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Figure 1.1 The NPMS Map 

This drive to introduce a standardised approach was to support the Nissan 

head office's global objective of each overseas Nissan Plant becoming the 

number one customer satisfaction rated company in each country. It was 

suggested by NML's head office that by using the NPMS as a tool for 

improvement, this would lead to Nissan becoming a worldwide leader In 
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Quality and production efficiency. This drive is based on implementing a 

strong manufacturing plant product making system. The system was designed 

to be strong, flexible and capable of absorbing change and be used anywhere 

in the world. In order to meet the goal of superior customer satisfaction the 

model and the daily management activities supporting it is subjected to the 

Shewhart PDCA cycle of continuous improvement which is frequently 

referred to by Deming (1982) 

1.1.3.1 The PDCA cycle 

WaIter Shewhart, the pioneering statistician who developed statistical process 

control in the Bell Laboratories in the US during the 1930's, originally 

developed the concept of the PDCA Cycle shown in Figure 1.2. It is often 

referred to as 'the Shewhart Cycle'. It was taken up and promoted very 

effectively from the 1950s on by W. Edwards Deming, and is consequently 

known by many as 'the Deming Wheel' . 

Figure 1.2 the PDCA cycle 

P D 
Plan Do 

A C 

This improvement activity is first specified in the form of standardising all 

activities and then using the principle of Kaizen, as discussed by Imai (1986) 

to introduce gradual improvement activities. The PDCA cycle is also 

implemented through the Hoshin Kanri establishment process. This process 
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each country so that anyone can produce vehicles of the same quality in the 

same way. 

NPMS 

BENCHMARKING 

HOSHIN 
J(ANRJ 

Figure 1. 5: The role of standardisation 

SLOPE OF 
ll\lPROVEMENT 

TQM 
\VORLD 
CLASS 

Donald J Wheeler (1993) quoted Daniel Boorstin who said "Information is 

random and miscellaneous, but knowledge is orderly and cumulative." 

Wheeler goes on to say before information can be useful it must be analysed, 

interpreted and assimilated. The Japanese, in line with the previous statement, 

believe that a standardised view of knowledge must be created in order to use 

acquired knowledge correctly to interpret information. This approach to 

standardisation is supporting the NPMS as a driver of a broad all 

encompassing system based on Japanese improvement philosophy, as 

discussed by Deming (1982). It was identified earlier in this section that 

supporting the NMPS in Japan were a series of more than eighteen hundred 

best or better practice procedures. This was very much similar to the NSA 

current Quality Management System (QMS) which NSA had used for its ISO 

9002 (1994) introduction programme. The main difference however, was 

identified to be the fact that the NSA approach to systems based on ISO 9002 
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evident in the fact that more than eighteen hundred B90 Standards have been 

published that supports the NPMS. However, these standards are revised on a 

regular basis each time a new improvement idea is generated. It is generally 

believed by many organisations world-wide that there is only a need to document 

basic quality related standards when developing a formal system and other 

activities such as cost reduction or business improvement have no place for 

standards. Dale (1994) refers to these as 'Level One Uncommitted Companies'. 

This belief may emanate from the popularity of the current ISO 9001 (1994) 

Quality Assurance Standard used by many organisations around the world. The 

ISO Standard 8402 (1986) Vocabulary for Quality Terms defines a quality system 

as. "The organisational structure, responsibilities, procedures, processes and 

resources for implementing quality management. " 
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Figure 2.2 ISO 900 1 Year 2000 proposed update 
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As can be seen, NSA has a low level of achievement compared to the other 

operations. In this analysis a score of one is interpreted as basic and a score of 

five is interpreted as being fully competent. The world Benchmark is NML but 

Yulon Motors of Taiwan and SNA of Thailand are seen as being more 

representative for comparison to NSA. It can be seen that they have a much 

higher average score than NSA. The NPMS Matrix diagram in Figure 2.4 

indicates the correlation of these functional step-up scores with actual 

performance ofQCD objectives. Figure 2.5 NPMS introduction timing, shows the 

progress made by each of these overseas plants since 1993 and the step up score 

achieved. It can be seen that the Yulon plant in Taiwan and the NPMI plant in 

Malaysia started the programme a year before NSA. Using the Matrix in Figure 

2.4 the step up results had good correlation with each plant's performance in terms 

of Quality and Delivery performance. 

