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Synopsis

Turnaround is a revolution in the life of any organisation unfortunate enough to
fall on hard times. Safeguarding cash flow, restoring profitability, protecting jobs
and maintaining continuity for customers are all vital as the organisation strives to
return to sustainable format.

However, this in itself is not enough. For long-term success each organisation
must maintain a clear view of its purpose, align all of its activities, continuously
improve its services and processes, maintain the enthusiasm and commitment of
its people, and be creative in the face of never ending change. For most
organisations that is a second revolution — and if they manage to embed it, a true
transformation.

One of the foremost proponents of this transformation was Dr. W.Edwards
Deming who developed a System of Management during his turnaround and
consultancy work with businesses in Japan, the US, Europe and across the
world.

His work was one of the roots of well-known methods such as TQM, Lean
transformation, Systems Thinking and Six sigma. However, his System of
Management goes much further than any of these individually and calls for
nothing less than the transformation of the prevailing style of management.

This talk, with plenty of opportunity for discussion, explores his vision and the
implications for all kinds of organisation as they seek to rebuild themselves. The
changes required are quite profound and are unlikely to herald the end of the
Turnaround industry in the short term!
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Welcome !

Turnaround is not transformation

One of the greatest turnarounds in history

Dr W.E.Deming’s system of management
Implications for turnaround and transformation

Discussion/ questions
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One of the greatest turnarounds

Deming’s early ideas in the US
His approach to Japanese industry from 1949

Commitment of those leaders representing 80% of
Japan’s industry

Turnaround from utter destruction and dire practices
to world leaders in quality and productivity in less than
5 years

Continuous improvement, innovation and steady
market share growth since then

But what about Japan’s banking and public sector ...?
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Turnaround & transformation —

there are many key factors. Even pure survival isa  bout more than cash.

L
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Is an organisation the sum of its
cost centres?

Or the flow of its services and cash?
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Deming’s system of management

The disciplines underlying
successful transformation

Developed out of 50 years of experience working in some of the most
challenging areas. His philosophy and methods were initially bro9ught
together in his book ‘Out Of The Crisis’ in 1988 and summarised at that point
in time in his famous ‘14 Points for management’.

Later distilled into his ‘system of management’ based on the 4 key disciplines
that shape and guide the transformation of any organisation. See the next
slides or ‘The New Economics’ (1993).
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Deming’s 14 Points for Management
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Create constancy of purpose

Adopt the new philosophy

Cease dependence on mass inspection

End lowest price contracts

Improve every process constantly and forever
Institute training on the job

Provide leadership

Drive out fear (encourage communication)
Break down barriers between departments

. Eliminate slogans

. Eliminate arbitrary numerical targets

. Permit pride of workmanship

. Encourage education

. Top management commitment and action

From ‘Out Of The Crisis’, W.E.Deming, 1988
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Organisation Transformation —

the lens of Deming’s System of Management and itsf  our disciplines

See ‘The New Economics’, W.E.Deming, 1993
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Systems thinking

Having a clear purpose, taking a
holistic view and managing every
interdependency to achieve
success
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Psychology

Why we behave as we do, how we can
work together better and how
everyone could take more pride in
what they achieve together

Understanding variation

Appreciating that all measures vary
constantly, discerning the
difference between significant
‘special cause’ variation and
random variation — and taking the
right action




Knowledge and learning

Testing what we think we know,
fostering innovation and directing
it to consistent business

improvement
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Deming’s system of management -

the four key disciplines required to transform any

organisation.

Take a whole system approach;
outside-in and end-to-end, from
the customers’ perspective

Collect data regarding the variation
in key measures, and use this to
prioritise development and change

4

Ensure everyone in the business is
aligned, working together, and able
to contribute their energy and ideas

Design for constant improvement -
gain feedback from customers &
staff, use prototyping & methodical

learning
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It Requires Radical Leadership

“The job of a leader is
to accomplish
transformation
of the organisation.”

W.Edwards Deming

. [Source: The New Economic
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The improvement cycle

Optimise the end to

Understand the end process
customer better =

Remove wasted steps,
resource and delay.

7 Lean end to end

processes Smooth the flow of work
Constant improvement and the demand

stimulates innovation

Listen to the voice
of the process
(measurements aligned
with customer needs)

Scientific approach
to learning

Separate noise from signal
— Common cause from

People learn and exercis8

more creativity Empov;lel;i/l;lg

Special cause
people
People motivated through Empower staff to use the data
pride in their work to make improvements - SPC
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Turnaround is not
Transformation ...

... just a vital first step.
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James.Crawford@ TouchpointChange.co.uk

Explore more at The Deming Transformation Forum; 19-
May 09, Wyboston Lakes, Bedfordshire. www.deming.or
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James Crawford is a Business Transformation Director, Interim Manager and
Change Consultant who specialises in performance improvement, change
management and programme delivery.

Having served on the boards of United Utilities ICS, eXstream Networks and
Cheshire County Council, he now heads up Touchpoint Change Consulting that
helps organisations of all sizes turnaround, grow, manage complex change and
continuously improve.

He is a passionate promoter of better management practices when working in the
private, public and not-for-profit sectors and chairs the Deming Transformation
Forum — an annual conference in May dedicated to exploring and developing
more effective approaches to organisational change. He graduated from Bristol
University and is an accredited Project Manager.

© The Deming Forum 2000 - 2009

10



