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Dear Ken,
I am glad you asked me about how I got involved in benchmarking because it is a great story and it has
allowed me to reminisce about so many things that happened in my life during the past 30 years that
have resulted in framing my career that developed over this time.
I was a young manager at Hewlett-Packard and had just completed 13 years in the Navy, departing as a
lieutenant commander. HP San Diego Division was the location where I was hired and nobody quite
knew what to do with me as I wasn’t the typical entry-level career engineer that HP hires. So, upon
arriving I was first assigned a few of the “special projects” that often are the death knells of a career as
the start of mine. One of those projects was to improve the supplier selection process and my Division
General Manager, Scott McClendon, put me in contact with an acquaintance from Xerox El Segundo
Division to learn about their methodology of benchmarking. Jules Cochoit and Bob Edwards taught me
their method. Jules was the local HR training manager who had developed a course and John was the
local benchmarking expert. They guided me in a study of supplier management and a project to reduce
the number of R&D suppliers working with the HP-SDD. We collaborated on many projects together
over the next three years and when I was later assigned to HP Corporate Quality (that migration is
another long story) we reunited in assisting me to initiate a benchmarking program within HP as part of
my job as Manager of the Quality Leadership Development Program. One of the benchmarking projects
introduced me to (future ASQ President) Jack West at Westinghouse Defense Systems to describe HP’s
TQM methods. Another introduced me to Mark Schimelonus an up-and-coming member of the Team
Xerox quality group who was interested in learning about the hoshin kanri method that HP was just
introducing during this time and which SDD had been a pilot organization under Pete Babbich while I
was the production planning manager, a job that I held before transitioning to HP corporate. I helped
Mark to formulate the structure of “Managing for Results” which became accepted as a core part of the
Xerox planning system by 1991 when I joined their quality team (but now I am getting ahead of myself).
HP based all of its quality programs on the Japanese TQM methods it had learned from its principal
sensei Noriaki Kano and its Yokagawa Hewlett-Packard Quality Manager Katsu Yoshimoto and his
General Manager Kenzo Sasaoka. Sasaoka was acquainted with Yotoro Kobyashi the head of Fuji Xerox
and the inspirer of “business triangulation” which led to the development of competitive benchmarking
at Xerox in the early-to-mid 1970s. During my time on the corporate staff at HP I met the head of the
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Productivity Press Norm Bodek who later asked me to write a book on the subject of benchmarking as
Xerox was not happy with the popular book produced by Bob Camp as it misrepresented the team
development process of benchmarking and was printed without corporate approval. However, Xerox
did not want to compromise the good publicity received, especially as it didn’t hurt their already glowing
reputation as an early Baldrige winner. Norm put me in contact with John Kelsch and Mark Schimelonus
helped me gain access to Xerox corporate to interview the original benchmarking team and encouraged
me to tell their story in my 1992 book The Benchmarking Workbook that was subsequently published by
Productivity Press. In that book I introduced a simplification of the Xerox 11 step benchmarking process
and added a missing step – cultural adaptation – and converted it into the PDCA framework that we had
used at HP. The other innovation in this book was that the book was structured as a workbook to help
teams to progress through the six step process which Xerox felt was absolutely essential to gain what
they called “creative imitation” (a term taken from a 1960 HBR article by Theodore Levitt that was very
influential on Xerox management) in the process as a contribution of group diversity. One of three legs
of the Xerox Leadership through Quality method was Employee Involvement (along with Competitive
Benchmarking and their six-step Problem Solving Process).
This probably would have been the end of my benchmarking involvement if it had not been for my
recruitment as chief quality officer at Compaq Computer at the time. Compaq needed to formalize its
quality system fast. It recruited the “best and brightest” young people into its effort – many drawn from
competitors and in this area they favored Hewlett-Packard and Texas Instruments as they had similar
quality heritage (TI also had a Japanese subsidiary that influenced them strongly) and it had a small
group of bright statisticians in its Defense Systems group who were experimenting with statistical uses
in the semi-conductor business in cooperation with the Austin, Texas-based SEMATECH (Semiconductor
Manufacturing Technology) Consortium (the intellectual roots of the Motorola Six Sigma Research
Institute). Three young statisticians had been recruited to the Corporate Quality department, one of
them an outspoken young lady named Denise Myers, and they were the source of my involvement in
the early development of Six Sigma methods (which at that time did not even exist in the early “MAIC”
model format – pre-Define stage). But, I digress again!
It was during this time that Dr. Yoji Akao who was one of HP’s consultants on hoshin kanri and QFD
(Quality Function Deployment) approached me to ask me to write the introduction to his Japanese
Standards Association book Hoshin Kanri (a precursor study to the development of the JIS Standard
9023-2003 on Policy Deployment). This activity cemented my relationship with Productivity Press and
added me to their stable of authors.
One of the five key values at Compaq was to act with a sense of urgency. In light of this value, I felt that
benchmarking would be a quick way to gain lessons from leading companies and adapt them (learning
from both the good and the bad lessons) for rapid integration with Compaq. So we started a major
effort at benchmarking that was based on the mental model that I was then developing for the book I
was writing for Productivity Press. One of our benchmarking projects was the application of statistics
and we discovered a major short-fall in the integration of the methods and tools and this spawned a
study in which we engaged two external consultants Laurie Albrecht and Robert Damelio of the Bottom
Line Group to undertake which became a four-volume “Black Book” that created a logical framework of
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statistical methods. We considered this a proprietary advantage and did not release this information to
the public (although I still have a set of these notebooks and I am sure that Robert has his also).
For the sake of Compaq Computer it was highly fortunate that we had developed this benchmarking
competency as it was required to help us in a drastic turnaround situation. In the years prior to 1991
Compaq had enjoyed a compound annual growth rate of 56% per year in annual shipments and it had
set records for the fastest growing business and the fastest business to join the Fortune 500 after its
initial establishment. However, it business model had a glaring weakness which Dell Computer had
capitalized upon to disrupt the US computer industry – Compaq had no direct sales channel to individual
customers. Dell’s direct sales model with its “configure-to-order” model totally disrupted the computer
industry by 1991. During a six-week period in the spring of 1991 Compaq’s dealer distribution channel
erupted into chaos. BusinessLand, the largest independent PC retailer was purchased by JWP a more
rapidly growing competitor, in April 1991. This was quickly followed by a slew of acquisitions and
mergers (Computer Land acquired Nynex’s sales channel, CompuCom bought computer Factory, ValCom
and InaComp merged and Intelligent Electronics acquired Bizmart). Ten dealers consolidated into five
and the excess inventory of Compaq computers that they jointly held was valued at $400 million. [By
the end of this year only four dealers had survived the profit squeeze caused by their competition with
Dell Direct.] This meant that Compaq would lose this much immediately in near term sales (about 10%
of the expected annual sales). So Compaq was forced to issue its first ever profit warning and the share
price dropped about $30 overnight.
The management team became convinced that we needed to make a rapid and radical change to the
company’s business model and change its model of sales, distribution and manufacturing. This is where
our benchmarking experience came into play. What problems did Compaq face? An internal study
showed that the cost of Compaq PC’s was higher than those of Acer; production costs were higher than
Dell; SAG was also higher than Dell; and Compaq did not have the flexibility of Dell. On the positive side,
it did have a strong design, production and distribution system. We initiated four studies to rapidly
determine what change, strategic action and specific improvement projects Compaq should pursue. In
these studies we aimed to answer the following questions:
•
•
•
•

How could Compaq manage a simultaneous dual channel of sales through dealers as well as
direct to customers?
How could Compaq connect directly to customers for orders and product support (both
administrative and technological?
How could Compaq create lower-cost products to allow direct sales lower price points?
How could Compaq build products to meet JIT incoming orders in a batch size of one?

Compaq turned itself upside down in a relatively short period of time (April to September 1991) during
which time it both studied and implemented the following strategic actions (four hoshins):
•
•

Developed a low-cost computer line built for serviceability while also maintaining the high
Compaq standards for product quality (up to 50% lower cost than competitors).
Created a capability to manufacture orders in lot-size of one so they fulfill direct orders from
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•
•

individuals.
Created a call center capability from scratch.
Introduced a toll-free hotline for individuals to order products and authorize computer
consultants and discount chains to sell Compaq products.

In September 1991, a new line of Compaq computers was introduced with "Intelligent Modularity." This
system, the DESKPRO/M, enabled users to more readily upgrade key components as their needs and the
available technology changed, by organizing components into five easy-to-access modules: memory,
input/output, EISA/ISA expansion cards, processor, and video graphics controller. These new computers
were now sold direct, by dealers, and by value-added resellers (VARs).
But change did not happen fast enough! In October 1991, a dramatic management shake-up took place
as the turnaround had not yet happened. At a board meeting a $70 million third-quarter loss was
reported and Chairman Ben Rosen forced company founder and CEO Rod Canion to resign. Eckhard
Pfeiffer, chief operating officer, replaced Canion. Compaq was restructured to form desktop and
systems divisions while 12 percent of its work force was laid off, including half of its senior management
staff and almost all of the members of my corporate quality department.
During this time Charlie Burke was my manager of benchmarking and he was aided by Bill Krenek who
put together our IT system and Joe Wexler who became our principal trainer. The developments that
we made to the benchmarking model that I had initiated at HP were included in my first book which was
released just after I was fired by the Compaq Chairman of the Board for “polluting the mind of Rod
Canion with this process-thinking stuff” (in the words of Ben Rosen who personally fired me on the day
that I was quoted in Time Magazine on how to implement quality in a major business!) Rosen had
proposed that firing 20% of the people would have fixed the stock value problem. The trouble with this
in my mind that the 20% of the people responsible for the bad business model needed to work hard to
turn the company around [which happened after we left – while revenues had dipped 10% by the end of
1991 they had more than doubled by 1993 and had tripled from the 1991 base by 1994. This success
was credited to the new management team rather than the one that crafted and implemented the
turnaround strategy!].
The interesting footnote to my career from this experience is that necessity was the mother of invention
as this business urgency caused me to “invent” strategic benchmarking. Previously most benchmarking
was focused on functional work processes of the work process at an operational level in the daily
management system. Our studies at Compaq were designed to shape the strategic choices about how
to survive and what to urgently change in less than a half-year period of time. If we had not developed
skills and competence in benchmarking we would never have learned the lessons in time to discover the
specific actions that would deliver the turnaround. This experience was the inspiration for me to write
my 1993 book: Strategic Benchmarking.
Fortunately for me I had a quality soul-mate in Texas named Jack Grayson, founder of the American
Productivity & Quality Center. APQC had an economically-based analytic approach to productivity (as
Jack had a doctorate in economics from Harvard and had been Wage and Price Controls Administrator in
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the Nixon administration this was probably a natural approach for an economist). At the beginning of
1991 Jack had become interested in our use of benchmarking at Compaq and he convened a group of
companies at APQC to discuss the possibility of formalizing this methodology. At this meeting I pledged
a contribution from Compaq, provided them with our training material and assigned Bill and Joe,
supported by Charlie to help develop a body of knowledge for what became the International
Benchmarking Clearinghouse. Jack has honored me by calling me a co-founder of this still-active
consortium of over 1,500 global companies. However, it was just after the formulation of the APQC
Clearinghouse that serendipitously I found myself without any employment! That lack of a job lasted
less than a day for the evening of the day when I was fired by Compaq Xerox hired me as Vice President
of Quality for its copier and printing business (more on this development later, but first I need to
complete how developments went at APQC). I had six months before Xerox wanted me to start so I
worked as Vice President of Benchmarking at APQC and had the technical direction for the software,
methodology development and consulting to companies who wanted to implement their model.
At APQC we streamlined the Compaq six-step model to four steps (Mohamed Zairi later did a study of all
the benchmarking models that existed at the time (we had discovered 39 at APQC) and pronounced that
the most sound model was that of APQC. I didn’t find this out until some years later when I got to know
Mohamed personally and he told me about it! However, this was one of the reasons that APQC had
awarded me the Grayson Medal in 2010 for my pioneering work in benchmarking. Digressing again –
sorry!
At APQC we wanted to rapidly develop the body of knowledge and its core methodology. One aspect of
this was to create a Management Guide to Benchmarking which Productivity Press then published in
1993. I wrote most of this text and edited the overall book with Joe Wexler (even though we elected to
highlight the APQC staff as a team authorship to help promote the IBC at the time). It was also during
this time that I came to understand what had happened at Compaq and realized that we had integrated
hoshin kanri with benchmarking as an essential ingredient for successful insight generation in the
strategy formulation process. This cemented my ideas about Strategic Benchmarking which focused on
strengthening the development of the front end of hoshin kanri in the strategy formulation process.
What was indeed opportune at the time was that one of the editors at John Wiley & Sons (Mike
Hamilton) was tasked with developing a book on benchmarking and he had read my book. He asked me
if I had another book in me – and I told him about this new method – strategic benchmarking – and he
pushed me forward into writing the book at the end of my time at Xerox. In retrospect this was one of
my most productive periods – I had written two books in six months plus consulted to over a dozen
companies while developing the design of the IT system for managing the APQC benchmarking
database, designing and developing three training courses and working on the team to deliver the first
conference on benchmarking – what a creative mayhem that period was!
I actually wrote Strategic Benchmarking to a real deadline – the original diagnosis of my illness was for
Hodgins lymphoma and I was just given two months to live as the lymph nodes around my heart and
lungs had swollen so large that they had lesions. I decided that I had to push forward to complete the
book and get it to Wiley so it would not be an “unfinished work.” By the time I was done with this
project the diagnosis had been changed to sarcoidosis but the book was done by the original deadline.
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This also taught me the process for writing a book in two months – a practice that I continued for each
book project afterwards (except for my revision of Strategic Benchmarking, which I had not really even
thought of as a new book – and thus took much longer to produce). The book was published just before
I left Xerox. Even though I was recovering, I felt that I could no longer keep up the pace of a senior
executive and decided to go out on my own and try independent consulting. Mike promoted this book
very effectively. It was chosen as a book-of-the-month selection by Fortune Magazine Book-of-theMonth Club, Executive Summaries chose it as one of 30 books to summarize in 1993 and Library Journal
named it one of the 12 best business books of 1993. Wiley sold translation rights in 11 languages and
over 100,000 copies were printed on a global basis!
On joining Xerox we further developed the Managing for Results process (I remember that I delivered a
paper at the 1994 ASQ Quality Congress on the progress we had made in developing Xerox MFR process
during that period), and this became the basis for what became called “Step 0” in a revised 11-step
benchmarking model (which Bob Camp later wrote about in his second book in January 1994).
This would have probably ended my writing in this period except that Bob Camp’s boss, Dick Palermo,
had decided that he wanted to tell the quality story of Team Xerox in a more formal way and he
approached me to lead an editing team to create a book that would describe details behind the Xerox
Quality hat-trick – winning the Deming Prize in Japan (by the Fuji-Xerox subsidiary), the Baldrige Award
in America, and the European Quality Prize in Europe (by the Rank-Xerox subsidiary). My quality team
had provided support for the Rank Xerox application and under the leadership of Dick Leo had helped to
create the Xerox model for Business Excellence which later did become one component in the
development of the conceptual framework for the European award. The book we produced (A World of
Quality – The Timeless Passport) was produced by ASQ Quality Press under the guidance of Susan
Westergard and was published in March 1994 just before I departed Xerox. Xerox also allowed ASQ to
publish redacted versions of the applications for these awards (the only part redacted were proprietary
financial data). The transition of development of benchmarking the maturing of the Xerox Leadership
through Quality program is clearly observable as this historical book traces the transformation in quality
across a fifteen-year horizon. While working at Xerox I got to know future ASQ President Dave Luther
and supported him in his leadership in developing the New York State Excelsior Award for which I served
as a judge [Dave and Jack also ganged up on me to draft me into ASQ leadership during this time as an
Assistant RD in New York which required no election but was an appointed position].
When I left Xerox due to my illness, I was a Vice President in Xerox Quality Solutions, a consulting
company ran by Dick Leo in the Xerox Business Services, which later won the second Baldrige Award for
Xerox (in 1997). Interestingly Dick recruited Deb Hopen to fill my position after I left and began my
career in consulting. I have always had a special affinity for Deb ever since then!
