Hoshin Kanri, by David Hutchins, Gower Publishing Company, 2008, ISBN: 13:9780566087400.  A review by Terry Conry
Hoshin Kanri is the most recent book by David Hutchins, a leader in the continuous quality improvement movement for over four decades.   Mr. Hutchins has experience in a variety of venues from working on the plant floor, to serving as an educator, to being a consultant to organizations worldwide, and to partnering with Dr. Joseph Juran.  Mr. Hutchins has authored of four prior books, scores of articles, and has presented countless times on the subject of quality. 
Hoshin Kanri translates to the concepts of “direction, focus, alignment, and reason”.  It can be taken to represent a “leading star” for your organization, the “path from strategy to action”.  Herein rests the most powerful message of the book – alignment of purpose and relentless pursuit of common purpose is necessary for organizations to lead in their segment of the economy.  
Hoshin Kanri is one of the best management books in terms of organization.  The book begins with a roadmap of Hoshin Kanri and then each chapter follows the roadmap.  The resulting tapestry tells a story in a very effective manner.  You never lose sight of the big picture as your work through each of the component parts.  Mr. Hutchins’ approach to writing the book is in sync with the very principles of Hoshin Kanri.  This is quite clever and much appreciated by the reader.

Hutchins’ weaves all of the continuous quality improvement tools that you have learned, and perhaps used, into the book to illustrate that all are important, but only optimized when part of an over-arching commitment to support the alignment of purpose throughout the organization.  For example, governance and policy must support process and must not tolerate a silo approach by functional area.  This book is very accessible with clear discussion of an encyclopedic review of quality tools.  There are excellent visual aids, useful tables and examples in each chapter.  
It was interesting and instructive to find a chapter on risk management, a topic that often segmented or simply ignored and which needs to be considered at the enterprise level to be effective.   The chapters on six-sigma and lean might seem anachronistic for higher education, but upon reflection, lean is actually very amenable to a university environment where inclusiveness and shared governance are typical.  The chapters on six-sigma and lean also incorporate cross-functional teaming in a more complete way than the chapter on quality circles.
This book is very timely for American higher education.  Admittedly, many of the examples relate directly to Mr. Hutchins’ experienced in the automotive field where he worked in the United Kingdom during the period of the Japanese invasion of this manufacturing sector.  Sometimes people working in higher education have little patience for mercantile language or business approaches to organizational problems.  It is worth considering the possibility that higher education in the United States is in a situation that has some similarities to that of US automobile manufacturing in the 1960s and 1970s.  The market is global as is the competition.  Cost and quality concerns are routinely raised by stakeholders.  
Further, the current turbulence in higher education finances will result in many organizations being unable to perform even when more calm economic waters return.  It is reasonable to say that those colleges and universities that clarify their vision and establish supporting goals and then align all of their resources in support of a common purpose will be more prepared to embrace the future. 
Whether you are new to continuous quality improvement, a cynical veteran of many failed initiatives, a seasoned or green executive team, Hoshin Kanri is worth your time and can be a valuable roadmap for setting a clear course in troubled times.
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As industry has grown, so has the idea of dividing tasks down to the point where craftsmen are no longer required to make most products. David Hutchins suggests this process has bred organisational cultures where blame and power are the cause of wasted talents and inefficient business. He describes the Japanese post-Second World War attempts to combine craftsman-led industry with the division of labour techniques.

The author has the fortune to have seen, known and worked with the thinkers who drove the suc​cess based on these theories, including Juran and Ishikawa. He refers to this book as his life's work and attempts to combine years of working into something understandable for all western managers who have misunderstood quality and dismissed it as ISO 9000 or the European quality model.

In part, he has succeeded. The book shows how to combine those techniques into a holistic approach to management. In passing through a 'strategy to action' value chain, he stops at each idea that has in turn become western management's best new thing over the last 20 years and explains why they are not sufficient alone. He shows how to com​bine them with Japanese ideas that have not been rebranded and sold by consultancies as the answer.
Each chapter provides insight into his methods developed through working with client organisa​tions, starting with identifying vision and policy statements, strategic plans, product lifecycle views and risk management. He tackles the drivers that shape an organisation: customers, employees, sup​pliers, processes, technology and finance. The sec​tions on establishing and identifying appropriate measures is helpful in showing how the Japanese approach links strategic key performance indicators with performance measures that are meaningful to staff. On the use of Japanese-style rigorous bench​marking and structured business intelligence to develop tactical targets, the book is helpful.

Onward to implementation! Hutchins carefully underlines the need for education, consistent appli​cation of total quality management and not to rely on the latest fad. He shows how each is dependent on the others in the Japanese integrated approach. His words are understandable, as is his assertion that human nature and established practice can hin​der a successful conversion to these methods.

Overall, this is a practical book from a practical and established exponent of the Japanese approach. From these pages, it is possible to unravel what the various terms mean and where they fit into the big picture. It would be sufficient to help an organisa​tion re-organise itself to gain the efficiency improvements such a holistic approach can bring.

