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What is Lean Manufacturing?

Based on the Toyota Production 
System, lean manufacturing is a 
comprehensive management approach 
that engages people in creating systems 
that enable long-term prosperity. Lean 
manufacturing is a system that includes 
not only a proven set of tools for 
achieving breakthrough performance 
results but also a set of guiding principles 
for developing lean thinkers. 

The kaikaku is a transformational 
improvement event. The kaikaku 
seminar series offered by kaizen 

institute and Gemba Research include 
the Japan kaikaku experience (Jke), a 
benchmarking tour of companies practicing 
lean manufacturing at world class levels. The 
Jke is a full-immersion experience in lean 
culture. The program is designed to open 
our eyes, broaden our minds, and deepen 
perspectives about lean manufacturing. 

These include:
 » Focus on the customer, internal and       
external

 » Set standards and improve them
 » Make problems visible
 » Empower people to solve problems
 » Go see for yourself (gemba principle)
 » Identify and remove waste
 » Create flow
 » Build quality into each process

Lean manufacturing is built on the 
two pillars of continuous improvement 
and respect for humanity. Today 
lean is being adopted not only by 
manufacturers as the standard in 
modern manufacturing methods but 
increasingly by hospitals, governments 
and service industries.



Benefits

Kaizen

What are the Benefits of a 
Kaikaku Experience?

T                he benefiTs of the Kaikaku 
experience are ultimately 
measured by what we do 

differently after returning home. There 
are both “hard” benefits such as cost 
savings, and “soft” benefits such as 
changes in mindset and attitude. These 
“soft benefits” of the kaikaku experience 
include:

Soft Benefits - 
 » Remove specific doubts abut how lean 
systems can be implemented

 » Fill gaps in knowledge or skills in 
applying lean tools 

 » Understand that lean is much more than 
a set of tools

 » Recognize non-lean mindsets and 
behaviors in self and others 

 » Develop a shared vision of excellence 
with members on the trip

 » Create a network of supportive people 
who are on the lean journey together

 » Raise motivation to try new ideas

The business transformation begins 
with the personal transformation. 
The “hard benefits” of the kaikaku 
experience include:

Hard Benefits - 
 » See specific cost reduction ideas that 
can be copied immediately

 » Calibrate performance metrics against 
world class benchmarks 

 » Create a roadmap of how to achieve 
the next level of performance

 » Identify practices that are not creating 
value and can be stopped

 » Gain alignment towards a vision, 
saving months in meetings and debates

“I now know what good looks 
like, and it’s a lot simpler 
than I thought it would be.”

- Stephan LeBlanc, Director, 
Bombardier Aeronautique



Participants

Who Should Participate in a 
Kaikaku Experience?

The ideal kaikaku is 
experienced as a team. The 
impact is greatest when two or 

more people from the same organization 
have the same experience, develop a 
common vision and commit together to 
improve towards it. The ideal size for one 
group is 15 – 20 people, but significant 
change can be made by groups of 5 – 
10 people. We recommend forming a 
cross-functional group of leaders and 
influencers, from among the following:

 » Business owners, executives and senior 
managers

 » Functional managers, middle managers, 
change agents

 » Supervisors, union representatives, 
informal opinion leaders

 » Trainers, lean experts, improvement 
specialists

Focused-theme Kaikaku groups 
targeting these individual peer groups 
is also very effective, once consensus 
has been established and a strong 
level of support exists for continuous 
improvement and lean manufacturing. 

“The whole experience helped 
me in identifying what common 

themes from world class 
companies are applicable and 
what can be implemented in 

our facility in terms of culture/
philosophy and infrastructures. It 
also helped me to certain extent 

in getting the support of my 
superiors because they were part 

of my ‘Kaikaku’ experience.”

- Norman Mannacup, 
Assistant Plant Manager, ITT



Partnership

kaikaku locations

OVER THE PAST decade both Gemba Research and Kaizen 
Institute have developed relationships with over one hundred 
partner companies in our Kaikaku network.