At the time I thought that this would be the end of my benchmarking activity as I moved on to write
Business Systems Engineering (Wiley, 1994) on the integration of strategic benchmarking with business
assessment, systems engineering, and hoshin kanri in an IT-activated management system which has
been my focus in consulting over the past 20 years. We implemented this approach within Nokia Mobile
Phones to help it maintain a compound annual growth rate of 86% in unit shipments between 1994 and
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1999 while I was mostly a captive consultant. Nokia later won the European Quality Award based on
this approach and scored 840 points on the consensus assessment – the highest score that I believe has
ever been attained on such an assessment – and the Current State Analysis component of my business
system design was recognized as a best practice for internal assessment. However, I was inspired to do
one more book on the subject of benchmarking. In 2007 Wiley released an updated version of Strategic
Benchmarking – Reloaded with Six Sigma. I had three major inspirations for writing this book – the first
was Tom Peters’ admission in a 2001interview with Fast Company magazine that he made up the data
that was reported his 1981 best seller In Search of Excellence, which maybe on reason that the firms he
highlighted did not do as predicted! The second was my curiosity to close the loop on the case studies
that I had presented in the original book and to update them to see how they were working some dozen
years afterward. The third motivation was the fact that I was so pissed off at organizations using simple,
average data and calling it a benchmark. Excellent is not average – and it should also be a rare event –
as not every organization can be at the top of a distribution – thus we should not be surprised by the
inherent rarity of excellence (although journalists always seemed to be surprised by the interpretation
of statistics).
While I have used benchmarking in my consultancies and in teaching about Six Sigma at the Black Belt
level, I did not spend much time writing about it as other interests came my way. However, I have given
a number of Master Classes on the subject in addition to the consulting and training events. In fact, the
Russian Benchmarking Club, which was founded in 2004 to emulate APQC’s International Benchmarking
Clearinghouse, named me its first Honorary Member in 2005 for helping the Ministry of Gosstandardt in
the development of a national approach to implement benchmarking
Last year in doing an IAQ project with Jeroen De Mast, I was pleasantly surprised when he was showing
me how academics use the number of citations to judge the “impact factor” of their papers. I asked him
if this was also available for books as well as articles. He checked on Strategic Benchmarking for me and
found over 700 citations in academic literature when he compiled three or four different ways that it
was listed. I was shocked when he told me how excellent this was. I had no idea. I also realized at that
time that these books that I have written on this subject represented almost 10% of the 57 books that
had been published on the subject of benchmarking up to 2014. This has made me realize that there is
no real authoritative book that covers the development of this topic over the past 40 years. Perhaps I
have one final book on this subject to write – which should be my last on benchmarking!
Ken, I wrote this as a stream of consciousness over the past hour and a half. I hope it makes some sense
and answers the question what I had to do with the development of benchmarking.
Thanks for giving me this opportunity to walk down memory lane!
Best regards,
Greg
P. S. A bibliography of my five books and 34 papers on the topic of benchmarking is attached.
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Books Published:
1) The Benchmarking Workbook (Portland: Productivity Press, 1992) [published in English and
Spanish].
2) (With Joseph M. Wexler), The Benchmarking Management Guide (Portland: Productivity Press,
1993).
3) Strategic Benchmarking (New York: John Wiley & Sons, 1993) [published in English, Dutch, Spanish,
Italian, German, Korean, Malaysian, Japanese, Dutch, and Portuguese].
4) Business Systems Engineering (New York: John Wiley & Sons, 1994) [published in English, Spanish,
Portuguese, Dutch, and Korean].
5) Strategic Benchmarking Reloaded with Six Sigma (New York: John Wiley & Sons, 2007).
Articles in Peer-Reviewed Academic Journals:
1) “Competitive Analysis: Coordinate Competitive Analysis Tools to Get the Total Picture,” Productivity,
October 1991.
2) “A Process for Competitive Edge,” TQM Magazine, Vol. 2, No. 3, 1992.
3) “How Benchmarking Supports Corporate Strategy,” Strategy & Leadership Journal, Vol. 21, No. 1,
1993.
4) “A Perspective on Benchmarking,” Benchmarking: An International Journal, Vol. 1 No. 1, 1994, pp.
5-10.
Published Book Chapters, Magazine Articles, Master Classes, and Keynote Speeches:
1) “Using Teams to Conduct Benchmarking,” Continuous Journey Magazine, December 1992.
2) “Creating a Benchmarking Network,” Continuous Journey Magazine, February 1993.
3) “Deciding What to Benchmark,” Continuous Journey Magazine, April 1993.
4) “Developing Stretch Goals Using Benchmarks – Part I,” Continuous Journey Magazine, June 1993.
5) “Executive Summary: Reflections on Planning,” Quality Progress, July 1993.
6) “Developing Stretch Goals Using Benchmarks – Part II,” Continuous Journey Magazine, August
1993.
7) “Introducing Benchmarking,” Joseph M. Wexler and Gregory H. Watson, eds., The Benchmarking
Management Guide (Portland: Productivity Press, 1993).
8) “Applying Moral and Legal Considerations to Benchmarking Protocol,” Joseph M. Wexler and
Gregory H. Watson, eds., The Benchmarking Management Guide (Portland: Productivity Press,
1993).
9) “Analyzing the Cost of Benchmarking Studies: A Model for Comparison,” Joseph M. Wexler and
Gregory H. Watson, eds., The Benchmarking Management Guide (Portland: Productivity Press,
1993).
10) “Comparing Process Models for Benchmarking,” Joseph M. Wexler and Gregory H. Watson, eds.,
The Benchmarking Management Guide (Portland: Productivity Press, 1993).
11) “Finding Benchmarking Information through Secondary Research,” The Benchmarking
Management Guide (Portland: Productivity Press, 1993).
12) “Assessing Quality Maturity: Applying Baldrige, Deming and ISO9000 Criteria for Internal
Assessment,” Joseph M. Wexler and Gregory H. Watson, eds., The Benchmarking Management
Guide (Portland: Productivity Press, 1993).
13) “Managing for Results,” Proceedings, 48th Annual Quality Congress, Las Vegas, Nevada, 1994.
14) “Poor Measurement System Design Give Managers Distorted Picture: Quality Managers Should
Guard Against these Problems,” Quality Progress, November 2000.
15) “A Dual Perspective Measurement System: Rolled Throughput Yield Combines Internal and External
Views,” Quality Progress, December 2000.
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16) “Benchmarking,” Quality Manuel, Tito Conti and Piero de Risi (eds.) (Milan, Italy: del Oro, 2001)
[Italian].
17) “Sustainable Success through Process Benchmarking,” TQM Handbook, Tito Conti (ed.) (Milan,
Italy: del Oro, 2001) [Italian].
18) “Keynote Address: Benchmarking for Business Competitiveness,” Proceedings, 1st Annual
Benchmarking Conference Russian Organization for Quality, Cheboksary, Chuvash Republic, 2005.
19) “Benchmarking: The First 25 Years,” Business Excellence Journal, (Moscow: Russian Organization
for Quality, 2005) [published in Russian].
20) “An Overview of Process Benchmarking,” Business Excellence Journal, (Moscow: Russian
Organization for Quality, 2005) [published in Russian].
21) “Strategic Benchmarking – Stimulus for Business Improvement,” Business Excellence Journal,
(Moscow: Russian Organization for Quality, 2005) [published in Russian].
22) “Comparative Statistical Methods for Benchmarking,” Business Excellence Journal, (Moscow:
Russian Organization for Quality, 2005) [published in Russian].
23) “Benchmarking: Stimulus of Business Improvement and Innovation,” Tito Conti, Yoshio Kondo, and
Gregory H. Watson (eds.), Quality Tools and Methods for the Coming Century: Perspectives of the
IAQ, (GOAL/QPC, 2006).
24) “Benchmarking is a Tool for Business Improvement,” Proceedings, Second Annual Benchmarking
Conference, Russian Organization for Quality, Moscow, Russia, 2006.
25) “Adapting the Toyota Production System to America: Lean Production and Six Sigma United by
Benchmarking,” Proceedings, Second Annual Benchmarking Conference, Russian Organization for
Quality, Moscow, Russia, 2006.
26) “Strategic Benchmarking Reloaded with Six Sigma,” Proceedings, American Society for Quality, Six
Sigma Forum, Phoenix, Arizona, 2007.
27) “Benchmark Processes to Define Improvement Projects,” Fabrizio Rugggeri, Ron Kenett, and
Frederick Faltin (eds.), Encyclopedia of Statistics in Quality and Reliability (London: John Wiley &
Sons, 2007).
28) “Master Class: Benchmarking – Six Sigma Discovery Mechanism,” Proceedings, 14th Annual Asia
Pacific Quality Organization Conference, Tehran, Iran, 2008.
29) “Master Class: Benchmarking as a Stimulus for Innovation,” Proceedings, QC4 Conference, March
2010.
30) “Master Class: Benchmarking for Enhancing Business Results,” China Oil and Food Company
(COFCO), Beijing, China, 18 July 2014.
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6 July 2015
Ryijytie 1 E 9
Espoo, Uusimaa 02750
Finland
Dr. Kenneth E. Case, PhD., P.E.
Oklahoma State University
322 Engineering North
Department of Industrial Engineering and Management
Stillwater, OK 74073 USA
Dear Ken,
This next chapter in my career-long inquiry into quality could probably be called a “Six Sigma” serenade
as my direct involvement in the Six Sigma movement was delayed by almost a decade from the time of
my indirect involvement – allow me to explain.
Unlike those with a Motorola pedigree, I trace the beginning of the Six Sigma movement back to the late
1970s when John Young became CEO of Hewlett-Packard and set what he called a “10X” goal for quality
improvement – that HP would reduce its field defect rate by ten times over the decade of the 1980s. It
was this movement that motivated the famous Motorola executive meeting where Bob Galvin set their
improvement standard some five years later – after HP’s improvements had been detected by Motorola
and Motorola realized that its own quality was insufficient. The way this was reported to me was that
Galvin had indicated that if HP could move quality 10X in ten years then Motorola could catch up by a
massive coordinated effort to do “ten times 10X” in half the time – 5 years. The HP goal represented a
linear improvement over the decade at a compound annual improvement rate of 22% - what did this
proposal from Galvin require? Bill Smith came up with the answer – exponential growth – and the birth
of the “Six Sigma” metric as the magnitude of improvement would require exceptional gains. For those
with interest in the matter, Motorola never did achieve the goal but their subsequent Motorola CEO,
George Fisher, documented that by 1991 Motorola had achieved a five-sigma performance across the
organization with cumulative savings of $2.1 billion USD. The competitive situation between Motorola
and HP for workstation computers was a second emphasis (the first being the Japanese competitiveness
in the area of semiconductors) that stimulated the need for urgent and drastic quality improvement.
Of course, HP was pursuing Japanese TOM at this time. Interestingly Hitoshi Kume had published the
first edition of his book Statistical Methods for Quality Improvement (Tokyo: 3A publishing for AOTS) in
English in 1985. Kume’s book was widely studied at Hewlett-Packard and Florida Power & Light and it
was most probably available to Motorola as the Motorola Six Sigma Research Institute had requested all
materials in English to be sent to them for study in 1987. Kume received the Deming Prize for Individuals
in 1989 and subsequently wrote the book Management by Quality (Tokyo: 3A Publishing, 1995) which
had fully documented the development of the Yokagawa Hewlett-Packard quality development from its
beginning through receipt of the Deming Prize in 1982 and receipt of the Ishikawa Prize in 1988 (pp.
164-178). Kume’s work is significant because it provides the link between traditional Japanese TQM and
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a more detailed description of structured problem-solving which he called a “QC (Quality Control) Story”
and is an unrecognized precursor to the DMAIC approach that matured within the Six Sigma movement
over 11 years later (Kume introduced this model in 1985 and Define was added to the MAIC model that
was used at Motorola, AlliedSignal, Nokia and the initiation of the General Electric training – GE forced
the inclusion of the “Define” step at the front-end to exercise more guidance on project selection to
assure proper priorities and the ability to generate savings). If you are curious, here is Kume’s 1985 set
of analytical steps:
QC Story for Problem-Solving *1
Problem: Undesirable result from work
1. Define the Problem Clearly
• Process Diagram
• Pareto Analysis
2. Recognize the Features of the Problem
• Collect Data
• Histogram
• Scatter Diagram, Correlation and Regression
• Control Charts
3. Analyze to find the main causes
• Fishbone Diagram
• Statistical Inference and Analysis of Variance
• Hypothesis Test
4. Act to Eliminate the Causes
5. Check to assure the problem does not recur
6. Standardize for a permanent solution
7. Review the procedure and plan future work
The similarities are quite evident and, as an academic, I am sure that you can appreciate that Kume
should have at least received a footnote mention in the historical development of Six Sigma thinking!
So, my involvement in Six Sigma to this time is so cursory that no claim should be mentioned, except for
the fact of my relationship to the development of Japanese TQM which ran in parallel. However, this
changed when I joined Compaq Computer. At that time Compaq had over 580 people under control of
the Corporate Quality Office – out of a total of 10,000 employees! I had one small group that was
managed by Doug Lowry that had responsibility for developing quality competence within Compaq, but
the majority was focused in application areas (manufacturing and service quality, reliability testing and
software systems quality assurance as well as IT functions related to quality data collection and analysis
and the more traditional auditing functions). My first order of business was to restructure Corporate
Quality by distributing the functional quality aspects contained in the department back to the functions
who should be responsible for performing quality work. After this reorganization Corporate Quality had
1

Hitoshe Kume (1985) training lecture notes to Florida Power & Light.
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less 30 people and most were in Doug’s organization (in addition there was a quality communications
group led by Gary Taylor, the benchmarking Team under Charlie Burke and an audit function that was
headed by Brij Kathuria (who doubled in operations quality – a doubling of responsibility which was the
one flaw in the structure, from my point of view – however this was supposed to be a transitional
structure, but it didn’t turn out that way; remember my description of benchmarking at Compaq ?).
My engagement in the Six Sigma movement began at HP with the need to produce a new generation of
quality training materials that were based on my experience with Japanese TQM but which integrated
the lessons learned from several members of Doug Lowry’s group who had been statisticians at Texas
Instruments and were engaged in the beginnings of Six Sigma (Denise Myers is the person who had the
most influence on my thinking from this group – later Kevin Lewis had a similar impact). Their training
experience at TI suggested that a more systematic approach to statistical applications could be taken
and they wanted to develop this system. As IBM and Motorola (both competitors of Compaq) were
active participants in the SEMATECH Consortium developing Six Sigma methods (and later transferred to
the Motorola Six Sigma Research Institute) I decided that we would do the research on our own. We
engaged Lauri Albrecht and Robert Damelio of the Bottom Line Group to work with Doug and his team
to develop a structured approach to statistical methods. This research was coordinated by Lauri and
Robert and engaged all the members of Doug’s team. We spent over $250,000 USD on this effort, and it
took almost a year to complete. The result was a set of four notebooks that contained all of the data
that was needed for professional instructional design of training materials to support Six Sigma thinking
and methods. We used this material inside of Compaq to create our custom approach to application of
statistical methods in a holistic quality system including data analysis for problem-solving, statistical
process management in production and business operations, design of experiments for production and
R&D, as well as supporting courses such as “Types and Teams” which used the Myers-Briggs Type Index
to facilitate group dynamics and teamwork). We shared these materials with the Statistical Working
Group of the Semiconductor Consortium (SEMATECH) in Austin, Texas and from there they were further
shared with Mikel Harry at the Motorola Six Sigma Research Institute. These notebooks were a great
assistance to me when we later transitioned the Six Sigma Academy training materials into an ASQ
training course at the end of the 1990s. The benefit of the training programs that were developed at
Compaq in this era was that they were formally designed using best practice of instructional methods –
not informally designed by a group of engineers and statisticians.
What did this mean? Each training module had behavioral learning objective that addressed topics to
be discovered according to the degree of competence required (using the characterizations of Benjamin
Bloom’s learning taxonomy) with learning reinforcement and evaluation methods included in the
program as well as exercises planned and data sets specified for examples and exercises. In addition,
the source material for each training module was referenced. This structure did not exist in the first set
of Six Sigma training materials that I reviewed from Six Sigma Academy (circa 1993 materials used in the
deployment at Allied Signal and provided by Mikel Harry for me to review prior to my support for a
choice to implement the method at Nokia in November 1995. The three bound books titled The Vision
of Six Sigma by Mikel Harry (Phoenix, AZ: Six Sigma Academy, 1993) was actually noting more than a set
of Power Point slides chunked into topical modules without any real instructional design support. But I
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think I just leaped ahead of my narrative sequence again!
While we knew of the Six Sigma efforts at Motorola (at this time almost everyone in the USA quality
community as Motorola announced their intent and the Six Sigma achievement goal in its successful
application for the initial Malcolm Baldrige National Quality Award in 1987) all of its details had not yet
been developed. Thus, at this time the Motorola goal was aspirational and there was no agreed, settled
methodology for pursuing the goal. Developing this methodology was the job of the Six Sigma Research
Institute. However, even though Motorola had developed an approach and a “brand name” (Motorola
trademarked “Six Sigma” and then released the term for public use), Compaq could no more follow the
Motorola lead than could IBM (who called their program the five 9’s in honor of 99.999% good
products). The learning from both my HP experience in the development of its program of Japanese
TQM and the transformation into a more statistically-based system (following the example of Kume)
prepared me for the development of training material for the second generation of quality training in
Xerox’s Leadership through Quality program in my subsequent job.
