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ABSTRACT

KAIZEN, a Japanese business management concept that calls for continuous improvement, has been introduced
in Tanzania to strengthen Small Scale Manufacturing Enterprises (SSMEs) through productivity and quality
improvement. This paper examines the acceptability and feasibility of KAIZEN among SSMEs in Tanzania. A
survey of 500 stakeholders and 23 pialot enterprises was carried out using questionnaires, interviews and
observations during sensitization seminars and on-site trainings on 5S-KAIZEN methodology held in Dar es
Salaam region. The study revealed that participants demonstrated willingness to implement KAIZEN strategy.
However, the study revealed some challenges confronting the feasibility of KAIZEN practices such as employee
resistance, lack of motivation among employees, lack of recognition of hardworking employees, inadequate
communication, bureaucratic organisational structures and lack of workplace meetings. The conclusion can be
drawn that KAIZEN is acceptable among SSMEs though its feasibility is very uncertain because of the existing
management styles as well as the attitude and misconception about KAIZEN among managers and employees.
The study recommends training of managers and employees, motivation of employees and transformation of
management style.
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INTRODUCTION

Small and Medium Enterprises (SMEs) worldwide are increasingly recognized to play a major role in steering
the development of the national economy. This is apparently the case for Tanzania, where SMEs contribute
significantly to employment creation, income generation and hence poverty alleviation. The sector is estimated
to generate about a third of the country’s Gross Domestic Product (GDP), employs about 20% of the Tanzanian
labour force and has greatest potential for further employment generation (URT, MIT, 2003).

Despite their many contributions, the full potential of SMEs is yet to be tapped due to existence of a number of
constraints hampering their development (URT/MIT, 2003). While their low performance is persistently
attributed to the unfavourable circumstances surrounding them, the impact of constraints related to the SMEs
themselves cannot be underestimated. Among the evident internal challenges limiting performance of SMEs
include low levels of productivity, high production costs, insufficient quality and poor safety conditions
(Mnenwa & Maliti, 2009). Hence, a need to adopt a management model to overcome such challenges and
elevate performance of SMESs becomes imperative. It is for this reason KAIZEN was introduced in Tanzania.

The KAIZEN Concept

In its original form, KAIZEN is a Japanese word which means improvement or change for the better (Alukal &
Manos, 2006). It focuses on continuous improvement across all functions, systems and processes within a
business. From management perspective, KAIZEN means the creation of a system, which enables continuous
and sustainable improvement for an organization.

Imai (1986 as cited by Al Smadi, 2009) defines KAIZEN as “means of continuing improvement in personal
life, home life, social life, and working life. At the workplace, KAIZEN means continuous improvement
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involving everyone, including both managers and workers. It is a small, low-cost, low-risk improvement that
can be easily implemented.

KAIZEN is a never-ending journey towards waste elimination, productivity improvement, quality improvement
and efficient utilization of resources. If done correctly, KAIZEN helps to humanize the workplace, eliminate
hard work, and teach people how to perform to the best of their abilities and reduce waste in the manufacturing
process.

According to Imai (1986) the KAIZEN philosophy is what distinguishes the Japanese management from the
Western management concepts. KAIZEN focuses on the process-way of thinking as opposed to the Western
which focus on innovation and result-orientation (Imai, 1986). KAIZEN includes the aspect of constant
challenge (gradual change) of status quo and therefore does not only focus on the innovations and radical
changes. In addition, Imai (1986) claims that there are always factors and parts of a process that can be
improved and also, they deserve to be improved.

The concept called KAIZEN is internationally acknowledged as a solid strategic instrument which allows the
enhancement of productivity, quality, efficiency and safety (Titu, Oprean & Grecu, 2010). According to
Bhuiyan and Baghel (2005), the KAIZEN philosophy was initially adopted in several Japanese businesses after
the World War 11 for improvement of quality and productivity. This has been one of the key concepts in success
of Japanese industries (Womack & Jones, 2010). KAIZEN is an underlying principle of lean techniques which
have boosted Toyota to be the world’s number one car maker. Inspired by Japan’s success, many organizations
around the world have adopted KAIZEN philosophy as a way to improve production values while also
improving employee morale and safety (Khan, 2011).

