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THE 
DEMING 
LIBRARY 
 
 

VOLUMES 17-20 
 
 
INTRODUCTION 
 
When different people view a videocassette, each sees, hears, and learns something 
different. If all those people discuss their different insights, they will learn more than 
they would have if they only viewed the tape. Talking about the cassette helps people to 
understand and absorb the information. 
 
There is no need to view The Deming Library in strict numerical order, and most of you 
will find your own best sequence. 
 
For instance, one viewer tells us that his people are more receptive to The 14 Points 
(Volume 2) after they see the Red Bead Experiment (Volumes 7 and 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." That sounds 
reasonable to us. 
 
However, as a suggestion, we think students should first view Volume 1 to understand 
the philosophical background and Volume 8 to understand the historical one. These two 
tapes help to explain why the Deming Method is important in today's global economic 
competition. To understand how much has to change and how deep the commitment to 
change must be, particularly among top management, we suggest the Ford Motor 
Company story (Volumes 3-6). 
 
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'll just stick with the Deming 
Method, it does pay off. You will also find encouragement in the Ford story. 
 
Volumes 14-16 explain Dr. Deming's philosophy in several different ways. The 
philosophy often 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, 9, 14, 15, and 16 more than once. If you do, we predict that you'll 
discover something new every time you view them. 
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While students who have viewed Volumes 1-9 can skip ahead to a specific subject, we 
recommend that you view the whole series in whatever order seems best for you. 
Managers who are trying to create a better work environment might want to go directly 
to The Quality Leader (Volume 16). But if they do not learn about profound knowledge 
(Volumes 14 and 15), they can never understand Dr. Deming's strategy for change. 
 
The newest additions to The Deming Library 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. 
 
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. However, the discussion leader is not 
limited to these few questions. Indeed, the leader is encouraged to help participants raise 
their own questions about points made on the cassette. 
 
One caution: Be sure the people in the group understand that this is a discussion – it is 
not a quiz. 
 
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. 
 
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. 
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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. 
 
 

VOLUME 17: PEOPLE SYSTEMS: THE TOUGHEST CHALLENGE 
 
 
OVERVIEW 
 
Volume 17 of The Deming Library − People Systems: The Toughest Challenge − 
introduces the GM Powertrain Division, supplier of engines and transmissions for 
General Motors' North American Operations. GM Powertrain decided to improve its 
people systems by abolishing performance appraisals of salaried personnel and changing 
its compensation system, which was based on the old appraisal. By forming a Personal 
Development Plan Committee and enlisting Dr. Deming's help, GM Powertrain 
implemented the new Personal Development Plan, which has met with approval from 
management and workers alike. 
 
In previous volumes of The Deming Library, Dr. Deming has discussed the crushing 
effects of extrinsic motivators such as grading in school and performance ratings on the 
job. He says that they undermine the security of the individual, dampen intrinsic 
motivation, and inhibit productivity. 
 
Employees who are subject to personnel appraisal systems must live in anxiety as they 
strive to get high ratings. The insecurity that results constitutes one of the barriers that 
rob people of pride of workmanship. 
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Rather than cooperate to achieve success for the organization as a whole, individuals 
compete within an organization, undermining each other in their struggle to win. 
 
This Discussion Guide is designed to help you get the best possible benefit from these 
cassettes. The more people think about what they have seen and heard, the more this will 
sharpen their thoughts. They will also begin to work together − a step toward teamwork. 
The leader should encourage participants to help each other during the discussions. The 
emphasis should be on group cooperation. 
 
It is essential that the discussion of each tape comes at the end of that cassette, while the 
information is fresh in the minds of the participants. 
 
 
INTRODUCTION 
 
Volume 17 of The Deming Library addresses what many managers have found to be the 
most problematic aspect of Dr. Deming's 14 Points: that employee performance 
appraisals, ranking, and grading must be abolished. In this volume, managers at GM 
Powertrain explain how they worked with Dr. Deming to understand why appraisal and 
ranking systems are destructive to individuals, and why improvements must be aimed at 
optimizing systems for the benefit of everyone. 
 
Top and middle managers discuss the difficulties of change for managers, supervisors, 
and employees as they replaced their people systems with new and better ones. They 
describe the new Personal Development Plan and compensation systems that have 
improved communication, promoted career development, and helped create an 
environment that allows people to cooperate, take joy in their work, and contribute to the 
organization as a whole. 
 
While viewing and discussing this volume of The Deming Library, keep in mind that 
while aspects of the approach taken by GM Powertrain may be of use to you, they cannot 
be copied. Organizations must adopt and apply the Deming Method as a whole. 
 
 
QUESTIONS 1-10 
 
1. Dr. Deming mentions the unsuspected loss suffered because of traditional performance 
appraisal systems. What might those losses be? Does your organization have an appraisal 
system? 
 
