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Definitions of key KAIZEN terminology
and concepts. = -

Analytical approach (to management improvement): an approach
based on learning from the evaluation of past experience.

- Autonomation (Jidohka): a word coinéd to describe a feature of

the Toyota production system whereby a machine is designed to
stop automatically whenever a defective part is produced.

'Check Points and Control Points: both check points and control

points are used ‘in measuring the progress of improvement-related
activities between different managerial levels. Check points represent
process-oriented criteria. Control points represent result-oriented
criteria. What is the check point to the manager becomes a control
point to the next-level manager. For this reason, check points and
control points are also used in policy deployment.

Cross-Functional Management: the interdepartmental coordina-
tion required to realize the policy goals of a KAIZEN and a Total
Quality Control program. After corporate strategy and planning are
determined, top management sets objectives for cross-functional
efforts that cut laterally throughout the organization.

Cross-functional management is the major organizational tool for
realizing TQC improvement goals. (While cross-functional manage-
ment may resemble certain Western managerial techniques, it is dis-
tinguished from them by an intensive focus on the follow-through
to achieve the success of goals and measures.)
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Deming Cycle: the concept of a continuously rotating wheel used
by W. E. Deming to emphasize the necessity of constant interaction
among research, design, production, and sales so as to arrive at an
improved quality that satisfies customers (see PDCA Cycle).

Design Approach (to management improvement): tries to build a
better approach through predetermined goals. The design approach
should receive greater attention in future applications of the man-
agement process.

Five Management Objectives of Factory Management: (see
Chapter 4). Five key points of factory management set forth by
Graham Spurling, Director of Mitsubishi Motors Australia.

Goals and Measures (in Japanese management): (see Policy). -

Improvement: improvement as a part of a successful KAIZEN
strategy goes beyond the dictionary definition of the word. Improve-
ment is a mind-set inextricably linked to maintaining and improv-
ing standards. In a still broader sense, improvement can be defined
as KAIZEN and innovation, where a KAIZEN strategy maintains
and,improves the working standard through small, gradual improve-
merits, and innovation calls forth radical improvements as a result of
large investments in technology and/or equipment.

A successful KAIZEN strategy clearly delineates responsibility for
maintaining standards to the worker, with management’s rol€ being
the improvement of standards. The Japanese perception of manage-
ment boils down to one precept: maintain and improve standards.

Jidohka: (see Autonomation).

Just-in-Time: a production and inventory control technique that is
part of the Toyota production system. It was desngned and perfected
at Toyota by Taiichi Ohno speclﬁcally to cut waste in productlon

KAIZEN: KAIZEN means 1mpr0vement. Moreover it means con-
tinuing improvement in personal life, home life, social life, and work-
ing life. When applied to the workplace KAIZEN means continuing
improvement involving everyone—managers and workers alike.
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Kamban: -a communication tool in the “just-in-time™ production and
inventory -control system ‘developed by Taiichi Ohno at Toyota. A
kamban, or signboard, is attached to specific parts in the produc-
-tion line signifying the delivery of'a given quantity. When the parts
have all been used, the same sign is returned to its orlgm where it
becomes an order for more.
The kamban system is only one of many elements in ai fully inte-
grated system of Total Quality Control and cannot be inserted into
a production process apart from these other TQC elements.

Maintenance: maintenance refers to activities that are directed
to maintaining current technological, managerial, and operating
standards.

Manageable Margin: the acceptable limits in a ‘production proc-
ess. When the check points indicate that the process has exceeded
control limits, management must immediately determme the fac-
tors respon51ble and correct them. -

There is a second phase to the manageable margin that is subtle
and somewhat more difficult to manage. When a production proc-
ess proceeds within the control limits but nonetheless establishes a
pattern, such a pattern may be the first indication of forthcoming
trouble and must be evaluated accordingly. Developing skills to
manage at this level of subtlety i is the ultimate challenge to any man-
agement system.

PDCA Cycle: The PDCA Cycle—plan, do, check, action—is an
adaptation of the Deming wheel. Where the Deming wheel stresses
the need for constant interaction among research, design, produc-
tion, and sales, the PDCA Cycle asserts that every managerial action
can be improved by careful application of the sequence: plan, do,
check, action (see also SDCA Cycle and Deming wheel).

Policy (in Japanese management): in Japan the term is used to de-
scribe long- and medium-range management orientations as well as
annual goals or targets. Another aspect of policy is that it is com-
posed of both goals and measures, that is, both ends and means.

Goals are usually quantitative figures established by top manage-
ment, such as sales, profit, and market share targets. Measures, on
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the other hand, are the specific action programs to achieve these
goals. A goal that is not expressed in terms of such specific meas-
ures is merely a slogan. It is imperative that top management deter-
mine both the goals and the measures and then “deploy them down
throughout the organization.