I didn’t focus much on Six Sigma for the years that I was in Xerox as the emphasis was on advancing the
maturity of a quality system that had begun in the late 1970s and updating it based on discoveries from
Japan (see my benchmarking letter for more details on my focus during this time). However, there were
lessons that I had learned which would become built into the Six Sigma subsequently – using questions
to guide a stepwise sequential inquiry process was developed in my 1992 approach to benchmarking.
Developing an improved “specification of measurements” for benchmarking “critical success factors” is
another development that transferred into the Six Sigma pedagogy. Team-based problem-solving as
facilitated by a professional was an ingredient from Japanese TQM that found its way into benchmarking
with its cadre of “benchmarking professionals” who facilitated studies and ultimately became the way to
assure competence in teams through assignment of professional facilitators (“the belt system”). While I
cannot claim originator status of all these ideas – they were all incorporated into the 1992 version of
work process benchmarking and the structured approach to self-investigation roughly paralleled the
future DMA steps of DMAIC.
When I was engaged by Mr. Pekka Ala-Pietilä as a quality consultant for Nokia Mobile Phones, the
company was in something of a crisis mode. R&D time-to-market for a new phone model was excessive
compared to more complex products developed at HP and Compaq. New products were being released
with known problems and neither the R&D or production functions had sufficient quality systems to
deal with these issues. During a five-year consultancy we reengineered all of the major business
systems (some were re-structured three times) as the compound annual growth rate of the company
during this period was 86% we had to keep increasing managerial flexibility and decreasing cycle time in
order to improve organizational responsiveness to the market. After we gained basic control of Nokia’s
quality system we then moved on to advanced developments – reliability engineering and design for
manufacturability were the next level of emphasis. However, we realized that there was a need for a
more technical approach to problem-solving that would standardize our approach for engineering types
of problems. We revisited the Six Sigma Academy approach to problem-solving as a methodology to be
benchmarked from Motorola. I was particularly curious how it had developed after Motorola no longer
had the technical lead. I contacted Allied Signal and was referred to Mikel Harry. We talked about the
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situation and Rick Schroeder sent me a single Power Point slide that summarized implementation of the
Six Sigma program at Allied Signal when he was in charge of operations. I took this one slide to PAP and
asked: do you want the toolkit that allowed this company to reengineer their quality effort? The answer
was yes and off we went! The original program that was delivered was taught by John Hathaway and
Dave Dewar, both former Motorola employees. John was an exceptional instructor and I received my
formal training under him. I served as the Executive Champion and coached PAP who acted as the
Project Champion for the initial 25 projects – he joined us each week of training for a full day of project
reviews and hosted an internal executive conference to demonstrate the results of the pilot. One of my
fond memories of that session was to hear Anssi Vanjoki, head of Europe Middle East and Africa (EMEA)
proclaim: “This is the first time that I have seen root cause analysis find a believable root cause!” He
was trained in statistics and quantitative methods at Helsinki School of Economics. After two years of
further consulting with Nokia, Mikel Harry awarded me a Master Black Belt – the first he ever gave in
Europe and the twelfth in the world at that time. During this work at Nokia we updated the MAIC way
to approach problems to DMAIC, following the lead of GE and integrated the Six Sigma methodologies
with our approach to quality (which was the equivalent of today’s Yellow and Green Belts – however,
the “Green Belt” was first established at Bombardier in 1998 and by the time I left this consulting job at
Nokia in April of 1999 we had not accommodated this change). Nokia also experimented with using the
Six Sigma methods in product design – most notably in the design of its first digital cell phone for AT&T
which became wildly successful in 1997-1998 as AT&T co-introduced its “one-rate” billing system with
digital telephony (fixed rate of 10 cents per minute of use with no roaming or long distance charges
within the USA). To summarize my involvement in this channel, I would say that it was pretty much
what would be expected of a lead Master Black Belt/Deployment Champion in a major company.
However, during my Nokia years, I had a parallel life as a volunteer for ASQ which elevated my Six Sigma
involvement from a company level to the international level. I served on the Board of ASQ for the
period from 1994-2002, starting as a Director-at-Large and ending as Chairman and Past-President. In
this time, I was primarily engaged overseas in consulting (first at Nokia in Finland, then at Toshiba in
Japan and then Exxon-Mobil in Canada). In 1998 Mikel Harry made an offer to donate his intellectual
property for Six Sigma training to ASQ in order to spread it more widely and rapidly. This deal came to
fruition in 1999 [the infamous October 1999 cover story in Quality Progress was titled “Cowboy Quality”
and it featured Mikel on the cover]. I had been VP of ASQ from 1996 to 1999 and my area of focus was
on research and technology and the modernization of ASQ systems and capability. As the only Six Sigma
trained member of the Board, I was asked to help on the negotiations with Mikel and made the trip to
his office in Phoenix with a group of ASQ past-Presidents and some members of the board to cement the
agreement. Since I was fully engaged in consulting overseas at this time and had made a commitment
not to be engaged in the US for consulting while serving on the Board of Directors (I wanted to keep any
potential conflict of interest complaints at bay), I was determined not to join the ranks of those who
were to teach this program for ASQ. Instead, I provided support in the transition of training material
from Six Sigma Academy to ASQ.
During the first four courses one of my company’s employees sat in on the training, gathering materials
and taking notes on the teaching process of different instructors from the Six Sigma Academy. It was
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clear to me that there was no standard way to teach the material and indeed some of the instructors
had very different approaches (one even taught DOE in the first week of the class). We developed a
written critique of each session and proposed areas to address for improvement and strengthening the
program of study. Behavioral learning objectives were created, and an initial set of instructor notes was
prepared. Both Jack West and Michael Jones participated in these original training sessions and I gave
some coaching to each of them during this time. However, I preferred to play a role in the background
so most people did not know of my involvement. I wanted to avoid the Phil Crosby syndrome where he
had been so criticized as a successful consultant that many ASQ members thought that he became the
President in order to further his consulting – it was not the case with Phil, nor was it the case with me,
but in his case the rumors were so out-of-control that he could no longer function as president and he
felt that he had to resign for the good of ASQ. In the next year (2000-2001), I made numerous trips to
ASQ Sections, Divisions and World Partners to explain Six Sigma. I gave the first public lectures on Six
Sigma in Spain, Portugal, Hungary, Czech Republic, Norway, Turkey, Russia, Australia and Japan. I also
worked during this time with Dr. Juran to develop the Joseph M. Juran Medal which he wished to award
to Robert Galvin. At the ASQ Conference on May 6th 2001, Dr. Juran joined me to present this medal to
Bob Galvin (Juran’s comments are recorded at: http://www.juran.com/elifeline/elifefiles/2009/11/Dr.Juran-Remarks-on-1st-Juran-Award.pdf). Following the presentation, he turned to me and emphatically
poked me in the chest with his finger warning me: “Do not make the same mistakes with Six Sigma that
we made with the Quality Engineer.” He urged me to get control over the body of knowledge and to
accelerate the formalization of the program so it would not become chaotic as various consultants
redefined it to their own style [this happened anyway – Michael George redefined Six Sigma as “Lean Six
Sigma” and subsequently changed the curriculum to suite the strengths of his own consulting company
without regard to the lessons previously learned]. At this time, I was President of ASQ and I challenged
the ASQ Certification Board to fast-track a “Certified Six Sigma Black Belt” program based on this word
from Juran. They did an admirable job and in six months had a program on the street.
The “Cowboy Quality” cover story had created an emotional response among many traditionally strong
ASQ supporters (future ASQ Honorary Member Lloyd Nelson was to threaten to resign as an ASQ Fellow
over problems perceived with Six Sigma). The previous ASQ President, Ron Asbury, had been strong in
teamwork and Baldrige areas of quality competence but was not prepared to deal with the Six Sigma
controversy that erupted. My visits to sections and divisions during my tenure as an ASQ volunteer
leader was intended to restore some harmony among the various constituencies that represent our
quality community. I visited some 50+ sessions and spoke at over a dozen divisional conferences in
order to meet the members and be available to discuss the changes. The 2000 Annual Quality Congress
had been a disaster when Six Sigma was introduced – impropriety ruled with shouting matches and
anger erupting over the decision to introduce Six Sigma. My first act as President was to email all of the
ASQ members who had registered email addresses to discuss why the decision was made and to talk
about the planned path forward. I offered to respond to any individual who needed more information.
Of the 50,000+ emails that ASQ sent out over 700 people responded with questions – all of which I
personally answered. About 10% came back with follow-up questions which I also answered in a
personal way. Only one ASQ member had any follow-up comments. In his final email he said that while
he didn’t agree with the Six Sigma metric, he did appreciate the fact that he could talk directly with the
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leaders and discover their reasoning and he felt that his voice mattered.
Perhaps the biggest event to proclaim Six Sigma overseas happened on 19 September 2001. This was
just following the 9-11 Twin Towers attack (I had been delivering a Six Sigma lecture in Lisbon on that
day and was with ASQ Global Manager Michael Donoghue at the time). Some 60 Americans had been
scheduled to speak at the EOQ Conference in Istanbul, Turkey and were not able to make their flights to
get to the conference. Bertrand Jouslin de Noray, Executive Secretary of EOQ, called me and begged for
me to help. When I arrived, I had taken all the old speeches that I had delivered at various ASQ events
and gave them to English-speaking Europeans who substituted for the missing speakers. Since Tom
Mosgaller couldn’t deliver the keynote address, I developed one on my way to Istanbul. Niazy Akdas,
then President of the Turkish Standards Association (TSE – also an ASQ World Partner) and chair of the
conference has considered me a “brother” ever since for this rescue operation! [Note: It was largely for
this effort that I received the ASQ Lancaster Medal in 2001.]
I had one additional role in the development of the ASQ Six Sigma program: Blan Godfrey and Bill Tony
(Editor and Publisher of the Six Sigma Forum Magazine) asked me to write the cover story for the first
edition of the magazine. I decided that I wanted to emphasize the idea in Six Sigma that was crucial
from my viewpoint – the reengagement of business leaders in quality conversations. In the early 1990s
executives were getting bored with TQM and felt like they were not getting value from their financial
investment. Six Sigma not only returned the conversation but significantly changed it by focusing the
business leaders on identifying project that required change (e.g., in Japanese TQM these would be
called “hoshin” or “irei” projects). In order to capture this idea I thought about writing about the biggest
conversion of all – the enlightenment of classic quality skeptic Jack Welch. ASQ had tried to get GE CEO
Jack Welch to speak at its conferences on three occasions (Paul Borawski eventually gave up on this). In
fact, the first act that Jack made as President of GE was to disband the corporate quality department (a
group that had been set up by Val Feigenbaum). He felt that quality was not strategic. When I dealt
with GE during my tenure at HP it was with the GE Corporate Development Office. In any case, GE was
now the largest promoter of Six Sigma. How did Jack come to this conversion? I wrote the cover story
after analyzing the content of 20 years of Jack’s “letters to shareholders” to show how his thinking had
transformed in three periods over that time to arrive at quality as a significant ingredient in the need for
improvement of GE. Interestingly, I was consulting with Jack at the time (our common client was the
Toshiba CEO Taizo Nishimuro). Jack read the story (Bill Tony had forwarded it) and wrote back: “Thanks
for making me look so good!”
In parallel to my work with ASQ I was still consulting. Mikel Harry had become phenomenally successful
in selling his intellectual property – so much so that he could no longer provide executive-level coaching
to management teams. Since I had done this at Nokia, he asked me to help – so I did executive training
for DuPont (which Don Linsenmann managed and Steve Bailey supported), American Express (which was
managed by Chuck Aubrey at the time), and a quite a few others (i.e., Sargento Foods, Monsanto, Ford,
Johnson & Johnson, Met Life, Merrill-Lynch, W. R. Grace, Valspar, and others). These consultancies led
to major engagements with Toshiba (in which Liz Keim was a co-deliverer of Champion training) and
ExxonMobil (where the pilot for the company was its end-to-end business in Canada of Imperial Oil
which became the model for the company. Upon completion of the 18-month assignment with Toshiba,
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Taizo Nishimuro announced the results on 1 April 2001, his retirement date: 1,700 Black Belts trained
and certified with 7,700 projects completed for a total savings of $1.8 billion USD. He introduced me to
the Nikkei Press as their “Six Sigma Sumo” – a reference that I still treasure – as I don’t really move like a
true Black Belt! As a result of this press exposure there was a lot of interest about what Six Sigma was
and how it differed from Japanese TQM. The Union of Japanese Scientists and Engineers invited me to
deliver a four-part lecture on “The Distinctions between American Six Sigma and Japanese TQM.” It was
delivered on the occasion of the 50th anniversary of Deming’s initial management lectures in 1951 and it
had an interesting format. I delivered a lecture for 90 minutes followed by a 30-minute rebuttal by Dr.
Noriaki Kano and a summary of position by the Moderator, Mr. Takanori Yoneyama, Chairman of
Konica-Minolta and Executive Secretary of JUSE. The conclusion of the lectures was that Japanese TQM
missed only about 5% of the content that was in Six Sigma and that the Six Sigma metric was not a
necessary indicator for performance management. Mr. Yoneyama directed that these distinctions
should be included as an update to Japanese TQM standards, but that the name need not be changed to
include any reference to Six Sigma! This marked the first public lecture on Six Sigma in Japan and was
one of the factors cited when Dr. Kano and Dr. Akao nominated me as the first non-Japanese recipient
of the W. Edwards Deming Medal from JUSE (which I received in 2009).
Following my work in Japan I realized that in many cultures it is wrong to attempt to displace the whole
natural quality culture as in a transplant with Six Sigma. From that point onwards I have focused on the
development of custom quality management systems (e.g., Research in Motion (RIM – the Blackberry
Company), TeliaSonera (European telecommunications provider in Scandinavia and Eastern Europe),
ABB Finland, Nokia-Siemens, and a large number of Finnish-based companies working in cooperation
with Laatukeskus (Excellence Finland – the ASQ World Partner and national quality organization of the
state of Finland). I have delivered 24 open enrollment courses at the Black Belt level in Finland and 14
private company courses. In addition, I have delivered 3 open enrollment Black Belt classes working
with the Estonian Quality Association for a consortium of Baltic quality organizations. I have been
delivering 1-2 Master Black Belt seminars a year since 2003. This coming year will be my last open
enrollment classes for Black Belt, and I will deliver the Master Black Belt courses only on demand (it is
time to retire and focus my energy on writing). Over the course of these trainings at Laatukeskus the
project rate of completion has been 93% and the median savings has been 856,000 Euros (ranging from
70,000 Euros to 200 million Euros. Nine of the Master Black Belts that I have coached are now chief
quality officers in leading Finnish companies. I have built a network that meets monthly of these
individuals (along with other leaders from companies who are not (yet) Master Black Belts). This is my
“Six Sigma Skunk Camp” which has met for a five-year period now – discussion how to apply Six Sigma to
cross-functional work and business processes as well as how to integrate the methods into
environmental research to improve the way Finnish companies address climate change considerations.
As a result of the significant impact that this work has had on the Finnish economy and business
capability, I have been recommended for the Order of the Finnish Lion, the second highest award of the
nation.
At the World Conference on Quality Improvement in 2001 I addressed a concurrent meeting of the
members of the US Technical Advisory Group to ISO Technical Committee 69 on Statistical Matters. I
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pointed out that many of the methods that are used in Six Sigma do not have documented ways to be
used that are industry-wide recognized standards (e.g., Measurement System Analysis is documented
only with reference to the US automotive industry by the AIAG while regression and analysis of variance
are not documented in any international statistical standards). I challenged the committee to put a
working group together that would address this problem and develop some authoritative case study
material to improve the quality of available information. I was recruited into TC69 by Christophe
Peruchet, then Chairman of ISO TC69 (serving from 2001-2004) and served as a member of the Advisory
Committee to TC69 for Six Sigma (co-chair with Michelle Boulanger who subsequently became the Chair
of Sub-Committee 7 on Six Sigma). I will send you a copy of Christophe’s letter which he sent to me in
2010 before he passed away. I felt that the initial work of this sub-committee was valuable but after
Michelle took on a higher-level role in TC69 that the new committee management had taken the wrong
development path and was not open to suggestions (more on this below as I discuss my corrective
action through IAQ in collaboration with EOQ to get the standards community back on track).
