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What is Kaizen


It is a continual and gradual accumulation of small improvements by all the employees.


Every job has two contrasting components - to support of the status daily quo  and destroy the status quo to improve the circumstances.


Needed is a destructive element, an element of elimination of waste.


Destruction of current circumstances occur on two levels, Kaizen and innovation.


Kaizen is a key responsibility of the line staff.


If a constant stream of small improvements flow from all employees of a company, a powerful force is set in motion.  Everyone is welcome and encouraged to participate.


Standards are perceived as nothing more than temporary criteria or stepping stones to a better way.  At Mazda of America, if a procedure hasn’t changed in six months, it is suspect for waste.





The Teian System


Teian is a proposal for improvement.


“Let’s improve the way we work, Let’s make our company stronger”


In 1989 the average Japanese employee brought forward 36 proposals  per year with an adoption rate of 87%, while the average American worker came up with one idea every 8 years with and adoption rate of 32%.  Average savings in Japan per proposal -$110; in America $6114.  Net savings per 100 employees in Japan $366,000, in America $23,000.  How can we win !


Even small proposals are considered to have educational value.


Important indicators of progress (1 number of proposals (2 adoption percent (3 economic or service effect.


This must be managed on a continuous basis.


Essential factors for becoming Kaizen-conscious: it must be compelling, create motivation and incentives, and developmental and  educational .


This promotion is part of every manager’s job, starting with the CEO.


All employees need to understand why they are doing activities, and what are their objectives.


Kaizen is not sporadic, but a systematic approach and ongoing.


We must reinforce workers’ understanding of the reasons of why they work.


Innovations will never be fully implemented and their full effect limited without Kaizen.














Walking Suggestion Boxes


Traditional suggestion boxes hanging on the wall are obsolete.  Companies need walking suggestion boxes.  Managers and supervisors who collect and stimulate good ideas from every employee and support their implementation.


It is not the suggestion boxes, but the attitude of employees and managers that make it work.   


Managers should be looking for ways to encourage people to come forth with ideas.


Suggestions for improvements to other departments lead nowhere.  The issuers seldom know the situation.  They are short on support when time comes for implementation.


Ideas only have real value when you put them to work.


Reporting which informs everyone about the improvements breathes new life into company activities.


Implementation of an idea is the most important thing.


Killer statement for a proposed idea “ We are looking at it” which is only a face-saving move.


When the idea maker is part of the implementation, chances of success grow exponentially.


Every proposal should be met with a frank response.


Future improvement activity lives or die on the accumulation of improvements over time.


If you don’t reward improvement, you won’t get much of it.  Expecting people to improve as part of their job is like trying to own a patent on their creativity.


Developing creative capabilities takes a lot of positive reinforcement.


20% of the staff will come up with ideas anyway, 20% will never come up with any ideas the final 60% will be influenced by the culture.


The problem with receiving ideas only during specified time is that there are too many to deal with effectively in such a short span of time.  Receiving and implementing ideas over time allows prioritization and chance to assess for implementation appropriately.


First, determine the direction you are going, then look and reward for the proposals.








Do You Push Or Pull Your Improvements


Push strategy includes methods of influencing or getting people to participate.  Compelling measures, quotas, targets.


Communication can help a push method - a soft campaign, posters etc.


In the pull strategy, bonus awards is a way to pull out ideas, stimulate and create new ideas.


Small amounts paid for ideas recognizes their value and importance.  Large payouts are seldom necessary.


Components of the pull strategy: review, evaluations, guidance, and assistance with implementation.


People tend to concentrate on the push method, it is easier to implement, but frustrating to the line staff.  The pull method is more involving for the staff and management, and subsequently gets more results.


The biggest blocks to a proposal system are the review, evaluation and guidance.  When people never hear back from their examiners, they take it personal or feel reinforced the system doesn’t care.


Supervisors who know the work and worker are the best to review the proposal.  Ultimately they should champion the proposal with them.  Evaluating them centrally tends to dilute the ideas’ effectiveness and chances of implementation due to lack of understanding and heart to implement.


Responsibility for implementing proposals should be delegated to the workplace.


Minor proposals should be acted on promptly.  The rewards will be in the $10 range, and the implementation content is not difficult at all.  You wait too long to reward a small improvement, it becomes meaningless.


When the reward is substantial, $50 or greater, more cautious, impartial evaluation is required.


The larger the reward the more there is a need for statistics to back it up.


Awards should


compensate for its effect on the organization


serve as an incentive or encouragement for future development


award as a note of an appreciation


There are four levels of proposal system growth


Level Zero- Zero energy, zero interest, zero growth


Level 1 - Noticing and pointing out problems


Level 2 - Finding causes of problems, raising ideas, and proposing counter measures


Level 3 - Making decisions, implementation and positive effects


The quality of a proposal is determined by the fulfillment of objectives.  And results are not the only objective.  They can be promotion of participation and development of skills.


You cannot apply external pressures to generate ideas.  You must first move their hearts and give them understanding of the impact of their idea.


Continuous improvement is an acquired skill.


Allow one idea to stimulate further ideas, even copies of the same idea applied in other areas is good.


“It’s a great idea, but we can’t implement it” - this is a contradictory statement.


The more costly, the tougher to implement.


Commonly found problems in rating and evaluating suggestions


evaluation standards are too complex


proposals not reviewed quickly enough


No decision is made once it is reviewed


There are too many variables to judge the proposal


Three ways to value the merit of a proposal


participation of the issuer


development of new ideas


effect noticed after implementation


When developing a form, start with the result; hard and soft.  This gains attention as to what resources should be considered for implementation.  It also gets the employee looking at the whole value of the improvement.


Try encouraging each employee to submit 7 ideas per year.
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