Learning Lean Principles 
Hands-on

We combine tours to see world class 
manufacturing principles in action 
with in-depth classroom instruction in 
these lean manufacturing principles, 
and finally a series of practical exercises 
to confirm the learning. The practical 
activities include simulations and case 
studies within a training facility using 
manufacturing processes and parts. The 
hands-on activities may include:

 » Simulations to test how lean 
manufacturing systems such as 
kanban respond and adapt to 
various conditions

 » Case studies to design, implement 
and improve standardized work 
within a production process

 » Looking for waste, identifying 
root causes and developing 
countermeasures

 » Applying the kaizen process and 
the complete PDCA cycle

 » Documenting and presenting the 
problem solving story to other 
participants

Hands-on Kaizen Workshop 
Agenda

We offer 3-day, 4-day and 5-day 
courses. The core 3-day curriculum 
is built around learning lean theory 
in the class room, learning through 
observation and practical activities. 
Each workshop concludes with a 
summary and review of the learning, 
presentation of certificates and closing 
ceremony.

Hands-on 
     Kaizen Workshop 
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IN OUR NETWORK, we have companies demonstrating the 
highest commitment and passion to continuous improvement 
and quality from across many industries and sizes. Ranging from 
5 to 50 years of experience on the lean journey, our wide and 
varied kaikaku network allows us to customize the experience to 
see progressive levels of maturity.

kaikaku sites at a Glance
name Company a Company T Company YT

industry Electronics Automotive Industrial meters

employment 
at location 1,000 4,700 600

Worldwide 
employment 24,000 250,000 14,000

started lean 
in Year 1993 1951 1997

Products
Sensing and control 

technologies for 
factory automation

Automobiles Gas meters and detectors

demand 
Profile

High mix, 
medium volume;

Engineered to order
High mix, high volume;

Built to order
High mix, high volume;

Engineered to order

Points of 
excellence

•	 One piece flow cells
•	 Cross training
•	 Office staff with 

desks on the shop 
floor

•	 Error proofing 
(pokayoke) in each 
process

•	 Andon (stop and 
fix) system

•	 Value stream 
organization

•	 In-house equipment 
building (LCIA)

•	 Visual management

•	 One piece flow 
assembly

•	 Synchronized 
manufacturing

•	 95% employees 
engaged in kaizen 
process

•	 Andon (stop and fix) 
system

•	 Internal logistics 
system and kitting

•	 Environmental 
management system

•	 Visual management

•	 Effective integration of 
one piece flow and pull 
systems

•	 Cross training 
including indirect 
staff into production 
positions

•	 Rotation of 
management positions

•	 Systematic kaizen 
in both office and 
production

•	 Jidoka (automatic error 
detection) built into all 
machines

•	 Kanban system for all 
parts and products

•	 Environmental 
management system

•	 Visual management

LineupTour Sites Lineup

IN OUR NETWORK, we have companies demonstrating the 
highest commitment and passion to continuous improvement and 
quality from across many industries and sizes. Ranging from 5 to 
50 years of experience on the lean journey, our wide and varied 
kaikaku network allows us to customize the experience to see 
progressive levels of maturity.

sample kaikaku Tour sites lineup

Toyota 
assembly

(newly Modified 
Plant)

•	 Andon system where employees can “call for help” and get help from team 
leaders.

•	 Job rotations every 2 hours.
•	 Good visibility on how the right parts are delivered at the right time and to 

the right location.

automotive 
seats supplier

•	 A company so lean that a single worker assembles, checks and sends the 
seats to the customer without it being touched by QA.

•	 Extensive layout changes accommodate the variability in demand.
•	 We will hear from the consultants who helped them on their lean journey.

Plastics & 
Rubber Parts 
Manufacture

•	 You will love their interesting tools, especially from a BPS perspective.
•	 Great at change point management. 
•	 Excellent machines shop visual management and internal kanban system.

Candle 
Manufacture

•	 They use 5S and cleaning to create an atmosphere where kaizen flourishes. 
•	 By being organized in the office and shop they have a higher chance of 

getting a good idea implemented.

Modular 
homes 

Manufacture

•	 High end customer homes constructed in a factory!
•	 Employees are divided into teams that encourage skill development and best 

methods.
•	 If you are challenged with mixed models and leveling, your problems will 

seem minor. 

beauty salon
(optional)

•	 A business turned around by kaizen tools such as visual management, root 
cause analysis, top-down approach to communications and no-person-left-
behind kaizen.

•	 AM meeting prepares everyone with required information and the right 
attitude.

