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Foreword


They call it an emotional affair.


I didn’t mean to fall in love. I didn’t want to get emotionally involved. Looking back, though, I can see it as inevitable. You can’t spend over two years with something on your mind every day and somehow stay objective.


So, it happened.


I fell in love with Deming’s Journey to Profound Knowledge. I couldn’t maintain my emotional distance. It became a part of my life.


When John got the feedback from his first reviewers, it was overwhelmingly positive, but people said they got lost in the multitude of stories we included in the manuscript. Normally, I keep my head about me with reviews and can assess their validity from an outsider’s point of view. Not this time, though. This time, I bristled at the negativity.


But they were right. There were too many stories, side trails, and rabbit holes. We had to cut, trim, condense, and edit to streamline the read. Once we got to the publisher, they needed more cuts too. We were at 92,000 words; they wanted the word count at about eighty thousand.


I mourned the losses even more than John. I couldn’t separate my attachment to the material from my need to conduct a substantive edit. I abandoned all pretense of being a detached third-party and fought to keep the book’s amazing stories.


Then, John had a flash of inspiration. “I’m going to put these stories in another book all by themselves,” he declared. “It’ll be a companion to Deming’s Journey of Profound Knowledge.”


Two things immediately happened to me. One, John’s solution helped ease the pain of having to edit out all that content, knowing it wasn’t going to be left on the cutting room floor but would be shared, as so many of these stories deserved to be. Two, I knew I had to be part of that new book. I was far too invested to simply walk away. I proposed we work together and, thankfully, John quickly agreed.


What a cool continuation of an awesome collaboration.


We tossed around a number of different titles, like The Deming Tangential or Tales from Edwards Deming, but those didn’t quite capture the essence of this book. Some of the stories in here are about Deming himself, such as his final years with Lola, so “tangential” would be a misnomer. Then again, with some of them you have to squint your eyes and tilt your head just so to see how it relates to Deming, like the brief history of Sarawak. Tales from Edwards Deming doesn’t apply.


The book you hold in your hands is simply a collection of stories John and I discovered while unraveling Deming’s personal journey to Profound Knowledge, and you won’t fully appreciate the stories without having read the first book. We’ll jog your memory, so you won’t be lost at the beginning of each new story. Some chapters are little more than anecdotes, while others, like “The Devil Wears Prada,” are several pages long.


From the time John and I had our first meeting (virtually, due to the COVID-19 pandemic) until we turned the manuscript over to the publisher was twenty-six months. Hands down, this was the most research- and time-intensive book I’ve ever been part of. But what a journey. From learning about Lucy’s tribe making some of the first tools and the seeds of the military-industrial complex all the way to MacArthur’s edicts in Occupied Japan and the origins of non-determinism, it’s been a fascinating ride. The stories in both the main book and this one were hard won, scouring dozens of books as well as hundreds of newspaper articles, journal articles, historical accounts, Deming courses, and personal interviews. I’m grateful that so much of what we came across won’t be in vain.


I have to assume you’re reading this book because Deming’s Journey to Profound Knowledge whetted your appetite for more. Just know this: Learning about Deming is like peeling an onion. Every time you have an a-ha! moment and get through one layer, you find there’s far more to go. John’s been a Deming-ite since 2009, and he’s still learning from the Master, as Doris Quinn calls Deming. It’s a long road, but one well worth it.


May this book be yet one more checkpoint in your own journey to Profound Knowledge.


—Derek Lewis


February 2023


Baton Rouge, Louisiana
















Part I


Foundations of Profound Knowledge





To understand the System of Profound Knowledge, we must first look at the foundational elements that formed Deming’s early thinking.















Chapter 1


Humble Origins & Non-Determinism





Deming’s Early Life


One of my motivations for writing Deming’s Journey to Profound Knowledge was that virtually every book I picked up on Ed presented his ideas, like The Fourteen Points and the System of Profound Knowledge, without presenting much about the man himself. Some books, like Mary Walton’s first book The Deming Management Method, provided some biographical background. We combed dozens of sources to put together a quick history of his early life. Unfortunately, for those of us still worshipping at the feet of the Master, we couldn’t include much of what we wanted to and had to cut out some of what we did. What was left was essential, but here’s a little extra.