Statement of the Problem

The government of the United Republic of Tanzania (URT) with the support from the government of Japan
initiated KAIZEN project in the country as one of the strategic intervention for supporting and promoting
growth in the manufacturing sector (Tanzania Kaizen Unit (TKU), 2013). The project specifically aimed at
embracing productivity, quality and safety improvement among Small Scale Manufacturing Enterprises
(SSMEs) in the country. This project which ran for three years i.e. from April, 2013 to March, 2016 was under
supervision of the Ministry of Industry, Trade and Marketing (MITM) through TKU in collaboration with the
Japan International Cooperation Agency (JICA). The project was perceived as an opportunity for the local
entrepreneurs to learn and emulate the knowledge from the Japanese experts for the development of the local
Small and Medium Enterprises (SMEs). The project started with training local experts who were in turn used as
trainers of local entrepreneurs through seminars and on-site trainings. Nationwide, 15 local consultants from the
College of Business Education (CBE), Small Industries Development Organization (SIDO) and the Private
sector were involved in this undertaking.

The first phase of KAIZEN project on which this paper is based took place from August, 2013 to November,
2013. This was intended to equip local consultants with 5S-KAIZEN knowledge and training skills. It was
further intended to enable pilot enterprises to acquire ability to implement 5S-KAIZEN themselves in an
attempt to improve productivity and quality. To accomplish the mission of the first phase the Japanese experts
taught various concepts and practices of KAIZEN to the local consultants. After classroom training, the local
consultants under guidance of Japanese experts conducted workshops in Dar es Salaam to sensitize various
stakeholders on the concept of 5S-KAIZEN, its principles and benefits (TKU), 2013). Additionally, consultants
conducted onsite trainings through two rounds. The first round (August- September, 2013) involved 8
enterprises and the second round (October — November, 2013) involved 15 enterprises all based in Dar es
Salaam region. The primary focus was on implementing the 5S-KAIZEN workplace improvement practices.
Therefore, being a newly introduced concept in Tanzania, the adoption and implementation of KAIZEN might
be challenging. However, there is a lack of systematic evidence to support whether or not KAIZEN would be
successfully implemented among SMEs in Tanzania. Hence, an academic inquiry to assess its acceptability and
feasibility was necessary.
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Objectives of the Study
The general objective of the study was to examine the acceptability and feasibility of KAIZEN strategy among
SSMEs in Tanzania. In this study, the researcher specifically intended to:
i. Examine the extent to which SSMEs accepted 5S-KAIZEN practices and principles as a
strategy of improving their business performance;
ii. Examine the extent to which the participating enterprises managed to implement 5S-KAIZEN;
and
iii. Identify challenges the participating enterprises experienced in transforming their practices in
accordance with the 5S-KAIZEN model.

THEORETICAL BACKGROUND AND LITERATURE REVIEW

Theoretical Framework

The theoretical framework of this study draws on the Johnson and Scholes Model of Suitability, Feasibility and
Acceptability as selection criteria to evaluate strategic options. According to Johnson and Scholes (2008), a
strategic option must be evaluated before implementing it in a new context. Johnson and Scholes (2008)
suggest three ‘Strategic Option Evaluation Tests’, which are helpful in evaluating a strategic option before
applying it to a particular environment. These are Suitability Test, Acceptability Test and Feasibility Test.

The Test of Suitability considers whether the option is the right one under given circumstances. According to
the Suitability Test, if a strategic option helps a firm or an industry to overcome a weakness, then such an
option would be suitable for application (Senaratne & Wijesiri, 2008). Low levels of productivity, high
production costs, insufficient quality and poor safety are significant weaknesses among SSMEs in Tanzania
(Mnenwa, & Maliti, 2009). Thus, KAIZEN would be regarded as a suitable strategic option if SSMEs declared
that it has eradicated such weaknesses.