2. In his teaching at New York University and Columbia University, Dr. Deming does 
not grade his students. Could his inference that grading inhibits the joy of learning apply 
in a professional environment as well as in an academic one? 
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3. Why are many people finding it difficult to accept that grading and ranking are wrong? 
 
4. What is "optimization" of a system, and how is it hampered by performance appraisals 
and ranking? 
 
5. Howard Stanton stresses the importance of the total commitment of senior managers to 
the process of changing personnel systems. Why is it necessary for senior managers to 
become involved in the process, rather than simply approving a plan for the changes and 
allowing a personnel group to teach it and to carry it out? 
 
6. Why does Dr. Gypsie Ranney say that "you can't address the technical problems of 
quality without addressing the social systems of an organization"?  
 
7. Do you agree with Dr. Wendy Coles that greater understanding of the aim of an 
organization can prompt its employees to contribute to its optimization? Why is it 
especially important that Dr. Deming uses psychology to teach this point? 
 
8. Arv Mueller comments that management cannot "squeeze on one part of the 
organization without something happening in some other part." What does he mean by 
this and what does it have to do with personnel systems? 
 
9. According to Dr. Coles, how can employees' strong loyalty to their own departments 
within an organization detract from the success of the organization as a whole? 
 
10. Why does Dr. Deming use the Royal Philharmonic Orchestra to illustrate a good 
system, and how does the orchestra also represent the principle of optimization? What 
does Dr. Deming cite as the difference between two orchestras, and how might this apply 
to companies? 
 
 
QUESTIONS 11-19 
 
11. Lloyd Dobyns explains that some managers are afraid of the idea of everyone in a 
company cooperating to achieve more, because they feel it might result in "less money 
for them." Do you think those managers have a valid concern? How does Dr. Deming 
refute the idea? 
 
12. Why do Dr. Ranney and Norb Keller say that it is impossible to judge people's 
performances fairly using appraisal systems? Can you think of any other such pitfalls in 
an appraisal and ranking system? 
 
13. Why does Dick Donnelly say that the old appraisal system was "backward-looking" 
that it "looked at the past"? 
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14. What does Dr. Deming mean when he says, "A grade is used for prediction? Do you 
think that he is correct in suggesting that companies are mistaken when they simply 
recruit the top 10 % of a class? Why might academic grades not be a legitimate criterion 
by which to judge job applicants? 
 
15. Dr. Ranney explains that the more powerful people in an organization can use their 
power to get the employees of their choice ranked higher. How might this be extremely 
dangerous to an organization? 
 
16. How, as Dr. Ranney infers, can appraisal systems damage someone's self-esteem? 
How might that affect teamwork within an organization? 
 
17. Bill Hoglund describes the Personnel Development Plan at GM Powertrain, during 
which an employee meets with his/her supervisor periodically to discuss the employee's 
"personal development and role in the organization." How would this type of interaction 
be beneficial to the organization as a whole, as well as to the individual employee? How 
does this differ from the traditional supervisor-employee appraisal meetings? 
 
18. In their discussion of the job of a leader, Mr. Hoglund and Dr. Deming refer to 
"figures." How might numbers be used to help managers and employees? 
 
19. Dr. Deming scoffs at the mention of GM Powertrain's former rating system, calling it 
the "easy way out" and "the lazy way." What was it the easy or lazy way out of? 
 
 
QUESTIONS 20-27 
 
20. Why might it be especially difficult for management to renounce personnel appraisal 
systems? Why did Bob Clark, a manager who originally rejected the idea of abolishing 
the appraisal system, experience such a profound change of heart? 
 
21. Think about how Mr. Stanton and Mr. Keller describe the new Personnel 
Development Plan. How is it forward-looking, or geared toward the future, whereas the 
old system, according to Mr. Donnelly, was backward-looking? 
 
22. Mary Jenkins refers to the "significant enhancement" in the new personnel system of 
having feedback from peers and subordinates. What can this type of system contribute to 
personal development that one based solely on supervisor feedback cannot? 
 
23. Mr. Keller mentions that in traditional appraisal systems, managers often miss 
"feedback in between" appraisals. Would employees in your organization appreciate 
more opportunities to exchange feedback with their superiors? How would the 
organization benefit from this? 
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24. What are some of the barriers that Ms. Jenkins says managers must work to eliminate 
so that workers can perform to their fullest? 
 
25. Mr. Stanton and Ms. Jenkins describe problems that the new system can pose for 
employees, including an uncertainty about their standing in the organization. How might 
you work to allow people to "feel good about the work that they are doing without 
having it be at the expense of other people"? 
 
26. Mr. Stanton says that an individual's performance depends not only on his or her 
behavior, skills, etc.; rather, it depends on the system that the individual works in. How 
might things such as availability of tools, supervisor variation, etc., affect performance?' 
What else in the system could affect performance? 
 
