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The Hoshin is different from thé American practice of Management By
Objectives in some significant ways.

- The Hoshin, as has been stated, is developed through an elaborate
participative process. |

« The Hoshin sometimes appears as a rather simplistic slogan "Epic-making
efficiency of operation" or "Make our plant a model of cleanliness." but
behind the slogan is an elaborate strategy in each area which describes
how that Hoshin will be achieved.

+ The Hoshin is experienced more as a challenge around which each group
rallies rather than a standard against which each individual's
performance will be evaluated. It is looked forward to with excitement,
not dread.

« The pursuit of a Hoshin never displaces attention to produce quality and
customer satisfaction.

*» When the year is over and the company moves to a new Hoshin, the previous
year's Hoshin will have been assimilated into the normal work process.

It does not expire like a magazine subscription.

Thursday, 11/14 Aisin Seiki Company

On Thursday morning 11/14 our tour left Tokyo, taking the bullet train to
Nagoya. The bullet train ride was amazing in that, though the train
achieved speeds of well over 100 mph, one never had the sensation of speed.
The ride was quiet and smooth'enough that a cup of coffee, set on a small
table attached to our chairs, never jiggled.

Our first stop in Nagoya was the Aisen Seiki Company. Aisen Seiki Company
is part of the Toyota family. It is partially owned by Toyota and supplies
the giant auto maker with parta. We visited the plant which made water
pumps (at a rate of 515 000 per month). In 1972 Aisen Seiki won the Deming
Prize. .

In the morning we heard various presentations on Aisen's management system
and quality assurance system. Once again we were struck by the meticulous
detail of their planning and the use of wideapread participation in the
development of plans and the pursuit of quality.

Our afternoon tour of the water pump plant was an amazing experience. Aisen
Seiki Company spent five years pursuing a goal of having their plants as
clean and attractive as an 0Ozashikl, the equivalent of a parlor in a
Japanese home ... the room always kept clean for company. In spite of its
manufacturing operations (drilling, grinding, stamping, etc.), the plant was
spotless, no grease, no dust, no filings. Almost every worker had decorated
hia or her work station with flowers, trees, pictures, clocks, and other
appurtenances. Throughout the plant were islands used by the workers for
eating lunch, taking breaks, and having QC meetings. These were built and
are maintained by the workers themselves and some are quite spectacular with
trees, tables, goldfish ponds and fountains. Throughout the plant were the
charts and graphs we had come Lo expect in companies pursuing quality. Each
work station had formfit storage for tools, warning systems telling when
drills should be changed and systems to assure the reorder of parts when the
supply was low. Their Kanban system applied not only to the component on
which they were working, but to the drills, etec. which they used in their
work.
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How did they keep the place so clean? Their three minute clean-up period
for each shift, with each worker cleaning up his or her own area, seems
inadequate to explain a degree of cleanliness that would make even my mother
envious. They appeared to have constructed some dust and filing-collecting
apparatus around their machinery. The workers seem to have learned how to
prevent dirt and litter in their ordinary work habits.

The effect of such cleanliness is increased quality and productivity, Myron
Tribus explained how, in a preventive mode, the absence of dirt and disarray
can help avoid missing parts or lost tools or distraction from a4 worker's
concentration. A side effect of Aisen's cleanliness, pointed out by the
plant manager, has been increased pride and self-confidence of the workers
and supervisora. A series of signs erected Burma Shave-style by workers on
the plant floor reads, "We are proud/Of our TQC corner/To the world." The
English wasn't elegant, but the message was eloquent. They have every right
to be proud. Photographs taken five years ago show that this was a typical
grungy plant. Now it's an Ozashiki.

From one of Aisen's speakers we learned about the advanced training given to
QC leaders, after they had already received the course on the basic QC tools
(histograms, control charts, etc.). Each leader participates in
approximately 40 days of training (277 hours) in which he or she first
reviews the basic analytical tools for studying work., He or she then
receives considerable technical training on the design and construction of
electro-mechanical devices so that he or she is capable of redesigning
equipment on the shop floor. Each QC leader, in turn, trains the QC members
through a 20 hour discussion course. There are other advanced courses and
refresher courses available. Each employee at Aisen, we were told, averaged
200 suggestions per year of which about 80% can be handled by a supervisor
or foreman. Handling these suggestions is, in fact, one of their major
responsibilities. Almost 100% of the suggestions are eventually adopted.

I was one of three tour members who stayed behind to have dinner with three
young Aisen managers each of whom spoke excellent English. We learned from
them how Hoshin are developed and used, how managers are trained (Toyota has
its own technical college), the typical salaries and wages (the average
hourly worker makes about $25,000 per year) and much more. One of our hosts
was on a committee to select a plant site in the United States. It was from
him that we learned that the chairman of his committee was very concerned
about Wisconsin tornados. This young manager knew nothing about tornados
and wanted to find out something. So he got hold of the only available
resource: his little sister's audio tape of The Wizard EE oz, which he
listened to in his car on the way to work.