Policy Deployment: the process of implementing the policies of a
KAIZEN program directly through line managers and indirectly
through cross-functional organization.

Policy Prioritization: a technique to ensure maximum utilization
of resources at all levels of management in the process of policy
deployment. Top management’s policy statement must be restated at
all management levels in increasingly specific and action-oriented
goals, eventually becoming precise quantitative values.

Process-Oriented Management: a style of management that is
also people oriented in contrast to one that is oriented solely to.vard
results. In process-oriented management a manager must support
and stimulate efforts to improve the way employees do their jobs.
Such a style of management calls for a long-term outlook and usu-
ally requnres behavioral change.

Some criteria for meriting rewards in thls style are: discipline,
time management, skill development, participation and involvement,
morale, and communication. In a KAIZEN strategy these criteria
are referred to as: P Criteria. KAIZEN strategy asserts that a con-
scious effort to establish a system which encourages P Criteria can
produce significant competitive advantages for the company.

QC (Quality Control): according to the Japanese Industrial Stand-
ards (Z8101-1981) definition, quality control is a “system of means
to economically produce goods or services that satisfy customer
requirements.”

When QC was first introduced to Japan by W. E. Deming in
1950, the main emphasis was on improving product quality by apply-
ing statistical tools in the production processes.

In 1954, J. M. Juran brought the concept of QC as a vital man-
agement tool for improving managerial performance. Today, QC is
used as a tool to build a system of continuing interaction among all
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elements responsible for the conduct of a company’s business so as
to achieve the improved quality that satisfies the customer’s demand.

Thus, the term QC as used in Japan is almost synonymous with
KAIZEN, and although the use of statistics still remains the main-
stay of QC, it has come to add many other tools, such as New Seven
tools for improvement.

QC (Quality Control) Circles: a small group that voluntarily per-
forms quality control activities within the workplace, carrying out
its work continuously as part of a company-wide program of qual-
ity control, self-development, mutual education, flow control, and
impravement within the workplace.

QCS (Quality, Cost, Scheduling): in the construct of a hierarchy
of overall company goals as described by Shigeru Aoki, senior
managing director at Toyota Motors, the ultimate goal being “to
make profits . . . is self-evident,” . . . the “next superordinate goal
should be . . . quality, cost, and scheduling (quantity and delivery).
. . . Therefore we should regard all other management functions
as existing to serve the three super-ordinate goals of QCS.”

Quality: there is very little agreement on what constitutes quality.
In its broadest sense, quality is anything that can be improved.
When speaking of “quality” one tends to think first in terms of prod-
uct quality. When discussed in the context of KAIZEN strategy
nothing could be further off the mark. The foremost concern here
is with the quality of people.

The three building blocks of a business are hardware, software, and
“humanware.” Only after humanware is squarely in place should the
hardware and software aspects of a business be considered. Building
quality into people means helping them become KAIZEN conscious.

Quality Assurance (at Toyota): quality assurance means assuring
that the quality of the product is satisfactory, reliable, and yet eco-
nomical for the customer.

Quality Deployment: a technique to deploy customer require-
ments (known as “true quality characteristics”) into designing char-
acteristics (known as “counterpart characteristics”) and deploy thein
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into such subsystems as components, parts, and production proc-
esses. Quality deployment is regarded as the most significant devel-
opment to come out of TQC in the last thirty years in Japan. .

Q Seven and the New Seven: the seven statistical tools (com-
monly referred to as the Q Seven) and seven additional ‘tools (the
Mew Seven) that have made an indispensable contribution to the
constant evolution and improvement of the Total Quality Control
movement. (See listing in Appendix E.) '

Rasults-Oriented Management: this style of management is well
established in the West and emphasizes controls, performance,
results, rewards (usually financial), or the denial of rewards and
even penalties. Criteria, or R Criteria, are easily quantifiable and
short term. Western style management emphasizes R Criteria almost
exclusively,

SDCA Cycle (Standardize, Do, Check, Action): a refinement of
the PDCA Cycle wherein management decides first to establish the
standard before performing the regular PDCA function.

Seven-up Campaign: a slogan for an improvement campaign
as part of a KAIZEN program at Nissan Motors in 1975 (see Chap-
ter 2).

Standardized Work: as defined at Toyota this is the optimum
combination of workers, machines, and materials.

Standards: a set of policies, rules, directives, and procedures
established by management for all major operations, which serves
as guidelines that enable all employees to perform their jobs
successfully. -

Suggestion System: in Japan the suggestion system is a highly
integrated part of individual-oriented KAIZEN. Its design is as
carefully plotted, implemented, and communicated as a company’s
strategic plan. Scrupulous attention is paid to top management
responsiveness, and developing a system of feedback and, rewards.