27. Does judging people help them?' 
 
 
QUESTIONS 28-32 
 
28. In discussing the problems that the new system poses for managers, Ms. Jenkins 
explains that the manager's role changes from that of a judge − a "power position" − to 
that of a coach. Why might it be much more difficult to be a coach than a judge? Is a 
coach's influence more valuable to employees than that of a judge? Why? 
 
29. Do you agree with Dr. Deming's theory that, assuming the worker is making enough 
money to live on, pay is not a motivator of a person's work? What do he and Mr. Stanton 
suggest are the real motivators in the workplace that make people work hard and take 
pride in their work? 
 
30. Once management has acknowledged that pay is not the greatest motivator of work, 
it still must find a way to pay and promote employees. How does GM Powertrain − 
which can no longer use the ranking system to determine pay or promotions − now pay 
its employees? How might they develop a system of promoting people which is 
consistent with Dr. Deming's teachings? [See the top of page 118 in Dr. Deming's 
book, Out of the Crisis.] 
 
31. Of Dr. Deming's 14 Points, which ones apply directly to the subjects covered in this 
volume? 
 
32. This volume has described how GM's Powertrain Division abolished the old 
appraisal of people, which made them competitive, and how Powertrain now uses a 
personal development system that fosters cooperation between employees. Would you 
like to see a similar metamorphosis take place in your organization? Who would you 
place on a committee to develop and launch the new system? List some of the potential 
problems that might arise from such an undertaking in your organization. Discuss 
strategies that will (1) convince management and employees that the new system is not 
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just a short-term fad, (2) gain their commitment to the changes, and (3) mollify middle 
managers who may feel that their authority is threatened. 
 
 

VOLUME 18: COMPETITION DOESN'T WORK: COOPERATION 
DOES 

 
 
OVERVIEW 
 
Volume 18 explores and affirms the idea that Competition Doesn't Work: Cooperation 
Does. Five of the 14 Points bear specifically on this point. They are: 
 

8. Drive out fear. 
Fear and anxiety are present at all levels in most organizations. They result from 
management's efforts to spur better performance with numerical goal setting, 
ranking, incentives, and slogans intended to stimulate a competitive spirit. The 
response to fear is defensiveness. 
 
9. Break down barriers between departments. 
The barriers that Dr. Deming refers to are the proprietary objectives of 
departments or divisions required by top management to get better performance 
from those units. 
 
10. Eliminate slogans, exhortations, and numerical targets. 
Managers intend that slogans, exhortations, and numerical targets will motivate 
people to work harder in competition with themselves or others. 
 
11. Eliminate work standards (quotas) and management by objective. 
Work standards and management by objective (MBO) are traditionally assumed 
to produce better performance. 
 
12. Remove barriers that rob workers, engineers, and managers of their 
right to pride of workmanship. 
These barriers are the extrinsic motivators − rewards or punishments − intended 
to urge people to higher attainments. 

 
Where fear, barriers, exhortations, and quotas or MBO are accepted as necessary tools or 
accompaniments of good management, people will not experience the benefits of 
cooperation. Competition in one form or another − interpersonal and interdepartmental − 
will be the spoken or unspoken rule. 
 
On the other hand, implementation of these five Points prepares the way for greater 
cooperation between individuals and departments. 
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In Volume 15 of The Deming Library, Dr. Deming considered the fourth part of 
profound knowledge-knowledge of psychology. He explained how misplaced 
competition − grades, ratings, and merit systems − smothers intrinsic motivation and 
innovation.  
 
About psychology Dr. Deming states, “A leader must be aware of the differences 
between people,” because "optimization of everybody's abilities and inclinations" and, 
hence, the performance of the organization, follows from this understanding. From 
awareness of individual differences, Dr. Deming moves to the psychology of change, and 
then to the differences between intrinsic and extrinsic motivation and the distinction 
between traditional individualism and enhancement of "power of the individual.” 
 
Dr. Deming teaches that human beings intrinsically take joy in learning and in work and 
naturally esteem other people. It follows that self-esteem and dignity come from within, 
not from other people or external forces. The manager who accepts and nurtures these 
positive human traits and teaches others the value of individual differences may lead his 
organization toward optimization, the state in which cooperation, not competition, is the 
primary rule of behavior. Extrinsic motivators, from gold stars to incentive pay, not only 
distract a person from following an intrinsically rewarding course, but actually destroy 
the individual's native capacities, innovation, and continuous improvement. 
 
Dr. Deming teaches that customers, suppliers, stockholders, management, and employees 
may all prosper together in the cooperative environment that makes possible an 
optimization of the entire system. Companies benefit not only from internal cooperation, 
but from cooperation with their competitors in such areas as standards. 
 
