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“To develop capability within organizations 

so they can achieve excellence while utilizing 

their own resources”

OUR MISSION
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Honsha is a Japanese word that means Headquarters, or Origin. 

HON = Origin
SHA = Organization 

Inside TOYOTA, the corporate headquarters is called Honsha. 

Most of our senseis were trained directly inside Toyota and by 
Toyota senseis, our experience came from the source of Lean, 

from TPS.

(Honsha Executive Development Mission, Japão)

OUR ORIGIN
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honsha experience you can Lean onhonsha kaizen@work

Ethiopia

Venue East Timor Venezuelans

Nairobi Amazon

Mombasa
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S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O NLEAN FOR HOPE 235 km
146 miles
43h58m
Ultramarathon 
Dos Anjos
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Kaizen and its origins
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KAI ZEN

Continuous Improvement

change better
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Paradigm Shift

Can you change the 
way you think?



©2020 honsha.org used by permission 

LEAN FOR HOPE

Lean for Hope
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“40% of what we do is pure waste”
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Montana

Connecticut
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Lead Time

Time between the receival of an order to the receival of the payment for it.

Order Processing Processing Processing      Processing Shipping Delivery Receive $

Where can you help eliminate waste to shorten the lead time?

here? here?
here?

here?
here?

here?

18

here? here?
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WASTE
MOTION

WAITING

INVENTORY

OVER-PRODUCTION

TRANSPORT OVER-PROCESSING

CORRECTION

The Seven Wastes
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1 Kaizen/day

1 Kaizen/7 Years

1 Kaizen/week

20

Employee Engagement



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

Kaizen Teian

• Kaizen Event

• Kaizen Blitz

• Kaizen Breakthrough

• Kaizen Week

• Kaizen …

Kaizen in Batches

21
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Where is your base line?

0

50

100

150

200

250

300

350

1 3 5 7 9 11 13 15 17 19 21 23 25 27

How to improve

if you don´t know 

the base line
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• Doubled its productivity
• Reduced scrap by over 80%,
• Lead time reduction in over 75%  
• 256+ warehouse locations
• Over 10,000+ pairs of glasses a day.

• Training to 10,000 associates
• Savings of over $27MM
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EXECUTIVE DEVELOPMENT MISSION

LEARN LEAN IN JAPAN

www.honsha.org/jpexecutivemission

May 12 - 17, 2019



Toyota Sensei - Ishigaki san
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Why should any company need to 
waste an extra cent?

Why would a $300,000,000,000 
company need to save 1 cent?
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Purpose:  the key for Kaizen

© LEAN CONSTRUCTION INSTITUTE
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KAIZEN

What is the 

Purpose of 

Kaizen?

Don’t start it if you 
don’t have a 

purpose



The Most Studied Company in The World

PURPOSE
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KAIZEN

• Reduce Waste

• Improve Quality

• Improve Safety

The three 

Purposes

31
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1) Reduce waste?

Improve quality?

Increase safety?

32
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WASTE
MOTION

WAITING

INVENTORY

OVER-PRODUCTION

TRANSPORT OVER-PROCESSING

CORRECTION

The Seven Wastes



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

A perfect place for waste to hide

An organized and clean place.

We don’t look for waste in 

organized and clean places.  We 

think they won’t fit there.    

Thus it becomes the best place for 

waste to hide.  Nobody will look for 

them there.
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Enough supplies to 

last 7 years
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Paradigm Shift

Can you change the 
way you think?

To eliminate waste, you need to see it.  
To see it, you need 5S
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Paradigm Shift

Can you change the 
way you think?

PURPOSE COMES FIRST!
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The Root Cause Factor

© LEAN CONSTRUCTION INSTITUTE
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1) Reduce waste?

Improve quality?

Increase safety?

2) Does it address 

the root-cause?

39
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ROOT-CAUSE
1 2

34

Credit: Kaizen Teian 2 Productivity Press



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

Sustaining Through Standardization
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KAIZEN

1) Reduce waste?

