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Automotive – SGC contributed to development and production preparation of the “Nano” for the 

India market.  In just 1 year, they also realized a manpower reduction of 220 employees and cost 

reduction of INR ₨Company – 130,000,000 in the “A” plant alone.

Aerospace Reduced “A” model production time from 70 days to 18 days /aircraft.

Aerospace – Reduced man-hours by 269 hours, set-up time by 158 minutes, and operators’ 

walking distance by 9 km, among other kaizen benefits in just 6 months.

Medical Center – In 3 years, reduced expenses by over USD $8,000,000

Health Service - Pharmacy reduced inventory infusion by 69%; resulting in savings of about USD 

$150,000.    Over 5 years, reduction of unnecessary inventory valuing USD$900,000.

Computer Products – Made +50% quality improvements and increased efficiency by 67%  

(America) Inc. (Data Storage) In 6 months, Hitachi made +50% quality improvements and 

increased production efficiency by 67% in the first 6 months.  After 18 months, Kaizen activities 

yielded successful stock reduction saving more than JPY ¥1,000,000,000 from eighteen-month 

Kaizen activities.

Shingijutsu Global Consulting has helped implement successful Kaizen at too many 

companies in too many industries to list – each having realized tangible and practical 

changes with measurable impact.  Under the guidance of SGC consultants, each has 

also built their internal Kaizen teams to continue implementing “CONTINUOUS

improvement!”
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● Down time ⇒ Capacity down

Major downtime causes

➢ Changeover

➢ Defects

➢ Breakdown

☆Grasp the current situation ⇒ Time observation, Video

Target ・Work contents

・Work elements time

・Movement

・Non value added work

・Distance
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● Shortening Changeover Time ⇒ Small lot size, Reduce inventories

＊Breakdown of Changeover Time

Changeover Time = External Setup Time + Internal Setup Time + Adjustment Time

External Setup Time: Time for work that can be done without stopping equipment

Internal Setup Time: Time for work that cannot be done without stopping equipment

Adjustment Time: Time machinery is stopped to ensure accuracy and quality processes after 

changeovers

Product A
Changeover

Stoppage Time

Adjustment

Time
Product B

Changeover Time

Internal Setup Time

(Production Loss)

External Setup Time

Preparation and check for 

tooling, materials, conditions 

chart, etc.

External Setup Time

Cleanup of 

tooling, gauges

Time

Kaizen Means Kaizen Goals



© Copyright 2020, Shingijutsu Global Consulting5

＊ Steps to Changeover Kaizen

☆Reduce time required for changeovers and stoppage time ⇒
Reduction of stock through smaller lot size

First Step

(Make Standard Table)

Second Step

(Reduce downtime due to 

external setup)

Third Step

(Reduce internal setup work)

Forth Step

(Reduce adjustment work)

Fifth Step

(External setup kaizen)

Clarify internal setup, adjustment, and 

external setup work

(Make Standard Work)

Move internal setup work to external setup

(Total changeover work does not change)

Kaizen for internal setup

(Reduce line stoppage and overall work time)

Reduce adjustment time

(Eliminate variation ⇒ 0)

Shorten time for external setup work

(Line stoppage time does not change)

Internal Setup Adjustment External Setup

⚫Shortening Changeover Time ⇒ Small lot size, Reduce inventories

Kaizen Means Kaizen Goals
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AfterBefore 

Process Improvement PCA Cart

Operator Problem Action(s) Taken Results

A
The cart from the PCA had all the 

parts there but not in a user friendly 

order fort the mechanic..

Add 30" to the cart and arrange 

them in the order of there 

assembly on the air plane.

Visual ais for 

assembly
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After Before 

Process Improvement PCA Cart

Operator Problem Action(s) Taken Results

B

The fasteners and standards for the 

three sub assemblies. Were scattered 

across three kits. Some of the kits had 

fasteners in them that were not used 

while others were missing.

Three new kits to match the 

three assemblies with only the 

fasteners that are needed 

Less searching 

for what you 

needed 
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AFTERBEFORE

Cell Standard Work
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AFTERBEFORE
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Operator path clear of  

obstructions
Cell interior blocked by 

tables and carats 

Standard Work Cell layout

Now
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AFTERBEFORE

Cell Standard Work (Documentation)
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Kitting ① (Hardware, Boxes)

Before After

Point of use, less walking, reduce cycle time,  

mistake proof.

http://www.google.co.jp/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://bunkakougeisya.jp/blog/201306/201112_1.html&ei=JD5mVZTcBor1oAT4toCwBw&bvm=bv.93990622,d.cGU&psig=AFQjCNHJfkDLJvyhpRM6gM5Whl5xruguhQ&ust=1432850310978125
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Kitting ② (Hardware, Carts)

Before After

Point of use, less walking, reduce cycle time,  

mistake proof.

http://www.google.co.jp/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://bunkakougeisya.jp/blog/201306/201112_1.html&ei=JD5mVZTcBor1oAT4toCwBw&bvm=bv.93990622,d.cGU&psig=AFQjCNHJfkDLJvyhpRM6gM5Whl5xruguhQ&ust=1432850310978125
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Kitting③ (Small Parts)

Before After

Point of use, less walking, reduce cycle time,  

mistake proof.

http://www.google.co.jp/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://www.bell-denki.com/report/article/%E9%83%A8%E5%93%81%E6%9D%90%E6%96%99%E3%81%AE%E7%BD%AE%E3%81%8D%E5%A0%B4%E6%89%80%E3%80%80%E3%81%9D%E3%81%AE%EF%BC%92&ei=_DxmVZmeLIrSoAT20ILwAg&bvm=bv.93990622,d.cGU&psig=AFQjCNH1u2OWMAEZ9lbCyfdmtdDmYs-8eA&ust=1432850007688255
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Before After

Point of use, less walking, reduce cycle time,  

mistake proof.

Kitting④ (Large Parts)
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Point of Use (Shadow Board)

Before After

Basement of kaizen activities, no Muda (waste)
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Point of Use (Shadow Board)

Before After

Point of use, less walking, reduce cycle time,  

mistake proof.
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Visual Management①(Hoshin Kanri)

Before After

No vision means no kaizen, 

we don’t know targets and progress.

http://www.google.co.jp/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://matome.naver.jp/odai/2128866078841917201/2128867450642251403&ei=9j5mVZehGszHogTju4DgDA&bvm=bv.93990622,d.cGU&psig=AFQjCNF-iGgKUHWuQyUiDe6j-AN3GGhuQA&ust=1432850551038864
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Visual Management② (Kaizen Planning)

Before After

Create annual Kaizen plan with 

Hoshin and Daily management.

http://www.google.co.jp/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://matome.naver.jp/odai/2128866078841917201/2128867450642251403&ei=9j5mVZehGszHogTju4DgDA&bvm=bv.93990622,d.cGU&psig=AFQjCNF-iGgKUHWuQyUiDe6j-AN3GGhuQA&ust=1432850551038864
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We would like to highly recommend you 

“Kaizen Planning & Workshop” for your future Lean 

activity deployment…

Please contact us. If you have any questions, or require  any 

further information.

Phone : (+1) 425-451-8651    email : office@shingijutsu-global.com

Contact


