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Figure11.11a. PROCESSIMPROVEMENT STRATEGIES Japanese Management

The Wall Street Journal, April 29,1983, pages 1, 23
Factory Magic: In aPlant in Memphis, Sharp of Japan
Shows How to Attain Quality, Ingtill Familial Feding
Sharp Electronics Unit Cuts Defects by Pushing Hard Its Worker s and Suppliers

By L. ERIK CALONIUS
Steff Repater d THE WALL STREET JOURNAL

MEMPHIS, Tem. — Whken wad 9read
that Sharp Cap. of Japan was paming b
buld an dedronics fadory here, a bt o
pemle though the &panese vere making a
big mistake.

After dl, RCA Corp had buit a TV plant
in Memphis in1966 — aad swtit down five
yeas kter Tha fadlity had siffered st
aboutevey labor end manaement afliction
imaginalde: wildca srikes, wion-auttorized
stikes, ppaentsaatage of he podud and
a ®ries d laydfs tha todk the mymoll from
a peak @ 4,200 workers cbwnto 1600. A
times, ® mary hundeds of defedive TV
sds dogged the assenbly-line aiskes ha
techriciars had dfficulty reparing them.
Finally, RCA pulled tke dug, shpped nost
of the nachiney and wak off to Taiwan
and eft the Memphis kbor force wih a
blak eye.

Yet Shap came hes awyway "Peope
sad it was Abor problens tha causd RCA
to dosg) says Rwl Hagusathe pesdentof
Shap Mandacturing Co. & Ameiica, "but
we ddrt think so. We felt it was RCAs
lack o qudity in the podud®

Success Story

Shap nd only has poved the keptics
wrong but has dsovindicaed tre dty’s work
force Degite me poblems with labor
unions its 500,000-guae foot danthas,in
the pag four yeas, rolled aut a nilion co-
lor-television stsand a milion microvave
ovens It has @neso wth U.S labor @ll
the assenbly-line workers and 8% of the
mangeis ae Ameicar) and with mosly
American omponents (U. S companies sip-
ply 70% d the TV pars and 5% d the
microvave pars). Produdivity has eached
90% of that in Sharps Japanese fants,and
the defed levé is low. The ganthastougted
out the recesson without redudng its autput
of alout30,000 TV stsand 3,000 eers a
a month Exeept for a dight dip in 1981), with-
outlayoffs and withoutlogng its profitability.

Bestof dl, Sharp produds sipped fom
Memphis geé high marks for qudity and
durabifity from consume groups.

The hpaese ompanys remakalle suc-
cess — o the karks d the Mssisipp River
— cart be dtributedto gecid madinay or
aubmation: Ameilican ©@mpditors wse he
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same quipment Nor can t be dtributedto
emplyees who sng the @npany g evety
moming, dressneaty in conpany gamb, exer
cise in wisa or eat sushi; they dort.

Sq wha's Sharps saet?

The assenbly-line workers thenselves ce-
dit the Apanese $yle d mangement At its
core it demands \ery hard work and an b-
ses®on with qudity, an dbsesson with making
evey seam veld and svitch of the podud
pefed. A Shap manager agees, sging:
"Its not wha we b, but how wel we do .
Its the ®ngant stiving or e«cdlencé

Twist of Fate

The leadeiin tha drive for excdlence Mr.
Hagusa pronourced luh-GOGsal), came
to hs postion in Memphis trough a full
twist d fate A teen-age during \Wbrld
War 1l, he worked n an arcraft plant in
Osaka his hometavn, and ance running ©
work during an ar raid, baely esaped
dedh & an Ameiican tonb daned df a
trolley-car @be and bourced b a lamless
stop just yards avay from him. After the
war, he became a hosdoy to an Ameiican
Army dficer and onverted b Catlolicism,
taking the Christian name Rul Later he
gradiged fom engineeing school and be-
ganhis ifelongcareerwith Sharp.