The Feasibility Test is concerned with determining if the strategy can be made to work successfully using the
organization's resources (Senaratne & Wijesiri, 2008). It focuses on evaluation of the internal capabilities of the
company. For example, if the existing employees and management have no required knowledge and skill set,
can they be trained? Are there resisting forces due to management style, organization structure and cultural
reasons?

The Acceptability Test considers whether the strategic option will gain crucial support from the people or
whether it will lead to opposition or criticism (Senaratne & Wijesiri, 2008). The general management theorists
argue that people will accept a new philosophy if they accept its principles and believe that the latter are true
(Carnall, 2007). That is to say, if SSMEs are to accept KAIZEN, they should believe in its principles and
demonstrate readiness to implement KAIZEN.

KAIZEN Principles and Methodologies

The core principles of KAIZEN and the methodologies to attain the concept are herein presented.

Continuous improvement: KAIZEN is not a once a day, a once a month or a once a year activity. Its
implementation requires an ongoing effort to improve all aspects of your business in the light of their efficiency,
effectiveness and flexibility. Improvements are based on many, small changes rather than the radical changes
that might arise from Research and Development (Imai, 1986). W. Edwards Deming, a pioneer of the field,
popularized a tool called the plan-do-check-act (PDCA) cycle, also known as Deming Cycle for continuous
improvement (Sallis, 2014) as presented in Figure 1.
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Figure 1: Deming Cycle for Continuous Improvement
(Source: Al-lbrahim, 2014)

Plan: involves analysing the current situation, identifying an opportunity and planning for change.
Do: Implement the change on a small scale.
Check: Use data to analyse the results of the change and determine whether it made a difference.

Act: If the change was successful, implement it on a wider scale and continuously assess your results. If the
change did not work, begin the cycle again.

Other continuous improvement methods such as Six Sigma, Lean, and Total Quality Management are also
recommended in the implementation of KAIZEN (Ohno et al., 2009).

Teamwork: KAIZEN calls for continuous improvement that involves everyone in the organization from top
management to bottom. Teamwork is an aspect that is paramount to fulfilling the functions of KAIZEN
(Yokozawa, Steenhuis, & de Bruijn, 2010). Thus, the KAIZEN operating system allows employee participation
and the delegation of responsibility. The KAIZEN organizational structure is characterized by open lines of
communication, transparency, consultative-decision making, and sharing of responsibility by employees at all
levels.

Suggestion system: This is a method by which the ideas and suggestions of employees are communicated
upwards through the management hierarchy to achieve cost savings or improve product quality, workplace
efficiency, customer service, or working conditions (Izumi et al., 2009). In many Japanese companies, the
number of suggestions made by each worker is looked at as a reflection of the supervisor’s KAIZEN efforts.
KAIZEN philosophy recognizes that there is always a room for improvement. Everyone is encouraged to come
up with small improvement suggestions on a regular basis. In companies such as Toyota and Canon, a total of
60 to 70 suggestions per employee per year are written down and implemented (Kabir, Boby & Lutfi, 2013). In
most cases these are not ideas for major changes. Suggestions are not limited to a specific area such as
production or marketing. KAIZEN focuses on making improvements in any area where there is a scope for
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improvement. The management of the company encourages suggestions from employees regarding possible
improvements in their respective work areas.

Process orientation: Improvements through KAIZEN have a process focus. KAIZEN fosters process- oriented
thinking because processes must be improved for results to improve. Failure to achieve planned results
indicates a failure in the process. Management must identify and correct such process-based errors. KAIZEN
strategies have failed in many companies simply because they ignored process (Imai, 1986). Joseph M. Juran
pointed out that the source of most problems is in the process we use to do our work (Hoerl & Snee, 2012). He
proposed the “85/15 rule,” which states that 85% of the problems are in the process and the remaining 15% are
due to the people who operate the process (Jacobson, McCoin, Lescallette, Russ & Slovis, 2009). Rather than
identifying employees as the problem, KAIZEN emphasizes that the process is the target and employees can
provide improvements by understanding how their jobs fit into the process and changing it.