In addition to these action learning activities, I have written five books on topics related to deployment
of Six Sigma and methods related to Design for Six Sigma and innovation. Two of these books were
recognized with awards: Design for Six Sigma: Innovation for Enhanced Competitiveness won the ASQ
Philip B. Crosby Medal in 2005 and Strategic Benchmarking Reloaded with Six Sigma received the Walter
A. Masing Medal from the International Academy for Quality. In addition to these books, I have written
14 papers published in refereed academic journals and 111 other papers, speeches and articles on topics
related to Six Sigma (a complete bibliography of these writings is attached below).
The last major Six Sigma related project for ASQ was the development of the Certified Lean Six Sigma
Master Black Belt credential with ASQ Past-Presidents Stephen P. Bailey, Elizabeth M. Keim, and Andrew
D. “Jack” West. This was a two-year effort 2008 to 2010 as we all agreed to become the reviewers for
the first couple of batches of applicants. All four of us worked together to develop the initial MBB Body
of Knowledge, examination question bank, and certification procedures. We were also the first
reviewers of the test. As a result, we received the first four certificates as ASQ MBB’s – they were
awarded in alphabetical order with Steve got #1, Liz got #2, I received #3, and Jack got #4. When I
became sick in 2010, I dropped out of this effort to pay more attention to my health.
My most recent involvement in Six Sigma came at the request of the European Organization for Quality
as EOQ asked me to develop a certification scheme for their Personal Registration Unit (PRU) for the set
of Lean Six Sigma skills at the Green Belt, Black Belt and Master Black Belt levels of competence. This
request was made in October 2013. As a result, I formed a “Structured Improvement Think Tank” within
the International Academy for Quality to conduct a preliminary investigation and discuss the issues that
needed to be addressed. In our preliminary investigation we discovered that the national quality bodies
in Europe were supported by a variety of different consultants – each with a unique and dogmaticallysupported approach to teaching a different approach to DMAIC. One country even claimed that since
they had the trademarks to Green Belt, Black Belt and Master Black Belt (all issued at the national level
in 2006 by the way) that they should be the authoritative source of Lean Six Sigma knowledge. To make
matters worse the ISO TC69/SC7 committee came out with their own standards for Six Sigma, Six Sigma
methods and Six Sigma Competence – none of which referenced the ASQ documents and which all then
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became “consulting platforms” for the writers and translators (an instant way to gain “acknowledged
expertise” in a subject matter. None of this was acceptable. In fact we observed other problems that
were related: the lean methods had no coherent structured approach, the front-end of DMAIC did not
have a strong linkage with strategy (e.g., hoshin kanri (strategy formulation and deployment of the
change projects) but rather embraced just hoshin tenkai (merely the deployment of projects without
any required linkage to a coherently developed strategic position). In addition, the closure of the DMAIC
projects did not have a sound transfer into daily management practices and many of the programs that
were reviewed did not have successful project implementation of results.
The members of the IAQ Think include: Academicians Bjorn Andersen of Norway)and Lars Sörqvist of
Sweden along with IAQ Associate Members Markku Nieminen of Finland, Pedro Saraiva and Paulo
Sampaio of Portugal, Jeroen DeMast of the Netherlands and Jiju Anthony of the United Kingdom. We
asked IAQ Companion and Managing Director of Laatukeskus to act as program manager and liaison
with EOQ. We presented our IAQ Think Tank charter to EOQ and our initial report was approved in
January 2014. Over the next year we had the following developments: completed the benchmarking
study of Six Sigma approaches in Europe; critiqued the ISO standards developed for Six Sigma; prepared
new mental models of lean process improvement and structured continual improvement. This work
was briefed to the EOQ General Council in December 2014 and May 2015 and the final reports (with the
supporting competence model and certification scheme for the PRU qualifications) are due to be
presented to EOQ by the end of 2015. This work is on-going; however final reports of all the interim
analysis models will be presented the World Quality Forum in Budapest, Hungary in late October.
One final area of contribution that I am in the process of making to the global Six Sigma community is
the open disclosure and donation intellectual property that I have developed over my consulting career.
This is a three-fold area of contribution:
•

A major thrust in my consulting has been in developing competitive processes for new product
design and development based on Six Sigma methodologies. My emphasis has been on
management tools for customer requirements investigation, risk management and decisionmaking. I have developed numerous workshops that are custom-tailored to R&D teams for
forcing decisions about how to integrate these tools into the R&D project management
processes that are used to guide new product development teams. This amounts to about 1.0
gigabytes of material and I donated this material to ASQ as content for a course that the
Education and Training Board wished to develop on Design for Six Sigma. My rationale for doing
this was two-fold: (1) the prior course that had been developed by a consultant was abysmal
and did not reflect the reality of R&D in a modern company – ASQ needed to do better! (2) I do
not want to deliver training for ASQ and will never offer a public course on DFSS as it is my
personal view that this methodology is more competitive when it is a custom approach designed
to transform a particular company in a particular industry with its particular culture and history
into a more innovative and responsive “TTM” [Time-to-Market] machine. Since I do not wish to
receive funds from my professional association, I donated this material to ASQ.

•

I have also offered my materials on Just-in-Time (AKA Lean Production) and Japanese
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management which have been developed over my 30+ years of intimate working with Japanese
managers, quality leaders and companies in the implementation of the improvement efforts.
There is so much misinformation in the field that I believe it is time to correct these problems
and put straight what has actually happened in the “lean management” efforts over the years –
perhaps this will help to accomplish that goal.
•

Finally, I am in the process of transferring a complete web-based LSS Green Belt course to the
administration of a student organization called ESTIEM (the European Students of Industrial
Engineering and Management – https://www.estiem.org/). I have been active with this group
for a number of years as an advisor, conducting a one-week summer program which they call a
Summer Academy on the topic of “The Intellectual Roots of Industrial Engineering – and YOUR
Resume.” About 15-20 students attend this event which is held at a Boy Scout camp in the
woods outside of Espoo, Finland. Students compete for attendance at the event (it is free of
cost) by submitting a CV of their academic accomplishments and a motivation letter that
describes what they want to do with their life. During these events it became clear that the
ESTIEM organization needs to raise revenue and that there is no real foundation in quality and
statistics that is standard across the 80+ European universities where ESTIEM chapters exist. We
decided to partner on development of a program that could be jointly managed by ESTIEM and
developed by myself and recognized by the local universities as worthy of academic credit (by
the European Credit and Transfer System framework for evaluating course content that counts
for academic degrees). This project has been kicked off as of this summer and will be reviewed
at the ESTIEM General Council meeting in Vienna this coming November. Implementation of the
pilot class is scheduled to coincide with next summer’s ESTIEM Summer Academy. This course
will be open at minimal cost (all revenue going to the local ESTIEM student group) and any of
the 60,000+ students in related disciplines will be eligible to take the Green Belt training). We
are also going to open a discussion to align this training with the EOQ PRU program that is now
under development for a future extension of the effort so that this undergraduate web-based
program can be integrated with the future career development of the students.

These reminiscences are interesting for me – perhaps it is good to get this in print now while I still have
a memory that can recollect! I worry about the doctor’s diagnosis of “early Alzheimer’s” and I feel that I
must rush to record ideas and document my work practices so they may be shared with the world.
On a personal note, I’d like to tell you that you have been a great inspiration to me for opening my mind
to the development of students. Their questions and intellectual curiosity are a wonderful stimulus that
keeps my mind moving and develops my ideas more fully. I often think back to our meeting in Las Vegas
at the ASQ conference and am grateful that you gave me such strong encouragement to pursue my
inner academic longings at that time. I really can’t thank you enough for this guidance and also for the
way you have coached me in my graduate studies since that time!
With highest regards,
Greg
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Ryijytie 1 E 9
Espoo, Uusimaa 02750
Finland
Dr. Kenneth E. Case, PhD., P.E.
Oklahoma State University
322 Engineering North
Department of Industrial Engineering and Management
Stillwater, OK 74073 USA
Dear Ken,
Upon reflection after writing my last letter to you about my career contributions I realized that there are
actually two more topics that I should expound upon. The first I will discuss in this letter which is the
role that I played in the development and deployment of self-assessment methods (both in the USA and
in Europe). The second is a more detailed explanation of my participation in the promotion of Japanese
Total Quality Management (TQM) and my relationship with quality leaders from Japan. This letter will
describe the first of these topics.
My roots related to business assessment were planted in the role that I played as a naval officer in the
Material Command as a program manager. I had responsibility for reliability assurance (which at that
time embedded quality assurance) and conducting reviews of hardware and software suppliers to the
program. We often had contractors coming to our command to pitch (promote) their ideas for sensor
systems (my area of responsibility) and soon I realized that it was part of my job to differentiate in the
value between the “charlatans and the champions” in terms of their ideas. Also, I needed to quickly
learn how to evaluate organizational capability during site-visits. There was not much guidance at that
time for doing these things (the late 1970s and early 1980s) so I was forced to create my own version of
supplier audit processes. [Note: what did exist were largely checklists that identified the presence or
the absence of capability (e.g., testing or specific equipment) but did not address the capability to
perform or use the equipment nor the quality with which that work was accomplished.] Based on this
background I joined Hewlett-Packard and started a commercial career.
Since I am writing about excellence I should first define what I mean by it. The term was foreign in my
vocabulary for a long time and over these years a definitive meaning has evolved: Excellence is a level of
quality performance as judged by customers against a standard with respect to alternative choices that
are available from competitors. This means that to me excellence is not absolute, but it is what I would
call “relatively absolute.” For instance, if a customer is seeking a three star hotel, then the judgement of
excellence should be based on the adequacy of the “three star quality compliance” with respect to other
available three hotel choices – not compared to the 5-star Ritz-Carlton or the 7-star Burj al Arib. This
way of defining excellence comprehends the value component of “worth-what-was-paid-for” that is an
essential ingredient to a value-proposition-based quality decision. In addition, I learned that quality has
two components – quality of the product or service that is delivered to customers (e.g., definable using
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the Kano model to differentiate between the desired level of quality in feature/function deliverables)
and the process by which the quality is developed (which I understand to be a quality delivery process).
The intersection of these two provides quality across the useful lifecycle of the product/service. But, it
would take me several pages just to explain exactly what this intersection means and how it works – in
fact that has been the subject of quite a few speeches that I have developed over the last few years. It
only took me about thirty years to first understand the question and then to decide: What do you mean
by excellence? So, how did this discovery process happen?
So, how did my discover process progress? Let’s return to my initial experience at HP. The second
special project that I was assigned at HP was to reduce the supplier base – based on an internal study of
similar HP Divisions our General Manager felt that we had about 5-6 times as many suppliers qualified to
make parts for new products than we required. IBM had recently done a study at that time of the cost
of maintaining “extra suppliers” beyond that necessary (at that time we would have a minimum of two
suppliers for each part number and quite a few in each commodity area). While my first ‘special project’
at HP tested my ability to get along with senior managers, this one forced me to work across functional
teams and demonstrate leadership within teams. The approach that we decided upon was to divide all
of the R&D suppliers by commodity and technical capability within commodity. We would form teams
to conduct an inquiry to assure that we had the “best of the best” suppliers in each category and we
would apply the newly revealed Xerox 11-step benchmarking process to conduct our studies (this is why
I had my initial meetings with Xerox in El Segundo, CA). However, we also had to develop a set of critical
success factors to serve as objective criteria for our assessment of relative supplier competence and
capability. We determined that cost would not be a driver as each part had to be evaluated on it’s on its
own merits for cost and we would focus on those characteristics of a supplier that would be of ‘enduring
value’ and merit a long-term commitment as a preferred supplier for new R&D projects. We set upon a
set of technical demographics that were important for each commodity based on processing capability,
testing capability and engineering support. This became our threshold sorting criteria – if the supplier
did not have this ability then they would not be advanced beyond the preliminary screening. Second,
we examined their record for performance in three dimensions: quality of delivered items, the degree of
responsiveness to requests (e.g., design changes, order changes, etc.), and finally, their on-time delivery
performance. The top companies in each commodity area were then to be visited for an on-site audit
by a cross-functional team which would be led by a business analyst (typically from the purchasing or
materials engineering function) to check for process performance and cultural alignment factors. The
total reduction in qualified suppliers met the goal and consolidated our ability to get the right parts into
production faster for new products – a key ingredient in the early 1980s in achieving more rapid time-tomarket.
The lessons that I learned during this six-month project were significant with respect to how to evaluate
a commercial enterprise, how to compare business capabilities, how to evaluate performance against a
requirement or standard, and how to conduct a site visit. These ingredients were all part of what was to
emerge in about three years as the Hewlett-Packard Quality Maturity System (QMS) which it developed
in parallel with the our Corporate Quality Directors involvement in developing the initial criteria of the
Baldrige Award (Craig Walter was my boss at this time and he was on the original team who prepared
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the first set of criteria).
However, one other lesson was learned at HP before commencing the development of our internal
approach to self-assessment – the development of the Breakeven Time (BET) performance metric. Marv
Patterson had been one of the R&D leaders at San Diego Division and his desk was about 12 feet from
mine in the R&D area. He was promoted to become director of Corporate Engineering a new function at
HP that was established in late 1984 or early 1985. One of the first acts that he took in this job was to
conduct a study of the 50+ R&D facilities of HP to determine what were the best scheduling practices
within HP R&D divisions? He wanted to have business criteria not just technical criteria included in this
assessment as profitable products should be the outcome of R&D. He asked Gloria S. Kingzett, who was
the Comptroller of the San Diego Division to participate and I assisted by using benchmarking methods
that I had learned at Xerox. My role was very minor in this development; however, it was with great
interest that I observed the way that Gloria integrated the financial measures and operational measures
into a single indicator of potential profitability for new product development. We had much yet to learn
about performance measurement and management metrics, but this “from scratch process” made me
become more sensitive to the factors that create a management measure that has integrity – it provides
a meaningful indicator of performance that has objective validity. This experience also caused me to
pay more attention to how the financial measurement systems distorted management’s view of what
was actually happening at the operations level as Gloria was not very pleased with the way measures
based on standard cost accounting supported management decisions – this motivated her to find a new
way to look at indicators and BET was the result. The HP Software R&D Division manager Chuck House
was later to expose the world to this methodology in a January-February 1991 Harvard Business Review
article titled “The Return Map.”
My next assessment lesson learned came while I was in the Corporate Manufacturing office for a brief
period and working on design of systems and processes to support Just-in-Time (JIT) management. In a
small think tank (just four members under Sara Beckman, then Manager of Manufacturing Strategy who
worked for the Director of Corporate Manufacturing) we were working to develop systems-supported
solutions for generic manufacturing processes that could leverage efficiency across all HP divisions in a
rapid manner. Our team (Larry Marin, Corey Billington, Eric Johnson, and I) worked with some of the
Stanford professors (notably Professor Hau L. Lee) to study how operations could be improved and how
operations research models could be used in process design. I had been doing simulation work during
my naval operations career in developing advanced antisubmarine warfare search models (again as a
minor player – a lieutenant with operational experience whose job was to lend reality to the doctoral
geniuses from the Center for Naval Analyses and Daniel H. Wagner Associates (a firm of high-powered
mathematicians). We developed an internal process modeling methodology based on the US military
IDEF process and used it to develop static models of alternative approaches for performing some of the
core manufacturing processes (e.g., high-volume distribution) and we compared what HP did against
some of the benchmark companies with whom HP had some form of business relationship – notably
Procter & Gamble – especially in their Pampers product line). HP had no experience in shipping product
into the consumer market and thus our learning of the behaviors of this market was critical for us to
design a production system that was suited for it. The most interesting discovery at this time was later
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documented in a paper by Professor Lee in 1991, the “bullwhip effect” [Hau L. Lee and Corey Billington,
"Managing Supply Chain Inventory: Pitfalls and Opportunities," Sloan Management Review, 33, 3, 1992,
65-73]. It was the effort of this team that convinced me that we could make exceptional gains by using
simulation modeling to evaluate alternative business models and process designs before we put them
into practice.
