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The Kaizen Institute defines Kaizen as the Japanese term for continuous
improvement. It is using common sense and is both a rigorous, scientific
method using statistical quality control and an adaptive framework of
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1- Muda in Manufacturing

2- Muda in Office

3- Shipping defective parts

4- Waiting for inspection

5- Walking and transporting parts
6- Overproduction

7- Excess inventory which hides

8- Passing on work that contains errors
9- Signature approvals, bureaucracy
10- Walking or routing documents
11- Copies, files, a lot of papers
12- Excess documentation
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Definition of Kaizen:

In the decade of 1980, management techniques focusing on employee
involvement, and empowerment through teamwork approach and interactive
communications and on improving job design were not new, but Japanese
companies seemed to implement such techniques much more effectively

than others.

The business lesson of the 1980°s was that Japanese firms, in their quest for
global competitiveness, demonstrated a greater commitment to the
philosophy of continuous improvement than Western companies did.

For such a philosophy the Japanese used the term Kaizen.

Kaizen means improvement, continuous improvement involving everyone
in the organization from top management, to managers then to supervisors,
and to workers. In Japan, the concept of Kaizen is so deeply engrained in the
minds of both managers and workers that they often do not even realize they

are thinking Kaizen as a customer-driven strategy for improvement.

This philosophy assumes according Imai that "our way of life — be it our
working life, our social life or our home life — deserves to be constantly

improved".

There is a lot of controversy in the literature as well as the industry as to

what Kaizen signifies.

Kaizen is a Japanese philosophy for process improvement that can be traced

185
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to the meaning of the Japanese words ‘Kai’ and ‘Zen’, which translate
roughly into ‘to break apart and investigate’ and ‘to improve upon the

existing situation’.

The Kaizen Institute defines Kaizen as the Japanese term for continuous
improvement. It is using common sense and is both a rigorous, scientific
method using statistical quality control and an adaptive framework of
organizational values and beliefs that keeps workers and management
focused on zero defects. It is a philosophy of never being satisfied with what

was accomplished last week or last year.

Improvement begins with the admission that every organization has
problems, which provide opportunities for change. It evolves around
continuous improvement involving everyone in the organization and largely
depends on cross-functional teams that can be empowered to challenge the

status quo.

Visual Management:

The role of visual management as a concept, practice or tool is promoted in
Kaizen through individuals or teams to help people identify problems or
promote empowerment. The practice of visual management involves the
clear display of tangible objects (gembutsu), charts, lists, records of
performance, so that both management and workers are continuously
reminded of all the elements that make the Visual controls make it easy for
everyone to identify the state of a normal or abnormal condition, thus

providing operators and management visibility into performance.

Visual controls tracking performance should capture the team effort rather
than the individual. Visual controls usually lead to visual management,
which can be particularly efficient if it is used adequately to replace the
bureaucratic monitoring systems that many companies employ in order to

maintain control and attempt to prevent anything from going wrong.
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Visual controls:

must be relevant, easy to understand by the people performing the task
being measured, and must emphasize proactive actions, rather than blaming,
so the visual workplace will:

e improve safety

e make critical information available at a glance

e gain immediate measurable results including: reduced floor space,

decreased process time and machine down time

e keep everyone informed of production schedules, daily attendance,
inventory levels, etc.

e reduce search time by as much as 50%

e reduce inventory as much as 10% to 30%

e raise morale and on-time delivery

¢ introduce techniques that will allow significant reductions in lead time
(10-25%)

¢ build communication between shifts, work areas, and organization levels

e improve quality 10-20%.

There are two elements that construct kaizen, improvement / change for the

better and ongoing / continuity. Lacking one of those elements would not be

considered as kaizen. For instance, the expression of “business as usual”

contains the element of continuity without improvement. On the other hand,

the expression of "breakthrough" contains the element of change or

improvement without continuity. Kaizen contain both elements.

Another key aspect of kaizen is that it is an on-going, never-ending
improvement process. As the reader may already know, it is not too difficult
to introduce something new into an organization. The difficult part is, how

to keep it going and maintain the momentum once it has been introduced.
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Many companies have tried to introduce such projects as quality circles,
reengineering, and lean production. While some of them have been

successful, most have failed to make such a project a going concern.

