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Kaizen Teian 1


Edited by Japan Human Relations Association


Productivity Press


Summarized by Permission 





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 are 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.


�
Honoring Ideas


An art that ought not be limited to the East





When you honor an idea, you honor its creator.  The mere fact that someone is willing to participate in a change is an honorable thing.  It says, “Here is what I have and maybe it will help”.  It declares, “This is me and this is the best I have for now”.  It whispers, “This did something for me and it might do the same for you”.  





An idea is often connected to the person’s core, so be careful not to bruise it.  It has a short expiration date that can die of neglect.  Something as little as genuine appreciation can keep it alive.  Break its trust and it may never produce another idea again.  For it is painful to be rejected.  





If managers only saw its power, its prevalence, its potential, its personhood; they would receive each idea as a jeweled gift.  And do everything to turn it into reality.  For in doing so, the manager opens up fifty more ideas over the course of the creator’s tenure.  Acknowledgement proclaims, “What you think is important”.  It gives hope to the next idea.  It has a ripple effect on those around it.


Duke


�
The Rubber Band 


and Other Tales of Improvement


Duke Rohe  drohe@pdq.net





Too often we limit ourselves in improving our work duties because we think the important changes have to make significant savings to be worthwhile.  The Japanese have long since proven that the best ideas are small ones and that it’s the accumulation of these small ideas that have the largest impact on improving quality.  Perhaps this is why the Japanese worker registers 36 ideas per year while the American worker logs about one idea every seven years.  There is a hidden potential in each worker who desires to get rid of unnecessary steps and avoid duplicate efforts.  The following are healthcare examples of some techniques the Japanese use to generate improvement and move toward a problem-free environment. 





Kaizen





Kaizen is the Japanese term for small improvements that save only a few minutes here and there, but amount to untold hours of reduced frustration.  A nurse in an operating room was fed up with the trash liner coming loose from the hamper every time she tossed in a few items.  After unsuccessfully trying to order a different size bag to fit more tightly over the hamper, she came up with the kaizen of ordering an industrial-size rubber band that fits around the lip of the hamper. 





The staff members in an obstetric unit were tired of giving student nurses telephone numbers.  So they made a list of the 20 most frequently called extensions and clipped it behind the student’s identification badges.  This may save only seconds thumbing through a phone directory, but it is unnecessary work they were glad to eliminate. 





Another kaizen came from a unit secretary who was wondering why she had to unpad various forms coming to the unit.  Why couldn’t they be delivered single sheets from the print shop?  This question changed the print shop’s practice of padding forms to sending them individually in shrink-wrap packages.





Quick Changeover





Have you ever watched a racecar and wondered how a car can drive into the pit, have its tires changed, windshield washed and fuel filled in only 17 seconds?  It’s called quick changeover and it’s accomplished by identifying which steps of the operation are external to the pit stop system and which are internally essential.  Those that are external can be prepared ahead of time or pre-set for the most efficient order.  Those that are internal must be performed at the time of the pit stop.   Using this process, the Japanese have been able to reduce expensive machine set-up times from four hours to four minutes.  





A healthcare example is the preparation needed for receiving postoperative surgical patients from the ICU.  Internal to the system is the bed transfer of the patient, the critical hookups and stabilization of the patients as they come to the floor.  What can be made external to the system is securing the suction equipment, IV poles, adjusting furniture, assembling the forms, even having the forms stacked in the sequence of their completion.  Every minute, every thought that is made external to the system reduces the time it takes to stabilize the patient and sends the transferring staff along their way.





Visual Control





This method places color, instructions, pictures, etc. into the workplace to visually help the employee do the job right.  This was tried in an operating room area, where a five-minute scrub is required.  To help those scrubbing for the case pass the time, nurses installed Plexiglas frames for information about new products, and new procedures for the staff and doctors to see every morning.  





In another case, a nursing unit developed its own physician post-it note to highlight communications from the nurses.  Elsewhere, a unit made a doctors’ signature conversion of the doctors whose signature were difficult to read.  The physicians signed beside their typed name, and the list was laminated and placed next to the charts for interpretation.