“Great mix of companies, great guide, great networking 
opportunities... A life changing experience!”

-Lin Xiang Liang, Vice President, Esco Micro Pte Ltd



About KICG

“I appreciated their strong 
commitment to the community 
and to their workers’ well 
being. What impressed me 
most however was the personal 
relationships Gemba had with 
the companies we visited which 
allowed us a close-up first hand 
look at how a company should 
be run. Their openness to our 
questions and their willingness 
to share some of their techniques 
stems from this relationship. I 
enjoyed the trip very much.”

-Zeke Morgan, Production 
Manager, Strasser Woodenworks

GEmBA RESEARCh AnD KAizEn 
inSTiTuTE have united to better serve clients 
worldwide in implementing rapid, sustainable 

improvement. The two companies have now merged 
their global operations to form the leading global lean 
management consultancy, Kaizen institute Consulting 
Group (KiCG). Together the two companies have over 
100 kaizen benchmarking tours, and now the combined 
networks and resources allows us to offer an learning 
experience of unparalleled quality. 

About Kaizen Institute

Kaizen institute (Ki) is the longest-
running consulting firm dedicated 
to kaizen and lean implementation. 
The company helps global and local 
organizations achieve optimum 
performance through kaizen 
strategies.  Ki was founded in 1985 
by masaaki imai, one of the original 
pioneers who brought kaizen, lean 
thinking and an understanding of 
Japanese management practices to the 
West.  his 1986 book, “KAizEn: The 
Key to Japan’s Competitive Success”, 
was a best-seller and ThE milestone 
in the global spread of Lean practices. 

About Gemba Research

Gemba Research is a global consulting and training firm focused on helping 
companies implement continuous improvement (Ci) cultures based on the Toyota 
Production System.  Founded in 1998, Gemba brings unique insights into the Lean 
management philosophy, based on the bilingual and bicultural backgrounds of its 
Japan-raised founders, Jon miller and Brad Schmidt. Gemba is recognized worldwide 
as a through leader in the fields of kaizen, lean manufacturing and the Toyota 
Production System (TPS). 



Facilitators

Mr. Brad Schmidt is the 
cofounder of Gemba and 
a global consultant and 
trainer. he specializes in 
kaizen and the Toyota 
Production System. Brad 
was born and raised 
in Japan and is fluently 

bilingual. Brad has led over 60 Kaikaku 
trips and delivered lean training and 
coaching to hundreds of people in a dozen 
countries    

Mr. Masaaki 
Imai founded the 
Kaizen institute in 
1985, guiding it to 
become the world 
leader in continuous 
improvement 

consulting and training. mr. imai has 
been studying, teaching and writing 
about Kaizen for the past three decades.  
he has authored numerous books about 
Kaizen, and has been recognized through 
various international awards. mr. imai 
continues to play a significant role as 
the Ambassador and visionary of the 
organization, while actively participating 
in conferences around the world 
spreading his unique, convincing message 
of Kaizen. 

sensei

Mr. Isao Kato 
worked for 28 years 
at Toyota motor 
Corporation. he 
worked with Taiichi 
Ohno to establish the 
Toyota Production 
System (TPS) through 
employee training 

systems, skill development and human 
resource development.  he has been 
an internal trainer for the Toyota 
Production System, responsible for 
teaching standardized work, Training 
Within industry (TWi) and Kaizen at 
Toyota sites worldwide.

    

“I think the experience was 
very useful to confirm to 

me the importance of Lean 
transformation and to understand 

the more recent innovations 
introduced by the ‘Guru’ on Lean 
approach. Moreover, I intend this 
experience to other leaders inside 

my organization to spread the 
know how to more people.”” 

 
- Giuliano Matteazzi, 

Operations Director, ITT



Pricing Options

oPTion PRiCinG level* desCRiPTion

Hands-on Lean Seminar 
3-Day Package Economy See “Hands-on Kaizen 

Workshop” for details

Gold Standard** 7-Day Standard Full service tour, Q&A, 
sightseeing

Gold Standard 2-6 Days Fee reduction (per day less) Tour, Q&A, sightseeing with 
reduced scope

Silver Value*** Package Reduce daily expense budget 
by request

Adjust hotel, transport, meal 
costs

Executive Platinum**** 
Package

Increase daily expense 
budget for 

5-star experience
Adjust hotel, transport, meal 

costs

* Pricing Level: expenses are included in the fees (details on pre-paid expenses are 
listed on the next page)

** Gold Standard -
The Gold Standard pricing reflects our world class benchmarking trip that is a 
comfortable business class experience, but not luxurious. Hotels are 3 or 4 stars 
(based on location and availability), there is a choice of meals each night, and rail 
and coach travel within Japan is first class.