Friday, 11/5 Toyota

By the time we visited Toyota, the patterns of success were clearly
emerging. Once again we found that the president, Mr. Toyoda himself, led
the TQC effort and was very knowledgeable about TQC. Once again we saw
meticulous planning and widespread worker involvement.

In 1961 Toyota began TQC. In 1965 it won the Deming Prize. At Toyota we
heard about TQC applied to sales and administrative processes. The Director
of Toyota, Mr. Sekiya, believes TQC can be applied to bring improvements
everywhere except perhaps in research.
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We learned something about Toyota management systems. In its evaluatiion of
managers, Toyota is more concerned with the processes by which work gets
done than by the actual output of work. One should not get credit, Toyota
believes, for lucky results. At Toyota one gets guidance and instruction
from one's immediate supervisor. The annual evaluation, however, is done by
the person above the immediate supervisor and in the evaluation process the
supervisor acts as an advocate and shares the evaluation with the employee.

We toured a Toyota plant in the afternoon. We were told that this plant had
5600 workers on two shifts. (An aside on plant safety: there is an average
of 4 injuries per year for all of these 5600 workers.) Line workers can,
and do, stop the assembly line when there is a quality problem. (A line
stoppage is signaled by the playing of music - Bach, Mozart, etc, » a
different composition for each part of the assembly line. No blaring horns
in these plants, but music which indicates which area may need assistance.)

Saturday, 11/6 - R and R in Kyoto
Toyota was our fifth tour in as many days. We were feeling overwhelmed with
a glut of learning and new ideas...overm3timulated with how much progress
. can be made if a company commits itself to quality. We needed a week=end
respite. On Saturday morning 11/16 we took another bullet train to Kyoto,
the next city on our journey. Kyoto is an ancient capital city, filled with
history and tradition. If Tokyo is Japan's Big Apple, Kyoto is its Boston
or Philadelphia. Weekend highlights in Kyoto: more beautiful temples and.
shrines, a department store where typical TQC~type charts could be seen in
the cash register area, a Japanese singing bar, where a laser disk plays
musical accompaniment to a song and flashes the lyrics on a video monitor,
The bar patrons sing along enthusiastically, taking turns at microphones
(complete with echo chamber effects). One problem: of the hundreds of
titles listed in the song catalog, only a handful were in English and most
of them were dreadful (Now is the Hour-type). But we sure belted out "I Did
It My Way" with the other Japanese patrons who seemed delighted by our
company .

Our hotel in Kyoto was the Miyako, built into the side of a small mountain.
The seventh floor opened onto a beautiful little outdoor garden around a
waterfall.

On Monday morning we boarded a chartered bus for our trip to Osaka, the last
city on the tour. Before the bus could take off, a hotel employee came oui
Wwith a few neatly wrapped bundles. These were items which members of our
tour had inadvertantly left in their rooms. Between the time we left our
rooms and boarded the bus, the rooms had been inspected for articles left
behind and what was found was wrapped and delivered - a combination of
graciousness, efficiency, conservancy, and meticulous attention to detail.

If Tokyo is the Big Apple and Kyoto is Philadelphia, then Osaka is the
Chicago of Japan: a busy, brawny industrial center. The first company we
visited in Osaka was Suntory Ltd.

Suntory Company

suntory has about 4700 employees involved in everything from making wine,
whiskey, beer and soft drinks to operating restaurants and producing
pharmaceutical products. They also manufacture pasta and publish Japan's
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edition of the Encyclopedia Britannica. Their world-wide annual sales are
$3.5 billion.

Suntory has an interesting management philosophy: "You never know until you
try." As a result, they have not only a wide ranging array of products and
service lines, but they have developed a flexible management style which
they describe as : "learning from the amoeba." "Amoeba" management involves
job rotation among managers which encourages a diversification of skills.
The chain of command is not sacrcosanct in "Amoeba" management .

Communication lines follow whatever path makes sense. They practice joint
problemmsolving, which involves all employees, using organizational
development approaches introduced 16 years ago from the United States.

Throughout Suntory there is the same emphasis on TQC and QC circles which we
found in the other companies. In 1984 the president of Suntory, Keizo Saji,
introduced company~wide quality control (CWQC) in order to build Suntory as
a "young, energetic, sensitive company of the times." CWQC was to stress
three approaches:

« Deemphasize the one-man structure and dependence on top management .

. Restructure the organization with small flexible groupings, based on
humanism.

« Everyone pursues "merchant mindedness."

Suntory also practices management by Hoshin, constantly strives for the
control of routine work and has QC circles (248 in production areas and 34
in administrative areas).

In their two years of CWQC (or TQC) Suntory has undertaken some major
activities:

. On-site audits by the president (24 in 1985. He sometimes uses a
helicopter to travel from plant to plant.)

