns says the purpose of Dr. Deming's seminars is "to show why a quality system 
requires a complete personal and corporate transformation." What does he mean? 
 
 
QUESTIONS 51-55 
 
51. Lloyd Dobyns says, "Dr. Deming continuously learns." What is continuous learning? Why is 
continuous learning more important today than it might have been in the past? And Dr. Deming's 
method of teaching is, Dobyns adds, "not to give you answers, but to ask you questions"? Why 
questions and not answers? 
 
52. Lloyd Dobyns says that "trust is an important element of the Deming method," and reminds 
the viewer of the history of adversarial relations between management and labor in the United 
States. Why is trust particularly important in the Deming method? Was trust missing in 
management − labor relations in the past? 
 
53. Lloyd Dobyns says, "Managers have to learn that if everyone is making a living wage, 
appeals to greed or competition will probably work briefly, but not well." Why would this be so? 
What harm do bonuses and competitive dollar awards do? Lloyd Dobyns continues, "With the 
Deming method, you appeal to their talent, their pride, their desire to do the work a bit better. 
The result is a group of workers who will cooperate with each other, but compete with 
themselves." What does he mean? Do you agree? 
 
54. According to Lloyd Dobyns, another belief we accept (and must unlearn) is that for one 
person to win, everyone else must lose. What is wrong with having winners and losers? How 
would you feel working for a company where only a few people whose performances had been 
truly extraordinary for years were singled out for extra rewards? Why does Dr. Deming say, 
"Make the pie bigger, then compete.” Why be concerned about a larger pie (market)? 
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55. Lloyd Dobyns says, "We have been taught that the way to get ahead is to please the boss…. 
In quality, however, the person to please is the customer, and everyone has to work together to 
do it." What's the difference between these two situations? 
 
 
QUESTIONS 56-62 
 
56. Lloyd Dobyns says, "One of the Western world's most sincere beliefs is that whenever 
something goes wrong, someone is to blame. But what's wrong is not the worker, it's the system. 
The Red Bead Experiment proves that." What does he mean? Dr. Deming adds, "Performance 
does not come from the individual. It comes mostly from the system." Can you think 
of examples? 
 
57. Lloyd Dobyns says, "Managers who don't understand that variations exist everywhere − in 
people and things − usually wind up tampering… and generally make things worse. Then they 
look for someone to blame." What does this mean? 
 
58. "We like to believe that the job can be finished, but it can't be finished; it can only be 
improved to please the customer more," says Lloyd Dobyns. Do you believe that a job can't be 
finished? In what sense can this be true? 
 
59. Lloyd Dobyns says, "We learned from Frederick W. Taylor… that the way to do things better 
is to break anything into its smallest component parts… . For quality, you have to think of the 
system as a whole, finding ways to make all the parts work in harmony." What does he mean? 
 
60. Lloyd Dobyns says, "Under a quantity system, you can get only what you inspect. In quality, 
if the system is working as a whole, you'll get what the group expects." What does he mean? 
 
61. Lloyd Dobyns says, "In the new economic age, success is measured by long-term results." 
Why? What's wrong with short-term profitability as a measure of success? 
 
62. Lloyd Dobyns says, "We would be much better served if all diplomas and degrees were 
renamed 'Learner's Permits.'" Why?  
 
 
QUESTIONS 63-64 
 
63. Lloyd Dobyns and Dr. Deming talk about the woman who wrote about her marriage. Dr. 
Deming says, "She took my seminar, learned about cooperation, win-win, each one making a 
contribution to the system. And then, they thought about it, learned about it, worked on it, and 
they've straightened things up." Dr. Deming quotes the woman again, " 'Who would wish to be 
married to a loser?'" and asks, "Would you wish to do business with a loser?" What does he 
mean? 
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64. Lloyd Dobyns summarizes our situation and his understanding of Dr. Deming's beliefs: "We 
have struggled to make work more productive with better technology, and we have succeeded. 
However, to get that mechanical efficiency, we have all but destroyed people's pride in what they 
do. What Dr. Deming teaches is that we must be much more productive if we are to survive… . 
We must produce better goods and services at less cost. While we do that, he wants us to be 
pleased with ourselves personally and professionally satisfied. No matter what we do, he wants 
all of us to win." Do you think there are connections between organizational and personal 
transformations? 
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