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Ensuring Success of Hoshin Kanri — a Better
Way to Plan and Execute Your Strategy

by Patricia Panchak
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Adopting hoshin kanri, the lean approach to strategy
development and deployment, changes how leaders lead
and how teams and people work — a prospect that can seem
daunting. For Logoplaste, a company that is six months
into its hoshin kanri adoption, the changes already are
yielding positive results. Vito Vila Verde, the company’s
global vice president of Lean and Strategy Deployment,
dubbed the difference between the plants piloting hoshin

and those that are not “amazing.”
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Addressing the Fears

Changing the culture to one where everyone at every level
of the organization is managed by performance thatleads to
breakthrough results for the company will take some time,
says Vila Verde. Among the most significant challenges is
adapting the organization to the hoshin approach to setting

and achieving stretch goals.

"To achieve significantimprovements, each team at each level
must set stretch goals that they do not know how to achieve.
In some cases, people resist setting stretch goals because
they fear failing. To address this fear, Logoplaste is working
to build its teams’ capabilities. “You need strong teams in
a PDCA problem-solving, standard work, and an effective
daily management process, which we are developing at the
same time” as the hoshin process, Vila Verde says. “We are
in an early phase of Lean Transformation Culture. We have

set a steep learning curve and are on our way to a different

level of maturity.”

In Logoplaste’s Virtual Mission Control Room, all teams and executives can track strategy execution progress remotely.

Built into the “hoshin way” are a structure and set of
practices that ensure that strategic objectives are agreed
upon and understood by everyone in the organization and
then successtully executed. Still, it’s vital to understand
some of the fundamental changes required to transition
from traditional ways to hoshin kanri successfully. Vila
Verde shares what he and the leadership at Logoplaste

have learned.

As vital, teams and individuals need to understand that
they need not independently solve the problems that are
keeping them from achieving their goals. Instead, he says
they should “raise their hand, and we’ll try to understand:
what is the constraint? Is it people capabilities, level of
research investment? What is preventing you from being
able to shift?” Additionally, leaders must take care when
assessing stretch goals and not blame teams if they don’t

meet them, Vila Verde says.
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Leading People

Adopting hoshin kanri means that developing people and
team capabilities is part of the strategy development and
deployment process. In addition to the catch-ball process
between leaders and their teams to set and align everyone
to corporate strategic objectives, a consistent cadence of
meetings maintains the alignment and ensures the progress
of each team and individual toward meeting their objectives
and enhancing their skills.

As critical as meeting at a regular cadence, is the need to
change in how the leaders and teams interact during them.
Instead of delivering directives, leaders and managers need
to engage their teams, helping them solve problems and
encouraging them to share their improvement ideas. These
interactions focus problem-solving on addressing obstacles
that would prevent teams from reaching their goals, which

is necessary for the company to achieve its objectives.

“A lot of ideas will come from the people who do the
work every day, not someone that is at a higher level in
the organization,” Vila Verde says. With this approach, he
adds, “this way we will solve the problem faster, better and
with positive impact.”

Break Through Work Stream Maturity Matrix
Lean Deployment
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You need strong teams in a
PDCA problem-solving, standard
work, and an effective daily
management process, which
we are developing at the same
time"” as the hoshin process.

— Vitor Vila Verde, Logoplaste’s global vice president
of lean and strategy deployment

The hoshin process, with its cadence of meetings and top-
down, bottom-up dialog, reinforces this gemba culture.
“So, we are working a lot on building capabilities in people
and also optimizing the management system at a plant level
— the way they do the work and the engagement of the
teams,” Vila Verde says.

Tools and Process: Lean Management System

BCC

Tier 0, 1 - Daily Meetings -Production

MCcC

issues with KPI's selection, deviations reaction
TTls weekly tracking process need to improve

Production Daily Mgt Process

Kaizen events of Improvements

more people engagement/Trainning

A3's for Project Execution

H

People: Resources / Capability D

‘/- g +

Key Talent in Positions

Plant Engagement

Developing A3 Skills

People: Break Through Understanding and Attitude

Hoshin Target Alignment / Acceptance

Break Through Leader Integration

Effective Financial Reporting

RM Loss report calculation needs revision

in progress/needs improvement

meeting expectations

started but not effective to drive/Sustain results

Logoplaste uses a maturity matrix to track teams’ capability development. Cells marked red indicate the team needs to develop countermeasures and,
eventually, an A3 to address the problems, depending on its complexity.
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Assessing the Results

With hoshin, Vila Verde says, Logoplaste measures
capability development outcomes -- problem-solving skills,
standard work, daily management -- along with progress
toward the financial and operational objectives. The
company uses a maturity matrix to gauge the level at which

each plant is performing in each area.

“It’s a new way of working, and there is always a resistance to
change,” he notes. Setting up and following, for example, a
daily management process takes perseverance and practice.
However, people learn the new way by participating -- and
hoshin provides the structure and process that supports the

needed discipline.

“It’s beyond budget,” Vila Verde insists. “What we want is
that people will make the effort to improve.” At the same
time, that doesn’t mean that Logoplaste allows passiveness
if a team meets expectations earlier than expected. If that
happens, leaders work with them, so they continue to

surface and address problems.

Moving Forward

“We know that when we work on the capabilities and a
management system together, normally the results will
come,” Vila Verde says. He adds that, in the next few years,
Logoplaste will assess the company’s growth and cost
competitiveness: “If we start to see this improving, it means
that we are on the right track. If not, then we need to put

more countermeasures in the plan to solve the challenges.”

“Of course, we have difficulties, but it [hoshin kanri] is
the best way to improve,” Vila Verde asserts. “People are
starting to understand this mindset -- we need to have
a culture of going out of our comfort zone in a set of
challenges and at all levels from the top to the frontline
work. This is a culture that we are starting to implement,

and so far, we already see the results.”

As for how to get started with hoshin kanri, with all the
new learning and behavioral changes, Vila Verde asserts,
“the best way to start learning how to use hoshin is to

applyit.” B
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About The Lean Enterprise Institute

The Lean Enterprise Institute, Inc. was founded in 1997

by management expert James P. Womack, Ph.D., as a
nonprofit research, education, publishing, and conferencing
company. As part of its mission to advance lean thinking
around the world, LEI supports the Lean Global Network
(leanglobal.org), the Lean Education Academic Network
(teachinglean.org) and the Healthcare Value Network

(healthcarevalueleaders.org).
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Continue Your Learning

The Lean Enterprise Institute (LEI) has a wide range of
learning resources, all with the practical knowledge you

need to sustain a lean transformation:

Learning Materials

Our plain-language books, workbooks, leadership guides,
and training materials reflect the essence of lean thinking—
doing. They draw on years of research and real-world
experiences from lean transformations in manufacturing and
service organizations to provide tools that you can put to

work immediately.

Education

Faculty members with extensive implementation experience
teach you actual applications with the case studies,

work sheets, formulas, and methodologies you need for
implementation. Select from courses that address technical
topics, culture change, coaching, senior management’s roles,

and much more.

Events

Every March the Lean Summit explores the latest lean
concepts and case studies, presented by executives and
implementers. Other events focus on an issue or industry,
such as starting a lean transformation or implementing lean
in healthecare. Check lean.org for details and to get first

notice of these limited-attendance events.

lean.org

A quick and secure sign-up delivers these online learning

resources:

* Thought-leading content delivered monthly to your

inbox.

e TFirst notice about LEI events, webinars, and new

learning materials.