 
INTRODUCTION 
 
In Volume 18 of The Deming Library, Competition Doesn't Work: Cooperation Does, 
Dr. Deming considers the evidence that cooperation produces better results than 
competition, contrary to conventional wisdom about competition's tonic effect. He talks 
with Alfie Kohn, author of No Contest: The Case Against Competition, about Kohn's 
findings in the literature of clinical, experimental, and field studies of competition among 
children and adults. The evidence is overwhelming that people perform better and are 
happier in a cooperative environment. Dr. Michael Maccoby, psychologist, 
anthropologist, and management consultant, contributes observations from history and 
other cultures that question the view that traditional American competitiveness is the 
only path to success. 
 
Dr. Deming concludes that it is in people's own self-interest to learn to work together 
because "it pays to cooperate .... Everybody wins!" 
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QUESTIONS 1-4 
 
1. What is the basis in American experience for believing that "competition is an 
inevitable part of human nature and you need it to be productive"? (This reflects the 
culture in which Mr. Kohn says he was raised.) 
 
2. Mr. Kohn says there are three optional paths to achievement: "We can succeed 
working on our own… or we can do so cooperatively, which means I can succeed only if 
you succeed too .... Or I can succeed only if you fail." Give an example of each of these 
in a work situation. What advantages and disadvantages do you find in each path? 
 
3. How do you feel in competitive situations at work? Do you agree with Dr. Deming 
and Mr. Kohn that competition causes fear and anxiety? How might anxiety hamper your 
work? How do you feel after a day in which you experienced strong fear or anxiety? 
 
4. Why would some managements wish to "keep their people stirred up and on edge" as 
Lloyd Dobyns suggests? 
 
 
QUESTIONS 5-10 
 
5. Can you think of reasons why you would voluntarily cooperate in a competitive 
situation? What limits to cooperation do you place on yourself in your organization? 
Why? 
 
6. Mr. Kohn says that "doing well and doing better than others are simply two different 
ideas." How do they differ? Where has your greatest satisfaction come from at work? 
What kind of success − doing well or doing better than others − is formally or informally 
recognized in your organization? What does "doing well" mean to you? 
 
7. Do you believe the research results mentioned by Mr. Kohn which indicate that people 
are not only "happier in cooperative workplaces" but "also a lot more likely to work their 
hardest, to be motivated, and to turn out quality products"? Does this agree with your 
experience? 
 
8. Mr. Kohn says that in hundreds of studies he reviewed he found no evidence that 
competition improved productivity; on the contrary, quality of production "seems to 
require the absence of competition." He adds that he thinks "this country has been 
productive in spite of competition." If this is true, why do you suppose we continue to 
value competition? How much of our past success is attributable to the competitive spirit 
of rugged individualism? 
 
9. Mr. Dobyns suggests that we Americans may discount cooperation because "we've 
never really tried it." Can you recall instances in which you have tried formally to design 
cooperative working arrangements? 
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10. Dr. Michael Maccoby reminds us of the importance in the American experience of 
separating winners and losers, going it alone. What were your early experiences of 
winning and losing? How did these experiences influence your behavior in school? At 
work? At home and in recreational pursuits? 
 
 
QUESTIONS 11-14 
 
11. What is the American justification for cooperating, according to Mr. Kohn? 
 
12. Dr. Maccoby contrasts the French and American declarations of independence in 
which we chose liberty , and (individual) happiness while the French chose liberty and 
fraternity. Should we revise our Declaration of Independence in favor of liberty and 
cooperation? Why? Why not? Can we live competitively in some parts of life and 
cooperatively in others? How? 
 
13. Do you think that people might lose a part of themselves − their self-respect, their 
personalities, their individual initiative − if called on to cooperate? Are you fearful in this 
respect? 
 
14. Mr. Dobyns reviews Dr. Deming's chart from Volume15, “Gradual Ruination over 
the Life Span of the Individual from the Prevailing System of Reward.” He says the chart 
illustrates Dr. Deming’s belief that “we are born with intrinsic motivation; that is, we 
wish to do well because it makes us feel good, not because it makes us better than 
anyone else. But for the rest of that American’s life, almost everything that happens − at 
school, at play, at work − will be designed to destroy that belief.” Do you believe this? 
What evidence do you have from personal experience? What feelings do you have with 
regard to winning or losing awards? 
 
 
LIFE SPAN GRAPHIC 
 
Gradual Ruination over the Life Span of the Individual from the Prevailing System 
of Reward 
 
The lower portion inside the rectangle shows the positive attributes that each of us is 
born with. The destructive forces that bear on the individual throughout life are indicated 
by arrows along the top of the graphic. The effects of these forces are shown in the upper 
portion of the rectangle. 
 