W. Edwards Deming (known by his family as Ed) went to work almost as soon as he was old enough. Sometimes, all the family had was the little boy’s wages of $1.25 from doing chores around Powell’s hotel. When he was older, he earned $10 a month for lighting the town’s five gasoline street streetlamps. Sometimes, the family’s meal was fish Ed caught.


In addition to providing legal services, William, Deming’s father, later began selling real estate and insurance. Over time, his business grew enough that the Demings were able to move out of the “little tarshack on the prairie” and into a slightly better home.


The hardship of his family’s subsistence existence and his frequent role as the household’s sole provider shaped Edwards forever. Though poor, his parents were well educated and poured their knowledge (and perhaps thirst for more) into their children. This resulted in a young man who was serious, studious, and diligent—to the point of earning the prophetic nickname in the family as “the professor.”


I love to think of Deming working out electrical engineering equations one morning then practicing his piccolo that afternoon. Some of the greatest figures in history were boundary spanners like Deming. Leonardo da Vinci comes to mind. Winston Churchill was First Lord of the Admiralty as well as the Prime Minister of the UK, yet he was also a poet and an accomplished painter. Some of the greatest computer programmers I know are also accomplished musicians.


Deming Goes to War


This was another great snippet we found in only one source. I loved it because, in just a few brushstrokes, we see the emerging character of Edwards Deming as a young man.





Down at the other end of the Great Plains, far south from Deming’s hometown of Powell, Wyoming, the Mexican Border War waged from 1910 to 1919, fought by such legends as Pancho Villa and General John Pershing (who would shortly lead the US forces in Europe during WWI). Things came to a head with the Tampico Affair. US sailors had come ashore to the Mexican town to secure supplies. Instead, they found themselves detained by Mexican Federales. Their commanding officer, Admiral Henry Mayo, demanded the sailor’s immediate release…but then he went further. He demanded the soldiers issue a formal apology, take down the Mexican flag, replace it with the American flag, and then salute the stars and bars. Plus, a twenty-one-gun salute. To the complete and utter surprise of no one, this did not go over well.


After their refusal, President Woodrow Wilson went before Congress to seek the approval of an armed invasion of the country. The legislature passed and there was a nationwide call for enlistment. A number of young men from Powell, Wyoming, volunteered. The entire town threw a going-away party before they boarded the train to enlist in nearby Cheyenne. Elizabeth (Ed’s sister) gave her oldest brother a ten-cent chocolate bar, something of a luxury on the frontier; true to his nature, little Edwards handed it back. To her delight, he returned on the next train from Cheyenne, having been rejected for military service. Apparently, some recruiter believed soldiers should be older than fourteen.


Spanish Flu


Like so many other authors, the COVID-19 pandemic spurred my motivation to finally sit down and write what I initially titled Profound (and still refer to it as such), which eventually became Deming’s Journey to Profound Knowledge. I thought there was a pretty cool parallel between the Spanish Flu Ed saw in his lifetime and the global pandemic in mine. The book took a different turn, but here is a snippet of what we drafted while going in that direction.





During his early years at college, the Spanish Flu swept the world. An estimated 500 million people were infected; perhaps as much as fifty million people died. In the US, the death toll eventually tallied 675,000 Americans. Back home in Powell, Deming’s family was spared, but the town lost their doctor.


Apple’s Tim Cook & Deming


If you cannot tell from Deming’s Journey to Profound Knowledge, Derek and I had a blast not only finding tidbits and trivia about Ed but also finding ways to make them relevant to today. In the middle of writing the book, my family and I moved from Atlanta, Georgia, to Auburn, Alabama. One of Auburn University’s most famous alums is Apple’s Tim Cook. After a cursory glance at Cook’s background, I was struck by the similarities I saw between him and Ed.