Poka-Yoke





Another Japanese word, poke-yoke refers to mistake-proofing or designing a system that can work only one way, -- the right way.  In fact, it should be odd if it’s performed the wrong way.





A nurse was frustrated because at the end of the shift, the student who was assisting didn’t know to complete all the weights and associated documentation.  


The nurse sat down, made a list of expected duties that needed to be done.  This was shrunk to a pocketsize card for reference.  The nurse reviewed the list with the student prior to the shift, making sure all the aspects of her responsibilities were covered.  A more advanced sheet was made for float nurses to explain the unique patient requirements specific to the unit.  Both these sheets eliminated errors from presumed thinking.





A Japanese proverb says, “A mountain is made of many specks of dust.”   By making small improvements, a healthcare workers can chip away at the mountains of wasted hours, frustration, and delay.  Challenge yourself today and see how many small improvements can be generated and put into practice.  It will ease your work routine and give you more time to do your job well.	


�
KAIZEN


Duke Rohe  drohe@pdq.net





Overview:  In the late 80’s, the average Japanese worker comes up with 36 ideas per employee per year*.  While American counterparts comes up with one idea per employee per year.  What is the difference?  The mindset.  The environment.  The infrastructure.  Yes.  Kaizen is the concept of small incremental change generated and tested by the employee.  





Japanese proverb:  A mountain is made of many specks of dust.  Here fifty aspects describing it.  Welcome to Kaizen





Kaizen is selfish.


Kaizen is fast.


Kaizen is implemented then ask for approval.


Kaizen empowers the staff.


Kaizen requires resources and time for the staff to put into place the improvement.


Kaizen requires freedom to change the existing system.


Advisors have to "dig out Kaizen" from their staff to illustrate the degree of idea generation and implementation desired.


Kaizen helps the worker and the organization.


Kaizen is its own reward.


Employees are welcome to go back to the old inefficient way of doing things, but who would?


Kaizen is a mind set of doing it better.


Kaizen knocks down pride of tradition and enriches pride of workmanship.


Kaizen is incremental.


Kaizen is continuous.


Kaizen is expected.


Kaizen is helpful.


Kaizen is employee initiated.


Kaizen includes improvements that save as little as six tenths of a second.


Kaizen eliminates waste.  That means effort, thought, redo.


Kaizen can be a game; who can come up with the most 	improvements.


Kaizen can be fun; who can think of the silliest idea.


Kaizen can be extreme.


Kaizen is thoughtful.


It's main purpose is to expand customer service whether the customer is the next process, the person who walks into the store, the person on the next shift, even yourself.


Kaizen is courageous.  It requires guts to put ideas out that may at first seem absurd.


Some places have what they call a "Kaizen person"  who's purpose is to go around starting Kaizen fires among the staff.


Kaizen should be documented, time savings estimated, net savings dedicated to further service, productivity, etc.


Kaizen is humbling.  Before anything can be improved one must first admit that what ever has already been created can be improved.


Kaizen has immediate results.


Kaizen can be mistake proofing.


Kaizen can be visual control.


Kaizen can answer questions before they are asked.


Kaizen sweats the details.


Kaizen looks for all the ways things can go wrong and corrects them before they happen.


Kaizen is thoughtful.  It looks at what is wrong in the work place and in small bits makes it right.


Kaizen tool: brain writing.


Kaizen gives the worker ownership over his part of the 	organization.


Kaizen is support for the organization.


Kaizen looks for problems, finds them, and fixes all or part of them.


Kaizen can take five years before it gets down to the bottom line.


Kaizen is destroyed by the rejection of an idea: rejection or consideration.


Kaizen is improvement.


Kaizen is an expectation, an integral part of your job.	


Kaizen is rearranging your work to make it work.


Kaizen saves time.


Kaizen looks at work processes as something to be perfected.


Kaizen is a mind set bent on improving anything improvable.