For instance, many Western companies introduced quality circles by
involving employees but most companies have simply given up the idea of
quality circle activities by now as a way to improve quality, cut cost and

speed products to market.

The message of the Kaizen philosophy is that not one single day should go
by in the firm without some type of improvement being made in some

process in the company.

Kaizen is everyone's job:
Kaizen philosophy requires sophisticated problem-solving expertise as well
as professional and engineering knowledge and involves people from

different departments working together in teams to solve problems.

Kaizen deals with the management of change and is a methodology in the
right direction to improve manufacturing operations, on a continual and
incremental basis following the right steps:

e Establish a plan to change whatever needs to be improved,

e Carry out changes on a small scale,

e Observe the results, and

e Evaluate the results and the process and determine what has been learned.

The starting point for improvement is to recognize the need. So Kaizen
principles emphasis problem-awareness and provide clues to identifying
problems. When identified, problems must be solved, so Kaizen is also a

problem-solving process.

But, most of all, Kaizen is a management philosophy that forces higher
standards at all levels of the organization by encouraging continuous

improvement in all processes.
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Professor Hitochi Kume of Tokyo University compared quality control in
the West and Japan: "I think that while control in the West aims at
‘controlling’ the quality and conformance to standards and specifications,
the feature of the Japanese approach centers around improving (Kaizen)
quality. In other words, the Japanese approach is to do such Kaizen
systematically and continually".

Kaizen approach is based on the premise that there is no perfection in a
process, because no structure, product, or system ever achieves the ideal

stage and where it can be improved by further reducing waste.

Kaizen -The three pillars:

According to M. Imai, a guru in these management philosophies and
practices , the three pillars of kaizen are summarized as follows:

1- housekeeping

2- waste elimination

3- standardization

and as he states , the management and employees must work together to
fulfill the requirements for each category. To be ensured success on
activities on those three pillars three factors have also to be taken account:

1- visual management,

2- the role of the supervisor,

3- the importance of training and creating a learning organization.

More analytically on each one pillar of Kaizen:

Housekeeping

This is a process of managing the work place ,known as "Gemba"
(workplace) in Japanese, for improvement purposes. Imai introduced the
word "Gemba", which means "real place", where value is added to the
products or services before passing them to next process where they are
formed.
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For proper housekeeping a valuable tool or methodology is used , the 5S
methodology. The term “Five S” is derived from the first letters of Japanese
words referred to five practices leading to a clean and manageable work
area: seiri (organization), seiton (tidiness), seiso (purity), seiketsu

(cleanliness), and shitsuke (discipline).

The English words equivalent of the 5S's are sort, straighten, sweep,
sanitize, and sustain. 5S evaluations provide measurable insight into the
orderliness of a work area and there are checklists for manufacturing and
nonmanufacturing areas that cover an array of criteria as i. e. cleanliness,

safety, and ergonomics.

Five S evaluation contributes to how employees feel about product,
company, and their selves and today it has become essential for any
company, engaged in manufacturing, to practice the 5S's in order to be

recognized as a manufacturer of world-class status.

Waste (Muda) elimination:

Muda in Japanese means waste. The resources at each process — people
and machines — either add value or do not add value and therefore ,any
non-value adding activity is classified as muda in Japan. Work is a series of
value-adding activities, from raw materials ,ending to a final product. Muda

is any non-value-added task.

1- Muda in Manufacturing

2- Muda in Office

3- Shipping defective parts

4-  Waiting for inspection

5- Walking and transporting parts
6- Overproduction

7- Excess inventory which hides

8- Passing on work that contains errors
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9- Signature approvals, bureaucracy

10- Walking or routing documents

11- Copies, files, a lot of papers

12- Excess documentation

In Kaizen philosophy, the aim is to eliminate the seven types of waste (7
deadly wastes) caused by overproduction, waiting, transportation,

unnecessary stock, over processing, motion, and a defective part, and
presented on the following table ,in summary:

1- Overproduction — Production more than production schedule

2- Inventory — Too much material ahead of process hides problems

3- Defects — Material and labor are wasted; capacity is lost at bottleneck

4- Motion — Walking to get parts because of space taken by high WIP

5- Processing — Protecting parts for transport to another process

6- Waiting — Poor balance of work; operator attention time

7- Transportation — Long moves; re-stacking; pick up/put down so muda

(waste) elimination will cover the categories described as follows:

Muda of overproduction. Overproduction may arises from fear of a
machine's failure, rejects, and employee absenteeism. Unfortunately, trying
to get ahead of production can result in: tremendous waste, consumption of
raw materials before they are needed, wasteful input of manpower and
utilities, additions of machinery, increased burdens in interest, additional
space to store excess inventory, and added transportation and administrative

costs.

Muda of inventory. Final products, semi finished products, or part supplies
kept in inventory do not add any value. Rather, they add cost of operations
by occupying space, requiring additional equipment and facilities such as

warehouses, forklifts, and computerized conveyer systems.

Also the products deteriorate in quality and may even become obsolete
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overnight when market changes or competitors introduce a new product or
customers change their taste and needs. Warehouses further require

additional manpower for operation and administration.

Excess items stay in inventory and gather dust (no value added), and their
quality deteriorates over time. They are even at risk of damage through fire
or disaster. Just-in-time (JIT) production system helps to solve this problem.

Muda of defects (repair or rejects). Rejects, interrupt production and require
rework and a great waste of resources and effort. Rejects will increase
inspection work, require additional time to repair, require workers to always

stand by to stop the machines, and increase of course paperwork.

Muda of motion. Any motion of a persons not directly related to adding

value is unproductive.

Workers should avoid walking, lifting or carrying heavy objects that require
great physical exertion because it is difficult, risky, and represents non-value

added activities.

Rearranging the workplace would eliminate unnecessary human movement
and eliminate the requirement of another operator to lift the heavy objects.
Analysis of operators' or workers leg and hand motions in performing their

work will help companies to understand what needs to be done.

Muda of processing. There are many ways that muda can happen in
processing. For example, failure to synchronize processes and bottlenecks
create muda and can be eliminated by redesigning the assembly lines so,
utilizing less input to produce the same output. Input here refers to

resources, utilities, and materials.

Output means items such as products, services, yield, and added value.
Reduce the number of people on the line; the fewer line employees the
better. Fewer employees will reduce potential mistakes, and thus create
fewer quality problems. This does not mean that we need to dismiss our

employees. There are many ways to use former line employees on Kaizen
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activities, 1. e. , on value-adding activities. When productivity goes up, costs
will go down. In manufacturing, a longer production line requires more
workers, more work-in-process and a longer lead-time. More workers also
means a higher possibility of making mistakes, which leads to quality
problems. More workers and a longer lead-time will also increase cost of

operations.

Machines that go down interrupts production. Unreliable machinery
necessitates batch production, extra work-in-process, extra inventory, and
extra repair efforts. A newly hired employee without proper training to
handle the equipment can consequently delay operation, which may be just
as costly as if the equipment were down. Eventually, quality will suffer and

all these factors can increase operation costs.

Muda of waiting. Muda of waiting occurs when the hands of the operator
are idle; when an operator's work is put on hold because of line imbalances,
a lack of parts, or machine downtime; or when the operator is simply
monitoring a machine as the machine performs a value-adding job.
Watching the machine, and waiting for parts to arrive, are both muda and

waste seconds and minutes. Lead time begins when the company pays for its
raw materials and supplies, and ends when the company receives payment
from customers for products sold. Thus, lead time represents the turnover of
money. A shorter lead time means better use of resources, more flexibility
in meeting customer needs, and a lower cost of operations. Muda

elimination in this area presents a golden opportunity for Kaizen. There are
many ways to cut lead time. This can be done through improving and
speeding up feedback from customer orders, having closer communications
with suppliers, and by streamlining and increasing the flexibility of Gemba

operations.

Another common type of muda in this category is time. Materials, products,
information, and documentation sit in one place without adding value. On

the production floor, temporary muda takes the form of inventory. In office
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work, it happens when documents or pieces of information sit on a desk or
in trays or inside computer disks waiting to be analysed, or for a decision or

a signature.