Now; Mr. Hagusaa snall manwhosefeda
just rech the fbor as fe wtles into an
Americansized dair, consders his job"a
gred misdon; one ha he topes wil ease
trace tersins ketween the US.and apan.
And he ¢ealy is presding at a pndion of
two cutures

His office is decorded wih a \ase 6silk
chery blossons, an onate sanurd helme
and a tpweling portrat of Tokuji Hay&a-
wa, the @mpanys fourder But cesite hs
weak English, Mr. Hagusahas leaned b
live with American custors. ("Shale hand
is not © bad but hug?" he says, wrinkling
his fae in dstage) At the hght of lag
yea’s Christmas paty, Mr. Hagusaraisel
chees anong the enployees by dedaring,
"Thee ae wo things e leaned nce
comihg b Ameiica: how to wred cars ad
how to drink Ja& Dankls!

Labor Lessons

He dso haslearned dout American hbor
unions. In Octolker 980, he NationalLabor
RehtionsBoad charged $arp with intero-
gatirg employees @aut their union €ni-

ments, firedening © movethe gantif em-
ployees votedunion, suggestig tha certan
emplyees qit ratter than sipport a wion,
teling employees they could be "naied to
the wall" for dstribuing union iteraure, and
other offerses. In a sdtlement n August
1981, the @mpany ageedto postin the gant
natices pomisingnat to harass enployess in-
volved with the wnion. Lag month, Shap and
the Intendional Brothethood d Eledrical
Workers, whichthe employees had \otedto
repreent hem, gyreed o a ontract.

Micheel D. Lucas a wion aganizer,
doest place ull blame ér the cmntenion
on the &paese nangement "They aert
ary more famiiar with American hbor law
than yai or | are famiiar with Jaanesda-
bor law' he says,adding ha the @mpany
was led into the ltigaton by its lw firm.
"Jgpanse nangament s finally geting the
ideathat we aert the deils in dsguse
they were led D believe we were, he remaks.

But the nostimportant lesen keaned ly
Mr. Hagusaasbeen hav little mostAmeri-
can onmpanies know abaut echieving qualty.
"The mostimportant pathto qudity;' he says
throughan ntepreter"is tha employees fed
that they are d one famiy, playing an im-
portant ole in the ©ompany”

How is a imiial feding instlled? "There
mustbe a barge in he way tha manage-
ment n the US treds its enployees; he says.
"Otherwiseg it is difficult for enployees ©
repond”as he dpaese .

"In America when sales mp, the first hing
American nangament h gened thinks o
is layig of employees. In Jpan, it is the
lag reort he sys. Ja@neseonpanies cu
costs elewtere, e ads, o tempraily
shift produdion employees into sales \en
thouch "they may ot be as fficientas -
peiencedsaks pole'

With their jobs asswed workers — n
Ja@an at keast— fed a reponshility to put
the mmpany before dl else "In Japa, an
emplyeetries to wok his lifeime with the
conpany he chooses. D he des not put
mud importancein his persmal inteests,
Mr. Hagusasgs. "In Ja@n, they say ‘Job
first, famiy life momes sond"

For himself, he sys,"l dorit work to live,
I live to wark®

This drong work ethic is gpaentat the
Shap gantin Memphis. "The Bpanese vork
mud more than ve do — &lexing tome to

(continued wvaled)
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Jaan che&ing up o s, says Kevin Hig-
night, an engineerat he gant "They work
to ®ven or eght every night and o0 Saturday
momings They seem to like it!

And they push the US workers relent
lesly. "You wont see male stting arourd
on the badng dodks, says Miton Keg, the
conpanys Ameiican nangerof qudity con-
trol. "Everyone lere has a ¢h, and tey/re
expeded b do t. There ae o ecues
He ads:

"I've never workedso hard in my fife. It's
been had an me, t's been hard on he oher
emplgees, and ti probably aways will be
hard. ButI've had T7 yeas in manuacturing,
and he hg three lavetaught me nore than
all the peviousi4.