Elimination of wastes and losses: KAIZEN focuses on eliminating wastes and losses from the processes.
KAIZEN is not about eliminating people. Waste is any non-value adding procedure, item, or activity but
consumes resources. Womack and Jones (2010) define waste as any activity that creates or adds no value to the
process as defined by the ultimate customer. Examples of wastes include defects/damages, idle time of
employees/equipment, mistakes/interruptions, extra steps, material supply in excess, overproduction,
unnecessary movements, waiting, unnecessary processes, delays etc. Some studies indicate that manufacturing
companies waste over 70% of their resources, while those who implement Lean Manufacturing cut that
percentage in half (Womack & Jones, 2010)

Standardisation: Standardisation is KAIZEN’s main feature, where policies, rules, directives and procedures
are used as guidelines for employees to do their jobs successfully. Without a firm base line to start from it is
almost impossible to either drive improvement or know for sure if any improvement has been made. Products
are created as a result of following a series of processes according to a certain standard. According to
Wittenberg (1994), standards must be maintained to assure quality (Al-Tahat & Eteir, 2009). Berger (1997)
asserts that standards should be brought to every operation and it is management’s responsibility to see that
every operation is performed according to the standards (Al-Tahat & Eteir, 2009). To support the higher
standards, KAIZEN also involves providing the training, materials and supervision that is needed for
employees to achieve higher standards and maintain their ability to meet those standards on an on-going basis.

5S KAIZEN

One of the fundamental steps to begin a successful KAIZEN initiative is implementing the five S’s often called
5S-KAIZEN (Cooper, Keif & Macro, 2007). 5S-KAIZEN is a methodology of managing a workplace or
workflow with the intention of improving efficiency, eliminating waste, and increasing process consistency
(Sujova & Marcinekova, 2015). It derives its name from the use of five Japanese words beginning with the
letter S as the cornerstones of this philosophy. These words are: "Seiri" meaning Sort, "Seiton" meaning Set in
Order, "Seiso™ which implies Shining or Cleanliness, "Seiketsu™ which means Standardize, and "Shitsuke"
which implies Sustaining. For the sake of consistency these words, all starting with the letter S have also been
translated in Swahili as “Sasambua”, “Seti”, “Safisha” “Sanifisha” and “Shikilia” respectively.

Seiri (Sort). The first step of 5S is to differentiate between what you need and what you don't. What is essential
and what is not. To do that effectively, you need to eliminate unneeded materials, tools or equipment from the
work place.

Seiton (Set in Order). Once sorting has taken place, efficient storage methods must be enacted so that items are
easy to locate and use, as well as put away (Hough, 2008). The logic behind this stage is that everything that is
needed to do a job should be placed where it can be easily accessed (Howell, 2009). Every tool, every Standard
Operational Procedure (SOP) and Material Safety Data Sheet (MSDS) manual must be designated a place
where it can be found easily when needed.
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In process industry changeovers, this can reduce the downtime of the machines because changeovers become
faster (Howell, 2009). Having the right tools in clear line of sight (Howell, 2009) near the workplace where
they are required creates more efficient movement of people as well as materials (Cooper, et al., 2007).
Drawing current and future-state maps (Cooper et al.,2009) is a good way to identify material position and plan
on how things can be re-arranged to make the movement more effective and efficient. A commonly
recommended way to execute this phase of the 5S process is (Cooper, et al., 2007):

1. Labelling equipment and storage locations clearly so that all employees can identify them

2. Drawing borders that can distinguish different work areas

3. Drawing lines around specific equipment and highlight the traffic and transportation lanes

4. Identifying safety hazard issues and arrange items so that possible negative effects are countered.

Seiso (Scrub or Shine). This phase assumes that everything unneeded is thrown away or disposed and all the
tools now available are organized for efficient use (Howell, 2009). This phase means thoroughly clean up
clutter, fixes things and involves checking and inspection of everything to not only clean up the work place but
also to eliminate the root cause of that problem (Hough, 2008)). Some 5S projects put more emphasis on
cleaning, and in the process useful information can be lost in the sweeping. Thus, it is imperative that the
cleaning process is done not by an outside contractor but by the team members who are focused on interpreting
information that the cleaning process is generating. This phase not only provides a clean work environment for
working but many times broken pipes or damaged wires are found and this helps to fix safety hazards (Hough,
2008).