Muda of transortation In workplace ,gemba, one notices all sorts of transport
by such means as trucks, forklifts, and conveyors. Transportation is an
essential part of operations, but moving materials or products adds no value.
Even worse, damage often occurs during transport. To avoid muda, any
process that is physically distant from the main line should be incorporated
into the line as much as possible, Because eliminating muda costs nothing,
muda elimination is one of the easiest ways for a company to improve its

Gemba's operations.

Standardization:

Standards are set by management, but they must be able to change when the
environment changes. Companies can achieve dramatic improvement as
reviewing the standards periodically, collecting and analysing data on

defects, and encouraging teams to conduct problem-solving activities. Once

the standards are in place and are being followed then if there are deviations,
the workers know that there is a problem. Then employees will review the
standards and either correct the deviation or advise management on

changing and improving the standard.

It is a never-ending process and is better explained and presented by the
PDCA cycle(plan-do-check-act), known as Demming cycle. The
management plans, each employee follow the plan activities , the inspectors
check , and the management correct or secure every step , systematically. It
is important to be seen that each one employee follows his own PDCA

cycle.
An example of Kaizen PDCA cycle could be:

e PLAN refers to selecting the theme, understanding the current status and
setting objectives, and analysing the data in order to identify root causes;
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e DO is the process of establishing countermeasures based on the data
analysis;

e CHECK is confirming the effects of the countermeasures; and

e ACT is to establish or revise the standards to prevent recurrences, and
reviewing the above processes and working on the next steps.

Then on each one stage of the cycle the appropriate practices and tools that

used for, are presented:

e P-—Plan

e Pick a project (Pareto Principle)

e Gather data (Histogram and Control Charts)

¢ Find cause (Process Flow Diagram and Cause/Effect

e Diagram Pick likely causes (Pareto Principle and Scatter Diagrams)

e Try Solution (Cause/Effect , "SW AND 1H" methodology: who, what,

why, when, where, how)
e D — Do Implement solution
e (C — Check Monitor results (Pareto, Histograms, and Control Charts)

e A — Act Standardize on new process (Write standards, Train, Foolproof,
Quality-At-The-Source

Kaizen and innovation:

Kaizen practices improves the status quo by bringing added value to it.
Kaizen does not replace or preclude innovation. Rather, the two are
complementary. After Kaizen has been exhausted, ideally, innovation
should take off, and Kaizen should follow as soon as innovation is initiated.
Kaizen will support the improvement of existing activities, but it will not
provide the giant step forward. It is important for the firm to maintain a

balance between innovation and a Kaizen strategy that focuses on
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improvement. It is top management's job to maintain this balance between

Kaizen and innovation, and it should never forget to look for innovative
opportunities.

If efforts are continued toward a clearly defined goal, it is bound for Kaizen
to yield positive results. However, Kaizen is limited in that it does not
replace or fundamentally change the status quo. As soon as Kaizen's
marginal value starts declining, one should turn to the challenge of
innovation. Kaizen signifies small improvements made in the status quo as a
result of ongoing efforts. Innovation involves a drastic improvement in the
status quo as a result of a large investment in new technology and/or
equipment or a totally re-engineered product/process. On the following table
are classified according to some important factors the differences between

kaizen and innovation.

Quality Circles:

1980s ,Quality Circles were formed. Members of these teams took a few
hours each week to discuss very specific problems. These teams were cross-
functional (a representative from of various departments in a company who
had a stake in the outcome) in nature and were primarily responsible for
solving problems. While these teams provided gains in productivity, as

evidenced by many studies, companies were looking for did not happen.

Team structures and characteristics:

There are many different types of teams that can be found in organizations:

however, the most common that will be presented here are:
1- intact work groups,

2- problem-solving,

3- cross-functional, and

4- proactive or implementation teams.

5- small group as used in Japanese companies.
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Any of these five teams types can contribute on continuous improvement

(Kaizen) activities.

