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Foreword

We are conduciing forestry as a produciive aclivity. Wnen we produce
something, we at lirst make a plan - what we are going to make - lhen we
carmying out the plan and check the resull: the way of production, products. it s
essantial for our productive activities that the above mentioned "PLAN, DO,
CHECK® ars camied out and we have to make atfiors to improve our activities
according to the check.

In this text bock, | have writlan down the way of thinking and procedure
for trainees to think and carry on their activitiés mare aftactively. | expect every
trainge to study and discuss more about the way and mathed of improving thelr
activities and adopt the suitable way for their site.

Tadashi Kunid
Team Laader
JICA
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1.

INTRODUCTION

We plant treas every year and tend them against weeds, pesis and diseases. in future we
fell them and get the income. That is 1o say we run forestry.

In running forestry, we have to get a good resull; completion of works or production of
productive goods - using and coordinating efficiently the three faclors such as "MAN,
MATERIALS AND MONEY™,

if we wani lo run foresiry continuously, we have 1o get profit finally through managemert
activities that include all productive costs [plantation, tending, felling and management).
Even i we do net fend to get profit, we have to cary on efficlent activities; effective and
efficient completion in a certain budgel.

In cur project and SAFODA's works these important peints are exactly the same and the
ways of proceeding with the work for that purpose are -

¢ fo plan according lo the objectives of the project.
¢ o carry on the work without unreasenableness, unevenness and wastelulness.
to check the result,

* o ravise the plan or improva en how 1o carry the work through evaluation and reviewing
our work.

When we practise the management cycle below, we can go on with our management
smoolhly and efficiently.

Figure 1 : Management Cycle
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A figure 1 shows, @ cycla of Tiow (plan — - do —= chack —= aoiion—e= plan} i
assantia for smonih podiction mnd the managamsnt that omies an tha owgla smnothly ia
whad wa cafed "production managamant”,

i this manapament Cycle, | have mainly writtan e sublecty baiow:
1 How to make produciion plan.

r  How to improva the way of warking through Implemantaticn of 1he plan.

PRODUCTIVITY HANAGEMENT
21  Whal g & production?

A production defines "o meka ooda” Forf axampls: - wa quots the caza ihal else
wie s going ko cook stew, Az higuré 2 shows, She cookes etew using Goma matanials,
I thee Brocass Sha COONOINAtAN Manpower and ols and matenals and propares the
staw. Bl B iz nol enough t0 onty cook Slew and lhara are soime prior condbions
[rasirctiaonE).

Figura 2 . How o ook Staw

i =hould he raady in tima lor tha maatk

i has i ba satisfaciony 1o all her famiy.
. cost ior marnalsingradionts shauld Ba within budget

In other words, when st cooks orfy a cup of slew, hame ara (hres lactors 10 think
aboad teitors linishing cocking the slew. Thase thres lactors are:-

’ Timing (ke apobrtad G of gedbeary).

* The cornlenls [qualliy].

v Expansas for making stew {cost).



¥

2.2

Thags three conditions cuch ao quakly, cost, delivery, are axactly the ama in tha
rass thal we produce something in 4 Faciory and we need to Il tha cendiions
satiacionly, i proker 19 oo that, we have to amange and coodinate the loHowing
Fou Thams amd make gotd producis:-

htalarials

Marhine

Man

Mothod of warking

The above mantioned four fackors are called "4 MY,
Managernard |5 sssendkal to run wall

Whan wa produce zomething it @ el or lactary ¥ & not & gy 85 MAking &ow,
but many fackrs and problems ivade our operation,  In order i ge on smoolhly
wih productive aciiviles, we have to put togeiber workers, miasials, machines and
aquipmant; than amangs them and make productive plan - execuls sficently the
plan In every sedin. n addilen o that, we naad 1o check il Lharg s waste, Lhovon
in each gection. This seree of activities is calfed "procuchity managament”.

The ancdan of works when wa grow plants in1he fleld are as fioligws:

Colociing 2oads —se poduction o seadings ——%= land ciearance —-
planing — fonding === oSl w==x 13ling jgat Income).

This eerics of worke should be conmeciad wall between each process, Otherwise
worke would not progress well sftsctivaly.  In eodition (G thal, our works have the
dilicully of Being Influgnced by natural condillons such as weathar, rainfal,
tampersturs, a0l and peasqraphical feature,

Therglore wa ngad managamert iha! makas a pecd plan, chacks tha stuation of
pogress of the work and Makas A colmenmaasurd § needad, 1hen lerd 1D prOgEass
the aciivitias towards & Tavourable condition.

Gonerally spaaidng, the itams of management inihd prRuductive sié are a8 Tolrrs:

. Managernent of manpower [parsonne placamend. absenca sluation).

. Dperalional eontrok Lan amount ol produsts, the wey of operadion, quaBly).

Y Cortral of appairtad time of dellvary (when § should be raady).

. Cornak of malerials and parts (whel are @0 be purchised, time, amount, angd
qualliy).

' COEt mananemeal

- Meassurgmear &f armzoal Sualsn,

. Comirg of feciBies (Checking, manienance, repatring).

' Guidange and lraiving of subordinales {on the ob irning, cihors)-



23  Make 3 peockiciivi plan

The Thost mpGriant ke i3 making & plan In ordar 1o go on smocthly with "ha oyt
* of manageman®,

Wa mﬁmmammmmmmhmmmwmm mard(m
works b2 it with the plaon. Ak, Iha plan should be speciic and practicable. Tha
pranihal ks ideal oo much and eoema not practicabls is NCt useful for managameans.

Whan wa ar going 1o make a gocd plan, we should use ™5 W | H™ thal g

Whan :  ‘Whan i should be stamed and finkghgd.

Whare ;  Whara il is camed oul {placa).

Whe | Who carres on Ihe work [project] - man, machine.,

Whal :  Whart ls needed to produce (maleral, BCLAPTEe).

Why Whylh&rammada{mmn'mwﬂﬂ—fmwhmmm

lhey mads?
How  © How H should ba progregsed [oparation, procazs)?
-
1 2.31 Why shoukd we make B productive pian?

