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Breaking Down Silos and Building Up Quality
Systems: The Deming Effect

Written by Allen Scott | 05/12/17 11:16

This article will attempt to tackle the age old problem of breaking down silos in
industry, government, and education and building up quality systems that
produce winning scenarios for all involved, using the principles that Deming
famously created, by replacing systems of competition within organisations to
those of co-operation.Silos are a barrier to improvement and organisational
development that are caused by the prevailing style of management and the
unintended consequences it has produced.

Among the unintended consequences are: short term thinking, annual
performance appraisals and mobility of management (job hopping).

This style of management is based on hierarchy and command and control.
Where did it originate?

Peter Scholtes said in The Leader’s Handbook that it came from a train wreck in
1841.

Train-Wreck Management
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On October 5, 1841, two Western Railroad passenger trains collided head-on
somewhere between Worcester, Massachusetts and Albany, New York. The
Massachusetts legislature launched an investigation into the causes of the train
wreck and the directors of the Western Railroad appointed a committee headed
by Major George W. Whistler to find a remedy.

Their recommendations had major immediate impact on the railroads and, over
the next decades, helped shape all of U.S. managerial practice. Part of the
recommendations for the railroads was an organisational structure that looked
like the “train wreck” chart in Figure 1-1 (below).

While the standard organisational chart may seem ageless, it was, in fact,
adapted from the Prussian Army and introduced to American business practice
as a way to prevent train wrecks! In its time, it was revolutionary. Its unique
features are:

e Central offices run by people called “managers” (a new term)

Distinct functional divisions

A “chain of command” with clear lines of authority

Clear lines of communication and reporting

Clear descriptions of responsibility for each individual from top to bottom

The organisational chart for this style of management looks like the figure below:



instaweb-free:https://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiBganj1OjXAhVCWRQKHSJVCwAQjRwIBw&url=https%3A%2F%2Fen.wikipedia.org%2Fwiki%2FNew_Market_train_wreck&psig=AOvVaw0pyH0t5P5YtC7wOT8NpWAn&ust=1512212510768208

Frrmre rererrr o reeereT rererT

Figure I-1. The “train wreck” chart.

The image is taken from Peter R. Scholtes' work: The leaders handbook: making
things happen, getting things done

A fundamental premise of the “train-wreck” approach to management is that the
primary cause of problems is “dereliction of duty.” The purpose of the
organisational chart is to sufficiently specify those duties so that management
can quickly assign blame, should another accident occur.

The era of management that began in the mid-1800s can be characterized as
“management by results” (Joiner and Scholtes, 1985). Since managers could
no longer do the work themselves or direct others in the doing of the work,
managers exercised their authority by holding people accountable for results.

This train-wreck model evolved in the United States over the years after 1840. In
the 1950s, management by results reached its epitome in MBO (management by
objectives) and performance appraisal - the Harvardisation of train-wreck
management (Scholtes, 1998).
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A New Philosophy

What is the alternative to the train wreck style of management? Actually, a new
style of management came about 100 years after the train wreck but
unfortunately it did not take hold in the United States.

Command and control worked just fine after World War 1. You could not go
wrong - no matter what the management method was. The market was
continually expanding while much of the rest of the world was left in

devastation from WWII. Japan lay in ruins from conventional and nuclear war and
it was at this time that a well known statistician named W. Edwards Deming was
invited to Japan by the Japanese Union of Scientists and Engineers (JUSE) to
help them rebuild. They wanted a new style of management - their products were
known as cheap and worth the price but the Japanese felt that nothing would
change their poor reputation worldwide.

Deming taught them a new style of management, based on improving quality
and creating a culture where everyone would work together as a system. It was
the opposite of the train wreck. Deming assured them that if they listened, then
they would take their place alongside prosperous nations within 5 years. They
beat it and did it in 4 years! America and other countries were now screaming for

protection!
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The new organisational chart looked like this figure:
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Production Viewed as a System chart

The chart above was known as Production Viewed as a System. It was on every
blackboard in Japan when Deming was teaching from 1950 to 1955.