The subject of Excellence models came forward to my attention somewhat obliquely. As I worked with a
number of HP’s external partners in my job at corporate quality, it was only natural for me to become a
little involved in the cross-company development of the Baldrige Criteria. I was not on the official team,
I want to make that clear, but I was on the team that Craig Walter convened internally to help him in his
work on that team (and again I was a minor player, but this was still an important part of my education
as a quality professional). The team was led by Sarv Singh Soin (an HP Group Quality Manager from Asia
who later wrote the 1992 book Total Quality Essentials: Key Elements and Methodologies in Managing
for Success (McGraw-Hill) to summarize his experience at HP), and included, Brian Unter (Santa Clara
Division) who was also the Quality Manager of HP’s Semiconductor Group and Katsu Yoshimoto who
was the Quality Manager at YHP during its successful pursuit of both the Deming and Ishikawa Prizes– so
it should be clear that I was the junior member and note-taker! My only real job at this time was to do a
benchmarking study of other award schemes to determine how they operated. At this time there were
only three other quality awards that were noteworthy: the Deming Prize from JUSE, the U. S. Senate
Productivity Award and the Lowe Award from NASA. [I later documented study while I was at the APQC
Benchmarking Clearinghouse and extended it to include ISO9000 and the European Quality Award which
were not available at the time of our initial study (“Assessing Quality Maturity: Applying Baldrige,
Deming and ISO9000 Criteria for Internal Assessment,” Joseph M. Wexler and Gregory H. Watson, eds.,
The Benchmarking Management Guide (Portland: Productivity Press, 1993).]
Another great learning experience came while I was at Xerox. There were two aspects to this learning
that were particularly important – the first was the support provided to Rank Xerox as it developed its
application in its successful bid for the initial European Quality Award in 1992 as I was just joining Xerox.
This application coined the phrase “Business Excellence” which was later adopted by the European
Quality Award and then the MBNQA as a substitute for quality. A team led by Dick Leo helped to create
the model of Business Excellence which aligned with both the Baldrige and EQA models. Receipt of this
award completed a “hat trick” for Xerox – the first company to receive the Deming Prize, the Baldrige
Award and the EQA. To celebrate Dick Palermo and I edited a book on the story of the Xerox quality
journey called A World of Quality: The Timeless Passport (ASQ Quality Press, 1993) and Xerox also
released very lightly redacted versions of the applications for all three awards in a limited publication
edition of 1,000 copies each – versions are still held in the ASQ library in Milwaukee).
My involvement as an examiner began with a two-year period on the MBNQA Board of Examiners from
1990-1992. During this time I also worked with Jack Grayson (APQC), Ron Asbury (Texaco) and Vince
Figurello (Chevron) to develop the Texas Quality Award. I agreed to serve as an initial Judge on this
award and eventually served a three year assignment (1991-1994). As I moved to Xerox Dave Luther
and Jeff Martin recruited me to work on the New York State Excelsior Award (Senior Examiner (19921995, Judge (1996-2001))) and after moving to Florida I was recruited for its state-level Sterling Award
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(Judge (1995-2002). Since I also had to work during this time I had decided to work at the state level as
compared to the national level as I was giving more of my time to ASQ and these state awards and did
not have enough time to continue with the Baldrige process also. When the Secretary of the Air Force
initiated a quality award, I was recruited to join its civilian team of examiners and when Blan Godfrey
stepped down after two years as the founding Judge, I became the Chief Judge in his place (1995-1997).
This also carried with it the role of quality advisor to General Ron Fogelman, then the Chief-of-Staff of
the USAF. The last assignment that I had in the judging capacity was as ae Member Jury for the Abu
Dhabi Excellence in Government Award (2008-2010). All of these assignments brought me an in-depth
understanding of the judging process, excellence criteria and its application in a variety of business
models and industries. However, my greatest learning came from customization of the model to apply
in a specific industry and for a company with its own culture. This knowledge was cemented during my
consulting process with Nokia Mobile Phones.
My experience as a quality leader at Compaq and Xerox caused me to conclude that organizations need
to have a single, integrated approach to quality and not pursue a variety of unaligned methodologies in
a simultaneous manner. While this was in the process of happening at Compaq (at the same time that
we did the work on quality improvement that I reported in my prior letters we also did a company-wide
ISO9001 certification at all development, production and service facilities world-wide during a 9 month
period of time). However, my untimely departure from Compaq prevented its further development. At
Xerox we focused first on the Rank Xerox application and then on learning the lessons afterwards to
create “Leadership through Quality II” – the second generation of quality management processes which
ultimately led to Xerox Business Solutions receiving a second Baldrige Award in 1997. However, I was no
longer involved as this process came to maturity. Thus, Nokia represented my next best opportunity to
work on developing a holistic approach to design a comprehensive quality system that was inclusive of
all requirements and methodologies (this was described in my 1994 book Business Systems Engineering
(published by Wiley)).
When I founded Business Systems Solutions (US-based forerunner of my current organization Business
Excellence Solutions which is a European company) in 1993, it had four areas of specialization and one
of them was business assessment. This was intended to be a broader focus than the assessments using
the Baldrige Criteria and would include higher levels of strategy design, competitiveness, technological
planning as well as financial management which were missing in the original MBNQA criteria. One of
the requirements of my consultants was that they spend up to 25% of their billable time in pro bono
work in their area of expertise. Jeff Martin, my US-based partner spend this time by supporting the
development of state quality awards in Florida, Illinois, Tennessee, Connecticut, Pennsylvania and others
which escape my current memory. Jeff had served as the acting director of the New York State Excelsior
Award and it was though this association that we met and I offered him a position. I mention this as an
important point because Jeff joined me at Nokia Mobile Phones to help the company develop its own
customized approach to quality improvement which they called the “Current State Analysis/Operative
Review” or CSA process. Jeff and I helped develop their CSA process in 1995 in collaboration with Timo
Hannukainen, the Nokia Mobile Phones VP of Quality and Simo Salminen, a quality director on the Nokia
Mobile Phones Corporate Quality staff who became the Assessment Manager for CSA. This process was
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cited by the examiners for the European Quality Award as a European-wide Best Practice after observing
how it operated during the successful site visit where Nokia Mobile Phones was awarded the European
Quality Award on its initial application. The score that was agreed upon at the consensus review was in
the range of 840-860 points – the highest score ever to be achieved on this type of assessment.
What was special about the Nokia CSA? We divided the criteria into two components – those criteria
related to approach and deployment were integrated into the self-assessment process of all business
units at the front-end of the strategic planning process. The objective of this was to identify weaknesses
as well as opportunities for improvement were embedded to stimulate strategic improvement project
identification in the planning process (to generate the portfolio of potential hoshin projects that were to
be considered by senior management in the change process). This provided for a more open way to
generate ideas at the start of the catchball process than had been developed at HP and we integrated
this methodology into the front-end “strategic dialog” of our hoshin kanri process. Those aspects of the
assessment criteria that were related to results we transitioned into the monthly management review of
performance and expanded the measurement system so that financial measures would be related to the
operational measures in a Y = f (X) relationship where the X’s were operational drivers of the financial
results – rather than a balanced scorecard approach (we followed the improvements suggested by Art
Schneiderman of Analog Devices rather than the Kaplan-Nolan simplification of them (e.g. what they
called the Balanced Scorecard). We also changed the rating scale so that each level was behaviorally
anchored by common sense actions that could be taken by local managers or observed in objective data
analyses. This system was reported in 1998 at the 52nd Annual Quality Conference by Timo Hannukainen
and Simo Salminen and documented an article (52nd AQC Conference Proceedings, “Setting the Course
for Quality: A Case Study in Applied Self-Assessment,” pp. 316-323) where CEO Pekka Ala-Pietilä was the
keynote speaker on the subject: “Creating a Quality Culture: Leadership at all Levels.” His personal use
of quality as a differentiating strategy for Nokia was one of the reasons that Nokia scored 90 points in
the Leadership Category on its application for the European Quality Award. Ala-Pietilä received the ASQ
Ishikawa Medal for his human-based leadership approach and was recognized by IAQ with the Marcos
Bertin Medal for Quality in Governance for his sustained emphasis on quality in a variety of companies
as the Chairman of Solidium (the Finnish state-owned enterprise that oversees all industry investments
of the government).
In 1997 ASQ Fellow and IAQ Honorary Member Marcos E. J. Bertin delivered the first paper on the topic
of quality at the level of the Board of Directors. In 2001 Marcos initiated an IAQ Think Tank on Quality in
Governance and in 2009 the Academy established the Bertin Medal to recognize excellence in the role
model of quality by executives as well as the promotion of quality at the executive level by professional
quality practitioners. The initial emphasis of the Think Tank was to consolidate a report on the current
state of quality at the Board of Directors level which it published in 1993 [The Impact of Governance on
the Quality of Management (Milwaukee: International Academy for Quality)] and edited by Marcos E. J.
Bertin and myself. Over the next few years we developed a Baldrige-like process for evaluating the work
of Boards of Directors with respect to quality and it was published by GOAL/QPC in a 2007 book that was
also co-edited by Marcos and myself (Corporate Governance: Quality at the Top). This book was then
translated into Portuguese and Spanish and the PWC (Price-Waterhouse-Coopers) consulting firm
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provided complementary copies to all of its clients in Brazil. Since the inception of this Think Tank the
Academy has delivered over four dozen speeches at quality conference venues on this subject and of
these I delivered over 30 of these personally or with Marcos Bertin. As a result, I was awarded the 2015
Bertin Medal:
“For promoting application of inclusive quality, strategic benchmarking, collaborative
participation, and hoshin kanri as a policy deployment system for formulating the
strategic intent of organizations and applying business excellence concepts for
assessment of quality progress in the governance of organizations.”
In addition to applying my concept of excellence in my consulting with executives, I also have worked
with a number of governments for improving their application of quality (e.g., Chile, Mexico, Colombia,
Russia, Azerbaijan, and China); however, the most enduring engagement has been with the People’s
Republic of China (PRC). In 1997 I was invited to attend the celebration of the 20th anniversary of the
founding of the China Association for Quality and the 40th anniversary of the Chinese Revolution. At this
meeting in Beijing I was invited to address the mayors of the largest cities in China on the subject of
“Microeconomic Quality and Global Competitiveness,” a speech that I had delivered to the government
leaders of Chile in 1993 at the request of the Clinton administration. I met with the Vice Premier of
China at that time and explained how my benchmarking study of economic development initiatives in
fast-growing economies had demonstrated the effectiveness of some basic quality components that
were required to be provided in the macro-economic domain by governments in order to enable the
economic success of the nation at the micro-economic level of the firm. Since most of the commercial
organizations in China at that time were State-Owned Enterprises (SOE), the central government had an
opportunity to make a significant across-the-board improvement, if it coordinated its infrastructure
development to include these core quality elements. This meeting kicked off China’s development of a
15-year plan for quality improvement across the nation. Success was achieved in accomplishing its goals
and in 2009 I received the Shanghai Association for Quality (ASQ World Partner) Magnolia Award for the
promotion of productivity in China. In that period of time China had established the AQSIQ Ministry (for
the Administration of Quality, Safety, Inspection and Quarantine) to maintain oversight on all quality
matters within the republic. During 2010 a review of the old quality plan was completed and I was asked
to help formulate a new quality plan. For this effort, in 2012 I received a second Magnolia Award, the
only person ever to have been recognized twice with this award. Afterwards, I was asked to help China
develop a unique approach to social responsibility that would be consistent with its set of principles for
management (which date back to the time of Confucius) and are consistent with the way that the world
markets are defining accountability. This model was reported last summer at a special conference in
Shanghai and was also part of my keynote address at the first Chinese World Quality Conference that
was held in Beijing in September of 2014 (and which will be held on a bi-annual basis going forward).
The final aspect of my work on the subject of “excellence” is my response to a recent request from the
Swedish Institute for Quality. SIQ was not pleased with the weakening state of the European Foundation
for Quality Management (EFQM) which manages the EQA. While the organization became driven by its
commercial emphasis, it began to alienate the national quality bodies in Europe and was not customer
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responsive to the need to update its quality management model. In particular, the excellence model
that it used was considered weak in participative management, leadership, communication, as well as
sustainability. SIQ asked me to lead an effort to create a new model to replace the EFQM model – one
that was based on Scandinavian values and compatible with a social democratic approach to governance
as practiced in the Nordic and Baltic states. Since that time I have solicited participation from other key
countries in this area (Estonia, Finland, Latvia, Lithuania, and Norway). We will be holding an initial
organizing meeting this coming September-October (the specific date will be announced by SIQ). This
will probably be my last collaborative project in Europe as my energy levels are decreasing annually and
I don’t quite frankly see how I will keep up the pace much longer.
As I think back upon my career I have been very fortunate in that “serendipity has smiled upon me” – in
terms of the people that I have met and who influenced my life and the experiences that I participated
in that never could have planned consciously. I have always tried to participate to the fullest extent in
whatever opportunity has been presented. This personal decision rule has worked out well for me as it
advanced my thinking and focus in areas that emerged over the years. In retrospect I feel like Sir Isaac
Newton who famously declared: “If I have seen further, it is because I have stood on the shoulders of
giants.” Thank you for helping me to gain the perspective to see more clearly!
Best regards,
Greg
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Celebration of the 40th Anniversary of Sandholm Associates, May 2011.
110) “Master Class: Managing for Quality in Crisis,” Proceedings, Shanghai Association for Quality, June 2011.
111) “Keynote Address: Returning to Our Roots: The Fundamentals of Managing for Quality,” Proceedings of the
55th European Quality Congress, June 2011.
112) [With Marcos E. J. Bertin] “The Requirement for Quality in Corporate Governance,” Proceedings of the 55th
European Quality Congress, June 2011.
113) “Keynote Address: Sustainability: Meeting Economic and Ecological Challenges with Quality,” Proceedings of
the 9th Annual Asian Network for Quality, September 2011.
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114) “Sustainability: Necessary but not Sufficient,” Proceedings of the 9th Annual Asian Network for Quality,
September 2011.
115) “Keynote Address: Innovation and Quality: Turning Theory into Reality,” Proceedings of the Saudi Arabia
Standards and Quality Organization Conference, October 2011.
116) “Master Class: Innovation Management: Lean Six Sigma and Quality Management,” Proceedings, Shanghai
Association for Quality and Participation, October 2011.
117) “Keynote Address: The Future of Quality: Aiming at Inclusive Growth,” Proceedings of the 8th Shanghai
Innovation and Quality Conference, October 2011.
118) “Challenges for Inclusive Growth,” Proceedings of the IAQ Shanghai Forum, October 2011.
119) “Keynote Address: Comprehensive Quality Makes Life Safer and Assures Economic Well-Being,” Proceedings
of the 1st International Symposium on Quality, Safety, and Credit, Nanjing, November 2011.
120) “Assuring the Economic Future of China by Managing for Quality,” Presentation to the Executives of the
Administration of Quality, Standards, Inspection and Quarantine (AQSIQ), November 2011.
121) “Master Class: Designing Processes for High Performance,” Proceedings, Estonian Association for Quality,
November 2011.
122) [With Glenn H. Mazur and Yoji Akao] “Quality Function Deployment Applications for the Board of Directors,”
Proceedings of the 23rd Annual QFD Symposium, December 2011.
123) “Modern Quality Management Webinar Series: Systems Approach to Quality Management,” Proceedings,
Institute for Industrial Engineers, Quality and Reliability Division, May 2012.
124) “Master Class: Quality as an Enabler of Excellence,” Henan University Faculty Forum, July 2012.
125) “Keynote Address: Quality in the Evolution of Man,” Proceedings of the 11th Chinese and Korean Quality
Conference, July 2012.
126) “Keynote Address: Quality Science in New Product Development: Lessons Learned from HP, ABB, RIM and
Toyota,” Proceedings of the 2nd International Forum on Quality, Safety and Credit, Nanjing July 2012.
127) “Master Class: Forces Driving Leadership through Quality,” Proceedings, Shanghai Association for Quality,
July 2012.
128) “Keynote Address: Organizational and Individual Responsibility for Delivery of Quality Results,” Proceedings
of the 5th China Academy Quality and Innovation Forum, Shenzhen, China, July 2012.
129) “Keynote Address: Understanding Excellence Imperative for Performance Sustainability,” Proceedings of the
10th Annual Conference of the Asian Network for Quality (ANQ), Hong Kong, China, 2 August 2014.
130) “Guest Editorial: On Knowing What We Don’t Know: Knowing our Roots,” Six Sigma Forum Magazine, August
2012.
131) “Building Brand You,” Industrial Engineer Magazine, September 2012, pp. 42-44.
132) “Objective of the PRC National Quality Strategy: China, the number one country brand in 2030?” Proceedings
of Laatukeskus Executive Briefing, April 2013.
133) “Keynote Address: Quality Renaissance: A New Definition for the Coming Age,” Proceedings of the 57th
European Quality Congress, June 2013.
134) “Keynote Address: How to Get to Know Your Customers: Satisfaction is Never Enough,” Proceedings of the
57th European Quality Congress, June 2013.
135) “Keynote Address: Core Elements in the Quality Revolution of the 21 st Century,” Proceedings of the 19th
Annual Conference of the Asia Pacific Quality Organization (APQO), Bali, Indonesia, October 2013.