When life begins (on the left side of the graphic), the positive attributes of the individual 
are abundant. But as life goes on (moving left to right), these attributes are gradually 
crushed, according to Dr. Deming, by the prevailing Western system of reward. 
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Dr. Deming says, "The forces along the top rob people and the nation of innovation and 
applied science. We must replace these forces with management that will restore the 
power of the individual." 
 
(This is a recent revision of Dr. Deming's Life Span graphic.) 
 
 
QUESTIONS 15-22 
 
15. Mr. Kohn suggests that competitiveness may become an addictive behavior "in 
which the more I compete, the more I need to compete to meet my emotional needs. I 
feel awful about myself when I lose, and it doesn't really satisfy me when I win either." 
Have you any experience of this?  
 
16. Do you know of any system of individual rewards that will not spur competitiveness 
and leave some people cast as "winners" and others relegated to "losers"? Is there any 
disadvantage to a system in which only identical rewards are given to everyone at the 
same time? 
 
17. Were you ever graded "on the curve"? How did you feel about it? How much is your 
motivation influenced by your own or others' pay levels or records of individual honors 
and incentive awards? 
 



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

Washington, DC  20012 
ManagementWisdom.com 

(800) 453-6280 wbob@cc-m.com 
- 15 - 

18. What does Mr. Kohn mean when he says that grading on a curve creates an "artificial 
scarcity"? 
 
19. Is "competing against yourself" a substitute for competing against others? Must 
character-building experiences involve competition? 
 
20. The Red Bead Experiment (Volumes 7 and 8) is recalled to emphasize how much the 
system influences the individual performance of workers and managers and how even 
merit rewards discourage intrinsic motivation because people intuitively know how little 
control they have. Mr. Dobyns observes, "When you reward a worker for something over 
which that worker had no control, you do as much damage as if you had punished him." 
Do you agree? 
 
21. Do you agree with Mr. Kohn that the more you think about performance bonuses, or 
even certain kinds of approval from a supervisor, the less you are able to enjoy your 
work for its own sake? 
 
22. We know, as Mr. Dobyns says, that "in some instances fear is a great motivator." He 
adds that "in many cases, it can also cause paralysis." What are other effects of fear? 
What is the climate for risk taking in your organization? What is management's attitude 
toward mistakes? 
 
 
QUESTIONS 23-31 
 
23. Why does Mr. Kohn say that competition can lead people to do some things faster 
but not better  especially in cases of problem solving? 
 
24. What does Dr. Deming mean when he says that in competitive workplaces "one gets 
ahead by conforming"? 
 
25. Are there strong incentives to conform to rigid procedures in your organization? How 
do they influence your work? Your attitudes? Are suggestions for improvement 
welcomed and implemented in your organization? Have you or other people you work 
with volunteered any suggestions in the last year? 
 
26. Do you agree with Dr. Deming and Mr. Dobyns that traditional management does not 
understand the importance of innovation? 
 
27. If it is true that the Japanese work more cooperatively than Americans, why should 
this be so? 
 
28. Mr. Kohn refers to the "almost magical phenomenon in which the group turns out to 
be more than the sum of its parts." What is he talking about? Have you ever experienced 
anything like this? What can spoil a brainstorming session? 



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

Washington, DC  20012 
ManagementWisdom.com 

(800) 453-6280 wbob@cc-m.com 
- 16 - 

 
29. Mr. Kohn suggests cooperation must be built into systems so that "none of us is 
finished until all of us have completed the task." Give an example of a system in your 
organization that could be improved by reorganizing in this way. 
 
30. What would it take to convince you that a higher form of "self-realization" ("Ikagi” 
in Japanese) might be attainable through cooperation than any system you have 
experienced? What is the difference between the Japanese definition of self-realization 
and ours? Is their idea better? 
 
31. Do you believe that cooperation and competition are learned behaviors? How would 
a change in your organization take place? Who could lead it? 
 
 

VOLUME 19: PROFOUND KNOWLEDGE FOR LEADERSHIP 
 
 
OVERVIEW 
 
In Volume 19 of The Deming Library, Dr. Deming, Dr. Michael Maccoby, and managers 
from the Powertrain Division at General Motors consider the qualities of a successful 
leader and how a leader must guide the transformation of the organization to a 
cooperative environment where everyone is encouraged to take pride in his/her work. 
 
The discussions contrast the traditional style of leadership by command, and common 
notions about human motivation, with the new role of leaders to understand and learn 
while helping their people focus on the common aim agreed to by management and 
employees − namely, the organization's constancy of purpose. Dr. Deming and Dr. 
Maccoby consider the theories of B. F Skinner and Abraham Maslow which have been 
incorporated into traditional management − sometimes with incomplete understanding − 
and have resulted in efforts to control people and manipulate behavior in the name of 
management. 
 