It joined people, management, customers, and suppliers together for the first time
working towards a common aim: Everyone winning through improvement of
quality.

In Deming's quality system, The customer is the most important part of
production. Customers are asked what they like and don’t like and non-
customers are asked why they didn’t buy the product or service. Suppliers and
producers would work together and use SPC to improve constantly by reducing
variation.

Japan kept taking over markets over the next three decades and American
management did not know what hit them until a documentary aired in 1980 called
If Japan Can Why Can’t We? It featured a 79-year-old Dr. W. Edwards Deming
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talking about what Japan had done and what the rest of the world needed to do
for quality, productivity, and competitive position.

Overnight Dr. Deming became a star and Ford, General Motors, The US NAVY,
and many more large organisations hired him to help them.

He wrote Out of the Crisis in 1982 as a textbook to help people pull away from
the current style of management. It featured Deming's 14 Points for
transformation of management and deadly diseases of Western management.
Many points seemed to be crazy at the time, such as elimination of annual
appraisals of people and eliminating grades in school. To many, these ideas are
still radical today. In short, the book destroyed everything people previously
believed about management. It was as different as going from a flat earth to a
round one (Deming, 1982).

At age 93, Dr. Deming, still teaching and learning, published his final text, The
New Economics for Industry, Government, and Education. Here he unveiled his
System of Profound Knowledge, which is the underlying theory behind his
earlier 14 Points. It teaches some knowledge about systems, variation,
psychology, and a theory of knowledge. The four fields of thought interact and
cannot be separated - It gives a person a new lens with which to view
organisations.

A person does not have to be an expert to understand and apply these
principles. This complete theory of management facilitates teamwork and
nourishes innovation.

The preface of The New Economics calls for us to abandon train wreck (silo
management) and embrace a new philosophy for change:

“This book is for people living under the tyranny of the prevailing style of
management. The huge, long range losses caused by this style of management
have led us into decline. Most people imagine that the present style of
management has always existed and is a fixture. Actually, it is a modern invention-
--a prison created by the way in which people interact. We have grown up in a
climate of competition between people, teams, departments, divisions, pupils,
schools, universities. We have been taught by economists that competition will
solve our problems. Actually, competition, we see now is destructive. It would
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be better if everyone would work together as a system, with the aim for everybody
to win. What we need is cooperation and transformation to a new style of
management (Deming, 1993).”

In the third grade, nearly 50 years ago, our teacher played a word association
game with the class. She called out a random word, and we were to very quickly,
write down the first word that popped into our minds. | only remember one word
and one response of my own, which went like this:

Teacher: School
Me: Prison

The teacher collected our papers and seemed to be enjoying our responses until
she came upon the word 'prison’ in response to 'school’'. That must have been
quite a slap to her face! She became visibly upset, almost to the point of tears
and she could not understand why her student said such a horrible thing.
Thankfully, responses were anonymous to encourage the truth! Every school |
have attended and every job has been similar to a prison at times. This is but one
example of how | have confirmed Dr. Deming’s theory of transformation:

“The first step is transformation of the individual. This transformation is
discontinuous. It comes from understanding of the system of profound
knowledge. The individual, transformed, will perceive new meaning to his life, to
events, to numbers, to interactions between people.”

Once the individual understands the system of profound knowledge, he will apply
its principles in every kind of relationship with other people. He will have a basis
for judgment of his own decisions and for transformation of the organisations that
he belongs to. The individual, once transformed, will:

Set an example

Be a good listener, but will not compromise

Continually teach other people

Help people to pull away from their current practice and beliefs and move
into the new philosophy without a feeling of guilt about the past (Deming,
1993).”



Dr. Deming’s work, in large part, came from his association with Walter A.
Shewhart. Deming and Shewhart acknowledged an everlasting debt to American
pragmatist and Harvard educator Clarence Irving Lewis and his landmark book
Mind and the World Order: Outline of a Theory of Knowledge.
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