Improve quality?

Increase safety?

2) Does it address 

the root-cause?

3) Is it 

standardized?

42
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Time

BIG 

Improvements

Effectiveness of 

improvement

(decreases with time)

Improvements are inconsistent

• Results are unpredictable

• Gains are not sustained

• Improvements become repetitive

BIG improvements 

become small with 

time

44

Without Standardization:
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Time

Small 

Improvements

Standardization

Standardization:
• Will make improvements consistent

• Will make results predictable

• Will ensure improvements stay in place

• Will allow a continuous improvement instead of a repetitive one

Small 

Improvements 

become BIG 

gains over time

45
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0

1

2

3

4

5

6

7

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25

Kaizen
What is the purpose?

46
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SEQ. #  ELEMENTS OF OPERATION  KEY POINTS  JOB LAYOUT (details)

END OF THE NAIL.   NOT HEAD OF THE NAIL

1 Hold end of the nail WITH RIGHT HAND.

2 Hold the other nail with LEFT hand

3 Twist:  LEFT head OVER  right head.

NO  RIGHT HEAD OVER 

  LEFT.  WRONG

4 Keep twisting by moving the LEFT NAIL

Let go of the left nail.

  It is already out!!

EFFECTIVE DATE: OWNER:

ORIGINATION DATE: APPROVED BY:

 PROCESS NAME:

 Separation of Nails

 NUMBER:  

 REVISION:  
 1

     1

STANDARDIZED WORK

INSTRUCTION SHEET

 C = CONTROL = VISUAL 

= SAFETY = STANDARD

1

2

3

4

SEQ. #  ELEMENTS OF OPERATION  KEY POINTS

END OF THE NAIL.   NOT HEAD OF THE NAIL

1 Hold end of the nail WITH RIGHT HAND.

2 Hold the other nail with LEFT hand

3 Twist:  LEFT head OVER  right head.

NO  RIGHT HEAD OVER 

  LEFT.  WRONG

4 Keep twisting by moving the LEFT NAIL

Let go of the left nail.

  It is already out!!

SWIS simulation - Honsha Associates WWW.HONSHA.ORG

EFFECTIVE DATE: OWNER:

ORIGINATION DATE: APPROVED BY:

 JOB LAYOUT (details)

 PROCESS NAME:

 Separation of Nails

 NUMBER:  

 REVISION:  
 1

     1

STANDARDIZED WORK

INSTRUCTION SHEET

 C = CONTROL = VISUAL 

= SAFETY = STANDARD

1

2

3

4

Honsha
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Mon Tue Wed Thu Fri Sat Sun

1 2 3 4 5 6 7

$0.01 $0.02 $0.04 $0.08 $0.16 $0.32 $0.64

8 9 10 11 12 13 14

$1.28 $2.56 $5.12 $10.24 $20.48 $40.96 $81.92

15 16 17 18 19 20 21

$163.84 $327.68 $655.36 $1,310.72 $2,621.44 $5,242.88 $10,485.76

22 23 24 25 26 27 28

$20,971.53 $41,943.04 $83,886.08 $167,772.16 $335,544.32 $671,088.64 $1,342,177.20

29 30 31

$2,684,354.40 $5,368,708.80 $10,737,417.60

SMALL BUT INCREMENTAL GAINS
B
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RESULTS X PROCESS
The structure behind Kaizen Teian

© LEAN CONSTRUCTION INSTITUTE



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

50

PROCESS

RESULTS

Discussion

PROCESS

RESULTS

Luck

LEARN
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The structure behind Kaizen Teian

Kaizen Board
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BOARD SAMPLE

KAIZEN BOARD

IDEA IMPLEMENTATION COMPLETED REWARDED

Kaizen 

forms

                EMPLOYEE

 Fill out the Kaizen form

 Put it on the board - IDEA

   SUPERVISOR/MANAGER 

Kaizen approval - same day 

Moves approved Kaizen to the 

IMPLEMENTATION side

                   EMPLOYEE

Implements the Kaizen

Moves it to the COMPLETED side

 

    SUPERVISOR/MANAGER 

Comment on the improvement

Motivate further Kaizens

Recognize achievement

 

1

2

3

4

The Kaizen board: To be used for display and sharing of the Kaizens in progress and completed.  

