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The importance of Hoshin Kanri
1. Establishes the organization’s vision as the starting point for 

all levels of planning (Annual/Mid/Long)(1-3-5-10 yrs).

2. Engage all levels of the organization to clarify their own 
targets and strategies with measures that cascade up and 
down.

3. Thoroughly analyzes problems (based on standards) that 
occur during previous planning/development cycle.

4. Involves those who will carry out the implementation 
(engagement and communication)

5. Aligns departmental & individual efforts with organizational 
vision (Line of Sight steps).

6. Acts as a built-in kaizen cycle (PDCA) 



Vision and Strategy of Company
True North

Activation of workplaces, 
Human Resource Development

Daily 
Management

Hoshin Kanri
Targets are permeated  

throughout the company

The quality of business and the level of management are 
improved and then human resources are developed. 
�Workplaces are activated by good communication.

By PDCA being cultured,
important problems
are solved & 
business objectives  
can be attained 
certainly 
& effectively.

Hoshin Kanri Activity

Nichijo- Kanri



Direction/Activities & Targets

Company

Section

Individual

Department

Company Hoshin

Department Hoshin

Individual Priorities

Catchball

Direction/Activities & Targets

Direction/Activities & Targets

Direction/Activities & Targets

Implementation Plan

How do we incorporate “Catchball” 
back and forth between the levels?



WHAT : 
Target Problem 

WHERE :
Which departments

WHAT : Evaluation Standard
/Performance Indicators

HOW MUCH : Target Level

WHEN : 
Deadline for Accomplishment

Targets

WHY : 
Purposes

WHO :
Person
Responsible WHEN :

Implementation Plan

HOW : 
Measure/Method 

H
oshin Item

s

Hoshin 
Plan

Creating Hoshin Plan



The Distillation Process
Determining the Organizational Strategy

Define 25% Market 
Space

Understand VOC
What Constitutes 
Breakthrough?

Define 
Competitors
Understand 
Strengths & 

Weaknesses

THE CRITICAL FEW!

Critical Objective #1
Critical Objective #2
Critical Objective #3
Critical Objective #4Idea

Focus!

Owner: Date: Feb 12, 2009
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20
21

a. Reduce # of I/B status calls by 35%.
b. Reduce I/B work content by 25%.
c. Reduce abandonment rate by __%.

Start Target

Week of:

EDM, payment and ISO work content reduction will be pursued as part of the 60 day quality "Blitz."  See relevant A3 report 
for detail.

6. Countermeasures/Plan

7. Effects Confirmation

8. Follow-up Action

2. Background

1. Theme: Westborough capacity is constrained due to seasonal and weekly demand variation and the related work 
content. Inbound status calls comprise a significant portion of total claim work content. 

Expansion from single pilot cell to eight additional cells within Westborough operations (initial deployment) was conducted 
during October and November (pre-Thanksgiving).  Post-Thanksgiving weather driven claim volume, combined with 
seasonal FTO requirements and learning curve challenges, as well as the addition of FNOL demand (previously handled 
within the call centers) have generated capacity issues. The overcapacity situation has generated increased status calls thus 
further straining resources and resulting in high abandonment rates.

3. Current Condition

5. Root Cause Analysis (Inbound Status Calls)

4. Target 

WhoWhat

I/B Callers

51%

24%

14%

7% 4%

Insured Shop Claimant

3P Carrier Rental Co.

I/B Call Distribution
19%

15%

14%
12%

11%

6%

6%

5%
4%4% 4%

Other App Sched/Resched
Pmt Info Rental Issue
Liab Decision App Issues
Supplement Status/Next Steps
Policy Info Settlement
First Call

Daily Demand Variation 
& Staffing Surplus/(Shortfall) 

0
0.05
0.1

0.15
0.2

0.25
0.3

0.35
0.4

Monday Tuesday Wednesday Thursday Friday

% FNOLs % I/B Status Calls

Average Work Content/Claim

0 5 10 15 20

FNOL

I/B

Outbound Calls

EXT In Calls

COA

Payments

EDM's

ISO

@3.4 I/B per FNOL

Include:
DTP, appraisal kaizen, supplements 
kaizen, etc.

A3
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Idea

Idea

Idea

Idea

Idea



Implementing Annual Hoshin PDCA

Company
Hoshin

Hoshin of
Dept. �

Hoshin of
Section�

(Activities/Targets) (Activities/Targets)

Individual
Theme

Individual
Theme

(Activities/Targets)

Hoshin of
Section�

Hoshin of
Dept. �	

Hoshin Strategies
and Deployment

� Implementation of Hoshin Check�Mid term , end of term , etc.�

� Implementation of Hoshin
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� Standardization and Reflection on Hoshin for the Following Year 



Maximize Effectiveness 
of TPS & TQMPresident

Executive

Dept. 
Manager

Target

Direction/
Activity Target�

Target
Direction/
Activity

Improve Kaizen Activity

Improve Employee Ability

Group 
Leader � Target

Direction/
Activity

Direction/
ActivityMember

Level-up Employee Training

1. Conduct Needs Assessment
2. Identify Skill Gap
3. Develop Training
4. Conduct Training

etc..

Example of Breakdown



Key Elements to Strategy 
Deployment (REVIEW)

Vision

3-5 Year 
Breakthrough
Objectives

Critical 
Projects/
Activities

Annual 
Improvement 
Priorities

Deploy 
Throughout
Organization

Implement

Disciplined 
Monthly
Review

Annual 
Review

Lean Tools

Critical to Success!

Top Level Planning

Team Development
& Ownership 
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Visualization 
of progress 

situation

Awareness 
sharing of  

issues
Quick 
action

Example of Visual 
Management

1. Numerical 
presentation

2. Numerical data 
compiled into 
graphs.

3. Qualitative data 
color coded and 
progress 
evaluated

0

20

40

60

��	� ���� ���� �
��

Number of outputs produced 

Progress study start check confirm delay

Sticker � � � � �

Theme PIC April May June

Multi-processing 
through the 
creation of 
widget pro-
cessing jig

Tim
� � �

Visual Management for Hoshin Check
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Standardized Jobs with 
defined processes

Hoshin Management Daily Managementvs.

Continue to make improvement 
through small kaizens

S
D

C
A

Set the 
Standard 

P
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C
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P
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C
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Hoshin Kanri

8 Step 
Problem 
Solving 
Process