Apple CEO Tim Cook was raised in the Deep South. He was born in Mobile, Alabama, and raised in Robertsdale, a rural farming community on the other side of Mobile Bay. According to Geraldine, Cook’s mother, Robertsdale “was just another hole in the ground.” Besides Tim Cook, Robertsdale’s closest claim to fame is as a pass-through town as tourists turn off Interstate 10 (probably at Buc-ee’s convenience store) and pass through as they head to Lambert’s Café (“Home of the Throwed Roll”) for lunch and then down to the beach at Gulf Shores. Cook’s father had a steady job at the Mobile shipyards; Geraldine worked the counter at a local drugstore.


In the summer between his sophomore and junior years at Auburn University, the NBC special “If Japan Can…” aired. Upon returning to school, I can only imagine the conversations his industrial engineering professors had with Cook and the rest of his peers. Up to that point, industrial engineering was based on the work of Taylor. To learn that an American mathematical physicist had engineered the Japanese Economic Miracle? It must have been to their field what Einstein’s papers had been to physics. Within a few years of Cook’s graduation, industrial engineering had fairly reinvented itself around Deming and his methods, especially as they were practiced in Japan.


I wonder if Cook could have imagined that he would follow in Deming’s footsteps. A country boy raised in a farming community who found his way to the center of technological innovation in the US. The difference being that Cook arrived as a senior vice president with a gleaming office, of course; Deming arrived in Hawthorne to work on transistor assembly.



The Brain Trusts Behind Amazon and Apple


Working Backwards: Insights, Stories, and Secrets from Inside Amazon came out after I had moved to Auburn and drafted the previous copy on Tim Cook versus Ed Deming. After reading the Amazon book, I saw some cool links between Apple and Amazon, which is captured in the following section.





To thrive, let alone survive, in the modern-day worlds of technology and retail, companies need to develop adaptable and robust supply chains that can efficiently get a finished product to consumers. Specifically, in these two worlds. Two giants stand out as testaments to the practices of supply chain management: Amazon and Apple. Moreover, these companies even helped develop the playbook for modern-day supply chain management.


In the late 1990s, supply chain management ideas were getting their footing as technology transformed from overseeing a series of separate processes into one that could be centrally coordinated. At this same time, both Amazon and Apple were at pivotal moments of growth and development. At the helm of these now iconic companies, Jeff Bezos and Steve Jobs faced the tremendous task of scaling and building out their burgeoning businesses with this new framework. To do this, Bezos and Jobs strategically hired two outsiders to build out their supply chains: Jeff Wilke for Amazon and Tim Cook for Apple. While Bezos and Jobs hired these two individuals due to their technical proficiency, little did they know they would be the masterminds behind Amazon’s and Apple’s supply chain revolution.


Jeff Wilke and Amazon


It was 1998, and Amazon was riding high after an incredibly successful IPO the year before that raised $54 million.1 But Bezos wanted more.


He believed it was time to transition the company from an online bookstore into his original goal of an online everything store. Amazon had developed a convenient and cheap online alternative to the traditional bookstore, but how could Bezos establish a system to scale into other categories? The clock was ticking to find the right person for the job, as the company had the momentum and funding to branch out, and after some digging, Bezos found a promising candidate: Jeff Wilke.


Up to that point, Wilke’s professional narrative had twists and turns through Massachusetts Institute of Technology (MIT), graduating in 1993 from the Leaders for Global Operations (LGO) program with an MBA; a stint at Andersen Consulting (now Accenture), where he honed his coding skills and managed software development projects; and some time as VP and General Manager of pharmaceutical fine chemicals at AlliedSignal (now Honeywell), where he navigated various operations and general management assignments, learning about the chemical and electronics industries.


Wilke brought impressive academic prowess and a unique blend of practical experiences to help Amazon, and his exposure to principles like Lean manufacturing, statistical process control, and purpose-built software would prove invaluable assets.