This is a learning tool and team promotion opportunity.   It is the responsibility of management to 

create an environment of sharing and participation.

“The task of the leader is to get his people from where they are to where they have not been.”

Henry Kissinger

52
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KAIZEN BOARD

IDEA IMPLEMENTATION COMPLETED REWARDED

Kaizen 
forms

Kaizen Board
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Kaizen Board
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Kaizen Board
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Fábrica

EscritóriosDepartamentos

Gerência Senior

Kaizen Board
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Kaizen Board



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

Kaizen Board
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Kaizen Board
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Kaizen Board
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Kaizen Board
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The structure behind Kaizen Teian

Recognition
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Toyota Motor Corporation – Japan 2004 63
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CRITERIA X 1 2 3 4 5

LABOR TIME 2 Less than 6 hours 6 ~ 39 40 ~ 169 170 ~ 849 Over 850 hours

Savings per month

EFFECTIVENESS

 Sustainability 2
Effective to 

implementer only

Effective to trained 

team members

Effective to any 

operator, no training 

necessary.

All root causes have 

been eliminated.  Non-

trained operators can 

perform the task 

easily.

Error-proofing, 

documentation and 

other standardization 

techniques will ensure 

sustainability

Deals with root causes

IDEA
Use of existing 

resources

Use of internal resources       Low 

implementation cost   1 Payback in 2 years ~ Payback in 1~2 years

Payback in  6 ~ 12 

months

Payback in less than 

6 months

Zero Implementation 

Cost

EFFORT Single implementation

Implemented in all 

potential areas

1
Not duplicated in 

other areas

Duplicated in more 

than one area

Duplicated all over 

the plant

Duplicated in other 

plant(s)

Thorough implementation 100% of plants reached

INITIATIVE 1
Suggested by the 

supervisor

Copied from other 

areas

Copied from 

Kaizenland

Improved from 

Kaizenland

Original solution shared 

with Kaizenland

KAIZEN EVALUATION METRICS

64

Kaizen Evaluation Metrics
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KAIZEN EVALUATION METRICS
Originally developed September 2000; 5th modification:  May 2001

CRITERIA X 1 2 3 4 5

SAVINGS 2 < $50 $50-499 $500-1,499 $1,500-2,500 > $2,500

Savings per month; can be

labor or material savings

EFFECTIVENESS
Effective to any 

operator

All root causes 

eliminated

Error-proofing, 

documentation,

 Sustainability; deals with root 

causes
2

Effective to 

implementer only

Effective to trained 

team members
No training

Nontrained operators 

can perform

standardization techniques 

ensure sustainability

necessary task easily

PAYBACK
Payback in 2 years Payback in 1-2 years Payback in 6-12 Payback in less than Use of existing resources;

Use of internal resources; low 

implementation cost   

1 months 6 months falls within monthly budget

EFFORT 1 Single implementation, 

not duplicated

Duplicated in more than 

one area

Duplicated all over the 

plant

Duplicated in other 

plant(s);
Duplicated in all plants.

Thorough implementation
in other areas Minimum (1) one plant 

reached.

100% of US plants 

reached

INITIATIVE 1
Suggested by 

supervisor

Copied from 

Kaizenland

Original solution, not 

shared with Kaizenland

Original solution, 

shared with Kaizenland

Teamwork, original 

solution shared with 

Kaizenland

No rewards for: LEVEL POINT RANGE $ VALUE

*  Partial implementation A 35 300

*  Ideas not implemented; intentions are not rewarded B 26-34 100

*  Changes that do not improve safety, quality, or waste reduction C 15-25 15

D 8-14 10

Notes: E Up to 7 5

1.  Kaizen bonus replaced with evaluation metrics procedure.

2.  Kaizen board looks at kaizens assigned an A or B before they are counted and rewarded.  All levels of kaizens are board-reviewed for export selection.