The importance of management through learning with the aid of the theory of a system, 
and the new theory of the motivation of the whole person in organizations, are stressed. 
 
 
QUESTIONS 1-7 
 
1. Dr. Deming begins Volume 19 by asking, "How do we bring about change? What is 
the psychology of change? What is holding us back?" What do you think he believes is 
the greatest impediment to change? 
 
2. Dr. Maccoby responds, "The most important obstacle is that most managers' brains are 
hard-wired in the old logic .... [It's] not just that they were brought up to think that way − 
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that their job is to control rather than to understand and learn." What do you think he 
means? 
 
3. Dr. Wendy Coles says Dr. Deming "invites us to look at the world in a different way" 
and proposes that that vision is essential to change. To what is she referring? 
 
4. As Lloyd Dobyns introduces the subject of leadership, he and Punk consider the 
contrast between military-style leadership and Dr. Deming's ideas. Do you agree that 
leadership bearing an implied threat will "get you exactly what you demand, nothing 
more"? Why might this be so? 
 
5. Referring to the psychology of change, Dr. Maccoby says that people have to "unlearn 
so much that they've been taught that really isn't true." What are some examples of 
"common knowledge" that no longer work in management or other areas of life? 
 
6. Dick Donnelly introduces an important implication of the new style of management: 
the need for "a well-thought-out vision of where we [are] taking the organization, and 
how what we were asking them to do actually fits that long-term vision." What is the 
practical importance of a vision, or in Dr. Deming's term, "constancy of purpose"? 
 
7. Dr. Deming continues to develop this idea of the new leader as one with a theory to… 
lead the transformation." What theory or theories must the leader understand? What vital 
task must the leader perform using theory? 
 
 
QUESTIONS 8-15 
 
8. Do other people in an organization need to understand and apply theory? Why? What 
does this tell you about how to learn something? 
 
9. What happens to experience when leaders apply theory to understand the system? 
How does this differ from the present style of management? 
 
10. The story of Chanticleer's theory about the sunrise suggests an important property of 
every theory and a requirement of anyone working with any theory. What property does 
every theory have, and what must be done with theory? 
 
11. What is necessary to make a prediction? What is the inevitable result of every 
prediction? What does a prediction do to the theory that the prediction is based on? 
 
12. Dr. Deming says that it is important for managers to have a theory to predict "how 
people will behave." Why is prediction important in management? Is management 
possible without prediction? 
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13. Who benefited most from the old ideas about management? Why does Dr. Deming 
emphasize the importance of teaching theory to "the people in power to make it happen"? 
 
14. Bill Hoglund recalls that the plant managers experienced the most difficult time 
during the General Motors reorganization in the 1980s. Do you find it difficult to accept 
Dr. Deming's suggestion that the right action for the plant manager and the director of 
reliability to take in regard to a supplier is "to help him"? What ideas and attitudes have 
to change before one can accept the point of view advocated by Dr. Deming? 
 
15. Dr. Deming says, "The system is composed of people, not mere machinery, nor 
activities, nor organization charts" and adds that "the performance of any component, 
any subprocess, is to be evaluated in terms of its contribution to the aim of the system, 
not for its individual profit or production, nor for any other competitive measure." What 
does he mean? How would this apply to your company? What has this to do with people 
as the most important part of the system? 
 
 
QUESTIONS 16-22 
 
16. Mr. Hoglund answers Dr. Deming: "What you have offered us is a methodology for 
resolving conflict, dealing with problems. And the first thing that you need is constancy 
of purpose." Why is this approach to dealing with conflict likely to be effective? 
 
17. What does Punk mean when he says, "If they don't know where you are as a leader, 
they can't know where they are supposed to be"? Where should a leader be? 
 
18. Mr. Scherkenbach offers a clarification: People may agree on aims, but "it's how 
we're going to get there − the process." Is process more important than aim? Must the 
definition or description of a process include the aim? Is an aim meaningful without 
consideration of the means by which it will be attained? 
 
19. Mr. Dobyns says, "Processes or systems are like road maps: They tell everyone 
where you are going and how you are going to get there." What is the relationship 
between profound knowledge and the problems of understanding processes and systems? 
Could you list ways in which profound knowledge is useful to read the "road map" of a 
system? From where did the most valuable information come that led Powertrain to 
develop its new manufacturing system? Who must be included in the flowchart of a 
manufacturing system? 
 
20. "Listening is a key to working well with customers and suppliers," Mr. Dobyns says. 
What are some of the reasons that people find it hard to listen to others? 
 
21. Why does Dr. Deming say, "Listen. Understand people's difficulties"? 
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22. The theory of cognitive dissonance is listening to but not hearing what someone else 
is saying. It means that people tend to incorporate into their thinking only those messages 
that fit their systems of belief − their theories about the way things work. Can you give 
some examples of cognitive dissonance operating in your personal or work life? 
 