Kaizen is respect for the individual in his work place.


Kaizen is creative.


Kaizen is making every motion resourceful.


Kaizen is employee suggestions in action.


Kaizen makes you competitive.











*Kaizen Teian 1
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HOW WOULD YOU RATE YOUR ORGANIZATION?


Duke Rohe, Performance Improvement





Purpose: To provide Management a sense of their staff’s perception of the organizational readiness for change, discover areas they may need to address before engaging in change. 





Instruction:  Ask the staff to give their frank opinion (suggest anonymity) on the organization’s readiness for change in the areas below.  First: read each Area then rate it 1(Lo) to 5 (Hi).  Second: After all the areas are rated, go through a mark each in terms of importance 1 (Lo) to 5 (Hi).  Third: Place a star * by the one that management should focus on the most. 





Interpretation: After a representative sample of surveys are complete, for each Area run an average and standard deviation to get a collective, then plot it on the Quadrant box.  Those in the Red Zone are candidates for change in process or at minimum perception.  Remember this is there perception and may not match reality.  For instance, implementation support may be ready and willing, but it hasn’t been communicated or ‘primed’ with reinforcement.  Or for those that are perceived low importance that management feels should be higher on the list: explanation and emphasis may be in order.  The top two Areas that have the most * are areas they need to hear back from management: that it is now on your radar too.





Changing Perceptions: For best results, poster-ize the results, pull the group together collectively and inquire to the group what might be done address, alter or minimize those in the Red Zone.  It would be their opportunity to have an exchange on change.  Place ( by the top two Areas which need focus.  Exercise: Have everyone write at least thought in a few words on stickie-note, then ask them to share.  Post them as they are shared.  This is an excellent forum to set the groundwork toward change.  WARNING: Asking their input and doing nothing noticeably with it demoralizes any future initiatives to change.





Every organization has a change-muscle and if it isn’t routinely it calcifies to the way things are.  People would rather be part of making change than always having change dictate to them what they have to do.   This tool creates the stage to place them in the driver’s seat.





�



Change Readiness Survey 


HOW WOULD YOU RATE YOUR ORGINZATION ?


Areas for Change Readiness





Implementation Support  Management support, openness to receive new ideas and act on it, resources ($$) to make it happen.


Rewards and Recognition Compensation or recognition appreciating involvement, showcasing change, appropriate credit attributed toward the individual or team.


Communication  New ideas, techniques openly shared wit those who might gain, Kept appraise of the changes in the works, contribution of ideas are actively considered, standards, procedures are built into the workplace, communication is clear, concise and available.


Commitment and Strategy  Improvement is part of everyone’s job, we know how our work fits into the overall scheme, corporate support in making corporate change, there is a communication channel to between the ground forces and corporate.


Knowledge Transfer  The “how-to’s” are efficient and expediently transferred, people are open to share knowledge/ideas, pertinent knowledge doesn’t walk out the door when someone leaves the company.


Customer Focus  We find it an honor to serve our customers, know how to add or take away from the customer experience, have structure to receive feedback within department and externally, we know our customer scores.


Measurement  Measures of output and service are frequently updated and known by all, they reflect reality, staff know how to impact the measures positively and negatively.


Management Decisions  Decisions match the direction and speed of the vision, management manages what the workers cannot, they address tough issues head-on


Area�
Rating


Lo             Hi  1   2   3   4    5�
Importance


Lo             Hi


1  2   3   4   5 �
�
Implementation Support�
1   2   3   4    5�
1  2   3   4   5�
�
Rewards and Recognition�
1   2   3   4    5�
1  2   3   4   5�
�
Communication�
1   2   3   4    5�
1  2   3   4   5�
�
Commitment and Strategy�
1   2   3   4    5�
1  2   3   4   5�
�
Knowledge Transfer�
1   2   3   4    5�
1  2   3   4   5�
�
Customer Focus�
1   2   3   4    5�
1  2   3   4   5�
�
Measurement�
1   2   3   4    5�
1  2   3   4   5�
�
Management Decisions�
1   2   3   4    5�
1  2   3   4   5�
�












�
Change Readiness Chart





Areas for Change Readiness





Implementation Support  Management support, openness to receive new ideas and act on it, resources ($$) to make it happen.