136) “Keynote Address: Thinking Experiment: Quality, Reliability, Excellence, Innovation and Continual
Improvement,” Proceedings of Laatukeskus Quality Day Conference, Helsinki, Finland, November 2013.
137) “The Discipline of Scientific Leadership,” Proceedings of Laatukeskus Quality Day Conference, Helsinki,
Finland, November 2013.
138) “Master Class: Designing a Holistic Approach to Continual Improvement,” Proceedings of the 58th EOQ
Congress, Gothenburg, Sweden, 10 June 2014.
139) “Keynote Address: Balancing the Technical and Human Dimensions of Quality – Continual Improvement as a
Holistic System,” Proceedings of the 58th EOQ Congress, Gothenburg, Sweden, 11 June 2014.
140) (With Markku T. Nieminen) “Taking Responsibility or Assigning Accountability: Management of Reliability by
Design,” Proceedings of the 58th EOQ Congress, Gothenburg, Sweden, 12 June 2014.
141) (With Marcos E. J. Bertin), “Increasing Accountability for Quality: An Evolving Role of the Board of Directors,”
Proceedings of the 58th EOQ Congress, Gothenburg, Sweden, 12 June 2014.
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142) “Relevance and Responsibility: Obligatory Components in Commercial Innovation,” Proceedings of the
Performance Management Association (PMA)-2014 Conference, 26 June 2014, Aarhus University, Denmark
143) “Keynote Address: Business Excellence through Quality in Governance,” Proceedings of the Chinese Quality
Conference, Beijing, China, 2 September 2014.
144) “Keynote Address: Evolving Challenges for Quality Management,” Proceedings of the First International
Conference on Quality Engineering and Management,: 15 September 2014 University of Minho, Guimarães,
Portugal
145) “Management Address: European Quality Innovations,” Proceedings of the 15th International Conference on
Quality, 20th October 2014, Union of Japanese Scientists and Engineers, Tokyo, Japan.
146) “Master Class: Quality Innovation Development and Economic Transformation,” Proceedings of the 9th
International Symposium on Quality, Shanghai Association for Quality, 3 November 2014.
147) “Guest Lecture: The History of Quality Management,” School of Management, Shanghai Open University,
Shanghai, China, 5 November 2014.
148) “Keynote Address: The Importance of Quality – Social Waste Reduction by Design,” Proceedings of China
Association of Plant Engineering Consultants (CAPEC) Forum, 6 November 2014.
149) “Keynote Address: Beyond State-of-the-Art: Designing a Customer Experience (CEx) Measurement System
with Integrity,” Proceedings of the 20th International Conference of the Israeli Society for Quality, 18
November 2014, Tel Aviv, Israel.
150) “Master Class: Critique of the Customer Experience Measurement System (CEMS),” Proceedings of the 20th
International Conference of the Israeli Society for Quality, 20 November 2014, Tel Aviv, Israel.
151) “Keynote Address: Stimulating Responsibility for Innovation,” Proceedings of the 20 th Annual Conference of
the Estonian Association for Quality, 27 November 2014, Tallinn, Estonia.
152) “Keynote Address: Quality in an Age Demanding Innovation,” Proceedings, European Quality Innovation Prize
Ceremony, Budapest, Hungary, 19 January 2015
153) “Keynote Address: The Quality Performance Mindset – States of Under-Quality and Over-Quality,”
Proceedings, Laatukeskus Quality Day, Helsinki, Finland, 23 January 2015.
154) “Keynote Address: Managing for Breakthrough – Transformation through Strategic Quality Initiatives,”
Proceedings of the Latvian Quality Association Annual Conference, Riga, Latvia, 5 February 2015
155) “Master Class: Profound Process Knowledge in Breakthrough Transformations,” Proceedings of the Latvian
Quality Association Annual Conference, Riga, Latvia, 6 February 2015.
156) “Keynote Address: Insight into Quality Management – From Hindsight to Foresight,” Proceedings of
Innovation Arabia 8 Conference, Dubai, UAE, 16 February 2015.
157) “Master Class: Managing a Lean Transformation – The Diagnostic Journey,” Proceedings, Estonian Quality
Association, Tallinn, Estonia, 1-2 April 2015.
158) “Like Father – Like Son: The Ishikawa Family Quality Heritage,” Noriaki Kano, et. al., editors, Kaoru Ishikawa The Man and Quality Control (Tokyo: JUSE, 2015).
159) “Master Class: Managing a Lean Transformation – The Remedial Journey,” Proceedings, Estonian Quality
Association, Tallinn, Estonia, 27-28 April 2015.
160) “Invited Lecture: Quality Thinking for the Next Generation: The future of quality in corporate governance and
the role of hoshin kanri in setting the direction for strategic policy,” General Meeting, International Academy
for Quality, Nashville, TN, USA, 2 May 2015.
161) (With Andrew D. Watson), “The Future of the Customer Experience (CEx): CEx Becomes the Dominant Design
Force Influencing Markets,” Future of Quality Report: Future Throughout (Milwaukee; American Society for
Quality, 2015)
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Japanese TQM Influence on my Career – GHW letter to Ken Case
7 July 2015
Ryijytie 1 E 9
Espoo, Uusimaa 02750
Finland
Dr. Kenneth E. Case, PhD., P.E.
Oklahoma State University
322 Engineering North
Department of Industrial Engineering and Management
Stillwater, OK 74073 USA
Dear Ken,
Throughout my career I have been influenced by oriental thinking. This began in my university days as I
studied oriental philosophy and the history of Asia and continued into my military career as I was first
assigned into the Viet Nam war zone as an officer in the Navy. During my naval experience I traveled
throughout Asia (Thailand, Viet Nam, Singapore, Philippines, Taiwan, Korea and Japan). Subsequently,
my assignment was as an exchange officer with the Japanese Maritime Self-Defense Force (JMSDF) in
Eta Jima, Iwakuni, Misawa and Atsugi. During these years I learned the Japanese culture and a little of
its customs and language. However, my work was focused on other things and I did not really take a
good advantage of this time to immerse myself in the culture. Perhaps my most impressive learning in
this period was the mastery of eating with chopsticks! However, this foundation allowed me to have a
better understanding of the special Japanese teachers that I was to meet later in life.
My first real engagement with Japanese quality came shortly after Yokagawa Hewlett-Packard had
received the Deming Application Prize in November 1982. In late 1983 Katsu Yoshimoto started to
arrange study missions to Japan for HP to learn how Japanese quality really worked. Remember that
YHP had made an exceptional turnaround in just five years under the leadership of Kenzo Sasaoka, its
general manager. In 1987 it was once again to challenge the Ishikawa Prize (this required a minimum of
five years after winning the Deming Application Prize and organizations had to meet a higher-scoring
criterion than the original award. During this period YHP served as host to numerous visits to Japan for
study missions. My division of HP, San Diego Division, nominated me to go as their representative – I
think mostly because not so many people liked to leave San Diego. On each trip we visited one Deming
Prize winner in depth and sought out methods and tools that we could apply back in America. We read
Ishikawa’s two books that had been translated into English and put together the basic training courses
that became the HP quality education program. It was strongly based on Japanese TQM with its three
major elements of continual improvement (PDCA), Quality Circles, and basic tools and methods that
were helpful in resolving problems (e.g., the seven quality questions and seven quality methods). We
also investigated Just-in-Time methods and learned how to apply them in production (at SDD we did this
in the form of the Joey Production Cell which was a JIT manufacturing approach used for Squirt and
Squid (the PaintJet and OfficeJet products). It seems like we studied all of the major companies at the
time (Toyota, Honda, Hitachi, Toshiba, Fujitsu, Fuji Xerox, Canon, etc.). While we were included in the
“Deming Club” by virtue of our association with YHP, we had a difficult time of assimilating how all of

Page 1 of 3

Japanese TQM Influence on my Career – GHW letter to Ken Case
the pieces fit together.
One day John Young joined our planning meeting at HP Corporate in Palo Alto. He asked us if we were
“enjoying our vacations in Japan” as he couldn’t see any difference in HP’s performance on the scale
that YHP had delivered in a relatively short time. We began to question: “What are we missing?” In our
next trip we visited a Fujitsu plant just outside of Tokyo and we decided to take a different approach to
the visit than we had in the past. This is when we discovered hoshin as I described in my previous letter
on hoshin kanri. In retrospect, we should have been more alert as the hints of hoshin were there, but
we didn’t know how to read the tea leaves.
Ishikawa had made a visit to the USA in 1983 prior to my joining HP, so I didn’t have an opportunity to
meet him – actually, I never did. I read his books and studied a series of videos that HP had recorded to
document his visits to manufacturing facilities and his method for critiquing improvement projects. This
“second-hand” teaching set a firm image in my mind as to how a quality consultant should operate with
clients in facilitating improvement efforts. However, Ishikawa was aging (approaching 70 at that time,
he died at age 74) and didn’t want to make many more trips overseas, so he sent his disciples to coach
and consult on his behalf: Noriaki Kano and Hitoshi Kume. Kano consulted to a variety of companies
over a long period of time (Hewlett-Packard, Florida Power & Light, Southern Pacific, Ford, etc.) while
Kume focused mainly on Florida Power & Light and providing them support in their challenge of the
Deming Prize.
I first met Kano on his visit to SDD in 1984. I still remember his lecture on T-Q-C where he had one slide
that defined each term in a slightly humorous way (I remember his discussion of total dealt with the idea
of death – nobody wants to think about death and this is one reason that TQC does not catch on in the
west!). On Kano’s tour of our factory I had the “pleasure” of carrying his bag full of overhead slides
(each was a plastic sheet and he had about 1,000 in his suitcase – ready to be placed on an overhead to
explain an important point. [Some twenty-five years later we laughed as Kano carried my bag as I could
barely walk across the campus of Waseda University in Shinjuku, Tokyo, Japan where we attended an
Asia Network for Quality (ANQ) conference together.] During this same year I also met Yoji Akao as he
delivered his first lecture on Quality Function Deployment (QFD) in Chicago and it was also the first time
that I met Glenn Mazur who was the event translator. While I did not get to know Professor Kume, over
a five-year period I became acquainted with Akao and more especially with Kano. During this period of
time (1983-1987) the Japanese Research Committees were investigating and summarizing quality
lessons learned (much in the same way that the UN War Production Board did following WWII). Akao
headed up committees on hoshin kanri and QFD while Kano led the Daily Management research. I have
found at least four other active committees from this time and suspect that there were more (I think
that Kume must have lead a committee on standards as his books indicate this same degree of research
but with the engagement of supporting companies as case studies which was a hallmark of the other
studies (Kume only included case studies of Toyota, YHP, JATCO and SRF – all told through his eyes, not
through the words and observations of the company workers).
Subsequent introductions to Japanese quality thought leaders came through my association with Bob
King and his GOAL/QPC Research Committee. HP had provided the initial funding for their translation
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work and I served as a representative while at HP and then later at Compaq (assigning this task to
Charlie Burke as it was more aligned with his benchmarking efforts). Through GOAL/QPC I became
acquainted with the work of Tetsuichi Asaka, Shigeru Mizuno, Masao Kogure, Kenji Kurogane, Yoshio
Kondo, Hajime Makabe, Katsuya Hosotani, Yoshinobu Nayatani, and Shoji Shiba. Both Makabe and
Genichi Taguchi consulted to Xerox while I worked there and Masataka Yoshizawa was assigned by Fuji
Xerox as a liaison engineer my quality department in Office Document Products.
I had not realized that I had made much of an impression on the Japanese until two events occurred.
The first came “out-of-the-blue” as a surprise when Yoji Akao asked me to write the introduction to his
Japanese Standards Association research study on hoshin kanri (published in 1991 as Hoshin Kanri by
Productivity Press). Then in 1993 after writing Strategic Benchmarking, Fuji Xerox General Manager,
Yotoro Kobyashi, wrote the introduction to the Japanese version of the book which Fuji Xerox translated
and was published by Diamond Publishers. At that time, I had only met Kobyashi-san twice so I was
quite surprised that he was willing to provide this support for me.
After being inducted to the International Academy for Quality I was introduced to more leaders in the
quality and business community of Japan: Takanori Yoneyama, Matabee Maeda, Tadashi Yoshzawa,
Yoshinori Iizuka, Masahiro Sakane, Hiroshi Osada, Makoto Nakao and Kazuyuki Suzkuki.
In 1999-2001 I consulted to Toshiba and lived in the Tokyo Bay Intercontinental Hotel for much of the
period to support the Management Innovation 2001 initiative of Toshiba President Taizo Nishimuri.
In 2007 I visited Japan to present Mrs. Keiki Ishikawa with the IAQ Founders Medal which honored her
husband’s contribution as the Japanese founder of the Academy. At this meeting I was the only nonJapanese at Dr. Kano’s home for the presentation – it was truly an exceptional experience. Two years
later Kano nominated me for the first W. Edwards Deming Medal to be presented to a Non-Japanese
person. I am attaching Kano’s nomination letter which was seconded by Akao (in Japanese only) and
also the listing of recipients of the Japanese and Non-Japanese versions of the medal. The only two
additional Non-Japanese recipients are Janak Mehta who received the medal for introducing Japanese
TQM into India (in 2012) and Kan Trakulhoon, president of Siam Cement Company in Thailand whose
organization has received five Deming Application Prizes (in 2014). I remain the only Westerner to have
received this honor from JUSE.
As part of my doctoral research program I prepared a paper on the Japanese Psychology of Work (in a
course on Industrial Psychology with Professor Terry Collins). Over the course of my studies I have come
to realize that the Japanese inclusion of psychological concepts and considerations in their approach to
quality is appropriate and probably meets the need that was identified in W. Edwards Deming’s “system
of profound knowledge.” This has been a major part of the motivation behind my doctoral research
project to develop “The Theory and Practice of Profound Knowledge” within the context of Japanese
TQM and hoshin kanri. There is so much to write about hoshin kanri that it deserves a separate letter.
Best regards,
Greg
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19 June 2015
Ryijytie 1 E 9
Espoo, Uusimaa 02750
Finland
Dr. Kenneth E. Case
Oklahoma State University
322 Engineering North
Department of Industrial Engineering and Management
Stillwater, OK 74073 USA
Dear Ken,
When I first set up my consulting business in 1993, I decided that it would have four integrated ways to
influence continual improvement of client firms: strategic benchmarking, business assessment, hoshin
kanri approach to its managing for quality and systems engineering to create solutions to problems and
business issues. After thinking about your question related to benchmarking and this follow-up request,
I realized that any appropriate answer is probably more complex (I wrote my book Business Systems
Engineering (Wiley, 1994) to describe this basic approach to consulting and have practiced this ever
since, starting with my coaching of the Nokia Mobile Phones executives in Finland from 1994-1999).
So, this letter will focus on hoshin kanri which more than any of these four components to my process of
managing for quality is the driver of the others as it defines the structure within which the other three
components operate. My “breakout” from corporate life to consulting was stimulated by a request of
Dr. Yoji Akao to write the introduction to his book that was to be published by Productivity Press. This
book was a translation of a book that had been published in Japanese by JSA (the Japanese Standards
Association). The report described the work of a Research Committee that had been directed by Dr.
Akao to determine the current state of the theory and practice of hoshin kanri in leading organizations
within Japan. This book is important because it was the first open literature that was published in
English about hoshin kanri and it reported on both the history of hoshin kanri as well as its current state.
I had known Dr. Akao for about five years at that time through his consulting work at HP on both hoshin
kanri and QFD (these contribution areas were highlighted in his nomination as an Honorary Member of
ASQ). He wanted to assure that a Western audience would understand his book which was framed in
the Japanese cultural context, so he asked me to write an introduction that would explain the
developments of hoshin in the USA from about 1985 to 1990. My perspective on writing this was
through my experience with hoshin from Hewlett-Packard, Compaq Computer and Xerox. So, first, I
should describe this early practical work and then the subsequent developments.
My introduction to hoshin came perhaps a little later than some working in Hewlett-Packard in the
1980s. Hewlett-Packard had formed a joint venture Yokogawa Electric Works (YEW) in 1963 to form
Yokogawa Hewlett Packard (YHP) [in 1999 HP bought out YEW’s share in Hewlett-Packard Japan]. In
1986 the YHP Division was the least profitable operating unit within HP and mediocre by most other
standards. Sasaoka asked for autonomy in the management of YHP and implemented an approach to
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managing for quality based on Japanese TQC by challenging the Deming Prize. By 1981 YHP had risen to
become the most profitable business unit within HP – by far! In November 1982 YHP received the JUSE
Deming Application Prize and in late 1983 YHP began hosting visits to Japan so HP’s American managers
could learn about the management methods that had created this turnaround (Sasaoka received ASQ’s
Ishikawa Medal to recognize his contribution for quality improvement and educating HP’s leaders). In
1979 John Young became the first President of HP and followed the founders, Dave Packard and Bill
Hewlett, as the Chief Executive. Young’s entire strategy focused on what he called “10X improvement”
which he operationally defined as decrease of defects in the field by ten times over the decade of the
1980s. In 1983 Young was faced by a dilemma – Japan had more than achieved the goal, but all the rest
of the HP divisions hadn’t budged the needle toward improvement. He then initiated a series of study
missions to discover the “secrets” of Japanese quality (Young was to become a recipient of ASQ’s Juran
Medal in recognition of this quality leadership initiative). I joined HP at the beginning of this effort and
was to make 27 visits to Japan on study missions over my career at HP.
