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Source:  Fortune magazine - 2006
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Toyota gives Virginia Mason 
docs a lesson in lean
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“40% of everything we do is pure waste!”
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Montana
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Montana

Connecticut
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“99% of what we do is waste”
- Taiichi Ohno.
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MOTION

INVENTORY

OVER-PROCESSING

WAITING

OVER-PRODUCTION

CORRECTIONWASTE

THE NEED TO ELIMINATE WASTE
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1 Kaizen/day

1 Kaizen/7 Years

1 Kaizen/week

KAIZEN
The Key to Continuous Improvement
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Welcome to UnTwistTheNails Inc.

• We wish you great success in your 
new position!

• Your job is to take the nails apart. 
• Your supervisor will distribute your 

work and then observe you looking 
for signs of the smartest and most 
productive Team Members. 
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KAIZEN TEIAN
What Improvements can be made?

Plan vs. Actual

A…

B…

C…
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Luck!

Learn!

- +

+

Process

?

?
My nails fell 

apart 

How did I do it?

BOTH RESULTS
and PROCESS
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WHAT'S THE PURPOSE OF KAIZEN?
Don’t start if you don’t know 
the purpose

KAIZEN
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The Most Studied Company in The WorldPURPOSE
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If we see the waste, we can eliminate it

t

Order CashProcessing Shipping Delivery

WHERE IS THE WASTE?
In Which Process?

here?
here?

here?

here?

here?

here?
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THE THREE PURPOSES

KAIZEN
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3. Eliminate
Waste

2. 
Improve
Quality

KAIZEN HAS THREE PURPOSES

1. Improve
Safety
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1) ¿Reduce Waste?
¿Improve Quality?

¿Improve Safety? 

KAIZEN
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TRANSPORT

MOTION

INVENTORY

OVER-PROCESSING

WAITING

OVER-PRODUCTION

CORRECTIONWASTE

THE SEVEN WASTES
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TRANSPORT

MOTION

INVENTORY

OVER-PROCESSING

WAITING

OVER-PRODUCTION

CORRECTIONWASTE

THE SEVEN WASTES
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2) ¿Does it
x   address the

Root Cause?

1) ¿Reduce Waste?
¿Improve Quality?

¿Improve Safety?

KAIZEN
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STAGE 1

•NO THINKING

•WASTE

WASTE

ROOT-CAUSE
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Stage 2

FIXING
Fixing is repetitive. Waste of correction.

ROOT-CAUSE
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Stage 3

IMPROVING
Improvement without standardization is not 

sustainable.

ROOT-CAUSE
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Stage 4

KAIZEN
Continuous improvement 
is ensured when the root-

causes are eliminated.

ROOT-CAUSE
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ROOT-CAUSE
1 2

34
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KAIZEN

3) ¿Is it
Standardized?

2) ¿Does it
x   address the

Root Cause?

1) ¿Reduce Waste?
¿Improve Quality?

¿Improve Safety?

KAIZEN
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Mon Tue Wed Thu Fri Sat Sun

1 2 3 4 5 6 7

$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00

8 9 10 11 12 13 14

$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00

15 16 17 18 19 20 21

$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00

22 23 24 25 26 27 28

$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00

29 30 31

$1,000.00 $1,000.00 $1,000.00

SMALL BUT INCREMENTAL GAINSA SMALL BUT INCREMENTAL GAINS
Mon Tue Wed Thu Fri Sat Sun


Sheet1

				NEVER IGNORE SMALL GAINS.   THEY ARE THE BEST:  THEY'RE EASY TO ACHIEVE, THEY DON'T FACE MUCH RESISTANCE, THEY CAN BE DONE FASTER, THEY CAN BE

				DONE MORE FREQUENTLY. …  AND…..   If sustained,  they will be incremental and and in the long run bigger than breakthrough and home run improvements.

				Human nature makes us think immediate and big gains:  $31,000 today is better than $1,000 for 31 days.  $1,000 every day is better than $0.01 incrementally for a month.  Small gains can never be ignored.