« The instruction of top management by Dr. Ishikawa (Japan's TQC guru)
himself.

+ QC circle leaders take part in the JUSE sponsored annual training cruise.

- A QC conference for the whole corporation. :

In their early years of TQC, Suntory has recognized some inadequacies in
their approach which they are working to correct:

« Insufficient market-oriented improvement ideas

. Too hasty action (not enough "plan," "do," and "check")

+ Too much control through the use of "sense, experience and courage," not
enough "through facts."

« Insufficient stratification in their data (they don't examine enough
factors to see what accounts for the variation).

- Disregard for process control, in some areas.

« Confusion between the means of QC and the goal of QC. (Their offices are
getting overloaded with QC data and activities.)

+ Weakness in the application of successful projects to the routine of
everyday work.,

Suntory showed us a lot of the same breakneck enthusiasm which we have seen
in some American companies beginning their quality effort. There was not
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the evidence of detailed planning at Suntory that we saw at other Japanese
companies. But what Suntory had that the other Japanese companies had {(and
regretably few large American corporations have) is a top manager who has
very deep understanding of TQC and is personally involved in its-
implementation.

Tuesday 11/19 Kansai Electric Company
Kansal Electric is a huge power utility which serves the Osaka region, It
has 25,000 employees and operates 9 nuclear stations. Kansai won the Deming

Award in 198H

At Kansal we saw extensive planning and active management and worker
involvement in TQC activities., Their results have been dramatic:

+ Before TQC, Kansal customers would experience many power interruptions
some lasting as long as two or three hours. Interruptions in Kansal
service are now down to 84 minutes over the entire year.

« Each nuclear power plant has 16 million parts, a complexity which
accounts for the difficulty power companies have in maintaining safe
reliable service. Kansai's TQC program has made its nine nuclear
stations the safest and most reliable in the world. They have virtually
eliminated "incidents.”

Kansai provides extensive training to its employees. We toured a training
center where there are simulators of their various power control operations.
Employees learn how to respond to emergencies on real equipment in a
simulated setting.

As of QOctober about 18,000 Kansai employees were participating in about 2300
QC circles. Their achievements are truly impressive. But more impressive
is the high degree of planning and involvement by the managers. Kansail
showed us perhaps the most sophisticated, well-organized TQC system of our
entire tour.

Wednesday 11/20 Takeanaka Komuten Company

Takenaka was founded in 1610 when it was a builder of shrines, temples and
castles. It now has 10,000 employees and builds factories, hotels, and
office buildings all over the world, It began its TQC efforts in 1976 and
won the Deming Award in 1979,

If Kansai was not the most sophisticated, well-organized TQC system we saw
in Japan, then Takenaka was. While Takenaka places great emphasis on QC
circles, they emphasize the fact that QC circles are only a small part of
the TQC effort. Only 15% of the solutiona and improvements come from their
7800+ QC cirecles. The'rest of the improvements result from the efforts of
managers at various levels working to make the systems better. For Takenaka,
(as with all the companies we visited) TQC is a company-wide management
system led by the head of the corporation.

Takenaka (as do the other companies) applies extensive education and
training into its TQC effort. "TQC begins with education and ends with
education," we heard more than once. Takenaka alsc involves its over 1300
sub~=contractors in its education and QC circle activities.
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We ‘toured a Takenaka construction site in the afternoon, a hotel in downtown
Osaka being built for the Hilton organization. On every floor we saw
detailed charts showing how close to schedule various activities are. Plans
are displayed by months, weeks, and days. Checklists and schedules are
displayed for each floor of the building and each room on each floor. In
the construction site office across the street from the building, we heard a
presentation from Mr. Monura, a construction steel-worker who wore tan
knickers which is the typical street laborer's garb in Japan. His
enthusiasm was contagious while he described the work of his QC circle.

Conclusion

After this last tour we regrouped at the hotel for our farewell reception
where we heaped deserving praise on those who organized the trip: Joan
Welsch and Rick Ross of PACE, and our guide and teacher Myron Tribus who
added immeasurably to our understanding of Japanese business practices., We
also thanked and bid good~bye to those who helped along the way as
translators or hosts.

- After the reception we went looking for a bunny club, part of a chain, the
president of which, we were told, was "QC crazy." There we could find
bunnies who had charts, graphs, plots, and diagrams ... all the symptoms of

TQC.

We found the bunny club. In what had to be the most unconventional
presentation of our entire trip, we were shown fishbone diagrams and other
plots and charts by waitresses who were members of QC circles. On uniforms
that had little room for decoration, they wore a button with the "Q" logo of
the TQC movement in Japan. They said they liked TQC; it made them proud of
their work. The unanimous conclusion of our group, as we left the Esquire
Club: TQC is appropriate for any organization anywhere and it can work
successfully especially if top management is "QC crazy."
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