Rewards and Recognition Compensation or recognition appreciating involvement, showcasing change, appropriate credit attributed toward the individual or team.


Communication  New ideas, techniques openly shared wit those who might gain, Kept appraise of the changes in the works, contribution of ideas are actively considered, standards, procedures are built into the workplace, communication is clear, concise and available.


Commitment and Strategy  Improvement is part of everyone’s job, we know how our work fits into the overall scheme, corporate support in making corporate change, there is a communication channel to between the ground forces and corporate.


Knowledge Transfer  The “how-to’s” are efficient and expediently transferred, people are open to share knowledge/ideas, pertinent knowledge doesn’t walk out the door when someone leaves the company.


Customer Focus  We find it an honor to serve our customers, know how to add or take away from the customer experience, have structure to receive feedback within department and externally, we know our customer scores.


Measurement  Measures of output and service are frequently updated and known by all, they reflect reality, staff know how to impact the measures positively and negatively.


Management Decisions  Decisions match the direction and speed of the vision, management manages what the workers cannot, they address tough issues head-on.


Lo Importance    Change Readiness Chart                 Hi Importance 


�1                         2                                   3                                 4                                 5
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�
How To Get Ideas to Flow


Your staff isn’t short on ideas, just an environment to ready to receive them.  To the manager who wants to engage her staff in change, put these in place and watch the ideas flow.


Duke Rohe  drohe@pdq.net





Create a receptive environment for ideas – It starts with the manager then cascades to the staff.  No one is above generating improvements and no one is without the ability to make improvement.





Address every idea received with importance.  It’s important to its contributor.  Take the time to help the contributor develop it or to realize it’s not do-able.  





Create a system of consistent reception, feedback, nurturing, cost justifying, recognition, broadcasting, and deployment.





Encourage, even fight for the little idea.  Idea is the life of change.  It honors the person who generated it and it sends a message of value to all who are watching.





Develop an expectation for idea generation.  Try one a month per employee.  Proclaim a war on waste.  Every problem that arises is great material for an idea. 





Remove barriers which impede implementation.  Get petty cash, outside assistance, approvals…whatever you can to make implementation a down-hill slide.





Keep the idea initiator apprised of idea status once it’s submitted.  Time and lack of communication work against the generation of future idea.





Require initiator to evaluate the total cost, including other areas impacted, and to derive the time value or potential savings from the idea.





Implement the idea (which turns it into an innovation) with clarity to all who encounter it.  If possible, integrate needed instruction at the point of the innovation’s use.





Broadcast the knowledge of the innovation to all who need to know of its introduction.  Brag on its initiator.  Take a before and after picture.  Get others to apply it in their area if appropriate.





Sustain it.  Catalogue your innovations to remind you where you’ve come from and to keep check to see if it is still enforced and useful.  


�
The Story of the Tea Leaves 


Understanding The Value Of Collective improvement


Duke Rohe  drohe@pdq.net





A large progressive Japanese company annually awarded the most beneficial idea with the greatest prestige and monetary recognition.  Ideas in this culture come natural with the average employee generating 36 ideas per year with an amazing 75% implementation rate.  The award went to an employee that had recognized the waste in unused tea leaves (U.S. equivalent to coffee) .  Using standard tea bags just as we do, the workers would dip the bag into the cup until the their tea was the right strength then the bag was thrown away.  The award winning employee suggested that the employees return to the old way of taking just the amount of tea leaves desired, placing them into a perforated tea container and then dipping.  This way the employees would only use the amount of tea that was needed, subsequently reducing the waste incurred by the standard tea bag which had enough tea leaves to satisfy the strongest of tastes.