*** Silver Value -
When clients select the Silver Value package we first identify a target budget and 
prepare options for hotels, meals and transportation that will allow us to meet 
that price without sacrificing comfort or value. We are able to offer options that 
meet most reasonable budgets.

**** Executive Platinum -
For groups that have more flexibility in their budget and wish to make their lean 
benchmarking trip a first class experience whenever possible, we offer various 
options to upgrade accommodations, meals, travel and entertainment.

IN ORDER TO make the lean benchmarking trip to Japan 
accessible to as many people as possible, we are pleased to present 
our innovative “Gold-Silver-Platinum” pricing system.



Expenses

exPenses inCluded CoMMenT

Hotels Yes standard 3, 4, or 5 star 
hotels

Food Yes breakfast, lunch, dinner

Alcohol No additonal 

Airfare No additional 

Ground Transportation 
in Japan Yes high speed train, taxi, 

chartered bus

Guide (1 person) Yes included

Facilitator (1 person) Yes large groups may require 
2nd at additional fee

Sensei Optional by request

We include various local expenses in the cost of participating in each of 
our Kaikaku Tours in Japan. This allows you to focus on learning and fully 
experiencing the lean cultures at the host companies, while our staff takes care 
of the logistics and arrangements. Our senior consultants and sensei facilitate 
the kaikaku learning process while logistics and your travel needs are handled 
seamlessly.



Policies

 § Method of Payment: We accept payment by wire 
transfer, major credit cards or bank check/money order.

 § Deposit: A deposit is required to reserve the place of 
every participant (public tours) or group (private tours).

 § Payment Terms: Full payment is due 30 days prior 
to the tour starting date. Tours may be cancelled at our 
discretion if payment is not received.

 § Cancellations: A 50% cancellation may be applied 
when a trip is cancelled or rescheduled within 60 
business days of the starting date of the tour.

 § Group Size: The minimum number of participants 
for most groups is 10 people.  The maximum effective 
group size is 20, with some exceptions. For larger groups 
we may require additional facilitators and guides, may 
be required to split the group during tours, or may be 
unable to visit certain sites.

 § Selection of Tour Sites: While we will make 
every effort to accommodate specific tour site requests 
for private and custom tour groups, we cannot always 
guarantee requests will be met. 

 § Tours of Competitors: Some companies within our 
Kaikaku network do not prohibit competitors from our 
study tours. Tours to non-competitor companies within 
the same industry are often possible. 

 § Photography: Taking photographs and video taping is 
not always allowed by our tour sites. We require that all 
participants respect the rules regarding photography at 
each site.



Registration

Name Date of 
Kaikaku Trip

Company Number of 
Participants

Address

City State/
Province

Country Zip/Postal 
Code

Phone Mobile

Fax E-mail

Participant information

Contact Us

E-Mail: tour@kaizen.com

North America
Toll free: +1 877 778 6413

Tel: +1 480 320 3476
Fax: +1 480 320 3479

Switzerland
Tel: +41 41 725 42 80
Fax: +41 41 725 42 89

Japan
Tel: +81 3 6909 8320
Fax: +81 3 6909 8321 



asia PaCifiC
Japan

905 Ichibancho Central Building 
22-1 Ichibancho Chiyoda 

Tokyo, Japan 102-0082
Tel: +81 3 6909 8320 
Fax: +81 3 6909 8321

euRoPe
switzerland

Bahnhofplatz
Zug 6300 Switzerland
Office: +41 41 725 42 80

Fax: +41 41 725 42 89

aMeRiCas

united states
7137 East Rancho Vista Drive

Suite B-11
Scottsdale, AZ 85251 USA
Toll free: +1 877 778 6413

Office: +1 480 320 3476
Fax: +1 480 320 3479

© 2011 kaizen institute ltd
 all Rights Reserved. 
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