Figure 2.5 NPMS introduction timing 

4.5 

4 
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2.3 The Deming influence as the foundation for the NPMS 

1998 

-Yulon 
- NSA 

NPMI 
- SNA 

Harding (1999) recognised that the NPMS as a system links it to the Deming 

philosophy. Deming (1993) said "the first step is clarification: everyone in the 
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Figure 3.2 Problem formulation claim 

Data 

Published quality, delivery and productivity 
results show a distorted rate of success 
emanating from a fear of reporting failure. 
Low Employee Satisfaction results indicates 
a demotivated management and workforce. 

~ 
Since I W mants 

Daily results are reported achieving target 
yet monthly results and KPI's are 
mainly reflected as not meeting target 
when analysed by the executive. 

Because 

A fear of showing failure exists 
Corporate targets are not aligned 

Qualification 

Almost certainly. 

1 
Unless 

A focused team approach 
is put in place and more 
appropriate targets are set 
using Hoshin Kanri methods. 

Individual result is more important than the group result 
The target result and not the planned activity is the focus 
True Hoshin Kanri is not practiced by each level 
Selective reporting takes place. 

3.2 The problem formulation claim 

Claim 

Underlying fear and a lack of 
challenge in each area to apply 
a more focused constancy 
of purpose approach in NSA will 
continue to generate an inferior 
quality and productivity result 

The author suggests that a climate of fear and a lack of challenge exist in the 

organisation and that data presented to executive management are being distorted 

in order to hide the true situation of low achievement. This claim is supported by 

the Japanese head office who have indicated that our foremen and management 

cannot challenge the Productivity and Quality targets set in the Company's 

Business Plan. We need to investigate this data and come to a conclusion as to 

whether this claim is true. In the Japanese plants the concept of Chosen and Jissen 

(C&J) or challenge and practice is very much part of the continuous improvement 

process as was discussed in section 1. 1.5. Each member of supervision at NML 
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Table 3.1 Review of Managing Directors Business Plan 1998/1999 

REVIEW MATRIX - 1998199 BUSINESS PL4N 

POSITION: Managing Director 

AREA: MANUFACTURING 

Obj.lControlltem 1998199 

Quality: PSI Value 
TGW/100 

Initial 3month 
warranty ratio 

Cost: Into stock Vehicle 
manufacturing cost 

Divisional total 
expense 
Delivery: Monthly 
into stock 
schedule 

Effective value 
stock reduction 

Achievement ratio 
Soshin control 

People : 
Implement NPMS 

GKMenu 

Meets target 
Within 10% 
<90% of target 

7 

• 
• 
• 
• 
0 

• 
• 
• 
• 

• o 
• 

8 9 

• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 

• • 

10 11 12 1 2 3 4 

• • • • • • • 
• • • • • • • 
• • 0 0 • • 0 

• • • • • • • 
0 0 • 0 • 0 0 

• • • • • • • 
• • • • • • • 
• • • • • 0 0 

• • • • • • • 

Target 
value 

5 6 

• • 
110 

• • 
0.35 

• • 
Rand 

• 0 

15% reduct 
0 • 

98% 

• • 
Rand 

• • 
100% 

0 0 

Ste~ up4 

• • 
50 Audits 

Supporting the PSI quality result, a measure had been taken indicating warranty 

claims in the form of a target of 0.35 defects per unit in the field, within 3 months 

after delivery. Both of these quality results indicated that the quality related 

performance against target had consistently failed for the twelve-month period in 

question. A third item, which was related to both delivery and cost, was the 

effective value of stock reduction. This target saving of Rand value in reduced 
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Delivery and Cost issues is to be knitted together. Unlike many larger operations 

in Japan with a very high level of local content, NSA rely heavily on the 

importing of Completely Knocked Down (CKD) parts for the assembly process. 

This use of CKD stock makes the balance between inventory and delivery 

performance that much more difficult. 

3.4.5 Bringing all the issues together 

It has been found that although NSA have been working towards improving 

Quality and Productivity through the use of the Nissan Plant Management system 

as an improvement tool, it has not yet succeeded in making the breakthrough as a 

world class manufacturer. There are a number of issues that need attention ifNSA 

is to improve to the level required by their parent company in Japan and other 

overseas benchmarks. The suitable atmosphere at all levels in the organisation 

must be created with a focus on the shop floor for success to be achieved. The 

interrelationship of each objective must be studied carefully and a way must be 

found to speed up the NPMS implementation programme. 