The era in which I had joined HP was strongly focused on quality improvement as a business strategy.
Another of the projects that I became involved in at HP San Diego Division was the piloting of hoshin
kanri. However, I was guided into this project through the back door – being assigned as the product
line planning manager for hard copy graphics. Since planning was in my job title, it was only natural for
me to learn about planning when the division was chosen to be a pilot. However, our leader in this
project was Pete Babbich from the quality department as this was a quality initiative in Japan. But, I am
now getting ahead of myself – why had HP decided to do a pilot on hoshin in the first place? Most of
the managers thought: “Oh shit! Not another planning process!” At least that was the euphemism that
was used to describe “Ho-Shin!”
Let me return to the HP study missions in Japan. I was chosen to be a representative on the HP study
missions because I had lived in Japan and was a little familiar with the culture – and nobody else at the
time wanted to go! I am not sure which the more compelling reason was! As a former reliability and
systems engineer in the Navy, I was curious to discover first-hand what this quality stuff was about in
Japan and to learn how different it was from what I was familiar within the world of military acquisition.
At first the American study team was just hearing aphorisms while looking for tools and methods that
we could copy (and with our inherent American “Yankee ingenuity” make better – so we thought). But
in this pursuit for knowledge we saw the trees and missed the forest – we missed the system. Why had
YHP made such gains and in the first 18 months of our study efforts we didn’t see change even though
we thought that we had captured the most significant aspects of Japanese TQC (as it was called in the
mid-1980s)? John Young visited our team one day and expressed his displeasure with our lack of finding
the critical success factor that could move the rest of the company. I remember this explicitly as we had
taken a “rotating team leadership” role so nobody bore the entire logistics and planning burden for the
entire project.
What could we do differently to learn these hidden secrets? It was my turn in the barrel and we were to
visit a Fujitsu plant just outside of Tokyo. In Japan our host was Katsu Yoshimoto, the Quality Manager
of YHP. We structured this trip differently and took the commuter train to the factory instead of a
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comfortable bus. When we arrived, we were more able to appreciate the morning calisthenics as we
had been squeezed into the train by “pushers” so our shoulders were scrunched and at the end of the
journey we were stiff and unable to move freely. In Japan work is movement. We realized that these
calisthenics had an ergonomic effect – loosening up the workers so they were able to move freely
without damaging themselves. We wondered what other observations we had missed because we had
the wrong perspective or were using a Western filter to see the Japanese ways. When we went into the
plant lobby, we changed our role from a commuter to that of a supplier quality site evaluate team. We
closely examined each detail to discover what it meant and how it was different from what we did in
America.
Inside the lobby there was a standard reception desk, a not-too-comfortable couch, a plant and some
Japanese artwork above the quality and standard certificates earned by the company and the measures
of factory output. Looking closely at the “artwork” I observed that it was a Shinto shrine. Having been a
student of philosophy during my university years and also had lived in Japan during my career in the
Navy, I recognized the meaning of the symbols inherent in the arrangement of these items on the wall.
The Shinto shrine was situated above the awards which were above the certificates and these were
above the factory management measures. I was convinced that this arrangement was not random, but
it had symbolic meaning. Shinto is a religion that maintains reverence for the Japanese ancestors, and it
respects the contribution that they made to the current society. In memorial of their contribution it is
customary to make a small daily offering at a local Shinto shrine – perhaps some nuts, a little glass of
whisky or a mandarin orange. I don’t know that the substance of the offering is as important as the
meaning behind it. The offering is an acknowledgement that of respect for the benefits that have been
received from the past and an assurance that the present generation is not wasting the resources that
they use in promoting the current civilization – in fact there is enough to deposit this token to show that
there is sufficient reserves to remember their lives. But, what does the rest of the wall hangings mean?
Are the awards, certificates, and factory performance measurement reports also indicators that the
current generation has not squandered its resources? If this is true, then there is a much deeper way to
think about the operation of the Japanese system of monozukuri (Japanese-style manufacturing).
On this trip we discovered that the hoshin kanri system knits together the strategic planning system of
the senior management with the changes that it directs to the daily management system. In Japan the
management has three types of changes that it issues: 1) changes to processes and organizations which
are policy or directed change and this is accomplished by using hoshin tenkai (policy deployment); 2) the
new product development change occur in the design of products and services and this is accomplished
using the quality function deployment (QFD) method; and 3) those changes in the cooperation of the
work place that are intended to create group harmony (especially in the peer-to-peer relationships of
functional managers) which are accomplished through cross-functional management of responsibility. It
took us about four years to discover this! The HP pilot of hoshin kanri was one mechanism to learn how
this works and the engagement of Dr. Yoji Akao as a sensei to guide development of QFD was a second
approach (along with the appointment of Doug Daetz, who had a doctorate in industrial engineering, to
shepherd the deployment of QFD out of the corporate quality office. During this time (around 1986-87)
I gave my first speeches on TQC and hoshin was one of the topics that I spoke about. Because it was a
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new term, I was asked to write a number of papers on this subject. The Japanese sensei who taught us
hoshin kanri and nichijo kanri (daily management) were Noriaki Kano, Yoji Akao and Hajime Makabe.
As I mentioned earlier, my job as Manager of the Quality Leadership Development Program required me
to research management methods for improvement and train the HP quality managers and business
leaders in their application. One of these methods was benchmarking which I mentioned in my prior
letter, and a second was hoshin kanri. The HP Corporate Office also had involvement in this method and
the planning group created a 10-step planning process as the precursor to the hoshin formulation and
deployment process. Two aspects of our internal learning process are noteworthy in my memory. One
is the fact that HP initiated Bob King’s GOAL/QPC Research Committee. I believe that it was Lois Gold, a
quality manager in our corporate office who realized that much of the Japanese material we found was
not understandable and it would be much more valuable in English. HP donated $5,000 and encouraged
participants in its consortium of “sharing partners” to join in learning first-hand about what progress is
being made in Japanese TQC. Bob’s committee began somewhere in the mid-1980s and I remained an
active participant, first while at HP and then later at Compaq Computer. The GOAL/QPC Research
Committee was patterned after the Japanese Research Committees sponsored by JSQC, JUSE, and JSA.
One of these committees studied benchmarking and another studied long-range planning and hoshin
kanri. However, this followed our first-hand investigations by about five years. Since HP was the leader
in this research many of the companies came to us to learn what hoshin was, how it could be used and
what benefits to expect. Some of these companies were Proctor & Gamble, Chevron, Boeing, Analog
Devices, Ford and Florida Power & Light. HP openly shared and provided assistance, when asked, to
initiate the use of this method in other companies.
It was during this time that one of the “quid pro quo” exchanges in benchmarking with Xerox was a
request to learn more about hoshin Kanri. Jules Cochoit and Bob Edwards invited Mark Schimelonus to
learn about HP’s hoshin kanri method. This lead to my assisting Mark in developing a program for Xerox
while I was still on the staff of HP – Xerox called their approach “Managing for Results” after the book by
Peter Drucker. “Managing for Results” had become accepted as a core part of the Xerox quality system
by 1991 when I joined their quality team (but now I am getting ahead of myself). When I was recruited
to become the chief quality officer at Compaq, hoshin kanri was one of the first methodologies that I
introduced to the management team – after aligning it with the five Compaq values (putting customers
first, managing by fact, working in teams with a sense of urgency, applying consensus management to
“do what makes sense” and achieving results). Thus, by 1990 I had already worked on three corporate
implementations of the hoshin methods.
This was when Dr. Yoji Akao asked me to write the introduction to his Japanese Standards Association
book Hoshin Kanri (a precursor study to the development of the JIS Standard 9023-2003 on Policy
Deployment) because he felt that I was one of the most knowledgeable individuals on Japanese TQM
and hoshin kanri (in fact Dr. Akao and Dr. Kano were the nominators for me to receive the first Deming
Medal awarded by the Union of Japanese Scientists and Engineers (JUSE) to a non-Japanese person in
2009). I am also pleased that external reviewers have also seen the benefits of hoshin: both Xerox
Business Services, which later won the Baldrige Award in 1997 and Nokia Mobile Phones which won the
European Quality Award in 2002, were using hoshin kanri methods that I had helped them to design and
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implement.
At the time I thought that this would be the end of my benchmarking activity as I moved on to write
Business Systems Engineering (Wiley, 1994) on the integration of Strategic Benchmarking with business
assessment, systems engineering, and hoshin kanri in an IT-activated management system which has
been my focus in consulting over the past 20 years.
After this early work (1984-1994), I just focused on consulting and didn’t pay much attention to hoshin
as a method to develop. I did delivere a paper on the Xerox “Managing for Results” topic at the 48th
Annual Quality Congress in 1994 – this was the Las Vegas meeting where we first met. I focused on my
volunteer work with ASQ and my consulting practice with just a few fast-growing companies who pretty
much monopolized my time. However, following my term as ASQ President I was asked to write some
articles about hoshin that focused on its collaborative nature and the strategy dialog that is inherent in
the “catchball” or “nemawashi” (negotiation) process. Also, Marcos Bertin got me involved in an IAQ
project on corporate governance and gradually the emphasis on hoshin kanri arose again. In looking
back, I have written five books that have addressed one or more aspects of hoshin kanri and a total of
130 presentations on the subject in various forms (a bibliography of my publications related to hoshin
kanri follows). Currently, I am thinking about three papers in progress that are intended to become the
“authoritative” references on the subject of hoshin: 1) Two papers on the subject of strategic aspects of
hoshin with a team of IAQ Academicians: Jami Kovach, Glenn Mazur and Hiroshi Osada are working on
these two papers with me – targeted for submission in the fall; and 2) a paper on hoshin tenkai or the
deployment of hoshin projects to transform the daily management system of organizations which is a
collaborative project with IAQ Academicians Beth Cudney and Kristin Case (their draft of this paper will
receive the IAQ Best Paper Award for the 59th EOQ Conference in Athens). Let’s see if I can maintain the
mental energy to complete these.
This year the IAQ awarded me the Marcos E. J. Bertin Medal for Quality in Governance citing my work on
policy development and strategic benchmarking as well as the issue of increasing governance quality at
the level of the Board of Directors. While such awards are truly appreciated, I am not sure that they are
really good ways to judge the impact of my work on this topic. I have mainly been an implementer and
perhaps something of a thought leader in this area. Interestingly, in retrospect, the intersection of my
work in strategic benchmarking and hoshin kanri has contributed over half of the 300 or so papers that I
have written and been the topic of the majority of my books as well. Perhaps history will be the best
judge of what all this work means – it is too difficult for me to tell!
Ken, as I mentioned at the start, my “story” involves a couple of more components related to business
assessment and also systems engineering (which evolved into Lean Six Sigma). Perhaps it is best that I
write those stories in two independent letters. Who knows, your writing task may accidentally create
another book! Actually, this exercise is starting to convince me that perhaps I should try to organize my
life into a book, but I am still not convinced that anyone would really care to read it!
Best regards,
Greg
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Hoshin Kanri-Related Publications:
1) Strategic Benchmarking (New York: John Wiley & Sons, 1993) [published in English, Dutch, Spanish,
Italian, German, Korean, Malaysian, Japanese, Dutch, and Portuguese].
2) Business Systems Engineering (New York: John Wiley & Sons, 1994) [published in English, Spanish,
Portuguese, Dutch, and Korean].
3) (With Richard C. Palermo), A World of Quality: The Timeless Passport (Milwaukee, WI: ASQ Quality
Press, 1994).
4) Strategic Benchmarking Reloaded with Six Sigma (New York: John Wiley & Sons, 2007).
5) (With Marcos E. J. Bertin), Corporate Governance: Quality at the Top (Salem, NH: GOAL/QPC Press,
2007).
Article, Papers and Master Classes:
1) “TQC at Hewlett-Packard,” Proceedings, ASQC Western Total Quality Management Conference,
April 1987.
2) “Managing Organizations for Total Quality,” Proceedings, Annual Rochester Quality Conference,
Rochester New York, May 1988.
3) “Hoshin Planning: GOAL/QPC Interim Research Report,” Proceedings, GOAL/QPC Conference,
October 1989.
4) “Keynote Address: Meeting the Challenge: TQM Implementation at Compaq Computer, Committing
to Total Quality,” Proceedings GOAL/QPC Conference, October 1990.
5) “Understanding Hoshin Kanri,” Hoshin Kanri, ed. Yoji Akao (Productivity Press, 1991).
6) “Competitive Analysis: Coordinate Competitive Analysis Tools to Get the Total Picture,”
Productivity, October 1991.
7) “A Process for Competitive Edge,” TQM Magazine, Vol. 2, No. 3, 1992.
8) “Hoshin Kanri: Japan’s System for Successful Long-Term Planning,” Boardroom Reports, April 15,
1992.
9) “How Benchmarking Supports Corporate Strategy,” Strategy & Leadership Journal, Vol. 21, No. 1,
1993.
10) “Developing Stretch Goals Using Benchmarks – Part II,” Continuous Journey Magazine, August
1993.
11) “Quality Planning for Results,” Proceedings, Annual Rochester Quality Conference, 1993.
12) “Executive Summary: Management Effectiveness,” Quality Progress, January 1994.
13) “Managing for Results at Xerox,” Proceedings, 48th Annual Quality Congress, Las Vegas, Nevada,
1994.
14) “A Perspective on Benchmarking,” Benchmarking: An International Journal, Vol. 1 No. 1, 1994, pp.
5-10.
15) “Executive Performance Excellence,” Proceedings, 45th EOQ Congress, Istanbul, Turkey, 2001.
16) “Cycles of Learning: Observations of Jack Welch,” Six Sigma Forum Magazine, November 2001.
17) “Sustainable Success through Process Benchmarking,” TQM Handbook, Tito Conti (ed.) (Milan,
Italy: del Oro, 2001) [Italian].
18) “Keynote Address: Drucker on Quality,” Proceedings, 56th Annual Quality Congress, Denver,
Colorado, 2002.
19) “Peter F. Drucker: Delivering Value to Customers,” Quality Progress, May 2002.
20) “Master Class: High-Performing Managers Best Practices,” Proceedings, Sarawak 2nd Bi-Annual
International Quality Congress, Kuching, Sarawak, 2002.
21) “How CEO’s Can Integrate Quality and Sustain Success,” Proceedings, 46th EOQ Congress,
Harrogate, United Kingdom, 2002.
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22) “Opportunity Management,” Proceedings, Finland Week of Excellence, Center for Excellence
Finland, Helsinki, Finland, 2003.
23) “The Quality Perspective on Business Competitiveness,” Quality into the 21st Century: Perspectives
on Quality and Competitiveness for Sustained Performance (GOAL/QPC, 2003) [paper co-authors
Tito Conti and Yoshio Kondo].
24) “Customers, Competitors and Consistent Quality,” Tito Conti, Yoshio Kondo, and Gregory H.
Watson (eds.), Quality into the 21st Century: Perspectives on Quality and Competitiveness for
Sustained Performance (GOAL/QPC, 2003).
25) “Persistent Leadership: A Key to Sustainable Quality,” Tito Conti, Yoshio Kondo, and Gregory H.
Watson (eds.), Quality into the 21st Century: Perspectives on Quality and Competitiveness for
Sustained Performance (GOAL/QPC, 2003).
26) “Quality Management: Leadership Imperative,” Tito Conti, Yoshio Kondo, and Gregory H. Watson
(eds.), Quality into the 21st Century: Perspectives on Quality and Competitiveness for Sustained
Performance (GOAL/QPC, 2003).
27) “Policy Deployment: Consensus Method of Strategy Realization,” Tito Conti, Yoshio Kondo, and
Gregory H. Watson (eds.), Quality into the 21st Century: Perspectives on Quality and
Competitiveness for Sustained Performance (GOAL/QPC, 2003).
28) “Corporate Governance: Quality at the Top,” Proceedings, 57th Annual Quality Congress, Kansas
City, Missouri, 2003.