Seiketsu (Standardize). Standardizing involves working with the team in such a way that the team members
without exception agree to implement the new way of working as the normal way of working. It is important
that gains made by the first three phases are not lost by allowing the procedures from breaking down (Howell,
2008). This can be used to reinforce procedures or practices that will be key in driving improvements in the
future.

Some of the points that can help better the standardized process (Cooper et al., 2007) could be listed as:
1. Write down the procedures for the first three phases and make them part of the daily routine
2. Use visual aids and visual management (shadow boards, labelled shelving, tagged bins etc.,) as much
as possible because that will make abnormalities stand out
3. Schedule 5S activities as often as possible
4. Consider an official 5S agreement that outlines expectations, roles and responsibilities before starting
the implementation of the program.

Shitsuke (Sustain). Most studies (Cooper et al., 2007; Hough, 2008; Howell, 2009) identify the fifth phase as
the most difficult phase to be executed in the process. It is important not to go back to the comfort of old
methods of doing things (Hough, 2008). The root cause of this problem is that changing long-standing practices
and behaviours can be difficult. It involves making 5S philosophy as the way of life in an organization) and
personal discipline to follow agreed upon new standards (Howell, 2009). However, according to Howell (2009)
most organizations fail to support their 5S teams in this final step even though they might have completed the
first four steps extremely successfully. The culture of the organization is a very big factor that dictates how this
phase turns out for an organization (Cooper et al., 2007). It takes a very committed effort to keep 5S alive.

Therefore, drawing on the Johnson and Scholes Model, a study was needed to examine the acceptability and
feasibility of KAIZEN prior to its implementation. On the other hand, the literature indicates that successful
implementation of KAIZEN requires the organization to put emphasis on continuous improvement, teamwork,
improvement suggestions, process-oriented thinking, elimination of waste and standardization. It is further
recognized that 5S-KAIZEN 5S, lays the foundation for all other KAIZEN activities. Given these principles,
the question that needs to be addressed is: Are the KAIZEN principles and methods that are embedded in the
Japanese culture and management systems transferrable to the Tanzanian context considering our
environmental differences in terms of culture, management systems and behavioural patterns?
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Empirical Literature Review

In recent years, studies have been conducted on the transfer of Japanese production systems, including
KAIZEN, to other countries. For example Hong, Easterby-Smith and Snell (2006); Taylor (1999); and Aoki
(2008) examined the transferability of Japanese practices to China (Anh, Jing & Matsui, 2011). Saka (2004)
examined the diffusion of Japanese operations, including KAIZEN to the UK while Kenney and Florida (2000)
looked at the transfer to the US. The results of studies on success of KAIZEN transfer are mixed. Fukuda
(2010); Kono (1982); White and Trevor (1983) found that KAIZEN was not successfully transferred. It is
therefore asserted that KAIZEN approaches were not easily adopted abroad due to such environmental factors
as the differences in national culture and working ethics (Anh et al., 2011). However, along with national
cultural aspects, scholars argue that the adoption of KAIZEN highly depends on some specific organizational
culture such as centralization of authority and cross functional cooperation (Recht & Wilderom, 1998). In
contrast, Adler, Goldoftas and Levine (1998) found that KAIZEN was successfully transferred, in particular at
NUMMI, a Toyota/General Motors joint venture.

Kamau (2012) examined the factors influencing the implementation of quality standards (KAIZEN) in Kenyan
flower industry. His study indicated that the following factors influenced implementation of KAIZEN; team
work was leading in influence, followed by training, followed by management support and last was education
level of workers. The researcher concluded that team work was very important in the implementation of
KAIZEN while education level had very little influence on KAIZEN implementation.