Lack of 
understanding 

of functional and 
broad step up 

No link of 

beginning of fiscal 
year without 

consideration of 
actual timing 

Only submit 
information when 

requested by NPMS 
department 

Lack of 
communication 
between Oepts 

Lack of participation 
at senior level in 

developing 
activity plans 

Figure 3.5 Fishbone analysis. 

Step up activity not 
always linked to 
forecast result 

Target seen as more 
important than 

Why 
Step up activities not 
achieved timeously in 

some areas 

Functional step up seen as 
a separate activity and is 
not yet part of each dept's 

HK management plan 
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System across all areas with a focus on removing variation from each process and 

being able to operate in a standardised way. as shown in Figure 3.4 Revised 

claim. 

Figure 3.6 Revised claim 

Data '--Quali __ ·_fi_catI_'_on_;------.. LI __ Cl_8llll_' _-"':"..:J 

Published quality, delivery and productivity 
results show a distorted rate of success 
emanating from a fear of reporting failure. 
Low Employee Satisfaction results indicates 
a demotivated management and workforce. 

1 
Since I warrants 

Daily results are reported achieving target 
yet monthly results and KPI's are 
mainly reflected as not meeting target 
when analysed by the executive. 

Because 

A fear of showing failure exists 
Corporate targets are not aligned 

Almost certainly. 

1 
Unless 

Fear remains an issue 
in the organization 
and a suitable culture 
of challenge cannot be 
implemented 

Individual result is more important than the group result 
The target result and not the planned activity is the focus 
True Hoshin K.anri is not practiced by each level 
Selective reporting takes place. 

3.7 Conclusion 

A focus on removing 
variation from the process 
with support from 
Japanese management 
and a revived NPMS 
approach will improve the 
performance of the NSA 
Operation 

The 1998 / 1999 business plan year had attempted to make full use of the Hoshin 

Kanri process to improve the People, Quality, Cost and Delivery performance of 

the NSA Manufacturing Company in line with the NPMS framework described in 

chapter one. The Managing Director's review matrix, refer to table 3,1, shows 

that the majority of targets were not achieved. On further analysis, however, it 

can be seen that many of the results obtained for the various targets and control 

items at support levels show that the overall objective of improving productivity 
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documents as the base for determining, not only standards of work, but also 

headcount ratios to complete the work based on volume and model mix. Figure 

5.1 NSA Total headcount shows graphically the reduction of salaried and hourly 

employees over the period from December 1994 to June 2000. 

6000 
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1(1 
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" .. 3000 
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1000 

0 

Figure 5.1 NSA Headcount 1994-2000 

NSA Total Headcount 
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The continuing reduction of direct labour linked to the increase in volume had the 

desired effect of improving productivity at NSA in terms of Units per Man per 

Month achievement, which is the generally accepted measure in the International 

Automotive industry, refer to Figure 5.2. Units per man per month. 

Figure 5.2 Units per man per month 
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The results indicated in Figure 5.2 show that the productivity trend was relatively 

smooth up to July 1999. The revised focus of action on activities supporting the 

199912000 business plan, which included Units / Man / Month improvement, 

resulted in a more dramatic growth over the final twelve month period. This is 

shown in Figure 5.2 with the June 2000 result well above the trend line. 

Figure 5.3 Comparison of YES shipping demerits between NSA and Yulon 

4.6 
4.4 
4 .2 

4 
3.8 
3.6 
3.4 
3.2 -t---------' 

Yulon 

June 2000 

If the quality trend, in terms of YES shipping demerits, shown in Figure 5.3, is 

compared with Yulon Motors result, it can also be seen that there was a 

favourable result in June 2000. This improvement in shipping quality was 

supported by the improvement in the Quality functional step up diagnosis score 

from 0.5 to a score of3.0 as shown in Table 5.1 GK Step up score. 

5.1.2 The continuing need to drive out fear 

The Globalisation of NSA in terms of benchmark results was now bringing NSA 

closer to other overseas countries and in some instances NSA were now 

outperfonning some of their traditional benchmark partners. This activity 

however also brought some problems to the company. A perception was being 

developed that headcount reductions were seen as the main focus of the 

Globalisation programme. The Cost per Unit measurement was becoming a main 

driver by the Japanese head office and the motivation of the workforce did not 
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l. He listens and learns without passing judgement on him that he listens to. 

m. He will hold spontaneous meetings (at least once per year) with all his 

people to establish their aims, hopes and fears. 

n. He understands the benefits of and losses from competition between 

people and between groups. 