A produciive plan is, i shovt, & process of llow chan o ima showing when, whara
igaction), who, what and how mugh of 4 product we snaid produce. That ks o say
standard or critarion thar we are going 10 produce somathing baged on tha plan on

AYery Drocess i1 & working fekd or a factary.
Thierefora, W a prodactive phan was not made up or carglessly made up, e following
process Hes lo be shilted the lage, in ceraln gattions whera ihere acours
Unraasonibie oparaion or wastelul over-production of products

23.2 Produciive pan classiiad by tenm
Productive plan & generally classified ga-

{a)  lohg tamm plan (protuctive plan lor iong term}.
by middia 1erm plen {monitly productive plan.

(e} shaodt lemm plan (woskly prositive phan).



{a) Productive (work) plan for long term (long term plan)
This Is a long term productive plan such as a hall year or a year plan, which is
usually described as a flow chart of monthly activities and an amaunt of
production. We should make a plan even if the plan is a linte rough and
inaccurate i.e. we correct the plan on the menthly plan checking through

activities. For examples:-

Figura 3: Silviculture Annual Werking Plan (in Kinant).
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This is a planting sample (the field is a secondary forest),

2. All works of site preparation and planting, par of weeding and improvemant cultling are

supposed 1o be done by conlractor
Weeding is mainky done in rainy season, improvemant culling Is done in dry season
Pruning and thinning are dorne in dry season.

Al the firsl weeding, timming againsl dou

S S

canducted,

bie leader {multi-leadar) is supposed to ba:

6. Many kinds of investigation in the test plot are conducled twice a year before rainy seasan




Figure 4: Long ferm plan (1991)
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Figure 4 is ene example of a long term plan. W can understand the activities
related with oiher sections. This shows the flow char of the works, which
means silviculiure works are closely connecled with road construciion and also
wilh rursery fection. We can understand on the charn when the aclivities
ghould start and finish, 8o each section should have communication and
cooperation Iowards 1he same purpose "effective planting”.



(b

Morihey procuctive (working) plan
Thik & & plan dascribed a3 what and how mach of 8 product k& made in a
momh and 1hs preparalion wid be Imgplemended welt a0canding to the plan. In
case of loresiry, wa describe whet kind of works, how much works we are
golng 10 cary oul and now many workars ara needad (includimg contrac
works]. O cowrse we should decikde when we stad K camy on and what wa

ghould prapara for (he waorks,

Figure 5: Monihly plan on Nursary (Api)
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)  Weekly plan {shor tarm plan)
This is a plan to aliot each productive process o its workshop and workers,
and designate starting time and completion time. Even though we maks a
productive plan there might be a case where we can not go on with the pian
smoothly because of unexpected trouble, a delay of matarials or workers'
absence.

Whan such a situation occurs, we have 1o coordinate a delay between work
processes, and it ks most imponant that we analyse why such situation
happens and make out a countermeasure againsl the problem. Especially §
the situation which occurs concarns other processes, other sections and
contract works, then a prior discussion should be held with those concermed
before implementing or carrying on with the work in order not to waste time
and cost managemant,

For example; when we need 5,000 pieces of seediings for replanting, workers
work hard and produce 8,000 seedlings.

Ewen though workers make an efior 1o preduce good seedlings. this is not
good management; |.e. wastefulness of over production brought up in our
aclivities. i we pour the working power used in vain into a uselul working
process or other works, we could gel a betler result.

In making & plan we prepare basic malerials such as:-

1.  What kind of process we should plan. A working standard per person
(worker).

2.  How many days B takes for the work fo be complaled. a standard days
per person,

3. What materials are used for production. How many days it takes io gel
materials, especially in case of placing an order outside. Wa have to
confirm the possibility of acquisition and the days for acquisition.

24 Managamenl in stage process

Let's manage (he prograss

-:.-.:.- T ..i:-.'E H

* By graph — ™ * Check and lake a maasure




We have to check whether or net each process of the productive plan is being
carried out as scheduled and if it is delayed we take a counlermeasure againgt it and
manage the procase program to go on with the plan. The managament is called “the
pregrass control™. Figure 6 shows such example in plantation schedule.

Figura &: ﬂhmm&a contral” in a plantation schadule.

ANNUAL WORKING PLAN AND PROGRESS CONTROL (1981)
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25 Indexes lorecasling productivity.

Productivity -#'rl'-‘ﬁ

Froductivity means a measure for judgement on how afficiently we can camy out the
product.

We generally inpul three factors for @ product i.e. raw matertals, production faciities,
and labour power; 50 that we can see tha respactive productivity.

productivity of materials = production
consumplion of materials

production i
numbar of machinas

Productivity of facilities =

production
operating time of maching

production
numbsar of workears

labaur productivity -

When we want to know whether or not each machine and each process is running
well the following indexes are uselul.

yield rate = “'"ﬂf'ﬂ’d goods
consumption of malerials

{An examplea):

yield rate of grown-up seedlings = number of grown-up seediings
number ol potted seedlings

the operating rale of maching = number of days really operaled
number of standard operating days

26 Observable management in a sile

expecially in a sita, it is very impartant for workers concerned to have an
understanding of the progress of production and the sifuation of arangement of
tools, equipment and unfinished products.

The following check liet shows an exampla. We should have a check lisl checked
every day or on regular days by walching the graph, ligure described good
amangament and good order, a delayed situation of progress and the number of
worked days of the machine (or no operation days by a breakdown and other
reason).

10



Figure 7: Check-list on visible managamaent.
<lor example> The checklis! of the visible management.
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i the tools are not on the shadow, we can easlly sea that they are losl. We
can then look for them or, in the final avent, replace them.

Figura 8: A shadow picture of tools.

12



4. IMPROVING PRODUCTIVITY ACTIVITY
31 What is an improvamant of work?

An improvement of work is defined as the work we are now carrying out easily, well,
speedily, reasonably (cheap) and safely in the implementation.

Thare is certainly much room for improvement in our work. We have to check the
way of our present activities; why we cafmy on with the activity; and whathar or nal
there is an altemative method, then improve our activities to get above mentioned
factors.

Improvement will be connected in shorl with becoming good for workers and uselful

for managament.
= g goal ol improvement - .
easily © gacraasing tiredness, gelting skill easily.
well . maintaining and improving quality.
spaedily : shoriening lime (of production).
reasonably (cheap) @ decreasing cost
safe :  praventing labour accidant (decreasing
¥ mmpﬂnggli:n maney for Ia!:ln[wr accident),

3.2 Mantal activities for carrying out of improvement.
(1} Have positively a critical mind!
It is very important for us to watch things against exisling conditions through
tha eyes thal have a critical mind as to whether or not the present state is

favourabie.