 
QUESTIONS 23-29 
 
23. Why is it important, as Dr. Deming points out, to listen "without criticism," 
especially when you think that the speaker is mistaken? Is there something more to be 
learned from another person than the explicit message he/she is trying to communicate? 
 
24. The GM employee sums up the value of listening as evidence that "a leader should 
value people above all else." Do you agree? 
 
25. Dr. Maccoby reminds us that being right is not the ultimate value. How could this 
be? Graphic 7, "Some Attributes of a Leader," in Volume 16, says that there are three 
sources of power: "(1) formal, (2) knowledge, (3) personality. A successful leader 
develops 2 and 3 and does not rely on No. 1." Why should the leader develop knowledge 
and personality? What is the appropriate use of formal power? 
 
26. What qualities did General George Washington bring to his appeal to the soldiers of 
the Continental Army that led them to follow his leadership? What qualities did 
President Franklin D. Roosevelt demonstrate during the Depression? Have you 
encountered any thing resembling this kind of appeal in your work experience? How 
would you describe its most important element? 
 
27. What does Mr. Hoglund mean when he says that "the leader has to believe in 
customers"? And what is the relationship of this belief to the process by which customer 
satisfaction will be achieved? 
 
28. The discussion turns to two kinds of learning − with the head and with the heart. 
How do you think of "the discipline of the heart" in relation to your experience of the 
organization? Is a person motivated in the head? In the heart? Where does 
"discretionary" work effort come from? 
 
29. Mr. Dobyns introduces a discussion of B. E Skinner's theories for modification of 
behavior and suggests that much of what we have been taught about motivation comes 
from these ideas. We require a second look. From Dr. Maccoby's remarks, why do you 
think evidence from laboratory stimulus-response experiments might have been easily 
accepted by teachers of the theory of management? 
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QUESTIONS 30-36 
 
30. Are you persuaded by the Harlow experiment with monkeys that intangible rewards 
are more important than bananas or money in motivating monkeys or people to learn? 
Does this agree with your experience? What sorts of intangible rewards or values appeal 
to you? 
 
31. Do you think that the control theory of management suggested by the reference to 
Skinner's theories can be unlearned by managers? 
 
32. What assumption underlies the tendency of some people to apply Abraham Maslow's 
hierarchy of motivation selectively − that is, to believe, for example, that poorer people 
are motivated only by needs for food and shelter, while senior managers respond to 
rewards of additional power? 
 
33. In looking back over your experience, do you believe that some managers and the 
policies and compensation systems of some organizations have regarded people only as 
"partial people"? 
 
34. Dr. Maccoby quotes Dr. Deming as saying, "You can't have quality without intrinsic 
motivation." What reasons can you list after the preceding discussion as evidence for the 
truth of this? 
 
35. Dr. Maccoby suggests an unfamiliar definition of economics: "people doing things." 
Does this thought help you to gain a different picture of a system composed of people, 
tools, and technology? What is most important in any system, so considered? 
 
36. Dr. Deming cautions, "It's not just improvement" but "a totally new state, 
metamorphosis, total change." What is the difference between improvement and total 
change? 
 
 
 VOLUME 20: LEADERSHIP FOR THE TRANSFORMATION 
 
 
OVERVIEW 
 
In Volume 20, top managers of the GM Powertrain Division discuss the role of a leader 
as teacher and coach. Dr. Deming and Dr. Maccoby explore the challenges of 
transformation by moving to the front line, talking to supervisors, managers, and 
employees about the difficulties and benefits of their new roles. 
 
The connection between learning, change, and leadership of teams is explored in these 
conversations. The value of continuing education and training for managers and other 
employees is explored. It is suggested that the essential element of organizational 
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transformation is changing from traditional hierarchical management systems dependent 
on rote learning of rules and practices to a different system where managers lead in 
learning how to continually improve the systems and processes of the organization. 
 
The different perspectives of upper management, middle managers and supervisors, and 
other employees are considered in the discussion of the problems of operating at the 
same time in two systems. In the questions that follow, an attempt is made to relate the 
discussion, wherever possible, to profound knowledge or the 
14 Points. 
 
 
QUESTIONS 1-5 
 
1. Dr. Deming says, “A manager of people is a continual learner − learning about his 
people, learning about the job, helping his people to understand their work as part of a 
system.” Mr. Grettenberger says, "Don't be afraid to critically self-analyze what you've 
been doing… . Don't be afraid to change things:" What is the relationship of these two 
statements? 
 
2. Mr. Grettenberger says, "We have had over sixteen hundred of our employees go 
through [Dr. Deming's] complete four-day seminar, and some of them more than once." 
What value is there in attending more than one seminar or studying something 
repeatedly? 
 