‘They'reTraining M€

Fred Hayres, aother ergineer agrees.
"Its a budh pace b work; he says. "They
kee trying to et a ittle more aut o you.
They keep going degpe, demanding beter
qudity from you. The/re taning me.....
In a way I'm a Bpaese agineerleaning
to relateto Amelican ®@mpanies Then he
concedes,| think it's real good'

However not everyone & willing to live
unde Shaps evertightening gandads.
When Sarp firs askedAmerican sipgiers
to submit thar materals to Sharp enginees
in Japan for ingpection, dmog al faied
Some endos, xaperated quit the bdding.

During Starps first yea here, he &pan-
esedomhancesirred p tersion in the gant,
too. "They wee here to dipicate the gant
in Japan; one worker sys,"and thee was
ony one way b do hings — hdar way"
Espeidly during ha firs yea, thee were
somedifficult medings tetween the &pan-
eseand the Aneiicars. Wih American sig-
gestbns carying little weight with Jagan-
esemangement "it was omedimes lumili-
ating,one Ameican managerrealls.

Much d tha has pass "They had D
learn aaut s as ple first, beore they
cauld trust u$,one worker sys. "Now, |
fed they regect LS.

The Ameiicars, n turn, expres repect
for the Bpanese espedally for their atten-
tion b detd. Althouch mary of the &pan-
esedidrit know Engish when ey arrived
four yeas ao, "theyre even darting to @r
rect our gramnar and gdling; one Amei-
can waker hoass

Going by the Book

In the artan onaeteblock dfice of Joe
Scot, the podudion manaerfor Shaps mi-
crovave o/ers, a gn on the wall eas, 'Do
it right — the first ime&' But good nten
tionsand had work alonedant acoourt for
Shaps qudity. Anather fador is fourd in a
thick bodk on Mr. Scot's dek. In the ok
are line grgphs ha metculoudy track the
puse of the @senbly lines troudh infor-
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mation ollectedfrom a ditashest atached
to each wen "We kt the déa tdl us what
we reed b know to corred a problent, he
exdains "We crit use persanal qoinions
or enofons.

Althouch Shap has leen able to tack
and mprove he kve of qudity in its avn
plant it has burd it much more dfficult to
persiack its 70U.S supgiers b do o, o.
"We'e tying to mrnvincevendos tha qudity
actually reduce ther cost§ Mr. Scot says.

At a recait meetng of vendos, Edward
Cax, Shaps TV set podudion manaer
exdained"Pradise Sircerty and Qedivity'
Shaps oft-repeaed bsinesscreed. 'As for
sircerty, we eped you b s£nd uslO0%
qudity pars, and pedsdy on <hedile, e
sad. ‘As for gedivity, we eped you D
paticipat in qudity improvenrents

‘Report Cards

Supfiiers got "report cards” evaluaing the
qudity of thdr matefals, their prices,prompt-
ness d deiivery and oher factas Sxteen
vendos recaved 100% qudity rating; 15
othes dso got As with %% D 9%; B
got B's with 85% to %%; nine gt Cs with
7% to 84%; and hree @t Ds with 6% to
74%. Thee werert any Fs.

"We dd alout as vell as | &wvays dd in
school, a grong C; says &ff Talkot, vice-pre-
sicent d Talbot Industiesinc., a Neashq Mo.,
sipplier of wire racks for Sharps microvave
ovens Mr. Talbot Hameshis 8% rating on
a few bad $ipments when dlbot Industies
stated ts first un éght months o "Shap
does a fist-pieceinspedion with evay ship-
ment and i it doesrt measte ait exacty,
then the vihde shipment 8 o good, he
sas. "Other mmpanies waild sgy, ‘Well, it
doesit exactly meed our tolerances,but we
can us it. But & Sharp, if its wrong, its
wrong:

Next year he @ys,with a lit of disbdief
in his wice, $ap expeds his onpay o
reech 97% "Its not going to be ag/' he
concedes "If we @an cu our in-hausere-
jedion cbwn from a hgh of 12% © 26 or
2% and then nake sure we dorit send hem
ove 1% defeds, ha will be he goof of the
pudding'

At the hed of the dasswith a100% rding
was not aurprisingly, Tabudi Eledric Co.
of Ameiica, a JApaese spplier of trandor-
mess tha followed Shap to Ameiica and
sd¢ up a pant emplging 150 pesons in
Jackon, Tem. "We ae d the same mid;
sys ttaru Nakayawa, the diedor of sales
and aming. "Not anly with Shap but
with aur aher aistomes, we have very
egyer conmurications. Even T the custe
merhasit rejectedthis time, evenif thee is
but a ittle posdility of rejection, we will
know at the meting and orred it!

However Mr. Nakayava sys lis perbor-
mane nust ke improved "Their (Shaps)
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objedive is tha they dorit need b ingect
ourprocud & dl;' he says. "Its an dbjective
that is \ery hard to gpproach’

Being tough is aly half the brnula for
gettirg qudity. The oher haf is making
sippliers dso fed a part of the famiy, Mr.
Hagusa sgs. Indeed oncea supgier begns
working with Shap and $ows willingness
to improve, the elationshipcan &4 a long
time

"Wed really haveto sep d over ourtoes
to get hrown outof here, says M. Talbot, the
maler d microvave wire radks. "Theyd give
us eely consderaion urderthe un bea@ue
we havedone a god pbd Adds Mr. Hig-
night, the $iarp engineer "If the ompany
hasa problem,we @n elex Bpan to ee f
theyve sdved that problem n the @g. Ou
job actually is to help the vendos et their
rdedion rates down so hey can nmake Lme
money!'

Richad Hollingta, vice-presdentof Bryan
Custom Radics Inc, which sdls @aout half
a nillion pladic pieces for Sap TVs each
yea, says,"They demand ewelry. Thee just
is not ary compaism between the auidity
Shap demands and ha demandedby RCA
and Zenth

But at he sameirne, "they telped s with
our qudity-contd layait and taning; Mr.
Hdlington says. "They devdoped louty
audts of our assenbly line to isdate prob-
lems e’

Like a €ore of other vendos, Mr. Hol-
lington has leen called kefore Sharps qudi-
ty-improverrent ommiteg a lody formed
two yeas @o b help vendos. "Its not a
hell-raisingseson at dl;' he says. "They are
providing s with the eperise of ther top
mangement At Amelican ©npanies, f
they find a poblem n your produd, it's your
probem At Sharp, we work it out togehet'

On a eceit dg, one d Sharps "qudity
cirdes'is meding. Led ly a trained leader
Shaps qudity drcles "brainstam’ ideas,
sded a problem b be slved and then ol-
lea dataon te poblem. Later, the poblem
and wssbly a lution are preentedto Mr.
Hagusa and dermembers of mangyement

Two Innovations

At one tle, five microvave a@senbly
workers ae dsaus$ng one workers innova-
tion: amea dowel ha fits into the enter
hde o a five-hde microvave-oven bracke.
"I saw tha pemle were having touble
lining up he hdes, says Rand/ Howle, "but
if someonebdore them had put n the @n-
ter scew, the ersm ddnt havea problent.
So Mr. Howle cevdoped the metd dowel,
which, when dpped into the milde hole,
aligns the bracke while the oherfour holes
are creved dwn.

At anather tale, a goup d employees is
disawsing a ®mndinnovation: apladic ta-
ble op with ourtersnk holesin which to

(continued)
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Figure 11.11a. PROCESS|MPROVEMENT STRATEGIES Japanese Management (continued 1)

standsaews. The deice males the srews
sinple to pck up and kegps them from
rolling of the Blde and a to the fbor. As
a resut, produdivity has mprovedby sven
unis a dg the drcle leacer says.