When Wilke was hired in 1999, he had a monumental task in front of him. After searching and searching, he would find the answer to it in Amazon’s distribution centers. As he toured some of the distribution centers, he noticed that Amazon was modeled after Walmart’s logistics, which worked for physical stores but would not work for the sheer size and scale of e-commerce. The new method would require completely reworking Amazon’s supply chain, creating fulfillment centers near consumers for easy delivery, and hiring data scientists and statistical process control experts to develop a system to determine how much stock to store at each fulfillment center. And the results are unquestionable. In 1999, Amazon grossed $2 billion. In 2021, Amazon grossed $1 billion a day.


Tim Cook and Apple


While Amazon was tasked with developing a supply chain for its everything store in 1998, Apple was in a slightly different situation. It was a tumultuous time for Apple, a shadow of its former glory during the PC revolution. Apple had been losing sales for years and had become a laughingstock of the tech community. As a last-ditch effort, Apple brought back Steve Jobs as CEO to usher in an era of restructuring in its product line. While Jobs knew he could reinvigorate the products, the distribution system was a bottleneck he needed to gain expertise in fixing. He would need to outsource, just as Amazon did, and that’s when he found Tim Cook.


While from humble beginnings in a small farming community outside of Mobile, Alabama, Cook earned a Bachelor of Science in Industrial Engineering from Auburn University and an MBA from Duke University. Cook also worked as the director of North American Fulfillment for IBM, where he led manufacturing and distribution. At the time of his interview with Jobs, Cook acted as vice president of corporate materials for Compaq, managing all of its product inventory.


Like Wilke, Cook had developed a critical skill set in supply chain management and industrial engineering that would be crucial to Apple’s growth. When Cook started his role at Apple as senior vice president for worldwide sales and operations, he immediately closed factories and warehouses. He replaced them with contract manufacturers, which reduced the company’s inventory.


Conclusion


Jeff Bezos and Steve Jobs knew they needed help implementing supply chain management. They needed people with skills and experience in Lean manufacturing and statistical process control to build supply chains. Their keen ability to hire experts who understood supply chain intricacies ensured the success of their respective companies. Jeff Wilke and Tim Cook, each in their own way, left an indelible mark on the distribution and supply chain landscape, not only on their respective companies but also on supply chain management. Both Amazon’s and Apple’s development of supply chain management acted as the accelerator of the digital Cambrian Explosion and helped grow the Information Technology sector as a whole. Jeff Wilke’s and Tim Cook’s legacies continue to shape how we receive and enjoy our favorite products, setting the bar high for future industry leaders.


White Rajahs and Paratrooper Cats


In Chapter 1 of Deming’s Journey to Profound Knowledge, we gave an example of non-determinism with the story of how the Southeast Asia island of Borneo came to have a British Royal Air Force cargo plane do a flyover, releasing a couple dozen cats, which floated down in little cat parachutes. More specifically, it was the state of Sarawak on the northwestern coast of the island. What caught our eye was the mention of the “White Rajahs.” In following that rabbit trail, we came across this.





In 1838, a battle-scarred British veteran arrived in Singapore aboard his schooner, the Royalist. An aristocrat, James Brooke had been raised under the “company rule” of the British East India Trading Company and had joined the Bengal Army. He’d already attempted to trade in the Far East before. After an inheritance allowed him to purchase his own ship, he was back again.


This time, he happened to befriend an uncle of the Sultan of Brunei. Uncle Muda related some of the woes from home. In the state of Sarawak, antimony had been discovered. Locals had been forced into slave labor in the new mine. To the constant consternation of those doing the forcing, this did not sit well with those doing the slaving.


Eyeing all 142 tons of the Royalist, Uncle Muda made James an offer: If the trader could put down the uprisings against his nephew, he’d make him the governor of Sarawak. The Brit carefully considered the situation of the natives’ plight and quickly came to the conclusion that sultans were generally richer than slaves. He put down the uprisings (some accounts say “crushed”) and then made sure Uncle Muda made good on his promise.
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