Ii we have a critical mind (i.e. is there a way of carrying an more easily? Can
wi carry on more speedilyT) we will be able lo find a resolution measire.

() Try to implement even tiny things
If we have a mind that there is no use in improving only tiny things, we can not
proceed with the siluation any more. Evean i ihey are very tiny ihings, they go

on accumulating and bring accumulative effects.

¥ a person wasted only one pancll and five pieces ol copying paper, lost
money i3 estimated at about ME335 I 500 persons do that.

13




33

a.43.1

(3 Wy shenakd aary oul 1ha ackvilied accorcing o our awn ming nstaad of by Ina
il

Al et wa tholld Think about the probiem in our sacticn by oursshvas. H the
problam i ba Improved |8 pobnted oul by clhar paopls O anothar Secticn, we
someatimes hava 4 mind - “0Don’l Ang fauld wilh cur gection”. The first
conslasration = thal wa chegk the way of working and think aboul
reravamant of Iha work by cursshan in our own 1lekd.

How ko procodd with Irpeovamand of ur activilles

A basic amangarmant for progasding with improvemant s cared on by T steps a6

A in ligure 3.

First stap T gfaep problama fin a work).

Spcond mtap  :  establish the goal of Imprevemenl.
Thir step r analyssthe goal of dmpecvement
Fowhelep :  Hhinkover &8 maasune for ampeovernent,
Fih sap t carmy oul ther epechger plan.

Shih ptap : ovalpate the rasult of IMpmvamant

(i wa have unsatstactory recult at thia step, we have b0 step badk ko the fourh or tha
Lhind siep and Ihink o agam. Then we can gal the sxpectsd msul).

Savanth siep: put on the brakes [nct ko be run off Ihe Mmeasum and Ly 6 fix 1w
corkmiy.

Adter the abhova T staps have boon oamied out 28 ona cycla, our woarks are Improved
and piasad in good managemae. In order 10 inpoyvae 10 kigher leval, we o on with
1ha mprowsmand step by step Trom et slep “grasp problems”.

I hayw writtEn & B more specifically about how to proseed wih mprovemant iIn svery
misp.

Gragp problems {In & work)

In this sixp we are going to grisp firrnty whiat Lhe probkeme e and wiry they exist

{1} Chatk tha problare atcording 1o v poky and goal of 1hd cornpainy {ofiice,
wacticn).

i order 0 chack our work and find whers the problemns are, wa recogniss the
poficy and geal to which we as working and we have io check basad on tham,
Ganerwlly speching "policy” dalingy the dreciion 1o go on and a4 plan o ba
cairind ot In words. "A goal” maans the resull ko e rached dessribed
figuraa,

14



Figure 9: 7 steps of proceeding improvement cyche.

2 | establishment of the
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l

3 | analysis of the cause for improvament
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P
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measura for
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:

unsatisfaciory
result of
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5| carrying cut the
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;

6| evaluaton of the
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!

7| putting onthe brakes
and fixing the controd

l

he siuation after
improvemant and in good

IMENag & mieng
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{2}

i ordar ko complte Tha policy and the goat through 1ha organisation ectivities,
aach person has ¥ mmgrﬁacluﬂrhhﬂmmmmﬁﬂy—mmﬂlm
da I thel GeCHon and in thair post. Then they have to make telr cwh duty
well Known 1o their men. A orfficet mind will Bsué frem comparing the exdsting
alu.aticn with the poficy and goal.

\Mlise the problams’ cheshlist.
For picking up problems widely and looking into them U & vary offeciive

without ovarviewing ta utilise 1ha checkliel listing Ihe poinds aimed 1ot
knpnovemant,

A lor chackiksl, Thans A Some iew g poenie:-

2] Pay atention i =4 & L. 4 1ackds on producticn.

AN -—
1. Mawerd - ara thave problams: about malsal?
2 Mechie g0 thara probleme aboaul machina?
3, Man ; are ihare prollame aboul man’?
4, Melhod . are thera problame: about method?

() Pay stlenmiion 1o *3 U* Le. chack unfavourable appearance In cur
aciitias or workshop along the iollowing ™3 L".

p 4 M -
1. Unisasonable : e thera unreasonable Boivilios oF Tac e ?
2. Unavan : 15 thare unaven Tiow in our work?
3. Usalass ;e Lhone usabeEs (wasteful) ocliviies?

For raferanca The chechlz connactsd oy "4 M " ond "3 U " b shown in
tha falkewing ligura 10.
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Figura 10: The checklist connected by 4 M and 3 U.

3
urrpassnable | uneven ugelees (wasbatul)
4 M
Material | # raw matenal it the raw Ign" th raw | lsn't $he raw makerial
migharial un- matarial un- | useless?
reasarabia T avant
| # dupiicate mamrial ? ? 7
# stoch uncomplabed 7 ¥ 7
product
# slock yard ? ) ?
Miaching | # maching eqguipmant K 7 ¥
# instalation 7 ? T
® tools 7 T 7
Warkars | # workisn placednent ? 7 T
§ hedr skill 7 ¥ 7
# operation alfizancy ¥ 7 7
# training (on tha T i 7
job trainirg)
kWathad # working mathod ? ra 2
# standard fine 7 ¥ ?
# salety equipment ¥ ki ?
# woeking saviranment ? 7 7

e}  Pay attention o each ilem as below:

Generally speaking, the results of our work ara expected fo salisly the
following Rems. Therefore, we check each item and seize problams.

= G checked flems - are there protlems? -

1. Quality 4. Productivity
2. Cost 5.  Safety
3. Delivery 6. Morale

Whan wa have checked thase ilems, we then comparg with our works
{for exampls) -

Cuality © the healih of seediings, size,

T-Rms {—— === }
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Cost . Gosl per seedling, cost for cash process of work,
plantation cost per hactare, road construction cost
per mater, ovarhead cost.

Delivery ¢ lIg the seadling produced in time as schaduled 7 Are
the processes such as land clearance, plantation
and glashing ready as scheduled?