29) “Quality Differentiation for Competing in a Commodity Business,” Keynote Address, Proceedings,
2003 Recruiting and Consulting Society of Australia, Annual Conference, Brisbane, Australia, 2003.
30) “Keynote Address: Quality Management – New Frontiers for Proven Methodologies,” Proceedings,
16th Annual Quality Management Division Conference, Dallas, Texas, 2004.
31) “Challenges for Quality Professionals in the 21st Century,” Proceedings, 58th Annual Quality
Congress, Toronto, Canada, 2004.
32) “Strategic Benchmarking – Stimulus for Business Improvement,” Business Excellence Journal,
(Moscow: Russian Organization for Quality, 2005) [published in Russian].
33) “Keynote Address: Competitiveness, Culture and Practices,” Proceedings, 30th Annual Portuguese
Association for Quality, Lisbon, Portugal, 2005.
34) “Design and Execution of a Collaborative Business Strategy,” Journal for Quality and Participation,
December 2005.
35) “Challenges for Quality Professionals in the 21st Century,” Herbert Schnauber, editor, Kreatuve und
Konsequent: Walter Masing, ein Leben für die Qualität (Munich: Carl Hanser Verlag, 2006).
36) “The Quality Perspective on Business Management,” Tito Conti, Yoshio Kondo, and Gregory H.
Watson (eds.), Quality Tools and Methods for the Coming Century: Perspectives of the IAQ,
(GOAL/QPC, 2006) [paper co-authors Tito Conti and Yoshio Kondo].
37) “The Continuing Evolution of the Practice of Management,” Tito Conti, Yoshio Kondo, and Gregory
H. Watson (eds.), Quality Tools and Methods for the Coming Century: Perspectives of the IAQ,
(GOAL/QPC, 2006) [paper co-authors Tito Conti and Yoshio Kondo].
38) “Business Knowledge is Required to Achieve Excellence,” Proceedings, 60th World Conference on
Quality Improvement, Milwaukee, Wisconsin, 2006.
39) “Strategic Benchmarking Reloaded with Six Sigma,” Proceedings, American Society for Quality, Six
Sigma Forum, Phoenix, Arizona, 2007.
40) “Emerging Quality Technologies for the Next Generation,” Proceedings, 51st Congress of the
European Organization for Quality, Prague, Czech Republic, 2007.
41) “Unfolding the Secrets of Quality: New Discoveries,” Quality Perspective, March 2007 [published in
Czech].
42) “Policy Deployment: Executing a Collaborative Business Strategy,” Mohamed Zairi, ed. Quest for
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Quality, e-TQM College March 2007.
43) “Overview of Quality Management,” Fabrizio Rugggeri, Ronald Kennett, and Frederick Faltin (eds.),
Encyclopedia of Statistics in Quality and Reliability (London: John Wiley & Sons, 2007).
44) “Policy Deployment Drives Performance Improvement,” Fabrizio Rugggeri, Ronald Kennett, and
Frederick Faltin (eds.), Encyclopedia of Statistics in Quality and Reliability (London: John Wiley &
Sons, 2007).
45) “Corporate Governance and Quality of Management,” Marcos E. J. Bertin and Gregory H. Watson,
eds., Corporate Governance: Quality at the Top (Salem: GOAL/QPC, 2007) [paper co-author
Marcos E. J. Bertin].
46) “Corporate Governance Requires Quality Leadership,” Corporate Governance: Quality at the Top
(Salem: GOAL/QPC, 2007).
47) “Governance Quality: An Agenda for Improvement,” Corporate Governance: Quality at the Top
(Salem: GOAL/QPC, 2007).
48) “Quality Competence: Clear Thinking and Decisive Acting,” Proceedings, 12th World Total Quality
Management Conference, Edinburgh, Scotland, 2007.
49) “Innovation: Seeing Differently to Act Decisively,” Proceedings, Argentina-Brazil International
Conference on Quality Management, Buenos Aires, Argentina, 2007.
50) “Understanding the Global History of the Modern Quality Movement,” Proceedings, 2nd Annual
Middle East Quality Association Conference, Dubai, United Arab Emirates, 2008 [Recipient of IAQ
Best Paper Award.]
51) “Defining a Business Case for Quality Improvement, Proceedings, 2nd Annual Middle East Quality
Association Conference, Dubai, United Arab Emirates, 2008.
52) “Master Class: Managing for Organizational Excellence,” Proceedings, Joint Quality Conference,
Portuguese Order of Engineers and Portuguese Association for Quality, Lisbon, Portugal, 2008.
53) “Innovation: A Challenge for Competitiveness,” Proceedings, Buenos Aires Chapter of the American
Chamber of Commerce, Buenos Aires, Argentina, 2008.
54) “Keynote Address: Quality – A Transcendental Global Culture,” Proceedings, 14th Annual Asia
Pacific Quality Organization Conference, Tehran, Iran, 2008. [Recipient of IAQ Best Paper Award.]
55) “Keynote Address: Quality: The Basis for a Transcendental Global Culture,” Proceedings, 14th
Annual Asia Pacific Quality Organization Conference, Tehran, Iran, 2008.
56) “Master Class: Managing Breakthrough Change for Business Excellence,” Proceedings, Singapore
Quality Institute, Singapore, 2008.
57) “Keynote Address: Quality at Work: The Disciplines of Daily Management,” Proceedings of
Symposium on Quality at Work, Philippine Industrial Relations Society, Manila, Philippines, 2008.
58) “New Horizons: Quality for a Better Future,” Proceedings, 20th Annual Philippine Society for
Quality Conference, Manila, Philippines, 2008.
59) “Creating the Future – Transforming Policy into Reality” Proceedings, 20th Annual Philippine
Society for Quality Conference, Manila, Philippines, 2008.
60) “Keynote Address: Transcendent Quality: Innovative Culture Drives Performance Excellence,”
Proceedings, Shanghai Quality Association, Forum on Quality and Innovation, Shanghai, China,
2008.
61) “Master Class: Designing Elements of a Modern Quality Management System,” Proceedings,
Shanghai Quality Association, Forum on Quality and Innovation, Shanghai, China, 2008.
62) “Keynote Address: Change Management Challenges – The Cornerstone for Sustainable
Performance,” Proceedings, 17th Annual Israeli Society for Quality Conference, Jerusalem, Israel,
2008.
63) “Keynote Address: Leadership in Times of Uncertainty – Strategic Direction to Regain Lost Ground,”
Proceedings, QC-3 Annual Middle East Quality Association Conference, Dubai, United Arab
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Emirates, 2009.
64) “Change Management: How Important is it for Quality?” Journal of Quality and Management,
January 2009 [published in Azur, the language of Azerbaijan].
65) “It’s the People Stupid, not the Stupid People,” Journal of Quality and Participation, January 2009.
66) “Managing Breakthrough Change for Business Excellence,” The Journal of the Singapore Quality
Institute, February 2009.
67) “Time to Sharpen those Blunt Instruments and Give them to Some Living Spirits!” Quality
Management Journal, April 2009.
68) “Toxic Waste,” Six Sigma Forum Magazine, May 2009.
69) “The C’s of Change,” Six Sigma Forum Magazine, May 2009.
70) “Keynote Address: Resolving Wicked Problems by Managing with Quality,” Proceedings, 15th
Annual Conference of the Asia Pacific Quality Organization, Mexico City, Mexico, October 2009.
71) “Master Class: Innovative Quality (IQ): An Intelligent Way to Design an Integrated Management
System,” Proceedings, International Association of Quality Managers and Auditors, Almaty,
Kazakhstan, October 2009.
72) “Policy Deployment: Coordinating Strategic Change Resources,” Quality World, October 2009.
73) “Acceptance Speech: A World of Quality Equals Prosperity for the World,” Proceedings, Japanese
Union of Scientists and Engineers, Deming Prize Ceremony, Tokyo, Japan, November 2009.
74) “Master Class: Quality Strategy: Creative Ideas for Efficient Management,” Proceedings, Azerbaijan
Quality Association, Baku, Azerbaijan, December 2009.
75) “The Opportunities for Quality in Innovation,” Proceedings, QC4 Conference March 2010.
76) “Keynote Address: Looking at Costs from a Quality Perspective,” Proceedings, IAQMA Conference,
April 2010.
77) “How to use Quality to Improve Organizational Performance,” Proceedings, IAQMA Conference,
April 2010.
78) “Creating a Performance-Oriented Organization,” Journal of Quality and Management, April 2010.
79) “Structure of a Performance Measurement System,” Journal of Quality and Management, April
2010.
80) “Solving ‘Wicked Problems’ by Managing with Quality,” Journal of Quality and Management, April
2010.
81) “Objective: Problem Resolution or Problem Dissolution?” Journal of Quality and Management,
April 2010.
82) [With Camille DeYong] “Lessons Learned from 100 Years of Quality Improvement,” Proceedings, IIE
Applied Solutions Conference, June 2010.
83) “Keynote Address: Managing for Quality,” Proceedings of the 2nd Regional Conference of the Asian
Network for Quality (ANQ) and the 12th International Convention on Quality Improvement in
Pakistan, May 2011.
84) “Keynote Address: Managing for Quality During Challenging Times,” Proceedings of the Conference
in Celebration of the 40th Anniversary of Sandholm Associates, May 2011.
85) “Master Class: Managing for Quality in Crisis,” Proceedings, Shanghai Association for Quality, June
2011.
86) “Keynote Address: Returning to Our Roots: The Fundamentals of Managing for Quality,”
Proceedings of the 55th European Quality Congress, June 2011.
87) [With Marcos E. J. Bertin] “The Requirement for Quality in Corporate Governance,” Proceedings of
the 55th European Quality Congress, June 2011.
88) “Keynote Address: Sustainability: Meeting Economic and Ecological Challenges with Quality,”
Proceedings of the 9th Annual Asian Network for Quality, September 2011.
89) “Sustainability: Necessary but not Sufficient,” Proceedings of the 9th Annual Asian Network for
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Quality, September 2011.
90) “Keynote Address: Innovation and Quality: Turning Theory into Reality,” Proceedings of the Saudi
Arabia Standards and Quality Organization Conference, October 2011.
91) “Keynote Address: The Future of Quality: Aiming at Inclusive Growth,” Proceedings of the 8th
Shanghai Innovation and Quality Conference, October 2011.
92) “Challenges for Inclusive Growth,” Proceedings of the IAQ Shanghai Forum, October 2011.
93) “Master Class: Designing Processes for High Performance,” Proceedings, Estonian Association for
Quality, November 2011.
94) [With Glenn H. Mazur and Yoji Akao] “Quality Function Deployment Applications for the Board of
Directors,” Proceedings of the 23rd Annual QFD Symposium, December 2011.
95) [With Benson Tendler, Ali Masoudi, and Camille F. De Yong] “Applying Dynamic Capability Theory
to Understand the Kano Model for Attractive Quality,” Proceedings of the 23rd Annual QFD
Symposium, December 2011.
96) “A Comprehensive Approach to Quality Aims at Inclusive Growth: Continual Improvement as a
Management Imperative,” Journal of Quality and Participation, January 2012.
97) “A Comprehensive Approach to Quality Aims at Inclusive Growth: The Process of Quality
Management,” Journal of Quality and Participation, April 2012.
98) “A Comprehensive Approach to Quality Aims at Inclusive Growth: Integrating Innovation into the
Process of Management,” Journal of Quality and Participation, July 2012.
99) “A Comprehensive Approach to Quality Aims at Inclusive Growth: The Quality Mindset,” Journal of
Quality and Participation, October 2012.
100) “Securing the Big Picture of Quality for Your Organization,” Journal of Quality and Participation,
October 2012.
101) “Modern Quality Management Webinar Series: Systems Approach to Quality Management,”
Proceedings, Institute for Industrial Engineers, Quality and Reliability Division, May 2012.
102) “Master Class: Quality as an Enabler of Excellence,” Henan University Faculty Forum, July 2012.
103) “Keynote Address: Quality Science in New Product Development: Lessons Learned from HP, ABB,
RIM and Toyota,” Proceedings of the 2nd International Forum on Quality, Safety and Credit,
Nanjing July 2012.
104) “Master Class: Forces Driving Leadership through Quality,” Proceedings, Shanghai Association for
Quality, July 2012.
105) “Keynote Address: Organizational and Individual Responsibility for Delivery of Quality Results,”
Proceedings of the 5th China Academy Quality and Innovation Forum, Shenzhen, China, July 2012.
106) “Keynote Address: Understanding Excellence Imperative for Performance Sustainability,”
Proceedings of the 10th Annual Conference of the Asian Network for Quality (ANQ), Hong Kong,
China, 2 August 2014.
107) “Guest Editorial: On Knowing What We Don’t Know: Knowing our Roots,” Six Sigma Forum
Magazine, August 2012.
108) “Objective of the PRC National Quality Strategy: China, the number one country brand in 2030?”
Proceedings of Laatukeskus Executive Briefing, April 2013.
109) “Keynote Address: Quality Renaissance: A New Definition for the Coming Age,” Proceedings of the
57th European Quality Congress, June 2013.
110) “Keynote Address: Thinking Experiment: Quality, Reliability, Excellence, Innovation and Continual
Improvement,” Proceedings of Laatukeskus Quality Day Conference, Helsinki, Finland, November
2013.
111) “The Discipline of Scientific Leadership,” Proceedings of Laatukeskus Quality Day Conference,
Helsinki, Finland, November 2013.
112) “Master Class: Designing a Holistic Approach to Continual Improvement,” Proceedings of the 58th
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EOQ Congress, Gothenburg, Sweden, 10 June 2014.
113) “Keynote Address: Balancing the Technical and Human Dimensions of Quality – Continual
Improvement as a Holistic System,” Proceedings of the 58th EOQ Congress, Gothenburg, Sweden,
11 June 2014.
114) (With Marcos E. J. Bertin), “Increasing Accountability for Quality: An Evolving Role of the Board of
Directors,” Proceedings of the 58th EOQ Congress, Gothenburg, Sweden, 12 June 2014.
115) “Relevance and Responsibility: Obligatory Components in Commercial Innovation,” Proceedings of
the Performance Management Association (PMA)-2014 Conference, 26 June 2014, Aarhus
University, Denmark
116) “Keynote Address: Business Excellence through Quality in Governance,” Proceedings of the Chinese
Quality Conference, Beijing, China, 2 September 2014.
117) “Keynote Address: Evolving Challenges for Quality Management,” Proceedings of the First
International Conference on Quality Engineering and Management,: 15 September 2014 University
of Minho, Guimarães, Portugal
118) “Master Class: Quality Innovation Development and Economic Transformation,” Proceedings of the
9th International Symposium on Quality, Shanghai Association for Quality, 3 November 2014.
119) “Guest Lecture: The History of Quality Management,” School of Management, Shanghai Open
University, Shanghai, China, 5 November 2014.
120) “Keynote Address: The Importance of Quality – Social Waste Reduction by Design,” Proceedings of
China Association of Plant Engineering Consultants (CAPEC) Forum, 6 November 2014.
121) “Master Class: Leading the Lean Transformation,” Proceedings of the 20th Annual Conference of
the Estonian Association for Quality, 28 November 2014, Tallinn, Estonia.
122) “The Strategic Importance of Sustainable Quality: The Role of Human Endeavor through Effective
Design,” Journal of Quality and Participation, January 2015.
123) “Keynote Address: Quality in an Age Demanding Innovation,” Proceedings, European Quality
Innovation Prize Ceremony, Budapest, Hungary, 19 January 2015
124) “Keynote Address: The Quality Performance Mindset – States of Under-Quality and Over-Quality,”
Proceedings, Laatukeskus Quality Day, Helsinki, Finland, 23 January 2015.
125) “Keynote Address: Managing for Breakthrough – Transformation through Strategic Quality
Initiatives,” Proceedings of the Latvian Quality Association Annual Conference, Riga, Latvia, 5
February 2015
126) “Master Class: Profound Process Knowledge in Breakthrough Transformations,” Proceedings of the
Latvian Quality Association Annual Conference, Riga, Latvia, 6 February 2015.
127) “Keynote Address: Insight into Quality Management – From Hindsight to Foresight,” Proceedings of
Innovation Arabia 8 Conference, Dubai, UAE, 16 February 2015.
128) “Master Class: Managing a Lean Transformation – The Diagnostic Journey,” Proceedings, Estonian
Quality Association, Tallinn, Estonia, 1-2 April 2015.
129) “Master Class: Managing a Lean Transformation – The Remedial Journey,” Proceedings, Estonian
Quality Association, Tallinn, Estonia, 27-28 April 2015.
130) “Invited Lecture: Quality Thinking for the Next Generation: The future of quality in corporate
governance and the role of hoshin kanri in setting the direction for strategic policy,” General
Meeting, International Academy for Quality, Nashville, TN, USA, 2 May 2015.
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