3. Dr. Wendy Coles says, "There are some basics that they all understand and are 
committed to: understanding variation, understanding a system, understanding the role of 
leadership, understanding relationships." What basic understandings and commitments 
must employees at all levels in an organization share for leadership of the transformation 
to be effective? Can you think of others? 
 
4. Why, in the "old way" described by Mr. Grettenberger, did designers design and 
builders build − every department doing its job individually and in isolation from others 
in the manufacturing of cars? Why should the job be organized differently now? What 
must change? 
 
5. Why does Mr. Keller say that "a common understanding of… the objective… [of] 
trying to satisfy customers" is the most important aim of the new management system? 
 
 
QUESTIONS 6-9 
 
6. Lloyd Dobyns says, "A leader has to make it easy for his people to get together and 
talk, but… the people talking have to have something to say. That requires that they 
know what they're doing; that they have been trained." Dr. Maccoby tells the story of an 
American who asked a Japanese manager about the consequences of applicants failing a 
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test of job qualifications and received an answer that he could not understand: "Well, we 
go back and improve the teaching." Then Mr. Mueller says, "You develop a degree of 
patience in learning, because… there is variation in the organization… . People learn in 
different ways… . They are all at different levels." What is the problem in the American 
way of learning that Mr. Dobyns and Dr. Maccoby seem to be referring to? Has the fact 
of individual variation in learning been dealt with effectively in your experience with 
training? 
 
7. Why does Dr. Deming say, "I don't do much talking; I just ask questions"? What 
should be the leader's training objective for others? What does Dr. Maccoby mean by his 
reference to Lao Tsu's teaching that "the best of all leaders is the leader who helps people 
so eventually they don't need him"? 
 
8. Dr. Maccoby says, "The best leader doesn't say very much. What he says carries… 
profound knowledge. And when he's finished his work, the people all say, 'We did it 
ourselves.'" What are the elements of profound knowledge and how do you see their 
contribution to this question?  
 
9. Mr. Dobyns says that leaders "have to be students, continually improving their own 
education" in order to teach their people to succeed. What has the leader's continuing 
education to do with his ability to train others? Why do you think some managers might 
be uncomfortable with the thought that their education or training could be incomplete? 
What could be the origin of such an attitude? 
 
 
QUESTIONS 10-15 
 
10. Mr. Dobyns points out that Dr. Deming's 14 Points distinguish between training (No. 
6) and education (No. 13) and advocate continuing on-the job training and 
encouragement of continuing education for all − managers and workers alike. How do 
you understand the difference between training and education? Why are both important? 
What aspect of profound knowledge and which of the 14 Points are particularly relevant 
to this question? 
 
11. Mr. Keller recalls the experience of first hearing Dr. Deming discuss his 14 Points: 
"[M]any of us in the room could kind of capture those 14 Points and put them in three 
buckets: We're doing that already,… we can't do that, and… we don't see any reason why 
we should do that." What does this reveal about managers' attitudes and the question of 
continuing their own education? 
 
12. Mr. Scherkenbach says, "One of management's fears… is that they got that position 
because they knew a lot. And if you had to improve or educate yourself, that might be 
perceived as a sign of weakness." Have you experienced this? In yourself? In others? 
What do you think could be done about it? 
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13. What do you make of this statement by Mr. Dobyns: "It is… necessary to continually 
improve how we learn"? What was the difference between the way in which the majority 
of 20 and the single medical student, in Dr. Deming's story of the Mongolian rat, went 
about their learning? 
 
14. Do you begin to believe, as Dr. Maccoby says, that "the leader is a coach, is a 
learner"? 
 
15. Why is the present system itself the hardest reality of managing or participating in the 
transformation of an organization? In what order do you think one could proceed to 
change the system and the ways people think and act? If, as Dr. Deming says, even the 
head of an organization is "bound up by the system," how can change proceed? 
 
 
QUESTIONS 16-20 
 
16. How do you see the differences between the difficulty of change experienced by 
middle managers, supervisors, upper-level managers, and by other employees? What is 
unusual about the situation of the middle manager? 
 
17. The discussion among GM managers reveals that part of the threat of change is 
related to the feeling that a person who operates in the old way has been discovered to be 
wrong, even guilty. How would you explain this to people who feel this way? 
 
18. What does Mr. Nordeen mean by his suggestion that to help people make a change 
"you create a learning environment"? What are the elements of a learning environment? 
 
19. What attitudes held by managers might interfere with delegating more responsibility 
to teams of workers? What do you think is the answer to this problem? What qualities are 
needed by managers in this situation? 
 
20. Dr. Deming says, "When you can improve your own work, understand why it is 
important, do it well to try to improve it, people will enjoy their work." Is this the 
definition of a learning environment? Are most people intrinsically motivated to take 
pride in their work and to enjoy it if they are able to improve it and to understand why it 
is important? 