3.  Two reward systems.  First, immediate dollar reward based on kaizen level; reward is divided between contributors of each kaizen.  

4.  Second, each contributor of a single kaizen will be awarded the total kaizen points received during evaluation (points will not be divided).  Points will accumulate to

     50 points.  Those who have accumulated 50 points will be awarded $0.50 for each kaizen point; that is, $25 (50 points x $0.50).  Awards will be gift certificates. * * *

P:\PPS\Kaizen\Kaizen Evaluation Metrics_4th modification.xls Revised 5-16-2001

Kaizen Evaluation Metrics originally developed 

Sept. 2000; 5th modification May 2001

66
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KAIZEN EVALUATION METRICS
Originally developed September 2000; 5th modification:  May 2001

CRITERIA X 1 2 3 4

SAVINGS 2 < $50 $50-499 $500-1,499 $1,500-2,500

Savings per month; can be

labor or material savings

EFFECTIVENESS
Effective to any 

operator

All root causes 

eliminated

 Sustainability; deals with root 

causes
2

Effective to 

implementer only

Effective to trained 

team members
No training

Nontrained operators 

can perform

necessary task easily

PAYBACK
Payback in 2 years Payback in 1-2 years Payback in 6-12 Payback in less than

Use of internal resources; low 

implementation cost   

1 months 6 months

EFFORT 1 Single implementation, 

not duplicated

Duplicated in more than 

one area

Duplicated all over the 

plant

Duplicated in other 

plant(s);

Thorough implementation
in other areas Minimum (1) one plant 

reached.

INITIATIVE 1
Suggested by 

supervisor

Copied from 

Kaizenland

Original solution, not 

shared with Kaizenland

Original solution, 

shared with Kaizenland

No rewards for: LEVEL POINT RANGE

*  Partial implementation A 35

*  Ideas not implemented; intentions are not rewarded B 26-34

*  Changes that do not improve safety, quality, or waste reduction C 15-25

D 8-14

Notes: E Up to 7

1.  Kaizen bonus replaced with evaluation metrics procedure.

2.  Kaizen board looks at kaizens assigned an A or B before they are counted and rewarded.  All levels of kaizens are board-reviewed for export selection.

3.  Two reward systems.  First, immediate dollar reward based on kaizen level; reward is divided between contributors of each kaizen.  

4.  Second, each contributor of a single kaizen will be awarded the total kaizen points received during evaluation (points will not be divided).  Points will accumulate to

     50 points.  Those who have accumulated 50 points will be awarded $0.50 for each kaizen point; that is, $25 (50 points x $0.50).  Awards will be gift certificates. * * *

P:\PPS\Kaizen\Kaizen Evaluation Metrics_4th modification.xls

KAIZEN EVALUATION METRICS
Originally developed September 2000; 5th modification:  May 2001

5

> $2,500

Error-proofing, 

documentation,

standardization techniques 

ensure sustainability

Use of existing resources;

falls within monthly budget

Duplicated in all plants.

100% of US plants 

reached

Teamwork, original 

solution shared with 

Kaizenland

$ VALUE

300

100

15

10

5

2.  Kaizen board looks at kaizens assigned an A or B before they are counted and rewarded.  All levels of kaizens are board-reviewed for export selection.

4.  Second, each contributor of a single kaizen will be awarded the total kaizen points received during evaluation (points will not be divided).  Points will accumulate to

     50 points.  Those who have accumulated 50 points will be awarded $0.50 for each kaizen point; that is, $25 (50 points x $0.50).  Awards will be gift certificates. * * *

Revised 5-16-2001

Level POINT RANGE $ VALUE

A 35 300

B 26 ~ 34 100

C 15 ~ 25 15

D 8 ~ 14 10

E Up to 7 5

MORE AND BETTER KAIZENS

BETTER RECOGNITION

X
HIGHER REWARDS

$ 25

Gift certificate

Shared 

amount
Cumulative 

amount
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Submit Kaizen Evaluation Evaluation 

Board

T/M

Kaizen 

coordinator Supervisors

Supervisors, GM, 

Kaizen coord.