Kaplinsky and Posthuma (1994) who studied Japanese management techniques and their transferability in
India, Brazil, the Dominican Republic, Mexico and Zimbabwe argue that Japanese management techniques
were adopted in these countries because of the fact that they are late starters and were seeking to be innovative.
Hosono (2009) also endorses the view that KAIZEN as well as Japanese types of Total Quality Circles (TQC)
and Total Quality Management (TQM) can be introduced to countries where the culture is very different from
that of Japan.

Knowledge Gap

There is a striking lack of empirically based framework for transferability of KAIZEN to Tanzania. Being a
newly introduced concept in Tanzania, it was not certain whether or not KAIZEN would be successfully
implemented among SMEs in Tanzania. This paper therefore, provides additional insight for the transferability
of KAIZEN by examining its acceptability and feasibility among SSMEs in Tanzania.

METHODOLOGY

The study was conducted in Dar es Salaam region where the first phase of KAIZEN project took place.
Subjects of this study were participants who attended sensitization seminars and participants from pilot
enterprises where on-site trainings took place. A total of 500 individual participants representing various
enterprises participated in the sensitization seminars whereas 23 enterprises participated in the on-site training.
The study consisted of 1) opinion survey during sensitization seminars and wrap up meetings after onsite
training programmes and 2) site visits to evaluate pilot enterprises operations as they pursued 5S-KAIZEN
practices. In each of the sensitization seminars and during wrap up meetings after on-site training programmes,
guestionnaires were distributed amongst participants asking them to provide their opinion on the extent to
which they accepted 5S-KAIZEN practices and principles as a strategy of improving their business
performance.

Judgmental sampling was used to recruit pilot enterprises to participate in the on-site training. At the outset of
the on-site training 50 enterprises from Dar es Salaam region were invited to a meeting to receive a one day
lecture on KAIZEN, and each participating enterprise was asked to decide on whether or not to participate in
the on-site training. Out of the 50 invited enterprises 30 were represented in the lecture and all made the
decision to participate in the on-site training. However, due to a limited number of local trainers, only 23
enterprises were selected to participate in the first phase on which this study is based.
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Evaluation of the pilot enterprises involved direct observation, photography and informal interviews with
entrepreneurs and employees to address two questions about the effectiveness of KAIZEN implementation: (1)
To what extent did the participating enterprises manage to implement 5S-KAIZEN? (2) What challenges did
the enterprises experience in transforming their practices in accordance with the 5S-KAIZEN model? Two half
day site visits per week were made to each enterprise for six weeks. During the observation, the trainers used
structured checklist with a series of standard items and photography to record the improvements made by each
participating enterprise. EXit interviews with owners, managers, supervisors and workers were conducted
asking them questions relating to achievements they had made through 5S-KAIZEN practices and the

impediments confronting the implementation of KAIZEN in their enterprises. EXxit interviews were held in all

23 participating enterprises.

Descriptive statistics were used to analyse data collected through questionnaire. In this case, frequency
distribution tables and graphic displays were used to present and analyse findings. Responses from interviews
were analysed using verbatim quotations from research participants. This approach involves presenting data

using selected spoken words from the interviewees (Corden & Sainsbury, 2006).

FINDINGS AND DISCUSSION
Acceptability of KAIZEN in Tanzania

To assess the acceptability of KAIZEN, participants were asked to mark their opinion on what benefits they

believed KAIZEN practices would bring. The study findings are summarized and presented in Figure 2.
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Figure 2: Benefits of 5S-KAIZEN as per Participants’ Opinions

According to the results as presented in Figure 2, all participants viewed KAIZEN practices useful and
recognized a lot of benefits it would bring. This was an indication that KAIZEN is suitable and acceptable.
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Likewise, from interviews with participants, it was found that they would benefit a lot from KAIZEN practices
and principles and demonstrated willingness to practice them. When asked to share their opinions on what they
believed KAIZEN would contribute to their business performance, participants had a lot to share. Many
participants commended on the benefits of enhancing efficiency, minimizing wastes and costs, improving
quality and safety and improving customer satisfaction.
“KAIZEN is very useful because it enhances the efficient methods of doing things and highlights the
areas where people waste their time. But it also provides several advantages of improving services to
customers”.
“KAIZEN is really good and we can apply it in our day-to-day life to improve service quality and
safety”.
“With KAIZEN, resources are efficiently utilized, as it emphasises the use of less to achieve more. |
have been amazed by the way it teaches how to improve space utilization”.
“It becomes easier to work if things are put in order and the workplace is clean”.