				SMALL BUT INCREMENTAL GAINS

				Mon		Tue		Wed		Thu		Fri		Sat		Sun

				1		2		3		4		5		6		7

				$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00

				8		9		10		11		12		13		14

				$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00

				15		16		17		18		19		20		21

				$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00

				22		23		24		25		26		27		28

				$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00		$1,000.00

				29		30		31

				$1,000.00		$1,000.00		$1,000.00
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8 9 10 11 12 13 14
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				8		9		10		11		12		13		14

				15		16		17		18		19		20		21

				22		23		24		25		26		27		28

				29		30		31





Sheet2

		





Sheet3

		







©2022 honsha.org 

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

22 23 24 25 26 27 28

29 30 31

SMALL BUT INCREMENTAL GAINSB SMALL BUT INCREMENTAL GAINS
Mon Tue Wed Thu Fri Sat Sun


Sheet1

				NEVER IGNORE SMALL GAINS.   THEY ARE THE BEST:  THEY'RE EASY TO ACHIEVE, THEY DON'T FACE MUCH RESISTANCE, THEY CAN BE DONE FASTER, THEY CAN BE

				DONE MORE FREQUENTLY. …  AND…..   If sustained,  they will be incremental and and in the long run bigger than breakthrough and home run improvements.

				Human nature makes us think immediate and big gains:  $31,000 today is better than $1,000 for 31 days.  $1,000 every day is better than $0.01 incrementally for a month.  Small gains can never be ignored.

				SMALL BUT INCREMENTAL GAINS

				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

				22		23		24		25		26		27		28

				29		30		31





Sheet2

		





Sheet3

		







©2022 honsha.org 

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

29 30 31

SMALL BUT INCREMENTAL GAINSB SMALL BUT INCREMENTAL GAINS
Mon Tue Wed Thu Fri Sat Sun


Sheet1

				NEVER IGNORE SMALL GAINS.   THEY ARE THE BEST:  THEY'RE EASY TO ACHIEVE, THEY DON'T FACE MUCH RESISTANCE, THEY CAN BE DONE FASTER, THEY CAN BE

				DONE MORE FREQUENTLY. …  AND…..   If sustained,  they will be incremental and and in the long run bigger than breakthrough and home run improvements.

				Human nature makes us think immediate and big gains:  $31,000 today is better than $1,000 for 31 days.  $1,000 every day is better than $0.01 incrementally for a month.  Small gains can never be ignored.

				SMALL BUT INCREMENTAL GAINS

				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

				29		30		31





Sheet2

		





Sheet3

		







©2022 honsha.org 

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 GAINSB SMALL BUT INCREMENTAL GAINS
Mon Tue Wed Thu Fri Sat Sun


Sheet1

				NEVER IGNORE SMALL GAINS.   THEY ARE THE BEST:  THEY'RE EASY TO ACHIEVE, THEY DON'T FACE MUCH RESISTANCE, THEY CAN BE DONE FASTER, THEY CAN BE

				DONE MORE FREQUENTLY. …  AND…..   If sustained,  they will be incremental and and in the long run bigger than breakthrough and home run improvements.

				Human nature makes us think immediate and big gains:  $31,000 today is better than $1,000 for 31 days.  $1,000 every day is better than $0.01 incrementally for a month.  Small gains can never be ignored.

				SMALL BUT INCREMENTAL GAINS

				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





Sheet2

		





Sheet3

		







STANDARD WORK INSTRUCTION SHEET



STANDARD WORK COMBINATION TABLE



STANDARDIZED WORK CHART



PROCESS NAME:
Separation of Nails

DOC: SWI-SoN
REV: 2023_1

Hold end of the nail with RIGHT HAND1

Hold the other nail with LEFT hand2

Twist:  LEFT head OVER right head3

Keep twisting by moving the LEFT NAIL4, 5, 6…

END OF THE NAIL NOT HEAD OF THE 
NAIL

NOT RIGHT HEAD
OVER LEFT 

1

2

3

4 5 6

1
1

= STANDARD C = CONTROL ITEMS = SAFETY ITEMS = VISUAL CHECKS
EFFECTIVE DATE:
ORIGINATION DATE:

OWNER:
APPROVER:

23-04-17
20-07-28

F. ESTRADA
S. OBARA

STANDARD WORK INSTRUCTION SHEET



PROCESS NAME:
Separation of Nails

DOC: SWI-SoN
REV: 2023_1

Hold end of the nail with RIGHT HAND1

Hold the other nail with LEFT hand2

Twist:  LEFT head OVER right head3

Keep twisting by moving the LEFT NAIL4, 5, 6…

END OF THE NAIL NOT HEAD OF THE 
NAIL

NOT RIGHT HEAD
OVER LEFT 

1

2

3

4 5 6

1
1

= STANDARD C = CONTROL ITEMS = SAFETY ITEMS = VISUAL CHECKS
EFFECTIVE DATE:
ORIGINATION DATE:

OWNER:
APPROVER:

23-04-17
20-07-28

F. ESTRADA
S. OBARA

STANDARD WORK INSTRUCTION SHEET



Hold end of blue nail
with RIGHT HAND

1

Hold red nail
with LEFT hand

2

Twist: RED head
OVER blue head

3

Keep twisting
by moving
the RED NAIL

4
5
6

1

2

3

4

5

STANDARD WORK INSTRUCTION SHEET
PROCESS NAME:

Separation of Nails
DOC: SWI-SoN
REV: 2023_1

1
1

= STANDARD C = CONTROL ITEMS = SAFETY ITEMS = VISUAL CHECKS
EFFECTIVE DATE:
ORIGINATION DATE:

OWNER:
APPROVER:

23-04-17
20-07-28

F. ESTRADA
S. OBARA

END OF 
THE NAIL

6



KAIZEN TEIAN
What Improvements can be made?