Why such fuss over saving only hundred dollars on tea leaves?  There were other ideas implemented that saved tens of thousands of dollars, why weren’t they given this prestigious award.  The review committee said the value of this idea went far beyond  the dollar amount of the savings.  In order to achieve this savings, all employees in the organization had to participate to make it work.  Executives, supervisors, line workers all joined together to make the savings real.  This strengthened the culture to work as one in order to reduce waste.  And if you are good at getting rid of waste in the small things, you will also be sensitive in getting rid of the waste in the big things.  The “spirit” of this idea was what was the greatest value.


�
Take A Dare


To Stimulate Improvement


Duke Rohe  drohe@pdq.net





Dare To Improve:


Remember as a kid, a friend would dare you to do something that was hard.  You took the challenge on as an adventure.  Reckless in how you were going to do it, you were going to show them.  I bet many of your immediate responses to a dare was “Oh Yeah”





Well here is a double-dog dare that is guaranteed to add value to your service and work environment:





A Dare To Managers


Prepare for an onslaught of new ideas.  Ideas are like seeds, they have to be received in the right soil in order to become fruitful.  If your area has not been rocked with improvement lately, there is a good possibility changes are needed.   Examine how receptive the environment is for receiving new input, ideas.  I dare you to become a walking suggestion box to your staff.  Anxious to receive and operationalize anything worth considering.  This requires two things:





A passion to consider any idea, and treasure it through to implementation if it is a keeper.  That means you will do almost the impossible to get in place and sustain it.  You do it because you value the staff that originated the idea, and you value the benefit it will add to the work environment and your customers.  If an idea is not a keeper, the explanation needs to be clarified to the originator.  And for those off-the-wall ideas, let them incubate for a day before giving a response.  Many timesaving benefits are hair-brain when they are first presented.


An easy means to receive and maintain the ideas.  Create an “Idea Card” fits in any pocket so when that creative moment arrives, the staff are ready to make a difference.  Remember, one idea not responded to in quick fashion may inhibit 20 more over the course of the employee’s tenure.  Get staff in the mode of questioning and improving everything.  Get staff to think small, challenge each to come up with one idea a month, no matter how small.  There is value in continually making improvement  regardless of size.  Ultimately, make sure the idea is fully implemented so it stays alive over time.  





Is it work on the manager’s part?  Probably.  Is it worth the effort? You bet it is.  





Remember it takes money to implement new things.  Have petty cash available for staff to try stuff out.  It was a $6.50 towel rack reimbursed through petty cash from the Container Store that led to 400 installed throughout one hospital. Go to your administration if it is out of the budget.  After all, ideas don’t always appear just prior to budget time.  





A Dare To Administration


Look at the overall merit for funding an idea.  In relation to the improvement momentum and its lifetime effect in cost savings and service.  Requiring an open-and-shut case for cost justification for every idea will squelch most improvement efforts.  If it is logical, makes sense, then back it.





A Dare To Staff


You invest so much of your day performing good work.  Why not designate a portion toward making things better? For your work environment and your customers.  In orientation, employees should be informed that they are not hired just to provide top-notch technical service, but to improve the systems as they are.  This requires them to ask the question ‘why’ whenever something looks wasteful.  Get aggressive about those things that waste time, motion even thought.  Question why things are set up they way they are.  I dare you to set grass fires of improvement.  Sure it takes time, but as a rule, there is a 5 to 1 return on efforts spent on improvement.  I dare you to own the solution of the idea.  Make it happen.  This may mean going to the manager several times if necessary to get in the line of priorities.  It means you will participate to test and implement it.  If the environment has traditionally been anemic toward input, keep on going to bat for the improvement.  No one said it is going to be easy.  If your idea or work environment isn’t worth fighting for, it isn’t a good idea to begin with.  After you get the thrill of seeing one of your ideas implemented, it will drive you to create new ones.  But it starts with you.





It will be the collective effort of each manager and each staff member that will transition the culture to a learning organization which breathes improvement.  Everyone gains.





Now that’s a dare you can’t leave unchallenged.
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