Productivity  :  Labour productivity, the working ratio of machine.

Salety ¢ A shuldown of operation by injurigs [an absence

days by Injurles), wage compensation. Are there
any oiher problems for maintaining sscurity ¥

Morale ;A workshop with high morale will be good for
proceeding with the above-mentioned ilems. Aller
discussing freaty why morale is low and whal makas
it low, then wa pick up problems and try to improve
them.

3.3.2 Causa Analysis

Usually there are not one or two, but many factors thal inlluence the result of our
work. Al firsl il is better 1o pick up all the causes thal come inte our head. As one of
the methods, we often ulilize thal so called "Drain storming method™.

When we have a brain storming method, & is better to have our colleagues who
wrastle with improvement problems; cooparation and : other persons in differant
positions join In the meeting and discuss the cause from various points.

Finally, it is very easy io understand that we classify and put the causes in order
sysiematically inlo the figure of characteristic factor charl such as the following figure
11.
Thare are WHY type and HOW type in the characteristic factor chart.
(1) WHY type

We pick up satisfactory siluations or phenomena that we are now bringing
forward as factors in the characteristic chart, and we amange the factors why the

problome ocour. Then we sorl oul the faclore eyetemalically inta a big bana, a
medium bone and a small bone. That is called the pursuit type of the cause.
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{2) HOW type

In order to dissolute the problems we leel nead 1o be improved, HOW should
we go on with them? We dascribe the expected goal or siuation on the head of lish
bone and arrange and put It In order / effective measure as we think i should ba.
That is called the type of considaering measure.

In order to make up a counterplan that is radical and makes it hard for the

problem 1o re-accur, we should pursug cause and lurthermons pursue the cause by
using WHY type.

Figure 11:

e WHY TyDE -

Why does the problam happan?

a pursuing cause type

How should it be improved?

= HOW type -,

a devizing countarmeasure type

uselul and adequate for

complate cumulative give attention not to be
Mmeasure symiplomatic freatment
i
(example] A !d (example)
'Qi'&ﬁ:l rate of grown up — L L How 1o improve yield rate
seedlings is low of grown up seadlings

causes —w= rasull measure ——#=object

HOW type is useful for considering the method and counlermeasures achiaving the
purpose in advanced stage, but # is in danger of running often to a symptematic
treatment without enowgh resolution of causes.

It in extremely impartant that we examine thoroughly using "WHY type® in a stage of
analysing causas,
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3.33 CONSIDERATION GF IMPROVEMENT MEASLUIRE

{1}

Mathad of gihving kirth o idaa,

There ara varous sxcaliant mathods developed thal enrich our ideas, draw kisas qul
of our beain, maise and develop ideas.

Hore, | would Bee 1o inlrpduce the "brain senming method” and the rule on roaising
ideas.

A.  Brain sionming

Thin s one o the good methods whar wa proposa our kdeas frealy o each
olhar in a group and we make a chaln reaction on ideas inky 3 baitar idea,

This mathad & advocaied a3 one of tha ways o maeding by ALEX OFUBORN
in America, and characteristio of this method is ta keap 1he kilowing 4 rulas going &
Lhe mesting.

- Tha 4 rules -

1. piohibl citiciam,
b frea and unrasirained,
ENOGUrAge varkoys utaranca.

wakome difers tt make the moo of tha rend of cther e

P

1.  Prohbit eriticiem

Mobedy should criticisa good or nal against the proposad ez, bacauze a
paricipani may gal fired of proposing his idea if i is aritikised. Furlharmore other
padicipanis will not supgest IReE 3deas.

) Be Irge and urwasiralined,

Wo propoge frea and unresirained ideas withoul slicking lo the pragen
s ation and cOMMEN sans4, Than pick up any unugual opinlons and ideas, Crealive
ldaar bear from nowat ieas thak ool out ol froeed idea.

3. Encourage vanous ultesance.

The mare utterancs, 1ha better. The mare idaas that ara broughl up, the more



possibility that high guality ideas will bear, |.e. "a large quantity brings forth quality®.

4, Welcome others 1o make the most of the irend of other ideas.

Welcome now ideas by making the most of the trend of olher person's idea.
The new idea means that for example we associale another idea from orginal one;
axternd or expend the proposed idea and coordinate other idea; then developed a
men bdea.

How to hold a brain storming meeting affectivaly.

a.  Number of participants suitable is &5 - 10 persons,

b. Time for meeling i axpactad around 1 hour, nol good for too long,

[ Membars should incude nol only colleagues wha ane tackling improvemeant but
ather sial whom we wani to get thair copparation ina practical stage i
Necassany.

d. Aleader and a secralary are nominated, the maating should go on under the
chairmanship of the leadar along the above-meanticned 4 rules.

A secretary briels peinently many proposed ideas and writes down on & large paper
or (black) board.

ldeas proposed should be classified and arranged according to content; then will be
temized or amranged as the characteristic factor chart using "HOW type”™.

B. A rule of thinking idea.

Alex Qzuborn who advocated the brain-storming method worked out the
checklizt method. He prepared various questions In advance for drawing out ideas
and considered for each question

Ag thera are many-sided questions in the method for raising ideas, it is very
ugeiul for us to draw ieas easily and systemalically to some exianl

Thera are 75 questions in the method, but now the following 12 lems tha
were reduced and systematized are usually wiilised as “the rules of idea”
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—= Hules of idaa -

how about stopping?

how about reversing?

is it normal or abnormal?

how about dealing with only exceplions (not reguilarn?
how about enlarging or minimizing?

how aboul connacling or separating?

how about unifying or dividing?

how about adding or stricking out?

how about reconstructing?

how about making the best use of diferences?

how about using in other saction or changing?

how about deing at the same tima or in regular order?
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(2} Elaborale idea lo practice plan.

ldeas proposed do not constitute a counterplan. We have to select them with care,
choose them for the purpose and combine them in order to work out a practical
measure plan. i is betler 1o work out al leas! two countermeasures, then evaluate
the plan from the following aspect and at kast decide the best practical paan.

# economic efficiancy:
Is thare any expense needed for improvement?
How much will the profit be oblained by improvement
{cost reduction) 7

L lechnology aspect:
Will the problem proposed resolve essentially?
Is there any secondary effect in quality or in safaty brought up?