Japanese-style suggestion systems emphasize moralé:a‘i\)oosting
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benefits and positive employee participation over the economic
and financial incentives that are stressed in the American-style
systems. (The dimension of Japanese suggestion systems is illus-
trated by the number of suggestions submitted annually. In 1985
Matushita was the Japanese company whose employees submitted
the highest number of suggestions. The total number of suggestions
exceeded 6 million!)

TPM (Total Productive Maintenance): total productive mainte-
nance aims at maximizing equipment effectiveness throughout the
entire life of the equipment. TPM involves everyone in all depart-
ments and at all levels; it motivates people for plant maintenance
through small-group and voluntary activities, and involves such
basic elements as developing a maintenance system, education in
basic housekeeping, problem-solving skills, and activities to achieve
zero breakdowns.

Top management must design a system that recognizes and re-
wards everyone’s ability and responsibility for TPM.

TQC (Total Quality Control): organized KAIZEN activities in-
volving everyone in a company—managers and workers—in a totally
integrated effort toward improving performance at every level. This
improved performance is directed toward satisfying such cross-
functional goals as quality, cost, scheduling, manpower deveiop-
ment, and new product development. It is assumed that these activi-
ties ultimately lead to increased customer satisfaction. (Also referred
to as CWQC —~Company-Wide Quality Control.)

University of Labor: the Japan Productivity Center has a program
for educating union executives in the sound concepts of business
management so that they can better negotiate with management.

Visible Management: the technique of providing information and
instruction about the elements of a job in a clearly visible manner
so that the worker can maximize his productivity. (The kamban, or
card, system is an example of this technique.)

Warusa-kagen: a term in TQC that refers to things that are not
yet problems, but are still not quite right. Left untended they may
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develop into serious problems. Waruga-kagen is often the starting
point of improvement activities. In tie workplace, it is usually the

" worker who notices warusa-kagen, and, hence, the worker becomes
the first echelon of maintenance and improvement.



Foreword

It we 100k back over the forty years follow-
mg the Second World War, we have seen Japan attain the status of a
world eeconomic power, going through five phases of adaptation to
become a formidable competitor in various product areas. These
phases are:

® Large-scale absorption of technology imported from the United
States and Europe -

® A productivity drive of hitherto unseen dimensions

® A country-wide quality improvement programme inspired by the
" ideas of Dr. Deming and Dr. Juran of the United States

m A great degree of manufacturing ﬂexibility, and finally

® Multinacionality

After successfully assimilating foreign technology and then achiev-
ing very high productivity and top quality, Japanese industries are
now focusing on flexible manufacturing technologies. This means
having the capability to adapt manufacturing in a very short time to
changing customer and market requirements. The key words are
mechanisation, automation, robotisation and related systems.
There are many interesting things which Western conipanies can
learn from the Japanese industrial environment. As you will read in
this book, Philips has introduced a Company-Wide Quality Improve-
ment programme. Like most Western companies, Philips has learnt
some lessons too. The programme we have instituted is directed

xxvii
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towards “Total Improvement” and is not restricted to product qual-
ity alone. The aim is to improve everything Philips does.

Mr. Masaaki Imai, who participated in the initial stages of this
process in Philips, embraced the slogan and entitled his book
KAIZEN. From this angle he has reviewed the Japanese strategy of
the past three decades of improvements in productivity, quality and
flexibility. He does this with vivid examples and also looks at the
tools and systems used. As-such, this book can also be most illumi-
nating for non-Japanese managers.

The world is going through a period of transition from frag-
mented markets to a more or less global one. Doing business in
such an environment calls for unique characteristics of multination-
ality. Fo survive in a highly competitive world, it is imperative for
multinatignals to acquire the finesse which will enable them to
be identified with and integrate into the business environment or
country in “which business is being done. However successful Japa-
nese companies have been up until now, the real challenge they con-
tinue to face lies in becoming truly multinational. Having spent six

.years of my career in Japan, it became increasingly clear to me that
there is a problem area in doing business on a global scale which
the Japanese have not yet tackled properly, namely multinationality.

In their search for a;model for the conduct of multinational busi-
ness, the Japanese would do well to study the Dutch example. Sharing
-as these countries do, a relative smallness, the ability to adapt to the
cultures, as well as the business practices, of other countries becomes
a necessity. Such multinational behaviour has become second nature
to the Dutch and hias been exemplified by Philips for nearly 100 years.

One must not be discouraged by cultural differences. Manufac-
turing is definitely a global activity and, as such, good practices,
wherever they come from, deserve our attention. However, Japa-
nese top management, especially in our branch of industry, has to
understand that one of the yardsticks used to measure their mana-
gerial qualities will be the degree to which they consider the world,
including their home country, Japan, to be their battleground. Reci-
procity is the key to our joint survival.

Dr. W. Dekker :
Chairman of the Supervisory Board
N. V. Philips’ Gloeilampenfabrieken