However Sharp doesrt exped a dollar pay-
bad from the drcles,which meet cn com-

pawy time. Instad a manaer exgains, the
cirdesare a'human-rdationsprogrant.
That ommentharks bad to a iemak by
Mr. Hagusa
"Oncethere was aime when the Aneii-
cars had \ery effidentmachines and eyuip-
ment and Apan dd not. At tha time —

regadess of the wakers — hose with the
mostmodemn madines had the conpditive
advantge' But now, he sys,one county
soon has he same chingy as aather
"So wha makes the dferencetody;' he
sy, is "the qudity of the peaple’

The quite kergthy article reprintedabove in 9 @lumrs over three sides @ this Fgure ilustraes a number of importent
differenceshaween the Apanese pproach to mandacturing axd wha has tadtionally been donein North America. The
following aimmary in the ader in whichthe mattes ocaur in the aticle, can at & a $udy guide to thedssnsto be lkeaned
from the &paese it aso provides anritrodudion © ome d the deasof Totd Quaity Managanent. [When aailalde,
rdlevant siccinct quatationsfrom the aticle are gven in italics at the end of sme @ the pints]

* Labaur wunrest and por qudity produds rmay toth be ymptomatic of company arganizaional probems; such problens
are dmog aways a onecuene of improper man@ement pocesse or gactices [Cdumn ]

* The hgh qudity now comnorly asdatedwith Bpanese @ods, and the igh produdivity, canbe (argely) achievedunde
slitable manaement by Nrth American wakers wsinggererdly availade madhiney and mmponents [Cdumns 1 ad 3
o This same int is made by Box and Bsgaard on he wverkaf sde (page 1.19 of Figure 1L4a.
- Sa whats ars eaef? The assembly-line wakes themshes cedt the Jparee dyle of nanagament. [Cdumn 3
- So vhat makes the dfference today is the qualty of the peope. [Cdumn 9

* There reed b be egposbilities ¢ both emplyers to har employees and d employess to har employer, and i is vital to
build an erironmentin whichbath can fbuiishto the nutud advantge of ech group and the tendit of the ompany & a
whole. [Cdumns 3 ad 4
o Sudh a sate d affairs is wha Deming refers to & a win-win stuatian, in contrast to aversaial bargainirg whee me

sice ‘wins at the experse d the oheks ‘loss.

* Hard work is ore inescapalte reciirement br industial @ny worthwhile? ‘success [Cdumns 34
- | dort work to live, I ive to work. [Cdumn 3
- They vork to ®\en a eight every night and an Saturday nornings. They ®emto likeit. [Cdumn 4

* There reed to be an bsesson with qudity and unremiting eforts to kegp on improving it, with the enphass on he pro-

ces, i.e, a ondant stiving or excdlenceor Unathineble? ‘periedion. [Cdumns 2 4, 5 and 4

o This dbsesson is dso clea from the vdeo Japanee CGontol Chart, descibed in Fgure 1.25; the tgic can ke pursted
furtherat the Audovisud Cente (E2 1309 in the @-minutefilm Passon for Excellene [#86 803 althoudh, kecaus
this is a fim rather than a vileo, theinsrudor hasto make the A/ bodking.

o Off-shwts d this dosesson are grict adherenceto sandads or ecifications a refusal to ompromise and an awil-
lingnessgo be satifiedwith present acomplishments [Cdumns 5 ad 4
- Its not what we b, but hov well we ab it. Its the ongantstiving for excellen@ [Cdumn 2
= Other ompneswauld say ‘Wel, it doesrt exactly meetour tolerances but we an ug it. But at $iarp, if it's wong,

its wong. [Cdumn §

- They leeptrying to et a lttle nore aut of you. They keepgoing ceeg@r, demanding better qualty fromyou. [Cdumn 4

* A proper reord d datardatirg to pag improvenents and pblem slutions can ke a \aluable reurce for naintaning hese
two ectivities m an dficientand &edive bass. [Cdumn g
- If the @mpry has a poblem we @n elex Japan b se f theyve ived that poblem n the @g. [Cdumn 4