# operation:
Are thera problems in skill or number of processes brought up in the practical
workshop?

Ara there any problams which occur badore or aftar the procass?

{3) Complata a plan for carrying out.

¥When we are going to put the improving plan inlo practice by group, it is necessary
to condirm the parson in charga, clarity * 5 W H " and decide a day's schedule of

implemeniation.
= EWIH -
1 Who 4. Whara
What B, When
3 Why & How

3.3.4 Carry out the improwvement plan.

Prior {0 the implemenmtation, we have to fully explain the plan to the superior and the
persons concemed and ask their cooperalion in carrying out the plan.

In caze of needing some budgat for the implementation, of coursa wa have to take
proceedngs in getting the agreement of the persen concemed.
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Even i the person concemed understands the need of improvemeant in their mind, it
is @ human being's habit that they stick to the present way of doing; they show
RESISTANCE against CHANGE and REPULSION against NEW. We often meel a
situation "Agree with general remarks bul opposaed to delails”.

So it is very important to explain wall the main point and contents of improvement 1o
the persons concerned especially to the superior, then get their understanding and
cooparalion.

g i)

e P o

| an improvement plan |

3.3.5 Bvalustion of the impleamentation.

In this step we check if we can get the result as scheduled; then evaluate the resull
and confinm the effectiveness of improvemsant,

<< Theé standard of evaluation is tha improvemant target that we establish at first. »=
We evaluate basically the result of improvement by the basis of improvement target
we have already established |e. the lasgel described with three {actors “What™, “How
much®, “by When™,

It is better to indicate or show by figure or charl how much we can atiain the target
through the resull data - comparing the data before and after improvement,
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Hare is an axample of a pars maker.

Figure 13: The comparison of result bafore and after improvement.

ioss of monay tha loss of monay by
————— = infarior products
datuc ¢ b m o« el
ol e e ML,
TUBE OO0 OO0
inferior inside diametar
infericr textura
bad stamping {a)
inferior width
procassing scralch II|l
ot \
a 50 1 00
— & sccumulated rale
= tha loss of monay
°o 0w m o
inferlor inglde diamalar
inlarior texiura
st
cul by haummes
bad slamping \'\
infarior widih \
oifars \
0% Elﬂ"li 1£;D".I'|-

accumulated rate L
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4.1

4.2

4.2(a)

A= (b) shows, after taking the measurement. the rate of defective composition
changed and the koss of money causad by inferior goods reduced by hall, espacially
cut by hammer and rust were placed below third. This shows the eifect of
improvement through the managemeant of priority method.

When we Infroduce an Improvement method, we often do not feel it at first 1o be easy
to carry on because of inexperiance and it is easy lo go back to formar systam
unconsciously. it is very important for us that we try to cary on what we have thought
good and we have 1o analyse and evaluale the resuli, then we showld iry t© improve
maore if there are any problems in the procass. We have to make an efior 10 tum this
management cycle again and get firmly fixed with this system.

IMPROVEMENT OF THE MANAGEMENT
Wa should have the measure that can check the effect.
How do you go on with your work?

In order 1o be able 1o answer the question precisely, we have 1o have a measure That
estimates the result of implementation, i.e. the effect of our productive activily.

Ganerally speaking, a superior manager 5 used o making good use of the estimalad
general evaluation or the propertional valuation such as the percent of progress. But in a
field or factory it is easier 1o judge the situation using live data rather than the rate of
genaral valuation, and we are also to take actions.

For example, in our plantation activity it is more specific 1o say that the delay of practice
carried oul im this monih Is 20 ha. rather than the delay which is 15%. We can easily
estimate that the dalay of 20 ha. plantation i= aquivatent to 7 days work, which helps us
to waork a contemmeasura,

The standard of evaluation.

What should we compare the result with to evaluale whather tha result is satislacionty or
e

Compare with the past records.
We can see the change of situation by comparing the record with the past records i the

business is inchned to decrease gradually or it has a trand of upgrading becauss of the
eflect of improvement and countermeasure,
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4 24n)

4.2ic}

4.3

4.3}

4 b}

Comparn wih iher sectiond of the eame dopariment.

We carl oo a ralative different comparsd with tha other ines desing with same products
oo other Sactions in campeting el

Corpare wih ihe goal.

It i haskally cagirable o ovalsale the goal to be planned on purpeke. The goel B
sonatimas planned ideally; lor axamplo tha 1agel is ZERD For preventing acokder. Bul
uaualy k15 more prachcal ko audablish the mﬂﬂm#mﬂﬂﬂﬂ trond of past
shawing or data on wiher sactions of tha sama depariment. We svaluita 1ne razull oF our
own will compared with the goal alresdy established and wa have o feadback the
aciivillag on our 29N p@mm.maﬂuﬂammmmrm

bleualy at Nirst, wo manage 0 gt 5 batkr resttt cornpared with the pad showing, Kext
Wi maka an afford o reach the goal plannad balng highar |han beors, finally we have b
mmtnpm:cuabauﬁnmmm:ﬂmd#ﬂhmuaamwﬁurmpmmBh othar
companiss that e relodad to compotion. Ctherwige eur company can not ¢ on g an

At G,

Chack the way of chiecking.
W k8 ot good ko “oughl i b done or be expacied 1o be done’.

We somatimes say Lnconsciously il ¢an not be done” or "I ahaaid fave baan dor lasi
week-. Tha word "ot 10° 18 oaly 4 guass and Erfarance. One o Ihe hacin of tield
mansgemanl {5 called "the managemant based on the aclual fact®. Superor ar
suparvisor shoukd decide and aci on ihw bass of lact thal M3 has chacked and cnniemmed
by himaall. Data of course shows a pan of ha faci, bot & lope everything for im to ghack
and conrm a matter and & 1asd by himael In (he job sle.

Chack at ihe Kb sha

It W of course important 1 conirve whal kind of dala and how mech data we shoutd get
i order to chady Me uth or eatch the ue siuetion, S, there are mery Casas whanra
wea can net ind out the fulh even |l we chack And analysa the dela. it Ihis case Wwe Can
titen have & case 10 1ind out the inuth when wa check the products on aur fand of Kok
&l and uch the producis directly.