Additionally, participants stressed on the importance of KAIZEN in enhancing teamwork, encouraging workers
to propose improvement and problem solving.
“I am happy to learn that KAIZEN emphasises the idea of teamwork”.
“By having each employee come up with with ideas that would make his or her work more efficient and
improve the process for other people as well is the best management style”.
“I like and accept KAIZEN because it teaches skills for problem solving”

Since all 50 enterprises that participated in the one-day lecture made decision to implement KAIZEN it was an
indication that KAIZEN is acceptable.

Feasibility of KAIZEN in Tanzania

To examine the feasibility of KAIZEN, the pilot enterprises operations as they pursued 5S-KAIZEN practices
were evaluated to identify the extent of achievements made and the challenges experienced.

Achievements obtained by pilot enterprises in pursuit of 5s-KAIZEN

Structured checklists were used to record scores relating to achievements made by individual participating
enterprises in implementation of 5S-KAIZEN. Findings are summarized and presented in Table 1.

Table 1: Mean percentage Scores of KAIZEN Implementation Performance

Assessment Item Mean Percentage
Score
Factory, stores and other large areas have grid references clearly marked 95%
Visual controls such as warning signs, labels, checklists, work instruction, 92%
schedules and codes are in place
Walls /notice boards free of old posters, calendars, pictures, notices etc. 90%
Orderliness and cleanliness of gate/entrance/lobby areas 87%
Evidence of follow up, regular inspections 78%
Items stored according to frequency of use 7%
Reporting systems in place 771%
Classification system in place 76%
Outside areas within the premises free of clutter 71%
Regular training programmes 66%
Understanding and participation of top management in implementation of 60%
5SKAIZEN

According to the results as presented in Table 1, the performance of the participating enterprises was generally
high in terms of visual controls, orderliness, work efficiency and cleanliness. This is an indication that
implementation of KAIZEN was effective.
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From interviews with owners, managers, supervisors and workers, it was found that 5S-KAIZEN practices
contributed to significant improvements. Many participants claimed a number of improvements such as
creation of clean working environment, enhancement of convenient and visible workflow, enhancement of self-
discipline among workers and improvement of health and occupational safety of workers. Other improvements
as per participants’ remarks were reduction or eradication of accidents and mistakes in workplace, easy
identification of imperfections and malfunctions and reduction of hard manual work. Figure 3(a) -3 (d) shown
in appendix A depict pictorial illustrations of improvements made by pilot enterprises after implement 5S-
KAIZEN.

Challenges Confronting Implementation of 5s-KAIZEN among SSMEs in Tanzania

Despite the positive achievements identified in the preceding section, a number of challenges for the adoption
of KAIZEN were identified. Some of these challenges include employee resistance towards continuous
improvement due to sudden introduction of change at workplace. The study also revealed lack of motivation
among employees due to inability of management to involve them in decision making, lack of recognition of
hardworking employees, inadequate communication, and lack of workplace meetings were among the factors
that affected KAIZEN practices within the organization context. Furthermore, the study revealed that most of
the enterprises had rigid job descriptions and bureaucratic organizational structures that prevented workers from
sharing responsibility, having open communication, or developing teamwork, aspects that are paramount to
fulfilling the functions of KAIZEN. It was observed that employees in most of the pilot enterprises could not do
even little actions because every decision required approval by their senior managers.