The EVP ofNSA through his Top Sindan audits was able to assess the feeling of 

senior management as well as subordinates and how well they were progressing 

with the implementation of Business Plans. The EVP pocessed most of the 

characteristics as displayed in Deming's points a-n shown above and was able to 

use these characteristics during his Top Sindan audits. These regular audits not 

only gave him the opportunity to assess progress of targets but also to gain a 

feeling of the prevailing mood of the staff. 

5.1.5 Management interaction with the foreman 

Through monitoring each foreman by usmg the Genba Kanri (GK) step up 

method, which is a sub element of the NPMS methodology, it became apparent 

that many foremen did not have the experience and training to control the shop 

floor to the standard required by the Japanese. 

Table 5.1 GK Step up score 

Diagnosis Item Result 1 2 3 4 5 

Floor management techniques 3.5 

5S activity and Safety 4.5 

Standard operating sheet 2.5 -Skill training 3.5 

Job allocation 3.0 

Quality assurance 3.0 -Autonomous maintenance 2.0 --Kaizen activity 3.5 

Total score 3.2 
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and each tag would depict the nature of the concern and the actual task that 

produced the concern. An example of the Operator Performance Status Matrix 

board support chart can be found in Appendix 19 a and 19 b. Figure 5.4 Clear 

Picture of concerns, shows the interrelationships of support activities and concerns 

that were used to determine the support chart and identify potential defects. 

Figure 5.4 Clear Picture of concerns 
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Satisfaction, increased productivity and reduced waste as presented in the NPMS 

map. This can be summed up as follows: 

• Create a policy decision based on Customer Satisfaction and changing needs. 

• Development of that policy 

• Develop a management plan to implement the policy that can be cascaded 

down to all levels. 

• Check the plan and act on its implementation. 

• Monitor the manufacturing shop floor where the real results happen. 

• Take care of personnel and labour issues. 

• Utilise production engineering and staff effectively. 

• Ensure timely introduction of new model projects in order to stay in the race. 

The Japanese appointed auditor from the NML head office measured the whole 

NPMS application at NSA in May 2000. The result of the audit is shown in Table 

5.2 NPMS Step up result. 

Table 5.2 NPMS Step up Result 

Diagnosis item Result 1 2 3 4 5 

Policy decision and development 4.5 

Check and action 4.0 

3S activity 4.0 

Personnel principle 4.0 

Role of the foreman 3.5 

GK activity 4.0 

PRQC activity 4.5 

Kaizen activity 4.0 

Production Engineer C and J 4.5 

Productivity control 4.0 

Engineering development & Stds 4.0 

If otal score 4.1 
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improved Quality, Cost and Delivery results. As expected Deming's Theory of 

Knowledge did have a bearing on the outcomes of this implementation process. 

However, the organisation's management have not totally capitalised on his 

teachings that were partly responsible for the results achieved. The NSA 

operation will continue to remain viable if quality levels coupled with productivity 

improvements can be maintained and improved as explained in figure 5.5 . Finally 

it can be concluded that the NPMS can lead to improvement of quality and 

productivity but the human factor must receive more attention if it is to work in 

this South African environment. The effect of the Renault / Nissan merger will 

still impact on the organisation but it is anticipated that the effect will be positive. 

Figure 5.5 Final claim 

Data L-Q_~_I_ili_~_tiO_n~r-----~.1 ~ ___ C_lm_'m __ ~ 
NPMS implementation was 
successfully introduced to the 
Japanese Standard oflevel 4.1and 
Q,C,D targets were achieved to the 
level required by Japan 

Almost certainly. 

1 
Unless 

Nissan South Africa by using 
the NPMS Framework will be 
capable of competing with 
other global players in the 
Nissan family. 

Following this process of 
NPMS introduction NSA have 
reached Benchmark levels 

The motivation to continue to meet 
targets cannot be maintained or the 
targets become outside the 
capability of the resources 
available 

A Constancy of purpose was created in the organisation 
to focus on achieving targets set out in the Business Plan 
developed by the individual areas to focus on a common goal. 
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