Vihan & problam securs, wa shveys kol desply Il tha couses of tha problam. In thed
cage supervisor and stall are lkely to gaiher al the meeling rmam with gome dads and
dacuse around the Lable. We shouid 1ake care nol 10 bacoms exiranged iram the ke
becauss we do not B 10 S0 our hands, we like dask work and 10 awold the unrelined
she, Egpecially in our foreatry fiekd i is very Important lo go fo Tne fakd raquendly, 1hen
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ook and check with our own eyes.

It is also important to think out the mathod so that we can undarstand the sitluation by just
locking at the scene whether the operation in site is going on well or nat. For exampla,
withoul chacking the account book, through the accumulated situation of Incomplete
products, the warking situation of the facilities and the prograss of the resull compared
for the pian. We can understand by seeing the site and through some simple signboard
we can understand whather our work goas on well or not and where the problem is.

Wae should establish such better system and make good arrangement and good order
far full undersianding by all people concerned, which will make it easy for the supervisor
to manage ihe job site.
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TECHNIQUES OF IMPROVEMENT

| wipabd e to pal the tatimiquad on inprovamant in mora Spaciic ways,

The baze of managemeant 1§ (o Srangs amd put goods and jobh sha in pood onder.

Recenly we often ses that many Tactories or Dakd: are dewsloping Lhe movament of
propad arrangamant and purting in omer. "Arangamant” maans 1o Bt whal we need or
v, “putiing in ordar” means to pul goods or parts in proper ine 1o make saxy fo pick up
wher: Wil CRITY of 1he Work oF process. Tharefore, | ie batter 2 a0l ot in 3 weys: (&) ol
1he necesearios ) no necessanss (c} nol 50 necassary. Considoanng the width o
faciory space or sffactiva uifization of working Gpacs, then wa can realiss “the raal
necepaxtme” gaady, 50 that we can chocse easity whalher fo dispose o oF keop. Wa
would e 10 comy ol fiom iomomes “the basi of management Lo, proper amangemed
and puling in good order ior advancing the operation sfcianty. For azample ong dea
is that wa mahe The check shaot as below (figure 14) and 1lliniha check dals.,

Figura 14: A chacklist of amangament and goad oeder

Hame of job wite;

N of chetio';

- =

o

lair
e

kam

Chedhang maftrs

F

LH
-

Jul

15
Jdu|

A Are \here s0Mma GOOOs 10
ba gagy In stumbla?

# Ary there nferior goods
kil on ita passdge way ¥

»

# Are there unmecesEany
goads on 1he work Isbika¥

ol site

# Ar the toolshel and lopls
boxt fn g amangTHnt T

(wrdrkeaheg
[olics)

¥ e thare malgricls or pafs
BCetterad *

# b the workshoo cloaned
wary day?

# 15 1hard LnRecxet S0y Spulpement
and tovols I the workshop (oflice) 7

|§§

o
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1L I3 yery impodiam to decide cleary on the check sheat who, when, whare ard how 1o be
Chumcdend.

Alo, i & very useful In fbc 1ha chack date ifor sxample: the Tt day of the morndh, the
liest Kronday of #ha marhj for getiing firmiy fivad to the chack.

Figuna 15

Yhere by a ki ol
waabpluiness ||

L (U { B |

0 1.
L T ey T T

MkL KR e T e e

Bafore averything, propar arsangement and good
oidar ehoapd b doma.

"B W | H (Pursia WHY?  WHY?)
Gatting fld of our prefudisa. thinking beitern, bokiog at the jobr of aperation Theough an

ohjective view, having 3 quasiion “why" avery timg we 500 spmething and someons, dra
VETY important 1 Improwa our ways o warking.
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Having iha quastion “why” i e lrst slep of Improvameht.

# & W I H meihod

Chbatiinn Effact
Whal or what? # Wiy desd it opearaie ! # Bl baitiia’ oF Hin st RN IPNTGLE]
W nagpyEty o e dond B Qe o wilhed | 7 Siprpifficsion of ha operalion (oot
Kha {apeaialiet
& |x Hhewm other By thad ehauid
b dona ¥
Wewre (it # Wy fn It done ot the plew? ¥ Changs tha working srocess B ne
wiy of doing.
# Howr nbewd changirg of rer e gt T ]
Fwgraing Tt pliu? { FERTR RAE T
Whan forciar) ¥ Yty i i ckans ANt e
# ‘Whean & s rationsf Dpesation ¥
& Charn I D e i rthear e 7
W [peiuim F Wiy ja ihe pargon coing ¥
n-charge)
parcariuinr} § How shoul gemhoring or
changing e workwr?
How trmeetheadt] ® ey in il opmeling n ot esy T 8 SempRAcatan of the Sponrbion
fmveann} A st outy ol bt iy T

Thig "5 W 1 H™ maihad B 2 simpis and wasiul mathod nordar 18 fully mpoeova protlams
aring [n e site,

The first "what, why” intend to conlim purpose and necassiy,

The follewing *where” means a place; “when" means i and delivedy tims, "who"
means parson in charge and (he Iast “how” maans to coiirm the method and means to
improve,

# THE HECESBITY OF PURSUING "WHY? WHYT"

There can be no dovtd of the inpenance of baing accusiomed to catch the Hgure of our
acitvity 1hrough objecive and critical observalion: why'? why? abaul tha symploms
ACoUring (m the liekd,

Il 5 pEjudice, submcilly and acftosaa, and the way o aelligh viawing arid o4l
intarestad thinking to brake e deveiopment oF man's knowledge; speaking darmngly 0 15
the thought that 1he things camiad an by b irardion ang acacdly right.

K is Known thal man has gensae ol sighl and hearing, sxperienced in his life and i@
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axcallont 1n hie khowipdoa but tha knowledge nas o guaranioe o ba 1uly righi tor
arvancing in @ new way. Tho succass of Improvement mighl never be bom lrom e
gHitluds thal The prazent way ol working is reascnabls or the viaw 1hat ha 1asls N

quastion and no probiom.

mwﬂymm.ummﬂlmdmmmminmasﬂammmmm

points:-

(1]  There & no knowiedgs on nacessary tachinic.

(2} They have ha knowiacpa but rarsamber N 2 winhg way.