Quality circle are typically said to have originated in Japan in the 1960s but
others argue that the practice started with the United States Army soon after
1945 with the Japanese then adopted and adapting the concept and its
application. Quality circles are not a panacea for quality improvement but
given the right top management commitment, organization and resources

they can support continuous quality improvement at shop-floor level.

What is a quality circle? a group of staff who meet regularly to discuss
quality related work problems so that they may examine and generate
solutions to these. The circle is empowered to promote and bring the quality
improvements through to fruition. Thus the adoption of quality circles
(quality improvement team) has a social focus. There must be commitment
from senior management, unit management and supervision, other staff and

of course the circle members.

Teams, often called Quality Improvement Teams (QIT), Process
Improvement Teams or a wide array of other names, are now in-place in

many private and public sector organizations.

They may be management or self directed. A well managed team process,
tied with other quality programs can make an organization more viable
while empowering employees to find solutions and opportunities.
Management has to believe in the quality team process, listen to proposals
and enable feasible solutions to be progressed through pilot stages and into
full operation. Open-mindedness and a desire to avoid blocking is essential.

It is a useful philosophy to realize that experimentation enables learning.

More modern team processes did learn from many of the mistakes of
Quality Circles. Still there is much improvement that can be made..
Measurement of the overall team process is weak, if nonexistent, in many
organizations. This can lead management to be misinformed about the

effectiveness of "teams" and since a large amount of company time is spent
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by teams, it is a significant. Most organizations have limited resources to
insure teams are operating effectively. Not everyone can be involved on a
team. Those people often feel "left out". The ability of everyone to be able

to participate on a team or in another quality process is important.

If the most skilled team of individuals is established, but the culture remains
conventional and the structure of the systems in place remains rigid, the
team is set up for failure and defeat, The consequence of such a failure
could be catastrophic for the survival of innovation and change, because the
results would condemn the process, without taking into consideration that
the process was faulty because of the constraints imposed on the team. In a
Kaizen approach, there is no gray line. Teams must be effectively
empowered and management must be willing and able to cope with change,

as well as some loss of control for the bigger benefit of the organization.

Kaizen and Total Quality Management (TQM):

Kaizen as explained earlier is a kind of umbrella concept that includes
initiatives and activities like TQM, suggestion systems , to mention those we
think are the most important ones (and are the most interest issues faced by

organization A, that we focus later on).

TQM is a journey, a movement centred on the improvement of managerial

performance at all levels. It deals with:
¢ Quality Assurance,

e Employee Involvement,

e Cost reduction,

e Safety,

e Continuous Improvement, and

¢ Productivity improvement.

Moreover, TQM journey deals with management concerns such as

organizational development, cross-functional management, and quality



199 Kaizen:yie i)l Juasll

deployment. In other words, management has been using TQM as a concept

and a tool for improving overall performance.

TQM integrates fundamental management techniques, existing improvement
efforts, and technical tools under a disciplined approach focused on

continuous process improvement.
The activities are ultimately focused on increased customer-user satisfaction.

The importance of people in the total process is emphasized on TQM
journey. Considerations such as culture, incentives, teamwork, training, and
work involvement are typical. The optimum effectiveness of TQM results
from an appropriate mix of the social and technical systems. It is common
practice to emphasize the technical aspects of improvements, such as machine
or computer-related, with less emphasis on people and their roles in the
process. Improving quality and productivity to achieve competitiveness
emphasizes the need for an enterprise to capture the potential inherent in the
workforce by enabling each employee to do his or her job right the first time.
This requires that top management to demonstrate to all employees that it is

personally committed and continuously pursuing efforts to improve quality.

The organization must provide an environment in which all employees will
voluntarily cooperate to achieve the organizational objectives. This requires
that management accept the idea that employees can and want to contribute.
Management thus flows down ideas and goals and encourages the flow of
ideas upward. The TQM philosophy provides a comprehensive way to
improve quality by examining the way work gets done from a systematic,

integrated, consistent, organization-wide perspective.

Source:

1- Thessaloniki: Kaizen Definition & Principles In Brief: A Concept &
Tool For Employees Involvement (2006)

2- www.kaizen-institute.com/gemba.htm


http://www.kaizen-institute.com/gemba.htm
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