•After implemented

•Post on the board

•Kaizen metrics

•Sort by levels

•Investigate implementation

•Report by department

•Board evaluation on level A’s

•Coordinator records general 

reports

A

B

C

Plant Committee

Provide Reward 

and Recognition

Receive 

recognition

Count, File 

and Sharing

•Ensure timely recognition

•File and display

•Top 5 to be shared

Kaizen Results Evaluation Procedure

Prompt feedback and fast recognition is 

key to sustain the Kaizen culture
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S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N
How Good is Your Kaizen?

How Good is Your Kaizen?

How you coach will determine the future of the Kaizen System

How you coach will determine the future 

of the Kaizen System

../1 Presentation stuff/camera_1969.asf
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Source: Kaizen Teian 2 by Japan Human Relations Association
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Source: Kaizen Teian 2 by Japan Human Relations Association
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The structure behind Kaizen Teian

Form and Yokoten
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Before After

Kaizen Type  SAFETY WASTE:  Waiting  Correction

 Overproduction  Motion  Conveyance

Check all that apply  QUALITY  Inventory  Overprocessing

Standardization
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Source: Kaizen Teian 2 by Japan Human Relations Association
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KAIZEN

1) Reduce waste?

Improve quality?

Increase safety?

2) Does it address 

the root-cause?

3) Is it 

standardized?
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3K Principle 
And why Kaizen fails so frequently..

© LEAN CONSTRUCTION INSTITUTE
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1.Kangae = Think

2.Kodo = Action

3.Kaizen = Improvement + standardization

92

3K Principle
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Six way intersection in Miami, FL

(cause was assumed to be lack of traffic lights)

•Before improvement:

13 accidents in one year.

•After improvement:

16 accidents in one year.

3K PRINCIPLE
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Is This a Kaizen?

Problem Type  SAFETY WASTE:  Waiting  Correction

 Overproduction  Motion  Ideas not used

Check all that apply  QUALITY  Inventory  Overprocessing  Conveyance

Kaizen = improvement + standardization Kaizen deals with root causes

Check if it addressed AT LEAST one of these areas:

Check if it addressed the ROOT-CAUSE: Check if it is STANDARDIZED:

1

A Kaizen must address Safety, Quality or Waste.  If you can quantify the benefits, chances are you improved the issue.

A Kaizen will not roll-back with time.  It will be 

sustained through standardization techniques.A Kaizen MUST go after the real causes of the problem.  Superficial 

remedies result in unpredictable results.

2
3

1 2 3
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Coaching is key 
Key to start a Kaizen culture

© LEAN CONSTRUCTION INSTITUTE
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How Good is your Coaching?

How Good is your Coaching?

../1 Presentation stuff/camera_1969.asf
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97

Cheering Works

(But it is not coaching!)
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How Good is your Coaching?

How Good is your Coaching?

Good Coaching, Good Kaizens

Good Coaching, Good Kaizens
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Effectiveness

Savings

Idea

Effort
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Effectiveness

Savings

Idea

Effort
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Effectiveness

Savings

Idea

Effort
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Contact Us

102

Sammy Obara

Honsha.org

s.obara@honsha.org
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In the spirit of continuous improvement, we would like to remind you to 

complete this session’s survey! We look forward to receiving your 

feedback. 
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Download the Congress event app
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Download the Congress event app

• Plan your schedule in your personal 
agenda

• Browse all available sessions
• Read speaker profiles 
• Navigate to your session on the venue 

map

Scan this QR Code to 
download the app
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Rate Session In Event App

Plan to evaluate 
each session you 

attend in the 
event mobile app!
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