* Probemsdving nust ke basedon relevantand imdy data, not an persanal qoinion or enofon. [Cdumn §
= Line gaphs ... metialloudy track the pulse d the aserbly lines throudh informaion ollededfrom a dita sheet atached
to each oven. [Cdumns 4-9
- We bt he data tell us what we reedto know to errecta problem [Cdumn §
- They dedopedhaurly audits d our assenbly lineto islate poblens songé [Cdumn 6

* It is nmutudly advantgeousto huild long-term coopeative reationshi with supgiers or vendos); the goen comnunica
tion ha is partof such relationshigs relps to anticipak dfficultiesbefore they keaome gnificantprodems. [Cdumn g
- Ou job actually is to relp the \endbrs getther rejection rates awn so hey can makesone nmoney [Cdumn 6
- They derdopedhaurly awdits d our assenbly lineto islate poblens ©one [Cdumn €
(continued wvaled)
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- They ae providing us vith theexpatise of her top managenent. [Cdumn
- At Ameicanconpanks if they find a poblem n your product it's your prablem At Sharp, we vork it out together
[Cdumn 6

* People g, mn the hopfloor) who wak with a process ae wsudly the nostknowledgealte abaut it and o they can ke a

vitd source d ideasabouthow to improve the pocess [Cdumns 67]

o The mgjaity of process mprovenents ae snall and ungectecuar, but the aumulative dfed of mary of them may
outveigh the @ins flom the acasonal major ‘breakhrougll North American clture £nds to averemphadze the htter
at the eperse d the brmer g, in basédl verraailar, Snglesvshome un3.

O In the video Designing Indudrial Experiments Part 1l Qualty and the At of Discovey, desceibed in Figure 1L.17 Pro-
fessorGeage Box duggestshat mary (industial) problems ae rdatively eay to solve and © are well within the cedive
cgpecity and reurces of a sibgantial fraction of the wak force by contrast, problenms whose slution requiresexpert
attenion and @predable reurces ae candderably less common.

* Quality dircles [Cdumns 68, insttuted tere becau® of their obviouscontributon to Jpanese ndustial sucess haveoften
hadmud lessimpad in North American nanagyed conpanies this is a eminderthat alturd differencesbeween North
America and dpan may nean ve reed cedive algtation, ratter than unthinking aloption, of Japanese ndustial methods.
We rrust abo ty to ensurethat wha we do is poperly managed
o The information geerded ty braingorming [Cdumn @ can dten ke dfedively systemaized, as a pdude to further

anaysis, by meas d cawse-and-effectdiagram).

Three gher @mmentsare:
® The aticle reprintedin this Fgure was written overl0 yeas ajo and et from the B0 alitorial in Séencg, reprintedin
Figue 1L4a, t seans ha, dnce the ealy 1980s the Apanese taveonly moved furthe alead The ®bering mndudon is
that, deguite the wequivocal denonstation of he dfediveressof Japanese netlods of mandacturing, North American
industy as a whde is dow in learning the recessaarylessons ardevant maxim is; its ample kut it isrt easy.
- But the most importart lessn keaned ty M Hagwsa has keenhow little most Ameican conpanes kow abaut
achieving qualty. [Cdumn 3
- Wete trying to mnvince \endrsthat cualty actualy redwesther costs [Cdumn §

® Thealbserte of any dsaus$on in the aticle o process @ produd design shauld notbe aken & indicaing ladk of importance
of this natter in fact, aesgnin dl its aspeds is an esental part of any sucessul industial straegy g, e Fgure 1L.2.

® The aticle is mncerred with mandacturing, but an dbsesson with qudity is equdly important in sevice industies, ahoud
somemadification of mplemengtion srategiesmay be reededtaking into acoourt the histay and curent cuturé of the far-
ticuar organization.
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