£ mmmmwmmﬂﬂwqﬂlmrtwmalruadrmﬂumataaimﬂm
raeded.

H thay do not heva tha know|adga and techiks of ramember 1he wiong o, & shows &
Lack of study on thal mattr (sublect).

# EFFECT?

Whan we adopl “tha WHYT Why? method™ Ihere arlse many imprwamenl ks ona
aliar ancther, As Lhe outcoms WHAT * WHY " can bsar the efect of the climinalion on
the oparation or procags, WHERE * WHEN © WHC can bear changs of Lhe process and
1w way of dolbg [combitation and reamangemant), HOW can baar the gampEficalion on
{ha oparation.

# EMBODRMENT OF WHY ™ WHY METHOD

1. ELIMENAYVE
Wa can find the pessibility of simination ihrough ine Ihorough WHY?  For
WHAT Tover by pursuing the purpaas, Thia will lead 0F to the mosl
Improy grmesTl.

z COMBRNE
We can el ieas somidning some elements by answering the quastion: wha?
what? whare? wheh?
in this result & ot of cerriage and congestion behween both: elements will b
o iced.

2. REARRANGE
By answering 1ha guestion “why? what? whare? when? wa will be ablsto hcd
cut 1he replacement and tha arangemen ol orier. This sizo might lead 1 He
poseiiliy of naw alimination of combinglzn.

4. BIMPLIFY

After full consideration of elimination, camiiinalion and reastangamar, then we
ehoukd try 1o simpiity Ibe alements ket In 1his casa lhe queslian “WHY" is more
ugaful.

Tha main aim i o reguce Bho and exgannass.




5.2

Find oart the wastaful 1hings {action, procezs) and gal rid of them.
what kind of wasletul ann (selezs things are e in our fisdd?

WasisTul Lhings make the procuction speed siewsr and maka our praduction coed higher.
50 we have 1o comtinge o pamsevena in car eifens o lind out and ciminate Ihe wastehs

thangs In our productivity actions.

Thess arg many wagkehl of usskess wirks. in bur oparation such as.-

The wasteiuiness of usslessnass of Ovar procuction,

The wasisfuinezs or uselazaness o waling (nexl operition).

The waslefulness or isakascnass of carying {tateriale amd producta).
The wasialulness or usakassnass of stockdng.

Tha wattesuiness and LEHEIENISS of ACHON.

The wastehulnese and usslesaness of the procassey kel

The watiodunass and useleasneds of making infetor goods.,

o A W W % M

This wastetuiness usually happers, with a caural rgtation: for pxampds e wastslulnecs
of ever-produsion bears tha wastelulnaza of slocking, which bear 1ha wasteiUingge
mierior gaode. Thers ara some casss wiws [ improvement wasteluwees of carrying
wiodk actumed the wasisfulness of the xicck, 30 we have 10 1ock Nk another assanilal
cayzes and 1ind cad an shociive measure,

In ordér 1o lind Lha wazleluingss wa should chack and astablish ha MBdwINgG Rems
{alrapdy dascribad inihe abowve chapter bl descibe summery item Sgain).

&  thoeihoroughnges of arrangesmant and pood onder:
We can fnd aut #w waslofulness by amangemen] ghd good cnder In oue Beld (or
Job 2HBj.

#  poniml agalnet over procoeding {pooductinng:
Wa have o comrl the process concemnad and coardinage the relalion betwaean the
sections of the procass, then comiml the over procasding (pnodudian).

¥ undersiandatie mansgenent by syas:
In order 1o make ovary hody undarstand he wastalinaze, the cortml board such

as the chanl which desorlbed the resull compared with 1h plean 1 very uaald in e
fiakl

¥ introcuction of opersinn dandant:

Making an oparalion standam laciiatas us i Ahd out the wastehdiness bahind e
work,
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5.4

Exprypdos of eppaidiic innpingwamant
Thorp arn somes improvament Bxameles qucisd In some workehops,

Tha best 1schnlc for improvaman ta "CAN WE ELEMINATE {SOMETHING) ™

A1 zoma office;

<& ptatt> "Wa hand out thig raport to HQ every momh bud 1L = 20 delaliag snd
roublesedt 10 prepare. 16 1hang any way 1 make ¥ more simply? <Haad of the pflice
"We repont 1 ewvery month becausa of HOY'e requiramant. | think loo 8% better o be mora
Hmpia™,

{incuire to HGY}

<HC "W required 1he report because we neded 1 al Thal tme bul now wa rarely usa

= =

* oo
L

For whatl purpose ang we dalng this?

We hava 1o rethink our operalion slong e porpeze. Even B tha pumposs o only one
1here o ueualy some ways or methods i camy oul,



= CASE 1 HOW ABOUT ELIWNATING? ==

CAN WE STOR THE ACTION CF PICKING LP?

2 A case of assembing line I S0Me foy maker. In this ine four workars ara
screwing with an sleciic scrawdriver. Theér acllons ;-

4. Have awork {a kingd of pleie) coming with kit hand.

2. ‘With thelr right hand plck up 2 SCrew in a Bcrew Lxn: and insart the screw into a
hofe.

3. Tighien the scnow with righl hand. Ficking i 3 ocrow, Xxdaft The screw pasaing
o acraw driyer IOM & S05EN,

Al thete gctions sra done with a rght hand. These aciking with righl hanc ag
troutHescime GNd may taka a codain fime, Can thay stop of rsducs tha action? The
purpose of the action i fdng & e on T work (e plads).

[(Impovamert)

1. Thay davisad a 1ip of the screwdrivar intc @ rmagned {igure 18).

2. Put sorews hiough o seresh that has e ayes being abla (o pags The thread of
Hhe: screw INio the hole but nol passing te hatd of the schm.

tvany

{2} Asfgum $& showe, only the hesds of ¥ screws kv Lpon the screan.

(b Hawve tha work with his lalt hand, hawve & scraw oriver with his ight hand, then
put tha lip of tha acrdived vanically on tha screw heod that are Wned o 1he
suiaca of ¥ha screan,

i) The head of Lhe scraw Kk drenwn 10 the tip of ke screwdriver (with Magned Hp).

