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Hoshin Kanri, 方針管理 Agenda

 1. Apply Lean principles to the strategic planning 
process.

 2. Increase your understanding of how to develop, 
manage and execute a strategic plan.

 3. Tactically learn about strategic planning using the 
Hoshin Kanri Method.

 4. Define the Hoshin Kanri key elements, processes, 
and tools.

 5. Describe the Hoshin Kanri step-by-step approach to 
planning, implementation and review process for 
managed change.



Lean Principles and Practices

Lean is an enterprise-wide set of concepts and tools aimed at 
strengthening competitive advantages realized from operating your 
processes.



Lean Principles and Practices

1. Specify Value as perceived by the Customer

2. Identify the Value Stream

3. Make the Value Flow through the Value Stream

4. Pull the Value from the Value Stream

5. Strive for Perfection



The Define Measure Analyze Control 

Process (DMAIC)

1. Define the problem, improvement activity, opportunity for 

improvement, project goals, and customer (external and 

internal) requirements.

2. Measure process performance.

3. Analyze the process to determine root causes of variation.

4. Improve process performance by addressing and 

eliminating root causes.

5. Control the improved process and future process 

performance.



Kaizen “Change for the Good”
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…or Maybe it’s Like This
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Toyota’s Use of Time
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Hoshin Kanri, 方針管理

 Hoshin Kanri – Japanese term for Policy 

Deployment

 Hoshin is composed of two characters:

Ho means “method or form”

Shin means “shiny needle or compass”

Taken together, hoshin means a “methodology 

for strategic direction setting”

 Kanri means “management” or “control”



Hoshin Kanri, 方針管理 X Matrix

Main Initiatives

Tactical Actions

Key Strategies

Key Metrics

A process to align Innovation + Strategy to Action by using 

horizontal and vertical alignment in the organization.



Hoshin Kanri, 方針管理

 Provides a step by step planning, implementation 

and review process for managed and sustainable 

change.

 Facilitates a set of coordinated processes to 

accomplish the core objectives of the business.

 Clarifies annual target policies derived from long-

and medium-term policies that encompass the 

long term visions of the company.



Hoshin Kanri, 方針管理

 Translates organizational goals to actions based 

on priorities determined by management.

 Aligns goals of individuals teams and functions to 

that of the organization.

 Tracks resource allocation to tasks and goals.



Hoshin Planning – Difference between 

Breakthrough and Control

 Breakthrough

Attainment of top executive goals

 Improvement to a higher level of performance

 Control

Adherence to a current standard



Hoshin Kanri Flow

The broad outcomes

The outcomes you will take

The measurable steps 

you will take to achieve strategies

The detailed steps and tools 

you will use



Hoshin Planning – Relationship 

between Breakthrough and Control

 Processes often have to go out of control in 

order to begin a new breakthrough phase

 Out of control organizations use resources to 

address sporadic problems (Reactive versus 

Proactive)



Major Strengths of Hoshin Kanri

 Synergy between top-down and bottom-up

processes

 Continuous, systematic management of processes

 Rigorous application of PDCA cycle

 Emphasis on cause-and-effect relationships



Hoshin Kanri X Matrix

 Articulates intent of the organization’s action 

through linking vision, strategic objectives and 

actionable activities.

 Assigns high level ownership to key areas of focus

 Output is the actionable improvements that are 

reviewed and modified



Hoshin Kanri Steps

 Establish Organizational Goals.

 Develop 3-5 year strategic plan

 Develop annual objectives 

 Deploy and roll down to departmental level



Hoshin Kanri X-Matrix



Hoshin Kanri X-Matrix



Hoshin & Balanced Scorecard



Linkages of BSC, Hoshin Kanri & MBO 





Summary

 Hoshin Kanri is a management tool that helps 

organizations map strategy to action.

 Focus and alignment of organizational objectives 

is a key purpose of Hoshin Kanri.

 Hoshin deployment is based on basic principles of 

Lean.

 Other tools such as the Balanced Scorecard can be 

used to complement Hoshin.