In most of the enterprises it was established that many workers had no sufficient education backgrounds such
that they could not understand the tools used in KAIZEN work environment or observe the established
standards. Attitude and misconception about KAIZEN posed another challenge. Some managers, supervisors
and employees perceived KAIZEN as time consuming, costly, quick result oriented and just the matter of
housekeeping. Lack of top management commitment and support was another challenge reported by employees
in various pilot enterprises.

In summary, the findings of the study revealed that KAIZEN was perceived to be an effective strategy for
improving SSMEs’ performance and participants expressed desire to benefit from it. However, the findings
further revealed that the feasibility of KAIZEN is very challenging. The findings of the study are in line with
Recht and Wilderom, (1998) who found that the adoption of KAIZEN highly depends on some specific
organizational culture such as centralization of authority and cross functional cooperation. The findings further
support the argument made by Yokozawa et.al. (2010) that one of the major reasons why Japanese companies
have been facing difficulties with transferring KAIZEN abroad is because of different organization structures in
countries outside of Japan. A study conducted by Hayashi and Baldwin (1988) shows that the Japanese
companies in general have more of an organic structure than that of non-Japanese companies. It can also
explain why Japanese companies who set up plants abroad prefer Greenfield investments rather than joint-
ventures. In Greenfield investments, the Japanese can develop an organic organizational structure from the start
and they do not need to deal with changing an initially more mechanistic oriented organizational structure
(Yokozawa et al., 2010).

CONCLUSION, IMPLICATIONS AND RECOMMENDATIONS

Conclusion

This paper was based on the study designed to examine the acceptability and feasibility of KAIZEN among
SSMEs in Tanzania. The findings of the study revealed that KAIZEN was perceived to be an effective strategy
for improving SSMEs’ performance and participants expressed desire to benefit from it. However, the study
further revealed a number of challenges confronting the feasibility of KAIZEN practices. The conclusion can
be drawn that KAIZEN as a strategy for improving SSMEs’ performance is acceptable in Tanzania though its
feasibility is very uncertain.
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Implications of the Study

In order to increase the chances for successful KAIZEN adoption and implementation in Tanzanian SSMEs,
sound strategies to transform organizational culture, aspects of organizational culture, attitude, values, mind-set,
management techniques and behavioural patterns of managers, supervisors and employees are necessary.

Recommendations
For successful adoption and implementation of KAIZEN in Tanzanian SSMEs the study has some
recommendations to make.

Recommendations for Actions

o First, the management should be sensitized and trained to use bottom up approach of management for
effective implementation of KAIZEN practices;

e Secondly, training of employees to let them understand KAIZEN related tools should be taken
seriously.

e Thirdly, the management should motivate employees using both monetary and non-monetary rewards
for better performance.

o Fourth, KAIZEN should be made the national campaign focusing on offering further trainings and
sensitization seminars.

Recommendations for Further Research

The present study had some limitations. First, since the study was confined to Dar es Salaam region, the
conclusions in this study cannot be generalized to all SSMEs in the whole country. Second, this report presents
the preliminary results findings of the ongoing KAIZEN project which mainly focused on 5S-KAIZEN. Thus,
other elements of KAIZEN such as Just in Time (JIT), Quality Control Circle (QCC), Quality Control Tools,
Total Productive Maintenance (TPM), Automation, Value Stream Mapping, and Material Handling remain
unaddressed in the present study. Third, time constraints restricted exhaustive examination of factors
influencing feasibility of KAIZEN practices among SSMEs in Tanzania.

To complement findings of the present study, further study covering many SSMEs across all regions of
Tanzania is recommended. Moreover, further study should attempt to explore factors influencing acceptability
and feasibility of KAIZEN among Tanzanian SSMEs.
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Appendix A
Pictorial Illlustrations of Improvements Made by Pilot Enterprises after Implementing 5S-KAIZEN
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Figure 3 (a) Shop Floor Before and After 5S-KAIZEN

Before After

Figure 3 (b) Exterior Appearance of the Enterprise
Before and After 5S-KAIZEN
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Figure 3 (c) Appearance of the Machine Before and
After 5S5-KAIZEN

Before After

Figure 3 (d) Safety Level Before and After 5S-KAIZEN
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