Plan vs. Actual

A…

B…

C…

What about now?

Plan vs. Actual

A…

B…

C…

What improvements can be made once 
we have standards?              How are 

they different now?



©2022 honsha.org 

“No standard, no Kaizen”
- Taiichi Ohno.
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Standardization

Small 
Improvements

Time

Pe
rfo

rm
an

ce

Small Improvements 
become BIG gains over 
time

Once we develop our Kaizen muscles 
we can do some big kaizen and 

maintain the gains
INNOVATION

EVERYDAY KAIZEN
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Time

Big Improvements

Pe
rfo

rm
an

ce

Effectiveness diminishes, over 
time

INNOVATION

EVENT DRIVEN KAIZEN
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Why is it more difficult to maintain the gains with big 
Kaizen Events??
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The Next Scenario Needs a Kaizen.
Your Job is to Do the Kaizen and Document it.

YOUR TURN!



Document the
Problem and its
Cause(s)

Propose a Simple 
and Economical
Solution

Define the way to
Standardize your
Solution

1

2

3

My Kaizen
1A. PROBLEM

1B. CAUSE(S)

2. SOLUTION

3. STANDARDIZATION

©2023 Honsha.ORG
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Document the
Problem and its
Cause(s)

Propose a Simple 
and Economical
Solution

Define the way to
Standardize your
Solution

1

2

3

My Kaizen
1A. PROBLEM

1B. CAUSE(S)

2. SOLUTION

3. STANDARDIZATION

©2023 Honsha.ORG
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The Problem

Source: Kaizen Teian 2 by Japan Human Relations Association
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The Opportunity

Source: Kaizen Teian 2 by Japan Human Relations Association





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

Confirm that it addressed AT LEAST ONE of these points:1

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

Confirm that it’s STANDARDIZED:3

A Kaizen will not roll-back with time.  It will be sustained through 
standardization techniques.

Confirm that it addressed the 
ROOT-CAUSE:

2

A Kaizen MUST go after the real causes of the problem. Superficial remedies result in 
unpredictable results.

IS THIS A KAIZEN?


Kaizen Form

		PORTOLA KAIZEN - SAN JOSE PLANT																																																														Official Use Only

		Date:																						Plant:								San Jose

		Name(s):

		Topic:

		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

		Do not cut or staple Polaroids.  Alkali may cause permanent eye damage.																																												Do not cut or staple Polaroids.  Alkali may cause permanent eye damage.

		1   BEFORE   Kaizen Observations																																												2   AFTER   Kaizen Description

		Situation:																																														Improvement:

																																																Standardization:

		Root cause:																																														Implementation date:

																																																Supervisor's acknowledgement																																								(signature)

		3   Kaizen Effects																																														of implementation and metrics evaluation (see below)

																																																Criteria				Points										Level						Point Range										Total Points

																																																Savings (2 ~ 10)														A						35

																																																Effectiveness (2 ~ 10)														B						26-34

		Implemented in:																																														Idea (1 ~ 5)														C						15-25

		(plants)		San Jose																																												Effort (1 ~ 5)														D						8-14

																																																Initiative* (1 ~ 5)														E						Up to 7

																																																						*Exportable?  If yes,																																Revised 5-16-2001

																																																						factor into evaluation.				SWIS created or revised?

																																																				Yes										Yes, SWIS No.

		KAIZEN is any implemented improvement, large or small, that increases safety,

		improves quality, or reduces/eliminates waste.																																																		No										No, not applicable.





Data

		Corporate

		San Jose, CA

		San Jose Tooling, CA

		Chino, CA

		Clifton Park, NY

		Kingsport, TN

		Sumter, SC

		New Castle FAB SHOP, PA

		New Castle, PA

		Allied Tools, MI

		Batavia, IL

		Guadalajara, MX

		Edmonton, AL

		Montreal, QB

		Richmond, BC

		Doncaster, UK

		Shanghai, China
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