{€) Pul U acrew (baing hokd with the acrewdrtvar) imo the: hole of #0 wok with the
mensrdntvar and Rotden




Al Firal thay could not cpersts smoothly tul efter 5 days They could b the s<aow
wice 86 spoadity BE1he fonmer oy,

Figure 18:

mn Bocirk s drier

A G10as Section Hiurtrmiad the sor [int-up plakl (B0 @pas],

o
*The prapokyuilii oF il teatouph ampnovemat of workdhog™.

{ Ther welbinrial depriensng of THkey Maltageams ],

ar




—e P ACE o HOW ABDUT TURNING THE AGTION =%

£JA THE PROGESS THE OTHER WAY?

In 2 1actory whare matertals ana procucds are ofien camied In and out, I needs

a ot of labour power and Bmee ko put freight up and down on the bed of he
ks,

B Iha way of fuinking thal svary lloor In a plant shaukd ba llal, we can nat
alminaie 1ha 58 works,

But a5 figurs 17 shows, # wa bring down onty the foor That track stops m

M\ghﬂimuﬂunmmmmmahﬂﬂﬂﬂwdmhﬂd.wnhmtm&dmm
and can 4o 1e work asiy and last,

Fywai7:

V7

An improvied floor for the laging and unioading.

i
The srzydopadia of the homug b smgamugdidnt of sl Lhap”
[T izl deyrantmend of “iaciony mEmEiTa}

The chadr of 1ha dantist,

Bantista i lomar deye uned o have & patie of @ Acgd ohoir and et hem in
an urmatural posture; sland for 2 Kng lime; benc hinsal and hend down hal
way.




o e ——— = ———

Thig o the way of thinking that the dentist's pesture i adiusied to the posilion
of {he patients tasih. 0 that way tha dantisl wil not only gat tired Dul Zan el
lread $he pathent aificlantly.

(mprove mant)

Mary derlisls Rowadays adopt & rectining aaal Lhal Ihey can adust the haighl
frealy wih [ual @ buion, Ihen Ihey trasl tha moulh ol the patiant on the
reaining chalr il thay ore sl saating in fhalr chairs,

Thie ldan & 019 roverss way of thinkig malmnmslhrinfumpalmnﬂa xad
lo the docior's posilion santrary ¥ Ih formar styde.

— e QALE 3 HOW ABDUT COMEBRING OR SEPARATINGET )
A, kaaof combinetion

In erdar 10 Improva the way B be sasisr. mom spepdy cheaper an sater lhan
e formar melhod, 1he Kaa of combining the funstions or saparaling the
maihods i former days usually bocomas a vary sfieatve nie o mprovemant.
Thia maans Lthal pacple not only Jogk for o pUrPeSe oF Wnckon ol seually
mtiourposas and (out-lunctions.

{6) Pancl and Sraser
A percl and &n erasar am naedod when wo witle a ketler bul thesa have an
anlirsly diflorent funcion. A pencl wih & bulkt-in eser in'Hs kead is davised
o faciltals making our wrillng easier becauss of combining the wo ditersn
hnclions.,

(b Glassds for ing-sipitad and hon-¢ighted parstng [blacale).
As tha sama idea, bllocats for old people ars a comvanienl product which

corpbaned twg lunchions that are orginally for long-sighlad and shon-shghied
inbe one procuct {Bgure (a)).

=]

@} ool




icd  Forkilt

Forklif is the maghine which combines two functions 1.8, camying and ling up
and putting down heavy goods {iigurs (k).

—

—

&

Sae

i) kL Combes b fancliods
{owmTying ammd Hiwg)

(el Towd or making shoes

A kol kar making ehaae [guee (o)) 1 meda by combining wo Tunclions (e,
hokding (lathar) and Llapping (eadhar} from the nacssslty that 2 shas orafiman
has o repas! e ction many limes shat he pulbs, speaads and 1aps Lhe lealber
when fe makes shoss.

Sacaume of the tool deviaad @ shoe crafiman does not need ko shifl ool ona
miter anciher and that he ks abds 10 wiric mora afficisnlly and saslly.

s -;i =

o) abos making tol
Kl mind
tapping hupaian.




]

Idea of separafion

On the reverse of the combining idea, the idea that we might separale the
things we used 1o think of as one thing into some parls often gives us a useful
hird for Improvemeant.

In a faclory “two bottles system” is generally adopted for the stock control of
materials and parts. This is & good idea that when one boftle becomes emply,
ather bottle is filled. This is a reasonable siock control based on the thinking
way of saparation.

LP gas being used in our homes usually is serviced by two containers (gas
tankers), which is also the same idea of saparation.

Whan a containar bosames ergly, snothar containar is wed
{GAS shop fills LPG in emply containar)

Twio cansainar sysiem ol LPG sarvica,

Bouniade
*Tha ancydopedia of the tharaugh kmgeavamant of werkshop®
{The editoral department al "oy management),
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PRACTICE (it Is better to do In a group)

In & canain nursery when potting and pricking are almost finished, the field manager
planned to prapare the pot for Acacia mangius for planting in the coming seasan after four
months. He and the workers collected top soil, mixed the soil with the compost and
manure and kept the pols already made in line outside so that he could do pricking
anylime.

As lor nursery section, workers carry out their works hard and the operation is very good in
the procead,

What do you think of the operation?
Pick up scme laulls and reasons If there are any.

In doing our job (Nursery, Sivicutture), dig up problems and arrange the problems in a
charactaristic factor chart.

About several problems (mentioned in 2 above).
List up the items of solution and arrange in a characteristic factar chart or in some olner
ctyla of selllerment.

l= the indication of the task and information from Ihe suparior or other section perinent or
notT  Alsw The one Trom your subordinate or ether seotion?

Point out the problems and work out the solution described In understandable way (lable,
chart, etc.).

When an appropriate plan has been made, the work is considered to be 0% compleled.
Bt the work sometimes does nol o on well as plannad.

What are the causes?
Plck up which you can find out through your axperiences.

Faciual sxamples:
The cause of delay on planting {Acacia mangium, Gmeling, athers).

The cause of low rate ol lield-run-seadlings (including vsed seedlings for planiation
compared wilh produced seedlings).

Then solve ihese problems.
The following sublects should be discussed in a group.

Pick up all problame, worke and aparations yoa feal roublesome in carying out vour job in

the field (job-ste).

Point out something which you feel to need improvement in your work and other section's
work {including the way of working).
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